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SUMMARY - This Project Evaluation Swmmary i{s a brief supplement of
progreas made and problems uncovered since the in-depth evaluation

of this project in June, 1977, Interested readers zhould refer to

the June evaluation for a comprehensive analysis of the project,

With the exceptions noted in Sections 13-e and -i below, the project
is proceeding on track at the Purpose, Output and Input levels, It

is difficult to assess the extent of progress toward the Project Goal
at this time, Major recommendations from the June 1977 in-dept evalu-

ation are being implemented, Specific achievements and problems noted
are as follows:

a, As recommended in the 1977 in-depthevaluation, baseline
data to allow assessment of the impact of credit on the small farmer
will be forthcoming in April, A farmer questionnaire has been designed
and field tested. Data will be obtained from 20+ farmers in each of
14 villages in the Arusha Region during March, The results of the
study should enable TRDB management to more effectively design
and implement credit plans, policy and loan documentation procedures
to overcome significant difficulties in credit-worthiness assessment
and loan recovery. [Also, vital information about farmer perception
of the meaning and plrpose of credit should be obtained,! During
recent meetings of AID and contract staff, it has been proposed to
repeat this study in other areas where the Bank now operates or intends
to operate in the future,

b, TRDB management and ACDI consultants are well aware of
significant deficiencies in trained manpower for the regions, Plans
are underway to overcome these deficiencies immediately as well as
continue to strengthen these critical areas through a second phase
of the project, (See Section 19 for details,)

Ca Professional relationships among ACDI consultants, Messrs.
Gellehon and Hodges, and Bank staff are excellent and contribute to
the overall development of the Bank in training; administracion/
management; Bank operational procedures, record keeping, employee
supervision, development of job descriptions, employee professional
development, e¢tc, The preparation of the TRDB Operations Manual is
on schedule; current work {s being concentrated on the refinement of
loan forms to be utilized by regional personnel to determine appli-
cant credit-worthiness, ability to repay loans, and reasons for
loans in arrears,

d, One long-term and seven short-term participants returned
from training in 1977, and are involved in TRDB activities, TRDB
Gonaral Manager Maginga's personal assessment of the quality of
training for these and past returnees is very positive, He feels
the training has been appropriate to the trainees' personal profes-
sional development plans as well as meeting the requirements of the
Bank, (See Section 19)




E, The Small Farmer Loan Program has not been utilized to the
extent projected because the National Maize Project (NMP) has ex-
tended heavily subsidized inputs to the farmers in tlie same areas as
those getting credit from TRDB, The subsidy was so large that the
production inputs were looked upon almost as 'gifts' by the armers.
This practice has made it extremely difficult for Bank regional
personnel to convince village farmers to accept loans, and where
made, to repay them, Recently TRDB has been mandated by TanGov to
assume most of the functions of the NMP, which will sod}ve this prob-
lem, The new request, however, will create other problems for the
Bank, These will be discussed in Section IG.T

£, The inflow of project commodities has been satisfactory,
Eight motorcycles, 82 carculators and small office accessories/
equipment were ordered and received in 1977, Tape recorders, slide
projectors and related accessories have been ordered for employee
training and will arrive in March or April, 1978, (}n acute need is
still outstanding for vehicles for use by TRDB regional staff,
Transport problems seriously inhibit their effcctivcnessij

g. Lihe enhancement of finaAcial monitoring within the bank
structure--loan accounting system, internal audit capability and
financial reporting--are developing satisfactorily under the super-
vision of ACDI consultant, Mr, Hodges,)

._—l-z. Farmer applications for loans increased during 1977, Cur-
rently over 200 loan applications are in process, The loan collec-
tion rate was hampered by non-scttlement of cooperative union and
cooperative society debts following their elimination by government
deoree, This has created major problems for the Bank, The situation
now appears to be stabilized,

i TE:ployce retention in the Bank is not satisfactory, A com-
binat{on of low salaries and frequent ''raiding' from other firms and
organizazions--which van offer higher salaries/benefits--causes the
recurrent loss of several outstanding staffers every year, There
{s little that can be done, as TanGov has full control over salary
levels for all government organizations, including the Bank, No
allowance for bonuse¢s/incentives/increased benefits {s incorporated
{nto the pay and allowances system, |

