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A. EXECUTIVE SUMMARY

A.I Programme Background

A.I.I Program.me

1. The evaluation ofthe First United Nations Transport and Communications Decade
in Africa, 1978-1988,(UNTACDA X), revealed that several areas, including human
resources and institutional development, had not reported improvements, mainly because
of difficulties in obtaining relevant data. Studies on manpower and training needs
concluded that human resources were being gravely under utilized due to poor or non
existent manpower policies, inadequate technical and managerial capability and
inappropriate institutions. In light of these, and in order to avoid their reoccurrence
UNTACDAH emphasizes the need for improvements in the area of human resources and
institutions within the transport and communications sector.

I' A J1* United Nations Devel0Pment Programme (UNDP), Economic Commission
for Africa (ECA), and other Specialized Agencies with mandate in this sector all
expressed mterest in assisting and strengthening human resources and institutional
development (HMD) in their respective areas of concern (sub-sector(s) or modefs)) As
a result, the UNDP, in collaboration with seven executing agencies, developed and
implemented the project "Human Resources and Institutional Development11 The project
was designed to study human resources performance within selected institutions or
operating organizations and promote improved understanding between Government
officials and managers, through workshops to be organized jointly by the agencies
concerned. . s ■

3. Definite responsibilities were shared among various agencies (ECA World Bank
UNCTAD, ILO, ITU, ICAO and IMO) with a view to undertaking case studies on Roads'
and Railways, Ports and Multimodal Transport, Road Transport, Telecommunications,
Civil Aviation and Shipping. The objective was to achieve a better understanding of how
to meet the legitimate concerns of African countries in an area of great political
sensitivity and operational complexity. The task is further complicated by the necessity
that any policy and institutional reform should be introduced while transport and
communications services continue to be available to the users. The agencies agreed that
the HRID programme should assist African Governments in pursuing their strategies tra
nsforming production structures, reversing the decline in institutions and building a
foundation for sustainable and equitable growth, the main thrust of the HMD
programme should be: ^^

(a) to stress capacity-buUding through a new drive for human resource
development, underlining quality, relevance and cost-effectiveness; to take
a systematic approach to strengthening institutions, both public and
private with the aim of scaling down overgrown public agencies and
directing their activities from controlling to promoting development-
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■S-&&Z5S3SS
infrastructure services;

(c) to pursue regional integration and cooperation and thus overcome the
fragmentation of African economies; and

(« to forge a genuine partnership between governments, donors and the
( Private sector that builds on all these elements.

A.2

» fi,r which UNDP and other donor support is envisaged is one
4. The programme for **«™J™F"» f fe reform human resource
ofappUedresearehbasedonmterventionatmeleve^po y ^ ^

development and institutional ^tunng in «fe*4V^ Jn^ efforts

h two major<*»^W*^££^1 of it, in order to reach

SSSSfea
ssr

sectoral syntheses) map out it»f^J*f^r?lSj«, participants reviewed the
sector's performance. During *^™»a^™SaTmade suggestions for
findings of the studies m theiW'rf J^S^wW"^^ *rainars'theDakar
future action. Among ^&*P^£%°£ heW at *e beginning of 1992, have
SSS^ra'fla'Sa - s^ic elements for future
programmes in HRID.

6. The prevailing constraints identified are as Mows:

(i) political interference by government;

ff ^Sg^dSndancy resulting in high service costs;

(vi) lack of accountability and transparency;

(vii) obsolete infrastructure.



DOC/HRID/PHASE II/PROG./92

Page 3

7. To eliminate most of these constraints the seminars' participants agreed that

restructunng the transport and communications sectors of African economies presents the

obvious radical solution. However, there is insufficient experience in Africa of how to

conduct restructuring so that it not only succeeds, but with as few negative side effects

as possible.Consequently, the seminars strongly requested that the HRID effort be

continued in the form of an applied research programme introducing restructuring at pilot

scale in transport and communications for the benefit of the entire region.

A.3 Steps Taken to Address the Problem

8. Based on the seminars' recommendations, intensive consultations took place

between UNDP and the participating agencies. A four year HRID programme in the

transport and communications sector was drawn up for implementation in selected pilot

countries willing to undergo restructuring, and in the region, the latter consisting mostly

of training and dissemination activities. Based on the experience and lessons derived from

the pilot countries, that is, using African experience, the programme should be able to

continue until the year 2000 and beyond. Intensive and extensive training programmes

at management and mid technical levels in human resource development will be planned

and implemented, making use of improved African training institutions. The four year

HRID programme will help to organize and initiate the restructuring process which will

continue thereafter, while the programme itself will periodically reassess the relevancy

and effectiveness of the process and, depending on its findings, redirect its course for the

remaining period of UNTACDA II, i.e, until the year 2000.

A.4 Why UNDP and Other Donors' Cooperation was Requested

9. The HRID programme was prepared with the support of UNDP through the

HRID project (phase I) which was executed by seven agencies. It covered a period of

three years (1989-1991) and eight transport modes. It conducted studies, organized

regional and subregional workshops and seminars on the findings of the studies and drew

up strategies, approaches and methodologies on how to eliminate existing deficiencies.

A recent evaluation of the HRID project confirmed its relevance and soundness and

strongly recommended continued support by UNDP and other donors for a second phase.

10. In approving the inter-country programme for Africa in the framework of the

UNDP's 5th Regional Programme Cycle (1992-1996), the African Ministers of Planning

identified transport and communications as one of the priority sectors for UNDP support.

11* Subsequently, in April 1992, the Division for Regional Programmes in the

UNDP Africa Bureau organized an ad hoc meeting of leading African intergovernmental

organizations and UN agencies to discuss areas of possible UNDP support in the

UNTACDA II programme. Four priority areas for UNDP intervention were identified

and recommended, Human Resources and Institutional Development being the first.
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millions of dollars.

A.5 Programme

A.5.1 peveinpment Dhjective

The programme will help African countries to develop human ™ces and
The P«««n. ^ coHmmunicationS sector in order to increase toe efficiency

of the sector, thus.benefiting national economies, by increasing

Capacity for human resource development.

f the Programme

A 5 2.1 i^P Objective 1:

reforms and manpower development and management.

A.5.2.2 immediate Objective2: s

f ^ To assist selected countries to conceive, design and, implement sectoral and/or

exerc^e and then disseminate them at the regional level.

A.5": : T"W^atp Objective 3:

African countries to
for restructuring their transport and

from the pilot interventions in selected countnes.

■>: ,/i : -'
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The expected impact of the programme will consist of the following:

(a) Restructuring of the transport and communications sector initiated and
made operational in 2-3 African countries;

(b) High quality and objective first hand knowledge for African governments
on what restructuring of their economies would entail including efforts and
resources required and benefits expected;

(c) A considerable number of African high level managers, transport
economists, researchers and human resource development specialists will
be equipped with the necessary knowledge on how to approach and
successfully conduct restructuring in their own country or in other African
countries, not only in transport and communications, but also in other
sectors. Technical Cooperation among Developing Countries (TCDC) in
the field of restructuring will reach a high level in the African Region.

(d) Increased interest and confidence among African governments in
restructuring their economies in general and their transport and
communications sector in particular, by applying a controllable, better
understood reform process.

A 5:2 Content

17. The UNDP and other donors of the HRID Programme arc geared to support
African countries which are interested in restructuring their economies through
expenmental/applied research on the restructuring process. This will include gathering
selected information on; restructuring, and then organizing and disseminating it for the
benefit of African countries to their educational, research and training institutions and
to a large number of managers, transport specialists, researchers and mid level
technicians who will receive quality training from the programme. More specifically the
programme will support the following main areas of activity:

(a) Commissioning sectoral and subsectoral HRID studies;

(b) Assisting selected countries in the preparation and the implementation of
Plans of Action; Work Plans, White Papers and Training Plans for
restructuring;

(c) Helping African managers, strategic planners, researchers, specialists and
technicians to undergo general training in HRID and HRID tailored to
their specific functional needs;



DOC/HRID/PHASE H/PROG./92

Page 6

(d) Assisting pilot countries in holding national seminars on the preparation
and implementation of restructuring either at sectoral level or at modal

(subsectoral) level;

(e) Guiding pilot countries through the restructuring process;

(f) Assisting African regions with dissemination seminars and workshops, etc.
on restructuring, to inform participants of the progress of the reform

process in Africa and elsewhere;

(g) Assisting the African region with the organization of a high level
conference on the results of this programme and on orienting the HRID

programme for its remaining period (1997-2000).

A.6 Inputs

18. The programme of restructuring envisaged here is a long-term process extending
over a period of ten years. It will require the cooperation of many donors and multiple
resources, but to initiate the process, a catalytic project is proposed which will be
largely, but not exclusively funded by the UNDP. This preparatory project will not only
initiate reform but also serve as a pilot or first phase which will provide the basis for
subsequent regional implementation. The UNDP and other donors will provide finance
for: short term consultants who will carry out specific activities of technical assistance
to selected countries committed to restructuring; studies and assessment preparation and
training in management and strategic planning, including training in such specialized
areas as transport and communications, human resources and institutional development,
technology utilization, etc; the organization of three regional and subrcgional seminars
and working groups and a Regional Conference to disseminate knowledge about the
restructuring process, its difficulties and benefits, the inputs required, conditionalities and
so on.UNDP will be requested to finance a HRID coordinator to assist in the

implementation of the programme.

19. It is envisaged that the distribution of funds to immediate objectives will be as

follows:

(a) 10% to preparatory activities (immediate objective 1) involving all

agencies for a period of one year;

(b) 60% to pilot country activities (immediate objective 2) involving
specialized agencies only for a three year period out of which one year is

reserved for actual implementation;

(c) 20% to dissemination and training activities (immediate objective 3)
involving all agencies for a four year period, EGA retaining its lead role;

(d) 10% to coordination and management of the programme, an activity under
the responsibility of the Steering Committee but delegated intersessionally

to the ECA.
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B. REGIONAL PROGRAMME CONTEXT

B.I Description of the General Situation in Africa

20. Africa's continuing crisis presents an extraordinary challenge to the development

community. Intellectuals and policy makers continue to search for solutions which will

put Africa on the path to recovery. While the crisis itself deepens. Following a period

of growth immediately after independence, most African economies faltered, then went

into decline. There were some exceptions, but Sub-Saharan Africa as a whole has now

witnessed almost a decade of falling per capita income, increasing hunger, and

accelerating ecological degradation. The earlier progress made in social development is

now being eroded. Overall, Africans are almost as poor today as they were 30 years ago.

