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Thero are several significant problems inherent in this project which can
be traced to faetors which have occurxved both prior to amd subsaquent to the last
outside avaluation in August 1976, A PES (formerly PAR) has not been performed
since that late., This PES thorefore covers tha period from Angust 1976 to May 30,
1978. 1t was nccessary for purposos of this report to refexr to events that
oceurred prior to August 1976 in ordar to clarify certain observationsn nade herein.,
The reader is, however, reforrod to the outside cvaluation for more cocplete
background on the project prior to August 1976,

Positive Indications

8., Steps have recently been talken by the [T1IC General ilanager to provide staff and
office spaco for the implementation of an IR planning unit, The formation of

this unit was one of the primury recommnendations of tha 1976 evaluatiocn tean. See

Section 16 below for the reasons behind the late implementation of this unit,

b. A manual descrilbing and annotating branch accounting procedures was completed

in Uay 1978 by the firm of Coopers and Lybrand Agsocfates, Ltd. The work waos
funded by an AID grant. An intervicw with ifr, Shah, Chicf Financial !ccountant
of the National filling Corporation, revealed that in Shah's opinion the w. wal
provides badly-nceded basic "how-to'' accounting procedures for i branch olfficeo.
Seminars arc at present being held around the country to acquaint branch office
staff with ti.c ioproved accounting zaethods. ©Shab states that the acnual is
atraigi.forward and simple to use. lle anticipates that the improved methods will
be fully implcmented by August 1978,

Hegative Indications

a, One of the chief drawbacks to the braach accounting procedures mamual ig the
lack of »rovisions for cbtaining cost data. lio foreicasting of costs and

raturns can be accooplished based on the information gained from WK branchos

through uso of manual procedurca. @or cxample, ML financial people cannot supply

a succiact figuzre for the cost of producing a can of processed fruit julce; and

this processing is cecomplished at the company installation in Dar c¢s Salaom -

not at an up-country branch location.)

b, Since its inception and throughout its implemontation, this project could be
characterized as one where inputs wore supplicd in a "too 1little - too late”
fashion, The Rational Miiling Cerporation (IBL) 1e a larpgs $100 million quani-
governmental vertically and borisoatally integrated parastatal which has, aad
will coatinne to have, sorious reeurring problems of intommal costing of inputs/



outputs, porsoanci recruftmont axd retention, internal auditing, recoxd lweping,
overall financial zontrols amd distribution/marketing prublens. AID's foitial
concept at the deairn stage of what necded to be done (project objoctiver) uwaas
corroct, but thae nagnituwlo of inputa was (and has been) too amall to affect
long~-range beneficial changeo in organization, busincos pyocedures and oanage=
oent,

¢. The utilization of project imputs (nrinmarily perscnael) by IMC top
management hos been haphasard and poorly planned. Thie has been coused,
partially, by too-broad specification of consultant stopas of worh., As they
stood at the design stage (and remained unchanged to date) the scopes of work
for all individuzl consultants wore Coo oxtensive to ¢nabla them to utilize
their time cffectively to crcate beneficial changes and produee measuxable
outputs. In addition, all AXD-supplied congultants bave been used as '"jacks-
of-all-trades' to help solve frequent problems requiring on-the~apot decisions
by the General fanager (Gi), Examples: The Finance and fanagement Advisor
wvas forced to negleet his primary job responsibilities of setting up financial,
accounting and records systems because the Genaral lenager used him coutinucualy
to "put out fires", The consultant in chorge of storage apent the wajarity of
his tine pushing foreign grain through the port during the 1973-75 drought,

