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Whenever the Bank identifies shortcomings in institutional
capability, technical assistance is automatically assumed to be
the appropriate response. But technical assistance has, and will
continue to have limitations — and there are alternatives.
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Technicul assistunce (TA), including project-related
training, is the principal instrument the Bank uses to
promote institutional development (ID).

Buy ek reviews trends in ID-related TA for FY1982-88
and examines why there is little evidence of improvement
in its use, despite the recemmendations in many past studies
and reviews. She identifies the minimum requirements for
successful [D-related TA, and gauges whether the Bank is
cquipped to take on the challenge of improving it, or should
consider other ways to promote ID.

She contends that the Bank labors under serious built-
in handicaps as a supplier of ID-related TA. These include:

» The neglect of in-depth country knowledge and a poor
institutional memory, both attributable to the frequent
rotation of staff.

= A high degree of centralization in the control of
operations from Washington,

o The pniority the Bank attaches o capital lending and to
Ui proparaiion of projects rather than their supervision,

= The high cost ot Bank TA w some borrowers.,

» The Bank's blueprint approach to project design and

prplementanon.

« The shaence of systematic, eaplicit altention to the
Basue of gosermment commitment in Bank work, a prerequi-
site For successtul 1D related TA.

She also dargues that compared with traditional Bank
crovjects and ceonomic and sector work, 11 is a relatively
new and particularly complex area of Bank work, Asa
result, the body of knowledge is still quite limited, and there
are few best practidoners.

She suggests that the Bank be more diseriminating in
its use of [D related TA, imiting 1t to cases where the
government's commitment is clearly demonstrated and
where there is an institutional base on which to build.

But the Bank should also consider alternative routes to
ID. When shortcomings in institutional capability are
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identified, TA is automatically assumed to be the appropri-
ate response. But excessive reliance on TA o solve [D
problems raises false expectations. TA has and will
continue to have its limitations.

In countries where there is still a genuine demand for
Bank-financed ID-related TA, scveral things can be done to
improve the Bank's performance. Buyck argues that it is
unrealistic to expect a change in the Bank's lending policies
and practicies, and a substantial increased resource
allocation for TA. In the absence of such changes, these are
some of the actions she suggests:

« Country-wide ID strategies should be developed.

* Projects should be designed in a participatory manner
responding to genuine needs and capacity of the borrower.

+ Institutional analysis of the recipient agency is needed,
including country commitment.

* Projects should be designed for flexible implementa-
tion, with clear objectives. A series of verifiable perfor-
mance indicators should be defined.

+ More thought should be given to the packaging and
delivery of ID-related TA — for example, by integrating
short-ierm consultants and jong-term technical assistants.

+ Operational staff should systematically comipile and
exchange information on consultants used for ID-related
TA, including frank evaluations of their performance.

¢ Practical guidelines and project implementation
manuals should be prepared for Bank staff working on these
areas.

» More use should be made of the Bank’s field offices.
For example, to list local consultants, monitor the perfor-
mance and progress of ongoing projects, and coordinate TA
financed by the Bank with that provided by bilateral donors.

« Cross-fertilization and dissemination of best practice
are needed for staff working on these areas.

+ The conceptual and methodological base for ID-related
TA needs to be expanded.

Atfairs Cemplox, Anohjective of the seriesis to get these findings out quickly, evenif presentations are less than fully polished.
The findires, faterpretations and conclusions in these papers do not necessdrily represent official Bank policy.
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SUMMARY AND CONCLUSIONS

1. Technical Assistance (TA), defined here to include project-
related training, Is the principal instrument used by the Bank to
promote Institutional Development (ID) In Its borrowing member
countries. While TA as a proportion of Bank lending has been declining
(from around 9% In FYs 82 and 83 to €% In FYs 87 and 88), the
proportion of TA directed towards |ID has been Increasing, with the
result that 1D-related TA has remained fairly constant through the
19808 at 4-5 percent of Bank lending.

2. The Asla Reglion has been In absolute terms the largest
user of |ID-related TA. However, the reiative Iimportarce of |ID-related
TA as a component of Bank operations has been greatest In Sub-
Saharan Africa where it accounts for over 10 percent of lending, as
compared with 4 percent in Asia and 2-3 percent In the cther regions
of the Bank, Latin America and the Caribbean (LAC), and Europe, the
Middle East and North Africa (EMENA).

3. Among the sectors, agriculture and rural development has
absorbed the largest amount of ID-related TA, but the relative
importance of ID-related TA has been greatest In Education and
Population, Heaith and Nutrition (PHN). ID~-related TA has also been
central to the Bank's efforts to help strengthen national economlic
management. During the 1980s, for the filrst time, freestanding TA for
Public Sector Management (PSM) has become a significant feature of the
Bank’'s operations in Africa, and to a lesser extent in LAC. It has
been used only rarely In the cther two reglons (e.g., In Bangliadesh,
China and most recently In Morocco and Algeria).

4, varlous internal reviews carrled out In recent years, mainly
by the Operations and Evaluation Department (OED) and the Africa
Reglon, have pointed to serious weaknesses In the way in which TA, and
particular!y ID-related TA, is managed by the Bank. The frequently
hasty and poor design of TA projects, in part attributable to
inadequate diagnosis of TA needs, tends to be compounded by defects
in Implementation such as recrultment delays and difficulties In finding
suitable consuitants (particularly for training), problems assoclated
with the employment of long-term expatriate advisers, lack of adequate
counterparts, lax supervision by the Bank, poor coordination with
other donors and the inadequate administrative capacity of the
borrower. These are especlally serious problems in Africa, as well as
In a few |east developed countries elsewhere (e.g., Bangladesh); it Is In
these parts of the world that the phenomenon of "supply-driven TA" |Is
most commonly encountered. However, the governments of most of the
more advanced countries outside Africa are by now able to define their
own TA needs, have considerable local expertise to draw on, make
relatively little use of long-term expatriates and are reasonably
competent at managing the TA which the Bank finances.

5. where Bank TA has proved to be ineffective, the explanation
is usually to be found In lack of serious commitment on the part of



the borrow~r, the g- .erally low priority accorded to TA in the Bank
esulting . . an Inadequate allocation of staff resources to the TA
components of projects), the poor choice of Instruments for the
delivery of TA or a comblnation of these factors. Some Improvements
appear to have been made In recent years in the design and delivery
of TA In response to the criticisms and recommendations contained In
past reviews., For example, terms of reference and work programs now
tend to be more clearly defined, greater use is being made »f local
consultants, more Iinnovative modes of delivery are being experimented
with (e.g., twinning}, and a larger role in the design and impliementation
of TA has been accorded to some cf the Bank's overseas resident
missions. Nevertheless, a review of |ID-related TA projects and
components which have gone to the Board In the past two years and
interviews with staff involved suggest that the Bank's performance In
this fle!d stll! leaves much to be desired.

6. It s a contention of this paper that the Bank labors under
serlous bullt—-In handicaps as a suppller of |ID-related TA. These
include: the absence of systematic, explicit attention to the Issue of
government commitment in Bank work, a prerequlisite for successful ID-
reiated TA; neglect of In-depth country knowledge and a poor
institutional memcry, both attributable In part to the frequent
rotation of staff; a high degree of centralization in the control of
operations from Washington; the priority naturally attached to capital
lending, and to the preparation of projects, rather than their
supervision; the high cost of Bank TA to some borrowers, as compared
with TA extended by many bllateral donors on s grant basis--all of
these are factors which help to explain the Bank's lir!ted success In
the use of TA to promote ID. Also, compared to trad:tional! Bank
projects and economic and sector work, ID is a relatively new &n?
particulariy complex area of Bank work. As a result, the body of
knowledge is stiil quite limited, and there are few best practitloners.

7. A possible conclusion could be that the Bank should be more
discriminating in its use of ID-reiated TA, limiting It to cases where
there |s a clearly demonstrated government commitment and a minimal
pre-existing Institutional base upon which to buiid. Alternative routes
to institutional development should always be considered. When
institutionat capaclty shortcomings are identified, there appears at
present to be an automatic assumption that technical assistance is
the appropriate response. Excesslive rellance on TA to solve ID
problems, however, raises false expectations. TA has, and will
continue to have, its iimitations.

8. in countries where there Is still a genuine demand for Bank-
financed ID-related TA a number of things might be done to improve the
Bank's performance In what is unquestionably a complex area of its
operations. Most Important of all, a conscious effort could be made to
assign more staff resources to the preparation and appraisal, and
more particularly to the supervision, of both project-reiated and
freestanding TA--a move which could be backed by Improved staff
training.
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However, this paper contends that it Is unrealistic to

expect changes In the Bank's resource allocation and Its lending
policies and practices. In tre absence of such changes, these are
some of the actions that :ai be taken to improve the Bank's
performance:

(a)

(b)

(c)

(o)

(®)

(f)

(@)

(h)

Country-wide institutional strategies could be deveioped,

TA design shouid be preceded by a careful analysis of the
institutional factors Invoived, including an assessment oOf
the govermment/borrower’'s commitment. Design shouid be as
simple as possible and shouid be carried out In a
participatory fashion with the government/borrower taking
tne lead in defining priority needs and objectives, terms of
reference and work programs. To the extent practicable,
provision shouid be made for verifiable indicators of
performance.

More thought could be put Into the packaging of 1D-TA
delivery modes, for example by integrating short-term
consultants and long-term technical assistants wlith
national staff, and making use of less traditional methods
such as twinning.

Operational staff should systematically complie-~and
exchange--information on consultants used for ID-related
TA, Including frank evaluations of thelr performance. A
proven track record should normailly be required as a
condition of Bank recommendation.

Guidelines on TA could be prepared f>r Bank staff,
Incorporating lessons of experlience ¢ ' providing a
checklist of the steps to be taken a: .| stages of the
project cycle.

Greater use could be made of the Bank's fle.d offices In the
design and supervision of ID-related TA projects. Some
additional local staff may need to be recruited for this
purpose. Appropriate tasks for the fleld office could be to
compliie a register of local consuitants, to monitor
consultants’ performance and project progress, and to heip
coordinate Bank-financed TA with TA provided by bliatera!
donors.

The conceptual and methodoliogical base for ID-related TA
needs to be expanded.

Cross-fertilization and disseminatior. activities of best
practice shouid be organized for staff working on these
areas.



CHAPTER ONE

INSTITUTIONAL DEVELOPMENT AND TECHNICAL ASSISTANCE

INTRODUCT ION

1. Institutional development (ID), In one form or another, ha
been part of the Wor!d Bank's operations aimost since Its inception.

in recent years, the development community has become Increasingly
aware of the Importance of strong Institutions for sustained economic
deveiopment. This Is because In a large number of unsatisfactory
operations, the principal determinants of underperformance were
institutional. Technical assistance (TA) is the Instrument most
frequently used by the Bank to promote institutional deveiopment.
However, too often TA has been unsatisfactory. Many country,
sectoral, and regional reviews, various papers, and case studies, have
highlighted the major shortcomings, and proposed recommendations ‘or
Iimprovement. The generally accepted reasons for the lack of success
are well known:

® At the design stage: Insufficlent Involvement and
commitment of the recipient (supply-driven TA); too many
compliex components; insufficient preparation time (TA as an
*afterthought"); inacdequate assessment of the borrower’s
needs and the soclopolitical climate In which TA Is to work;
ioosely drawn terms of reference or, In extreme cases, no
terms of reference ("slush funds"); targeting that Is overly
ambitious In timing or scope; immeasurable outputs;
Inadequate or |[nappropriate Instruments (excessive reliance
on long-term expatriate TA, Insufficient provision for
training, etc.).

® At the implementation stage: unsatisfactory performance of
consultants; inadequaie supporting arrangements within the
country; unavaitlability of appropriate government
counterparts; procurement problems; less than optimal
supervision and quality control by the Bank; weak
management of the program by the reciplent government.

1 See A. Israel, Institutional Deveiopment Incentives to
Performance, JHU, 1987, p. 1, et al.

2 1988 Annual Review of Performance Evaluation of the Bank's
Operations Evaluation Department (OED), p. vi.

3 See Annex 1 for a list of these studies and a comprehensive
review of their analyses and recommendatiors,.
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2. Because TA has been so extenslively used, and its effects
sO often examined, general agreement exists “hat the following
elements are necessary for successful TA:

e Improved national planning and management of TA (government
recognition of the need for ti2 project and commitment to
it; appropriate structures within the government to design
TA, manage Its Implementation, and use the output).

(] Sound gesign (more modest goals, simpler organization and
‘nputs, clearer aims leading to concrete measurable outputs,
and ciear definition of the responsibllities of TA personnel
and staff of the reciplent agency).

) Improved delivery of TA (Increased use of less traditional
forms of TA such as twlnnlng4 and use of Non-Governmental
Organizations (NGOs); development of local training
institutions; encouraging the use of local consultants;
tetter selection cf TA personnel, regarding their technical
qualifications, experience, and personal sultability;
adequate support from the recliplent agency and, where
appropriate, from the consultants’ headquarters).

® improved Bank management of TA (more and strengthened
supervision, making better use of resident missions for
supervistion, tightened reporting requirements, etc.).

® Better coordination among donors.

3. Although these recommendations are well established, and TA
related to institutional development has been given added emphasls
with the rapld expansion of poiicy-based lending, there seems to be
littile evidence of major mprovement In the design and dellvery of such
TA. "Slush funds" stlll crop up frequently; TA components of project
and sector loans often continue to be hastily and Inadequately put
together; recipient govermnments per- stently fall to create or sustain

4 Twinning Involives the establishment of an institutional
relatiorship between an organizational entity in a developlng country
(the "reciplient") and a similar but more mature entity in another
country (the "supplier”). Twinning is mainly aimed at, and best suited
for, the transfer of managerial, financlia! and technical skills and
systems which Involve many or al! of the numerous functional aspects
of the reciplent entity. "Transfer" of skllls Is to be distinguished
from the "development" of skills In the sense that the primary reason
for selecting twinning as a mode of TA delivery is %o Sring to the
recipient proven and successfuf ways of improving organizational
efficlency and effectiveness through the selection of a supplier of
similar structure. In short, twinning is about transferring directly
relevant operational knowledge between two Institutions as simitar in
function and structure as possible,



effective machinery for the management of TA; little progress has been
made, elither centrally or in the regions, in bullding up a reliabie
lnventory of best practitioners; most worrying, the performance of
consultants Is rarely systematicaily evaluated by the Bank; and little
attention Is given to TA in Bank-sponsored aid groups.

4, This paper reviews the trends in TA related to institutional
development (ID) over the FY82-88 period, and examines why there |s soO
little evidence of Improvement In its use, In spite of the
recommendations of the many past studles and reviews. {t identifles
the minimum requlirements for successful I"-related TA, and gauges
whether the Bank Is eauipped to take on the challenge or whether
alternative means should be considered to promote ID.

Recommendations for future actlions are also proposed.

5. 1t needs to be em...aslized at the outset that, as with
previous reviews, the main frcus of this study, and of recommendations
for future actlions, is on Sub-Saharan Africa and a few of the least-
developed countries In other parts of the world. These are the
countries where the Bank encounters the most serious problems Iin the
delivery of TA.

SCOPE OF THIS REVIEW

8. This review covers a six-year perloa, from July 1981 through
June 1988. it encompasses both technical assistance components of
projJect and sector lending, called project-related TA; and
“freestanding®” TA projects. Project-related TA aims mainiy at
providing support for project implementing agencies. Freestanding TA
usually conslists of projects in which the primary objective Is
institutional support and capacity-bullding not directly iinked to any
particular physical Investment. The paper aiso covers project-related
training, which the Bank treats as an eiement of TA. All TA, under
active preparation and under supervision, during the FY82-88 period Is
taken into account.

7. Excluded from the scope of this study are: TA projects
financed by the United Nations Development Program (UNDP) and other
donors, and executed by the World Bank; TA financed through the Bank's
administrative budget, such as Country Economic Sector Work, the
activities of the Economic Development Institute (EDI), the secondment
program of the International Develt 1ent Assoclation (IDA), and Informal
TA provided during country dlalogue and via the Bank's resi‘dent
missions. Although these forms ¢f TA have a significant Impact on 1D,
through the continuous interchange of Ideas and the dissemination of
developing countries’ practices and experlence, project-reiated and
freestanding TA remain the Bank's principal Instruments to p-omote {D,
accounting for 95 percent of totai Bank TA expendlture,

5 wWorld Bank fiscal years 1982 through 1588 (FY82-83).



SOURCES AND METHODOLOGY

8. Data on project-related TA were provided by the Central
Operations Department, Operations Policy Unit (CODOP), which maintalns
a comprehensive data base covering expenditures on project-related TA
from FY82 to the present. For FY82-88, this comprises ,,392 projects.
CODOP derives expendltures on project-reiated TA from Staff Appralsal
Reports and President’'s Repcrts for projects approved by the Board
since June 1981. To the extent possible, the following Bank-financed
elements related to the provision of TA are excluded: (1) investments In
Infrastructure or civil works (other than detailed englneering); and

(2) equipment or vehicles. Operating costs, salarles of local staff
working on the project, minor equipment, such as personal computers,
and minor office improvements usually are considered to be a part of
technical assistance expendlitures.

9. Identification of freestanding TA projects was based
primarily upon the Bank's Management information Sgstem (MIS)
classi”ication of ovperations by lending instrument. wWhenever
possihie, projects from any other MIS classiflcation were included, as
long as more thar 50 percent of Bank-financed costs were for TA,
regardiess of whether the MIS ciassifies them an investment projects.
Thus, the data base for rfreestanding TA ! .cludes a total of 164 such
projects for the period. A desk review of Staff Appralsal Reports and
President’'s Reports was conducted. To preserve consistency, the
methodotlogy applied for measuring freestanding TA Is Identical to that
applied oy CODOP for measuring project-reiated TA. Annex 2 contains
the full list of freestanding TA projects.

10. Reglonal comparisons of lending for project-related and
freestanding TA have been adjusted to reflect the changes in the
Bank's 18987 reorganization. The internal Bank studies and reviews of
TA mentioned In para 1 above have been supplemented by interviews
with staff. Annex 1 contairs the complete list of background materiai.7

6 The MIS is the Bank's computerized data processing and
recording system,

4 The studies include: (1) CODOP's Annual Technical Assistance
Reports; (2) PHREE's Annual Review of Education and Tralining; (3) Bank-
Financed Technical Assistance Activities in Sub-Saharan Africa, AFTPS,
1889; (4) Report on a Review of Technical Assistance Activities In
Pakistan, IAD, 1989; (5) Report on a Review of Technica! Assistance
Actlivities In the Asla Reglon; (6) A Review of Bank-Assisted
Freestanding Technical Assistance Credits In Indonesla, OED, 1988;

(7) Technical Assistance and Tlraining: Proposals for Increased
Effectiveness, WAN, 1986; (8) Institutional Development In Education and
Training In Sub-Saharan African Countries, WB Discussion Paper, AFTED,
1985; (9) Current Deveiopments in Technical Assistance: A Synthesis of
Recent World Bank Experience, 1885; (10) Managing Project-Related
Technical Assistance: The Lessons of Success, WB Staff Working Paper
No. 588, 1983.



DEFINING THE UNIVERSE

Iinstitutional Davelcpmem:8

1. Institutional development Is the creation or reinforcement
of the capacity ¢f an organization to generate, aliocaxe and use human
and financial resources effective'y to attain development objectives,
public or private. It Incliudes not only the building and strengthening
of institutions, but aiso thelr retrenchment o« liquldation in the
pursult of tnstitutional, sectoral, or government-wide rationalization
of expenditure. |D Is typically aimed at Improving and strengthening:

® Internal organizational structures;
® munajement systems, including monitoring and evaiuation;

® financial management (budgeting, accounting, auditing
procedures) and planning systems;

® personne! management, staff development, and tralnirg;
® Iinter-institutional relationships;

® Institutional structures of subsectors or sectors;

e legal framework; and

® government regulations and procedures.

12. From ‘ts earliest days the Bank has Included components to
strengthen individual project management institutions. More recently,
the emphasis has been on management of the different sectors of the
borrowers’' economies. The ecoromic crisis of the eighties underscored
the fact that institutions charged with formulating policles and
managing public resources are |ll-equipped for the task. Thus, the
Bank moved Into policy-based lencing, with the scope of its ID work
broadening accordingly from project and sector to the economy-wide
level and from narrow project-related Issues to more comprehensive
systemic reforms. These latter Incliude management improvements for
core central government Iinstitutions, systemic changes in public
administration and civil service management, parastatal agency reform,
privatization, etc. The focus of the Bank's recent ID work, Its
priorities, and the instruments to promote It - including TA - variles
considerably among regions, countries, and sectors. This is due to the

8 For a compiete discussion of definitional issues, see the CECPS
Policy Brief for the Policy Paper on Iinstitutionai Development, Apr.
1989.



differing severity of Institutional constraints and the
country/sector’'s readiness to address these [ssues.

Technlcal Assistance for Institutional Development

13. TA has long been Important In the Bank's coperations as a
complement to financial resources for investment. Generally, TA refers
to a range of activities that enhance and/or compliement human and
institutional capabillties through the development, transfer, adopticn,
and use of skllls and technologv from sources external to the
government/reciplent agency.

14, The main objectives of TA are (l) institutional development
and (I1) direct operaticonal support. The first Is directed toward
improving the planning and declsion- making capacity of the recliplent
agency. To the extent that it Is successful, It will reduce, if not
eliminate, the need for further TA, The second subsumes all activities
designed to supplement the capacity of the agency to achieve specific
purposes - usually the preparation or implementation of a single
project -- e.g., project Identification and preparation, prolect
construction and supervision, project impiementation, and general
operational and management support. Such assistance, Instead of
suppiementing capacity, often substitutes for It.

