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SUMMARY OF FINDINGS. CONCLUSIONS ANO RECOMNENDATIONS

Sveden haaz supported Lesotho's labour Comstruction Umie,
the LCU since 1978 A total of SEEK 2% million has been
paid cut umtil July 1984 and another 24 million allocated
for 1904/05-1906/07. A first evaluation was carried out
in eazly 198! and the preseat mission visited Lesothe in
March ~ April, 1985. The sembers of this evaluation
sission were Messrs Athanasius Lehodo (Covermment of
besotko, GOL), Gectf! Edmonds (Imtersaticnal Labour Organi-
gatiom, ILO), EKarlis Goppers (SIDA) and Mikael Soderbdack
(SIDA) .

Tindings and Conclusicns

AS An 1997, the mispicon’s findings are that the Labour
Construction Umit (LCU) has isplesented a series of
jabousr~intenaive consttuction projects to a satisfactory
techaical standard and at 4 competitive coat, Nowever,
the broad objectives in relatlion to large scale esployment
promotion have not been achieved, This caz to at least
some extent be explaimed by the fact that sufficieat funds
have not been allocated By the Covernsent of Lesotheo
(Gol) .,

The operation is efficiently run. Although produc-
tivity Bas declimed slightly in recent years, the cost of
the road works was seascosable and the stasdard of con-
struction wvas found to be good. Certaln speclific improve-
ments cowld, however, be made in the construction techai-
ques. The level of plansing and reporting were satisfac-
toxry. It must, however, be remarked that B0 per cent oOf
LCU' s operations remain in road construction and mainte-
nance, despite several studles having shown that other
wypes of projects, ¢.9. 30il conservatioa, can yleld
higher wsploysant effects.



The LCU has not cealized itz objoctives in the area
of traiming, nor has it been possible for the LCU to £i13
Ranagement positions with local staff. After eight yeazs,
the cperation is still belng sanaged entirely by an expat-
Tiate consultant firm; the cost of technical assistance
having increased, rathear than decreased, in recent years,

Very little has been achieved in respect of long ters l
Primazy objectives, which are to create az such saployment
AR pOossible and to promote and propagate the use of
labour-intensive methods within all public works of the
fovernsent of Lasotho.

This wvas already noted by SIDA's own evaluatioe
Bission in 130Y which recomsended aimilar resedies to
those proposed by the current evaluation team. Other
avaluations have made the zame point. Theze Mas been an
imability to act om earlier proposals on the part of both
the goverament and dosors However, the governaents
AnCreasing avareness of the potential of the LOCU and the
need for a clear policy in relatios to it, is reflected in
Fecent policy documents . *

We have, soreover, fousd that the zelectios of
workers eaployed in LCU projects iz generally made on &

Political basis, with the ruling BNP favourinmg its own
supporters, Over B0 per cent of the esployees are said to
be members of the BNP. This political bias does not
Accord with Sweden s general goals of development. Thers
do exist simple recrultseat procedures used is ladbour-
based programmes elsewhore wWhich could eliminate this
bias.

A2 for the impact of the roads built, mno conclusive
cost-besefit analysis has Deen sade. Thore are, however.
BAny indicators that the roads have beenm of considerable
benefit o the people living in the areas concerzed. Due
to the new roads, & number of services are now available
to villages that were previously isolated.

LR Mnienry of werne. The Muatery. Current Bratus
ond Frapesst Tuture Policy and Sevalopmend of
e Lot Canttowmtion Bnit, foh 'O
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Recommendations

The nission is comvinced there is considerable scope for
increased uae of labour-based sethods at coapetitive costs
in Lesothe. It would be possible for the Government to
integrate and co-opdimate labour-intensive constrection
techniques in all public works, thereby attempting to
increase eaploysent in the country. We propose that sach
Minintry develops its own capacity to utilize labour-based
tochaiques.

¥hen decentralired labour-baped comstruction usles
are o be set up, there will be need of a comsideradle
amount of techanical and other assistance. For this pur-
pose we propose that an advisory and co-ordinating wnit be
set wp within the Central Planning Ministry, the CFDO, and
that & co-crdisating cosmittee, consisting of the Jecreta-
ries of State from all the concerned simistries, De reim-
stated

The central advisory wnit within the CPOO would be
responsible for co-ordinating, plasnisg, ard advising all
the other ministzies im everything comscerning laboss-
intensive construction work. At the same time, it would
ACL A% a secretariat for the co~ordinating committes,

This means that a part of the present respunsibility of
the LCU would be transferred to the CPFDO unit, During
this process the operatiomal capacity of the LCU would be
gradually taken ower by Roads Departaent,

Wa further agree with the proposal that the special
labour intensive tratining uait, the LITU, which is
presentliy being set wp, shall have the specific task of
training future traioers, rather than trainees, This usit
should be a central tralning unit and not part of the
LCU. It showld come under the auspices of the advisory
uynit within the CPDO.

As far as the LCU ia concerned i1ts integratioa into
the Roads Depattsent should be accompanied by a clea:r
definition of a yearly work programss which would be soni-
tored and controlled im the scame way as the other brasches
in Roads Departsent .




Each ministry involved in isfrastsucture works should
Now prepare a list of projects, which could be carcied out
by labour-based techmiques. These would then be passed to
the advisory unit within the CPDO which could assess thelr
validity and advise oo poasibilities for isplesentatios

Az mentioned above, seversl of the comclusioms and
tecommondations put forward ia this evaluation report, are
atrikingly similar to thoae of the mission which visited
Lesotho im 1987, It is hard to judge whether this should
be viewed a4» an inability on the part of both the Covern~
ment Of Lesotho and the donors to act on the findings of
the sariier evaluation, or whether a bDureaucracy sinply
needs Time 10 institute changes

The latter view secems to be supported by the fcllo-
wing statesent, which sosechow syabollizes the entire
findiags of both missions Ome of the officials we
interviaved in Lesothe sald,

‘Your mission showid make the same recommendations

all over again. This time we are such more mature

And consclious of theme issues and we would, there-

fore, definitely be able to isplement zuch recommen-

datioms this time.*




1 INTRODUCTION

Simce 1978, Sweden has supported the developsent of
lebour-intensive methods of coastruction in Lesotho, by
financing projects carried out by the Labour Construction
Dnit, the LCU. In recent years, Sweden has also financed
the techaical assistance provided by & consultancy firs.

Up to July, 1984, total Swedish suppost asounted 0
SEX 2% million. A further sum of SEX 24 silliom has Been
agreed on for the pericd 19B4/85-1906/4T7,

In April, 1981, SIDA conducted an evaluation of Ate
sepport to the LCU, The main coaclusion of this mission
was that most of the specified goals had been attained.
According to the existing Specific Agresssnt between the
Governsents of Lesotho and Sweden, 4 nev cevaluation was Lo
be conducted early in 1985, This report Ls based on the
findings of that evaluation mission,

The evaluation is intended to provide a basis for
consultations betwees the two Parties in order to review
the ongoing Programme and agree on a plan of work and a
budget for the finamcial year 1385/86, This evaluation is
also supposed to provide a basis for discussions on pos-
sible continued Swedish support im the area of labour-
iatensive sethods of constructios.

Oblegtives

The objectives of the present evaluation sisslion were
detfined an:
* To evaluate the Swedish support given to the IV
during the pericd 1981-1384, in relatica to the over-
all aim of this programme of development co-opera-
tiom, i.g. ‘%o increase esployment for the rural
population by creating labour-intemsive constrwction
methods ™,
* Yo evaluate the performance of the LCU with regard
to the cost-effectiveness of labour-intemsive methods
of CONSTLIUCTIONn A well as the 30Ci0-econoRic bDene-
fits resulting from the construction Programmes.




" To appraise the short asd long te:rs potential of
labour-intensive methods In general, and AB particy-
lar, o create productive weployment in Lesotho.
Special consideratios should be Given o the possibi-
lities of rapidly increasing eaploysest in case of
fEer§enciea and to the introduction 0f labour-intes-
Sive comstruction msethods in sectors other thas road
building.

Time schedule and reporting

The evaluation mission visited Lesoths during two weeks in
Mazch and April, 198%. The mesbers of this team also
Participated in & zeminar on feeder roads held on the AL 13
and 19th March, and organized Jointly by the ILO and the
Governsent of Lesotho.

The Mission sade several field Lrips and had meetings
WAEA the Prime Minister's Office. with relevant sinistries
asd government bodies as well as with desmer representa-
tives

of the ev Lom L Neze Messrs:
Mikael S3decsbick, Civil Engineer. Industcy Division,

SIDA;

Farlis Coppere, Economist, Research Divislon, S1DA;

Geolff Edsonds, Civil Engineer, Technology and Eaploy-

sent Brasch, 1LO;

ans

Athanasius Lebobo, Civil Engimeer, Labour Comstruc~

tion Dait, LCU.
Formally responsible for the comclusions and recommsends -
tiona of this evaluation report are Messcs Geoff Edmonds
and Karlis Goppers, while Mikael S3derbick and Athansius
Lekobo, both Being associated with the LCO-project, took
Pazt in the aission as resource Persons .




2 OBJECTIVES OF ' LU

The prisary long ters objectives of the LCU are ixacly.,
to promote and propagate the use of efficlient
labocur-intensive methods An all public works in the
Government of Lesotho, and agscondly. tO creste as msuch
gainful esployment as possible in the coumtry, especially
fOor returning migrant workers

The ismediate goals or production targets of the
project include a series of objectives pertaining to the
petting up and ruaming of an efficlient labour~- intensive
comatruction Programse T™e oaly fire indication of OOL'»

plans for the future of the Unit were contained in the
Lesotho Third Development Plas for the period 1980-198%
(pp 244 and 245)

0’ it &0
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"The target for the Labour-Intensive Construction
Unit in the Third Plan period are to increase aActivities
$O that at the end of the period the Unit will have &
stxeagth of 1,500 men and will have an absorptive capacity
of 10,000 sea cthrough an exergency/contingency plan,

Two Labour-Iatensive Oroups (LCGs) of 700 senm cach
Will Be set up in 1980/0' and one 700-man LOG will be
ad0ded in each year of the Plan from 1982/8) on The
strength of 3,500 men will thus be achieved. *

The Plan then went on to list the Projects Lntesded
t0 provide the workload of the Umit wuntil 1943,

Bweden’s motives for aid to Lesotho
Sweden has 208z _semezal obisctivea regarding co-operation
with developing coumtries, They are 10 promote

* ecoaoalc growth;

* & more equal diastribusion of incoms;

*  the econcaic and political independence of the

recipient coumtry, in this case, Lesotho: and

* the develcopment of desocracy inm that society

In each particular project coe or more of these
objectiven of development CO-Operation Lis aeen as tele~
vant In the case of Lesotho, Sweden has traditionally
fegarded the third objective, the prosotion of aconcmic
and political independence, as overriding

Just 43 in the case of Dotawana and Swaziland, since
the inception of the programme, Sweden's motive has been
T0 prevent the Republic of South Africa fres ntrengthening
it3 Qrip on the BLS states, through an internstional
Presence, including that of the United Natioss

This 3hould reinfozce Lesotho's own efforts to keep
the apartheid regime at arm's length, More specifically,
it should help Lesotho to be able to serve as a free haves
and & transit country for refugees from the Republic,

Thus, Sweden's financial support to Lesotho could be
SO8D A5 An iategral part of her forelgn policy stance
tovards South Africa. It follows that foreign policy




criteria, im addition to those of Sweden's policy of deve-
lopment co-operation, govern Sweden's decision to contisue
and even to iacrease hetr support to Lesotho.