This situation has spurred many African governments to undertake far-reaching reforms

and more than half have embarked on structural adjustment programmes. These give

grounds for believing that recovery has started. The last two years have witnessed

dramatic developments in political transition, creating new challenges and new

opportunities both for African governments and peoples and for their outside business

partners as they work towards accelerated economic and social development in Africa.

In the long run this development should prove beneficial by improving the transparency

and accountability of governments and broadening the ownership and the distribution of

the benefits of reform.

21. However, in the short run, the process of political change has to some extent

disrupted the process of economic reform, and it may continue, in the near-term, to slow

the pace of reform and thereby delay the supply response.

22. For some countries, the transition has been from civil war to relative peace, and

transitional governments are facing simultaneous large-scale demobilization and the

reorientation of their economic systems away from central planning and towards mixed

economies in which the private sector will have a greater role. A few countries have

already evolved peacefully from one-party regimes to multi-party systems. Others are

currently engaged in national conferences and constitutional reform, moving to more

open political institutions and planning elections in the near future. In some countries,

however, the direction and pace of near-term political development remain highly

uncertain.

23. The first generation of African leaders adopted economic strategies developed by
prominent economists of their time. Industrialization was believed to be the engine of

economic growth and the key to transforming traditional economies. Agriculture was

given the secondary role of supplying raw materials and providing tax revenues to

finance other development. To implement these strategies, African leaders believed that

government had to play the dominant role. Much was achieved. Starting from a low

base, African countries have significantly raised life expectancy and expanded literacy
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and health care. There has been enormous growth in the number of trained people, major
mvestaents have been made in Africa's infrastructure: roads, ports, telecommunicatom,
"wer The region has seen great success, as well as failures, and has accumulated
valuable experience in managing development.

24 Overall economic growth in the Sub-Sahara has averaged 3 4 percent a year since
Sil, aSon faster thin the increase in population. By 19Wtta«««» * some 450
million people had a total gross domestic product of neatly $135 billion, about that of
Belgium, which has only 10 million inhabitants.

ity, geographical location, etc. Per capita income vanes by a factor of 20.
hL considerable mineral and oil wealth, while others have almost none.

26 Despite this diversity there are common features in the problems
Saharan African countries: low levels of investment and ™>"^" ^
resources weak institutional capacity and human resources, and for more than _adecade
I SS trend of falling per capita income and accelerating ecological degradation.

27 Africa's economic performance has declined sharply in recent years: fa 1991
overall regional output grew at a rate of about 2.3 - percent, down from the 3.2
■££ gyrate for ?990. This was due to the --recession af^gcounme
of the Organization for Economic Co-operation and Development (OECD) which
deposed Ed and the prices of Africa's exports of oil and metallic m.nerals.

The deterioration in Africa's terms of trade and the lack of improvement in the region's
shl ™M trade, which remained at a mere 2.2 percent, continues. Preliminary
stTmaSltt^

in 1990 to about US$ 7.3 billion in 1991. Africa's external debt at the end of 1991
amounted to US$ 275. I*' billion, while on the social front breakdown in social services,
"teriomtion in all indicators of social well-being and the deepemng of poverty

* This rate is lower than population increase which is 3 percent

** Servicing this debt alone costs African countries US$ 25 billion annually
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throughout Africa continued. Prospects for modest regional recovery depend on recovery

in OECD countries and the extent to which this stimulates demand for African exports;

stabilization of social and political conditions in the wake of the democratization process,

economic liberalization and social transformation policies; and favourable weather
conditions throughout the region.

28. Economic conditions have had a negative impact on the development of all

economic and social sectors of African economies, including transport and

communications. The sector suffers from low investment and management problems.

B.I.I Brief Introduction to Transport and Communications

29. African countries have always been aware that transport and communications

constitute one of the most important development sectors and that the development

activities of other sectors, the socio-economic integration of the continent and the

promotion of intra-and extra-African trade depend on them. The success of efforts to

increase production and income in Africa depends to a large extend on the efficient

performance and effective support of the transport and communications sector.

Weaknesses in the transport and communications system greatly constrain economic and

social activities as well as efforts towards economic integration and trade.

30. A well planned, adequately maintained, efficiently managed and properly operated

transport and communications system is a prerequisite for development in all other

sectors of national economy. Agricultural development depends heavily upon access to

market and supplies; industry flourishes primarily when, transport costs are minimal, the

service reliable and capacity adequate. Accessibility to social and educational facilities

depends upon a good transport and communications system, Development of an adequate,

efficient and safe transport and communication system would, therefore, provide an

incentive to agricultural, industrial, economic and social progress in the country and

benefit theV entire population. The transport and communications sector contributes
indirectly to better distribution of income and implicitly to the fight against poverty,

particularly in the rural and sub-urban zones, and to the facilitation of work for women.

31. In support of the Lagos Plan of Action and as a result of the economic

environment in the early 1980's, African governments adopted several reform

programmes for economic recovery and development, structural adjustment, recoveryand

transformation, etc., all of which included transport and communications as a critical

ingredient in efforts to restructure and revitalize the African economies. Pursuit of
regional integration and cooperation to overcome the fragmentation ofAfrican economies

has meaning only if transport and communication networks and services are sufficiently

developed to support this integration and cooperation effectively.
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B.1.2 TTN Transport qnri Communications Decade for Africa

32 An important development in the transport and communications sector in Africa
was the proclamation of the first United Nations Transport and Communications Decade
in Africa (UNTACDA II) in 1977. This proclamation derived from the overwhelming
need to overcome important physical obstacles which were preventing African economies
from integrating and achieving collective and self-reliant development. The integration

process is conditioned by the physical, institutional and social infrastructure; by the
adequacy of production systems; and by the complementarity of African markets. The
transport and communications sector in Africa represents the basic, sine-qua-non,

structural element on which the integration process must be conceived and developed.

33 The experience drawn from the implementation of UNTACDA I was particularly
rich constraints were identified and valuable lessons learnt. The evaluation of the Decade
programme demonstrated that the efforts made and progress achieved in the franspo^and
communications sector were far from adequate. At the end of UNTACDA I the state of
development of the transport and communications sector, mode by mode, can be briefly

summarized as follows.

B.I.2.1 gn?H and Road Transport

34 More than 90 percent of Africa's transport is by road, with a fleet of
approximately four million vehicles, most of which are privately owned Operating costs
are high and capacity utilization is low. High costs (2.5-3 times higher than those of
other regions) are due to inadequate regulatory requirements caused by government
oversight or excessive regulations, poor conditions or frequent road inspections.
Cumbersome customs procedures compound the preceding cost elements, resulting in
transport costs which are 15 to 35 per cent higher than they should be, and either making
commodities less competitive in the market or making African farmers more
impoverished. Therefore, road transport fails to support development and has become an
unavoidable barrier in the path of African economic recovery A 10 per cent^reduction
in road unit transport cost would result in annual savings to Africa of US$ 12 billion.

B.1.2.2 Railways

35 The fragmented and obsolete railway network of Africa with its nine gauges, has
a very low density, 30 times lower than the European network, and is in accelerated
decline The main reason for decline is the non-adaptation of railways administrations
and their respective governments to the changing market and economic environment
They continue to be run as Government departments with regulated tariffs, wages, staff
service conditions and railway service obligations. The role of the railways is not clearly
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defined, corporate objectives are blurred and institutional and organizational
arrangements are weak and defective. Financial viability takes second place, and resource

stringency is reflected in a severe shortage of funds for the procurement of maintenance
and renewal material. Government regulations on tenure of staff, a lack of incentive
systems, strong unions, poor personnel management policies and restrictive labour
practices give rise to lack of discipline, low morale, reduced productivity and an exodus
of efficient and skilled staff. Road competition has resulted in railways being left to carry
low rated traffic at tariffs below cost, so that they have been a major drain on national
finances, without any corresponding economic benefits to the country or countries
concerned. This has international implications in that the transit traffic to land-locked

countries is adversely affected by railway performance and capacity in the transit
countries. Measures have been taken to rehabilitate networks, and reforms are underway
to make African railways more competitive, with improved quality of service.

B.l.2.3 Shipping

36. The sea-borne trade of developing Africa in 1989 was estimated at 615.8 million
tons or 7.8 percent of the world total. This represented a reduction of 1.3 per cent
compared with 1970. More alarming still is the fact that the merchant African fleet in
1989 accounted for 7.3 million cwt, corresponding to about 1 per cent of total world
shipping while today only .5 per cent of that total belongs to Africa. It consists of small
ship-owning and jship-operating companies serving mainly national trade.

B.l.2.4 Ports

' 37. The s were a period of rapid expansion in the seaports of Africa: total berthing
capacity for ocean-going vessels increased fourfold, from 150 to 600 berth in the 80
largest ports. There was, in particular, substantial investment in the construction of
uniti2ed and bulk terminals to meet the demand of technological change in shipping.

38. The distribution of sea ports has changed little, most investments continuing to
be directed to the expansion of facilities at long established locationsv%st coastal states
have few major ports, and these handle comparatively low traffic volumes by
international standards: very few handle more than 10 million tons annually.

39. The sea ports of developing countries in Africa are known for their low output,
high operating costs and high maintenance costs and, generally, for poor quality service
to users. Low quality of port service and high costs represent an important impediment
to the expansion of external trade for AMcaacountries, thus preventing them and their
populations from benefitting from port investment.
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B.l.2.5 Mlitimttfr1 Transport

the advantages of containerization.

IlS
ro-time operations and for managerial and statistical purposes.

B 1 2.6 (\\X TTansPort

obsolete fleets which are becoming increasingly expensive to operate.

YamoussoukmDeclarationadoptedin 1988 by^AfricanW^
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B. 1.2.7

B.1.3" Gl
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the decade, still remain unresolved:

(c)

(d)

(e)

Efficient and sustainable maintenance capacity and

Non-physical barriers: they continue to hinder the traffic flow because of
cumbersome administrative and legal procedures;

anagement and operational inefficiency persist through out the
Poor m

entire sector;

inadequatehumanre^^
and communications systems efficiently;

African economies;

■
populations.
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Conference of African Ministers of Transport, Communications and Planning called for
a second Decade for the development of the sector in Africa from 1991 to 2000 African
governments therefore requested the United Nations General Assembly to proclaim a
second United Nations Transport and Communications Decade in Africa (UNTACDA
H) for Ihis period, in order to continue focusing African and international attention on
the needs of the transport and communications sector in Africa. ECA was nominated lead
agency for the decade and charged with coordinating the Decade's activities.

