
30 December 1 

Jakarta. 1 Yq ( . 

Col. SUSANTO - l , P 

Project Man~ager Luw 0 

P a 1 o p o * 

Dear Col. Heru 

I enclose herewith my second and final report on my work as special 

this report in addition toconsultant to the project. I trust that 

my ninety - six days of actual consultation have met your approval
 

and acceptance.
 

You are working under geat hardships. It is unfortunate that those
 

projocts are not all as committed as the

responsible for the sub 

your job would be much easier.
irrigation personnel -


Let us hope that your government will further implement 
the decrees
 

by also

which give you responsibility to coordinate the project 


giving you the necessary authority to activate the sub -
project on
 

schedule.
 

and will
 
Presumably your full time consultant will be available 

soon 

be of great help. 

It has been aprivilege to assist you for the past four months.
 

if
 
I will follow your project ith real interest in the 

future and 


I can be of further service, please call upon me,
 

Very sincerely
 

DEEIUE0Gil 
Advisor to Project Luvt.
 



FINAL RRPORT
 

Ujung Pandan December, 28, 1976
 

Col. I[ERU 	 SUSANTO 

Luwi, Project Manager
 

Palopo/South Sulawesi. 

SUBJECT : 	Final report of special Technical Advisor to the 

Luwu Project, Prof. HUGH DENNEYO University of 

Missouri, U.S.Ao 

SCOPE OF WORK 

The 	 advisor to provide over a period of up to four mon ths 
advice and 	assistance to the LATDP Project Manager for
 

(1) 	 overall management and coordination of the LATDP, and 

(2) expanding the community development impact of the LATDPo
 

His duties 	will include : 

(1) 	Advisinr- the Project Manager on managerial, administrativefinan 

cial and institutional procedures to more effectively execute the
 

LATDP
 

(2) 	 Idi.ntif'yinr; and recommendinF, solutions to obstacles deterring the 

progress of the LATDP;
 

(3) 	 Planning- and coordinatinn- the o,',istical support for the various 

Sub-Projectc of the LATDP ; and
 

(4) 	 En-,lorinf and develonin alternative Community develonment activi 

ties which complement the LATDP. 

Reporting requirements include submission to the Project Ma
 

nager report of his activities and relevant observations :
 

,(1) 	 two months 
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(1) two months after initiation of consultants services, and
 

(2) at the end of his services.
 

( I 0 T E : Originally the Technical Advisor was to spend most of 

his tire at the Palopo Head. Quar ter but in response + 
to the ur-ing of U.S.A.IoD. advisor in Jakarta and 

the need for coordinating with Sub-Project officer ;
 

a much(larger percent of time in the last four weeks 
has been spent in Ujung Pandang and Jakarta meeting
 
with other agency personnel on sub-project and coor
 
dinating the project' This has of necessity increased
 
the per diem cost of the Technical advisor because of
 

the differential bet ween Palopo and Jakarta ),
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1. 	AdvisivA the Project Hanacer." 

On managerial, administrative, financial and institutional proce 
dures to more effectively execute the LATDP t 

The project suffers from the delay in completing the contract 

for Technical services for the Project Manager, the original in 

vitation to bit was announced in January 1976, twelve months 

later it has not been sii'ned and the project manager desperately 

needs Technical help. 

One year of the budget has elapsed without Technical advice ex 

cept the writers short term help in Sept - Dec. 1976. 

-

-

Too 	 manypeople - take too long to review the paper - Bureacracy 

whet-ther USAID or GOI/must be streamlined both in contracting and 

reimbursement processes.
 

Inspite of the above comments some things are finally moving.
 

The 	second house and office building at Ujung Pandang are under 

construction and buildings at Palopo Head Quarters are also under

wayo ConstruuLion at both places should be completed by March.
 

Following the Kecommendation of the November report the Project
 

Manager is now scheduling 2 weeks at Palopo and 2 weeks divided
 

between Ujung Pandano and Jakartao)
 

While monthly meetings of the sub project managers and local com 

mittee have been held regularly since September. The adviser
 

suggest each agency and sub project submit a 1 page summary in
 

writing, out-lining : (a) the work started, and progress during
 

the month, (b) obstacles to overcome (c) recommendations for ex 

pediting action. These agency reports to be put together and
 

circulated to the steering Committee with the recommendation of
 

the 	Project Manager and Comments of USAID advisor.
 