In recent yeats, howevesr, the goal of ecomomic Qrowth
has gained importance. Whilst the Covernment of Lesotho
strives to be politically indepemdent, it i3 falr o say
that it remains ecoaomically dependent Gpon it nelghboer,

In the report of the evaluation sission which tol
lows. although the third development objective, the promo-
vion of Lesotho's independence, I of overriding impor-
tance and is in itself sufficient to warrant Sweden's
sepport, the achievements of the LCU in respect of the
other throe goals will alse be evaluated. Although the
promotion of independence 1§ the oblective which 12
crwolial to Sweden's overall decision To support Lesotho,
the other three Objectives of developsent co-operation
carsy velight im deciding Milch prosects withim the total
developaent programme showld De continued and which ahoulad
ot

The cosplets hierarchy of goals, against which the
LCU project should De evaluated, cean ke achematically
presented as In Figuse 1.
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3 ACHIEVEMENTS. PRODUCTION GOALS, EFFECTS. INPACT

Generally speaking, this evaluation mission has found that
the LCU has been able to bulild Infrastructure works effec-
tively and efficiently usisg labour-based techaiques. The
LCU has shown a serious attitude to its work, which the
gemezally high quality of the constructod roads Dears wit-
ness. These results are siailar %0 those of the previous
mission of April, 1M

poth within the Covernment of Lesotho asd im the
donor community, the opisica is gencrally held that the
construction work performed by the ICU is efficient. This
L5 also reflected im the fact that LCU han eanily attzac-
ted donor funds to Lts projects.

The LCU roads are seen to De on A par vith roads
elsevhere in the country, whether they were comstrected by
labour-intemaive or other methods., The ispressios of this
evaluatios slssion, whether acquired through interviews
with various techmicians or through om-site imspectios,
does mot conflict with this opinionm,

some polnts of caution should, however, De raised,
Baintenance ©f roads is 4 big problem im Lesotho and there
are indicetions that videspread maistasance requiresents
say also pose important prodless ier the future. Together
with other Guestioms, this poiat is further developed in
the chapter on the productivity of the LCU, which follows
this ome,

The overall COST STXUCtuls im the operations of the
LU seems t¢ be sound. Overheads such as tramsport and
panagesent have been kept within reasonable bounds,

When it comes 10 the realixation of the mals loss
teca obiectivens, however, little has beem achieved, The
LCU han, thus, mot succeeded in creating as such gainful
enploysent as possible nor in promoting and propagating
the use of labour-intensive sethods in government depart-
»ents It desecsves to be pointed owt, however, that 1o A
large exteat, this fallure can be explained by the sisple
fact that the Governsent cof Lesotho has not allocated
sufficient funds to this ACTiAVASY.




Esployment effects
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An sxanple of the ilnsecurity endeslic to the LCU =
the mituation of 1981/84 1984/8% uheon seoveral projecta
expocted to be fimanced by Jomors were delayed for several
sonths This led to & proble=m of over-capacity of techal-
Cal Asriatance

Tow financing of the LCU operations s Lllestrated in
the below diagram T™he diagran ahows that the contribu-
tion by the Lesotho govermment iz guite lialved

FIGRE 3. FINANCING OF LCU OPERATIONS 1580/81 - 1985/8%
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[t i uncleur Yo what extent the respossibilisy for
the fallure to avhieve the leayg-tess saployment abject ive
of the LCU can be attributed 1o the sanagers of the LOU,
DUl thiz guestion s sosevhet acadesic, since factors

fetecnal 10 the LOW ate primazily rosponsible




These factors can be sumsarized under the heading of
"Lack of interest/isitiative/decision/attention” primarily
on the part of the Covernment of Lesotho, Dut are pezhaps
alsc indicative of a lack of interest and concern on the
part of donors.

The mechanisms required to attain long term
objectives have been ideatified by previous evaluation
missions iscluding the Swedish mission of Apcil, 1981,
There bas been time and cpportunity for both domors and
the Covernsent of Lesotho to introduce such pechanisas.

At least cae donor, SIDA, has falled to act in this
important matter, although the reguisite inforsation has
been availadle.

One of the sals sechanisss identified four years age
which would introduce a massive spread of labousz-intessive
sethods throughout the adainistrative apparatus, was the
proposal to isstal & Labouz Constructicn Advizs: in the
Office of the Prime Minister. Me would have the responsi-
bility of promoting and co-ordimatisg the use of labour-
intensive sothods in all public works.

In addiction, it was proposed that the Co-oxdizatise
CORRISLEE, consisting of the Permanest Jecretaries of the
concerned sinistries which had been set wp ducing the
Pilot stage of LCU, should be instituted on 4 sore pesma-
Bent basiz, The sain task of this cocamittes would be 10
provide political backing and authority for the proposals
and recomsendations put forwa:rd Ly the above-mentioned
Labour Comstruction Adviser.

The exiating committee was abolished during 1981/82,
It is not completely clear to this mission why this happe-
ned nor why the recruitsent of a Labour Coastrwotion
Adviser has been 30 much delayed. Nor is it possible for
this silssion to acquire a deep understanding of the inner
workings of the Covernsent of Lesotho and, therefore, of
the efficlency and relevance of such a committes

With the inforsation available to us it is, howeves,
our firm conviction that both the Committes and the Labour
Construction Mviser are necessary if the main objectives
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aze to De attailned, irrespective of whather the Adviszer is
placed in the PM's office O, as is currently proposed,
within the CPDO,

T™he second ma)or external factor affecting the reali-
sation of the long-ters objectives, is the organizatiomal
position and status of the LOU.

From the atart inm 1977, the LCU has been delegated
the respoasibility of comstructing the public works of all
sinistries, not just roads, eves thouygh It say have been
at least laplicitly understood that road comstruction
would be one of the most isportant areas, Today zoad
CORALINCTAON ARGUNLS to more than 20 Ser cent of LCU's
entire opezations, though Lt Ls unsure whether roads
should be 1ts only Oor even BOSt isportant sector.

Looking a4t the scope for possible public works im
othesr mimintries, (e.g. soll conservation, terracing,
Srrigation and other water works)! At may be argued that
the long-term potential for expansion of labour-inteasive
conatructicn techniques llies primarily in the agricultural
sector, Be that as it may, it peemn to be the historic
attacheent of the LCU to the Ministry of Works, which
explains LOU's present coacentration on road bullidisg

There are several options for how labour-based
construction methods could be spread to other sectors than
road building. These options are described and evaluated
in Chapter 8, where also recommendations are given in
order o achieve the longterm oblectiveas.

The ispact of the project On SAIFeS Siowps

In & country like Lesotho where there is no wideapread
corruption, a public works schese is of direct benefit to
the target group of otherwise umeaployed labourers. This
income is still only & fraction of what the sase labourers
could sarm Lo the aines of South Africa, et is more than
they would be saking in a4 Job in the private sector,

Vithout the existance of the ILCU, they would probably
be out of work, since so few jJoba are available in
Lasotho.




It may be worth locking at which unesployed labouress
get LCU work. Such statistics have not bLee= sade avail-
able to ocur mission, but according Lo reports, a substas-
tial proportion have previously worked im South Africa
This indicates that the project is fulfilling cne of its
atated objectives, that of providing alrernative eaploy-
sent MAShin Lesotho for pecple who might othervise seek
work im South Africa.

One might, however, ralse the question of whether
these workers, who could reasonably be expected to be
financially better off through their previous earnings,
ought to be recruited Dy the LCU Perhaps it cught to
tATger on workers who ate preparing to seek work in South
Africa for the fizat tise

Sslection of projects

On the question of what pecple and which villages benefit
from the LCU projects, Lt should be pointed out that there
exists no cosplete mational road plan, A general plan
does exiat for the primary and some secondatry roads. Mow-
ever, for the majority of the rcad network, no detailed
plans exist. Until receatly for example, the Ministry of
Cooperatives and Ruzal Development (MCRD) had listle
knoviedge of the 1500 Xms of minor roads that constitute
the Feeoder Road Programme.

The African Development-Bank is fisancing a study
through the Ministry of Works which is desigmed to provide
& plan for feeder (l.e. non-primary) road development up
to the year 2000, Given that many of these roads are
exactly the ones for which labour-based techaiques would
be approprate, it Ls clear that the future role of LCU
within road comstruction would be more clearly definad by
this study.

The present lack of any clear plam for road develop-
sent also affects the broad questiom of the overall econo-
BLC cOostT and the bemefit to scciety of building the road.
It seans that the selection of rosds to be constructed by
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the LCU tecds to be zather ad-ROC and more related to the
ability of the LCU sanagement to attach funds for
projects.

SI0A Bas not made any appraisals of the projects o
which SIDA-funds have Deoen allocated as i3 normsally dose
by other donors. Instesd, SIDA has virtually dealt with
this development Co-Operation as A sese budgetary support

The most isportant projects financed DLy SIDA are two
gravel roads in the southern past of the country: the
Seaka-Nohana roead, which was Bbuilt by the LCU during
1980-8%5 and the Di1l111-011li-Sikonde road project which has
tecently been started As far a» the evaluation mission
was able to ascestain, no feasibility study preceded the
decision 0o build elther of these roads,

The LCU does, however, always produce Job Ieports,
This technical analysis asnd calculation of costs forms the
basis of the allocation Of the projects to the LOU, It
serves as a basis for the allocation of funds to the
project and incledes technical specifications,

Vhen it comes to relablilitation or regravelling of
existing gravel roads, several studies Bave Deen made,
sainly in comnection with appralsals of Sorld Bank Righway
Loans., Although the basic assumptions have differed
considerably, both in 1579 and 1984 it was found that
regravelling projects offered reasonable iatersal rates of
return on savings is vehicle operating costs (VOC) in
relation o coat of regravellisy.

As for the socio-econcalc benefits enjoyed by the pecple
1iving in the areas where the LCU builds a road, this
mission was usable to foxm its ows opinioa. Fros reading
the documents prepared by other donos agesaclies and from
intervievs with govermment officials and foreign experts,
our general ispressicm i3 that the iavestaents have
benefitted those whom they are supposed to bemefit, nasely
the lazge groups of relatively poor people in the countiy-
side We are not aware that any better-off elite has
benefitted disproporticnately.



The evaluation mission was gives the opportunity of
Visitizg part of the completed road to Nohana It was
able %o ascestain on the spot that this pzoject must be of
Jreat importance for the development of the entire area
Vhich now was open to traffic all the year rousd. Accos-
2ing to information received, economic activities Bhad
increansd markedly, for instance through the opening of
Gaily bus services. According to reports. An the section
where traffic flow is strongest, the nusber of wvehicles
has increased from an average of five 2o an average of 50
daily

At present the consultants tunning LCU's planning
division are conducting a=n lapact study of the effect that
the road comstruction schemes have had on the lives of the
local population. Evem though these case studies ¢ mot
Claim 10 be sclentific, the answers received from the
local asthorities do glve a pictuse of the siteation be-
fore and after the roads were bullt. These replies indi-
Cate that the roads are of significant practical Llspos-
tance in the local comsumity.

in tha case of the Seaka-Nobhana road, it Is Teported
that the time taken o reach various destinatioss vital to
the local pecple, has been cut by 30-40 per cent. Further.
the following Densfits were reported:

* Because of the sase of transportatios of farming

implemsents, farmers are mow able to get thelir imple-

sents locally and at better prices. Before the road
was built, this equipsent had to be transported by
donkey from Mt Moorosi and cross the Sengu by boat,
vhich was very risky.

* The District Headquarters Staff sakes froquent

visits to thess areas and hence are able to cosduct

follow-up visits to check om their work,

* Wool transportaicm from the mountaln azeas of

Bohaza, Phasong, Tlaling, etc has been sade such

easler and faster. As a4 result, Ketane will have a

Wool Shed very soon.
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* Public transport has enabled farmers tTo 9ot their
inputs from town, incloding vegetable and RAigh breed
secds of all types.