52. The global and sectoral regional development objectives of UNTACDA II were
approved by the Conference of Ministers of Transport, Communications and Planning
in November 1989 in Tangiers, Morocco. These provided the basis for formulating thi
strategies and programmes of the second Decade.

53. During a two-year bridging period, 1989-1990, an intensive preparatory
programme took place, mobilizing all relevant United Nations agencies and African
intergovernmental institutions and organizations. The objectives of the decade were
defined and strategies for implementation were established and adopted. The work was
monumental It consisted of several sessions of the Conference of African Ministers of
Transport, Communications and Planning, of the Inter-Agency Coordinating Committee
(IACC) composed of all relevant UN agencies, African IGOs and institutions implicated
in the implementation of the decade, meetings of sub-regional and sub-sectoral workine
groups and Natonal Coordination Committees (NCCs). A Resource Mobilization^
Committee (RMQ was set up as a subsidiary organ of the IACC, to advise and assist on
the formulation ofdecade projects and the technical and financial viability ofprogrammes
in order to attract much needed resources for their implementation.

B-2 UNTACDA TI

ZlJ??J£? Decade1.f°r TransP°rt ■*« Communications in Africa is intended to
respond to Africa s overwhelming need for new economic bases which will encouraee

Tr^rnTTinT'UO'\Of *" """^ whUe avoidinS a "***» °f «* mistakes^
UNTACDA I. The implementation of new transport and communications structures
should be amajor support to the productive sectors, ensure their development and make
mem competitive worldwide. Another fundamental part of the programme regards the
rehabilitation and maintenance ofinfrastructure and of equipment, to allow an amrcmriate
level of service. At the same time, the programme of the decade is coSdt
promoting human resources and private enterprises. Finally, the programme should
encourage toe establishment in Africa of more industries related to .he transport and
communications sector in order to reduce dependence on external markets and Ae cost

to>ZtTZ'17^Tk Ti?"? term °bjective of ae a*01*to that of the first( For its global objectives please refer to Annex I)
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55 The strategy of the UNTACDAII programme emphasizes critical problems which
need regional and subregional cooperation. A multisectoral approach was adopted in
^^Xond to the reeds of various social and economic sectors, and criteria were

section to serve as guidelines for African governments and subregional,
sectoral organizations and for the specialized UN agencies.

56 The strategies and programmes of action for each mode (sub-sector) are presented
m AnneJ II rf to docuS. The major needs identified by these strategies are as
follows:

(a) to undergo profound institutional reforms;

(b) to improve management of services;

(c) to develop and properly utilize human resources;

(d) to rehabilitate and maintain infrastructures and equipment;

(e) to judiciously extend systems which are economically viable.
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C THE HMD PROGRAMME; BACKGROUND AND JUSTIFICATION

C.I Prior Assistance

C.I.I Human Resources and Institutional Development Project ri9ftQ-1QQn

57. The constraints of the first Transport and Communications Decade as well as the

long-term objectives and strategies of the second clearly show that the major development

obstacles to the achievement of sectoral objectives are of human or institutional nature.
More effort and resources should be devoted to this area in order to bring qualitative and

quantitative change. The evaluation of the first United Nations Transport and

Communications Decade in Africa as well as other studies on manpower and training

needs in various transport and communications subsectors show that human resources in
Africa were gravely underutilized due to poor or non-existent manpower policies,

inadequate technical and managerial capability and inappropriately developed institutions.
In light of these findings, and in order to avoid a recurrence of the same phenomena at

the end of UNTACDA II, the UNDP expressed interest in assisting the strengthening of
the human resources and institutional development (HRID) during UNTACDA II. Several

other UN specialized agencies and the Economic Commission for Africa were equally

interested in this area. The UNDP subsequently convened an interagency workshop in
Debre Zeit, Ethiopia, in May 1988 to review the various project proposals in the
transport and communications sector and to work out a strategy and a methodology for

funding and implementing the HRID programme.

C.L2 Objectives and Strategy of the HRID Project

58. As a result of the Debre Zeit meeting, the UNDP, in collaboration with seven

agencies, developed and executed the first phase of the project "Human Resources and

Institutional Development in the Transport and Communications Sector of Sub-Saharan
Africa".

59. The project was aimed at enhancing the sector's institutional and
organizational/operational effectiveness so that this vital sector could make its intended

contribution to Africa's development. More specifically, based on case studies
methodology, the project was designed to:

(a) identify the factors which promote or constrain satisfactory organizational

and human resource performance, and causal factors within selected

institutions or operating organizations (public and private enterprises);

(b) promote improved understanding and disseminate information about these

factors and related strategies in order to overcome them and, through

workshops to be organized jointly with ECA and other specialized

agencies with mandate in transport and communications, to train African
government officials and managers.
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60 In order to identify the causal factors, the project undertook elaborate case studies
in most modes of the sector, related to enterprises, modal institutions and operational
entities. Agency responsibilities were defined and allocated as follows:

UNCTAD case studies and modal reports on ports and multimodal transport;

ILO case studies and modal report on road transport;

World Bank case studies and modal reports on roads and railways;

IMO case studies and modal report on shipping;

ITU case studies and modal report on telecommunications;

ICAO case studies and modal report on civil aviation;

ECA sub-regional and regional workshops to disseminate the findings and
recommendations of the case studies and the modal reports.

61 The aim was to use the lessons from these studies and reports in order to initiate
Programmes and projects that would improve the performance level of the sector. Modal
SmarieTwere developed from the case studies and a sector synthesis report was
S T i f tin and change that would strengthen the

were developed from the case studies and a y p
The report mapTout strategies for action and change that would strengthen the
onrTce. PaVt of the strategy was to disseminate the findings and to^ropo*

eT to effect change. ECA, in collaboration with the six partic pating UN
aSS organSand conducted eight sub-regional workshops and one regional policy
woSpXticipants reviewed the findings of the studies in light of the,r own
experience and made suggestions for future action.

C.1.3 M^h^^oev f"r Implementing and Manapinp the Project

62 The methodology/strategy for design, preparation, approval implementation and
management of the Sect was initiaUy conceived at the Debre Zeit meeung and

f UNDP tthr ith all the seven V*?*^ **%%*• w*
management of the Sect w y
modified over time. UNDP, together with all the seven V*?*^ **%%*
directly involved in project operations from the conceptual stage through.to_ite
implementation stage. As part of the strategy, each agency was given a free-hand to
execute the assigned project in its field of competence.

63 Agencies were requested to implement their respective case studiesand modal
summarie's within specified guidelines designed by the Steering Comnuttee/TheMe
Committee also provided the organizational framework for ensuring integration of he
moL summaries into a sectoral report and for linking those summaries directly to the
workshops.
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64. Participating agencies expressed satisfaction with the methodology's general thrust

and the results obtained: (a) the collaborative effort adopted reduced the traditional

bureaucracy and associated delays during the exchange of information and experience

between agencies; (b) the strategy minimized the waste of financial and human resources

that usually result from duplication of activities and efforts among agencies.

65. The role of the Steering Committee was found type very effective and useful. Its

periodic reviews and the activities of its ad-hoc subsidiary bodies kept the project on

course. ' ' "■■ ■ .-.•.- ,:■■..■.■

C.1.4 Quality of Modal and Sectoral Performance

66. The intermediate and final outputs of the project have all been delivered. The case

studies and modal summaries were found to be most useful and of excellefit Quality.
Constraining and promoting factors are clearly identified and classified m broad areas
that are similar in nature, and through the studies sufficient information hast been

gathered for moving forward. The quality of the sectoral report is also generally high.

It singles out the problems in broad terms and is therefore useful in a variety of ways to

'& variety of users, including policy and decision makers, practitioners, training

institutions, donor agencies and.technical assistance managers.

0:1.5- Achievement of the HRID Project Objective

■■■■-■ v .

67. The project was intended to fully achieve the first set of objectives, and to begin

the process of achieving the second. The first objective was achieved satisfactorily, but

in the process, new dimensions of the issues: tackled by the project have come to light.

This could imply, among other things, that it needs to be kept alive for a second phase

and beyond, in the form of a well built programme. The strategy for achieving the
second objective was to begin a series of sensitivity and awareness workshops.

68.' By incorporating the same policy instruments (workshops, symposia, etc.) mat

have been used under the first phase of the programme into the second phase, the

probability of achieving the project development objective (i.e. to enhance the

institutional organizational effectiveness of the transport and communications sector)

would not be very high. This is because symposia, seminars, workshops, conferences,

etc.! have less influence than actually implementing reform programmes at various levels

of complexity, dealing effectively with problems and with the associated human factors.

In order to fully meet this challenge, the HRID programme has been conceived for

promoting HRID at the highest operational level possible: assisting governments in

effective^ restructuring African institutions and operational entities and their human
resources in the transport and communications sector and modes. This will be done on

a pilot basis in a very limited number of countries,, complementing the seminars,

workshops and conferences, etc. It will essentially; be a learning process for the entire

African continent and for the UN development system, and the lessons learnt will be

disseminated all over Africa.
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c.i.6 T"*«n»atioiiai Fmmn-rnt ri* rm*"r r"nstraints

fid An assessment of the transport and communications sector in Africa shows that
most constSShumanorig^ poor management; **?"£"££?£
abundant or inexistent policies and regulations, unreliable services, lack ofgaming, lack
of incentives, too much government interference, high costs of services, etc.

?n The intention of the HRID programme is to make a genuine attempt to help
Tfrican gt mmer^ lime exis^difficu.ties and constraints and to set in motion
f^ri rocess in transport and communications of continental scale. This may

b^gr^Mepends on the level of commitment of the Governments
i countries and their rate of success in mobilizing ""^"g
during the restructuring process. The success or the failure of this

P^Sonstrationp^^
agencies concerned, as many African countries expected to be greatly influenced by tne
experience of the programme, in dealing with their own restructuring.