The time has come for activating the steering Committee with at rl
 

least fcuarterly meetings as provided in the Loan Agreement.)
 

The {ecommendations of the Technical consultants should be inclu 

ded vwith the Project Manager report to the Steering Committee 

Lecific recommendations.
 

a. 	Organization ..............
 



a. Oranization
 

LJakarta : Strengthen the position of the assiatant-rian-ager 


with a bilinqual person capable of conducting inter
 

agency meetings to expedite the sub project in the
 

absence of the project Manager in the field. The
 

position in addition to the bilinqual requirement,
 

requires a more experienced Mature person capable of
 

chairing meetings between agencies.
 

Ujung 	 Pending completion of the office building this Staff
 

Pandang: 	 is operating quite satisfactory. The recent addition
 

of Mr. NaJamuddin Saleh adds materially to the offi
 

ce capability in cooperating with the Technical assis
 

tants and USAID. Additional Staff may be needed as
 

activity picks up next year.
 

Palopo : 	 In my previous report I recommended a full time De

puty Project Manager to be in charge in the absence 

of the Project Manager. This position was to be 

filled by a temporary official in the Decree Number 

Kep. 71/1976.
 

The temporary office is badly overcrowded but the
 

bftilding naw under construction will correct the
 

ph~cical problems. Stronger leadership will be needed '7
 

with commencement of the Technical consultant work
 

and the larger staff in the immediate future. A Bi

linqual person would most do sirable.
 

b. Comminicationso
 

The time has arrived for improving comminications.)r
 

With the completion of the Masamba air strip an
 

/effort should be made to have government communica

tions from Ujung Pandang carried by air to Masamba 

and then to Palopo on a daily or frequent basis.)
 

Personal
 



(Personal travel between Palopo and Ujung Pandang should
 

also use the Masamba air-strip to save time of expensive
 

personnel. 

A radio (short-wave) net-work is.needed between Palopo
 

Head Quarters and the sub-project workers iu the field
 

at Luwu.)It will be even more necessary as the road and
 

irrigation construction gets underway next year. Cost
 

for radio communications will be compensated by greater
 

use of expensive Technical manpower and use of expensive
 

jeeps. 

c. Administrative Procedures. 

An instruction sheet from the Project Manager to all 

sub-project managers and USAID staff working on sub

project should.be-issued. This sheet to indicate the 

routing of ' copies of correspondence and reports 

between agencies and their contacts with-USAID. An 

integrated while individuals make direct contact with 

no record of such contract coming to the attention of 

the Project Manager and the USAID advisor. 

A Complete file of all such communicationG should be 

kept in the Project Managers office at Palopo, by 

agency. 

A wall chart in the Palopo, Ujung Pandang & Jakarta 

office should show the last meeting with sub-project
 

leader- and the next scheduled meeting so other tra

vel plans will not interfere with attendance.
 

A suegestion box is recommended for staff use to im

prove effeciency of offive operations and reports.
 

Each ...........
 

http:should.be


Each sub-Projct shoald be required to send at least
 

Icopy of each new sub project map and report to the
 

Project Managers office Palopo as they are prepared.
 

A photo record of project activities should be main

tained throughout the li.'e of the project at the Pa

lopo Head Quarters.
 

A~reemcnt reached since last reporto
 

All maps will be on a standard scale of 1 : 20.000 for the Luwu area.
 

5. 000More detailed construction maps will be on 1 : 10.000 or 1 : 

scale when necessary, but all general plans for sub projects will be
 

on 1 : 20.000,
 

-2. i tifyinand Recommiending solutions to obstacles Deterring the 


Progress of the LATDP.
 

Identification of Roles
 

Marked iprovement in recognition of the role of the Projett M,,nager
 

as the operating administror of the Project and responsibility of all
 

sub-project managers to report to his office has been demontrated in
 

recent weeks. The role of the USAID advisor to the Project Manager is
 

also improying. There is (still a need to recognize that GOI policies /
 

must prevail in contract tender, letting and operation.\iFlexibility in
 

administrating the Loan Agreement is badly nedded when delay in pdper'

work >ithin USAID Jakarta/Washington interferes with scheduling and comp
 

letion of contract work during GOI buget period, and limitations of the
 

rayny season.
 