To place the coasultants' activities in pesspective, Lt shiould be apted that
Tanzania experienced one of the worst drouzhto in itg history during the pesrioc
1973 through 1975, N, as the chief food buyez/supplicr {n the country was
forced to rcapond to this prcblea by crecating emexgency supply cechanisas and
procedures on very little potico and wlithout the benefit of planning. Tho
USAID-supplied consultants became caught up in these emergency <perations,
keeping them from their specified tasks., Also important to note here is that
the August 1976 evaluvation tean failed to ascertain that procject ocutputs had
been slowed by the diverslon of USAID contractor persoanel activities to drouglht
emergency work, Tafling, evideatly, to notice that inputs had been slowed, the
evaluation tean proceeded to recomrend the creation and ifmplementation of an
NfC Planning Unit when the requisite financial, accounting and rceords systems
for propsr functioaing of the Unit were mot in plece.

d. As in the case of his predccessors, the incumbent Economic Analysis Advisor

works onder a much too broad job descriptica. He is utilized as a 'trouble-
ghooter” by General llanager HMpupua, as {8 his counterpart. The development of
the Planning Unit as a consequence has not proceeded as programmed. The Generxal
MYanager has continued to proaise additional staff (there are preseatly two,
ineluding the USAID contractor),

Over the past year, USAID staff have rcpeatedly called cectings with ifr, ifpupua
to insist that sufficient personnel be egupplied to scaff the ¢ Planaoing Unit,
Only during the most recent meeting on iHay 23 - attended by the Project enager
and itr, Donald Tlomas, Presideat of Agricultural Cooperatives Development
International, the project contractor - did General lanager ifpupua agrae to
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provids additional staff for the Planning Unit, The USAID Dircctoxr hag aent a
lettar to !ir. ljpupua notifying him that an asecasment will take placae on

70 to datorudne if the additional staff has been provided and
provision of sufficient office spoce has been mada. Should these basfc reauire=-
ments be met, some of the project outputs mny, hopefully, yet be achieved during
this final year of the project.

14. Evaluation Mathodolory

This rcport emanates from a review of contractor reports; project
documentation; several iaterviews with Charles Alexander, ACDI contractor -
supplied cconomist assizned to WMC and his countorxpart iir. Kimati; three
meetinps with ML General lanager ifpupua; ond an intervicw with MEC Chief
Financial Officer, itr, Shah,

15. Documents to be Revised - None, but see Section 21,

16, External Factors

As meantioned in Section 13, the major drought of 1973 = 75 sceriously
affected the magnitude of project inputs. Progracmed assistance by project
advisors in the areas of finance, rccord-keeping, accounting and storage and
pest control were by neccsaity delayed as these advisors assisted I to sct
up anc handle emerpgency procedures to procure sufficient grain to feed a
starving populaticn. The performance of the advisors cannot be faulted during
this period. The financial advigor assisted the I finencial scction in
drafting and finalizing numerous food comnodity import agreements with several
external donor countries and in devising accounting procedures to keep track
of comnodity disbursements throughout the country. The storage and pest
control advisor devoted 1007 of his efforts toward ualcading shipments of grain
at the port and moving them by the moat expeditious method up-country. 1In
recognition of hia efforte during the drought period, the financial advisor
was given a meritorious award by the M4 Executive Chairman prior to his
departure at the end of Lis contract.

Regardless of this suceess (which was singled out by the 1976 evaluation tean
to be the major coatribution by the project to that date) the failure of the
evalnation team to note the inability of the contract team to meet specific
objectives as assigned during this period is regrettable., The basic foundation
of finaneisl, accounting, costing and record-keeping systems had not been
implemented yet the evaluation team recomneoded the creatlon 0f a planning
unit. Without the former systems in a fimctioning state, systematic rational
planning could not occur. The General lfanager's attituda toward the planning
unit since 1976 has been firm. He has, until recently, refused to staff {it.
His primary reason was that he did oot hawve sufficient trained personnel.



Also, 1I74C has and will continue to have severe costing, marketing and distribution
problems in widely-distributed arcas in Tancania. This makos centralized planning
very difficult, Dasic accounting/costing data is rarely available - and what is
available i3 in such a state of disarray as to male its uase in planning cfforts
unwise if not impossibla., It is hoped that the recent support the General lanager
has given to staffing the planning unit will help in solving some of thesae probloms.