71 This approach - effective implementation of restructuring - represents the only
reasonable response to the concerns expressed by African countries dunng the HRID
SSS^SKd 1992. The approach is also in *» <^ I""*** *£*£«

which encourages market oriented management of the economy. The idea ot
I w Si mo^ smdies and seminars alone has been rejected, but most Government

™Ses at the seminars warmly welcomed the idea o combimng actual
notation with organized dialogue on policy and1 insUtuUonJ »*»«£■*
restructuring of operational entities; the latter would be based on experience ot

restructuring from pilot countries.

72 As it is the HRID programme would fall within the theme 3 management
development of'the UNDP prog^me support document—^^2
as it is concerned with national policy and strategy formulation and the reform process

in one of the key sectors of the national economy.

73 The programme is expected to profoundly affect the public service * elected
countries whose institutions are undergoing transition as well as a,d coordinatingpublic
tence, taxation, accounting, auditing and public enterprise management and
restructuring, including management training.

74. The backbone of the HRID programme, its immediate objectives otfputsand
activities, as well as its strategy and operational methodology, resulted from^Je= HMD
dinars in Dakar and Nairobi. Thus, the programme expresses the will of African
"menJfSS^determination to give priority to contributing effort and resources
to the process of restructuring their economies.

« This document refers to the national context. Since te V^^J^T^
the guidelines were applied, as far as possible, by analogy and wth conaderable fle
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C.2 Needs Assessment/Policy Dialogue

75. Six subregional workshops and one regional policy workshop were organized in

1991, followed by two major policy seminars organized at the beginning of 1992, first

in Dakar and the second in Nairobi. These seminars provided a much needed framework

for detailed extensive and intensive policy dialogue with African Governments about the

results of the HRID project and for formulating the direction of the HRID programme

until the end of UNTACDA II and beyond.

76. Some examples of the prevailing modal constraints which were identified and

might help to define the needs are as follows:

C.2.1 Road Transport

(i) too much emphasis on social policies to the detriment of economics;

(ii) lack of coordination;

(iii) lack of professionalism;

(iv) lack of adequate autonomy;

(v) lack of management competence;

(vii) abundance of non-physical barriers.

C.2.2 Air Transport

(i) political interference;

(ii) unfavourable economic environment;

(iii) inadequate eduction and training as well as lack of instructors;

(iv) lack of work culture;

(v) inappropriate organizational structure.
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C.2.3 Telecommunications

(i) non existent investment policy;

(ii) lack of autonomy in financial management;

(iii) poor quality of technical assistance;

(iv) organizational weaknesses;

C.2,4 Railways

(i) overstaffing and redundancy;

(ii) lack of funding;

(iii) weak management;

C.2.5 Maritime Transport

(i) government interference;

(ii) low income and lack of incentives;

(iii) mismanagement;

(iv) lack of training and inadequate HRID policies;

(v) undefined role of shippers' councils;

(vi) poor implementation of UNCTAD code of conduct.

C.2.6 EoHs

(i) Excessive control and interference by government;

(ii) insufficient inland transport facilities and equipment and inefficiency of

inland transport operations;

(iii) inappropriate management structures;

(iv) lack of up-to-date regulations;

(v) lack of comprehensive approach to HRID.
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C.2.7 Multimodal Transport

(i) lack of recognition of the profession by governments a»4 usejrs;

(ii) lack of appropriate legal framework;

(iii) rigid customs policy and practices;

(iv) little support provided by forwarders;

(v) lack of recruitment policy and internal mobility within companies;

(vi) lack of training structures.

C.2.8 Most Frequent Country Sectorial Constraints

77. As far as the constraints at the country level are concerned, the seminars have

identified the following;

(i) lack of accountability and transparency;

(ii) poor incentive structures;

(iii) management and organizational problems, including lack of appropriate

training for managers;

(iv) excessive government interference;

(v) lack of firm policies on recruitment and retirement;

(vi) lack of competent personnel;

(vii) overstafring;

(viii) obsolete infrastructure;

(ix) financial constraints.

78. A quick glance over the constraints at country and modal levels reveals that

political interference, poor HRID management and lack of training are the leading factors

causing poor performance in the transport and communications sector.
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79. The seminars provided further confirmation of the findings of the case studies and
modal reports. It was strongly recommended that any long term remedial measures
should be based on policy reform and the restructuring of human resources and
institutions and their related operational units. The seminar participants made detailed
recommendations on the management of the restructuring process, and helped the UN

agencies to decide the direction and the content of the HRID.

C.3 Thft Strategy of frft K*™ Programme (1993-1996)

80. The focus of activities to undertaken in Phase n is threefold:

(i) the promotion of policy reforms;

(ii) the strengthening and restructuring of institutions;

(iii) the improvement of operational efficiency.

C.3.1 prngr^me Approach

3 1 1 Intervention at modal level in a limited number of countries and intervention at
sectoral level in 2-3 countries to be agreed by the HRID Steering Committee. It
must be pointed out that the approach is, as far as possible, market oriented.

3.1.2 Examination of international experience of the best practices to deal with key
constraints in restructuring transport organization, including the utilization of on

going studies in privatization and logistics.

3.1.3 Design and implementation of training in HRID for mid level technicians, based
on the modular approach. Trained managers and strategic planners to be engaged
in restructuring through the most efficient methodologies.

3.1.4 In case of a sectoral approach, after careful preparation of the restructuring
process, simultaneous intervention at central and modal level will take place.

3.1.5 The pilot scale preparation and actual intervention, sectoral and modal, should
last about four years, and if successful, the acquired experience will be applied
and disseminated to the whole continent. Moreover, if the pilot projects are

successful, more countries are expected to follow, while the pilot countries
themselves may decide to continue implementing the restructuring process either

alone or with limited outside assistance in selected areas;
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3.1.6 Althqugh prime responsibility for the success or failure of intervention rests

firmly: with the Governments concerned, considerable responsibility rails

nevertheless on external partners who:

supported this approach; and

committed themselves to assist with making the reform a success.

3.1-7 Donors' financial and technical support should be commensurate with the

objective, outputs and activities of the programme and be entirely reliable over

the entire programme period. To ensure this, a "white paper" should be signed

between the donors and the Government of the pilot country, formally committing

the necessary resources on both sides.

Programme methodology: In order to achieve the programme objective the

following will be adopted:

3.1.8 Pilot countries willing to undergo the reform process will be identified and their

formal request for assistance submitted. The programme objective, i.e, the

refoirmation/restructuring of the transport and cororaumcations sector (at sectoral
and/or modal levels), must be an explicit objective incorpprated in their respective

national development plans and the necessary resources must be allocated.

3.1.9 The 2 or 3 pilot countries where reforms will take place will be selected on the

basis of the following criteria: ; A . ,,

(a) Formal interest expressed by the interested Government is a sine-

qua-non requirement of the programme.

(b) Countries where the restructuring process has started or is about

to start should be given preference. In principle it should be easier

to intervene in an environment already sensitized by restructuring

concerns than in a country where the structure of the economy is

still compact and highly centralized.

(c) Countries should show a satisfactory level of commitment and

preparedness;

(d) Countries should indicate the availability of sufficient programme

resources to meet the anticipated requirements.
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3.1.10 The selection of the pilot countries will be made by the Steering Committee. In
this regard, ECA will consult with UN agencies and IGOs,present responses and
make proposals to the Steering Committee, However, before doing so, ECA will
contact all the countries concerned, present them with the criteria and compile
information received on the countries' readiness to meet those criteria.

3.1.11 A comprehensive phased schedule (Plan of Action and an integrated Work Plan)
for the orderly implementation of the reform programme, will be established by

the Government assisted either by the UN specialized agency concerned, in the
case of a modal approach, or by all the participating agencies in the case of a
sectoral approach. It is expected that the national coordinator will play a key role

in this policy reform process.

3 1.12 Each pilot intervention will benefit from a comprehensive assessment of the
internal and external constraints faced by the sector or by the mode. To be
exact, a market, productivity and financial analysis should be performed
Mowed by an enterprise/institution analysis, problem definitions and a forecast

of future performance under different scenarios. This assessment will also
comprise a national and sectoral human resource policies plan which will be
relevant to institutions and organizations as well as to the operational
issues/practices which are related to human resource development and
management. Whenever such assessment does not exist, it will be prepared.
Restructuring /reforming measures will be recommended together with related
comprehensive strategic planning. The possible effect on other sectors of the
economy during implementation should also be considered and minimized or
maximized, according to its effect on the facilitation of the restructuring
required. This is an area where the inter-institutional committee will prove its

usefulness.

3.1.13 Specific "how-to" studies (labour, cultural, social, modal, legal, environmental,
training needs, etc.) will be carried out as required.

3 1 14 Well conceived, carefully organized and implemented Dissemination Workshops
will be held in order to finalize the detailed Plan of Action based on the
recommendations of the assessment and other studies, as well as on knowledge
brought from abroad by trained national staff and on inputs by specialized

consultants hired by the UN participating agencies. The Plan of Action must be
accepted by all parties (Government, concerned institutions, the transport
industry, UN agencies concerned, the private sector servicing transport, trade
unions, etc.), thus providing the sine-qua-non political consensus. An integral
part of the Plan of Action will be the Work Plan under which the sequence and

timing ofvarious partners' inputs will be specified.
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3 1 15 Based on the conclusions and recommendations of the Dakar and Nairobi
seminars, the more frequently occurring constraints faced by sectors or modes
will be the subject of specific studies to identity positive responses in the context
of the African region. These constraints will also be analyzed by the Steering
committee with a view to commissioning selective studies of a more

comprehensive nature.

3 1 16 It is expected that modern training modules on HRID for mid level technicians
will be prepared by an experienced UN institution, taking into consideration

available information and international practice.

3 117 Since efforts of the nature of this project are without precedent, sufficient time
should be allocated to it, particularly during the preparation period, to allow for
high quality inputs and activities which are well planned and carefully utilized.

3 l 18 While each UN agency involved will act as usual, that is, based on identifiable
project funding and technical abilities, maintaining continuous contact between
agencies, and between them and the governments concerned is an important
requirement. The relevant existing mechanisms should be maintained to respond

to this purpose.

3 1 19 The effectiveness and appropriateness of implementation methodology, which
ensured cohesion among UN agencies and worked so well during the first phase
of the HRID project, should be reinforced in order to avoid duplication, ensure

timely delivery and complementarity.