* The social behaviour of farmers has changed, due
to being able to make regular visite 10 the foothilils
and lowlands, The tine of sending one fazmer to
collect inputas i3 past, and everyoss i3 exposed to
Co~op Lesotho,

¢ In-sexvice training for both Ministry extension
agents and farsers iz regularly held, Decause of the
ease of travel.

Some neaaLiye offects were reported

* The road is too narrow, hence accideats occur. It
also has corners which are o0 sharp for large vehic-
les to negotiate

* Maistenance is very poor and sore maspowver can
sake the road more sancuvreable and heace save tise

Some RRRREALI0NS L0E ARRIOVSmMEnt were made:

T SOASranced Pramong Nonana Road sas Dalt Dy LCL in mountarnows
Wrran Wi e W Drdigrs Sl (A AP SO PRGN SNQINeerng shdla



* The road can be shortened in places %0 save tise
and fuel, o.9. between Xhoal and Fika ia Ts'oeng
school.

* When saisntaining the road, outcropping rocks
should be immediately moved aslde to avoid delaying
traftic.

* Road signs should be set up to help drivers.

Various goverzsent departaents testified that, dee to
the road having been bullt, a number of governsent

services would hencefozth be available to the
villages concerned.

The Ministry of Co-operatives stated that

“Ome of the selection Criteria we use is that a vil-
lage must be accessible to vehicular traffic year-

round, if we Are to CORMBIIWOL 4 water supply. There-
fore, the Seaka-Nobana Road has opened up about fif-
toen villages to the construction of water supplies
in the period late 1584 through to the end of 1987 "

The District Forest Officer stated that,

“The up-grading of the Seaka-Phamong road has facilie
tated the expansion of the Lesotho Woodlot Project's
activities into an area of lowlasd and foothill which
vas previousliy denled to us.*

“Since, and because of, the isprovesent of this road.
we have been able to undertake extension work is a
large tract of land immediately to the north of the
Orange River. This extension has led to the
cbtaining of two areas now designated as forest
zesezves. At Letlapeny, planting i3 completed and
BAnageasnt A8 An hand; at Lithipeng land preparation
is still im progress.”

"Meanwhile, offers of plantable land in the Shelane
and Phamong areas are being inspected with an sye to
plasting in the coming year.*

“From the project's point of view, the access now
provided by this road is exceedingly importasnt as it
makes possible the tranaportation of large numbers of
Plants at realistic speeds, and persits freedom of
ACCess for regular follow-up and managesent. *
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A Rural Works engineer said that)

*The new road certainly isproves our capability for
implesenting projects in the Phasong Ward of the
Mohale's Mook district. It har mot only improved our
supervision capability, but has also certainly
extended the life of project vehicles.®

A Rcads engisees sald that:

"The iaprovemsnt and saintesance of the Seaka Bridge
to Kohana road by the LOU has persitted us to expand
the nunber of projects in the atea, and will persit
us o comtinue doing po. Of particwlar intereat to
us is the Ketane area where we had listle or no
interest up till now, Because of the imablliity to
bring in matesials and eguigment at reasonable cost,
The coapletion of the road will now permit wus o
offer almoat any variety of assistance to people In
that area.”

The District Medicel Officer said that:

“The ilaproved road from Seaka Bridge to Nohana has
helped us a lot to serve our clinics at Lithipeng and
Phamong and the IJDS clinic at Nohana better. The
fact that even the Lesctho Mational Bus uses the road
as far as Phamong is another help for our patients. ™

Amongst other things, the Regional Veterimary Officer
said that:

“The road Relps us O give a quicker vetesrinary
service in the azea, It helps to reduce the costs of
vehicle maintenance asd repairs, It reduces the tine
of transportation and the costs of balea of wool and
.eh:ts from the wool sheds in the area of Mchalea
Hoek.

Relisical_xecruiting

At this point an ilsportant negative aspect of the work of
the LCU mwest De mentioned, namely that workers ate selec
ted for imploysent os political criterias

Although this iz officially denled, the authors have
gathered sufficieant reports and testimonies to clarify
this point. It would seem that wp to DO per cemt of the
vorkers bhired by the LCU aze maadezs of the ruling BNP,




Manageseant Is aware of the political recruiting, but
is unable to do anything to change it. By law, it is
Tequired to hand over selection procedures to the local
village development comsittee, which represents the LBNY.

The village committee 18 contacted by a permanment
Fecretary in the Office of the Prime Minister, who has the
overall responsibility for recruiting workets foz the
LCU. It is given a quota of workezs to £111. MNoa-
menbers, who may belong to other political parties, seea
to be able to gain employment only after all DNP sesbers
who are willing to take a4 job have already been employed.

The authors have also been told, in szomse cases by
those comcermed, that thete ace people who decided to join
the MNP for the sole reason of spplying for a Job.

The authors wish to esphasize their opimion that this
pracrice of the political selection of workers seeas to
contradict the principles of Swodish development Co-opera-
tion and has no support in any of the project Agreesents
between Sweden and Lesotho. Even though this practice is
NOt unique o Lesctho, it would be desirable if it were to
be tersinated forthwith.

Contribytion Lo Lesotho's economic development

Lesothe i3 a very small coumtry, and though its tosal
Gainfully employed population is tiny (about 300,000
poople), it is nevertheless true that the LCU with its
1,300 enployees can only have a lisited effoct oo the
economy of the nation. We have already noted above that
the LOU's operation is both efficient and cost-competi-
tive. It follows, therefore, that the wages it pays and
the work it carries cut are gemuinely positive comtribu-
tions to the country's ecosomy.

There are a few considerations to mention in this
regard. Ome i3 the question of ecomonic linkage sffects
Or, as it is called in economics, the multislier effect.
Since most capital equipment is isported from South
Africa, the more labour-intensive the cperation, the more
of the econcaic sultiplier effect stays within Lesotho,
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This advantage is naturally diminished to the sxtent that
the food consumed by workers is imported from South
Africa. The coumtry's overall food self-sufficiency ia
today about 60 per cent in weighted terms.

The same reasoning applies to the Indirect employsent
effects that are created whes the LCU's workers meed
houses to live in, hand tools to work with, clothes to
wWeAr, otc. Im very general terss, it is safe to conclude
that the sore labour-intemsive the work process, the sore
likely it tends 20 be that the itemsz demanded by the
workers asd the work process are prodeced within the
country itself

Exeduction gsoals

¥e have coacluded that the LCU has been efficient in buil-
ding roads and other iafrastructure using labour-based
sethods. It has been less tham effective in relation to
SEalDibR component, which Ls dealt with im Chapter ¢,

Sfxeden s obiectives of development co-operation
With its efficient and competitive operations, the LCU
does promote SCORORLC arowth in Lesotho.

If At is trwe that the sajority of the workezs
eaployed by the LCU are labourers who have worked for some
years in the Republic of Scuth Africa, thereby bavisg
acquired a certain finascial well-being, we suat comclude
that our development goal of gscomoalic sauallity is pot fel-
filled 0 the same extent as If other categories of unes-
ployed workers were employed.

Ve assume that the mere presence of a foreign donor
in Lesotho does teinfosce Lesotho's asmbitios to be gpalitli-
sallyr dndspendent of South Africa. MNowever, the develop~
Bont of a capacity to bulld infrastructure using local
Tesources is a specific seasure to reduce dependence. We
also dravw the general conclusion that wvhatever esconomic
activity, and preferadly efficient economic activity, that
takes place in Lesothe it dees, in peinciple, add to the
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country’'s SCOOCMUC ADdepesdencs. To the extent that the
project ia succeossful, the abllity to eaploy returning
niners also helips to reduce Lesotho's vulnerability to
external forces.

A warsaing should be made here. There is a risk that
Lesotho may becone 50 dependent on eCONOSILC Assistance
that its own developsent effort is stifled, If this
happens. thea the presence of foreigm aid may contribute
to & reductica in the countiy's econcmic independence, and
not the other vay round. There are, In Our Opimion, seve-
ral sericus indications that Lesotho is runming the risk
of becoming aid-depesndent and it iz an aspect on which the
Government aust keep & watchful eye

The LCU project comtains no elemsats whick have a
Pbeazring on Sweden's 9oal of furthering demcczatic develop-
ARent in Lesotho

Role of women is labour-intensive construction Activities
DUIing TeCEat YOAIS, ABCTRasing isportance has besn glves
to the role of women in develcoplment. This 18896 raises
peveral important points im relation to the LOU amd to the
food-for~work acheses under the NCRD,

While LCU in accordance with Lts objectives sainly
esploya ceturning or future mimeworkers, most of the wor-
kers in the food-for-work schemes are selected among the
pocres pazts of the rural population and with a sajoricy
of quite young or elderly womesn. The ccatrast 1s striking
whes visits are sade to LCU and MCRD projects on hand
there are the hard-working, experienced and highly
productive sale vorkers of LCU which receive all paymsent
in cash for detfined pieces of work. On the other hand the
focd-for-work achemes showing sainly fesale workers rathers
poorly equipped, scpezvised and sotivated. These scheses
have ustil lately Deen seen very such as “wiasdows"® for
distridution of food to Turel areas with a food deficit.

It is mot strange that the LOU shows such higher
levels of prodectivity and such better quality of work
than the MCRD projects. The saln reasons are probably the
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such higher input of supetvision within LCU and the
effectn Of the two payment aystems with regard to incen
tives to the workers

Ve reallize that the existing situation 1s sainly a
teflection of the Jdiflereances Datwean the obijectives of
the different organizations and of the fact that according
to tradition in Lesothe only men have looked for paid work
extercally Still vwe feel that today's situation i»
undesirable as Lt reinforces these traditional patterns
and Comcepricons about the :ole of mean and woaen in soclie
Yy

Experience from other countries, #.¢. Fenya. shoms
that it certaimly ahould Be possible tO Attaln 4 Teasonad
1y high level of produotivity wvith a nixed work-foxce

consiating of Doth sen and women

WOMEN & B 2008 MMl WD T MaOrty of e A0S HTDOYRE On e
MOAD Sod 4or-wona schames
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We find that one way to gradualiy change the existing
situation, would be to start expetisents with mixed food
azd cash payment and a work-force coasisting of both sen
and wvomen with efficient aupervision Such experisents
could be applied not only to construction of mew projects,
Bt also to saintenance of existing infrastructure yor
example, the regular msaintenance of gravel and earth roads
with the 50 called length-san system could be gQuite
sultable for this purpose
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4 EFFICIENCY AND PRODUCTIVITY

Genezal

This chapter deals with the question of the efficliency
with which the funds Lovested in the LCU Bave been uti-
lized. The introduction of ladour-based techaiques Lato A
country with little or no previous experience of these
sethods generally han three phanes.

A pillot shase in which one i3 coacersed not only to
teat the techaical and ecomomic efficliency of the methods,
DUt also 1o modify and adapt As Necessary the managerial,
administrative and instituticaal framsework, 3o that these
methods can work effectively.

The second phase can be called the developasns atads.,
when an attempt is sade to broades the scope of the appli-
cation the sethods within the framswork developed for
enen.
Finally, there is a full-scale iaglesentaticn stase,
when the methods are applied on A large acale Baturally
these three phases are not always well defined, with the
pllot, demonstration and isplementation stages often over:-
lapping .

Nevesrtheless, the LCU fits isto the scheme. The
pillot phase between 1377-80 ahowed conclusively that
labour-based techniques could be techaically and ecomomi-
cally viable for & wide range of activities Pazxed on
these conclusions, the govermment decided to enter a
developnental stage. In normal cizcusstances this stage
ahould have been phased into a4 full isplessntation atage
atver 2-) years.