17. Findings about Project sub-roal

The goal of this project {s to "assist the Tonzanian Government achiocve its
objectives of increased self-sufficiency and expand exports as appropriate in
food crops, and liveatoek sub-scctors',

As a congsequence of the ending of the drought the trend toward self-sufficiency

in food grains as an owverall agricultural gseetor goal has improved substantially.
The capacity of LIC to buy, transport and atore grain has been enhanced through
cfforts of U.S. (PL 480) and other donors. Tha country has reached reserve
capacity for export of food grains (no exports have taken place as yet-=-sce below).
A strategic grain reserve program has been proposed and accepted by the TanGov

to be funded under PL 480 Title 1. This project by design does not contribute
toward tho livestock sub~sector.

It is difficult to precisely trace the effects of this project in assisting the
government to reach this soal, Fut it can be reasonably surmised that the
overall sum of project efforta during the drought emcrgeney has contributed in a
limited way to N:iC's development in transporcation and storage. ©Dut, both prior
to and subsequent to the drought, financinl, accounting and marketing cfforts by
USAID contract staff portray a history of unccordinated and haphazard implement-
ation (as discussed in Section 13 of this report). The team’s efforts bad littiec
or no cffect on easing the marketing and distribution problems and out-of-date
costing procedures now extant, The regeclution of thege problems would have
congributed substontially to overall financinl stability and solvency of IZiC.

An example of poor costing procedures: HIC recently sought to export approximately
40,000 tons of mailze, Imt unfortunately priced themselves out of the world market
by demanding approximatoly double the world price (e.z., MMC asked $207 F,0,B.
Dar es Salaam port for maize; world price = $130 C,I.F,). Ieamwhile, the fixzed
costs of storage continue to rise as mildew, rot and ingects inereasingly plague
the inade juately stored grain.



13, Projoct Purpope

Tha purpose {a to '"assist tho Tanzanian Government establish Agximtltural
Markaoting and processing institutions which will cnsuro an adequate supply of
basic foodastuffs, including adidble fats and oflsoecd crope produced by Tanzanian
farmera®,

As otated {n Section 13, this project, ag deaigned, did oot adoquately emvision
the high deasree of cffort required to effact change in as larpe and complex an
organization as WC,

Although originally the project was intended to include fats and oils, RIC's
responsibilitics in this area were diverted in 1973 to tha Gencral Agricultural
Products Corporation (GAPEX) during the dissolution of the lational Agxi~
cultural Products Doard. NNo sustaining effort in fats and oils marketing/
distribation was ever made,

It is trug, howcver, that significant gains have been zade in the wiume of
purchasing of food grains by L., Tha chicef rcasons for theae gainsg are two,
Favorable weather couditions which have prevafled sinea the end of che drought
bave led to tho largest series of harvests of food grains in recent Tanzanian
history. Secondly, IZ by law must purchase all grain offered for sale by t'.2
faroers., It {8 ouch less clear to vhat extent USAID econtractor nersconel --
who sarved as "trouble shooters" -- contributed to this success. An analysis
oi project contributions to achievement of project purponse is sct forth belou:

Progress toward EOPS:

Indicators (EOPS) 2ropress

Procurement facilities will cxdst
in all major producing areas for
buying food graing and oilseeds
from faroers,

Procurement facilities are in
place for food grains. 0Ll seed
production has not yet been
implemented by the TanGov.

Adequate storage facilities
established to handle normal and
regserve gtocks,

Present storage facilities
inadequate. German assigtance now
being provided in comstruction of
storage faocilities,

Processing facilities for basic food
grains and oilgeeds used to produce
edible oil/fats exist and producing
at capscities sufficient to supply
domestic demand,

Processing facilities adequate in
most major regiong for food grains,
Not adequate for fats/oils. Supply
sufficient in grains to meet domestic
demand exmeept for wheat and rice.