15. in Its definition of TA actlivities, the Bank distinguishes
between "hard" and "soft" TA: According to the Bank's Operational
Manual (OMS), "TA consists of two types of services; (a) englneering~
relfated TA (aiso called "hard" TA) such as feasibility studies and
englineering design, and assistance for the Implementation of the
physical aspects of prolects; and (b) Institution-related TA (also
called "soft" TA) such as assistance for: (I) Institutional development
through Iimproved management, organization and training; and (il)
macroeconomic, sectoral and sub-sectoral policy advice".

i8. Sometimes TA activities are further broken down in four
functional categories:

(a) englineering/Iimplementation when TA is for supervislion of
project construction or assistance with detailed
engineering and drawing up bldding documents (Includes highly
skllled expertise such as englneering and architecture);

(b) technical/feasibility studies cover both feasibility studies
of future potential bankable projects, and a large
assortment of technical studies ranging from a trucking
Industry study in connection with a highway maintenance
project to a study of the extension of a drug distribution
system In a health project;

9 Revised OMS 4.0, Sept. 1984,



(c) training as a speclific purpose of TA activity, includling on-
the-Job training, feilowships, and assistance In the design
and/or management of training programs;

(a) experts/consultants, Inciuding managerlal and financlal
advisory services (for example, computer systems, economic
and financial policy analysis, sectoral and other studtes,
surveys, research, statistics) or to heip meet a partlcul%r
peak in a workload that Is not expected to be re;.vez.'xtec:l.“1

The first two categories are defined as englineering-retated (“hard") TA
and the |ast two as Institution-related ("soft") TA.

7. The distinction between "hard" and "soft" TA and the four
functional categories can be contested on severai grounds. First, the
distinction between "technical/feasiblliity studies" and
"experts/consultants” Is somewhat dublious, since studies are generally
carried out by consultants. Second, on the basis of the information
provided In the President's Reports and Staff Appralisal Reports, It Is
often very difficuit to differentiate between "hard" and "soft" TA and
break down TA activities accurately in the four functioral categories :
TA projJects and components often have mixed objectives, financing a
range of activities from policy studies, Investment-related studlies, to
advisers for project implementation or Institutional development. It
also proves very difficult In practice to distinguish, for example,
between studies primarily undertaken for operational purposes (e.g.,
tariff studies of particular industries) and studles bearing more
directly on ID (e.g., design of management information systems,
preparation of operations and maintenance manuals, management
studies), because Staff Appraisal Reports and the President’'s Reports
lump both under "studies". Likewlise, it Is qulte difficult to draw the
line between consultants producing technical studies and ccnsultants
providing advice.

18. There are aiso grounds for guestioning the valldity of the
equation linking "soft" TA with institutional development and "hard" TA
with operational support. First, not al! "soft" TA, including training,
Is directed primarily toward Institut.cnal development, and the
distinction between operationai support and ID-related activities Is
often blurred. For example, pubilc sector management advisers engaged
to strengthen the institutional capacity of a ministry of finance
inevitably become absorbed in day-to-day operatlional tasks.
Conversely, not all ID-related TA is "soft"; "hard" TA can sometimes
make a significant contribution to tD.

19. Nevertheless, while It Is recognized that the OMS and CODOP
methodology of equating "soft" TA with ID-related TA may not provide
an exact basls for measuring Bank~financed ID activities, It has been
adopted In this paper for want of a better alternative: Bank

10 See World Bank Technical Assistance Activities and Issues
(FYs2-88), CODOP, Sept. 1987.



documents do not differentiate between those projects and components
that have Institutional development as thelir primary objJective and
those with other purposes such as operational support. For purposes
of this paper, |ID-related TA thus consists of two elements:
experts/consultants’ services and training.




CHAPTER TWO

TRENDS IN TA LENDING: FY82-88

THE TREND OF TA COMMITMENTS!

20. Over the past six years, there has been a relative
decline In Bank lending for TA., Figure 1 lllustrates TA as a percentage
of total lending faliing from nine percent in FY82 to six percent In
Fysgs.

Filgure 1

TOTAL TA AND ID-RELATED TA

AS PROPORTIONS OF BANK LENDING
FYs2-88
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Sources: CECPS. CODOP, MIS.
Note: Bank Lending includes African
Facility Credis.

N Figures are on a commitment basis. While desegregated
disbursement data have not been compiled for the period under review,
evidence exists that a substantlial proportion of TA funds Is not
disbursed, belng elther carcelled or simply diverted to other project
components as the case may be, A study conducted In the EMENA reglon
a few years ago, for example, revealed that at least 40 percent of
the studles were not undertaken during the life of the projects. The
data reveal significant variations between years, countries and
sectors. Detalled statistics of TA commitments are set out In
Annex 3.
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The decrease in the weight ¢f TA Is the resulit of at least three
factors. First, there Is a growing capaclity among selected borrowers
tno undertake assistance on their own. Second, the share of
adjustment operations In total Bank lending has increased from

9 percent In FYB82 to 27 percent in FY88. This type of lending
normally requires a proportionately smaller amount of TA than
investment operatlions. And third, there Is a reluctance on the part
of governments to borrow for TA If prospects are favorable for
securing TA on grant terms.12 In absolute terms, the volume of Bank
lending for TA has remained falrly constant, averaging US$1.2 billion
per annum.

21. Within total TA iending, the proportion that Is related to
institutional development has Increased sharply, starting at around 52
percent In FYB2 and reaching 72 percent In FY88 (see Table 1).13 The
average for the perlod was 57 percent. This amounts to US$685 million
annually or 4.3 percent of total Bank lending. The growing importance
of ID-related TA is consistent with the changes in Bank operatlions
over the perlod. The introduction of policy-based adjustment lending
at the macro level in the eariy cizhtles led to an iIncreasing
awareness of the need for management improvements, economic and
financlial analysis, overall institutional strengthening, and capacity
bullding. The growth In ID-related TA may also reflect the Increasing
focus on soclal sectors and rehabilitation activities which call for
less engineering and sophisticated design work.

Table 1

TOTAL ID-RELATED TA ACTIVITIES
AS A PERCENTAGE OF TOTAL TA LENOING, FY82-88
(in USS millions)

Fy82 FY83 FY84 Fy8s FY86 FY87 FY&S8 TOTAL
In-Retated TA 611.9 568.5 638.5 686.5 808.9 814.5 864.5 4793.3
Total TA 175,64 13155 11S3,0  1216.7  122¢.2 1070.2 1198.3 8353.3
Percent 52.1% 63.2% 55.6% 56.4% 66.1% 57.6% 72.1% 57.4%

12 The Worild Bank 18989 Annua! Report, p. 44.

13 There was a sharp drop In FY87 from 66 percent to 57
percent; but this coulu be explained by the Increase that year In TA
lending for transportation and water, where detalled engineering and
feasibllity studies tend to predominate and where ID tends to be a
much smaller percentage of TA.



22. As shown In Table 2, Asla accounts for the largest share of
ID-related TA (39%) over the FY82-88 period, followed by Africa (32%).

LAC (18%) and EMENA (12%).

However, the relative importance of

iID-

related TA as a component of Bank operations has been greatest In
Sub-Saharan Africa where It accounts for over 10 percent of lending,

as compared with about 4 percent

In Asla and 2-3 percent In LAC

and

EMENA (see Fligure 2). This Is because of the relative severity of
institutional constraints that the countries in the African region are
facing, and the reglon's awareness of the need to address these

Issues.

TA ANO
FY82-

Tabtle 2

10-RELATED TA BY REGION
B8 (in USS millions)

Africe 301.7 183.0 332,64 190.3 376.3

EMENA 155.6 714 143.3 52.7  149.9 8.

265.2
Asia 469.3  220.5 676¢.2 219.9 490.8 238.4 59.5
8
LAC 268.8 136.8 165.4 105.6 134.1 70.%

l08.0

126.9
189.5

196.2  293.5 209.0 314.7
3173 525.6 364.1  303.9
61,5  123.4 82.0 214.7
113.5  281.7  153.7 234.9

209.9 388.7 290.9
179,64 459.0 338.2
92.8 172.3 108.9
132.9  178.3  126.4

TA 10
33y 217.6
“99.6  268.2
154.9 7.2
207.8 119.8

Flgure 2

ID-RELATED TA AS A PROPORTION OF TOTAL
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23. Among the sectors, agriculture has absorbed the largest
amount of TA (Figure 3), but the relative Importance of ID-related TA
has been greatest (n education, and In popuiation, heaith and nutrition
(Figure 4). ID-related TA has also been a very important feature of
Bank lending In support of pubilc sector management. During the 1980s,
for the first time, freestanding TA for public sector management has
become a significant component of the Bank's operations In Africa, and
to a lesser extent in LAC; It has been used only irarely In the other
two regions (e.g., In Bangladesh, China, and most recent!ly Morocco and

Algeria).
Figure 3 Figure 4
TA VOLUME BY SECTOR ID-RELATED TA AS A PROPORTION OF SECTORAL TA
Fy82-88 AVERAGE (IN US$ MILLION) FY82-88 AVERAGE (%)
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24, The Increasing attention given by the Bank to public sectrr
management in Africa heips to explain why Africa at'=.. bs more than
half of all the Bank's freestanding TA (Figure 5), bu. less than one-
quarter of Its project-related TA (Figure 6). Freestanding TA is not
In fact very important outside Africa and at an average of US$128
mil{ion per year accounts for only about 11 percent of all TA
commitments during the FY82-88 perliod.

Figure 5

REGIONAL DISTRIBUTION
OF TOTAL FREE-STANDING TA
FY82-88 AVERAGE (%)
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Figure &
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CONTENT OF ID-RELATED TA: CHANGES IN SCOPE

25. As a result of the movement toward policy-based lending In
the eighties, the main development at the sector level has been a
redirection of Institutional cchcerns and of project and program
design. The shift has been from reliance on project entities to the
strengthening of institutional structures of the sectors or subsectors
and to core sectoral and subsectoral agencies that manage policies,
l.e. a movement from a project to a sector perspective and a shift
from short-to medium-term results. Pollcy-based lending has alsc
given Iimpetus to Bank support for strengthening national-leve|
govermment Institutions as well. This broadening of ID activities well
beyond Investment (project-related) interventions |Is especially evident
In Africa, where the general weakness of Iinstitutions mitigates against
the chances for success with Isolated operaticns, and a rapid rise In
freestanding TA projects for public sector management has taken place,
especlally In support of structural adjustment lending programs.
Bankwide, as of June 1988 the Institutional components of 59
structural adjustment Iocans have been supported by 42 "companion"
freestanding public sector management TA projects, 50 percent of which
were approved during FY82-88. |In terms of numbers of projects and
dollars spent, however, freestanding TA projects have not become the
main focus of Bank operations in support of institutional development;
project-related TA and training remain the main ID vehicles.

26. The scope of public sector management projects has
broadened since the early 1980s, away from ad hoc institutional
support aimed at faclilitating Bank-borrower policy dialogue. By
furnishing the bc -rower with the analytical support needed for
diagnosing and p ::paring new policles, the scope of public sector
management proje.ts has instead moved toward comprehensive systemic
reforms to overcome the more fundamental deflciencies In public sector
management. in the Africa reglon, the policy reform would not be
sustained without public sector reforms.

27. Much of the activity during FY82-88 was concentrated on
support for core economic functlons and agencies -- for example, to
strengthen economic planning and public Investment programming; to
Improve budgeting systems and streamline |inkag.s between recurrent
expenditure control and public investment declsions; to strengthen ald
coordination mechanisms within government; and to improve debt
management., Addlitional attention also is being paid to overall
government structures and organizations, basic administrative
functions, and personnel management as a way of tackling the problems
of Inefficient clvi!l services. Support is also provided to asslist
governments in setting up the appropriate Iinstitutional mechanisms for
monitoring the execution of thelr structural adjustment programs.

28. Parastatal reform Is another prominent national-level
endeavor. Throughout its history of project work, the Bank has dealt
with hundreds of public enterprises in various countries, focusing on
them Individually or in small groups, and heiping to design programs to
improve their performance and reduce iosses. It has become




increasingiy evident, however, that those managing public enterprises
often controi only some of the factors determining the performance of
the enterprise. Too much control |Is vested Iin cZentral agencies that
define the institutional framework under which enterprises operate.
Therefore, the Bank has been emphasizing reforin of government/state
enterprise rejlations. Public enterprise reform is a component of many
SALS and Is further supported through freestanding TA projects and
public enterprise reform loans often with substantia! TA components.

PROJECT-RELATED TRAINING (PRT)

29. ProjJected-related training accounts for 25 percent of total
TA -- almost haif of all |ID-related TA -- averaging around ({JS$300
milllon a year durlng the FY82-88 (equivaient to 2 percent of total
Bank lending). Regionally, the percentage of total TA resources
devoted to training actlvitlies is consistentiy higher in Asia, averaging
about 30 percent for FY82-88 (Figure 7). EMENA follows with an
average of 26 percent, then LAC with about 23 percent, and finally
Africa, where tralning accounts for only 19 percent of total TA on
average. This Is surprising, given the generally more Intense state of
Institutional disarray and tne widely recognized lack of skilled
personnel In Africa. The proportion of TA resources devoted to
training is noticeably increasing, however. In Africa, tralining as a
share of total TA has increased from 12 percent in FY82 to 21 percent
in FY88; in Asia, from 168 percent to 41 percent; in LAC, one has seen a
more gradual Increase, from 18 percent to 32 percent; and EMENA
witnessed wide fluctuations.

Flgure 7

TRAINING AS A PROPORTION OF REGIONAL TA
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30. while the agriculture and transportation sectors continue
to allocate the largest volumes of lending resources to project-
related tralning, urban development witnessed the strongest growth In
project-related training lending. Freestanding TA projects devote
less of their TA rescurces to training than their project-related
counterparts. Regionally, the average proportion of project-related
TA resources devoted to training are: Asia (31%), EMENA (27%), LAC
(25%), and Africa (20%). Under freestanding TA, the percentages break
down as follows: 14 percent In Asla, 13 percent in Africa, 8 percent In
EMENA, and 6 percent in LAC.

Type of Training

31. Wh'le overseas trairing and fellowships remaln predomirant,
during FY82-88 thelr importance gradually decreased. Instead, more
emphasis was placed on In-country training investment, which rose to a
record high In FY88 —-- 37 percent of Bank lending for training. A
review of FY8B87/88 TA projects In the Africa reglon illlustrates this
development: total funding for training In local and reglona!
Institutions exceeded total aliocations for overseas fellowships by
more than 50 percent. Most of the local training In Africa Is In the
context of agriculture, population, and muiti-purpose technical
assistance/public sector management projects.

Quality of Deslign of Training Components

32. This has been a lorg-standing concern of Bank management.
The Annual Operational Review of Education and Training Issued by the
Bank’'s Population and Human Resources Education and Employment
Division (PHREE) rates project-related training components uniformiy
against the following design and preparation criteria established In
FYg2: (1) clarity of training objectives; (2) identity of target
audiences; (3) descripticn of trairing strategy of plan; (4) composition
of proposed training program, (8) relevance of training program to
training dlagnoses; and (6) specif ity of the training financing plan.

33. PHREE's most recent findings are that the guality of the
preparation and design <f PRT components Improved slightly in FY87
over the previous three years but decliined sharply in FY88. From
FY87 to FY88, the number of training components that ranked “good"
declined from 33 percent to 25 percent, while those that were Jjudged
to be less satisfactory increased from 26 percent to 33 percent of
all components. This development Is not encouraging, especially In
llght of the overali importance of human resource development and
tralning for (‘nstitutional) development. The desigrn of training

14 Bank~-financed TA in sub-Saharan Africa, May 1989, Africa
Reglon, Technical Department, Public Sector Management Division, paras.
44 and 45.

16 FY88 Annual Operational Review of Education a. d Technical
Asslistance, PHREE, para. 32.



components Is marginally better for freestanding projects. This may
be due to the revised Bank Procedures for Processing Technical
Assistance Loans and Credits.'® The CECPS review of FYB82-88
freestanding TA found, however, that in many cases the design of
training programs was to be completed during project Impiementation.
Rellance was often placed on provisions for carrying out needs
assessmen:is and designing training programs at a later stage.

METHODS OF TA DELIVERY

Long-Term and Short-Term Consultants

34. Systematic information on the use of long-term versus
short-term consultants Is not avallable. Most President/Staff
Appralsal Reports do not specify the nature of the assignment (in Asia
as many as 75 percent fall to do so). Of ail reglons, Africa continues
to rely most heavlily onh long-term advisors (due to pervasive
institutional weaknesses). For example, under Guinea Blssau Credit
1935, 73 percent of the total TA allocation is for long-term e.xperts,
all of whom wlll be expatrliates, due to the pooriy develioped capacity
of the country. Long-term advisors, frequently fllling !ine positions,
were judged necessary as the country begins adjustment of its
macroeconomic policy framework, On the other hand, Asia and EMENA
make greater use of short-term consuitants. This can probably be
ascribed to the resistance that several Aslan ccocuntries (e.g., China)
show toward long-term advisers and to the decreasing need for a long-
term external presence In countries with an already strong
Institutional base (e.g.,, EMENA countries).

Other Modes of TA Delivery

3&. The Bank is increasingly expanding with other modes of TA
delivery on an ad hoc basis. These Include perlodic return visits by
consuitants, a comblnation of long-term operational assistance with
short-term consultancies for systems development or trouhle-shooting,
programs to repatriate qualified nationals, or use of NGOs for project
supervision,

386. The Africa Technical Public Sector Management Division
(AFTPS) review of TA activities In sub-Sanaran Africa found that no
less than five of the fifteen freestanding TA projects approved In
FY87 and FY88 Incorporated alternative dellvery modes, such as
twinning, periodic short-term visits, and programs to repatriate
quaiified nationals. For example, the Senegal Development Management
Project Credlit 18910 and Rwanda Credit 17986 incliude no long-term
positions. The IDA credit i3 financing sector and pre-feasibility

6 circular OP 87/03, Annex E.

17 Bank-financed TA In sub-Saharan Africa, Africa Reglon,
Technical Department, Public Sector Management Division, May 1989,
para. 48.



18 -

studies and ralated training. In the case of Ghana Credit 1847 In
support of state-owned enterprise reforms, two long-term positions
were foreseen at appraisal, but only one resident expert will be placed
in the country, with the remalning assistarnce to be provided through
intermittent visits and speclalized short-term consultanciles.

37. Twinning, which Involves the establishment of an
instittutional retationship between an crgantzational entlity In a
developing country and a simllar but more mature entity in another
courtry, has galned prominence as a delivery mechanism. In FY87 and
FY88 such arrangements were being pursued In at least 12 projects in
Africa. An assessment of the , esults of these Innovative forms of
TA dellvery wlill be Important in deterinining what modes are successful
and to what extent they prove more effective than traditional TA
delivery. Annex 4 consliders the potenrtlal for making greater use of
twinning In Bank~financed projects.

QUALITY/SPECIFICITY OF DESIGN

38. The CECPS desk review of all freestanding TA projects
approved during the FY82-88 shows that these projects are becoming
larger and more complex and that there is a trend toward more
specificlty In their design, especlally in Africa. Toward the end of
the perlod, a greater number of projects Included terms of reference
and more detulled descriptions of objectives and assignments. This
was confirmed by the FY87/88 AFTPS review, which found that distinct
attempts are being made to target TA interventions and tallor delivery
mechanisms. Much improvement is still needed, however. Only four
projects of the CECPS review Included detalled matrixes specifying
project activities, timetables, and anticipated outputs, as requ'red by
the 1987 Bank Procedures for Processing TA operations. In most
cases no mentlon was made of Institutional diagnoses. {n short, a
great many TA projects still suffer from a lack of appropriate design.

39. Interviews with task managers and other relevant staff
conflrm that project-related TA components, the Bank's principai
avenue for providing institutional suppoert, continue to te treated as
an afterthought during project appraisal. So as not to delay approvat
of the proJect, they are not given the time needed for thorough
preparation. For example, according to a recent survey conducted by
Africa Technical Education Division of 80 projects In the Occldental
and Central Africa Country Operaticns Department, no less than 73
percent of task managers Indicat«d that project-related training and
TA components are often poorly prevared, and more time and effort
should he aliocated to the desigr =z preparation of these
components.

18 Op. cit. paras. 48 to 1),
9 HeR7/03.

SO LrTEn, Froject. Ralatad Troining Syrvey, 1988, para. 4.



RESOURCE ALLOCATION

40. Glven the shifts In composition of TA activities away from
technical and eanglineering studlies and toward management and training
activities, znd given the Increasing complexity of freestanding TA, a
commensurate increase might be expected in the effort the Bank puts
into TA projects and components, as demonstrated by the amount of
resources devoted to the preparation and supervision of these
activities. Although precise data are not avaliable, scattered
evidence based on interviews with task managers and other relevant
staff suggests that this Is not the case.

41. A review of the staff resources devoted to project
appraisal for freestanding TA |In Africa shows a great deal of
variability from one year to the next and by country. The data
indicate that the staff resources devoted to freestanding TA are less
than half of the regional average and in some cases are very |Ow--
accounting for no more than a few weeks of staff time. For project-
related TA, several task managers estimated the leve! of effort In the
formulation of these components as typically no more than 2-4 staff
weeks or about 3-5 percent of the total staff resources per
investment project. vet the share of TA components In total lending
exciuding acdjustment operations remains at about 19 percent.

According to task managers In other reglions, an equally low level of
staff resources Is devoted to preparation and supervision of TA
components. The implications of these minimal Iinputs will be dliscussed
In the following chapter

21 op. cit, paras. 50, 51, 58.
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CHAPTER THREE

WHY IS OUR RECORD SO POOR?

42. The review of trends described In the previous paragraphs
polnts to certain improvements in the design and delivery of I1D-
relfated TA: Increased use of local consultants; more Innovative and

creative dellvery modes; successful use of resident missions In
supervision; more cleariy defined terms of reference and work
prcgrams. This review does not, however, |:ad to a definite conclusion
about the effectiveness and ultimate impact of these TA programs.

For one thing, many of the projects of the period under review have
not yet been completed, and it Is too early to judge the immediate
projJect resuits or the uitimate benefits to be achieved from using the
output. For another, the effectiveness and especially the impact of
ID-retated TA are difficult to measure. The nature of institutional
deveiopment makes It difficult to spec!fy measurable outputs and to
quantify achievement indicators. This s especially true for relatively
new areas, such as public sector management, for which the conceptual
and methodological bases have not yet been agreed upon.