Unfortuzately, after five years the LCU still has
pot, for zecasons deacribed elsevhere, evolved Lato this
final otage.

This vectionm focusses particularly on the last five
yoars, which followed the pilot stage. The latter can de
jodged a success and, in ARy CAse, questions of efficieacy
are viewed differently for the pilot stage. Thus, in




asalyzing the period 1580-8%, ve have deen concerned o
view the ILCU as am organizationm given the responsibilivy

of executing the work, albeit in & frasework which has
constantly Deen evolviag,

Nevertheless, the work of the LCU showld be julged on
Ate output related to Ainvestasat The fact that LAt uses a
different technology, should be of cenceszn in this analy-
#is only inasmoch as Lt relates 2o the efficlent use of
availadble rescurces.

In Brief, labousr-Dased sethods creats smployment,
Therefore, if it 18 clear that they cas provide a sisllarx
product at youshly the same fimancial cost, then it 1i»
Cclear that their wuse should be continued. On the othet
hand, Af the guality I» Inferior and financial costs
greater, then their use should be reserved for activities
for which theze is nO alternative, #.9. aelf help or
food-aided projects or small infrastructural wvorks in
the case of (nfeziority of labour-intemsive sethods, the
iavestment should either be used to create esployment more
efficiently elsewhere, or the funds should be used for
aquipasnt ~intenslive techniques.

Table ! provides a sumsary of total expenditure,
technical assistance and employsent created for the pllot
project period and the fiscal years '991-0% The first
point t0 sake is that the LCU has led & hasd-to-mcuth
existence It has had & prograsme of work only Asassuch
a8 it has been able %0 put together a gzoup of projects
The output of the LCU Lis, thus, not an indication of
efficiency. but of its ability to attract funds

The increase in sxpesditucre in 1982-8), for exasple,
was due mainly To two projects, nasely, the Jrd Highway
Project and the Seaka-Nohama road isprovesent. The reason
for the drop in expenditure in 1983-04 in the termination
of the work under the Jrd Nighway Project. Against this
background, with the lack of a stable programme of work,
the level of technical sssistance Banm risen, in line with
the goversment s stated policy of expanding the work of
the LCY, a policy which has not been supported by concrete
action.
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TASLE 1:  TOTAL EXPENOITURE. TEOWICAL ASSISTAMCE AND ENPLOYMENT 1577-1885
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The ratios of expenditure and of techmical assistance to
man-days of employsent, provides one sesscse of the
efficiency of the programae In relation to expenditure
the Unit has been comsiatent although, undezstandably,
never achieving the efficlency of the pilot stage.

As far a» technical assistance is concerned, the
figures show that for the presest workload, the umit As
actually over-staffed. The management of the LCU, how-
ever, point out that the staffing level relates to the
objective of employing 3,500 workersz as per the Develop-
pent Plan.

A disturbing feature raized in Table ! is the reduc
tion in the level of recurrent expenditure for the Onit
from 1982-84, even though it is being ssked to saintain an
increasing ncaber of roads There has been a malor
increase for 1984/85, which needs to be sustalned.

Produetivity

Because the work of the LCU has principally been in road
inprovessnt, the analyszis of costs and productivity has
been confinmed to Toads. Equally, of the completed pro-
Jects between Apzil 1980 and July 1984, totalling Maloti
(N} €.02 million, four projects accounted for 75 per cent
of this total, sasely.

The ¥World Bank Third Mighway Project:

BASY Roads, Berea Districe;

Secaka-Phancng-Nohana

LTC Access Road.

A brief description of these projects is given below
and Table 2 summsarizes the costs and productivicy and
compares thes with two projects from the pillot stage.

4) Third Highway Project

Two brigades, one in the north asd one in the south, were
responsible for the upgrading of existing tracks to
Gravel ) standard, which is the lowest gravel standard
accepted by the Mimistry of Works.
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The brigade in the north was imvolved with relatively
stratghtforward upgrading of 194 ks of roads in lowland
terzaln. The Southern Brigade, Bowever, had serious
problems T™he 15 Eas of road assigned to it required
extonsive reconstruction prior to regravellisg. Cossunl-
cation with the sices was 4ifficule and logistical
problems added to the coastralins. This is evident fros
the ostput and cost figures.

b) BASF Roads, Berea District

Started in carly 1582 and cospleted in October 190), the
total coat of the upgrading of 22 Kms of existing tracks
to Gravel 3 standard was M 500,903, Productivity and
CoRts on this road were reasonable

c) Seaka-Nohana

™e uperading to Oravel J of this 08 Xma FRP road bBegan in
May 1980, and the first phase to Thamong was cospleted in
Septamber 1982 Fhase 2, from Phasong to Nobana started
in October 1942 and was completed in March 1985, The
project iavolved cofisiderable drainage work and incleded
B 0T Dridge structures

d4) LYC Access Roads

A ssaller project of 7.5 Eas of upgrading to Gravel )
standacd ssarted in June 1982 and was ccapleted in Seples-
ber 1983. The haulage distance wvan long. 20 Kes, and
thete were a large number of structures. The presesnt
condition of the road is poor and this appeats to be
caused by lack of compaction in combination with a lack of
saintenance.




TABLE 2: COSTS AND PROOUCTIVITY FOR NAJOR PROJECTS CARRIED ouT &Y Ly
Date Productivitly Cost/ms At current Terrain
n.o/mm (Maloti) priceluss) Lype
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At the micro-level, the general level of productivity appears o be
teasosable, a2 exesplifiecd i Tadle )

TARLE ) CETAILED CONFARISON OF PRODLCTIVITY
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Sosparison wAth equipsent-intensive methods
We Bave mentlioned that ome of the bDasic criteria by which
the LCU should be judged is whether the lavestment would
have been better sade in equipsent-intensive sethods
rather than labour-based ones. Simple as this comparison
say sound, it is extresely difficult to effect, Decause;
e productivity of ladour and equipseont varies
esormously under different comditions and (s diffe-
tent constelliations;
e it 15 often difficuit tO COPpaAre TWO projects due
to differences in terrain, soil type, climatic condi-
tiona, lotation, acceasibility;
e labosur-based techniques are isplemented in an
intrinsically different environment, #o that it say
be misleading to apply theoretical egquipsent-
intensive figures to a labour-based project;
. productivitiea obtained oo a labour-intensive
pilot project with & high level of technical assist-
aAnce may not be coaparable with prodectivities
obtained with a coaventiomal eguipsent project

On the other hand, one is not leoking for great
ACCUTACY AN A comparisosm of this kind In & coumtry with
linited foreign exchange and high uneaployseat, if labear-
based techniques cas produce the sase product for a cost
which has the same order of magnitude as equipsent, then
the cholce I» self-avident

During the developaent stage of the LCU, several
comparisons Bave been made. Most of these have been
Andicative rather than conclusive For exanple

® LTC access track - & contractor's bid for this

project vas M 120,000/Kn, whereas the project was

acteally constructed DLy the LCU at a cost of

N 4),000/Knm.

* Regravelliing -~ In 1580, contractors estisates for

regravelling work vas 8 7,.000/Kn. The LCU were

executing siallar vork for M 6,%00/Es.
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* An analysis sade by the LCU conagltants of mine
projects completed prior to 1%81 indicated that in
only ome case was the break-eves wage rate for
labour-based techaiques less than the prevailing wage
tates. This one Case was Oon & sountalnous road in
difficwit terrain. In other words, in all cases but
one, the labour-imtensive methods were found to be
20re economical than a capital-inteasive technigque.
* In 1980 Wyhstra and Zckert carcied cut a case
study on the constructiom of comaservation works by
both labour and equipment-intensive techniques. The
study concluded that labour-intesive techniques were
significantly cheaper and had a such higher cost/
benefit Fatio.

More recently, the World Bank has attemprted & mazre
detalled analysis in connection with the Jrd Highway
Project. Whilst the fimal resuits azre still not avail-
able, the MOW's estimates of the cost of rehabilitating
1 En of gravel road show that at 1984 prices, ladous-based
sethods are €5 per cent of equipsent intensive techniques.
Allowing for the zecent increase im wage zates, this still
makes labour-intensive sethods abeut 75 per cent of the
cost of equipeent.

All the evidence, therefore, APPeATs TO suggest that
labour-based techniques as applied by the LCU are competis
tive with equipsent at sarket prices. MNaturally, it
shadow-pricing were used, these methods would be even more
competitive,

Table 4 provides a breakdown of the expesditure of
the LCU excleding the cost of techaical assistance. This
shows that, on average, »ore than 40 per cent of the
iaveataent has BDeen spent on wages. This flgure dropped
An 1984/85, mainly due to the difficulties encountered in
comstructing the Phasong-Nobana road, which is in moum-
tainous terrain and includes & major bridge structure.
This project accounted for mearly JO per cent of the
turnover An 1984/85,
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TASLE 4.  PERCENTAGE DISTRIBUTION OF DIRECT COSTS OF LCU 1980/81-1381/84
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The fisal column provides the coaparable breakdown for the
successful Rural Access Roads Programme in Kenya, At &4 wage
rate of USS 1.2 per day, the RARP comatructs 4 = gravel
roads At A cost of $ 6,500, On a pro-rata basis, therefore,
the LCU cught to be able to construct similar roads for
about $§ 12,000. It should be noted, that RARP rcads are
rarely built in such difficult terrain as in Lesotho,

In tezes of comparability, therefore, not aomly do the
labour-intensive sethods seen to be competitive, but they
also ensure that a sajor share of the iavestment Temsins in
the country.

Constructiocm techaiques

in general, the standard of construction was found to be
good. Certainly the labour-based methods seem 1o be capable
of constructing Gravel J troads to the required standazd,
both in sismple lowland and in sore demanding scuntainous
terrain.




ATtantion TO Certaln misor points would lead to

further ifaprovemants in the guality of the roads coe
Piructed

At present, the COnstructicon process does pot
inclivde the production of a level platfors prior to the

digeing of ditches and the forming of the canbe: we

fecommand the Introduction of this process, whlch wvould
e beneficlial In several ways in the first place, At
providez a Borizontal platform from wvhich to build up the
caaber Secondly, it would sake At possible Lo develop »
SR0O0ther vertical alignasnt Thirdly, 1t would make the
settinm oSNt OFf activitied sisples

AROther sugeesntion i1a that "T boards" are introduced
for zighting the vertical aliynsent in the ane of
construction in side cuts, this operation would normally
cllow from the slotting operation, se that the alota
wogld serve not only as indicators of the length and sine
Of the task, dut also a» the level of the platfors refe:x

ted O above

Berad Daret Roat. The gually ang meothode of COnsucion e goreraty
Q00d, MU SO ITerovements WOl DO DoSsDie
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Moze use could be sade of string-lines, particularly
in relation 1o the formation of the canber. There i» a
tendency to shovel the drainage material to the edge of
the road, rather thans throwing it in the aiddle. It can
then be spread away from the centre of the road, provi-
ding A better canber. This can be done by placing stering
limes on either side of the centre line and instructing
the workers to throw the excavated material betwees the
two lines T™he reduction in output of the drainmage acti-
vity would be small, and would be more than justified by
the production of a better camber,

One could alst gquestion the use of tippers, which
has become comson within the LCU. WVhen the haulage dis-
tance is less than 5 ke, 1t has Deea shown elsewheare that
tractors and treilers are sore econcaical.