3 1 20 In order to ensure effective coordination and complementarity, to harmonize on
going activities and to learn from failures and successes, a light coordination
structure will be conceived and implemented for the entire duration of this
phase, e.g. four years. The location and composition of the structure will be
decided by the Steering Committee.

3.L21 Experience acquired and lessons learnt during the implementation of the reform
process in the countries selected for restructuring will be refined by a well-
structured monitoring and evaluation system, and made available to all other
African Governments interested in undergoing the same process in the transport

and communications sector. This experience will also be fully shared by the
subregional African economic intergovernmental organizations and the sectoral

institutions associated with the implementation of the HRID programme.
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C.3.2 Development Objective

80. To assist African countries in developing their human resources and institutions

in the transport and communications sector in order to increase the efficiency and

responsiveness of the sector by means of policy and institutional reforms and capacity

building in human resource development for the benefit of national economies. It is

recognized that for this type of reform to be fully sustainable, it would need from nine

to fifteen years of Government effort.

Immediate Objective

To undertake action oriented research to identify methodologies, policies,

regulations and performance improvement opportunities and strategies for

formulating programmes which will assist African countries with policy changes,

institutional reforms and manpower development and management.

Output 1.1

Making available up-to-date reference material (documentation, audio, video)

concerning world-wide experience in policy and institutional reform and

restructuring of the operational entities of the transport and communications

sector, and concerning experience of the design and implementation of

restructuring programmes in Africa and their results. (Detailed phase presented

in Annex III of this document).

Activities

1.1.1 Obtaining, selecting, adopting, adapting and classifying relevant

documentation to be used in the conception, formulation, design, implementation

and evaluation of structural reforms in the field of transport and communications.

1.1.2 Sharing such material among participating Governments, African

organizations, educational, research and planning institutions and the UN agencies

in the HRID project, in order to enrich their own knowledge and to enable them

to make proper restructuring decisions and provide pertinent and qualified advice

to countries on how to conduct the restructuring process.

1.1.3 Drawing up "now to" studies with universal validity on various subjects

including the market- oriented approach (privatization), logistics, etc. which will

guide the restructuring process by serving as inputs in the preparation of sectoral

and modal assessments, plans of action, white papers and other such studies, and
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the selection of the most effective approaches and strategies. They should also
Ss SeSStSrti identified by the Nairobi and Dakar seminars, cutting across
S Str»7cltries and dealing with various economic, techmcal, social and
physical aspects of restructuring.

1 l 4 Distributing such studies to all UN specialized agencies and African
org^tS^institutions to be used selectively and creatively in assisting
gTrnments with restructuring issues and practical applications ,n transport and
communications as well as in other sectors. The rationale of this activrty is based
~Sginterdependence between the transport and commutations sector
SfallS«Asocial sectors (agriculture, industry, natural resources,
eduction, energy, labour...) and within the sector itself.

1 1 5 Distributing such studies to African governments which are willing to
undertake policy ami institutional reforms and to restructure operational enut.es
in ortoto^chieve improved efficiency and a greater contribution to the national
economy from the transport and communications sector.

Trvmdiate objective 2

To assist selected countries in the conception, design and implementation °f
restructuring at sectoral and modal level based on a four year pilot approach, m
SETK fte best possible lessons on the policy reform process, and
suJiltiTdisseminate them at the regional level for the benefit of other
African countries willing to undergo restructuring.

Quiput2.1

A well articulated Plan of Action and a work plan incorporating major goals of
restructuring will be available for use by all parties concerned in the restructuring
™ It will include tasks and activities based on reformulated institutions,

organizations and operational entities, and on defined strategies leading to
Start policy «form and to increased efficiency in transport and
SmStions derations . Annex III presents a likely scenario for the
"cTrng proem which could be applied selectively to both sectoral and
modal restructuring approaches.
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Activities

2.1.1 Selection of pilot country (ies) for sectoral and modal restructuring, based

on formal requests from appropriate national authorities. In the process,

the selection criteria specified in this programme document will be applied

and the country's preparedness for restructuring will be assessed in the

greatest detail to ensure that the possibility of wasteful investment is
minimized. When selection difficulties arise, it would be opportune to

hold subregional HRID seminars for modal agencies in order to identify

the best country candidates. In the case of sectoral restructuring the final

decision on selection is taken by the Steering Committee which will also

designate the lead agency and the cooperating agency (ies) as the case may

be. The Steering Committee acts on the basis that it is responsible for

effective utilization of UNDP resources, and for orchestrating the process,

but it is not responsible for specific activities of the executing agencies.

Moreover, every effort will be made to internalize the restructuring

process as quickly as and as far as possible.

2.1.2 Preparation of a "white paper", specifying the government's intentions

regarding restructuring (sectoral or modal), its extension, the main steps

envisaged by the process and a rough estimate of resources, as well as

anticipated sources of financing. It should be kept in mind that HRID

programme funds would be used to assist the Government in the

preparation of the restructuring process and in managing and monitoring

the process itself.

2.1.3 Setting-up a national coordination committee, as a framework for an

organized dialogue between various partners. The chairman of the

committee should be an experienced high-level official, preferably from

a national body outside the transport and communications sector (or the

mode whose restructuring is envisaged). The Government should

nominate a national management team to direct the restructuring process

on a permanent basis, comprising the operational management of the

modes involved in the restructuring.
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2.1.4 Organizing and holding a well organized National Preparation Seminar

involving the participation of all interested parties with the following

objectives:

(a) To inform all parties concerned about the Government

decision on restructuring.

(b) To anticipate as precisely as possible institutional and

individual responsibilities and obligations, the main

activities envisaged, and their timing within the preparation

period and afterwards. Among such activities are:

preparation of a sectoral or modal assessment to determine

internal and external constraints, solutions, alternatives,

etc.; preparation of HRID and alternatives, etc.;

preparation of an HRID and labour policies study, a

training assessment study, a management study on financial

systems and taxation, a cost effectiveness study, etc;

(c) To raise awareness and start infusing a new work culture

into employees;

(d) To obtain commitment and support from all participants;

(e) To obtain suggestions for activities and measures required

for the successful implementation of the restructuring.

(f) To identify needs for management training and to make

suggestions on the type of training.

2.1.5 Finalization of the Plan of Action and its integrated Work Plan,

incorporating all activities related to the preparation and implementation

of the restructuring. Inputs for such.activities should come from;

(a) The National Seminar mentioned above;

(b) The sectoral (or modal) assessment;

(c) Various studies on international and regional experience in

restructuring transport and communications such as those

related to privatization, logistics, and management taxation.
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(d) Specific studies at national, sectoral or modal level on

labour, physical factors, sectoral or modal capacities,

training needs, improvements to service quality and other

areas identified by the national seminar.

81. The Plan of Action is needed to:

(a) Integrate the necessary interventions during the preparation

and implementation periods so as to achieve the objectives

of restructuring with maximum effectiveness;

(b) Draw up a realistic transition calendar for the restructuring

process;

(c) Define support and assistance needs;

(d) Provide the methodology to be used during implementation

of the process;

(e) Establish and define in detail the mechanisms for

supervision and periodic evaluation of the process;

(f) Define implementation strategies at all levels.

2.1.6 The preparation, adoption and implementation of a Training Plan for

managers and strategic planners and an intensification of modular training

of technicians in HR development in order to instill a new work culture.

2.1.7 Establishment of a realistic budget for the implementation phase and

holding of negotiations with the Government and donors regarding

financing. This should result in all parties concerned updating and signing
the White Paper to ensure the availability of resources for the

implementation of the reform.

Output 2.2

Implementation of the Programme

By the end of the implementation phase there should be a restructured transport

and communications sector (or mode(s)), and its institutions, organizations and

operational units should be functioning on the basis of new principles, rules and

philosophy.
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Activities

2.2.1 The Programme will assist the Government in implementing the following

main activities:

(a) Holding a National Implementation Seminar involving all the

parties identified by the Plan of Action, Integrated Work Plan,

White Paper and the Training Plan in or^er to:

(i) Seek firm commitment for restructuring from all

participants, and generate motivation and readiness for

methodical implementation;

(ii) Emphasize the absolute necessity for commitment and

support for the reform from the state and sector leadership

at the highest level and the necessity for proceeding with

restructuring in a orderly manner in line with the

provisions of the Plan of Action and the Work Plan.

Participants should feel that they are the authors of their

own reform policies;

(iii) Decide task distribution, and timing for implementation

according to the provisions of the Plan of Action and of the

Work Plan, and distribute relevant sections of the latter to

the administrative and operational units to be restructured;

(iv) Ensure that the process is internal and as active as possible;

(v) Encourage frequent organized opportunities for the

exchange of views on improved dynamic planning,

conception, and simplification of administrative procedures

in order to achieve increased efficiency. Particular attention

should be given to the views of the users of transport and

communications services on the quality and promptness of

the sector's services. Bottlenecks in regulations should be

eliminated and the potential economic-social conflicts

among others, be anticipated and minimized.



DOC/HRID/PHASE II/PROGV/92

Page 34

(b) Mobilizing the necessary resources for the implementation of the

Plan of Action;

(c) Involving the National Coordination Committee in the

implementation of the Plan of Action;

(d) Following-up the performance of the sector or mode being

restructured;

(e) Ensuring the implementation of the White Paper.

Immediate Objective 3

To help non-pilot African countries to prepare for restructuring their transport and

communications sector, and draw up their reform policies to restructure

institutions and operational activities, mode by mode or as a whole. All of this

will be based on the experience and lessons learnt by the programme for HRID

pilot intervention in selected countries.

Output 3.1

Deeper knowledge and full awareness on the part of African Governments as to

what restructuring entails: the effort required, long and short term effects,

changes in attitude and other areas ( the contractual role of Governments in

market-oriented arrangements, ownership, etc.), resources needed, commitment

(political and material) and other key elements related to the restructuring

process.

Activities

3.1.1 Hold two seminars on policy and institutional reform in the transport and

communications sector, for the benefit of African countries which were

not present at the Dakar and Nairobi seminars.

3.1.2 Hold one additional regional seminar on the progress of the reform

implementation in selected African countries, share the experience

obtained, difficulties encountered and lessons learnt.