Indicators (EOPS)

A national distribution network
distributing basic proccssed foodstuffa,
including edible oils/fats for domestic

coasumption,

Transportation of food grains and oil
sedas and their finished products
adnquate to serve farmers and
COASUMCYB .

Adecquate up-to-data information
concerting operations and finances
available to management as a basis
for decision-making.

19, Outputs - Inputs

Frppress

Portially iIin place. llore
effoctive, ganerally, in urban
than in rural arcas,

Transportation still a major
bottlaeneck, Reccent Japanese loans
for purchase of large number of
trucls moy help alleviate extremely
arave traasport probleng,

Weakest arca of accomplishment,
1o solid, long term fingmeial and
accounting systens in place;
copecially weak in the area of
costing,

Project inputs (chicfly personnel) hawve been poorly utilized by IZE top

aanagenent sinee the inception of the projeet.

This means that outputs as

canvisioned by the project designers will not be reached, Following are the
project ousputs as predieted in the original logical framework and current

gtatus of cach:

Outputs

Annual and long range financial plans

available for earrying out programs of
operation,

Balance shezts, income and expenditare
statements prepared on a scheduled
basis to reflect financial status of
corporations activitics,

Preparation of astandard operating
procedure mapual for procurement of
of goods amd establishment of a
cost central systen.

lanual accounting procedures completed
and will be in place as of August 1978,
Will assist WIC financial managers

to accomplish output,

Ko direet progress on costing
system.
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"'stablislvent of a sycten and nrocedure
for periodic roviow and analysis of
financial and arcnagement oporations of
ik branclico and subsidiaries.

Jzeparation of cost analyses of various
{LIC operations accomplished Ly
recoxendations Ior changes in operations
to iacvecase profiis and irpoove scrvices,

Critical path analyces utilized :o
fzcilitate cvaluation of progress of
development project,

Zstablisglusent of financial informaticon
scrvice to provide TC nanasement with:

asecformance oi tfs funds,

Plonniag Unit nrenarin~ fersibility
gtudica on iIC e_pansion and ncw
activities,

Preparation oi nrice analyses on
nrains proccssed; supply responsc
analyscs; rccommendations for fair
prices to be paid Tanzanian faxmers.

Preparation of implementation nlans,
inciuding food plans, for approved
ororams and projects,

Prepuration of statistical reporting
system and grain estimating procedures,

llo nro~reas

several anclyses accoopliscied vy
cconumic advisor Alezander,

ioclada: (1) Study oi Lyanza Figihiog
ai Proeessing Co., (ii.iC Subsidiary);
(2) study of projosed Licagpoxt
iavestmontis,

L0 DTORYEes .

.0 progress,

Former USAID-supnlied fipancial
analysis advigor prepared analysis
of prices paid faraers for srain,
Regult - LIC raised prices to
agrain producers, llo progress other
itens.

Ilo nrogress,.

o progress,.



Queput:

Susveys available siving the muber oxf
capacity and comxdition of ~rain storage
facilitica; cuality central peasuarcs
practised; and contingency plons to
procure stocks expogsed to unscheduled
events,

Adeguate storage for malntaining
quality grains and transport acquired
and utilirzed to —ove grain and
Zinished pro<ucts irom production to
storage and Jistribution coatorys,

Suort and lon;-tcrna storage ond
transportation projrams developed

and plans nrecpared to caxxy out projgrac,
Tanzanians trained:

o particinant trainin targete
speeificd in loglcal frameworh,

Statug
Little consiptent wvorlk dono by
USAID contractoxg, Sorxia S0vi,
woxluing on transic sheds for
grrin storase. AID has proposcd
atratcsic grain regorve propran
and Tanuov has eccepied propoccl,

Soaa propress oade by otaor

Jonorg. Japaneso loca approved
Jor purchage of cany lawvse trueks.

Coox prosress, 15 CLOVC.