Distinction between Loan-Grant Programs.
 

USAID needs to examine its role as a money tender for a project backed
 

with the provisions that delay action while red-tape is being.complied
 

with can be waived under a Yoan that is backed by the General Obligation
 

of resources of the GOI. Merely clearing internally between Jakarta 
and
 

Washington consumes Weeks of valuable time.
 

If USAID makes a grant then certanly they are entitled to more 
res
 

trictive guidelines for expenditure of grant money.
 

The advisor ...........
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The adviser believes USAID representatives in Jakarta recognize this problem
 

but it is not apparent that Washington ITSAID is prepared to streamline rules,
 

and regulations and provide for flexibility to improve operations.
 

Inte!!rated vs Sectorial App roach to Development.
 

'Ohile the Luwu Project is considered to be an integrated development project. 

- most of the sub-contract agencies behave as if it was a sectorial or func
 

tional projoct and their performance delays other sub-projects0'
 

Ideally an integrated project would have a time schedule showing how each
 

sub-project flows into the schedule for maximum coordination* 

(if Transmiration iss t to be a part off thete projectpojet iti would haveaveboen far betterbea prt
~IC ranaiiraton wold 


Lf the nlans for irrigation could have been finalized before families were mo
 

ved to the area and the villages could have been located in comformity to irri
 

,gation plins. 

Land cleara.nce then could have been timed to prepare the area as irrigation
 

construction proceeded and transmigration villages could have been started as
 

padrdy fields become available to the transmigrants.)
 

As it is, land is being tree cut for transmigrants that cannot be irrigated
 

until near the end of the project. Because of this the irrigation sub-project
 

and the Project Manager have agreed that land clearing for irrigation areas 

should be under the contract of irrigation and tree cutting for homesites and
 

dr,' farming areas to be under Transmigration and/or the Project Manager. 

Jgreer:ent has been reached to distinguish between Tree Cutting and Land Cle
 

aring. Land Clearing means stripping all treas brush, and stumps from the land
 

to permit levelling and irrigation. This misunderstanding of terms caused a ma
 

jor problei during the past year within USAID and resulted in 001 assuming
 

financial, responsibility for work now under contract on 2.000 Hectares. (.1hile L/
 

the Technical Advisor agrees that complete land clearing (stripping) and level
 

ling are technically desirable he is not convinced that the Government of Indo
 

nesia can afford the additional investment per hectare that this will require.
 

If they can afford it - fine, if not, a very satisfactory irrigation effort
 

can still be carried out with less complete land clearing 

Problems and committment.Comrunication 

Perhaps the (iggest obstacle to progress has been the groat amount of time
 

required under present systems of communication between sub-project 
personnel
 

in Jakarta, Ujung Pandang and Palopo.
 

Mail from
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Mail fiom Jakarta to Palopo takes 5 - 7 days or longer. Personal travel 

require, .at lqo.t_2 days if. plans have to be reworked additional days 

are lost Personnel in Luwu may have to wait until they return to Ujung 

Pandazng or Jakarta to redraft their plans and duplicate them. 

The problem of lost time in communication, illustrated above could be 

shortened considerably by use of the M m,aba air strip both for maiL 

staff travel and even more time could be saved if shortwave radio wartr 

available between Palopo Head Quarters and workers in the field a Bone-

Bone and Kalaena. 

The construction of bridges and improvement of the coast road, south from
 

Palopo will also help the next 2 years.
 

Given imProved communication it is (hoped thiat the sub-projiectjRgeZqcies 

will dedicate themselves to a time schedule for completion of their part 

of this integrated project, the projcct l1kc a chain is only as rood as 
-its eastin. 

To improve committment each sub-project needs a manager at Palopo to neet
 

.regularly with the Project MlanaZcr and other sub-project managers and to 

develop a team approach to scheduling and cooperation. 

3. Planninf: and Coordinating the Tw--istT.cal Surport for the various sub-oro-

Jects of LATDP :
 

a. Road construction under Loan AM-reorent. 