3.1.3 Hold one high level regional conference by the end of the second phase

of the HRID programme to inform participants of experiences of

introducing restructuring at sectoral and modal level, in several selected

pilot African countries and the lessons learnt. Generate policy decisions

favouring restructuring in the region and seek views on the direction that

the HRID programme should take for the period 1997-2000. Emphasis

will be put on difficulties encountered, costs entailed and benefits

obtained.
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Output 3.2

Regional capacity will have been built which can deal effectively with human

resource and institutional reform in the transport and communications sector.

There will be an acceleration of restructuring efforts all over the African region.

Activities

3.2.1 Strengthening African training institutions, enabling them to undertake

training for high level managers and strategic planners.

3.2.2 Selectively networking African educational, research and training

institutions which have human resource development in their mandate in

order to increase their capacity though sharing experience and through

exchanging training and scientific material.

3.2.3 Periodic publication of an HRID bulletin on the achievements of African

countries in the field of restructuring transport and communications.

C.4 Participation of National Institutions

82. In view of the interdependence of the transport and communications sector with

all the other economic and social sectors of the economy, the countries selected for

restructuring should provide ah appropriate cross-sectoral information system and be

active in securing the necessary support for implementation of the HRID programme

from all other public and private entities as and when needed.

83. The resources necessary for the reform implementation including financial means

should be mobilized by all partners and made available as and when required.

84. Governments may decide to set up an internal inter-institutional mechanism which

would have the task of dealing with inter-institutional matters related to the

implementation of the programme.

85. The following institutions or categories of institutions and organizations are

expected to participate directly or indirectly in the programme:

(i) Ministries in charge of Transport and Communications and Ministries of

Public Works and subordinated bodies; transport authorities and

autonomous organizations, etc;
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(ii) Ministry of Planning and Cooperation;

(iii) Ministry of Finance and Economy, including customs administration;

(iv) Training centres, institutes of the transport and communications sector;

Art Research institutes and others with technical and technological capability
( } S, SnTport and communications sector, central and investment banks,

etc;

(vi) Other organizations, including national associations with transport

specificity or profile.

8fi It is also essential that the private sector and trade unions be associated with the
rStrucSSS«£•*S* stage up to the end^ If the private sector requires
external technics inputs, such requirements must be satisfied.

C.5 ^Ttir.ipati'onofECA

87. As lead agency for UNTACDA II, EGA should be responsible for:

(a) Ensuring coherence between the HRID pilot programmes and the

various other development programmes, projects and actions
related to UNTACDA II. An integrated Regional Work Plan is
recommended for this purpose.

(b) Working towards the establishment of a reliable regional
( information data system to be used by all partners for operational

and other development related purposes.

(c) Participating in resource mobilization in order to strengthen the
HRID programme and ensure its successful implementation and

conclusion.
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88. BCA will assist in:

(a) The submission of proposals to the Steering Committee from pilot
country (ies) of intervention during the first three years of the

programme.

(b) The establishment of an African Human Resource and Institutional
Development network comprising selected education, research and
economic planning institutions which focus on the transport and
communications sector. The network should be small to start with
and grow in line with requirements and the resources available for

technical support.

(c) Identifying and studying policy reforms and modernization
methods for pilot countries, in collaboration with other UN
Agencies. Also included should be regulations and human resource

management studies intermodal studies related to strengthening
technological and technical capability at the national and regional

scale.

C.6 Rationale of UNDP Involvement

89 UNDP support for UNTACDAII also means support for the HRID programme,
which is part of the decade and which is at the forefront of its development priorities.

90 The programme objective, human resource and institutional development, is at the
heart of the UNDP mandate, which explains why UNDP was one of the uutmtars of the
programme. In approving the UNDP 5th Cycle Regional Programme for Africa, the
African Ministers of Planning identified human resource development as the priority

area.

91 The successful implementation of the HRID programme would be a great
achievement in itself. The programme is expected to demonstrate clearly that
restructuring represents the only rational solution to achieving superior economic

performance in production and services in a democratized society.

92. The programme will also provide considerable continental capability for
reproducing the reform experience in other sectors of African economies.
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93. During the first phase, (1989-1991) UNDP retained full management and

coordination control of the HRID project through the chairmanship of the Steering

Committee and through substantive and financial inputs. The programme monitoring,

periodic reviews and evaluation constituted important tools for its effectiveness. During

this second phase the same arrangements will prevail. More details of coordination are

given in the following chapter, D.

C.7 Financial Summary and Projected Resources

94. Annex in gives a fair indication of the extent of operations at the level of the pilot

country and at the level of the region. It is assumed that, on average, an executing

agency would be involved in four modal reforms, two in pilot countries undergoing

sectoral restructuring and two in countries opting for partial restructuring of the transport

and communications sector. This would imply a maximum of 32 modal restructuring

exercises for the six UN specialized agencies.

95. It is suggested that the distribution of funds as against immediate objectives would

be as follows:

(a) 10% to preparatory activities (immediate objective 1) involving all

agencies for a period of one year;

(b) 60% to pilot country activities (immediate objective 2) involving

specialized agencies exclusively for a three year period, out of which one

year is reserved for actual implementation;

(c) 20% to dissemination and training activities (immediate objective 3)

involving all agencies for a period of four years, ECA retaining its leading

role;

(d) 10% to coordination and management of the programme, an activity under

the responsibility of the Steering Committee but delegated intersessionally

to the ECA.

96. Coordination needs are imposed by the geographical and modal sectorisation of

the restructuring effort and are therefore related to the 1st and 2nd immediate objectives

of this programme. This means that 80% of the total funds proposed support the

restructuring process.

97. The UNDP's contribution to the HRID programme should cover most of the

preparatory activities envisaged for the first three yean of the programme, and should

have a catalytic effect on their efforts to mobilize donors* support for the entire HRID

programme.
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C.8 fie|ie.fipiaries

100. The project is designed to benefit the African member states by providing them

with high level technical assistance that will enable them to adopt reform policies at

macro level, to restructure transport and communications institutions and operation units.

The Direct Beneficiaries

101. These will be transport and communications ministries or departments, modal

institutions and operation enterprises as well as peripheral units which will obtain

technical advice and guidance. Their managers, high level officials and mid-level

technicians will undergo training to enable them to perform adequately during the

restructuring process. This category of direct beneficiaries also includes African

specialists in the transport arid communications sector, researchers, etc., who will

undergo long-term specialized training.

The Indirect Beneficiaries

102. A large number of employees in the restructured institutions, enterprises and

operational units will enjoy better management of personnel, with competitive entrance

examinations, regular staff appraisal as the basis for promotion and accurate personnel

records that correspond exactly to the payroll. Selective improvements in the pay

structure will be operated to attract and retain highly qualified and meritorious staff.

The Target Beneficiaries

103. These are the users of the restructured transport and communications sector who

will benefit from the resulting improvements in services which will be of higher quality,

more appropriate and cost-effective.

C.9 Expected Situation at the End of Programme

104. The following developmental results and potential capabilities are expected to be

made available through the implementation of this programme:

(a) About 25-30 sub-sector (modal) institutions, and their subordinated

enterprises and operational units will be fully restructured and progressing

towards consolidation and sustainability.

(b) A large number of selected African educational, research and training

institutions will be capable of preparing case studies (assessment studies)

and training high level officials, managers and transport specialists in

human resource and institutional development.
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(c) Several more African governments will be prepared to undergo total or

partial restructuring of their transport and communications sector, while
,, others will already be undergoing the process.

(d) Organized, well- documented, reference units on restructuring will be
available and ready to support the restructuring process, wherever and

whenever it takes place.

C.10 Responsibility for Programme Preparation

105. Following the policy dialogue at the Dakar and Nairobi seminars which defined
areas of intervention for the second phase of the programme, its methodologies and its
approaches, the HRID Steering Committee met twice to discuss the follow-up of"tlie
programme, A working group composed of ECA, World Bank and ILO was directed by
the committee to analyze die project submissions by the various members,of the
committee and to undertake action for the formulation of the HRID programme and the

legal framework required by UNDP for the continuation of HRID research activities

under a second phase. The working group met in Addis Ababa at ECA Headquarters

from 19 to 21 October 1992 and took the required measures for the preparation and

presentation of the programme support document to the Steering Committee's session of

16-19 November 1992, in Geneva. ,,,
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D ■■ INSTTTUtlONAL ARRANGEMENTS FOR TBE MANAGEMENT AND
COORDINATION OF THE HMD PROGRAMME

106 The Steering Committee (SC) chaired by UNDP is responsible for overall
coordination and management of the programme.

107 The ECA and the special agencies of the

OAU b^comi a fuU member of the SC, representing African Governments.

UNDP's country IPF funds.

D.2, frntififflrtfa" for Coordination

implementation, ana to narmom« »» ....u.^.™... —--- - nIOcess for

DTOEramme It should preferably start at the beginning of the programme process, tor

mmim
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Committee. He will report to the Technical Committee. This arrangement is logical and
justified considering that the Technical Committee is composed of ECA, World Bank,
ILO and ITU. The Technical Committee will have the foUowing responsibilities:

(a) to examine, review and recommend various proposals emanating from

executing agencies, countries, KjOs etc...

(b) to review and consult periodically over reports from other executing

agencies.

(c) to analyze modal work plans and consolidate them in regional plans to be
distributed to the members of the Steering Committee.

110. In view of the extraordinary complexity of this programme <™P^f* a£uf*?
of projects implemented by seven agencies (ECA, ILO, World Bank, UNCTAD ICAO,
IfclO and ITU) each of them intervening in more than 3-4 countries, the coordination
function of the HRID programme becomes vital for programme functioning, coherence
and success. The importance of coordination has been emphasised on several occasions
by the Steering Committee of HRID during its meetings. The programme coordinator
should also implement technical, operational and administrative functionsi which neither
the HRID Steering Committee nor the Technical Committee would be able to perform
given their working patterns and the limited number of short meetings per year (3-5 days

each).

111 The need for programme coordination is also advocated by the UNDP itself. Such
a need becomes critical in the case of the HRID regional programme, in view of its
fragmented structure, the need for articulation among its various components and the
obvious necessity to find a reasonable substitute for the absence of a strong counterpart
organization. Obviously, the permanence of the Technical Committee would add to the
strength of the coordination mechanism.

D.3 Maximizing Fy^tfnP Arrangements

D.3.1. prerequisites

112 The programme is placed in regional context, where ECA is designated as the
lead agency for UNTACDAII and coordinator of UN operational activities.