Returnc! 3ept, 76 - 8
" Cete 76 - 1

. Jan, 77 - 2

H SC:]‘\:. 77 * 2

" bee, 77 - 1

' Jan, 78 - 2

" Teo, 73 -

" Max, 73 1

" Apx, 73 el
Total 17

Thexe are four additional cutputs listed in the logical frameworlk relating to
o1l seed development and marketin_. Deyond a reassigmment of a project
technician to SAPEX (Government parastatal assicned develonoent of oilsoceds)
during the period 1974 - 1976, no consistent effort was naintained in this area.
The work of the technictan involved wag evaluated nenatively in 1976,

20. Unpleanned Effeccts

One of the major phenomena emanating from this project 1is obviocus from
perusal of Scetions 13 and 19, This is a project whese purpose will probably
be reached., The outputs as lotended, however, will oot be in place. It can be
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assuaed that thera hwve bogm little or o relatfonohidps oxr linkages among
inputa-outputa-ourposa=rpal. As atated proviously, food weother and the oandate
Slwen to U to purchase al)} grafin offered for sale by famers have

lacerently created condicions uvhica aave Jorveced oae of <a@ largect o oll
Tonzanian Corporations toward tiic sector Joanl.

21, Chan~cs in Jdesipn or cxecution

%o changes axe anticipatedd principolly because the prolect £s in its last
year, If the RMC General llenager vcsponds by Aucust 31, 1978 to nrovision of
atagf cond offiee space for tha plennias unit, cooe aMoor prosress vy be ade
tovard achievenent ol osutpute,

Projcct Phase~Cut ?lan

The nrojoct nancoer is nov in proececs of drafting a Jctatled phase-cui plan,

22. lessmons Loarned

The outputs tuat were anticipated undcr this project ave auncrous and
coplex taslia. The level of input deviced to accomplis! tlen vap vithout doubt
lasuificient. At tle iz the Totional Jovicultural Cuolucts Doard (UARD) wags
Gissolved uy (K0 (L1372 wi@ entive seopo o4 the projcci snould uwave veea
revicwed and substantially chanced to oeet new conditicons. Thisg wvas oot done,

AID's revicu of and tinmely respoose to changing projeck nceds has been laekins,
A\ review of srojeet docunentation revealed that a PP revision wag subaitted to
AID/'! in Cectober 1975, Unfortunately, it did oot iecclule the recuired changes
referred to above., The revision was done primarily to change tho icchnician's
status froa OPCX to advieory positions and add pro isioas for short-term
consultants. Even thoagh the vevision did not request odditionnl funding (in
fact, funding was decreascd by $16,000) and th~ changes requested were oinor,
co further action uas taken by AID/Y until ifarch 1977, It took 17 months,
therefore, for AID/W to reviecw, draft (AID/U? finished the adnor papervork
required in Washingtoa) and spprove this minor PP revision, Until this situation
i{s reversed, the proper development and implecentation of projects such as this
onc will remain in jeopardy.
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Y'e also suspeck thot mo porcon with sufflcient backpround in financa or in
apribusiaess cvor Haxtieipated in {nitiol sroject desinn activities. !lad zuci

a »erpon been availablo, sexious corrors in the drofting of consuliant seones

of work and in under-eatimating the level of inputs required oay not have boen

mode, It cust bo recognized that it is aa ioportant to geleet the right persoa(s)
for project desigm as 1t is to sslect the propox pexsons for project iwplementation.

This project 'as been treated as a "atepenild™ by U3AiD, especially efance Lao
fosunnce of th:e now AID andate in 1976, 1t ia a foct that projects such as this
one are oot ia woguo. They dom't directly rcoch tha poor majority, ilevertheless,
tinely projcct monitoring which vas requived uvas mot Jdone, This ohould be a
lcoson for us. Ro matter chat the ipetus for ereation of a projcet was, or Low
approprizie it oay or :ay bot be Lo the current core progron, tho monitoring
requirencsts must stil) to mot.