Iin pountainous terrain with steep crosas-cuts, the
standards prescride one internal drain with the forsation
sloped towmards it, which iz secsible. Civen the Aigh
sate of 20il ezoaion in Lesothe, however, it is likely
that the internal drains will =rode very quickly, deapite
pcour checks. WRilst there i3 no Qquick noxr cheap solu-
tion o this prodblem,. we BUgFest that consideration is
given 20 a larger number of cross-culvests, the provisios
of cut-off drains and posnidly to the lining of draiss in
PaTticularly steep sections.

Fismally, Lt would De worth thorowughly iavestigating
the potential for the local productiom of good gquallity
tools and simple equipment, like wheelbarrows, for
Jabour-dased work as scae of the tools iaported from
South Africa are not of a particularly high quality.

Similarly, scme imvestigatics of the possiblility of
®ote extensive use of donkey carts would be moat appro-
priate. This bas been experimented with and used inm one
pProject whers access was particularly difficuir. Gives
the terzain in Lesothe, this 15 4 COmmOR problea

Sriticise of the ICU

During the period 1932-04 a nuaber of critical comments
have been levelled at the LCU They have telated to)




* Lack of institutiosal pezsansace;

* Inabllity to localize top administrative posts;
* Coat,

* Qualitvy.

The first two points will De disceussed in the subse-
quent chapterz. Criticiss of costs and quality bave been
almost wholly resectved to the World Bask. There does not
seem 10 be full conseasus even asongst World Bank staff
on this subdject.

Whereas ia 1980 execution of labour-imtensive opera-
tions was “highly successful®, Ia 1982 the work of the
LCU was of poor quality, cost-effectiveness was question-
able, supervision Lnadequate and stalf tusnover fregquent,
in 198) prodiens related o the orgamizatiosal stiucture
and lack of permanence were noted.

In the appraisal of the application for the 41k
Kighway loanm, it was stated that the two brigades super-
vised by the LCU were "facing serious staffisg probless
(technical and managerial) resulting in lower cutput
[in terss of quantity and quality) and higher costs than
origisally anticipated®. The World Dank has agreed to
fizmance ocaly one labour-intensive Drigade under the 4th
Highway PFrojece.

Elsevhere, the World Bank has noted that it is
Aifficuit to establish whether the divezrgence of opimiom
tegarding the LCU was due to differences Ln reporting
standarda, the focus of the evaluations., or Is actual
changes in LCU's performance. It is certainly unforts-
nate that no facts nor figures Rave baen presented to
substantiate the severe criticisa which has been made.

It i3 clear that whatever techaologies are employed,
problems and errozs will arise. WwWhat ooe ment consider,
Bowever, Is whether labour-based techniques have been as
effective in the taska to which they have been applied as
the alternative, equipascnt-based technigues would Bave
been in the prevailing circusatances.
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One ought not to forget that the positive results
which ate usually obtaimed from socloeconomic asalyses of
road bullding and rehabllitation projects, aze bLased o=
An assumption of a certain minimum level of comtinual
wpkeep.

If this level is not saintained, wehicle costs Tise
considerably and the profitability of the project is
underained Here may be the occasion to point out that
there are possibilities of achlieving an inexpensive and
Jabour-intensive malintemance of the roads throwgh the
so-called lengthsan systes.

Irrespective of the technology which is wsed to
conatruct a road, At will deteriorate rapicdly if it i»
B0t salntained. The gemeral lack of saintenance Ls one
sorious prodbles, which haz bees neglected by donors and
the Covernaent alike,

The coaclusions fegarding both quality and quantity
of output, which have been arrived at by thin mission,
doserve to bo reiterated, The figures indicate that
LCU s methods have been competitive. Moreover, the LCU
han oreated an snvironsent within which the techniques
work sffectively.

There seems to be no doubt whatsoever that labour-
intenaive sathods can be effectively used to conatruct
gravel roads where the expected flow of traffic is less
than 50 vehicles per day,



5  ADMINISTRATION

The LCU has always bhad difficulty in reconciling its
Various roles As it hasz not had & guarantesd flow ot
work, it has had to devote a gzeat deal of effozrt %o
obtaining projects. On the other hand L3 was also
supponed to set wp efficient SUPPOIT SYStess for the
inplesentation of projects., Given the overriding
objective of developing the zize of its cperatioms, the
ievel of the administrative franework was likely to
suffer,

Mozecover, we have mentioned that the LCU has been
viewed as & soscvhat waywasrd sesber of the family of the
Rinistry of Works, MONM, resulting in & state of asbiguity
wvhere It vas unclear whether it waz part of the gsovernaent
or not This is particularly evident in relation to
Administrative matters,

Tiying to act efficiently within the procedures of
Covernsast has proved difficult for the usual, well-knows
reasons, namely, the lack of flexibility in setting
salarien, retaining profite, Baving one's owa Accounting,
ete, Given its mature, the LCU sanagesant has stated that
Lt would De Dbetter %0 develcp its own systess

Prior to 1984 and the zesuscitation of the senior
Almimistrative post im the LCU, the adalnistration of the
URit was rather weak, but probably mo more so than in the
rest of the MOW nor Aa the Covernment in general

Various efforts Bave beenm made to Laprove the
adainistratioa unit and many of these are eminently
sensible, such as thoae relating to filing., reporting and
financial control. Nevertheless, thete i3 & note general
propoaal which relates to the LCU becoming sore indepen~
dent And autosomous.

It 1 suggested, for instance, that the ICU ahould
handle all its own fimancial satters, which would so
longer have 10 pass through the MON's treasurer. Like-
wise, further staff should be assigned to the accounting
function of the LCU,
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if it is decided that the LCU should becomes an
ACTOROROLSE parastatal orxganization actively seeking
contracts for labour-intensive work, then thiz approach
sakes sense, 12, on the other hand, the loag-terms objec
TAVE iF 10 Integrate the toad comstruction capability of
the LOCU imto the Roeds Department, then this sowve towards
Jreater astoncay should mot be made. Rather, omm should
look into techaical as well a» adeinistrative means where-
by the gradual integratios of the LCU into the Roads
Departnent can be «ffected

The organizational position of the LCU within the
Governsent adainistration as well as the degree of
autonoay which is deairable is further discussed in
Chapter B

Rlanning, reporting and comtyol

This aspect showid be seon in relatios to the general
level of reporting and control within the Covernment. On
this basis, the level of planning and reporting A satis-
factory and provides & clear indicationm of the geaexzal
level of productivity, cutpuet and coats

in relation to the sneed to make accurate CoRparisons
Betwesn activities and projects and the trends over time,
the level of reporting is, Bowever, aonly now becoming
satisfactory. Whilst a large asount of data has Seen
collected, it has not always been compatible. It is, for
instance, extresely difficult To AECOrtain equipment
coats. This is partly doe %o the fact that equipsent 1»
hired, while that, which is the property of the LCU, is
not charged to the project im the normal way. Costing
procedures of the type descoribed in the world Bansk's
publication, “Labour-based Comtruction Prograss®, would be
useful here




6 TECHNICAL ASSISTANCE AND TRAINING

Managesent level

An area which i» of strategic isportance for the future of
LCU, concerns localizatiosa of sealor posts, L. & 0
successively replace the expatriate comsclitants with
qualified local personnel. Instead of beimy reduced, the
costs for foreign technical assistance have actually risem
in the past two yoars.

This is particularly worzying for SIDA, which has
been responsible for fimancing the comsultant posts since
1980, It is resarkable that, after eight years, the
sanagesant of the LCU still comsists of six British con-
sultants and that the orgamizatiosal planm Of the Mimistry
of Worka indicates that the comsultancy firm of Scott,
Wilson, Xizkpatrick & Partners (SWKP) is responsible for
the LCU This responsibility has not been completely
formalized in contracts Detween the Ministry and SWEP,

Sevezal causes for these conditions have Dbeen
sentioned:

. The status of the LCU, which is still regarded
as Deing TERpOTAry This imgpression has been
reinforced by the fact that, for all this tiwme,
the LCY has been Boused Lin temporary qUArters,
caravans converted to offices. Not before 1904
will the LCU acquire persanent offices

o The small nusber of esatablished posts,
i.e.persament jcbs, has contributed to the piod-
leas isvolved in recruiting local staff. It
Beans that potential zecrulits do not tegard the
LCU as a good place for fturthering theiar
careers.

e Pay levels, a generalized probles for all the
public suthoritiea in Lesotho, simce the private
sector pays considerably more and South Afzican
companies offer engineers and technicians sany
tempting job opportunities.
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e It alac appears that other departments within
the Ministry of Works and the Road Branch have
been BOTe Attractive o Basothos who have
recently completed engineering exasinations.
This is probably also linked to the bias in the
training of smgineers in favour of
equipaant-intensive methods.

Even taken together these factors do not explain why
there bas been o aucCCeas in persusding any Basothos teo
take one Oof the managesent jJobs. It would appeaz that
theare Raz pot been enough interest in idemtifying suitable
local perscanc]l and planning £or A transfer of
Feaponsibility. Only in March 1905 was a proposal pur
forward for a localizatiom plam. This indicates a
continued reliance oo comsultants at managerial level for
several years.

One promising sign, however, is that a formser LCU
enployee, a Basotho engineer who recently returmed from
studying abroad, has now jJoined the sanagesent of LCU. It
Bas been proposed that this person take over management
respomasiblility for the LCU in & few years time, Also a
few other LCU employees have been Lldentified as suitable
candidates for taking over sanagenent positions in the
futuze

The quality of the work carried out by the
consultancy firm is fully satisfactozy, 1Ita staff appear
to be competent and highly motivated. Their fees are
norsal for international conaultants It should be noted,
however, that there have bees no competitive tenders
sulmitted im comnection with any of the extensions of the
consultant fira's comtract, which has mow been in
operation for elght years

The Februazy 1983 policy docusent of the Ministry of
Works proposes that the perscanel of the Consultant firm
should be replaced by bDllaterally recruited staff., Thias
2ight be leas expenaive, but probably means poorer con-
tinuity and does 8ot solve the long-tezm problem of the
transfor of sanagesent yesponsibilities o local staff,



Vhen eatimating the continwed meed for foreign peor-
sonnel in the LCU, attention sust be paid to the organiza-
tional sodel chosen In addition, At must De taken into
account that some of the present fumctions of the LCO,

particularly marketing of labour~intenaive sethods and
contingency planning., is proposed 10 be transfercred 1o the
CP00 Foreign staff within a labour-inmtensive unit in the
CPD0 would hopefully be able o support local pecsonmel
viten they take over the sanagement of the LOU,

The evaluation mission recommends that SIDA, as &
precosdition for further agpport to the LCU, recossends
the adoption of a plan segarding the looalizasion of
BAnAgesent and that the Ministry of Works allocate
sultable personnel.

Supervisory level

As 1 commensutate with an efficient labour-based pro-
gramme, the LCU has AR OXTONSAVE SSPEIVIICOIY OIganiza~
tion. Labour-besed technigques demand & highezr level of
supezvision than egquipsent and it is, thezefoze, of prise
ARPOrtance 10 have an offective Training programas. Kach
project requires a senlior techamical officer. Each qroup
of 100 labourers should have & hierarchy of ' techaical
officer, 2 sealoxr technical assistants and 4 techmical
assistants. The expamsicoa of the work prograsme i3, thus,
critically dependent on the number of fralned superviascry
staff available,

Unfortunately, this process has gone on very slowly
and s one of the fev ateas whete Ccriticism can be
levelled against the LCU for mot bavimg achieved high
standacds.