43, Nevertheless, it Is difficult to escape the conclusion that
the basic problems remain. Judging from the persistent weaknesses In
the institutions and sectors supported by Bank-financed TA, the
improvements In the design and delivery of TA and training, along with
their effectiveness and Impact appear to be far from sufficlent.
Those who design and supervise TA and other relevant Bank staff have
peen extremely frustrated when they have attempted to Identify Bank
projects or components considered to be sound and successful.

44, The negative view about TA and its accomplishments Is
shared by a growing number of people In the donor community and
reciplent countrlies allke. Meanwhile, the body of knowledge of the
determinants of successful ID-related TA Is growing. This chapter
expiores the reasons for the Bank's apparent lack of success In
improving the record.

BUILT-IN HANDICAPS

45, The Bank ilabors under serious built-in handicaps as a
suppiier of |ID-reslated TA. These handicaps stem from the following
causes:

Blueprint Approach to Project Design and impiementation

486. The Bank tends to favor a tlueprint approach to project
design and Implementation. Experience shows that projects with
significant IO components tend to evolve in unforeseen and
unpredictable ways. and that institutional reforms and capacity
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buliding are better served by what has come to be known as an
adaptive or process approach to Impliementation. The greater the
degree of complexity and change & lcan seeks to implement, and the
more uncertainty or hostiilty in the enviro.ment, the more
implementation will require an adaptive or process approach, flexlble
structures and processes, and staff capable of solving problems
through thelr own initiative.

47. Pragmatism and adaptabl!ity, however, are not strong Bank
features because It Is Incumbent upon the organization to specify In
advance both the problem and the precise nature of the proposed
solution. Furthermore, an adaptlive approach toward project deslign
requires close monitoring of the evolution of the project as well as
intensive Involvement of Bank staff in the continuous process of
discusslions and decisions on the aliocation of project funds and
targets to be achleved. For an institution like the Bank, where
traditionally twice or three times as much time |Is devoted to
appraisal as to supervislon, this is a vexing issue.

High Staff Turnover

48, Institutional memory and staff continuity play an important
role In ID-related TA delivery. In the Bank the turnover of staff
working on these projects Is often too quick to build up solid
relationships with the borrower, galn In-depth country knowiedge, grasp
a sense of the local culture, or gain sector knowledge. The Bank's
reorganization In FY87 compounded this problem.

43. For exampie, in the first three years of implementation of
the Argentina Public Sector Management TA project, one of the largest
and most complex public sector management projacts processed by the
Bank, the task managers changed flve times. The QED analysls of flve
freestanding TA projects In Kenya substantiates the point on the
importance of staff continuity and political and economic understanding
of the sectoral context. These elements were only evident in one out
of the flve projects, with the notable exception of the Agriculture

22 See D. Steedman, op. clt., for further explanacions and
biblicgraphical references on the process approach, and especiailly
Derrick ward, David Brinkerhoff, Richard L. Hopkins, Institutionai
Dimensions of Education Sector Lending: Guidelines for Management and
Sustainabllity Assessment, paper prepared for the World Bank,
Populations and Human Resources Department, Mar. 1989.

23 For a detalled analysis of the correlation between staff
characteristics and the quality of ID work, see another background
paper for the CECPS ID policy paper, Institutional Development Work in
the Bank: A Review of 84 Bank Projects, C. Gray, et al., DECVP, Oct.
1989.
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Technical Assistance Project, Credit 1277-KE, the only prg]ect that
succeeded In developing sustainable national Institutions.®4

Conflict between investment Project Efficlency and ID Goals

50. wWhat Is required to ensure efficient investment project
impiementation Is not always compatible with satisfylng 1D goais, Two
prime examplies are salary suppiements and project management units.
Often deemed necessary to facilitate project implementation, they can
have detrimental impacts on |ID (see Boxes A & B). Another example is
TA prov!ded to ensure successful project execution. Not geared to
transferring know-how to local personnel, TA qulckly becomes a costly
substitute for local skllls, leaving the institution at the end of the
project perlod with personnel who are not better qualified to perform
project-related tasks In the future.

Self Contalmment of Projects

51. ID Is necessarily a long-term process. When the
institutional capaclity Is weak, or target instlitutions have
deterlorated, It Is almost always Impossible to Implement the degree of
change needed within a single project span. Thus, a more strategic
approach is required through which institutional goais are set out as
part of a iong-term effort and executed through a seguential series of
projects. With this approach, follow-up projects are conceived as
buliding biocks In the iD strategy and are adapted as necessary in
light of the accomplishments of the preceding projects.25 In the Bank,
however, projects tend to be self contalned. Foliow-up projects are
Usually concelved as thelr predecessors are almost completed, mainly
because the goals of the first projects were overly ambitious or not
achievahle for other reasons. ID sector work Involving comprehensive
ID assessment is rarely undertaken,

24 gvaluation Study of Free-standing Technical Assistance in
Support of Publlc Sector Management In Sub-Saharan Africa, Kenya, OED,
Mar. 1989.

25 See aiso D. Steedman, op. cit., p. 3 and para. 51 of this paper.
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Box A
irreconcilabte Objectives: VThs Cass o~ Ipecial Project Units

Project Managemert L=-ite (M%) are a popular feature in
all regions. They are espec'ally rooular In freestanding TA

projects, which involve several corporents, Implementing agencies,
or ministrles, and thus require much coordination. Also, the
weaker the institutional capacity oi the greater the deterlioration
of the target institutions, the greater the difficuity of ensuring
success for Immedliate project objectives. In such an environment,
or In the case of a government with almost insurmountable
bureaucratic procedural requirements or salary restrictions, there
Is great temptation to set up a project management unit to ensure
successful project impiementation.

Created from "scratch," project management units tend to
be costly. In the words of one staff member: "“If you want to
spend money and leave behind bricks, mortar, and equipment, have a
project management unit. |f vou want ID, try another approach.”
Project management units, by definition, cannot be sustalinable:
they are ad hoc Institutlions for securing the implementation of
certain time-defined project activitlies, uniess they evoive into
permanent government Institutions, as sometimes happens.

The creation of project rmanagement units may have a
detrimental and demoralizing effect on existing institutions. By
bypassing the very institutions that need to be strengthened,
they perpetuate the ne=d for TA. Similarly, by drawing away the
most talented govermment staff, they weaken the existing
institutional framework.




BOX B

irreconcilable Objectives: Salary Premiums and ID

The tack of appropriate incentives, particularly wages, In
the public sector has become a major Issue facing project design,
especlally In Africa and LAC. One way of overcoming the wage
problem, at least In the short term, has been to iInclude salary
supplements In project design. Bank staff frequentiy fee! this Is
the only way to get local project staff to devote full energy to
project activities. Yet this approach can perversely affect staff
motivation, promcte donor competition, and create Intra- and
inter-organizational resentment. Reliying on salary premliums
ignores the larger Is .ue of the overall unfavorable working
environment that threatens sustainablility. Long-term institution
bullding requires a more comprehensive strategy for Iimprcvement
of the overall working environment, including salary adjustments,
career development opportunities, and internal communications to
provide feedback from staff, and acknowledgment of their
contributions.

The Africa Technical Department, Public Sector Management
Divislion review 6 fncludes two examples of projects that appear to
have a more far-sighted approach. Aithough the Structural
Adjustment Support project in Ghana incorporates salary premiums,
it also Incorporates several measures almed at long-term
improvements to strengthen the civii service management system:
(1) review of staff numbers, functions, and deplioyment, aiming at
ultimate reductions, redeployment and retralning; (2) studies and
surveys as a basis for reforming the salary policy overall; and (3)
a skills moblilzation scheme to persuade qualiflied Ghanaians !iving
abroad to return to work in Ghana. The Development Management
ProjJect in Senegal includes similar features. Both cases could
provide a model for shaping a more coherent potlicy on the problem
of Inadequate salaries.

26 AFTPS, op.cit, para 52.
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The Bank's Incentive Structure

52. ID work Is complex and takes time tc prepare and supervise
for reasons explained elsewhere in this paper. The pricority naturally
given to caplital lending and the increasing pressures of getting
projects to the Board work against altlocating suffictent staff time to
the preparation of |ID-related projects. The Bank's Incentive structure
is not orlented toward continuity a 1 balance 0of supervision Inputs:

It Is generally recognized In the Bank that less priority is attached
to supervision during Implementation than to earilier stages In the
project cycle,

Insufficient Attention to Borrower Commitment

53. Perhaps the most Important prerequisite for successful ID-
related TA Is serious commitment on the part of the borrower.
without governmment participation from the early stages (project
identification), the project Is uniikely to reflect the priorities of the
government and may go beyond its admi~ ,t{rative and managerlal
capaclty. At the implementation .tage the program will be resented
and rendered Ineffective, recardiess of the quality of its design,
delivery, or supervision. For ID-related TA projects 'n particular,
demand-driven change or reform is critical. Althcugh statements such
as "the government is committed to..." are stancdard Bank language In
the Staff Appraisal Reports and other project documents, assessments
or proposed strategies for Infiuencing such commitment are notorliously
absent from those documents, as are yardsticks to measure commitment,
such as solld conditions for negotiations, board presentation,
effectiveness and disbursement.

54, Several factors tend to discourage systematic, expliclt
attention to the issue of govermnment commitment in Bank work, First,
pressures to lend discourage analysis of intangibies that may threaten
a project's clean bill of health at appraisal. Second. analyzing
commitment |3 conceptually difficult and necessarily subjective: the
Bank has no rellable means of measuring or buiiding It, and Bank
staff with technical training may fee! uncomfortable in an area that
essentially requires political understanding and second guessing of a
borrower's agents and motives.

27 Reasonably systematic approaches for assessing and
influencing commitment for use by Bank staff In the context of routine
operations do exist and are documented in A, israel/R. Heaver's paper,
"“Country Commitment to Development projects, wWorld Bank Discussion
Paper No. 4, 1986. This finding has also been confirmed in the
Interviews conducted by C. Gray, et al. for thelr study of the factors
affecting the quality of ID work In the Bank, op. cit. p. 25.
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Centralized Bank Management

55. The Bank runs ({ts operations on a centralized basis. Bank
projects are supervised from Washington. For |D-related TA, which
requires close and continuous attention, this Is a llability.

Proflle and Cost of Bank-financed Experts

56. Experts, especially In freestanding projects, are often seen
as the Bank's experts and do little to make people think otherwise,
Bank-financed TA is expenslive and usually carries a high profliie. In
areas such as Institutional development, where the ccst and benefits
are not immediately evident (as, say, in engineering TA), and where the
very existence of technical assistance persornel Is a delicate
political Issue, these elements are particulariy resented by the
reciplent govermments and militate against the success of |ID-related
TA programs.

THE NATURE OF 1D

57. Under the best of circumstances, ID-related TA Is much more
difficult to design and deliver than Investment-reiated TA because of
the nature of Institutionai development. in the words of one
colleague: "The |ID process Is long, iterative, complex, non-linear,
sensitive, and unpredictable and requires behaviorai changes."”

58. As a result:

® The need for !D-related TA may be less clearly perceived by
governments, and more easlly resented, In view of the
requirement for behavioral changes and the long |lead time
before results may become evident.

® Efficlent dellvery of ID-related TA does not guarantee
long-lasting impact. Eiements such as borrower commitment,
ieadership, and the political, social and bureaucratic
ervironment have a much greater Influence on the
effectiveness and Impact of |ID-reliated TA than is the case
with Iinvestment-related TA. Unfortunately, all of these
elements are volatile and outslide the control of the Bank
and Bank-financed TA personnel. As borne out by
exparience, an |ID-related project that is weil on track
today toward achleving its objectives may be totally
paralyzed tomorrow by the change of key government staff.

INEXPERIENCE WITH ID

58. Compared to traditionai Bank projects and economic and
sector work, ID is a relatively new area. Thus:

28 D. Steedman, AFICO.
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Shortage of Qualified Experts

60. There are few best practlitioners. Finding the .ight person
is a challenging assigmment. For ID and capaclity bullding, technical
substantive knowledge is not sufficient. A proven abllity to cocach,
work in a team, good knowledge of the local environment and culture,
adaptability, and a track record of demonstrated successfu! experience
are aiso required. There are not many people on the market who meet
these demands.

Limited Body of Knowledge

61. The state-of-the-art and the lessons of experieice are
only slowly emerging, especially In areas I(lke publ!ic sector management
which are Inherently less concrete and for which TA Is therefore
especlally difficult to design and deliver. Much more work !s also
needed to quantify achlevement indicators and tools to measure
performance.

Unfamilliarity with Institutional Analysis

62. "his also applies to methods for institutional analysls.
Often as a result of the absence of thorough institutional analysis
many TA prolects are "overdesigned," suggesting an Inadequate
assessment of borrowers’' needs and unrealistic expectations as to
their “carrying” capacity. Others are "underdesigned" (so-cailed “siush
funds") without sufficient specification of objectives, expected
outputs, and inputs, and it Is therefore difficult to assess their
effectiveness or fallure. Many problems that ID-related TA encounters
could be avolided [f sufficiently sound Institutional diagnostic work
were conducted upfront.

63. The CECPS review of Staff Appraisal Reports/President
Reports of freestanding TA found that institutional analysis was the
exception, not the rule. This finding is confirmed by audit reports,
sectoral reviews and other reports. One of these (Brinkerhoff)
analyzed a sample of 8C Staff Appralisal Reports in six key sectors
from FY83 onwards and concluded that overall, as an Iinput to project
preparation and appraisal, the role of institutional! analysls of any
type is quite restricted relative to the preponderance of economic and
technical analyses. One of the main reasons for the lack of
institutional analysis Is that the Bank has not yet diffused a
particular methodology for this purpose. Whlle remarkabie consistency
permeates the Bank's economic analysis, a phenomenon attributable to

29 See for example, A Review of Institutional Development
Analysis In LAC Documentation for Projects Presented to the Board
Between July 1987 and December 1988, LATHR PS, 1989; Institutional
Aspects of Sectoral Adjustments Operations: Summary of Findings, S.
Paul, CECPS. Aug. 1988; and Institutional Analysis and institutional
Development: A Survey of World Bank Experience, D. Brinkerhoff, IDMC
for CECPS, Oct. 1888
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the nature of the field and the similarity Iin staff training, a similar
coherence and consistency does not yet characterize institutional
analysis.
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CHAPTER FOUR

HOW YO IMPROVE THE RECOPRD: SUGGESTIONS FOR FUTURE ACTIONS

64, The analysis presented in this paper should not lead to the
conclusion that the Bank cannot make a contribution to the
institutional capaclities of the countries using TA. To the contrary,
the Bank can take specific steps at various levels to overcome Its
handicaps and _improve its performance record. The suggested actions
are not new, while much is said and written about the need for new
approaches tn dellver |D-related TA and "breaking new ground", this
paper argues that the determinants of successful |ID-related TA are
sufficlently well known and that the Issue |s much more one of applyling
the |lessons of experience.

65. The fundamental question for the Bank IS one of resources:
{D-related TA is a costly endeavor, and improving its performance
requires the allocation of more resources, either by increasing total
available resources or by cutting back somewhere else. This paper
assumes that the Bank's incentive structure, Its lending policies and
practices, its organizational structure, and overall resource
aliocation wlill not undergo significant changes in the foreseeable
future. Therefore, this chapter concentrates on improvements that
can be enacted with a relatively modest increase In resources tor ID-
related matters. A marginal shift Iin the overall allocation of Bank
resources can make a substantlial change in the design and delivery of
ID-related TA, provided that there is managerial commltment and
support, as refiected In staff time aliocations, work priorities, Bank
strategy In borrowing countries, choice of staff to flil each Job, Job
title and Job content.

A STRATEGIC APPROACH TO ID3'

66. How can the Bank resoive countrywide instlitutional
weaknesses? Experience shows that tackling institutional weaknesses
with an agency-by-agency approach, or trying to Isolate a few
development activitlies by creating institutional enclaves, may not be
sufficlent In the context of pervasive country-wide institutional
weaknesses. What are required are strategies that address key

30 See aiso the recommendations made in other background
studies for the ID policy paper, including C. Gray, et al., op. cit.; D.
Steedman, op. cit.; S. Paul, Institutional Development at the Sectoral
Level, 1989.

31 Country-wide |ID strategles for public sector management are
advocated by AFTPS In the Public Sector Management Strategy Paper
for the Africa Reglion, Feb. 89, paras. 103, et al.



problems of a country’'s or sector’'s Institutional structure and that
are targeted to achleve effective Institutional change. 2 These
strategies can be developed on the basis of systematic country/sector
institutional development assessments of issua2s that are common to
all development projects, such as the rellability of government
contributions to projects, connected with general resource constraints
and with management capaclities In central governmment; the quality and
avallabitity of iocal staff; and the attitude of government officials to
technical assistance personnel, particuiarly expatriates. For
instance, in Bangladesh (where foreign ald accounts for 45 percent of
total government resources, 55 percent of Import payments, 65 percent
of total Investments, and 90 percent of the government’'s annual
development expenditure), the low disbursement rate of project
assistance, at 17 percent of the commitments avalilable at the
beginning of the year, Is an institutional constraint on all donor
projects. Another constraint is that the TA project approval process
entalls no fewer than 29 steps in the bureaucracy.

67. Bank country strategy work should also pay greater
attention to human resource development on a nationwide basis.
Although education iIs usually given sufficient consideration in country
reports, linkage with the labor market Is usually weak, while the issues
Oof workforce development and their Interface with overail economic
objectives is seldom treated with the same Importance and depth of
review that are accorded to other economic factors in Bank studles
and reports.

PROJECT DEVELOPMENT

68. Investments In project deslign pay cff durling impiermantation
The chaliernge |s to design a project that (1) responds to genuine needs
cf the reciplient; (2) Is adaptable to the recipient's absorptive
capacity; and (3) Is designed for fiexible, effective implementation.

6S. First, thorough Institutional analysis Is necessary,
Including an assessment of country commitment. This will set the stage
for the identification of pricrity objectives and realistically
achlevable project resuits within the life of the project.

70. Second, to generate government commitment and put it to
the test, the design process must be conducted In a participatory
fashion, with the government taking the iead In defining priority needs,
objectives, terms of reference and work programs. Experience In Asla
and EMENA clearly demonstrates that government involivement from the
earliest stages of project develiopment is essential for the program's
success. A series of specific steps for the government to take
before TA project implementation should be identified and Insisted upon
as concrete proof of commitment. This may not be a pleasant task

32 See, for example, Indonesia Power Sector Institutional
Develomment Heview, Sept. 1989, ASS!'E.



during program design, but It Is certalnly one that will help avold
hurdies later during implementation.

71. Further, to make Implementation manageable both for the
Bank and the reciplent, tre project shouid be simple, with clearly

deflned goals, few components, and as few !mplementing agencles as
possible to avold Intricate coordinating arrangements (Eoxes C and D).
The cholce of inputs should be carefully adapted to local needs and
capabiiities, and a series of veriflable performance !ndicators should
be defined (Box E).
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Box C

Project Design: Complexity versus Simplicity

Many projects and components are overiy ambitious
because of the tendency of project designers to assume that all
technical and Institutional deficiencles identified can be dealt
with by TA., As noted, project designers often fall to consider
the absorptive capacity of the recipient organization and the
formidable constraints and challenges of reforming administrative
or technical functions as well as the requirements for Bank
supervision, The design of freestanding TA projects especialiy
tends toward the inclusion of multiple components, Implementing
agencles, and Intricate coocordinating and management arrangements,
which require substantial management capacities. Coordinat’ 3
programs through several line ministries and focal governinent
bodies is an extremely demanding task, especlally in countries with
a weak Iinstitutional base: when the given Institutional setup iIs
Iineffilcient and Ineffective, deploying government staff on
coordination committees may be a waste of scarce human
resources, Also the more compiex the project/component, the
more frequent and Intensive supervision requirements will be.

For example, the Argentina Public Sector Management
Technical Assistance Project, Loan 2712-AR, has 17 components and
Implementing agencies. QCuring appralsal it was estimated that no
fewer than 800 incividual local consultants - over 4,000
workmonths of consulting services - were to be hired over the life
of the project. To facilitate project administration and overcome
cumbersome government procedures, UNDP was contracted as
procurement agent, and a coordinating unit financed from loan
proceeds was establlished, with a professional staff of four. At
least 30 staffweeks were spent on supervision during year one of
project's implementation. At the end of that year, the
implementation of virtually all tne project’'s components was benind
schedule.

Experience has shown that straigh.forward and simple 1D~
related TA projects are more likely to succeed. A study
conducted by the Industry Development Division In the Bank's
Pollcy, Research and External Affairs Complex (PRE) of 70 smal! and
medium Iindustry projects over the last 15 years cornflrms that
finding: successfui TA components have tended to be smail with
modest and cleariy deflned gcals. The major question facling this
approach however, is whether borrowers and the Bank are willing
to scaie down projects to match cur respective carrying
capacitles.




Box D

Project Design: Specificlty versus Flexibllity

How specific should the design be? Shoulid terms of
reference, trailning Iinterventions, and wcrk programs be defined
before approval of the projects? How detalled should objectives,
Inputs, and expected resuits be?

The Issue of speclficity versus flexibility of project
design Is a vexing one, as each presents advantages and
disadvantages. On the one hand instlitutional reforms and capacity
bullding are better served by what has come to be known as an
adaptive or process approcach to implementation. Flexibillty in
design allows all parties Involved to be particularly responsive to
changing requirements in a changing environmenrt, as weil as to
redesign non-performing components during implementation without
amendments to the legal agreements and covenants. The
disadvantage of this approach, however, lies in the heavy demands
It tends to place on the Bank during impiementation. Without doubt,
flexibitity for the purpose of masking imprecision and uncertainty
as to what is to be done, or as a result of hurried design will,
inevitably lead to poor performance.

The Operations Evaluation Deparitment anatlysis of five
freestanding projects in Indonesia showed that the excessive
flexibllity with which credits could be used tended to engender
Inefficlencles, such as a ilack of focus and inherent processing
deiays, which outweighed the advantages of fiexibility and could
have been re..edied by an Insistence orn more pre-identification of
end-uses of project furds. The Industry Development Division in
the industry & Energy Department’'s anaiysis of 70 small and medium
enterprise projects aiso found that tnhe least successfui approcach
has been to design locsely formulated programs with few
mechanisms for monitoring or evaluatirg resuits. Maximizing
success with weak institutions has been achleved through the use
of highly specific terms of reference, guantified and time-bound
outputs, and constant supervision.