For example, an individual at the middle level--a credit
supervisor--was lost to the Caterpillar Company in 1977, It is the
luss of people such as this {ndividual that most severely hampers
Bank personnel development,

There s no indication of problems of personnel retention
at high administrative levels,

No individual participant trained under USAID grant has been
lost to other organizations to date,




14,

15,

16,

J. There are factors external to the project which may hinder
the attainment of project objectives, This will be discussed in
Section 16,

k, The TRDB Governing Board, in its meeting in February 1978
will be considering the possibility of extension of this project
during the period 1980-1985, TShould the Board decide to proceed
with a request for continued USAID assistance, consultant help may
be required to aid in the design of the extended project,

EVALUATION METHODOLOGY - This report constitutes a supplement and
up-date to the in-depth evaluation conducted in June 1977, Infor-
mation and data for this report were derived from meetings with the
ACDI project consultants and the TRDB General Manager and Operations
Manager,

DOCUMENTS TO BE REVISED - Further documentation will be determined
pending the outcome of discussions with TRDB regarding expanded
assistance under the project,

EXTERNAL FACIORS - There are influences on prcject execution and
objectives which are outside project control and/or overlap with
other TanGov plans and policies, These include:

a, The lack of coordinated transportation/marketing/distri-
bution systems to enable primary farm input (seed, fertilizer,
chemicals) to reach the farmers, This presents serious challenges
to the expansion of TRDB regional officés in remote, hard-to-reach
areas due to the inherent relationship between input availability
and the need and viability of credit,

b, Frequent TanCov policy changes, The dissolution of the
cooperative unions and transfer of their responsibilities to TRDB
resulted in an overload on Bank personnel, The transfer of the
National Maize Project (being dissolved at present) responsibilities
to TRDB will clear up problems of farmer perception and acceptance
of credit; but, TRDB is presently not fully equipped to undertake
NMP's former functions in delivery of seed, fertilizer and chemicals
to the farmers, As yet, no clear mandate for this responsibility
has been given to TRDB or any other government organization or
parastatal involved in distributions of inputs. TRDB has for some
time had the responsibility of administering the transport and
storage components of the NMP program which are progressing at a
slow but in a satisfactory manner,
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FINDINGS ABOUT PRQJECT GOAL/SUB-GOAL - The goal is "to assist the
TanGov to achieve {ts objective of selt-sufticioncy in the fooul
crops and livestock agricultural subsectors,"

The sub-goal of this project is to "address a major constraint
to this goal--development of an agricultural credit institution to
finance production and marketing of agricultural products,'

It i{s difficult to determine at this time the direct effect
of rural credit on the goal of this project, The indicators of suc-
cess in the project logical framework relate to food imports reduc-
tion, food production increases, and the increased availability of
food supplies through enhanced marketing and distribution systems,
However, to the extent that the project has imppoved the availability
of credit to the Tanzanian farmer, it can then be concluded the
project has directly affected progress in the attainment of this
goal, However, achievement of the goal cannot be measured at this
early date, The credit impact study mentioned in Section 13.,a, is
an effort to initiate measurement of goal achievement,

PROJECT PURPOSE - The purpose of the project is: ''To assist the
Tanzanian Gevernment strengthen and improve the Tanzania Rursl
Development Bank (TRDB) as a rural credit institution;!

An associated purpose is ''the development of a TRDB food crop
production loan program for small farmers,'

-

S



http:ti......................f.......p......dubc.ij

PROGRESS TOWARD FOPS:

INDICATORS (EOPS)

PROGRESS

de

b.

Ce

d.

Be

19,

Increase in professional and
afddle level staff

Iproved qualifications of staff

Increased decentralization of
operations

Improved develop=ment and analysis
of projects.

