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1. Background

1.1 The general secretariat of the OAU, based in Addis Ababa executes
the decisions Of the Heads of States of the Governments of independent
African States. These decisions are both political, econanic, legal
and socia-cultural in nature. For the execution of these decisons,
the OAU has its general secretarial in Addis Ababa and specialized
offices in lllsaka, r:ar es Salaam, Nairobi, Lagos, Yaounde, Bangui, Niamey,
Accra, Geneva, Bruxelles and New York.

1. 2 The organization has both fixed tf'..rm and pennanent professional and
general service staff appointed from arrong the organizations member States.
In addition, it calls in consultants for specific tasks. Some of the
appointees are political and others are supposed to be by merit.

1. 3 At its inception, the organization was pre-occupied with political
issues, but as nore and more African States became independent, there
has been a shift of emphasis to non-political issues. Parenourrt am:mg
these have been eoonanic issues tied around intra-African and international
econanic issues notably trade and fiscal policies not to merrtdon energy
crises and its consequences to the region.

1.4 The change of emphasis necessitated the need for change not only
in the Jrientation of the organization I s operational units necessitating
restructuring, but also in the knowledge and skill composition of its
total· staff cornplerent.

1. 5 In order to have the OAU change with the time and become nore efficient
and effective in the discharge of the changing role, the Secretary-General
requested and obtained separate study missions to study the organization 's
structure and functions. The subsequent reports .not only suggested
structural/organizational adjusttrent, but also suggested inse:rvice training
schemes for the staff of the various sections. Hence the recanrriCIldations
and the request to (i) analyse the recanmendations of the Report of the
Ccmnittee of 14 on the structural reform of GAD, (ii) report on the cureerrt
staffing structure, and thereby derive; <iii) a short term and long term
estimate of OAU staffing needs.

2. Objectives

2.1 Within the long term objectives of "assisting the organization in
upgrading the skills of its staff at all levels" the Objective was to:

"assist the Organization of African Unity in the preparation
of a short, medium and long term training progranme to upgrade
the skills and efficiency of staff at all levels in the secretariat
and field offices of OAU".
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3. Pruject Plan:

3.1 The project operations plan envisaged four phases whereby phase one
started at the arrival of the consultant on 2 November 1980 with courtesy
calls on the Executive Secretary, ECA, Director TACOO, UNDP, and the
Acting Secretary-General of OAU, Head of Administration with Chief of
Personnel, Technical Co-operation and Training, and others heads and chiefs
of departments, divisions and sections in the OAU Addis Ababa secretariat.
Undertaken between 3 through 7 November; this is to establish a corrm:>n
understanding of expectations and get a general impression of the nature
and scope of the subject under study.

3. 2 Phase two camrrenced on 10 through 29 November for detailed discussions
and data gathering by:

(L) A review of relevant documents.

(ii) Meeting and interviewing the Administrative Secretary-General,
his assistants, and all the department heads and section chiefs.

(iii) Design and dispatch of questionnaire, and interview of randanly
selected membersof staff.

(Iv) Systems, procedures and organizational analysis of the OAU
secretariat.

Prublems arising fran this phase was the unavailability of the
Administrative Secretary-General for briefing and in some cases the
unco-operativeness of some key staff members who the pannel wanted to interview,
but could not make themselves available. S:imi1ar' problems arose from
delays in securing serne documents

3.3 Phase three CCJIlIIIIeI'lICed on 30 November 1980 through January 7, 1981 with
field visists to ani interview of staff in, the field missions in Geneva,
through Bruxelles, New York, Lagos, Bangui, Nairobi, Luseka through
Dar es Salaam.

Prublems arising therein were related to the "chef de mission, the
OAU staff member separation f:rom the mission in Bnnrelles, and his subsequent
arrival in New York after the consultant, his remaining behind in Lagos
and subsequent separation fran the mission thereafter until the mission
return to Addis Ababa - thus missing Bangui, Nairobi, Lusaka, and Dar es Salaam
sections of the missiorls task.

3.4 Phase four mich COJTflE1ced soon on arrival back in Addis was the analysis
of data and generation of general, impressions which were reported to the
prel:iminary OAU/UNDP consultative meeting and review with the consultant.
There after finalization, and where need be cqntinued consultations with
relevant OAU staff members. It was during this phase that the mission was
able to meet with and interview the OAU Administrative Secretary-General and
relevant Ambassadors for and on behalf of their countries.
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Project Activities:

The activities that were undertaken included the following:

4.1 Fielding of a three man (the consultant, Mr. ~J.N. Wamalwa of Kenya,
the F.CA Project Officer, Dr. James A. Bukhala, and Mr. G. OkoUIIDU of OAU
and 'Chef de missdcn")'. Mission' to undertake the training survey of staff
and organizational systems and p=cedures analysis of the OAU secretariat.

4.2 The collection, analysis and interpretation of data pl.us further
consultations for cross-checking and cross-referencing of findings.

4.3 The consolidation of preliminary ideas, and consuultations with UNDP
liaison office and New York staff with the OAU secretariat for briefing
on prelindnary findings.

4.4 Preparation and finalization of preliminary copies of the report and
final submission to the executing agency-ECA, thereafter submission to
the funding agency.

4.5 Transmission of the report to the Administrative Secretary-General
of OAU for study, comnents and necessary action. .

All the activities 4.1 through 4.4 were accomplished. The same could
not be said of 4.5 for indirect feed-back indicate that the report has
neither been forl'l3.1ly studied, nor officially drawn to the attention of
the Assistant Secretary-General for study; ccmnents and perhaps action.
Nevertheless a new head of the Training Unit has been appointed with the
then training co-ordinator and "chef de mission" has been re-assigned.

5. Outputs:

5.1 A rrajor output of the project was the Report of OAU Staff Trai.r$Ys
Needs Survey incorporating an analysis, and canments and recomrendatacns on:

(i) the current staffing structure , grading patterns, staff deployment,
level of lOClral. and vacancy' rates;

(ii) the report of the comnittee of 14 on the structural reform of OAU
and the rec:onmendation related to changes in the structure and
staffing patterns;

(iii) the estimate of the OAU staffing and training needs including
ideas on selection criteria for upgrading and refresher courses;

(iv) financial implications of the recommended prograrrme as well as
- Job description of the principal officer-in-charge of

the OAU training function.

- Strategy for the implementation of the report.
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6. Conclusions :

6.1 While socio-economic changes had taken place, the membership size
of the organization grown, the OAU secretariat had neither matched the growth
nor had the knowledge and skill composition of its staff changed or re-oriented
regularly.

6.2 The magnitude of the organizations performance descrepancies which had
attracted the attention of member States needed quick and drastic action
involving:

- Development of job-descriptions and subsequent re-assignment of
staff prior to training.

- Separation of those that could not be re-assigned.

- An indepth performance analysis to establish a basis for tailor
made training prograrrrne for those individuals or groups of individuals
needing training.

- That the training effort should be part of the total and overall
organizational performmce improvement or organizational developrnent
(PIP or OD) prograrrrne.

6.3 Political consideration in the recruitment of staff has flouted and
negated any appliccrtion of the merit system. Consequently:

DAU staff have tended to owe their allegiance to their own
Governments - with some preferring to be referred to as "Ambassador"!

- The consideration has tended to restrain those in administrative
position frem taking disciplinary measures to those who violate
the established procedures.

- Very few staff appear to believe in and are carmitted to,DAU,
its cause and operations.

6. I; Organized training and organizational developrnent for DAU is therefore
long overdUe, and it is expected that consultations between OAD and
interested donor agencies can now be entered into for funding the
implementation of the report, which is but a beginning.
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