Lack of Basotho sanpower, particuiarly of supervisory
statff and engineers, poses a significant cbstacle to aa
expansion of the LCU's cperationa. Less than half the
tequisite posts have Deen filled and there is o quick nor
eany solutics in sight.
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TO ALUIACE SUPeIVISOIY staff, the LCU has to coapete
with other governsent and private esployers, sose of which
offer jobs which ate considezably moze exciting than the
buliding of low cost roads in the counmtryside, while
others Can offer higher pay than the ILCU,

Even though the training of peraonnel from other
government depacteents In labour-intensive sethods of con-
atruction Lis cce of the tasks Banded to the LCU, little 1is
taking place, and vhat thete Lo, has been arbitrary. 1t
has been basically on-the-job, but there have been srome
short formal courses A training sanual has been develop-
*4, which is useful and practical It could possidly alse
be helpful in other coumtries with similar labour-baned
pProjects. Nevertheless, it would not be usreasonable to
criticize the LOU for not having thought more seriously
about forsalized trainisg usmeil recently.

Supervizony trsinring nesds

For the present labour force of 1,000, the supetvisory
peraonnel tequired is as follows

TABLE 5 SUPERVISORY STAFF RECQUIREMENTS

For the present Labeur forde of 1 000, the supervisory
POTIONNel TAQUATSD are s fallows

RequirTemant [ssablisnen

Inginesrs . 2
ASET Bngineers 2 )
Principal technical afficers s :
Senier technicel officers " .
Techmical officers 10 L
focnnical sssistants 1 %o I} L 4

Today thete Ly thas an 4cute need Lo satablish more poats

prisarily technical assistants at levels ] and 11




Any increase in the labour force would require a
pro-rata inctease in supervisory staff. It is also worth
noting that the mumber Of posts establiabhed L8 not even
sufficient for a labour force of 1,000, This» means that
post Technical Asaistants and sose Senior Technical
Qfficers are paid on a dally wage basis, which does not
provide any positive career incemtives

Exissing exoblems with traising

The training advisor, who tcek up his post in Septesber
1964, has offectively pin-pointed the probles in his pre-
lininary report. “The existing traiming®, he says, “has
generally been zuccessful in ilaposting practical knowedge,
but relatively wnsuccesaful in teaching basic theory.
iazgely because tise for formal courses Bas been minimized
by pressures to cosplete projects.”

it would., however, be foolish to complider tralning
for the LCU in isolation. In the ficrst place, the overall
tralning resources at the disposal of the MOV are aeagre
The post of training officer in the Roads Departmsent 1ia
presently filled by an expatriate, Dot it i» not clear
that he will be replaced at the end of Ris contract. Thus
ANy AtTtempt to swpport LCU tralming must be seem in
relatiom to this overall cComstraint on TePcurCces.

More ilsportantly, 2ot only the LCU, but also the MW
roquires tralining prograsmses in labour-bDased methods. The
three other ministries will require similar pPrograsses.
The proposal made by the traininmg advisor that a Labour-~
intensive Training Unit, LITYU, be developed, which would
train trainers rather than tralmees, is thus a sound one

The overall comcept proposed and the framework
deacribed for the LITU provides 4 s0lid basis for the
development of traiming in labour-based techniques

The mission would draw attention to the oa-goisg
training programses on labour-based sethods being
conducted in Botsvana, Malawl and Xenya. The mission
suggeats that the LITU be zegazded as a cantral training
unit and not as patt of the LCO.
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4 PROSPECTS FOR ENPLOYNENT GENERATION THROUGH LABOUR-
INTENSIVE METHODS

Most analyses of Lesotho's econosy sees to agres that
there i3, or ahould be, comsiderable scope for further
labour-intenaive conatruction work in Lesotho, The Danis
for advocating labour-inteasive scheses 13 indeed solid
for a poor, labour-surplus eccncomy Jlike Lesctho Aa wan
aAlready noted above, the domestic muitiplier effect of
money spent oa unzkilled ladbour is potemtially msech
lazge:r than that of somey apent on capital equipsent.
The latter being imported in nine out of ten cases, the
whole sultiplier or linkage cffect takes place abdroad.

Vith the factor prices prevailing in Lesothe today,
the introduction of labour-intensive comstruction
toechnigques i3 very viable proposition im a wide variety
of different public works schemes. Also, there is o
indication in the shozt and sedius term that the cost
relationship between capital asd labour will change,
either through economic policy or through other fozces,

The sovement o soae factor prices since 977 are
shown in Figure 4. The curves show that while cement
prices increase contimously. the labour wage rate and
tipper hire rates increase by discomtineous steps. The
soaulting increase over the eight-year pericd is sore or
leaa the sase fozx the three factor prices.

Ve conclude, therefore, that given the existence of
woll-plasned and well- sanaged projects, it is at least
for the present quite reasonable for Sweden to continue
Ats support for ladbour-intensive public works im Lesctho.

it say be of interest to point out that shadow
prices are not used by the Ministry of Plasasing in its
project preparation, doe to budgetary conatraints ca the
Governnent of Lesotho. So a labour-intensive proposal,
which does not pass on the basis of the fisancial or
market prices, will not be accepted, even if it turms out
that the project would have been profitable in terms of
shadow pricisg.




FIGURE 4 ~ NOVENENT OF SOME FACTOR PRICES 13771985
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Since the shadow wage of labour is lower than the
actusl wage pald (because of the vide-spread uneaploy-
ment) and sisce the shadow price of capital is roughly
equal to the sarket price of capital (due to the free
movenent of capital bBetween the BLE countries and South
Africal, then the application of shadew factor prices
will shov labour-imtensive projects to be more profitable
thas capital-intensive ones, all olse being equal,

Calculations of shadow prices of labour-imtensive
techniques that were zmade at the beginaing of this decade
still hold today. Im fact, the relatiom in favour of
uaing ladbour-intensive sethods has been reinforced,
Decause the price~ratio of the shadow cost of wages,
felative to the shadow cost of capital, has gone down
still further. It has become eves more viable from a
BCCI0-@COROMIC poliat of view to engage In labowr-
intensive conatruction work

As many dosors aze reluctant to finance Costa in
iocal currency, the more labour-intensive a project is,
the aore demands are posed on the Covermment s fiscal
budget Since the Coversaent of Lesotho suffers from
budgetary COmstraints, 1t 1s prevented frosm introducing
A many labour-istensive Projects as Lt sight otherwise
have done

Azother aspect is the question of the sconomic
viability of projects. Regardiess of whether capital-
intensive or labour-intensive techaoiquesr are used, a full
coat/benetit analysis Is needed. I3 it worthwhile wunder-
taking the sassive conatruction works proposed for soil
Conaesvation schenes in the rural areas, for country and
BOuUntale zoads, for alrstrips and fish ponda? Are they
worthwhile Lavestsents iz themselives o from the point of
view of the vhole econony?

As far as ve have seen, Bost calcoulations that Bave
Been made regarding labour-intensive techmigues all
assuse that the investment will scachow be made, »0 the
task then has been to figure out which would be cheaper,
labour-intensive or capital-intensive msethods




Calculating whether the investment 18 worthwhile
»king, compared to alternative projects, resalns to be
done. In other words, is the social rate of return on
the building of sountais roads or of soil conservation
scheses higher than, or at least as high as, an inveat-
pent in industsy Or in & latge-scale iafrastructural
construction such as a bridge, a silo or an energy plant

These questions need to be ansvered before ome can
jedge the realisa of claims which have been made in 3ome
docusents that *"3$0-100,000 jobs cam sasily be created by
wsing labour-intensive techniques An the rural areas.”

$ectors where esploysent can be gemerated

There seem to be comflicting views on Which ateas offer
the greateast acope for the creation of ladour-intensive
jobs. On the one hand, it has been ascertained that
particularly scuntain roads are most ismportant im Crea-
ting labour-intensive esployment opportusities., On the
other hand, several other sources clais that the scope
for expanded labour-intensive road comstruction is rather
linited, mainly due to the fact that the building of
sountain roads, due to the demanding terrainm, usually
tequires rather capital-intensive techniques The aission
finds that LCU has proved that labour-based techniques
can be effectively applied on gravel roads conatruction
in Lesotho regardless of terrain.

Other sources saintain that by far the best cppor~
tumity of creating labour-intensive employment is in the
rural developmsent sector, in soll comservation, izriga-
tion and the building of dans and terraces. A comparison
between the competitiveness of labour-imtensive and
capital-intensive techniques in soll comservation works
has been calculated by Wykstra and Exhardt (LASA Report
No. 6).

T™he upcosing five year plan, which is now in draft
form, has the following to say regarding the sectoral
priorities of projects for employment creation in
Lesotho:




“Lazge scale labdbour-intenaive programaes in agricul
ture and rural developament, particularly in s0il and
VATOer conservation, atforestation, amall irrisation,
fender and village roads, etc, prepared by relevant
BIRANETLe? AN Cconsulitation with the labour-Antensive
CoOnAtIuCtion umit Aalaing At JAnter alla saploysent
CToAtiOn On & Jarge scale, will Be given pricority.
provided domor financing is secured.”’

The general picture of the losg-ters developaent of
M280tho A8 Lt has been conveyed in economlic reports from
the World Pank, the International Monetary Fumd, the
[aternational Labour Office, the UN Developaaent Prograsmse
and others is that, the bulk of the country's employnent
oppoztunities will have Lo De created in the rural

AecCRor

Tod sy’ 0 A28r DrodCTve empioyment




Theoze aze Dasically two different ways to attain the

objlective tOo create as such productive exployment an
possibie, manely

a) The aulatitutian of labour-based sethods fox
equipaent

®) The JASIOvVement of on-going labour-based Srogranses
L0 Bake them more productive

AB tar as the LAZBT LYPe Of work is concezned the moss

ARPOLrtant seactors are

(1) The zoad programse Of the Ministry of Works
(L1) The s0Li] conaervation of the Ministry of
Agriculture
{432} The urdban projects of the Miniatsy of Interior

The potential for incteasing eaploysent by ssbatition is
itllustzated in the below table 6:

TABLE 6:  SHARE OF NAGE COST IN TOTAL COST OF CONSTRUC-
TION FOR DIFFERENT TYPES OF PROJECTS

Machime~intensive Labour~intensive projects
infrastructture
projeces Grave) Earth soil

roads roads Conservation
100-15% JS5-450\ SO-40\ 70-0ON

The f1iGUres FJUPPOIt PIevious statesents about soil
conservation offering the most interesting possibilities
for creation of esploynent Dy labout-intensive methods.

Nowever, it showild De Born An mind that due to
limitvacions of funds, the presest »oil conservation
ACEiVItY within the Ministry of Agriculture is quite
Low If the work that is presently Deing carried out by
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Bachines was to be carried out by mancal labour, the
increase of employment would only be a4 couple of hundred
wen
The sasme applies O existing urbas works within the
Mimistry of Interior,
™e aecond type Of WOKk LS principally encospassed
by the Food-for-¥ork programmes. FPresently scae 12,800
WOIRers are working on roads. soll conversatios and weed-
lots projects through the Ministzies of Agriculture and
of Co-operative and Kural Development. Moat of these
labourers are working very inefficliently asd there is
enorNous scope for the application of the «fficient |
techniques that the LCU has developed ') |
One further point regarding future work relates to
the Highland Water Scheme, It i3 clear that the sajor
Anvestments in this schemes will be for high technology
Atems. The opportusicty should mot De lost, however, %o
Baximise the use of local resources in its isplemanta-
tiom The forthcoming study of the domestic coastruction
indestry fizanced out of the 4th Highway Loan should
clearly analyse this aspect of the achese.?) and LCU'»
potentional role in this project should thereby be care-
fully amalyted.

Employmants

The eaploysent situations in Lescotho voday 1is unstable,
Out of a population of around 1.5 million, and an estima-
ted labowur force of approxisately 600,000, & compervative
astimate is that over 40,000 pecple ate unemployed or
undereaployed. Add to this an estimated net ansual
addition of 17,000 and a targeted annual return of 2,000
RigTant workers from South Africa and we have approxi-
sately 220,000 people whe will be needing jobs over the
Bext ten years.