Progress on road work has been most disappointing. improved roads are 

needed to facilitate all other sub-projects and save wear and tear on 

vehicles of the project. There is a posibility of regaining some lost 

time if bids by contractors now finishing work for (IicO - Beclhtel ) 

at 1alili are successful. 

They have the equipment on site and experienced man pot-er that other 

wise will be jobless in July. It is vital that work begin on both ends 

of the road and at least 60 ICut's be started ill 1977 - 78 budget year. 

New road work - Maisamba to .!Ma,.ni-lat. 

In order to accommodate wore transnigrant familes, a.feeder road is 

needed soon from llasaiba south to rlalangke (Pao/Amassancv). The Camat 

has made 10.000 hectares available to transmigration and additional 

area is available for fiLuh farming. The area is acecssible only by boat 

at this time. 
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b. Irrifation.
 

This project is now ovjn& on schedule after a slow start. The agree
 

ment to put land clearing of paddy area under Irrigation 
should im

prove timing of land preparation. 1 st efforts should be on Kala
 

ena A and Bone-Bone arcas, then proceed to Kalaena 
B and later to
 

Kalaena C areas. This follows the plan for 
extending Primary and
 

secondary canals.
 

Additional Irri.'ation Projects. 

a total of 135.000 hectares in LuWu can be irri 
It is estimated that 

on the Lamasishould be started now
gated and preliminary planning 

hectares,hectares, lasamba 10.000 
area 7.000 hectares, alangke 10.000 

has village irri,; tion 
and 1;0bbang hectares. So!.c of this area1O.000 

2 crops per year,
now but needs improvement to permit 

systems will 
A one crop system meanz Iow level Subsistances, the 2 crop 

permit the fUrmer to rise above the subsictance level.
 

of Detention eservoirsoFeasability Stud-, 

River for current project
water in the NalaenaWhile there is adequate 

other areas - it is 
can be diverted to Done-3one project from

and water 
area under full developmentrequirements of the 

necessary to study the 

now are that storage reservoirs will 
of 135-000 Hectares. Indications 

and Lamasi river 
on the Kalaena, Kanjiro,. Sabbang, Baliase,

be necessary 

if feacable. 

Irriration
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5 year averare discharre for present plannin,.Irri.ation is usinr. a 

But plans should be based on the worst year (lowflow or the 2 conse

cutive loest years.
 

While stud; ing-the feasibility_ of detention reservoirs for low flow 

augment t-ion the possibilities of- ydro-powor should be examined as 

a source for rural-electrification. It appears foolish to transport
 

diesel fuel to this area from other islands, with such an abundance
 

of streams with potential hydro-power0 iElectricity is also needed for
 

the industrial development of the area and for refrigeration and for
 

fisheries. (Some people think there will be power from the I11CO pro 

ject but INCO informed me - no power west of Malili)o 

C, AGRICULTURE ..REC. 

This sub-project still does not have a manager assigned to thc Palopo
 

e.d .ua.rtcr andprogress is difficult to determine. 

Certainly more progress is needed in order to facilitate the coopera 

tive sub-project which is dependent on agricultures prior work. There 

are already many farmers in the area needing agricultural assistance.
 

Better methods handling livestock, and producina food crops are needed
 

now and should not be delayed until irrigation is completed. Debate
 

stations continues but must be resol
 over alternative types of Po .Co 


ved within limits of the loan agreement and soon. The Project Manager
 

has a right to expect i,:,ncdeiate go ahead on the agriculture sub-pro
 

ject.
 

A year has been lost already.
 

D. COCPER'TIVE.3 Fo1:.Co 

This sub-project also still needs a manager assigned to Palopo,.
 

on this project is delayed by delays in Agricuture. Next years
W!ork 


budget includes funds to start a building in Palopo.
 

soonThe Technical Consultant for cooperatives 	 is needed very to help 

and to help coordinate with 
guide the proje~t in its formative stages 


Agricultureo
 

E. TMAN-5HI G RPATI OA. 

700 families will be accommodatednext year and many more
An additional 

-lans 
families can be located in the 11alangke area in the future, 

but 


for irrigation and roads should precedethe_ lo-ationof 
new villagese
 

F, HEALTH. 