Certain elements of TA Inplementation should probably not
be ieft until the Implemantation stage. They include training
needs assessments and the design of the training stravegy. Also,
& series of verifiable indicatcors for tnhe measurement of
performance and output achievement shculd be designed upfront to
avolid disappointment with the outcome. Long-term iD-related
objectives should be clearly specified and separated from the
shorter-term, more operationally oriented objectives, to avoid
neglect of the former.




Box E

TA Inputs for 1D: What Works

Much has been written about the need for Innovative
approaches to deliver |D-refated TA. There Is no such thing as a
"cookle cutter” approach, whereby programs are simply copled
without assessment of local needs and capabiiities; what works In
one country, sectcr, or Institution does not necessarlily apply to
another. The main tools of ID-related TA are well known; It Is
essentially a matter of creative packaging of existing methods
made sultable to the given context. For each project, a balance
must be sought among advisory services of a long- or short-term
nature and the type of training required. Countries with a very
minimal Institutional base must depend more on long-term advisers
required in |ine positions to perform tasks for which qualified and
experlenced locals are not yet available. Short-term consultants
are more appropriate In relatively well-functioning administrations
or project components, and for highly specialized tasks, such as
systems development.

Regrettably,the most wicely practiced ID method Is the
one proven to be a disappointment to all parties concerned: long-
term adviser cum counterpart training on the job. The
disappolntment stems from two factors: national staff may have
problems of motivations and Incentlives, and experts rarely can
successfully combine the assignment of "implementing/doing" with
tralning, since both tasks requires different skills and
dispositions. (In the words of one staff member: "Finding that
personh is [lke looking for a sheep with five feet.")

More promising for successful delivery of ID TA Is the
Integration of short-term consultants and long-term technical
assistants with national agency staff. Long-term advisers have a
comparative advantage In the management, coordination, and
training aspects of institutional development. The advantage of
short-term advisers lies in specialized technology transfer and
trouble-shooting and In identification and introduction of possible
Institutional innovations, including systems development. Together,
they constitute a team for carrying forward the ID effort. The
fong-term advisers provide backup support for implementation of ID
improvements, and the short-term consultants conceive and develop
the methodological Inputs. In this framework, much more emphasis
Is placed on the "behavioral skills" of thhe long-term experts than
on thelr substantive technical knowledgs. The Guinea Economic
Management Support Project and the Central African Republic
Economic Management Project, for example, have put Into practice
this Integrated team approach.

Another suggestion that merits consideration Is to plan
from the outset for the out-phasing of the TA in connection with
staff cevelopmer.t programs, possibly by making provision for the
return of long-term staff for periodic visits.




72. The TA and tralining packages should be placed within the
context of a human resource development and manpower use strategy.
No amount of training and TA, no matter how well designed and
delivered, wiil have an Impact on an institution unless it Is conducted
within the context of a human resource development strategy, including
manpower planning and effective management of the civil service. For
those sectors/countries (n which substantial |ID-related TA Is financed
by the Bank and Iin which an appropriate human resource development
strategy Is not in existence, the government shoulid comnit itseif to a
serles of concrete measures before approval of the project. Release
of project funds should be tied to those measures: e.g., by not
approving the next tranche, or project phase, if local counterparts
have not been provided to work with TA, or If enployee discipline and
incentive schemes, personnel policles, and procedures have not been
Implemented.

73. On a broader level, If the TA is to achleve Institutional
reforms, |t |Is important to ensure that reforms and adjustments are
actually made, and adequate protection must be bullt into the
conditionality.

SUPERVISION OF ID~-RELATED TA PROJECTS.

74, The nature of staff supervision and consultant advice on
ID-related components is quite different from that required in an
engineering TA prolect or a traditional investment project with their
well-defined steps. Experience shows that ID-related TA projects
actually required project management, as opposed to supervision, on
the part of Bank staff, ana that successful implementation depends
heavily on Intensive involvement of Bank staff Iin the implementa%ion
process. The Kenya Agriculture Technical Assistance Project for
example required no fewer than 22 supervision missions over the life
of the project.

75. How can more resources be mobilized for these projects
that need much more supervision than traditional investment projects,
especially at a time when |t |s unrealistic to expect increased
resource allocations? There are several ways:

Selectivity In Project Processing

78. Process only those TA projects for which there |Is
demonstrated government commitment. Ample evidence from Asia and
EMENA proves that where there is a real demand for TA, countries wlil
promote and manage the process. Bank management could encourage
more systematic treatment of commitment issues by requiring project
officers to assess borrower commitment and the steps to build and
maintaln it, In project briefs, economic sector work proposals, Staff
Appraisal Reports, supervislion reports, back-to-offlce reports, and
project completion reports. In worst-case scenarios, the decision not

33 oep Case Study on Kenya, p. 29, para. 3.09.



to proceed with the project, or the decision to cancel undisbursed
amounts on the grounds of Inadequate borrower commitment, should not
automatically be Interpreted as a failure on the part of the Bank. In
certain circumstances, withdrawing support from a borrower institution
may be the most positive means for securing reforms, as well as
freeing Bank resources (including staff time) for use elsewhere.

Make More Use of Fleld Offices

77. Fleld offices could become more involved In the management
of TA projects. Being in the field, they can reduce considerably the
time currently needed to approve disbursement, consultants’ requests,
etc.; they aiso have a better understanding of the political and
bureaucratic constraints and play a crucial role in donor coordination.

78. The review of Institutional components of recent Bank
projects which was conducted by the Office of the Vice President,
Deveiopment Economics and Chief Economist (DECVP) In the Policy,
Research and External Affairs Complex of the Bank, confirmed that In
several projects resident missions’' staff made valuable contributions
to the high quality of institutional design because their day-to-day
presence in the borrowing country led to more thorough country
knowledge, experience, and continuity than would have been possibie
through mission work alone; and institutional work could be enhanced If
the resident missions played a larger role in project design and
supervision than they now do. This was also confirmed by Interviews
with task managers, by audits, and by other reports.

"In those countries where there are resident misslions, the
situation created by the underfunding of TA supervision was
not as critical, as we were able to cafl upon for support.
It Is felt, though, that resident missions could play an even
greater rolie In supervision of TA operations, namely In
project components which are particularly time consuming,
such as monitoring of project disbursements |In relfation to
appraisal forecasts. The contractual framework devised to
pass on more of the supervision responsibility to resident
missions has not yet ylelded convincing resuits. More
attention shouid be paid to this. Locally recruited
resident mission staff should be called upon more
systematically to provide supervision assistance and should
not Iimit themselves to intervene only when asked to by
Headquarters. To avoid duplication, clear-cut understanding

34 A, Israel! and R. Heaver, op. cit.

35 Op. cit., p. 20 and p. 22.

38 See for examplie Report on a Review of Technical Assistance
Activities In the Asia Region, internal Audit Department, Sept. 1989; A
Review of Banrk-Assisted Free-standing Technical Assistance Credits in
indonesia,” OED, Mar. 1988.



as to resident missinns’ responsibilities ought to be
established."

79. wWhile It Is true that In many cases this would require an
addition of at least one higher-ievel staff person to the resident
mission, these persons could be recrulited localiy. In addition, for
certain countries the appointment of one "roving" ID-speclalist with
responsibllity for several countries merits consideration (for example,
a person placed In Dakar with responsibility for Sahellian countries, or
Cote d'Ivolre for occidental! African countries). Resident missions also
should bulld a roster of local consultants.

Careful Selection of Consultants and Experts

80. The problem of ensuring high qualiity In the use of
consultants Is persistent and enduring and more time needs to be
invested in Identifying good consuitants and TA personnel. An
inventory of "best practitioners," based upon a critical evaluation of
thelr performance, would be valuable to operations departments and
divislions. In particuiar, much greater care s needed In the selection
of long-term TA staff. Because of thelr contlnued presence In the
field, they are a determining factor In project success.

Make Use of Project Implementation Manuals

81. Often, valuable time |Is wasted on procedural questions. |If,
for complex projects and components, country operations and/or sector
divisions were to develop project implementation manuais and TA
management systems, more time could be applied to substantive project
Implementation. The Country Operations Division In the Occlidental and
Central Africa Department (AFI1CQO) is currently developing TA
management systems. As noted In the Division's FY83 Annual Review of
Impleme~tation and Supervision Report (ARIS):

"Faced with |imited resources, our own capaclity to monitor
accurately the utilization of funads In the TA portfolio has
been |Imited, develioped largely as an ad hoc response to
the particular circumstances of each case. |t Is essential
that we assist borrowers in their management of these
operations through the development of a management system
that Is sufficiently comprehensive to cover ail the
Information and reporting requirements for sound monitoring,
while being sufficlentiy flexible to respond to the
particular circumstances and Iimitations of individuai
projects. Such management systems are being developed by
our Division. They are Intended to be iIntegrated both Into
the preparation package for new TA operations and Into

37 AFICO ARIS Report FY8S, para. 24.

38 AFICO FYBO ARIS Report, para. 23.



strengthening maragement performance of existing pro,e=ts.
To be effective, the system should be complemented by a
more systematic approach to assessing project costs and
inputs by component and intended beneficiary, thus
facilitating the task of monitoring implementation Iri
relation to appralisal forecasts. The end result of the
system will be saving time and resources In the suparvisicn
of TA projects and better supervision.”

Cross-fertllization and Dissemination of Best Practice

82. A review done by the Africa Public Sector Management
Division last year revealed that especlally among staff Involved In
sector-speciflc TA, task managers' awareness of the Issues and past
recommendations for TA In general is not great, and that only 33
percent of past recommendations had been incorporated in the deslign
of TA projects and components in FY87 and FY88. Major
cross-fertilization ard dissemination activities are needed to heighten
the awareness of task managers of the Intricacles of ID work and best
practice (see the foliowing section: Areas for Training and Research).

ARFAS FOR RESEARCH/ELABORATION OF GUIDELINES

£3. Bank staff need better a understanding of the avallable
institutional analyslis approaches and of the methodologles for
designing and delivering TA and training. A conceptual and
methodological base for |D-related TA, Including identification of
veriflable performance indicators and outputs, needs to be developed.

84, More conceptual and emplrical work |s requlred on methods
of evailuating the effectiveness and sustainablliity of ID-reiated TA
efforts, as well as impact studies that systematicalily compare
different approaches.

85. It Is evident that project-related TA will remain the main
vehicie to promote ID. Much more work Is needed to document sectoral
approaches and best practice In each sector.

86. A short "guidelines paper" to heip staff identify and manage
the Institutional aspects of projects would be valuable to operational
staff.

87. Further research |s needed to Identify the variables most
predictive of ID-related TA project success (e.g., leadership, etc.).

STAFF_TRAINING

88. It Is important to disseminate to current Bank staff
responsibie for ID-related TA project design and Implementation the
many |essons learned from experience, conventionally accepted best
practice and the results of research efforts and studies. CECPS and
regional public sector management units could organlize tralining
sesslons on these subjects and organize workshops that provide cross-
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fertilization of project experience In different sectors and countries.
The existing data base on "what works" and "what does not" among sta.f
is substantial, yet few opportunities are afforded staff for sharling of
experlences |In sectors, countries, and reglons other than those of
their specific task responsibiiities.
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INTRODUCTION

1. Several problems and issues characterize the Bank's
technical assistance (TA) activities. This annex identifles the |essons
and recommendations that have emerged from these problems. It was
complited from studies and reviews of Bank-financed TA prcjects and
components from different regions, countries and sectors, although
experiences from Sub-Saharan Africa predominate due to the extensive
documentation of TA activities In that region.

2. Section | reviews design and planning-related Issues, and
Section || deals with implementation-reiated Issues. Each issue |Is
followed by a list of lessons from the reviews and recommendations for
improving Bank-financed TA activitles.

|. DESIGN AND PLANNING-RELATED ISSUES

3. Problems attributable to poor project design and
preparation are perhaps the most prevalent In the Bank's TA
activities. This is primarily due to the often cursory and cosmetic
manner In which TA components and projects are prepared (TA as an
"afterthought”). In many Instances, TA |s seen less as a means of
achleving Institutional development (iD) goals and more as a stop-gap
solution to human resource constraints; this view seems to be
particularly prevalent In Africa.

4, An OED review of past Project Performance Audit Reports
for African projects found that design factors were cited more
frequently than any others (70% of projects) as having had an
influence on the effectiveness of ID work [QOED, May 1984). This same
review |dentified the following weaknesses In Bank planning for the
region’'s support work: (1) no long-term program (agreed with the
borrower) for strengthening the capacity of target institutions
(suggesting that the time frame for Africa may be as long as 20
years); and (2) a iimited capaclity to address wider policy and
institutional constraints that cannot be easily tackied at the project
level, This suggests that reglonal program deveiopment staff are not
sufficlently Involved In analyzing the broader Institutional
environment, Iin formulating t'e country and sector |0 assistance
programs, or in reviewing projects. While the OED review focussed on
Africa alone, it wouid not be too adventuresome to speculate that
thase weaknesses are present In all four reglons of the Bank.

5, Design and planning-related problems include: suppiy-driven
TA; low levels of borrower or recipient commitment; overambitious scope
and timing of TA; Inadequate dlagnosis of needs; poor design of
training activities; vague and imprecise terms of reference;
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unmeasurable objectives and outputs and conflicting objectives; and
excessive rellance on expatriates.

Supply-Driven TA

6. It has been argued that Bank-finranced TA is "supply-
driven;® that I|s, the perception of need for TA originates more often
within the Bank than on the part of the borrower and is Imposed upon
the borrower as a condition for financing. (Whether pervasive or not,
this is a view that seems to be shared by many borrowers [Storrar,
1982; Lethem and Cocper, 1983].) TA Is less |likely to be supply-driven
when assoclated with engineering-related projects because the
Borrower (s more |lkely to recognize an ohvious need for TA services,
especially In *high technology" areas. But, because freestanding TA Is
primarily aimed at strengthsning macro-eccnomic planning and policy
formuiation (often in support of structural and sector adjustment
foans), !t Is cast In a pollitical shadow where It Is often percelived by
borrowers as unnecessary and unwanted--but conditionally required. A
report on TA in Sub-Saharan Africa noted that "mosxt borrowers feei
that Technical Assistance Is too often iInduced by the donors and that
they are obliged to agree In order not to lose the financial aid for
development which they need or want" [Storrar, Aug. 1982, para. 7.31].
This perception seems to be especlally common among recipients of IDA-
flnanced TA [OED, Dec. 18982].

7. indeed, It appears that the Bank has taken the Initiative In
identifylng and defining a need for TA more often than bcorrowers,
especlally with regard to freestanding TA [OED: (Indonesia) Mar. 1988;
(Bangladesh) Dec. 1982]. A rev.ew of Bank TA to Banglacesh found that
out of 85 TA components from 38 projects, the Bank generaliy played a
dominant rote in the selection and design of TA [OED, Dec. 1882)]. The
need for TA was usually first [Jdentified by the Bank, in most cases,
during the project preparation and anpraisal stages and elaborated
upon In the Staff Appraisal Report. The Staff Appralisal Report
Included draft terms of reference for TA consultants which were
usually acceptec verbatim by the borrower. When the relevant agency
drafted its own terms of reference, the Bank often suggested changes
which may have resulted In a lower level of reclpient commitment than
if the Bank had aliowed the recipient to take the lead. Furtherinore,
such passive roles on the part of the borrower often create problems
during Iimplementation because Bank staff are not aiways aware of the
constraints imposed by local conditions that might Iimit a consultant's
assignment.

8. Lethem and Cooper [1983] observed that supply-driven TA
will usually be resisted because the borrower may not be wllling to
borrow for TA, may believe local capacities are adequate, may consider
the proposed TA to be only indirectly reiated to an Investment, may
suspect TA serves only as a "watchdog" over the use of loan funds. or
may object to the high costs of TA. Ultimately, even |f supply-driven
TA Is accepted by policymakers due to the perceptlion of conditionality,
It runs the . ditional risk of being rejected by those at the
operational level where the TA |Is applied.
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9. Supply-driven TA can produce a plethora of problems. When
the borrower does not feel a need for TA, It wili be less inclined to
contribute to the design and preparation of TA. And when TA is
implemented, the borrower will be less Inclined to provide the
resource. that the project requires to be successful (see the
following section on borrower commitment).

10. Recommendat.:n. The borrower should participate In all
phases of design: identification of needs, specification of TA deilvery
models, drafting of terms of referenne, etc. [AFTPS, 1989, p. 18].

Borrower and Recipient Commitment

1. Low levels of borrower commitment to TA are more ilkely to
occur Iin supply-driven environments where the borrower has not been
actively Involved in the identification of need, dmsign, and preparation
of TA, Lack of commitment may also arise out of a fallure to anaiyze
Ingtitutional structures and thelr inter-refationships or because of
resistance by Interest groups affected by the assistance. One TA
prolect in wWest Africa aimed at developing regional offices had to be
modified due to central office resistance and the percelved threat to
headquarter’'s authorlity [Robinson, 1984},

12. A numher of other factors may contribute to a lack of
commitment. GCne Zamblan case study [R.B. Sunshine Assoclates, 1985,
para. 2.08]) offered the following explanations for iow level!s of
borrower commitment:

n underestimat.con of the compiexity of certaln development
undertakings and the managerlal/technical skllis required of
these undertakings;

b a tendency to belleve that unquailfied manpower can
substitute for skilled manpower, and that capltal
investments can substitLite for both;

(1) a tendency to underrate the value of TA not connected to
Investment In caplital goods;

(iv) asersion to politically sensitive studies; and

(v) aversion to the use of borrowed funds for expatriate
manpower.

13. The relationship between high recipient commitment and
successful Impiementation and achievement of TA objectives |s
certalinly borne out by the reviews., One review of a 7TA project In
Argentina found that Implementation of those components of the
project where borrower commitment was high were advancing on schedule
and successfully, willle those where commitment was lower where
performing less than optimally [Buyck, 1287]. A review of freestanding
TA In Botswana noted that a high level of government commitment and



- 48 - ANNEX 1

recognition of need has resuited In a uniquely successfuil record of TA
in that country [Raphaell, et al., 1384]. Many reviews furthermore
clted a positive relationship between borrower involivement |n design
and preparation of TA and high borrower commitment. For example, a
survey of TA to Jamaica observed that commitment was strongest when
the borrower |dentifiled Its own TA needs and formulated a plan [tself
[R.B. Sunshine Assoc., 1985]. Wwhiie these l|linkages may seem obvious, the
evidence suggests that the Bank has, of yet, failed to appreciate
their importance to achieving TA objectives.

14, Lessons

a. The results achleved with IDA-supplied technical assist..nce
reveal that the impact of TA on policy formulation capacity
and ID depends primarily on the goverrnment's commitment to
use the TA effectively for its desigrated objectives
[Kiellstrom and d’'Almeida, 18987].

b. Lack of assessment of potential support of Institutions
concerned with a TA project during the deslign and
preparation stages often teads to delays in implementation
(Makharita, 1983].

c. It ts Important for the success of TA that the recelving
environment be receptive to what TA has to offer.
Receptivity transcends the attitudes of individuals Iin the
recelving country., It depends in a more fundamental sense
on the structure anc operating habits of the administration
Iin the recelving country (Ibiga.].

15. Recommendation. Commitment must emanate from TA
consultants’ Immediate supervisors and counterparts, top management,
and policymakers. Securing their commitment reqguires involving them In
drawing-up terms of reference and/or in selecting consultants [from a
Yemen case study In R.B. Sunshine and Assoc., 1985, para. 2.08).

Overambitious Scope and Timing of TA

16. Overdesign of TA Is often cited as a major contributor to
problematic Implementation and continued TA dependence [CODOP, 1987;
OED, Dec. 1982; Wright and Risen, 18988). It has contributed to
overestimation within the Bank of the speed at which ID can occur.
This problem appears to be especially acute with freestanding TA
projects and, In particular, freestanding TA in support of structural
adjustment and sectoral lending. Because technical assistance loans In
support of structural or sectoral reforms aim at addressing problems
at a macroeconomic or sectoral level, these projects encompass TA
activities that cut across sectors and institutional terrain and
therefore engage more recipients, interest groups, and resources than
other types of TA, all of which strain the borrower’'s operational
capacity and the Bank's supervision capacity. Ambitious design of
technical assistance prcjects is perhaps a reflection cf this complex
project environment, and high degrees of specificity are perhaps a
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reflection of conditionality requirements, given that structural
adjustment loan tranche reieases are conditional upon the
performances of specialists compieting short-term studies and other
SAL-related activities.

17. However, the pace of structural adjustment toans in terms
of starc-up and disbursement rates Is unusually rapid, creating special
problems for technlical assistance {ocans. Lessons from technical
assistance loans in support of structural adjustment iocan Iin Jamaica
suggest that the ambitiousness of such projects be restricted [R.B.
Sunshine Assoc., 1985]. This study stressed the importance of avolding
unreallistic TA deadiines tied to structural adjustment loan
conditionality and found that Intense time pressures attributable to
structural adjustment loan linkage were counterproductive.
Furthermore, limiting the number of activities better facllitates
government coordination and Bank supervision. Project staff Involved
with technical assistance loans In support of structural adjustment
loans In Kenya felt that they should not Inciude policy conditionalities
but should concentrate Instead on the long-term development of local
technical skills [OED, Mar. 1989). Despite these special difficuities,
one review concluded that, In Sub-Saharan Africa at least, technical
assistance loans are not receiving the care and detailed attention to
preparation and design that they warrant [AFTPS, 1J89].