This means that an average of 23 000 jodbs will Zave
to be created anmually. The Government of Lesotho i

1) See for example ILO. Rural Roads Maintenance
and laprovement in Lesotha: A Programams for Developmsent
Dec 1984

2) See LCU Job Repoct No. X, A Role for the ICU
in the Highland Water Schese
e
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considered to be cCapable of creating not sore than 10,000
Joba per year, which leaves a shorttall of abowut 13,000
Joba ansually. This figure should thea be coapared to
100,000, which is the approximate total nusber of people
vho are gaiatully eaployed in Lesctho today.

The 3itvation is sade to appoar aore alarsing in
soae docusents and publications on Lesctho, whose authors
ANLLICLIpAte a possible nass exodus of nigrant wvorkess
peshed out of the sines in South Africa. They refer o
South Africa’s tendency in recemt ysars to gramt Jobs to
workers from her own hoaelands, or bantustans, tather
than to migrants from independent nelghbdouring coustries.

Some writers fear that & future economic depression
Or a sitvation of pelitical uncettainty inside South
Africa may produce a vholesale expulsion of the workers
from Leactho, QAVANG TiZe TO AN eRAeIgency situatiom
there The impression of the ILO is that the likelihood
of & sass expulnion of migrant workers Ls remote.

Moreover, South Africa is playing out Lesotho
against Angola and Motambique, as well as against the
other Fromtiine States when AT Comes L0 aACCepiing migrant
workers.

Today South Arica Lo in the process of completing
Labour agreements with Mozasbique, which, during colontal
tines, used to send many labourers to the mines It is
feasible that from now Oa Motaabicas mnimers may replace
workers from Lesotho t0 an Iacreasing sxtent, Just as the
number recrulited from Lesothe increased dramatically ax
the expense of Notaabique after Lts independence in 197%

But, a5 was pointed out above, the risk of a drama-
tic changs occurring suddenly in the nusber of Lesothian
natiomals working in South Africa iz comsidered to be
small.

Ome significant factor As that the mining companies
in South Africa prefer tecrulting workers from Lesctho
because the Basothos are regarded as belsg very reliable
and experienced workers. It is assumed that the South
African sining companies and the Chamber of Mines would,
in their own «CONOMIC interests, oppose any political
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decision to drastically cut the nuaber Of Dasothe workers
and to teplace them with Mozasbicans, Angolans or even
hoseland workers,

To fully understand the ladour market in Lesotho,
two additional aspects need to be taken imto accoumt
Fizatly, whatever initiatives the Governsent and demors
BAy come up with concersing the creation of employment,
Lesotho will mot, in the foreseeable future, be able to
enploy all of its labour force., Fizilysalli saintains
that

*Whatever the growth rate asd the technology adopted
{labour-intensive) Lesotho will not be able to
osploy all its labour force in the yea: 2000, domes-
tically., Thus full ssployment s not an attainable
(feasible) target.”

‘Choice of labour~inteasive tochnology (o the
Anvestaeat projects and labour-intessive public
works programmes does not solve the prodbies, but
night only alleviate Lt. Drastic and effective
scasures in the following fields might aclve the
problem: (1) population comtyol, (13) intenaive
agriculture, (i111) labour-intensive export ipdust-
ries, (1iv) upgrading the sikills of labour by techmi-

cal traising. *

Secondly, such of Lesotho's economic dependeance om
South Africa i matuzal, in the sense that & very ssall
country cannot afford 1o be self-sufficient im every
sapect of her econcmic life T™™e asall size of the eco-
nonlcally active populationa within the country itself
will, for years 1o Ccome,. LARPOSe SOTiIOUs limitations o=
large scale sodern industrial production In addition,
the grave shortage of rav materials, skilled sanpover and
sanagers will constitute Llmportant constralints 0o eCoRO~

eic self-sufficiency



a OPTIONS FOR DEVELOPNENT OF LABOUR-BASED TECMNIOUES

One objective of the S1DA mission was to establish how
BIDA financing comld most effectively support the use of
effective labour-based techniques im Lesotho Ustil sow
it has been assumed that this objective could be achlieved
through the LCU Whilst the latter has indeed 1llustra-
ted that it is possible to effectively utilicte labour~
based sethodn, in particular for road works, it has as
was poted above, falled to create employsent in any
incroasing scale and it Basz alsc bdeen wnable to transfes
itz knowledge asd expeurience Ainto other parts of govern-
Sast, Or even within the Ministry of Works, or to the
private sector,

Whilst the mission is comvinced that there is major
scope for the development of labour-based work, such a
Sevelopnent would be dependent on overcoming the basie
problems that have beset the LCU and its attemprs to
prosote labour-baszed sethods.

In the first place, it is worth ideatifying the
A J0X Constraimts on the LCU jdemtified by the coasul-
tants and by the Vorld Sank evaluation of 1902. These

are:

al The LCY has no permanont status withis governsent
thus affecting the way it is viewed by both govern-
ment and prospective eaployees

B The Unit has no assured fundizg of projects

o) Thete 13 a skortage of middle level, qualified,
techniceal supervisory state Which, as wore polnted

Out above, 1a 1ts turn depends on the lack of free-
dos for LCU to set competitive wages and salacies

d) There is little real promotion of the concept of
labour-based sethods within government .
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e) the LCU has a sultiplicity of objectives nome of
which are conflicting. Thus at one and the sase
time it i3 an isple;onting agency, & policy develop-
ment group and an advisozy ozganization

Any proposal regarding the orgamizational position of LCU
Pust therefore attempt to solve these probleas.

Theze appear to De three basic options to consider.
Theses are:

'. Develop wpca the existing organizational position of
the LCU.

2. Atteapt to integrate the labour-based concept Lnto
Jovernsent - i.e. diversify by spreadins the LCVU
ACtAVities t0 other brasches of governsent,

b ) Set wp A para-sratal labour-based CONTIACTANY Jroup .

Option ' is favoured by the MOW, option I has been
touched om at various tises By various evaluating teams
aAnd option 3 bas been proposed by the World Bank ascagst
others .

Briefly it is worth spelling out the advantages and
dissdvantagens of the three options defined above

Option 1 Develop wpom She existing position of the ILU

The details of this OPTION ATe S&t DUt In the MOW's drafe
policy papesr. Dasically this suggests;

a) that LOU ahould expand 1ts activities over the next
ten years 10 cover a labour force of 5,000 at a
FecurTent expenditure of M 470,000 ansually;

o) that GOL creates the position of Labour Esployaent
Adviser in the CPOO (or the MOW) and at the zame
tine appoints an ister-ministerial technical/
planning Coordinating Commities;
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a)

that GOL obliges all ministries involved inm com:
struction works to identify at least voe potential
labour-based constrIwction traimer:

that GOL peraits LCU to negotiate for sub-contraceks
AnS O SArm rYevenue Oon 4 labour-intensive basis,

Thus LCU wosld continue to act as preseatly bue

would be provided with the cpportunity to become more
self-pufficient and commercially oriented

The azqguaents Ap LAYSuzr of this option are as

tollows)

The LCU would comtinwe 1o execute ladousr-bDased work
in an eoffective and efficient sanner

The Unit would be relatively free from interference.

The Onit could also act 45 & para-statal contractor.

T™he Unit could create its own adainistrative and
sAnAgerial systess and thus circumvent Oonerous and
TARO-CONAURLIN) POovernsent procoduron

Labour-intensive methods would De used efficienmtly
and could set an example to both the public and
Private asctor»

The arguaents ASALRAS Option Y are:

It would have littie apare capacity to develop
institational capacity tor labour-based methods in
other ministries. Indeed Lts own oblectives would
be at odds with this for it would be asking minis-
tries to give it the labour-based work that thaey had
available.

it would prodably be almost totally dependont on
donor funding.
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- Az a separate usit tendering for work it would
meither De within goversment nor ostside it

- It would just like today provide lisited career
development Opporsumities for Lt staff,

- 1 LCU had even only 50\ of work in roads, it would
bDe anbiguous t0o have ) SeparaAt® Units in gOvVernzeat
dealing with road construction

- The Unit would be aisost totally concerned with
inplenentation and would Rave little tiae for policy
oFr Advisory satters. (This would not be a serious
problem if there was a ceatral co-ordinating growp
who was able to carry out these functions.)

optior 2: jIntegretion into Government

The idea here i3 that each ministry dealing with infra-
structute works (in practice oaly 4) would develop its

OWR CAPACAtY TO be able to wffectively utilize labour-

based aethods.

From the point of view of government policy of
Attespting to provide smployment to the majority of
Lesotho, this cption appears tO bDe the a0at promising.
Nevertheless, Lt also presents serious probleas.

In faxauzr ©f this option are the following:

- Each Ministry dealing with infrastructure would have
the capacity to wtilice labour-based methods in
thelr own regular Foutine conatruction activities.

- Theze would De a peasibility to have a planned pro-

gramme of development of esploysent-creating, infra-
structure works

- Labour-based techniques would be seen as an alter-
native seans of career development .




- The use of the techniques would be seen Lo De a

Covernment, rather tham purely a donor. concern

Ministries presently imefficlently using labour-
Based techniques would be supported 10 sake the
sethods productive

ASalinas this oprion are

- The efficiency of the technigues wouwld De diminished
Dy dissipating resources within seversl ministries

- Each imdividual siniotsy might resist the introduc-
tiom of the technigues

- Doner finamcing o support such as optica would be
required

- A strong, powerful centralited coordinating body
WAtR authority to deal with each Ministry invoived
would be absclutely mecessary.

Qprion 3 A pars-statal labous-based growup

Accozding to the information available to the
Rission this i3 & perfectly feasible poasibility in terms
Of Preseat governsent rules and regulatioss. In sany
WAYS this OpLIOA Seems tO present an effective sclution
because;

. It could work ocutside government regulations.

It could provide & sucleus for the development of
labour-based techniques in the private sector

- 1t would be able to develop 1tas own syatems and
PrIocecures.

It could comtimue O use efficient labous-Dased
techniques.

- External funding could easily be channelled 10 it
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On the other Bhand, there are serious disadvantages
ARBOCiAtTed with this option,

It 1% a seanz to an end, for it does pot provide a
pianned developsent of laboutr-based technigues in
Lesotho

- Labour-based work would be concentrated in ome,
sarheted-oriented, organization

It would requite a basis of external funding for
tursover and techaical assistance,

- The posaibdility may be lost of developing training
prograzses and policies related to labour-based
techniques within goverssent

- The focus on labour-based techniques would 20 a very
large extent depend on the character and calibre of
the nasaging director.