113 The HRID Steering Committee chaired by the UNDP is to be maintained with the
previous structure and mandate, but strengthened by the inclusion of OAU as a full
member of the Committee and as a representative of African Governments.
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114. A programme coordinator is strongly advocated by the UNDP rules and the
members of the HRID Steering Committee. In the national/country context tt is the

UNDP/RR who plays the role of coordinator.

115 Both programme management and programme coordination are carried out by the
Steering Committee. They can and should however be delegated intersessionally by the
decision of the Committee and agreement of UNDP.

D.3.1. Assumptions:

116 There would be an intersessional HRID Technical Committee chaired by ECA
with World Bank ,. ILO, ITU and UNDP as members. Other members will participate

on an ad-hoc basis.

117 There should be coordination at the country level, where more than one mode is
undergoing restructuring. This coordinating function is expected to be assumed by
natofal authorities. On the UN side, the RR/UNDP is the coordinator for the UN
family, assisted by the UN participating agency with highest operational involvement.

118 It is accepted that a strong coordination mechanism should be set up in the case
of the HRIDprogramme, in view of the widespread nature of operations and the fact that
responsibility for execution is shared between seven agencies.

D.4.

119. The following arrangements are designed for the management and the

coordination of the HRID programme:

(a) The Steering Committee works in brief sessions.

(b) The Technical Committee which will report to the Steering Committee

(see para. 109)

(c) The HRID coordinator will report to the Steering Committee through the
Technical Committee (see the TOR attached). Coordination at regional
level is to be achieved within the proposed mechanisms (Steering
Committee, Technical Committee, ECA), keeping their membership
flexible, extending it as necessary and recognizing ECA regional

responsibilities.
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(d) Coordination at national level remains the responsibility of the host

Government. However, the Chairman of the National Coordination

Committed for the transport and communications sector should be a

!i member of tfee interinstitutional coimTnttee.,Whenvmore than one UN

executing agency is involved in the restructuring, the lead agency;.fijf th$
programme will be designated by the Steering Committee, 'this
representation is subordinate,to the RR/UNDP who is the UN Coordinator

for operational activities at Jhe country level.

(e) In order to facilitate internal consultations among national institutions in

pilot countries, particularly when restructuring is extensive, and affects

more than one mode, the Government is strongly recommended to set up

an interinstitutional committee for the duration of the restructuring

process. The mandate, membership and rules of procedure for this

committee will be established by the Government. UN agencies, UNDP

or UN specialists could be invited to the proceedings of the' committed.
On such occasions, the HRID programme cannot make any commitment

without the explicit agreement of the Steering Committee.
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E. MONITORING AND EVALUATION

120. The HMD programme will be subject to tripartite reviews (TPRs) by

representatives of the OAU, participating agencies and the UNDP, at least once every

12 months, the first such meeting to be held 12 months after approval of the project

document by the UNDP, and definitely no later than 18 months after the date of approval

of the programme document. For each tripartite review meeting, the HRID coordinator

shall prepare a Programme Performance Evaluation Report (PPER). This report will be

based on PPERs prepared arid made available by the executing agencies two months

before the TPR meeting.

121. A terminal project report will be prepared at the terminal TPR meeting. It will

be prepared in draft by EGA, assisted by the HRID coordinator, sufficiently in advance

to allow review and technical clearance by the executing agencies at least four months

prior to the TPR. The terminal report will be prepared on the basis of the integration of

agencies* own terminal reports which must be prepared and submitted six months before

the date of the terminal tripartite review.

122. The programme will be subject to two evaluations, the first 20 months after the

start of operational activities and the second six months before its termination date. The

organization, terms of reference and timing will be prepared by UNDP after consultation

with all parties participating in the execution of the programme. In order to benefit

operations, these Evaluations Reports will be distributed to all agencies and will be

discussed by the Steering Committee at the first session following each evaluation. The

second Evaluation Report will recommend the direction and the content of the HRID

programme for the remaining period of UNTACDA H (1997-2000).
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F. PROGRAMME JUSTIFICATION

123. This programme is conceived as an extension to the first phase of the HRID

project implemented between 1989 and 1991. The programme is characterized by serious

applied research to provide sufficient and reliable information for focusing and planning

development activities beyond 1996 until the end of UNTACDA H in 2000. The

advantages and disadvantages of restructuring are briefly presented in this section. The

sum of them constitutes the economic justification of the HRID programme.

124. At the preparation stage of the HRID programme, the countries which will

undergo pilot restructuring have not been identified and consequently their specific needs

in connection with restructuring policies and modal and sectoral characteristics are not

known. In approaching this chapter the following two assumptions are made:

(a) that the UNDP will provide external assistance for policy formulation,

guidance on institutional reform, training and, in particular, technical

.support at the preparation stage of restructuring. Limited, timely technical

assistance will also be provided during the implementation phase at the

request of the participating Governments.

(b) that the assistance required for actual implementation will be made

available by the Government from its own resources and from its

cooperation partners, i.e public and private banks, the private sector etc.

125. Technical assistance is essential to provide advisory services, both foreign and

domestic, to assist Governments which decide to apply partial or total restructuring to

the economies of their countries. Expertise offered by the UNDP and its executing

agencies plays an important role in advising Governments on alternative ways of

restructuring, on the valuation of assets, the identification of potential internal or external

buyers, structuring and negotiating deals, and generally acting as "honest broker".

Outside experts can not only help Governments to strike a good bargain, but can

sometimes also help to reassure Governments and the public about the impartiality and

integrity of the process.

126. Capital assistance is often needed in implementing the restructuring programme,

in order to rehabilitate, reorganized, reequip institutions, enterprises or operational units

to make them operationally efficient. Efficiency is the deciding factor in any of the

following three alternatives to be selected by the Government:

(a) retention of ownership and management by the State;

(b) retention of ownership by the State but privatization of management;

(c) joint venture.
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127. Capital assistance will be required in one or more of the following alternatives:

(a) liquidating the indebtedness of the enterprise either wholly or partially;

(b) paying for employment redundancy and providing incentives for the

remaining staff;

(c) improving the existing infrastructure or replacing it either wholly or

partially;

(d) wholly or partially replacing pieces of equipment. However, in the case
of privatization of ownership, the buyer should be given the option to

purchase the kind of equipment he or she considers most appropriate;

128. In principle it is axiomatic that the deeper restructuring is, the easier it will be to
obtain external financial support for the process. As a matter of caution, the cost of
restructuring is generally high, complex and poorly estimated. It is expected, however,
that in view of the importance of restructuring African economies, both Africa and for
ihe world economy, the donor attitude should be positive and support should be obtained
without major difficulties. However, the firm commitment of the interested country and
the reliability of its restructuring programme must be prerequisites.

129. Fj?onomic'benefit of restructuring: The economic benefits of restructuring are
maximized when Governments make enhancement of efficiency, their primary goal.

Successful restructuring should result in at least in one of the following benefits:

(a) a reduction of government operating deficits;

(b) the improved efficiency and effectiveness of the transport and
communications industry through superior management practices and the

creation of competitive markets.

(c) a resolution of long standing political and labour problems;

(d) the provision of funds from the disposal of assets, as the case may be.
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130. Other heneffrigries of restructuring:

(a) Users of the transport and communications sector who require reliable,

speedy and cost-effective services;

(b) employees seeking stable employment for an adequate reward with career

opportunities and appropriate benefits;

(c) communities adjacent to the transport infrastructure, who require that its
operations be mutually satisfactory and environmentally sound.

131. Obstacles to restructuring: H

(a) In African countries there are .&fa\y: to be significant objections to

restructuring; ■•■• :

(b) private entrepreneurs may not agree to make large investments without

substantial government guarantees;

(c) there may be strong opposition from workers' unionsto restructuring and

to making surplus workers redundant, even if compensation is generous;

(d) the lack of competitive market conditions will have to be dealt with by
suitable State regulation. Such regulation is needed at any level of

involvement by the private sector;

(e) privatization of infrastructure seems to be the most difficult area of
restructuring in most countries, not only in Africa, . r

F.2 Negotiations with Governments of Pilot Countries

132. The various elements covered by this chapter should guide the UN executing
agencies oi the HRID programme in their negotiations with the Governments of pilot
countries and in the decision-making process on the selection and retention of such
countries for the preparation and implementation of restructuring. In principle, the
executing agencies should be in a position to provide technical advice and assistance in

the preparatory process, as follows:

(a) to develop and install the regulatory framework;

(b) to restructure any regulatory institution;
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(c) to restructure enterprise^) before offering them to the private sector for

management or sale;

(d) to prepare plans for the involvement of the private sector.

1331 These elements provide reasonable guidelines for assessing the costs (internal and
external) of the reform once the actual environment is known (country, sector, mode(s),

enterprise^) and the related infrastructure, services etc). They will also help with

estimating the volume of work involved and the duration of the process. In principle,

project components which deal with physical improvements such as infrastructure,

equipment, etc. can be implemented with relative ease and reasonable speed. Project

objectives that deal with reforms Of, or within, established institutions are very difficult
to implement. To successfully implement commitments of this nature often requires

consensus to be reached among many divergent interests, and might involve a change in

legislation. The cost of restructuring in this case could be very high.
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G. SPECIAL CONSIDERATIONS

G.I Resource Mobilization

134. Restructuring is a process which requires substantial financing in order to bring

state owned enterprises to a marketable state. The least developed African countries do

not have the necessary resources to cope with the situation and the obvious alternative

would be donors' assistance. This programme represents a good opportunity for

coordinating effort from the participating Government, executing agencies, ECA and

UNDP and for setting up specific strategies adapted to the country's particularities to

make good use of national resources allocated for this purpose and, if required, mobilize

supplementary donor help.World Bank and UNDP experience should help in formulating

such a strategy. The local UNDP Resident Representative should be a central figure in

this effort.

G.2. Capacity Building

135 The HRID programme will clearly demonstrate that countries should direct their

efforts on the basis of a longer-term framework; they need to recognize that capacity
building is at the heart of the matter and that strengthening institutions and developing

capabilities is a long-term process that demands vision and persistence over decades, not

years. The four year effort envisaged by this programme is no more than a humble
beginning which will only bear fruit in 6 to 9 years from now, at the earliest, assuming
that the recipient Governments provide good leadership and that donors persevere in their

efforts.