18. On the other hand, technical assistance loans aimed at
developing a pipeline of feasible projects are often very loosely
designed, with a high degree of flexiblliity and minimat speclificity. The
advantages of this filexiblility lie In the ablllty to move qulckly and to
furd needs which have not been anticipated, although this Is
accompanied by a certain degree of risk. Indonesia, the first
recipient of Bank-financed freestanding TA credlits, recelved a series
of these sc-called "slush funds"” from 1868 tc 1979. In Its review of
freestanding TA to Indonesia, CED noted that there were no provisions
in these technica! assistance loans for pre-identification of the use
of funas; this degree of flexibitity was found to be excessive [QOED,
Mar. 1888, OED concluded that this "extreme" filexlbillty of design
resuited :n a divergence between aims and objectives realized, an
absence ¢f strategy which inhikbited responsiveness to needs, and
lengthy deiays in impliementation due to the ad hoc Identification of
sub-projects and selection of consultants. The First Technical
Assistance Project in Somalla (Credit 851-S0) Is another exampie of
this sort. The Project Compietion Report for this project observed
that "the exact roles of the different entitles involived In project
implementation were not clearly defined. There was also considerable
fiexiblitty In the use of project funds. which In turn required a high

tevei of cocrdination... Its oblectives were never clearly spelled out.”
19. Lesscns
2. in most cases, a single project can only make a partial

contribution to institutional deveiopment; ID cannot be
connressed into the dishursement perilod of a Bank loan or
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credit. Time limitations of the "plecemealil" approach might
be overcome by developing a series of projects [OED, May
1984].

Assistance should not be given In the form of complietely
freestanding, multi-sectoral "umbrella" agreements. |t Is
better to organize assistarnce sector-wise, with one major
partner institution Invoived both administratively and
professionally [OED (Malawl), Mar. 1989].

where objectives and outputs are clearly defined and
measurable, they are more likely to be achleved. Where
they are too broad to be operational and expresscd In
terms of work programs, the resuits are usually lers than
successful [Makharita, 1983].

Fallure to Impose sub-project plans with freestanding TA
can lead to a divergence between the aims and actual
objectlives of sub-project implementation [QED, Mar. 1988].

TA projects should not include policy conditionallitles.
Rather they should emphasize the development of longer-
term technical skllls, concentrating the more sensitive
policy Issues In the sector adjustment operation [views of
project staff--OED (Kenya), Mar. 1989, para. 4.03].

Recommendatlions

Projects should be less sophisticated and more closely
tallored to the absorptive capacity of the recipient
{Storrar, 1982, para. 6.4].

There is a need for more pre-identification of end uses of
outputs on freestanding projects -- although some
flexibility in design is desirable [QOED, March 1988].

Focus on a few manageabie and achievable objectives, and
articulate them to ieave ‘7 room for ambiguity [Makharits,
1983, para. 6.4].

ProjJect brlefs and staff appraisal reports could be
required to explicitly demonstrate that the design of the
project takes Into account: more realism, frankness, and
modesty In project objectives; more simplicity in design and
less dependence on long-term TA; and more analysis of the
possibilities for tapping or helping develop nongovernmental
organizations (NGOs) or local governments [Wright and Risen,
1988, paras. 21-22].
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Inadequate Diagnosis of TA Needs

21. Many of the projects reviewed suffered from Insufficient or
imprecise assessment of the borrower’s TA needs. Numerous reviews
concluded that the TA provided often did not correspond to the actuai
needs of the reclipient or that projects were overdesigned due to
unrealistic assessment of the borrower’'s capabilities [for example: QED,
March 1882, March 1989; Wright and Risen, 1986). Furthermore, local
staff requirements are often superficially estimated, or not
considered at all., These problems stem largely from the absence of
any comprehensive TA planning framework with which the Bank could
assist borrowers In Identifying and planning for their TA needs and
from the lack of manpower budgeting on the part of borrnwers. They
are also partiy due to a lack of involvement of the borrower In the
project design and preparation stages.

22. Recipient TA needs are usually assessed on a project-by-
project basls, rather than for a sector or the economy as a whole.
Because this "plecemeal" approach defines TA needs within the
boundaries of specific projects, the Bank often falils to grasp the
complete scope and dimensions of recipient needs. The lack of
comprehensive TA planning and recipient participation in design and
preparation of TA, combined with a lack of Institutional analysis,
commonly lead to the design of TA projects and components that are
elther inappropriateiy packaged, poorly targeted, excessively lavish,
or Insufficient for actual needs.

23. Botswana provides a positive example of how comprehensive
and coherent planning and assessment of TA requirements can lay the
groundwork for more effective results. TA needs are assessed
primarily through manpower budgeting by ministry and sector, combined
with eariy planning for the allocation of TA supply through bi-annual
and annual joint reviews between donors and the government.
Furthermore, Botswana's TA requirements are assessed for the economy
as a whole rather than project by project. This rationalization of the
capacity-bullding process seems to have reduced the conflict between
the need to develop immediate project implementation capacity
alongside attempts to strengthen localization of skills for the long-
term; both objectives are pursued through parallel but separate
channeis [see Raphaell, et al.,, et al., 1984].

24. Training activities, often the backbone of |D efforts, are
especlally prone to poor needs assessment. An OED review [Mar. 1982)]
of training components In Bank-financed projects identifled the
following deficlencies In diagnosing training needs:

) insufficlent or Imprecise knowliedge of needs;

(1) Incorrect assumptions as to the importance of training in
remedying problems of performance;

(i) insufficlent ciarificat.on of training needs;
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(lv) fallure to recognize and provide for an urgent training need
(as distinct from a TA need); and

(v) deferring the determination of training needs to the
Iimplementation stage.

25. OED found the most persistent problem in this regard was
that "specificity In the diagnosis of a training need tended to be lost
once TA expertise was included In the proposed project composition to
perform an executive role In project Implementation -~ lronically,
especially In the TA projects" [op. cit., para. 2.24]. It concluded that
those components where diagnoslis, design, and preparation were of a
high standard achlieved more during the Iimpliementation stage.

26. Recommendations

a. The Regions need to undertake Institutional analysis at
both the micro and macro levelis. At the micro level this
should include a review of the organization, staffing and
operations of target Institutions, an assessment of their
capacity; and a diagnoslis of their most serious constraints.
At the macro level, this should Include an understanding of
the external Institutional and policy environments {n which
the Institution operates, especially the planning, budgeting,
and decision-making mechanisms, linkages with other
ingtitutions, and resource constraints facing the country
[{OED, May 1984, para. 4.04].

b. Borrowers should establish a TA planning framework within a
national manpower plan [R.B. Sunshine Assoclates, 1985, para.
2.52].

c. The Bank should make policy changes to review needs for

continued TA at the end of the project construction period
{Storrar, 1982].

Poor Design of Training Activities

27. Training Is a major aspect of the Bank's TA activities. A
study of TA In Sub-Saharan Africa found that when nationals are not
available to fill a technical need, borrowers place a great deal of
importance on training through TA and commitment to training
components s likely to be stronger for this reason [Storrar, 1982].
However, there appears to be considerable room for making the design
and preparation of tralning activities more systematic and thorough.
An OED review of Bank-supported TA to Bangladesh found that training
was more subject to deficiencies of design than any other aspect of
TA [OED, Dec. 1982]. A review of Bank-financed project-rejated training
observed that the quallty of preparation and design of training
components improved slightly in FY87 over the previous three years
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but deciined sharply In FY88 [PHREE, Feb. 1989];‘ the Asla region showed
the strongest decliine, and Africa achieved the best overall average
rating.

28. what are the elements of a welli-designed training
component? The OED review of TA to Bangiadesh [Mar. 1982] concluded
that the well designed tralning components shared common
characteristics: reasonably close attention was paild to the relevant
agency’'s manpower needs, and In Integrating the training component into
the agency’s overall development intentlons; care was taken In
identifying the sources of prospective tralnees or the trainees
themselves; the kind of training required was carefuily determined; and
local training resources explored [op. cit., para. 3.07].

29. OED [Mar. 1982] also reviewed several tralning components of
projects that were expected to lead to future lending and increased
absorptive capacity. Exploring the Bank's approach to Integrating
training with TA, OED discovered that often the Bank assumed that
each project would be the last In the serles that would requlre
consultant services to perform operational tasks -- but each
successive project again was forced to rely on expatriate services.
OED concludea that this continued rellance was due to the fact that
provision for training was often only an afterthought at best.
Experience also suggests that training Is often placed Iin a context
where the real thrust of TA Is at achievement of rapid Implementation
and short-term production objectives. OED found that Iin those
projects where the Bank knew In advance of Institutional weaknesses
that would affect project Implementation, it was faced with two
cholces:

"One was to proceed with a smaller, predominantiy institutlion
building training project, addressing the deficlencles in
preparation for future larger-scale lending, and the other was to
proceed with tne original Ideas of substantial development
lending, with, however, large Injections of TA as a support for,
or guarantee of, good project Iimplementation. The Bank chose the
latter course, which was more In keeping with the tempo and
votume of Its already determined lending program. Aithough
substantial training components were included, the overall

project orientation was toward rapid achievements in the non-
training areas, which placed the tralning components at a severe
disadvantage. In these cases the eventual outcomes suggest that
the first alternative -- that of a mainly training project --
would have been more effective In the long run; Instead, the
serious manpower and institutional difficuities have remained to
affect subsequent projects* [op. cit., para. 6.04].

One review noted that, typlcaily, "training Is simply expected to occur
automatically as a by-product of other TA activities* [Lethem and

L The criteria used for assessment of preparation and design quallity
are discussed In the main report.



- 52 - ANNEX 1

Cooper, 1983]. |Indeed, OED tamented that what is of most concern
regarding training is not that it Is so pooriy desligned, but that so
few projects make any provision for it at al! [CED (Bangladesh), Dec.
19821].

30. Recommendations

a. The Bank should make policy changes In corder to increase
emphasis on training (especlally within »nrojects),
Furthermore, the tralining function shou!d be separate from
the development function [Storrar, 1982, para. 11.21.

b. There is a need to better define tralning activities at the
design stage. Bank staff need to be more ciosely involved
with relevant agenclies In identifying thelr key manpower
needs [OED, Dec. 1982, para. 5.30].

c. Detailed design or training programs shoul!d be prepared
before Board presentation, with emphasis on short-term, In-
country training with foliow-up and refresher sessions
[(AFTPS, 1989, p. 18].

d. The Bank should establish Iimits on feliowships and overseas
training In those areas where adeguate regional and iocal
training institutions exist [Ibla.].

Vague and Imprecise Terms of Reference

31. One of the most common problems related to design of TA
projJects/components Is Imprecise and vague terms of reference,
especlally (n relation %o training activities. Training activities are
often left up to the consultant, tre perscrreat to be tra ned are not
aiways identified, and the g'ans ‘or future use of trained personrnne!
are not aiways clear. Many TA assignments are overambiticus irn scope,
function, and timing. Often the Inputs, out2uts, and method of
implementation are not spelled out In the consultant's terms of
reference. In one project the president’'s report stated simply,
without any further elaboration, that the relevant agency “"shou'!d
initiate a staff training program" [Bang'adesh, Filrst Dacca water
Supply Project, Credit 3€E8). In a=other, the terms of reference
proposed in the staff appraisai report expected consultants to
“provide cn-the-job training to %the technical and professional staff"
without indicating the type of training and what was expected as an
output [Bangladesh, Karnafull Irrigation Project, Credit 605].

32. Recommendations

a. Speciflc outputs and objectives (with benchmarks of
measurable perfcrmance) should be Included In consultants’
terms of reference [(recommended in all case studles
inciuded in R. B, Sunshine Assoc¢., 1985, para. 2.14].
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D. More precise terms of reference for staff are required
[Storrar, 1882, para. 6.4)].

inability to Measure Objectives and Outputs/Conflicting Objectives

33. The problem of measuring objectives and outputs Is likely to
be more prevalent with |D-refated TA than with engineering-reiated TA.
(In the latter case, the outputs are usually capital goods, and a
measure of the effectiveness of TA can generally be a plied.) The
effectiveness of training ocutputs, however, and especially other
measures aimed at strengthening institutional capacity, are less
subject to measurement, and as of yet, no agreed-upon methodology has
been developed within the Bank, In a survey oOf project-related TA |n
five west African countries (involiving 41 projects), It was found that
in all cases TA objectives were unmeasurable and vague; the objectlives
could be used to determine whether the TA had been delivered as
planned, but not whether it was effective [Robinson, 1984]. An OED
review of Bank [D work in Africa concluded that the limited impact of
ID components was often attributable to the absence of a systematic
approach to formulation of objectives and found that objectives were
often Inconsistent with the policy and Institutional environment of the
borrower, "virtually assuring disappointing results" [OCED, May 1984].

34. Another major prociem related to TA project objectives
involves the conflict that often arises between the need for quick
results in the short-term ana the lconger-term objectives of
strengthening local capacity. The .eviews exhibit a pattern that
Indicates that long-term objectives most often suffer when TA
projects attempt to achieve both within a single project cycle. One
survey noted that wnen investment components and iD measures are
“Inextricably bound together" (as is usuailly the case with project-
related D), the resuit 15 cften incompatibility of objectives; In the
end, the ID measures commcoriy receive secondary priority [OED, May
1884]). Furthermore, there s the possibllity that the Bank may
exacerpbate ID problems in such cases by overloading the recipiert with
overiy ambitious projects.

35. Recommendaticon. Long-term objectives should be separated
from short-term objectives and training should be separated from
advisory functions and from strictly consuitancy services [AFTPS, 1989,
p. 18).

Excessive Reliance on Long-Term Expatriates

36. Many TA pro:ects and components rely excess!vely upon
expatriates to produce the desired outputs. This approach was
undoubtedly viewed as the most efficlent means of "getting the job
done", particularly before the 1980s, when TA was orlented more toward
engineering-related projects. As TA increasingly plays a role |n
policy formuiation for structural reform and ID, the preferred
Instrument of deiivery has remained rellance on long-term expatriate
services. This approach may no longer be the most appropriate
Instrument for the trarcsfe- ¢ sk'lls and alleviation of the types of
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problems to which the Bank |Is now addressing itself. There are two
primary reasons for this: (1) high costs and (2) poor transfer effects.

37. Compared to local salaries, expatriates are extremely
expensive, and the results of thelr work are not always tangible,
(Excesslve costs are often cited as one reason for low borrower
commitment to TA [Lethem and Cooper, 1983; OED (Malawi), 1989]).) One
common suggestion for addressing the probliem of overdependence on
expatriates is to make greater use of local consultants. The most
obvious advantage of this approach is reduced costs. A review of TA
projects In Sub-Saharan Africa found that the projects with the lowest
appralised cost/month Incorporated substantlal use of lccal consulitants
»r tralning lecturers Iinto the project design. This review suggested
that greater use of local consuitants couid reduce project costs by
as much as 30 to 50 percent overall [AFTPS, Aprii 1989, p. 10].
However, experience demonstrates that care must be taken in reliance
upon local consultants. In some cases, former government staff have
been employed as project consultants performing tasks that should
have been performed by government personnel, whereby TA becomes a
means of financing the government's re~.rrenrt costs [Buyck, 1987].

38. Recommendations

a. The Bank should make policy changes in order to make
greater use of visiting agents [Storrar, 1982, para. 6.4].

b. The Bank should encourage and assist In greater use of
loca! consultants. This might involve breaking down the
required task into its component activities and then
assessing which activities can be undertaken by the
implementing agency within its present capacity, which could
be earmarkad for local consultants, and which would require
the services of foreign consuitants [OED, Dec. 1982, para.
5.22].

c. The Bank should: (1) assess loca! consulting capacities and
incorporate explicit mechanisms for using and develioping the
loca!l consultant Industry and for repatriating qualified
nationals; and (2) formulate human resource development
strategies for all sectors in which substantial TA is
financed by the Bank [AFTPS, 19893, p. 18].

d. Compliations (country-by-country) of quaiitative Inventories
of local consultants should be made [Wright and Risen, 1988,
para. 20].

e. One suggestion discussed by an OED mission was to make
more use of the system of deputation -- whereby an

experienced officlal Is given a l=save of absence from normal
duties to Join a project team where he or she serves
essentially as a tocal consultant. During this secondment,
the officlal is paid a salary commensurate with those
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earned by local consultants, paid from project funds [OED,
Dec. 1982, para. 5.24].

f. The Bank shouid develop projects that focus on human
resource development Issues In a country or sector in an
integrated fashion, incorporating supply and demand factors
(especlally projects that focus on the development of
higher-level tralning Institutions that can both train staff
and sell consulting services to government [Ibld.].

g. The Bank shouid improve national planning of TA by improving
the use of market mechanisms to search for local talent,
establishing an Inventory of sources for TA for cost-
effective purposes, and making efforts to repatriate
nationals who have left the country [CODOP, 1987, para.
3.158].

Il. IMPLEMENTATION-RELATED PROBLEMS

Recruitment Delays

39. In a majority of the projects considered in the reviews,
recrultment problems were responsible for implementation delays. A
review of TA In the Western Africa Region found that the average
estimated duration of TA projects was three years; this was shown to
be too optimistic, primerily because of delays In recruiting experts
and consultants (Makharita, 1883). A review ot TA In Bangladesh
observed average recrultment delays of 6-12 months -- sometimes
several years [OED, Dec. 1982]. Delays in many Instances produced much
higher project costs. For one TA project In Bangladesh, project
costs increased fourfold over the appraisal due to recruitment delays.
In others tne TA component was never Implemented because the Bank
and central government ministries could not reach agreement on TA
personnei.

40. Recruitment delays may be due to the fallure to plan
carefully In the design and preparation stages, or bescause the
recipient agency did not feel a strong enough neecd for the TA and
dragged its feet on recrultment, or simply because of time constraints
Imposed by the phasing of the project to which the TA is related. One
report noted that borrower governments usually take longer than is
estimated in the appraisals to gear up for recruitment of consultants
for iD-related TA, possibly because they face shortages of qualiflied
consultants for ID work [OED, May 1984)]. .. an Indonesian freestanding
TA project, recruitment was delayed because of a lack of pre-
Identification of sub-projects.

41. Recruitment of TA versonnel under Bank-financed TA
projects Is especlally acute for borrowers because all consultants are
retained by the government Itseif, as opposed to the financing agency.
Recruitment for structural adjustment loans and other macro-economic
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policy work |Is another special problem due to the unusually rapid pace
of start-up and disbursement operations which forces borrowers to
qulckly search for talent with expertise In flields where the borrower
has no prlor experience: He may khow where to find consultants for
englineering-related YA work, but not for economic policy work,

42, Recommendation. Recruitment delays could be avoided by
helping the borrower both identify sources of recruitment and brief
experts and consultants on the project and the country [ibid., para.
72].

Lack of Counterparts and Problems of Training Implementation

43. Another major problem contributing to Impiementation delays
is the regular shortage of adequate counterparts. This may result
elther from an Insufficlent supply of appropriate staff or from an
unwillingness on the part of the reciplent to assign counterpart staff
due to a lack of commitment to the relevant TA project or component.

44, Training activities are of course usually fundamental to
successful, sustalnable TA results (at least where the deveiopment
activity requiring training is expected to continue for the medium to
long term). However, it was found that during project implementation,
training activities are commonly given lower priority than technicai
activities, especlally in englineering-related TA. Many consultants
commented that they were evaiuated on the basis of their technical
output, not their success with training activities, and therefore felt
Inclined to concentrate their energies on technical performance.
Others complained that they achieved little with respect to training
because counterparts were often selected not on the basis of their
technical competence but on political or famlly grounds.

45, Recommendations

a. The avallability of counterpart staff should be ensured,
specific agreements on this matter should be made during
negotiatlions, and strict control measures should be bullt
into the legal covenants. The Bank should adopt a much
firmer attlitude toward the release of funds where adequate
counterparts are not provided [Makharita, 1883, para. 70].

b. The Bank should make policy changes In order to apply
sanctions where recipients fall to provide agreed-upon
project services and resources. Where locai funding Is
Inadequate and adequate counterparts have not been
provided, the Bank should not release project funds
{Storrar, 1982, para. 11.2].

Consulitant Performance and the Nature of Assignments

48. Numerous reviews clted either poor selection or
performhance of expatriates and/or an unwillingness to work closely
with counterparts (due to cultural differences, time constraints, or an
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aversion to tralning activities) [OED: (Bangladesh), Dec. 1982; (Malawl),
Mar. 1589; Roblinson, 1984]. The OED review of TA to Bangladesh found
that poor selection and/or performance of expairiates was a primary
or contributing factor to Impiementation problems in 23% of the cases
where implementation probiems were observed. Most often, consultants
are selected solely on the basis of their technical expertise, not
their tralning skills. Thus, the criteria used for selecting
expatriates may not take Into account motivational factors or the
abllity of the expatriate to communicate effectively to counterparts.

47, Often consultants become absorbed with line dutles
(regardiess of what their terms of reference may be) and with “putting
out flres." (This appears to be typical of many freestanding TA
projects.) In a case study of freestanding TA in Togo it was found
that some consultants located in ministries without speclific terms of
reference were occupied by day-to-day operational tasks and
essentlaily served to respond to the dally priorities of the Minister
(KJellstrom and d’'Aimeida, 1987]). The report concluded that in this
type of environment "the contribution of such technical assistance to
policy formulation and iD can be very limited.... Such ad hoc technical
assistance tends to disorganize existing structures and discourages
national staff by the prominent role played by such technical
assistants Iin daily operaticnal matters" [op. cit., para. 85]. A review
of TA to Bangl'adesh surmised that, out of 85 TA components, at least
four provided support activities, when a more direct ID approach would
have been preferable [OED, Dec. 1882]. While such roles may be
occasionally required of TA personnel simply In order to fulflll the
functions required of an agency on a short-term basis, the authors of
the Togo study urge the Bank to avold slituations where "operational
expediency...take[s] precedence over the longer-~term objective of
bullding up a national capabllity for the management of economic
affalrs" [op. cit., para. 55). It was further observed that "if technical
assistants are not working themseives out of exlstence by fllliing &
training role, [government] staff see little Justification for their
irritating presence" [para. 86].

48. Another problem related to consultant services |Is the
nature of the relationship between consultants and the!r counterparts.
Explanations of this relatlonship are frequently neglected In the
design stage, and probliems are more llkely to occur during
implementation when the terms of reference do ncot delineate the
division of responsibllity between the two. Too often, the counterpart
serves merely as an observer to the consultant and has little
opportunity to appty new skiilis supposedly deveioped during training.
In the Togo case study cited earlier, counterparts came to be
considered support staff for expatriates when the expatriates were
busy meeting with the Minister. This led to friction between
expatriates and counterparts and had a deleterious effect on the
morale of national staff and the transfer of skills.