Irproved financial managezment

Reduced loan delinguency

Increase in loan volume

OUTPUTS/ INPUTS

In ¥Y 1977, total increcase of 2b trained
professionals for regional offices,

Training is being provided as covered in
other sections of this reporc,

Proceeding as rapidly as trained staff
and operational policies and procedures
allow,

As covered in this reporct,

New accounting and records systems in
process of developzent,

Twenty-nine percent of all loan volume
now in arrears, Coz=pares favorably to
50+ percent in 1975/76,

Amount of loans in TRDB portfolio
disbursed i{n 1977 = §19 =illion;

total portfolio = $53 nillion,
Increase in disbursexzent of Small Farmer
Food Crop Loans is deliberately s=zall
unt{l problexs with National Maize
Project worked out,

a. The training of personnel, both short and long term, 1s now being
~ore closely zeared toward ¥trengthening a particular person to meet

epecific staffing problems/weaknesses of the Bank,

U.,5-based ACDI

management has been very helpful in tiie implenentation of short-temm
training {in the U,5. seaved to the needs of the Bank and the participant,
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b, To achieve incrvased proficiency of all categories of regional
personnel and to achieve greater decemtralization of TRDB operatioms,
additional expatriate assistance for the future is being discussed,
tentatively:

(1) Area Training Specialist, This person would assist {n
the design and icplementation of on-the~job training in the regions,

(2) Senior Arca Supervisor, This person would assist in the
develop=ent of regicnal operations of the Bank, He/she would also help
in carrying out all systems of the Bank's operations, These systems are
to be described in rinal form in the Bank Operations Manual, soon to be
cocpleted,

(3) loan Classification and Evaluation Officer, This person
would assist in handl.ng and solving mz2jor problems of acceptance of
crediz and loan repayment, which now severely inhibit the ability to
extend credit cn a scund basis, properly supervise loans and obtair
tizely repayment,

c. Other P -rsonnel Needs, ACDI consultant Hodges will be leaving
Tanzania in Octcber 1975, The ACDI home office should irmrmediately begin
{identifying his replacexment,

d, The TRDB Board =—eeting agenda for February 1378 includes formu-
lation of a request to USAID for support of an expanded project in the
period 1980-85, ACDI is a logical source of short-term consultant
assistance to afd 3anx management in the formulation of future plans,
Chief of Party Gollehon will require--if USAID indicates interest--assist-
ance in drafting the Bank proposal for project continuance, It is felt at
this zime that the expansion would concentrate on regional developzent of
Bank operations in order to strengthen the weaxest areas of the Bank's
operations and assure success of the Szmall Farmer Food Crop loan Progran,

e, ACDI is providing a consultant for 2-1/2 —onths beginning
Marcw 15, 1978 tc irplement improved filing/records retention systeas,
This will likely result in the need for follow-up, i.e., equipment/supplies
to be ordered, further expert assistance, Such a systea is considered
essential for reaching project objectives,

UNPLANNED EFFECTS - No unexpected results or impact have resulted from
this projecet,
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CHANGES IN DESIGN OR EXECUTION - As covered in Section 19, the project

cay be revised to provide assistance to TRDB for expansion of regions’
Bank services.

LESSONS LEARNED - This is probably one of the few project in sgricultural
credit which has thus far proven to be successful in Africa, Study of
the 2ethodology followed would prove fruitful for those contemplating
sizmilar projects in other Afrizan countries,

SPECIAL COMMENTS OR REMARKS - This project appears to be well planned,
Messrs, Gollehon and Hodges are forward-looking individuals who carry
out assigned responsibilities well and flexibly respond to changing
persomnel, =managerfal and adainistrative needs of the Bank,

It is wvery important to the success of the project that externmal
influences on the need for credit be oonitored closely, e.g,, the develop-
ment and expansion of TANSEED activity in certain regions may intensify
credit requirements accordingly, The Bank should be ready to move expedi-
tiously into these arnvas,

The lack of ramsport capability within Tanzania is general and the
poor history of «vailability of transportation for =oving inputs to the
farzers in parvicular indirectly impinges on Bank activity, Where there
are no inputs .vailable, or the means to acquire thea, there is lictle
or no de=and fZor credit,

Forward-plannin. i the Bank should be conducted with full knowledge
of these and other sinilar constraints, especially in relation to the
training of field staff, developzment of the District Office structure
¢nd in assu—ption of new challenges,
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