F. H 9 A L T H.
 

This sub-project as needs a manar-er located at Palopo. Funds
 

available this year appear underutilized, The Health center at
 

Suka l.aju is ujl taffdo The center Lit .,-JIotu lacks refrigeration 

to store some mendicines and all centers need a greater.-.upply
 

of drugs. My stay at Palopo 4ndictted widespread colds, flu, u

bronchial conditions and tuberculooisJ These diseases allow the
 

around but reduce their capacity aspatient to continue moving 


workers. Some greater attention to respiratory dis e as e s would
 

appear warranted. 

G, OVERALL COORDINATION. 

The consultant has attended 3 meetings of the sub-project repre
 

irrigation the reports havesentatives. With the e::ception of 


been meagre and the activity in the pr3jects_ minimal. An inter!
 

will die unless authority is combined
rated development program 

and budget° Agencies that operate on sectorialwth responsibility 


have not becn enthusiastic participants in the LuwtU pro
proCrams 

but few deeds or actions,
ject - plenty of words 

(Authority above the Project Manager should note the delays by all
 

sub-project aLencies and give direction to implementationo
 

time has coic to perform as me.ibers of a teara, not independent
The 

agencies° )
 

Perhaps upon arrival of the long term consultants for Organization
 

and Administration the situation can be improved. 

". 'V oiAI !!GID DEVE:LOPING ALTEYRIATIVE COMM.:UNITY DEVELOPI*.'I9T 

.... VITI:: 'JlICIH CO!MPLEHENT THE LATD.P 

*his project call for 2 year study, with support of the Canadian Government. 

Project. Thelcrtninly ltison -is needed between this study and the Luwm 

';Irt term advisor has been unable to contact. the Regional study team thus 

b. West Ger!Aan. 



b. 	 I-Ject German Project 

A review team visited 2 days at Palopo in counection with plans 

for a road project from Palop9osouthv this project would mate 

rially enhance the Luwu area by better access to Ujun- Pandang.
 

The West Germans were encoura.;ed to Consider an integrated plan
 

for the southern Lutnu Area in addition to road work.
 

c. 	U N H A S,
 

Preliminary meetings have been held with the Rector and officials
 

of UNIIS on the possibility of a Community Development Training
 

program for South Sulawesi. The consultant has offered to help
 

recruit expatriate (including the Philippines and Thailand)
 

instructors to help train UN1IAS faculty. Further discussion on
 

this subjACt is e::pected.
 

5, 	 REGIOITAL PLMITIMIGO 

Although this was not a part of the original scope of work the
 

Project Manager requested my efforts in this area.
 

A set of maps depicting 	a heirarchy of growth centers with effec
 

tive radius of service ranging from 6 - 12 Krm (class.1 ) up to 

96 	- 192 Km (class 3) was prepared and submitted to the Project
 

Manaer. The Technique of using growth centers was furher explai 

ned to the sub-project personnel at a monthly meeting and to the
 

Technical committee at Jakarta. 

-The teochnique also needs to be passed on to the Canadian Spon 


sored logional Planning 	Group for South Julawesi. 

S U l . A R Y. 

At 	the end of a four month tour the consultant has mixed emotions.
 

Few areas in the world have as much potential as the Luwnt area.
 

The 1CO project alone is an enormous undertaking. Considering the
 

population density of Java the Luwu area offers grat opportunity for
 

development and further 	transmigration while ta!cing care of its ov,. 

- electric potential appears to be significant.natural increase. Iydro 


Further
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Fu-ther mineral activity in North Luwu is also probable. 

Forestry could be a major lone term prcjct using many workers.
 
Cloves, Pepper and other crops may be e-Ctensively developed in this area. 

Fisheries can become a major industry if Refrigeration and transportation
 

problems can be solved.
 

the failure of sub-project cncfics
However - -- to miove from talk to action 

raises serious doubts as to W'hether the iesent loosely grouped agencies 

can or will comit themselves to an all out effort to activate their project* 

The project must have a complete staff of sub-project managers dedicated to
 

the total effort and between the Project Manager and sub-project managers 

there must be authority to act. The ?residontial Decree gave the Project 

Manager the resnonsibilitv To coordinate but not the authority to act. 

Responsibility without authority is inadequate when agencies, fail to carry
 

out their part of the work on schedule. 