49, An OED review of freestanding TA iIn Kenya noted that
consultants played a critical role by establishing "their role as a
means of heiping the Kenyans master the tools they needed In order to
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take declisions. The advisors concentrated on putting a mechanism in

place...not on doing the work" [OED (Kenya), Mar. 18988, para. 5.07]. This
is an examp!=e of how consultants can help transfer technical sklils -~
an appropriate role for consultants and experts, especially in ID work,

50. Lesson. TA will be most effective when a project Is strong
In counterpart invoivement and staff performanca2 [Robinson, 1984].

51. Recommendations

a. Experts should be selected not onily on the basis of thelr
technical expertise but also on the basis of their training
capability (Storrar, Aug. 1982, para. §.4].

b. The Bank should make poilcy changes In order to make
available Job descriptions to governments at a date early
enough to aliow them time to consider these before
negotliations [(ibid., para. 11.2].

c. The Bank needs to take more careful preparation in deflining
the Ilne of responsibility of consultants and thelr
relationships with local counterparts [Wright and Risen,
1986, para. 5.301.

d. The Bank should focus more on performanc - .n the design of
tasks and {n the sefection and evaluation of consultants,
as well as make more use of consultants from other
developing countries [ibid.].

Management and Supervision

52. Intensive management and supervision of TA has proven to
be Indispensable to successful Iimplementation and achievement of TA
cbjectives. In one West African survey Involving a forty-project

sample (both project-related and freestanding TA), It was found that
what mecst frequentiy contributed to TA strength or weaxkness was
micro-level management [R.B. Sunshine and Assoc., Apr. 1985]. Case
studies abound where vigilant, attentive supervision of TA activities
proved to be the saving factor In successful TA components/projects
[OED (Kenya), Mar. 1989; Buyck, Oct. 1987; Makharita, Apr. 1983].

However, In practice, these cases are the exceptlions that prove the
ruie; it appears that a great number of Bank TA projects suffer simply
(and unnecessarily) from management's neglect or from supervision

missions focussing on procedural problems, rather than on the guidance
of ID work.

53. intensive supervision and management of TA reiated to
structural adjustment loans Is particuiarly important. TA projects In
support of structural adjustment loars are typically very broad In
scope, pollitically sensitive, and temporally constrained. One survey
[R.B. Sunshine and Assoc., 1985] observed that these factors create
speclal conditions where management must:
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replacement of three different Ministers of Planning during the
project's three-year period. in Somalla (Credit 821-S0}, the Director
of the Technical Department o’ the Ministry associated with the
project was repfaced three times In the flrst two years of
Implementation. Such changes of senior staff often are accompanied by
changes In policles, and In the case of Togo, this proved to be
detrimental to medium-term project objectives. |In another case, an
engineering-reiated TA project that was already being Implemented was
terminated when a Minlister was replaced by one less inclined to
continue support for the project [OED, Dec. 1982].

60. Finaily, there is tre possibility that the recipient wlll be
unable to use the ccnsultants’ output. Indeed, In many cases It is
llkely that the proposais and recommendations of a consultant are as
highly technical and skill-demanding as hkis or her services, and
therefore require his or her guidance. Typically, however, TA
personnel leave the country once they have presented their proposais.
in such circumstances, the reciplent may be left to grapple with
technical work beyond available capacity (especlally If training has not
been provided for). Regardiess of the quality of the consultant's work,
the entire exercise might be made futile by a lack of administrative
capaclty to act upon the consuitant’'s recommendations.

61. Recommendations

a, To st-engthen the capacity of Impiementing agencies, the
task o7 managing compiex technical assignments might be
undertaken by the implementing agency itself - and not by
overseas consulting firms [OED, Dec. 1982, para. 5.2«).

b. 't is important that Reglona!l Senior Management stress the
priority attached to developing the capabilities of local
institutions in our assistance strategy {(Wright and Risen,
1986, para. 18]

C. 't Is necessary to create an environment for simpler and
more performance-crlented government institutions by
heiping gqovernmerts assess reallsticaliy theilr bureaucratic
capacities. Where the fostering of this environment Is nct
feasible, the 3ank should focus on building up non-
governmental institutions [Ibid., para. 20].

d. The Bank should make the development of local policy design
and Impiementation institutions a major goal of country
strategies and shou!d develop projects that alm at this
over the long run {ibid.].

e, It may be advisable for the Bank to assist governments to
review the final proposals of consultants and to provide
assistance In putting them into action [CED, Dec. 1982).

f. Debriefing repc ts the end of a mission, either In the
form of miss!tor oom, 'on reports or a memorandum to the
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government will be required. Borrowers shouid be asked not
to release the balance due to the individual expert or
contractor until after a debriefing I8 done Iin a manner
acceptable to both the Bank and the borrower [Makharlita,
1983, para. 74)].

Coordination

62. Thus far, borrowers and donors have taken littie action to
coordinate TA. Coordination must take place at several levels: within
a project (as with the sub-projects of freestanding TA), sectorally,
country-wide, and among donors. Lack nf coordination results in
dissipation of resources, duplication, poor allocation of priorities, and
contradictory advice from different groups in the field. At present,
there appears to be significant potential to Improve the efficiency of
TA dellvery through greater coordination, especially among donors.

(One survey of TA In Sub-Saharan Africa observed that the percentages
co-financed and the shares provided by borrowers were conslderably
higher for project-reiated TA than freestanding TA. This could imply
that ¢g-eater coordination among donors occurs witii project-related TA
because of famliilarity wlith this mechanism, or because of a lack of
interest In policy-oriented, freestanding TA [AFTPS, 1989, pg. 10-11])

€3. As mentioned, coordirnation Is especially difficult under
freestanding TA, due to the often multi-institutional and multi-
sectoral nature of this lending. Structurai adjustment loans, for
example, are managed by central government agencies, which are also
responsible for back-stopping the various ministries charged with the
management of the accompanying TA activities. Central agenciles
therefore face the difficult task of cocrdinating and supporting
Implementation of SAL-related TA projerts without asserting control
over the implementing ministries. The decentraiized nature of such TA
loans requires critical coordination betweenrn what are often nolitically
competitive entlities. |If this coordination Is not forthcoming, the TA
project can be seriously compromised.

64. Recommendations

a. The Bank should enlarge cont:cts with governments, donors,
and agencies to: reglister all on-going TA, maintain this
register, and make it available o donors at all times; and,
Initiate discussion with major suppliers of TA to arrange
Interchange of Information on syitable staff [Storrar, 1982,
para. 11.2].

b. Coordination has been too informal and ad hoc. |t would
seem desiraple for donors to agree on: (i) a singie
publication to be published reguiarty either by UNDP or the
Bank; (il) a common definition of TA; (lil1) a common
categorization of TA by sector; (iv) a method for calculating
the value for TA; and, (v) some method for allocating
commitments to an agreed time frame [OED, Dec. 1982, para.
E£.47].
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c. For better management of TA, Programs Dlvisions should
become the focal point for coordinating TA at the country
level [Wright and Risen, 1986, para. 20].

d. To improve coordination It Is suggested that the Bank
Increase staff-time aliocations for supervision of TA,
formallze ground rules for supervision of freestanding TA in
support of structural adjustment loan and collaboration
between programs and projects departments, and strengthen
in-house TA management [from a Jamalican study Iin R.B.
Sunsh!ne Assoc., 1985, para. 2.50].

e. The Bank should undertake an irventory of existing TA and
should assist borrowers in managing, coordinating, and
evaluating TA from all sources [AFTPS, 1989, p. 18].

f. It will be necessary to assist governments In developing an
information system regarding TA. A reglister of all on-
going TA wlll be maintained and systematically updated for
the benefit of the government and aid agencies [planned for
West Africa Reglon -- Makharita, Apr. 1983, para. 791.

Q. The Bank should make policy changes In order to improve
exploitation of on-going TA. Toward this end the Bank
should require all missions, especially project preparation
missions, to examine how TA already being provided may be
exploited before recommending additional provisions
[Storrar, 1982, para. 11.2].

Sustainabllity: Retention of Tralnees

65. In the vast majority of cases reviewed, It was observed
that the relevant agencies were unable to retain a significant
proportion of the staff tralned under TA projects [OED (Kenya and
Malawl), Mar. 1989; Storrar, 1982). This obviously has serious
Implications for the sustalnabllity of TA results. This problem arlises
under two sets of condltions: (1) when the trainee Is sent overseas on
a fellowship he or she may not return; or (2) when the trainee leaves
public service after receiving tralining to seek a higher salary and/or
better working conditions In the private sector. In one Kenyan case
study, fallure to anticlpate In the design stage the exogenous problem
of poor salary Incentives for nationals (especlally when they were to
acquire skilis In high demand) proved fatal for a major TA component:
economists trained overseas either did not return or chose not to
enter the civil service upon return to Kenya [OED (Kenya), Mar. 1989].
One study found that the more Institution-specific the skills acquired
by trainee.:, the more likely the institution will retalin the trained
personnel! [OED, May 1984)].

68. Attempts have been made Iin West Africa to deal with high
turnover of personnel by occasionally making grovisions for salary
suppiements in the project design. The disadvantages of this approach
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are: reduced mot .ation of those not receiving salary suppiements;
bureaucratic rivairies; and upward pressures on civil service wages
across the board. Nevertheless, desplite the potential harm this
practice may have on sustalnability, one review found that Bank staff
often feel this is the only way (given |low salaries and low morale) to
motivate local staff to the level of coomitment required by the tasks
at hand [AFTPS, 1989).
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August 30, 1989, 1AD.
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Year One of Implementation, October 7, 1987, CECPS (Buyck, B.).
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September 14, 1987, CODOP.
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African Countries, WB Discussion Paper, November 1985, AFTED
(Auerhan, J., et al.).
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Projects (Years: FY85, -84, -83, -82), PHREE.
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Countries for FY80 to 83, March 17, 1984, WAPTC (Robinson, A.).
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Technical Assistance and Aid Agency Staff: Alternative Techniques for
Greater Effectiveness, WB Technical Paper No. 28, 1984
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Public Sector Management In Botswana: Lessons In Pragmatism, WBSWP No.
709, 1984 (Raphaeli, N., et al.).

Managing Project-Reiated Technical Assistance: The Lessons of Success,
WBSWP No. 586, 1983 (Lethem, F., and Cooper L.).
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Review of Bank Technical Assistance to Bangladesh, December 23, 1982,
QED.
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LIST OF FREE-STANDING TA PROJECTS

APPROVED IN THE FY82-88 PERIOD

Country

AFRICA REGION

Project Title

Malawli Lilongwe Waiter Supply Engin.
Rwanda TA Project

Madag. Agric. Instits. TA

Ben/Togo Power Eng. & TA

DJiboutl TA Project

Tanzanlia Third TA Project

Togo Second TA Project

Slerra L. Pow. Sector Eng. & TAP

ivory C. TA Project

Zaire Ag. TAP

Matl ODIPAC TAP

Kenya Petro. Exploration Promo.
Uganda Phosphate Englneering

Ben!n Petro. Sector

Maurita. Petro. Exploration Promotion
Zambia indeni Reflnery Modif. Engineering
Cameroon Post & Telecommunications TAP
Zambla Petro. Exploraiion Promotion
Kenya Agric. TA

Congo TA Project

Mall Econ. Mgmt. and Training

laire Petro. Sector TAP

Zaire GECAMINES TAP

Zimbabwe Rural Afforestation

Ghana Energy Project

Maurita. cecond TAP

Niger wWater Supply

Ethiopla Petro. Explor. Promo. & Geoth.
Senegal Phosphate Ind. Devipt Engineering
Zambia Maamba Coal Engin.

Tanzania Coa! Engineering

Equat. G. Petro Sector TAP

Zimbabwe Petro. Fuels Supply TAP

Niger Econ. and Fin. Mgmt. !'mprovement
Senegat Second Parapubllic TAP

Uganda Second TA Project

Burundi Third TA Project

Ghana Export Rehab. TA

Mauritius TA Project

Eq. Guin. TA Project

Senegal Urban Mgmt. and Rehab. TAP
Nigeria Gas TAP

Malawi Second TAP

Approval
Date

6/82
2/82
4/82
4/82
4/82
1/82
5/82
4/82
12/81
4/82
7/81
11/81
3/82
1/782
8/81
4/82
117/81
4/82
6/82
5/83
11/82
4/83
3/33
4/83
5/83
9/82
11/82
5/83
4/83
2/83
5/83
11/82
9/82
5/84
6/83
12/83
3/84
12/83
11/83
5/84
3/84
2/84
11/83

ANNEX 2

Loan Amt.
(ussmil)
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Maurita.

Country

Zimbabwe
Guinea
Ghana
Burkina F.
Guinea
Rwanda
Guinea B.
Nigeria
Benin
Ethiopla
Sudan
Liberia
Tanzania
Zalre
Guinea
Kenya
CAR
Tanzania
Uganda
Guinea
Nigeria
Somalila
Kenya
Nigeria
Togo
Madagas.
Zambia
Botswana
Senegal
Madagas.
Rwanda
Kenya
Ghana
Lesotho
Guinea-B.
Congo
Burund!
Sudan
Chad
Gulinea-B.
Mall
Zalre
Chad
Maurita.
Congo

- 68 -

Second Rurai Sector TAP

Prolect Title

Rallway Deveiopment

Petro. Exploration Promotlion
Petro. Reflnery Rehab TAP
Perkoa Mining Explor. and TAP
Conarky Urban Development
Improv. of Pub. Fin. Mgmt.

TA Project

TA Project

TAP for Planning and Econ. Mgmt,

TAP

Petroleum TAP

Second Petro. Sector TAP
Fourth TAP

Education TA and Training

TAP for Econ. Mgmt.

Nairobl Third water Supply
Second TAP

Petroleum Sector TAP
Petroleum Exploration Promo.
Second Power Ergin. & TAP
Transport Parastatals
Livestock Health Services
Petro. Exploration TAP
Industry TAP

rhird TAP

Second Ag. instits. Developrent
Second TAP

Selebl-FPhikwe TAP

irrigation TAP

Accounting & Mgmt. Training
Sectorat & Preinvest. Studies
Agric. Sector Mgmt.

Structural Ad) Instit. Support
Lesotho Hightands water Engin.
Ag. Services

Second TAP

Econ. & Publ!ic Enterprise Mgmt.
Public Enterprise & Econ. Mgmt.
Agriculturai Rehabilitation
Second TAP

Publlc Enterprise Irstit. Devipt.

Econ. Mgmt. & ID Project
Econ. & Fin. Mgmt.
Develiopment Management
Public Enterprise D

9/83

Approval
Date

7/83
12/83
2/84
5/84
4/84
3/85
8/84
11/84
11/84
8/84
6/84
3/85
8/34
8/84
2/85
3/85
3/85
5/85
2/85
4/85
6/86
12/856
2/86
8/85
6/85
5/86
3/86
4/86
10/85
1/86
4/87
6/86
3/87
i1/86
4/87
8/86
4/87
4/87
3/87
€6/88
5/88
6/87
12/87
11/87
6/87

ANNEX 2

8.1

Loan Amt.
(UsSsmll)

“ A~ h=N0DA

N - W- - O- - -

. . “ro0of
O)OOOOO(D o

o]
o

QPR ANCEOOORNOOIN
voowPo=-ooowo
[(¢)

O
O

P - © e B .
NOBOPNL0PON® b 0O

— ol
GO NN-.



- 89 - ANNEX 2

Somalla TA for Baardhere Project 11/87 8.5
Zaire Higher Educ. Rationailization 6/87 11.0
Country Project Title Approval Loan Amt,
Date (USsmil)

Niger Public Enterprise ID 6/87 5.5
Senegal Development Mgmt. 4/88 17.0
Ghana Public Enterprises 8/87 10.%
ASIA REGION

Indonesia Sixteenth Iirrig. 3/82 37.0
indla Andhra Pradesh Ag. Ext. 3/82 8.0
Nepal Petro. Exploration Promotion 5/82 (2
Phiilip. Urban Englneering 11781 8.0
Sri Lanka Forest Resources Devipt. 12/82 8.0
Bangla. Business Mgmt Educ. & Training 12/82 7.8
Indonesla Central Java Pulp & P2 er Engin. 8/82 5.5
Pap. N.G. Petro. Exploration TAP 8/82 3.0
Nepal Second TAP 5/83 8.0
Bangla. Flfth TAF 1/84 25.0
Bangla. Petro. Exploration Promotion 6/83 23.0
Bhutan TAP 9/83 3.0
China Technical Cooperation Proj. 8/83 10.0
Nepal Karnall Perparation Project-Phs | 3/84 11.0
Phittip. Telecommunications TAP 1/85 4.0
China Welyuan Gas Fleld TAP 5/85 25.0
Malaysia Sabah Forestry TAP 5/85 8.5
Sri Lanka Municipal Mgmt. 4/886 13.0
China Second Tech. Coop. Project 2/88 20.0
China Llaodong Bay Petro Appraisail 5/86 30.0
China Planning Support & Spec. Studles 6/87 20.7
Pnitllip. Economic Recovery TAP 2/87 10.0
Indonesia Tele. TAP 9/886 14.5
indonesia Railway TAP 10/87 28.0

EMENA REGION

Pakistan TA Project 5/82 7.0
YAR Petro. & Geo. Explor. Promo. 2/82 2.0
Tunisia TA Project 8/82 4.5
Pakistan Refinery Eng. & Egy. Effic. 11/82 12.0
Pakistan Coal Engineering 4/83 7.0
Portugal Ag. Services 5/84 7.4
Egypt water Supply & Sewer. Eng. 10/83 4.0
Tunisia Mining TA 8/83 13.4
Turkey TA Pro). for SEEs 3/84 7.6
Pakistan Second TAP 5/84 7.0
Turkey Cukurova Region Urb. Eng. 4/85 8.2
YAR TA Proj. to Central Planning Org. 2/85 4.7



YAR

Country

Pakistan
Tunislia
Algeria

LAC REGION

Jamalca
Peru
Guyana
Barbados
Dom. Rep.
Peru
Brazll
Mexico
Jamaica
Panama
Colombia
Dom. Rep.
Jamaica
Ecuador
Costa R.
Chile
Peru
Uruguay
Brazll
Ecuador
Argentina
Peru
Boliva
Guatemala
Bollvia
Haltli
Guyana
Honduras
Uruguay
Argentina

SUMMARY (Number of Projects by Reglon and Year)

- 70 -

TA Proj. to Petro. Sector

Project Title

Third TA
Energy Conserv. Demonstration
Irrigation Engineering

TA Project

Petro. Refineries Engin.
Petro. Exploration Promotion
TAP

Santo Dom. Munic. TAP

PSM Project

Prep. of Metropolitan 2=2v. Progs.

Prep. of Deconcentration Frog.
Public Admin. Reform

TA Project

Coal Exploration

Itabo Coal Terminal & Pow. Eng.
Second TAP

PSM Project

TA Project

PSM TAP

Industrial Egy Conserv. & Ratlonal.

Power Engineering

PSM Project

Power Sector Improvement
PSM TAP

Power Englneering I!
Power Rehab.

water Supply Rehab.
Public Fin. Mgmt,

TA Project

TAP for Bauxite Industry
Rural Prim. Educ. Mgmt.
TA Project

Power Engineering

REGION FY82 FY83 FY84 FY85 FYB6 FY87 FY88 Total
Africa 15 18 15 10 9 N 94

Asia 5 5 3 3 3 1

EMENA 3 5 2 1 2 1

LAC 4 4 6 4 8 0

4/886

Approval
Date

12/886
6/88
5/88

2/82
3/82
1/82
2/8°7
5/83
12/82
7/82
6/82
5/84
10/83
9/83
11/83
2/85
3/85
3/85
2/85
4/85
12/84
5/88
5/86
5/86
6/85
5/87
B/86
5/87
4/87
7/86
4/87
5/87
8/86

ANNEX 2

12.0

Loan Amt.
(Ussmil)

7.0
4.0
14.0
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ANNEX 3

FYB82-88 TRENDS: STATISTICAL APPENDIX
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GENERAL TRENDS

Table f: Total TA Activities as a Percentage of Total
Lending, FY82-88 (US$ miliion)

Table 2: iD-Retated TA Activities as a Percentage of
Total Lending, FY82-88 (US$ milllon)

Figure 1A: Reglonal Distribution of nk Lending for TA,
FY82-88 Average (%)

Figure 1B: TA as a Proportion of Tota! Reglonal Lending,
FY82-88 (%)

Figure 2: Reglonal Distribution of Bank Lerding for
IiD-Related TA. FY82-88 Average (%)

SECTORAL TRENDS

Figure 3: Sectoral Distribution of Bank Lending for TA,
FY82-88 Average (%)

Table 3: Sectoral Distribution of Bank Lending for TA,
FYg82-88 (US$ million)

Figure 4: Sectoral Distribution of Bank Lending for
ID-Related TA, FY82-88 Average (%)

Table 4: Sectoral DiIstribution of Bank-Lending for I1D-
Related TA, FYB82-88 (US$ million)

Figure TA Lending by Sector: |D-Related vs. Other TA,

5E -L: FYygz-88 (US$ miilion)

Figure 6A: Sectoral Distribution of Bank Lending for TA,
by Region: Africa, FY82-88 Average (%)

Table 5A: Sectoral Distribution of Bank Lending for TA for
Reglon: Africa, FY82-88 (US$ miliion)

Figure 6B: Sectorai Distribution of Bank Lending for TA
by Region: Asia, FY82-83 Average (%)

Table 5B: Sectoratl Distribution of Bank Lending for TA by
Reglion: Asia, FYg2-88 (US$ million)

Figure 6C: Sectoral Distribution of Bank Lending for TA by
vy Reglon: EMENA, FY82-88 Average (%)

Table 5C: Sectoral Digtribution of Bank Lending for TA by
Region: EMENA, FY82-88 (US$ Mi!lio)



Figure 6D:

Tabie 5D:
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Sectoral Distribution of Bank Lending for TA
by Reglon: LAC, FYB2-88 Average (%)

Sectoral Distribution of Bank Lending for TA by
Region: LAC, FY82-88 (in US$ million)

FREE-STANDING AND PROJECT-RELATED TA

Table 6:

Tabie 7:

Table 8:

Flgure 7:

Figure 8:

Figure 9:

Flgure 10:

Figure 11:

Figure 12:

TRAINING

Table 9:

Table 10:

Flgure 13:

Figure 14:

Total Bank Lending for TA by Reglon and Delivery
Mode, FYB2-88 (US$ million)

Total ID-Related TA Activities by Region and
Oellvery Mechanism, FY82-88 (In US$ m' lion)

Total ID-Related TA Activities by Dellvery
Mechanism, FY82-88 (In US$ mililon)

Volume of Project-Related TA, FY82-88
(US$ mililon)

Volume of Free-Standing TA, FYg82-88 (US$ million)

voiume of ID-Related TA by Dellvery Mechanism,
Fys2-88 (US$ mlilion)

ID-Related TA as a Proportion of Total Project.
Related TA, FY82-88 (%).