G.3. Market Orientation. Transparency. Incentives

136. The programme will certainly put considerable strain on the participating

Governments, which are expected to make a special effort to mobilize and manage their

own development resources. In addition, the governments are expected to:

(a) delegate as many implementation tasks as possible to private enterprise,

non-governmental organizations and local communities;

(b) promote planning and decision-making practices involving the participation

of all interested parties (government, local communities and donors);

(c) satisfy the need for improved public accountability and more open

dialogue within governments with free exchange of information;

(d) provide incentives for promoting competence in managerial leadership and

staff development and retention in order to attract and sustain good quality

local talent.
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G.4 Bottom-up and Top-down Strategic

137. The Dakar and Nairobi policy seminars established that in all circumstances the
bottom-up strategy should prevail. This programme document is faithful to this strategy
in the sense that before its development partners undertake any activity at the country

level the Government position will be sought and it will prevail. This means that in all
matters related to the implementation of development activities in a country it is the

Government of that country which handles policy, decision-making and implementation.
The role of its development partners is to assist with the development effort. Within the
development process itself however, both strategies, bottom up and top-down, should be
feasible as they are complementary arid mutually supportive. Eliminating the top-down
strategy implies eliminating the role of the Government in the restructuring process, and

the ability of enterprises to respond to incentives. Equally, the elimination of bottom-up
strategies would mean ignoring the potential role of business communities and employees
involved in the same process. A brief analysis of the activities planned for the
implementation of this HRID programme confirms the validity of utilizing both strategies
in order to maximize the results of the restructuring process.

G.5 Management Not Technology

138. The same seminars in Dakar and Nairobi reached a consensus on the prevalence
of management over technology during the implementation of the HRID programme. It
is certainly a matter of emphasis as in any case the two cannot be dissociated. It should
be pointed out that technology and technical change are major driving forces behind the
structure of production, the opportunity for trade, the increase in international
competitiveness, and the growth of national income. In order to use technology
successfully, a country needs technological capability, which is the ability to scan, assess,
select, use, assimilate, adapt, improve and develop technology that is appropriate to
changing circumstances. Technologicaicapability is embodied in people and institutions
and requires networks and interactions among many types of information systems and
agents. It is important because technology is constantly changing, and enterprises and
countries must be able to react and take advantage of such changes and new possibilities
in order to make more efficient use of limited resources and to remain competitive.
Technology is not hardware; rather, it is the use of knowledge, means, processes and
organizations to produce goods and services.

139. It is therefore important for this programme to conceive, design and implement
adequate training schemes for managers and to select candidates with potential who can
be adequately trained and respond properly to the challenges of development.
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G.6 National ExeqjtfoT1 and T^rfr™?1 Cooperation among Developing Countries

140. The restructuring process at all levels, policy and institutional reform and
operational restructuring is so conceived that the Government will constantly be in the
forefront of the development effort. Although the Government cannot be the executing
agency of this regional/applied research project, it is relatively easy to demonstrate that

by the end of this four year programme the Government of a pilot country should be in
a position to replicate the same- restructuring process in other sectors or modes itself,
this is expected to be one of the major effects of the programme. However, based on
this experience and based on the training which most managers wilt have to undertake,
they should subsequently also be able to assist other African administrations in

implementing restmcturing, basedonTCDC arrangements. -

G.7 Women's Partkjfatinn in tha HMD Programme

141. The transport and communications sector is one of the largest employers in any

country. Women are well represented and sometimes form the majority in certain

services such as telecommunications; civil aviation and multimodal transport. There is
every reason for women to be the subject of particular attention by the programme

executing agencies, as employees, as a source of expertise for programme

implementation and as beneficiaries of services offered by the sector and its various

transport modes. Each of these three important categories of women will receive priority
attention from the programme in line with UNDP policies. This attention should be

given at the preparatory stage ofthe programme and during implementation. All studies,
irrespective of their nature/should contain specific reference and recommendations on

how the interests of women as employees, employers, and beneficiaries of transport and
communications services, etc.. are being promoted by this prdgramme. The same
priority attention will be given to women by training programmes, and National
Coordination Committees, etc.., whose composition should also reflect the three

categories of women mentioned above, in number and quality.

142. The HRID Steering Committee will have a permanent item on its agenda related
to women's participation in the HRID programme, and every report presented to the

committee by its members will detail in conbrete terms how the interests of women are

being promoted. Women's expertise will also be used to identify how women's interests

could best be promoted by the programme.
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ASSUMPTIONS AND RISKS

Means of

H.

H.I

143. It is essential to assess whether a number of potential threats could jeopardize the

restructuring process:

v ASSUMPTIONS

(a) That there are African countries willing and prepared to

undergo HRED reforms at sectoral and/or modal level

(countries desiring the intervention of the HR2D

programme to assist restructuring have already identified

themselves)

(b) That the restructuring will be included In their national

plans.

(c) That the necessary resources for restructuring will be

allocated by Government or committed by donors and

would be available as and when required.

(d) That the resources allocated to this programme would be

sufficient to respond positively to all interested African

countries.

(e) That the strategies intended by this programme are

acceptable to selected countries.

(t) That the necessary expertise to assist countries in

restructuring would be easily available.

(g) That building up national expertise and introducing

restructuring simultaneously to ensure sustainability is

feasible.

(h) That the policy environment created by the restructuring

will ensure that women are treated fairly.

(i) That a given country's political stability is sufficiently

strong to ensure firm and sustained commitment to policy

and active support during the restructuring period.

RISKS

Low

Low

Medium

Medium

Low

Medium

Low

Low

Low
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H.2

144 In the case of the HRID programme such indicators could be set as intermediate
objectives, for the projects executed by agencies (or sub-objectives of the immediate
objectives); they would be based on an HRID programme work plan resulting from the
integration of individual project work plans which would accompany the project
documents and be prepared by the executing agencies. Implementation benchmarks will

also be estabUshed at that time. As long as the countries selected for the restnictunng
process at modal or sectoral level are not known precise performance indicators cannot
be set However, since the programme is arranged in successive stages, the quantitative

implementation at each individual stage and the quality obtained for the outputs at that
stage will give a fair indication of performance. It is worth mentioning that a number
of activities and related outputs such as the parties' commitment, training, political
support, and the degree of progress towards restructuring, etc. are project elements

which can not be measured in numerical terms.
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I. SUSTAINABIUTY

Althoueh there is little evidence from the transport and communications sector

HP**
ash«sask
unless proper regulation is put in place.

mm
(a) ensure that the programme is driven by the Government, not by the donors and

UN agencies;

(b) ensure strong political support for restructuring in the higher echelons of the

Government;

(C) recruit and train a new generation of well selected managers to replace the old
ftr restructuring;

recru

ones after restructuring;

saasX
able to offer competitive conditions of employment;

(e) promote transparency and objectivity in dealing with peoples' performance and
ti ttpromotion matters.

imrnsAf£ £pac«yto promote and deal with restructuring effectively.
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148- Economic/financial sustainahility represents in itself the main objectives of the
HRID programme, as its own conception is meant to maximize resource utilization,
quality of services and human capital in particular. It is anticipated that in certain
subsectors the achievement of economic and financial sustainability will be easier to
obtain. Strengthening and expanding telecommunications services, for instance, will
have a multiplier effecton the economy, although such expansion does not always imply
privatisation of the basic infrastructure. Recent studies on the relationship between the
supply of telecommunications services and economic development have shown benefit
a cost ratio of five-to-one and in some instances even higher. So large is the unmet
telephone demand in Africa that a well managed telecommunications sub-sector could
easily pay for itself and generate substantial surplus revenues for other uses. Economic
and financial sustainability in road transport has long been established in countries where
the private sector prevails and where there is a competitive environment and reasonable
government regulations. However, it will certainly take much longer and much more
energy and capital to establish high sustainability in all sectors and to make restructuring
successful. ■■■->■

149 • Cultural/social sustainability implies profound changes which would take place
only if the higher echelons in government gave strong and continued political support to
the restructuring, and this would have to be discussed with national authorities according
to priority and in clear terms. The authorities should know that restructuring ought to
result in less government and better government, less corruption, less turn over of
qualified staff, and a new and clear mandate for transport and communications agencies;
staff planning would have to be based strictly on needs, and involve staff testing in order
to select the bestcandidates and release redundant staff with compensation and assistance
into the private sector. Restructuring also implies better management of personnel, with
competitive entrance examinations, and promotion based on regular staff appraisals and
merit criteria, all backed up by accurate personnel records that correspond exactly to the
payroll. This is certainly new in most African societies. However, with the help of a
good presentation of the subject using visual and audio aids, the sbcio-cultural features
of the newly introduced system will be quickly understood, appreciated and accepted,
particularly in a democratic, multiparty environment.

15°- Environmental sustainability is a critical element of the restructuring, and is
directly related to a sector's infrastructure and equipment. Experience has showathat
the State cannot be a good owner and a good operational manager at the same time, but
the private sector functions best when it both owns and manages. Emphasis is placed
first on maximizing the outputs of the existing assets before investing in new ones. Good
maintenance and rehabilitation or upgrading of infrastructure and equipment receives
maximum attention, according to actual benefits and the level of services required.
Sound government regulation of the sector and the establishment of a system of
appropriate incentives will normally contribute substantially to environmental
sustainability. Since the sector of transport and communications controls infrastructural
and equipment assets valued at billions of dollars even in the poorest country in the
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world, the restructuring will promote a more responsible attitude vis-fr-vis these assets,
so that they should serve better and longer. A good, sound approach to restructuring

implies the full rehabilitation of infrastructure and equipment before privatizing or
leasing. This means that environmental sustainability is one of the first areas to gain

from the restructuring process.

151. In principle, the full sustainability of institutional, technical, economic HRID and

the cultural and sociological refonns attempted by this programme in a number of pilot
countries cannot be obtained within its short life, for the following reasons :

(a) the restructuring process needs many years to consolidate;

(b) sustainability is more likely when the enterprise is privately owned; or at

the present stage of programme design, the intentions of the governments

of potential pilot countries are not known since those countries have not

been faunally identified;

(c) the programme does not represent a firm contractual arrangement for
restructuring, but rather makes an honest attempt to organize itself for the

best possible performance, while undergoing a learning process which

should benefit the entire African region. However, assuming that the

programme continues up to the end of UNTACDA II, a significant

number of institutions and enterprises are expected to be sustainable by

that time.