Conclusions

Each of the three options described above has its
advantages as well as disadvantages The one which In
the opinion of the autkors of this report sceas to be the
BOAL promising i3 the second one.*)

This option is dependeant, Bowever, upon the follo-
Vifng actienn;

a) A unit being et up in CPDO with sufficlent authoss-
LY 1o ensvure 1that a plasned progranss is satad-
Lished

b) A planned programme of work being avatlable im (1)
Roads Departsent of MOW, (11) Civil Works Sectieon of
MCRD, (a11) Soll Conservatiox Division of MOA, and
[iv] the Mimlotry Of the Interior

") However, it should be sentioned that the sesber of
the mission who was appoiated by the Governsent of
Lesotho, L.e. Mr A T lLehoto, strongly argues in
favour of the {izat option In A separate comment
found a= Appendix T to this report Mr Lehobo
caplasites the rizks that might be connected to the
secoad option
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In texrms of an organigram,
the follovwing way:

FIGRE 3:

THE INTEGRATION OF LABOLR-BASED TECWWIOUES INTO

The Co-ordinating Committee,
sinistries meationed in
with the CPDO Unit beling the secretariat

THE COVERNNENT STRUCTURE

Faing
LIl AL L
ofrace

0

LadOuT
Intensive
ASvinor
ar Usit

|

ia),

comprising of the fowur
being reconstituted

option % could be described in

ASwisiry SF 4oatdirat vy

| Commitier
misiatry misistry Rimistry (AR minastry
of of of (1
Aricuitur warss Interian 2
(4] } (841 | Ly P I (S4 0 S (L4
e i — » — ——— i e—




6

A far as the miasion A3 concerned she astilus-up of
the cemtzad unit An CPDO would ke abaglutely ARESIALLYS
whateyer cptiona choaen, Kqually the missioa feels that
ehe Coordinating Committees as anm active, advisory body
would be Lindispensable,

A terss of reference for the wnit within CPDO is
attached It should be noted that We Suggest that the
Unit comprises of three persons vis,

A Labour Conatructioa AMviser
2 A Prograsming and Planning Officer
b ) A Labour-based Tralming Officer

This implies that Post | be filled as 500m as
possible as suggested by COL. That the posta in the iCU
of (2) and 1)) be stransferred to the CIFDO Unit 43 3com as
the Mviser feels that it is appropriate,

We recognize that Optios 2 will be the most diffi-
cult to achieve, Nevertheless, becasse it is likely to
have the greatest loag-ters iapact we feel that it i
cption o 90 fox We do not. however, expect the change
to be made overmight. It would take place in a series of
stages of at least a 2-) year poeriod

¥hat is proposed is that the maism part of the exis-
ting LOU be gradually taken over by the Roads Depart=ment
which will set up a special division for labour-baaed
road Llmprovesent and saimtenance. At the same tisme cach
of the three other ministries (MCAD, MOA and MOI)
presently involved in labour-based work would develop
thelr Own capacity to execute labour-based projects,
organized perhaps along the same lLines as was LCU

the pressnt work programme of the LCU 1s sainly in
road Lmprovesent. Over the next 2-1 years the Centzal
Unit would give particular eaphasis to supporting those
activities of the LCU which aze mot roads. Thus support
would be provided to the Mimistry of Agriculture and WCRD
in relation to thelr soil comnservation activities and to
the Ministty of Interior im relation to urbas projects.
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During this period 1OV would not actively seek further
non-road projects. The Central Ynit would also take
fpecial care to aupport the feeder road Programme of the
MCRD both from separate donor or GOL funding a=sd from
BSIVices pravided by the LOU,

It can be argued that the spliteing up of the IV
And the diversification of activities will reduce effica-
ONCY and limit esploysent-creating posaidilities Az far
a3 efficiency is concerned, we 3ee No reason why this
should be 20 Ln relation to road improvenent. Thete Ay
Be some reduction in efficiency Ain relationm to soil com-
SEIVALLION ot the amount Of work carsied out by LOU in
CRis Ares i mininal AR for esployment creatlion., we are
of the opinion that the previous perforsance of LCU as
far as esployment creation Is coscerned A® rather dismal
and fairly radicel action is Becessary Vhen theze is
alrsady today the potemtial for Anproving the efficlency
Of 12,800 workers in the now on-going Food-for-¥Work
PICIeCIs. the concept of expanding the LU to $.000 over
10 yoars becomes leas aAttractive

in the development of labour-based techaiques in
LOBOLRS we ase the tole of » Stromg central advisory and
coordinating unit as crucial 1t would have the ijob of
PIOROLINGg, plaaning, monitoring and evaluating all
latour-dased projects it would therefore take over all
of the functions, SXASERL _ABRIOSARtALion presentiy beling
eXercised by the LCU. Az all of these functions aze
planning and advizory it is ARpOortant that the unit has
Autherity This can be achieved in various vays byt we
Fuggest the following seassres.

a) ALl proposed Imfrastructure prograsses must be
cleared by (or advice sust be sought at) the unit o
SnsNre that the saxisuns use has been made of
labour-based techniques.

b Af a first priority the umit should Prepate a policy
document oa the use of labour-based techniques
This would develop upos the theme Preseatly set out
for the 4th developmsent planm.
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c) ™The unit would act as the secretariat for the recom-
atituted Coordinating Committes on Labour-Based
Methods |

a4 The wnit would be provided with comsultancy funds to
gaslist ministries ia the developsent of labour-based
techniques.

AS Lar as the long term As comcermed it is suggeated
that sach of the misistries concerned with infrastructure
work should have the capacity to implemant labour-based
pPrograsaes .

1t 18 appreciated that this will take tise and
resources. Egually the effort required will vary from
one ministety to amother. For inatance, given that the
LOU i presently within the MOW and the great majority of
its work 15 in roads, integration imto the roads depart-
pent should be relatively sasy. Om the other hand, the
Ministry of Agriculture has presently very little capa-
city and this will require & gresat deal of effort o
develop upos the pilot projects presestly being iapleasn~
ted.

The main requiresent will be for trained siddle-
sasAgement porsonmel. For this resson the sooner the
labour-intensive tralsming unit is set up and starts to
train trainers from each ministry, the Detter,

1N Thas would comprise of the Permanent Secretaries of
the Mimistries of Agriculture, Works, Interior azd Co-
operatives and Rural Development




APPENDIX 1

LABOUR CONSTRUCTION ADVISORY UNIT ~ TERMS OF REFERENCE

Objective

The unit would be responsible for the preparation and
co-ordimation af the Governsent of Lesotho's Policy with
FORpect to the application of labour-bDased methods in all
section of the economy

Q["QLO‘tgon

The unit wewld report directly 1o the Persasent SeCretary
Oof the Ministey Planning, Employment and Leonosic Neve -
lopment. It would act as the feCretariat o the AMvisory
Committe oa Ladbour-Based sethods, The latter would coa-
Sist of the permanent secretaries of those MNicistries
involved im infrastructure projeces.

It i3 envisaged that the unit would comnsist of as
least two perscas: the Labour Construction Adviser
already requested by the Goverssent of Lescthe and a»
Planning Enginesr who would Assist the adviser (The
enit might alsc include the labour-intensive tralning
enit).

The unit would have available to it pome consultancy
funds which it could use at Lts discretion to encourage
the use of labout-based technigues

Bepponaibilicies

a) To study all Government funded Prograsses of infra-
SLructuse to assess wvhether sufficlent attestios has
Eeen pald to the possibility of using labowus-based
nasthods it would be made obligatory for all infra-
Structure programses to have been subsitted to the
“nit for coament i thin regard
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4)

e)

)

9

To prepare, in collaboration with the Ministries
concerned, plans for the develcpaent of a labour-
based capacity for the construction of infrastruc
ture works

Yo ideatify, with the Rinistries concerned, feasible
labour-based projects,

Yo seek donor funding for such projects
To collaborate with the Ministries in utilizing
consultancy funds for the development, implesanta-

tion and somitory of labour-based sethods

To prepare detalied bDackground docusentation for the
peeting of the Advisory Committee

To stimslate the use of ladbour-based techaiques in
the private sector.
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APPENDIX 7

COMNENTS REGARDING QPTION 1 (CMAPTER 8) SUBMITTED BY
NISSION MEMBER A T LEMOBO

Contrary to the Mission's conclusion that option 2 is the

Roat advantagecus, I strongly Cavour opetion 1 The

following are my comments regarding the argusents raised
afainst this option

CARACALY = 1% 15 up %o GOL %o wtilize fully and

effectively the services which LCU is
able to provide

Thiz prodles 1o common to all ) options

There should e a planned programme of
work for LU All GOL capital projects
which are suitable w0 be carried sut by
iabour-based techniques should be ia
plesented by LCO

Up to now LCU has never had any cleas
developsent policy, 1t has been =uddling
through. With a clear policy. career
developpeant opportunities for staff
exiotl and there is potential %0 attract
qualified starr,

Moreover the aituation is ComBon to all
3} options

Ihis is arguable when one considers Road
Design Standards, objective of sach de-
partaent, etc, 9.9, MCAD's Yood-for-Mork
USLt exists purely for fcod relleve pur-
pozes on self-help bas:is




RefexXring O BAJOT COMBTIALINTE On page
54, I have the following comaments:-

This haz Deen so until recently wvhen NOW
declided o persarentiy establish LCU a=
one of Lts Branches Many GOL
Rinistrien are well awate Of Ehe exist-
ance and operations of the Unic in the
past Acriculture used the services of
LCU and Interior is still wsing the ser-
vices of the Unit However mimistries
like Agriculture have lows of free
dosated sachines and consider LEU very
expensive and an absolute waste of tise

Ihis should not ke & problies an long an
the Labour Advisor in CPOO cam enazure
that there is a planned programme of
work for implemssntation by LCU,

LCU i3 a government organization which
iz presently sanaged by consultants and
like all other government departments 1t
uses COL wages and salary rates

Shortage of siddle level, qualified
technical supervisccy staff ia coamson to
all GOL departaents eapecially those
which are evolving like LCU. Trainsing
18 the solution and LITY exists to merve
this purpoae,

This will only be solved by a stromg and
powerful Labour Adviszor placed in CPDO
and the resurtection of Co-ordinating
Committes




Censszaint {e) = With Labour Mvisor in CPFDO, LCU wil)
purely be implemsenting organizations.

Setion 2 = Im principle the option appears good and
At i3 favoured by SIDA mission In
Pracrice this option is going o fail
Riserably under the prevailing condi-
thons in the country as a whole and
especially under the iaplied rush,
Everybody wvitmessed the drop in the high
level of perforsance by LCU during the
pericd of ita incooperation into Roads
Branch (MOM) between 1580 and 19284,
Integrationa into Roads Brasch will sean
natuzal death to LCU Setting up of
LCU's in variocws COL ainistries im such
a rush 33 an adsolute risk., This will
be totally dependeat oa donor funding
for technical assistance which seans
funding of SWKP s a» sany as the sunber
of mev LCU s, traiming, projects, ete.
Moreover comstraint (¢), shortage of
qualified local perscnsel, will be sven
vorse with oo few staff to go arcund.

Sonclusion Reconmends isplesentatiocn of MOW Policy
Docussnt on LOU, August 1505, Ewvolution
of LCU s in varicus ministries abould be
the off-springs of LCU (MOW) over & peciod
of time under the influence of 1he Labour
Advisor io CPDO and the work of LITD
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LABOR INTENSIVE WORKS
IN LESOTHO

he labor intensive construction peogramene supported by STDA in
Lesotho s officently run and has reached a satisactory technical
standard a1 competinve cost, But little has yet been achieved 10
create Lage scale employment and 10 promese widespread use of
labor imensive methods, whach were the program’s longrerm objec-

ves

Ihese are the masn fndings of this evaluation carned out by Karfis
Gappers, ecomomist from SIDA's Evaluation section, Geoff Edmends
of 1LO, an expert in labor based technology, and Mikee! Séderbict
representing STDA's Industry Division

e mission disousses several options on how these objectives mun
be betrer artained and recommends that each minisiry develop its
own capacity to utilize laboe based technology

Sweden's belateral development co-operution, handled by SIDA
since 1960, comprises 17 program countries: Angola, Bangladesh,
Botswana, Cap Verde, Ethiopla, Guinea-Bissan, India, Lacs, Lo
sotho, Mozambique, Nicaragua, Sri Laska, Swaziland, Tanzania,
Vietnam, Zambia and Zanhabwe

Each year about 30 of SIDA"s over 200 projects are evaluated. Most
of these evaluatnions are published in the Evaluation Sersex. Capies
of the reports can be ardered from SIDA, S-105 25 Ssockholm.
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