ID-Related TA as a Proportion of Total
Freestanding TA (FY82-88) (%)

Regional Distribution of PSM Projects, FY8z-88
Average (%)

Training and Expert/Consuitant Components of
Freestanding TA Activities, FYB2-88 (In
USS$ million)

Training and Expert/Consuitant Components of
ProjJect-Related TA Activitlies, FY82-88 (In
USs$ million)

Regional Distribution of Total Volume of Training,
FY82-88 Average (%)

Percentage Change of Total TA Resources Devoted
to Training, FY83-88 (%)
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Table 1

TOTAL TA ACTIVITIES
AS A PERCENTAGE OF TOTAL LEWDING, FYB2-88
(in USS aillion )

FY82 FY&! FY84 FYQS Fr8s Fva7 Fras TOTAL AVERAGE

Total T NTS.6 1315.3  1183.0  1216.7  1226.2  1070.2  1198.3  &353.3  1193.3
Total Lending 1301519 1aTr0 13522, 3 103786 16051 180m . 193333 Miere.e 139338
Percent 9.0% 9% TAx  8.5%  13% S0 ek 8% 1.8

Notes: Totel Lending figures for FYBH, FY87 arxd FYBS include African fecility
Credits of $535.4, 8421.4, end $112.6 respectively; does not include SALS.

Table 2

10-RELATED TA ACTIVITIES
AS A PERCENTAGE Of TOTAL LEMDING, FYB82-88
(in USS million )

....................................................................................................

10-Related TA 811.9 568.% 638.5 686.5 808.9 614.5 864.5 4793.3 684.8
Total Lending 172 13082 3 16220 & 164215.8 16038.1 17430.4 18238 3 105000.5 15000.1
Percent 5.2% 6. 3! 6. SS 6.8% $.0% 3.5% &7 6...61 ““lot;X

Note: Total Lending figures for FY84, FYB7 and FYBS include African Facility
Credits of 3533.4, %421.4, end 3112.6 respectively.
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Figure 1A Figure 18
AEGIONAL DISTIIBLTION OF BANK LENOING FOR TA TA AS A PROPORTION OF TOTAL REGIONAL LENDING
FYS3-86 AVERAGE (%) YR00 (%)
0
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1%
Asin 415% -
Bl
a S cao.
-\ ‘.--
~— il I
\\LAC * S teecenrcnan
P R .. ..\_-—‘ oo w,
EMENA T e ‘—..——gm.‘,\. ...... arana
....... . ~— -
b —
Jaress CECPS. COOOP 8 - 0 i
A
Frre FYge-e8 freny? fvi.

Figure ¢

ABGIONAL DI TRIIUTIDN OF BA) IX LENDING FOR

I0-RELATED T/
FY52-08 AVEAS OB (%)

Africs 31 0%

s
A 17 5%
Ve

Sarss. CECPE. COOOP M.



- 75 - ANNEX 3

Figure 3

SECTORAL DISTRIBUTION OF BANK LENCING FOR TA
FY32-88 AVERAGE (%)

Educaton/PHN  16.6%

|
!
! Agricutiure 23 4%

|
|
|
|
|
|
|

;
I~
/]

/
/ s
J

i|n<:n.um'y/|DF 97% i
! / Uroan Dev /Water  *2 6% :

Power 98%

Pubiic Sector Mgmt 4 7% Transport/Telecomm 15 3%

€~ rces CECPS CODOP MIS

SECTORAL DISTRIBUTION OF BAYK LENDING FOR TA
FY82-88 (in USS m. ion)

SECTOR FY82 Y83 FY84 FY8% FYBS FY87 FY88
Ag-iculture & Rural Development 287.5 _277.0 221.3 388.7 261.6 262.0 228.9
Education 89.7 143.1 120.8 223.4 251.0 67.4 276.8
Energy 88.0 247.6 115.3 9.8 37.0 52.1 18.4
Industrisl Development & Fisance 40.3 36.8 614 15.0 52.0 26.1 42.5
Industry 06,5 75.3 40.0 71.% 51.6 28.1 73.3
Population, Kealth & Xutrition 2.7 23.2 41.6 3.3 68.6 13.8 31.8
Power 109.4 187.0 132.1 67.0 139.9 95.5 59.3
Public Sector Management 29.9 30.6 85.7 57.2 41.5 72.3 671
Telecommunications 14.5 5.4 3.3 9.6 2.3 264.8 3.3
Transportation 155.4 136.7 190.3 141.0 134.0 237.6 205.3
tUrban Development 103.5 61.8 84.6 25.9 96.4 56.5 111.6
water Supply end Sewerage 48.0 90.4 63.3 74.8 54.5 115.4 46.5
TOTAL 175,46 1316.9  1161.4  1203.1 1190,/ 1051.6 1164.8

Source: CECPS. CODOP.
Note: Does not include non-project lending; columns or rows mey not equal totals due to rounding.



- 76 - ANNEX 3

- SECTORAL DISTRIBUTION OF BANK LENDING FOR

IO-RELATED TA
FY$248 AVERAGE (%)

Eacaton/PHN 26 4% 247%

NARTy *OF 10 6%

PUDiC Seckor MOITL 8 4%

Sources CECPS CODOP MIS

Table 4

SECTORAL CISTRIBUTION OF BANK LENDING FOR ID-RELATED TA
FY82-88 (in USS million)

SECTOR FY82 FY83 Fyss FY85 FY86 FY87 FY88 TOTAL
Agriculture & Rural Development 68.8 127.5 158.4 188.1 160.3 195.0 168.4 1166.5
Education 57.6 119.3 109.6 208.6 263.8 64 .2 264.8 1067.8
Energy 33.6 38.4 10.5 24.8 7.3 24.9 8.5 147.9
Industrial Development & Finance 28.2 27.9 37.9 12.6 7.1 14.3 40.7 207.7
Industry 122.9 36.3 5.8 26.7 21.5 22.2 61.6 295.1
Population, Health & Nutrition 2.5 19.7 26.6 30.3 63.8 1.9 29.8 182.4
Power 38.2 45.0 34.8 29.1 55.2 33.9 27.4 263.6
Public Sector Management 16.0 26.2 64.0 43.8 38.9 58.8 56.2 301.8
TeLecommunications 12.8 5.2 3.3 9.3 2.1 23.6 3.3 59.5
Transportation 56.0 63.8 88.0 67.4 73.3 85.8 nrza 551.3
Urban Development 63.8 27.1 59.9 13.2 56.5 3.4 63.8 315.6
Water Supply snd Sewe age 1.6 32.5 21.8 24.7 7.7 35.6 12.5 172.4
TOTAL 611.9 4 638.4 676.6 797.3 601.4 838.0 4731.5

Source: CECPS, CODOP.
Note: Doss not include non-project lemding; columns or rows may nc* equal totals due to rounding.
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Figure SE Figure SF
TA LENDING 8Y SECTOR: IO-RALATED V8. OTHER TA TA LENDING BY SECTOR: ID-RELATED V8. OTHER TA
INDUSTRY POPULATION, HEALTH AND NUTRITION
FYR3-08 (1M USS HHLION) FYES-64 (I UBS MILLION

-~

o ¢
FY8a-63 FYsa-oh FYse-8? L] Fve2-83 FYs4-08 Fras-e? Free
] ORELATEDTA ¥ OTHER TA ] OSELATEDTA [ OTHER TA
Sasces CECPS CODOP Mi8 Sautes CECPS CONOP wa
ot Dati 8 Sveraged ‘o penoas Nalcaed. ow Data w veraget for senocs Pefcaed. .
Figure 5G Figure SH
TA LENDING BY SECTOR: ID-RELATED vS. OTHER TA TA LENDING 8Y SECTOR: IO-RELATED V8. OTHER TA
POWER

FYB2-44 (IN USS MILLIOM

Frazes [ag 2} FYee-87 LR ) Y8283 FYss-a8 FYeg-47 LY

T oREATEDTA T O™ERTA {3 orEATEDTA [ O™MERTA
Saurom CECMS. COOOP M 80w ad LECPS CODOP W
ol Owe B Gvaraged Wiy Dereds Ngoated. M U € e Wil K SarOds ricated.
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Figure 5I Figure 5J
TA LENOING BY SECTOR: IO-RELATED V8. OTHER TA TA LENDING BY SECTOR: ID-RELATRD VS. OTHER TA
TELECOMMUNICATIONS
Y2204 (N USS MHLLION
14 T
|
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Fres-e3 FYsa-08 FYoe-8? Frae rgnzu Frose8 FYes-47 Fysg
{3 ORELATEDTA ) OTHER TA -] ORELATEDTA [ OTHERTA
Soroes CECPS. COOOP W8 Sarces CECPS. COOOP Wl
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Figure SK Figure 5L
TA LENDING BY SECTOA: iD-RELATED V8. OTHER TA TA LENDING BY SECTOR: IO-RELATED V8. OTHER TA
URSAN DEVELOPMENT WATER SUPPLY AND SEWIAAGE
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Figure 6A

SECTORAL DISTRIBUTION OF BANK LENDING FOR TA
BY REGION: APRICA
FY82-88 AVERAGE (%)

ANNEX 3

Educaton/PHN 10 7%

Pubiic Sector Mgmt

10 1%

Agrcuiture 25 0%

Sarces CECPE COOOF W8

Table 5A

- e - ———

AFRICA

SECTORAL DISTRIBUTION OF BANK LENDING FOR TA
FY82-88 (in USS million)

............................................................................................................

Agriculture & Rural Development
Educetion

Energy

Industry/1DF

Populatior, Wealth & Nutrition
Power

Public Sector Management
Telecommunications
Transportation

JUrban Development

water Supply and Sewerage

Source: CECPS, CODOP.

326.5
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Note: Coluwne OF rows may not equal totals due to rounding.

Does not include Non-project iending.
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2] .74 Fyoa TOTAL
126.3 72.4 584.4
2.8 56.8 180.7
17.6 6.8 190.1
6.1 27.0 145.0
6.0 18.0 70.9
10.9 11.0 223.0
32.6 67.1 235.6
4.5 0.0 27.5
9.2 93.0 419.6
8.2 39.6 136.1
0.7 9.1 128.2
306.r 398.9 23411
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SECTORAL DISTRIBUTION OF BANK LINDING FOR TA
BY REQION: ASIA
FY82-68 AVERAGE (%)

22.9%

Sorces CECPS COOOP w8

Table 5B

ASTA

SECTORAL DISTRIBUTION OF BANK LENDING FOR TA
FY82-88 (in USS million)

SECTOR FY82 FY&3 FY84 FY8S FYB6 FY87 FY88 TOTAL
Agriculture & Rural Development 92.5 165.4 76.7 260.3 63.% 65.7 85.5 789.5
Education $T 0 a3.2 8.6 166.0 181.3 0.0 154.3 726.2
Energy 32.4 127.8 71.0 47.4 19.2 1.3 7.6 316.7
Industry/I0F 160.3 53.% 3¢.2 54.5 55.4 11.7 40.8 412.3
Populstion, Health & Nutrition n.0 9.9 PN 18.5 27.8 0.0 10.3 87.6
Power 35.6 116.6 29.4 17.7 43.0 57.3 27.4 327 .1
Public Sector Menagement 0.0 0.0 18.5 0.0 0.0 23.3 0.0 61.9
Telecommunications 3.3 0.9 0.0 3.5 0.0 15.8 0.0 23.4
Transportation 52.2 63.5 93.2 38.7 63,9 $4.5% 84.5 468.3
Urben Cevel opment 6.7 30.8 26.8 5.8 27.1% 33.% 3.2 162.8
water 3upply and Sewerage 9.4 2.7 23.7 2.5 25.8 28.1 0.0 112.3
TOTAL 449.3 674.2 479.2 592.7 $07.0 301.2 YA 3447.9

Source: CECPS, CODOP.
Note: Columns or rows mey not equsl totals due 0 rounding.
Does not include Non-project lending.
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Figure_6C

SECTORAL DISTRIBUTION OF BANK LENDING FOR TA
BY REGION: EMENA
FY82.88 AVERAGE (%)

Agricutture  18.2%

Public Sector MgmMt  2.3%
TransporyTelecomm. 12.7%

Sources CECPS CODOP mis

Tabl

ble 3¢
EMENA

SECTORAL DISTRIBUTION OF BANK LCNDING FOR TA
Fy82-88 (in USS million)

SECTOR FY82 FY&3 FYB4 FY8S FY86 FY&7 FY88 TOTAL
Agriculture & Rural Devetopment 33.7 25.6 29.8 30.5 17.1 16.4 37.7 190.7
Education 15.1 11.4 21.3 7.5 39.3 13.8 15.2 123.7
Energy 9.3 55.3 7. 11.2 8.0 15.9 6.0 110.8
Industry/1DF 53.8 5.9 22.1 22.% 16.4 13.3 13.0 164.7
Population, Health & Nutrition 0.0 4.7 0.0 3.7 0.0 4.8 0.0 13.2
Power 1.4 18.4 20.4 1.5 27.3 10.9 10.9 90.8
Public Sector Msnagement 4.5 3.1 9.1 2.3 0.0 4.9 0.0 23.9
Telecommunications 0.1 0.0 2.3 1.0 0.0 4.5 3.3 1.1
Trangportation 10.7 5.6 7.4 18.5 9.6 511 18.8 121.7
Urban Development 19.9 6.0 6.9 L 0.0 14.8 26.7 78.3
water Supply and Sewerage 7.1 9.4 23.5 18.6 7.6 58.0 11.5 135.6
TOTAL 155.46 143.3 149.9 1264.9 123.4 208.5 139.1 10644 .6

Source: CECPS, CODOP,
Note: Columns or rows may not equal totals due to rounding.
Does not include Non-project lending.
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Figure 60D

SECTCRAL DISTRIBUTION OF BANK LENDINQ FOR TA
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SECTORAL DISTRIBUTICON OF BANK LENDING FOR TA
FY82-88 (in USS million)

SECTOR FY82 FY83 FY84 FY85S FY8S FY87 FY88 TOTAL
Agriculture & Rural Development 73.4 29.4 20.2 41.8 190.6 53.6 33.3 362.2
Education 3.8 19.64 6.5 28.1 2.5 24.4 20.5 105.2
Energy 18.3 18.6 [ARA 22.0 3.5 7.3 0.0 74.0
Industry/1DF 8.5 19.6 11 2.5 6.6 23.0 35.0 98.2
Population, Health & Nutrition 1.1 3.0 12.0 0.0 21.7 3.0 3.5 46.3
Power 51.6 7.2 18.6 26.1 26.7 16.4 10.0 156.7
Public Sector Management 5.1 7.5 6.8 21.2 30.9 11.% 0.0 83.0
Telecommunications 0.0 0.0 1.0 0.0 0.0 0.¢ 0.0 1.0
Transportation 46.4 14.0 23.9 18.4 16.1 83.0 23.1 224 .8
Urban Development 65.9 15.8 30.5 3.0 36.8 0.0 13.2 165.2
Water Supply and Sewerage 2.0 31.0 9.1 25.4 14.4 8.6 25.9 116.3
TOTAL 276.0 165.4 136.1 188.5 269.7 230.8 164.5 1430.8

Source: CEC'9, CODOP,
Note: Columni .~ rows may not equal totals due to rounding.
Does not include Non-project lending.



TOTAL BANK LENDING FOR TA
BY REGION AND DELIVERY MODE, FY82-88
(in USS mitlion)

Africa
Project-related
Free-standing
Total
X of total 8ank

Asia
Project-related
Free-standing
Total
X of total Bank

EMENA
Project-reiated
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Total
X of total Bank

LAC
Project-related
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427.
21.
449,
38.

150.
S.
155.
13.

258.
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213.5
21.4

234.9
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TOTAL PROJECT-RELATED

TOTAL FREE-STANDING

GRAND TOTAL

Source: CECPS, CODOP.
Note: Columns or rows may not equal totals due to rounding.

1062.
112,
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969.6
183.4

1153.0

1091.8
124.9

1216.7

1084.9
139.3

1224.2

965.4
124.8

1070.2

ANNEX 3
FY8s TOTAL
310.4 1828.1
78.3 489.3
388.7 2317.4
32.4% 27T. 7%
449.0 3296.0
10.0 201.3
459.0 3497.3
38.3% 41.9%
160.2 1007.6
12.1 76.4
172.3 1084.1
14.4% 13.0%
178.3 1327.0
0.0 127.7
178.3 1454 .6
14.9% 17.4%
1098.9 7458.5
100.4 ger 7
1198.3 8353.3
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Table 7

TOTAL [D-RELATED TA ACTIVITIES
BY REGIOM ANO OELIVERY MECNANISM, FY82-88
(in USS millions)

ANNEX 3

..........................................................................................................

Africe
Project-related
Free-standing

Asia
Project-related
Free-standing

EMENA
Project-related
Free-standing

LAC
Project-related
Free-standing

...........................................................................................................

Note: Coluwns or rows may not eqQual totals due to rounding.

...........................................................................................

Project-related
Free-standing

.................................................................................................

611.9

Fyas FY84 Fyss FY86 FY87
166.0 176.3 154.9 167.0 179.2
26.3 68.9 39.4 62.1 30.7
214.2 230.3 311.9 381.3 142.4
5.7 8.1 5.6 12.8 36.9
$1.8 76.1 56.8 78.0 8.5
.9 8.7 “.7 .0 6.3
89.9 66.% 92.7 121.9 11%.0
15.8 5.6 20.8 31.8 17.8
568.5 638.5 686.5 808.9 614.5
Table 8
TOTAL ID-RELATED TA ACTIVITIES
BY DELIVERY MECHANISM, FY82-88
(in USS million)

FY&3 FY8L Fyas 137.7 FY87
521.7 $67.2 616.3 718.2 523.1
.7 91.2 70.3 90.6 91.4
568.5 638.5 686.5 808.9 614.5

Nota: Columms or rows may not equal totals due to rounding.

FY88 TOTAL AVERAGE
226.5 1210.9 173.0
66.5 112.0 4.6
328.2 1796.0 256.3
10.0 a3.7 12.0
108.9 $28.6 75.%
0.0 25.5 3.6
126.64 7.3.4 106.2
0.0 5.2 13.6
864.5 4793.3 48..8
FY88 TOTAL AVERAGE
790.0 L276.9 611.0
76.5 516.4 73.8
864 .5 +793.3 64 .8
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Figure 7
VOLUME OF PROJECT-RELATED TA
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Figure 9

VOLUME OF ID-RELATED TA BY DELIVERY MECHANISM
FY82.88 (USS Millior:)
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Figure 10
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PROJECT-RELATED TA
FY82-88 (%)
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TRAINING AND EXPERT/CONSULTANT COMPONENTS
OF FREE-STANOING TA ACTIVITIES, FY32-88

(in USS millions)

ANNEX 3
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Africs
Training
Experts/Consul tants
Asia
Training
Experts/Consultants
EMENA
Training
Experti/Consultants
LAC
Training
Experts/Consultants
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7.9 5.5 10.6 1.7
25.64 16.5 34.1

3.8 3.3 1.3 6.6
1.0 4.7 6.8 141
0.2 0.3 3.5 0.9
0.7 0.4 5.2 1.4
1.6 0.8 0.1 0.8
2.2 7.8 2.3 10.6
42.8 39.3 63.9 55.3

Notes: (1) Total may not equal total [D-related free-standing TA due to aggregation of
expert/consultant costs in certain project documents; aggregated costs were not
in the above calculations.
(2) Columns or rows may not equal totals due to rounding.

Table 10

TRAINING ANO EXPERT/CONSULTANT COMPONENTS
OF PROJECT-RELATED TA ACTIVITIES, FY82-88

(in USS mitlions)

-~
~
w
w

training and
inc | uded

Africa
Training
Experts/Consul tants
Asia
Training
Experts/Consul tants
EMENA
Training
Experts/Consul tants
LAC
Training
Experts/Consul tants

28.8 50.4 53.9 5.4
112.2 115.6 122.4 109.5
68.5 120.3 128.9 208.4
“7.3 93.8 101.4 103.4
23.5 19.8 6.4 6.6
46.9 1.9 29.7 32.3
49.7 10.0 18.3 3.9
a3.4 59.9 46.2 8.7
560.3 521.7 547.2 616.3

Note: Columns or rows may not

equal totals due to rounding.,
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Figure_13
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TWINNING: CONCEPT AND SELECTED CASES
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A CONCEPTUAL FRAMEWORK FOR TWINNING

1. Twinning involves the establishment of an inst!tutional
relationship between an organizational entity In a developing country
(the "reciplent") and a similar but more mature entity In another
country (the "suppiler"). Twinnirg is mainiy almed at, and best sulted
for, the transfer of managerlal, financial, and technicail skillis and
systems that invoive many or all of the numerous functionail aspects of
the recipient entlity. "Transfer® of skills Is to be distinguished from
the "'development” of skills, in the sense that the primary reason for
selecting twinning as a mode of TA dellvery Is to bring to the
reciplent proven and successful ways of Improving organizational
effilclency and effectiveness through the selection of a supplier of
simllar structure. In short, twinning is about transferring dlirectly
relevant operational knowiedge between two !nstitutions as similar In
function and structure as possible. When recipient conditions are not
sufficlently common to those of an identifiable supplier (and thus
there is a need to develop institution-specific solutions), more
standard TA approaches are |ikely to be appropriate.

2. This annex assesses the potential for making greater use of
"twinning" arrangements in Bank-financed technical assistance projects
and components. It is not intended to provide a comprehensive review
of twinning arrangements, or a thorough overview of the Bank's
activities In this area. Given that Information on the use of twinning
is not centralized in any of the Bank's operational units, It has not
been possible to ascertain the extent ©of the Bank's use of this mode
of TA delivery. Information for the paper was derlived from Bank and
non-Bank technical papers, staff appraisa! reports, project files, and
interviews with Bank staff involved directiy with the preparation and
supervision of Bank projects in which twinning arrangements are
Included. A llst of selected Bank projects invoiving twinning may be
found at the end of this report.

HOW DOES TWINNING DIFFER FROM OTHER FORMS OF TA?

3. What differentiates twinning from standard TA approaches
are the scope and quality of interaction. WIith regard to scope,
twinning typically affords the reclipient a much broader range of
technical services than more standard modes of TA dellvery. Because
the supplilier is aiready accustomed to managing an organization with a
simllar scope of functions and tack!ing similar operational probiems,
the supplier Is abie to tap Into a reservoir of operational experience
and in-house resources to address recipient problems In a manner that
Is rarely possibie among consulting firms or Individual consultants,
For the twinning supplier, the set of TA tools that can be appiied to
recipient needs |s defined by the institution's experience because the
TA services are provided by an interactive team of managers and
speclalists drawing upon the historical experience of thelr
organization. This enables the twinning supplier to bring a more
comprehensive perspective to the prcblems at hand. Such experlence
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can lend the suppiie- a greater degree of crediblilty and rellabllity in
the eyes of the reciplent and thus foster a more productive,
committed relationship in which ID measures are more successfully
implemented. Alternatively, consuiting firms and individual consultants
(as organizational “outsiders") often lack direct operational experience;
thiis, the tools that they can apply to recipient problems may be
I.mited.

4, As a result, the quallty of a supplier’'s services are often
seen to be superior to that of other modes of TA deiivery. The
manager or technical specliallst from the suppller |Is more likely to be
capable of Identifying the sources of problems, rather than simply the
probiems themselves. And because staff from the supplier serve In
operational capacities or work closelv wit'. the management of the
recipient as advisors for longer periods of time, they develop a
keener sense of the constraints (both interna! and external) facing the
recipient. Thus, the suppllier's recommendations and advice for
addressing Identifled problems might be more feasible than those of
the TA consultant. Additionally, twinning suppllers are usually
avallable for back-stopping and foliow-up on Implementation of
recommendations, thus ensuring that the results of assistance are
frultful.

5. One Bank Task Manager cbserved, "twinning is a more
cohesive approach than using Individual consultants." The supplier
serves the reciplent as an established and Integrated team interacting
with another team of similar composition. This relationship tends to
bind the two parties together with a greater degree of commitment and
Interest than found under other modes of TA dellvery and promotes a
more productive and successful exchange. This cohesliveness thus

makes twinning a very attractive mechanism for delivery of TA almed at
1D.

TYPES OF TWINNING ARRANGEMENTS

8. Broadiy deflned, twinning arrangements can take the form of
consultancy services, management contracts, or Jjoint ventures. The
cholce of contractual arrangement wlill depend upon the nature of the
recipient’'s activities, the recipient’'s desire to maintain a given
degree of managerial and financial control over the cntity, how weak
or strong the reciplent entity Is (and thus the range of services
required), and the pool of potential suppliers. Typically, twinning
arrangements In Bank-financed projects fall under the categorlies of
consultancy and management contracts.
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ADVANTAGES OF_ TWINNING

7. Twinning differs from traditional TA dellvery systems in the
following respects:

(a) the supplier has operational experience in the
same or similar functions required of the
recipient;

(b) twinning provides opportunities to integrate
training with TA;

(c) twinning arrangements typlcally allow for greater
flexibility to alter work programs as needs and
conditions change;

(o) twinning provides possibiilties for cooperation;

(e) twinning Is usually a less expensive mechanism
for TA delivery; and

(f) twinning can serve to encourage deveioping
country consulting capaclty through the use of
developing country suppliers.

Item (a) has already been discussed above. The other |tems are
examined In more detall beiow.

Integration of TA and Training

8. In most cases TA and training needs can be integrated
through twinning arrangements, resuliting both Iin greater reievance and
continuity of training activities. The supplier's staff may serve iIn
the reciplent’'s Iinstitution as advisors or in line positions and provide
on-the-job training, or the reciplent's staff may vislt the suppllier’'s
institution to recelve training. Formal training activities can be
taillored to precede or follow specific on-the-job training In a
coordinated fashion.

Flexibility During Iimplementation

9. Twinning usually affords the recipient a greater degree of
flexibility In defining the work program throughout the project's
impilementation. This |s because there are usually no terms of
reference drawn-up for Individuals under twinning arranqjements (the
alteration of which would require renegotiation when a consulting firm
or individual consultant |Is employed). Rather, twinning arrangements
invoive contractual agreements between two Institutions that may

1 Parts of this section are derived substantially from Lauren
Cooper, The Twinning of Institutions: Its Use as a Technical Assistance
Deilivery System, World Bank Technical Paper No. 23, 1984.
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include spe. flc or general terms. Looser contractual arrangements
are practical when the relationship Is envisioned to be of a long-
term, operatlional nature where the recipient’'s needs change over time.

Potential for Long-Term Cooperation

10. institutlonal development |s of course a long-term process.
laeally, mechanisms for the dellvery cf TA for ID should be selected
with this in mind. Twinning c¢an be an especlally appropriate (and cost-
effective) means of providing continulty of TA services over the long
haul!. Typlcalily the Inltial twinning contract is of a relatively short
time span (2-3 years) in order to allow the parties to assess one
ancther’'s strengths, weaknesses, performance, and overall
compatibility. Task managers and those 'nvolved In project preparation
usually expressed an expectation that the relationship would continue
beyond the completion of the project (either with follow-up Bank
financing or with the reclipient absorbing the costs). Whether or not
the relationship continues depends on need, the recipient’'s
satisfaction with the services, the supplier's beneflt, a comfortable
relationship, costs and the future capaclity of the reciplent to absorb
some or all of th=se, and the Bank's financial, technical, and
coordinative support.

Costs of Twinning

11. The services of the suppller In a twinning arrangement can
be provided free, at cost, at cost plus some marginal fee, or at
ihternational market rates. Most of the suppliers In the case studies
considered were obtained through competitive bidding and were selected
primarily on the basis of the quality of the services they offered.
However, It appears that cost plays a major role in the initial cholce
of twinning as the TA dellvery mode. Bank staff estimated In several
cases that the savings assocliated with TA deilvered through twinning
were as much as 40-50 percent of the cost of the delivered through a
consulting firm or iIndividual consultants. Given the low degree of
comm,tment to TA on the part of some borrowers, due in many cases to
high costs, twinning may be more than an attractive alternative to
high cost consulting services ~- |t may aiso be a means of building
greater borrower Interest and commitment to provide required Inputs
and financlal support for TA projects and components.

Potential for Establishment of Developing Country Consulting Capacity

12. when Involving a developing country suppiier, twinning can
be a useful means of fostering the development of |ocal consulting
capacities among the Bank's borrowers. Task managers felt that
developing ccuntry suppliers beneflted directly or Indirectly from
their experiences through revenue enhancement, diversification of
operations, exposure to Bank procedures (Internationai Competitive
Bidding for example), travel and career advancement for suppllier staff
(In some cases supplier staff were given bonuses for participation),
and the International prestige associated with invoivement In Bank-
funded projects. The attraction of tnese beneflts can play an
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linportant role In the encouragement of consulting capacity on the part
of suppliers, the desirabliity of which has been enumerated in sections
of the maln paper. (indend, some suppliers developed full-fledged
consuiting divisions.)

13. Bank supervision of suppliers’ activities (such as the
development of work programs) and compliance with Bank procedures |Is
akin to providing TA to the supplier; in this sense, twinning can be a
means for the Bank tc address mulitiple objectives simultaneously.
Such "doubling-up” of borrowers’' Institutions could play a significant
role in the deveiopment of a TA network among borrowers. In addition,
"doubling-up" would most likely produce a more positive perception of
TA among borrowers, as such arrangements would be iess threatening.
Several Task Managers Indicated that twinning was selected because
borrowers preferred a TA supplier from a similar culture and this
similarity fostered greater enthusliasm and commitment on thelr part
(see the case on Bolivia In the box below).

POTENTIAL DISADVANTAGES

14. One potential problem with twinning Is that the supplier may
lack developing country experience. When present, this probiem
typically manifests itself as an inabllity c¢r unwillingness of some
supplier staff to tunction effectively in the recinient's country due to
physical conditions and/or the soclo-~ultural environment. This can be
a particularly difficult problem with suppliers from developed countries
(see the case on Ghana in the box below).

15, In addition, although a twinning arrangement might be
functionally or technically the most appropriate means of TA dellvery
and the chosen supplier might appear to ce perfectly matched to the
reciplent., the suppller may lack consulting e ~2arljence. The suppiier
may be inexperienced In setting fee schedule. .+ negotiating
contracts, or may be incapablie of developing a realistic work program
without Initial assistance from Bank staff. Under these circumstances,
the TA component will most ilkely require a greater Investment in Bank
supervision than might otherwise be the case, especlaily In the Initial
stages of the project cycle.
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Municlipal Development In La Paz (Credit 1842)

This municipal development project includes a solid waste
management component aimed at designing and Iimplementing a
garbage coliection and disposal system through a consultancy
twinning arrangement. The topographical constraints of La Paz
posed a number of prcolems for effliclent coliection of solid
wastes within the clity. The city center Is highly congested and
virtually Inaccessiblie to collection vehicles, and outlying areas
are largely characterized by steep slopes and eroded streets,
making vehicular access difficult. Of the 500 tons of solld waste
generated dally In the city only 26 percent was regularly
collected.

The Bank's project preparation team recognized that the
constraints present Iin La Paz posed a number of problems for the
TA component. First, few (If any) consulting firms had the
operational experience and repertoire of skliis required for
managing solid wastes. Second, the adoption of modern solld waste
collection technuliogy was |nhappropriate for the conditions in La
Paz and finding a consulting firm with knowledge of and experience
with alternative collection systems appeared unlikely. For these
reasons, the project preparation team decided to twin La Paz, with
another municipality that had successfully overcome similar
problems. After having conslidered a number of possibl!e suppilers
in consultation with La Paz officlals, the Bank decided that the
Municlipal Enterprise for Urban Services (EEVV) -- a privately held
filrm supplyling urban services to the city of Medelilln, Columbia -~
would be an appropriate twin.

EEVV was selected because of the topographical similarity
of Medellln and La Paz, EEVV'S twenty-year history of efficlent
and self-financing urban services, Its cultural similarity with La
Paz, its experlence iIn a city at a similar 'evel of development as
La Paz. The Bank pal!d EEVV US$90,000 for its services -- an
estimated 50 percent savings over the costs of standard
consulting firms, A member of the Bank's appraisal team noted
that EEVV was motivated by financial considerations, the career
advancement of Its younger staff, and the prestige of working on
an international contract for the Bank. EEVV also “eveloped an
understanding of the Bank's bldding procedures and 's gaining
valuable experience in Its new consuiting capacity, hoth of which
put the organlization In a much better position to compcte for Bank
and other donor contracts In the future, which 't is expected to
do.
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SELECTED CASES OF BANK-FINANCED TWINNING

16. Twinning Is wost successful when suppllers and recipients
face simitar conditions (managerial, technical, and environmental). In
certain sectors, organizations tend to operate under ver+ similar sets
of conditions. In water supply (and other municipal services; for
example, technnlogical equirements and management systems are simiiar
in both deveioped and developing countries-—-that is, the problems are
relatively straightforward, and system scales are subject to
adaptation. This Is one of the primary reasons why twinning has been
adopted rather extensively In this and otner municipal service sectors.
For example, In Guatemala city, the municipal water authority (EMPAGUA)
is twinned under an inltial four-year contract with a consortium
including a Prazilian water agency (SANEPAR) and an Israeli consulting
firm (TAHAL) speclalized in management and financing.

17. Twinning in the educatic.: and industrial finance sectors and
between training institutes and research organizations is also fairly
extensive. For example, the Paris Chamber of Commerce and Industry,
supported by one of the Grandes Ecoles, |s twinned undar |IDA financing
with the Natlonal Institute of Accounting and Management In
Madagascar. And In the Industrial finance sector, the Indlan
Development Bank (IDB) Is twinried with the Nigerlan Bank for Commerce
and industry (NBCI) to provide management advice and tralning both on
the job and at IDB (Nigeria - "Small and Medium Scale Industry
Project"). Other examples Include the Seventh Education Project In
Ethiopia and the Third and Fourth Education Projects In Yemen, P.D.R.

Twinning In the Education Sector
Malaw!l - "Institutional Development Project” (Credit 20386)

The Malawl institute of Management (MIM) has recentiy
twinned with a Canadlian consortium comprised of the Human
Resources Secretariat of Cntario Province, the Niagara Institute,
&d the Ontarlo Internationa’ Zorporation. This consortium has
signed an Initlal one-y2ar contract to manage MIM and to provide
eight management trailners. ™MIM wlll review the consortium's
performance after the first vear to determine whether to extend
the contract. |If extended, the consortium will talior a two-year
program of In-house and external training for the local staff to
prepare them for assuming operationail control of MIiM. Beginning In
the third year, local staff wiii begin replacing the external
managers and tralners, and the consortium's role would shift to
back-stopping through periodic visits and exchange programs.
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18. There appears to be a good deal of growth In the use of
twinning for Bank financed publlic sector management projects,
especially In the |last two years. 7Twinning In public sector maragement
Is orimarily orlented towards financial management. ADETEF, the
development branch of the French Ministi'y of Finance, |s an active
twinning supplier throughout Africa and EMENA., ADETEF was Iinvolved In
a project in Niger (Economlc and Financlal Manzgement improvement
Project) to strengthen the Ministry of Finance's Financial Plannirg
Department. The success Of this relaticnship led to ADETEF’'s Inclusion
in a public sector management projlect In Rwanda (improvement of Public
Finance Management Project) aimed at improving budgetary and
accounting procedures in the Ministry of Finance and Econo.y.
Implementation of this project, however, was reportedly unsatisfactory
due to confllcts between ADETEF and recipient staff. ADETEF Is also
twinned with the Mauritanian Ministry of Economy and Flnance
(Development Management Project). ADETEF |s often used In francophone
Africa public sector managemen: . .rojects for two reasons: (1) it has
little competition due to the fact that It does not charge for the
services of its personnel, and (2) financlal systems in francophone
Africa are derived from the French mode! - thus ensuring compatibility
of supplier and reciplent.

19. Other sectors are less suited to tw!nning. Agriculture (s a
sector In which local soclo-economic cenditions and technical
constraints are quite distinct from country to country, and as
requirements are more specific, the search for an appropriate twin can
be time consuming. |t was possibie to identify only two recent Bank-
financed projects In agriculture: the Office du Niger Consolldation
project In Mall, and the Agricultural Services Rehabjlitation project in
Ghana. The jatter project Invoives a twinning arrangement between
Ghana's Irrigation Develcpment Authority (GIDA) and the government-
operated South Korean Agricuitural Development Corporation (ADC) which
alms at strengthening GIDA's capacity to plan, manage, and maintain
irrigation schemes. ADC wili provide seconded staff to work with the
management and technica: staff of GIDA and will assign GIDA staff to
ADC projects where operations are relevant to the responsiblilities of
GIDA. Training will take place both on the job and In Soutn Korea. The
task manager of this project indicated that ADC was selected because
of its experience with small-scale Irrigation technologles, although
identifying and securing the right supplier for GIDA required a
substantial amount ©of project preparation time.

CONCLUSIONS

20. Twinning can be a highiy effective method for deilvering
technical assistance aimed at institutional development. It is
operationally oriented and useful for provision of a broader range of
services than standard consulting firms typically offer, it is nften
reiatively inexpensive, and it provides opportunities to integrate
training with TA. Most important, It Is an ideal means of attacking ID
problems over a longer time frame than is usually allowed by a specific
project and is well suited to provide TA continuity throughout a
project series.
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21, Of course, It |s Important to first determine if twinning is
the most appropriate means of dellvering TA; In most cases, Individual
consultants or consulting firms are sufficient. Other cases might
require a combination of twinning with other consultancy services. As
the cases clited In this paper indicate, care should be taken in the
selection of the supplier. It Is important that all orf the various
aspects of supplier-reciplent compatibility be considered and carefully
weighed before a selection is made. These inciude:

a. wWhat are the reciplient’'s TA needs (operational or
consultancy)?

b. What are the reciplent’'s training needs?

c. is the supplier able to provide the speclfic mode of
training required, l.e.,, on the Job, at the supplier’'s
headquarters, formal training programs?

d. Are the recinient’'s and the suppller’'s operating conditions
simliar (technlical, scope, etc.)?

€. Are the reciplent’'s and the suppiier’'s language, culture and
environment similar?

f. How extconsive are the supplier’'s operational, consulting and
international experiences?

g. what are the likely supervision requirements?

h. How witling is the suppller to conmit to a iong-term

relationship If desired and needed?

l. wWhat are the financial reguirements of the supplier (cost of
TA, traininyg, equipment contracts)?

J. what are the supplier’'s contractual requirements
(consultancy, managemnent contract, equity sharing, Jjoint
venture)?

22. The most frequently clted problems b¥ task managers were:

1) difficulty In locating an appropriate suppller;© 2) poor selection of
suppller; and 3) greater supervision demands -- especlally when the
suppllier has little or no experience with consulting or Bank
procecures. These probiems are not insurmountable. And glven the
generally disappolnting record of ID resuits obtained with other modes
of TA dellvery, twinning might be an alternative.

2 Task managers generally agreed that there Is a need within the
Bank to establish a registry of potential twinning suppllers and
suggested that this be provided at a regional level, perhaps within the
technical departments 2f the Bank.
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Selec _'ng a Supplier: The Importance of Compatibliity
Ghana -- "Export Rehabllitation Technical Assistance" (Credit 1436)

This project Included a TA component aimed at
strergtihening management of Ghana’'s State Goid Mining Corpecration
1SGMC trrough a twinning arrangement with Canada-Shana Miring
Group COGMY, a Canrnadiar consortiuin put togetrer for tre LoOjeChL
2nd co nosed of three Canadian compantes, Comoncee NZoanaas, and
S5O

SHMC's production had been cecl.ring &v & ~atea
Sesnest pei o year when this prolect wac o moilanarn st oo
: apDraisal tezm andg SGhL coth felr tha cheoosnadian
TOTROD U woula be able to provide approssiate operational
SLLDOrY, despite '{s jack Of overseas experience actd the resg.caily
S fferany structures of Casadiar and Ghanian mires and tne
veshno . Lgies regulred for each.

AT ore point, 35 to 40 Canaaciars were worxkling in Ghara on
roval rratron of SCMC. Trey found trLvy rere ynprepared for the
Sua sl T, environmenca', and negrriogicar condlticns there Mary
Of them were unable to adapt to tnese condit:ons or to reiate o
cma i L,a's they were assigrnied to train in too managenent of

1
“
.=
A

caoLo e Ltton, As o a resait, trhe project began to fall berind
ned Traa were disagreesmenis over what needed to s adoae
2rd Wi Ccnlld pe Jore concer: g oél sonreil manggement. e
Tanad -G eschewed Loamning of counture o whom they peirce.vad
as dl* AD oY preparec for wraiming. Warg
i am thothe teghnoiGglion el e ¢ COMC s ing
~ers Q2 oset [Toduction targets wnat rere ued Ly
C v tne structure Lf e O acd otng
oo ant 2ThAaLicagy. Danv SuUpe” 150D ineT easing
ATl L rte

Iiaillor of dishutay Letweenn the two Dat
iction agged far peningd tne LaraTrs g2l Dy JGM,
tnree-year Ccortract retwesn L4 and SGMC

“xmira) v was not rerewed. Anag although SGMO productlion had
AT e o sughtiy, L was far Lelow (he saneciaticni ¢f coth uhe
Canad.ans and the Gharnians., TJTrair'ng act:vities nad failled to
meteria ze, and there was wholesale neyg:.igence n the tiransfer of
maraga2nant skilis to SGMC staff. The mining sector nad noct bdbeen
“renat.itated" by any stretch of the maginat:ionr.

Admittedliy, some of the problems CGM faced were
attric.table to the economic and policy envircnment Iin which SGMC
operated. However, Bank staft apparently recognized thelr and the
Ghanians’' mistake In the seiection of CGM as a twinning supplier.
At that point, Bank staff iocated and promoted an Indian mining
firm that operated under similar geological and technological
conditions as SGMC. This suggest'on was rejected by SGMC on the
grounds that the technology the indian firm would transfer was
outdated and iess sophisticated than that which a deveioped
country suppller could provide. The follow-up project ("Mining
Sector Rehabiiitation®) will prov de TA through a joint venture.

S Rt e
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- 100 - ANNEX 4

SELECTEN BANK PROJECTS INVOLVING TWINNING ARRANGEMENTS

Rermir ~- Rehatliitation anrnd Maintenance
Jotivig —~- ta Paz Mogaclsal Nevs cpemarnyg
Ethicpia -~ Severth Cducatic

Sraca - Agtoiroilaral Ser o.0es Ranabilool T
Ghana -~ Exgort Poanhzbiritation TA

Ghany - Miring vector Remabiiltation

o

Fara e PUblis Fnterprise
Guatemaia -- water SJpply Relanilita. ion
Maitawi --- Irstituticorar Development

Meiawl - Seco,nd Llongwe Yaler Yuppiy

Ma.! - - Titice du Noger QCOorsolidotion

Maa rtarid -~ Tomueanpnen Manag el

Yi e ; E_,»...‘,." - N miAN S R R T T T & TP Y P oy b
3t [ R N 4 S R Moy L LGy eEnigant

Nizer = T A NG R iiign AR nd isury

Fokilsian «< Funjan Urban Deveiopme: !

Swanda - Improevensnt of Fubile finance Management

.

Somalla -- T4 for the Baardhere Project

Toge -- Private Enterprise Development
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