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Dear Col, Heru

I enciose herewith my second and final report on my work as special
consultant to the project. I trust that this report in gddition to
my ninety - six days of actual consultation have met your apyroval

and acceptance.

You are working under great hardships. It is unfortunate that those
responsible for the sub - projects are not all as committed as the

irrigation personnel - your job would be much easier,

Let us hope that your government will further inplement the docrees
which give you responsibility to coordinate the project by also
giving you the necessary authority to activato the sub - project on

schedulc,.
Presumadbly your full time consultant will be available soon and will
be of great help. .

It has been aprivilege to assist you for the past four months,
I will follow your project with real interest in the future and if

I can be of further sorvice, please call upon ne,

Very sincerely

AUl

GH DENMNEY
Advisor to Project Luwt.
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Luwn Project Manager

Palopo/South Sulawesi.

SC

SUBJECT : Final report of special Technical Advisor to the
Luwu Project; Prof. IIUGH DENNEY, University of

Nissouri, U.Sc4A0
OP =& OF WORK

The advisor to provide over a period of up to four months,

advice and assistance to the LATDP Project Manager for @

(1
(2)

His

(1)

(2)

(3)

(%)

overall management and coordination of the LATDP, and

expanding the community develonment impact of the LATDP,
duties will include 3

Advising the Project Manager on managerial, administrative,finan
cial and institutional procedures to more effectively execute the

LATDP 3

Tdentifyines and recommending solutions to obstacles deterring the

nrogress of the LATDP ;

Plannine and coordinatins the lo,istical supvnort for the various
Sub=Projectc of the LATDP ; and

:enloring and develoning alternative Community development activi

ties which complement the LALDP.

Reporting requirements include submission to the Project Ma

nager report of his activities and relevant observations ¢

(1) two months

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

(2) at the end of his services.

(NOTE Originally the Technical Advisor vas to spend mest of
his tine at the Palopo Head: Quarter but in response -+
to the urging of U.S.A.IoDe advisor in Jakarta and

the need for coordinating with Sub-Project officer 3

a much(}apger 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 projects, This has of necessity increased
the per diem cost ofﬁthe Technical advisor because of

the differential bet ween Palopo and Jalkarta ).
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1¢ Advisinz the Project Manaprer, °

On managerial, administrative, financial and institutional proce
dures to more effectively execute the LATDP 3

The project suffers from the delay in courleting the contract

for Technical services for the Project Manarer, the oripinal in -

vitation to bit was announced in January 1976, twelve months

later it has not been sirned and the project manager desnerately

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 many peovle - take too long to review the paper - Bureacracy

whesther USAID or{GbI/must be streamlined both in contracting and

reimbursement processes.

Ingpite of the above comments some things are finally moving.
The (second house and office building at Ujung Pandang are under -
constructior and buildings at Palopo Hecad Quarters are also under-

wayo \Construgtion at both places should be completed by March.

Following the(?ecommendation of the November report the Project _
Hanager is now scheduling 2 weeks at Palopo and 2 weeks divided
between Ujung Pandang and Jakartao)

While monthly meetings of the sub project managers and local com -
mittee have been held regularly since September. The adviser
sugzest 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 (¢} recommendations for ex -
pediting action, These agency reports to be put together and
circulated to the steering Corunittee with the recommendation of

the Project Hanager and Comments of USAID advisore.

The time has come for&actlvatlng the steering Committee w1th at n

least Quarterly meotlngs as provided in the Loan Agreement.)

The &ecommendatzons of the Technical consultants should be inclu - >

ded with the Project Manager report to the Steering Committeeﬂ

Srezific rececmmendations.

- ¥ Organization eescensceveere



8. ,brganizition
Jakartu ¢ Strengthen the position of the asaisggég_gggager -
with a bilinqual pefson 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 weetings between agencies.

Ujung Pending completion of the office building this Staff
Pandang: 18 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 Stuff 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 Manéger. 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
biilding naw under construction will correct the -
phxcxggi problems. Stronger leadership will be needed "7
with commencement of the Technical consultant worlk

and the larger staff in the immediate future. A Bi-
linqual person QAﬁld most de sirable.

be. Comminications.
The time has arrived for 1mprOV1ng commnnlcatlons.1L

With the completion of the Masamba air strlp an
(effort should be made to have government communica-
tions from Ujung Pandang carried by air to lasamba

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

-———

Personal cveccesces
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(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
Headwggqrﬁe;gmé;dqéhe sub-project workers in the field
aghpuyu;)It will be even more necessary as the road and
irrigati;n construction gets underway next year. Cost
for radio communications will be compensated by greater
use of expensive Technical manpower and use of expensive

Jeepse.

Ce Administrative Procedures.

An instruction sheet from the Project Manager to all
subfproj;;t managers and USAID staff working on sub-
projecﬁ should.be- issuedo This sheet to indicate the
routing of " - cogies of correspondence and reports
betwern 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 lanager and the USAID advisor.

A Complete file of all such communications should be
kept in the Project Managers office at Palopoy by
agencye ’

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 suggestion box is recoummended for staff use to im-

prove effecigpcy of offive operations and reports.

EaCh ececescoscne
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Each sub-Project should be roquired to send a least
1 copy 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.

Asreement reached since last reportoV’

All maps will be on a standar@ scale of 1 & 20,000 for the Luwu area.

More detailed construction maps will be on 1 3 10,000 or 1 & 5. 000

scale when necessary, but all general plans for sub projects will be
on 1 ¢ 20.000.

Identifyinz and Recommending solutions to obstacles Deterring the -
Progress of the LATbbo 4

IdentBEfication of Roles ..

Marked improvement in recqgnition of the role of the Projett Munager

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 $he Project Manager is
also 1mprop1ng. There 1s(st¢ll a need to recognize that GOI policies Vv
must prevail in contract tender, 1ett1pg and Operatlon.)Flexlbllzty in
administrating the Loan Agreement is badly nedded when delay in pédpér’ -
work within USAID Jakarta/Washington interferes with scheduling and comp
letion of contract work during GOI buget period, and limitations of the

rayny seasoOne

Dlstinctlon between Loan-Grant Propranms.

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. complxed
with can be waived under a T.oan thet is backed by the General Obligation
of resources of the GOI. Merely cl?aring internally between Jakarta and

Vashington consumes Weeks of valuable time.

If USAID makes a grant then certanly they are entitled to more res =
trictive guidelines for expenditure of grant moneye. '

The advisor esosecsscsscense
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The adviser believes USAID renrcsentatives in Jakarta recognize this problem
but it is not apparent that Washington USAID is prepared to streamline rules,

and regulations and provide for flexibility to improve operations.

Interrated vs Sectorial AppAroach to Develonment.

‘lhile the Luwu Project is considered to be an integrated developnent project i~
- most of the sub-contract agencies behave as if it vas a sectorial or fung

tional project and their performance deleys other sub=projectso

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

sub-project flows into the schedule for maximum coordinatione

(if Transaigration is to be a part of the project it would have been far better
if the plans for irrigation could have been finalized before families were mo e
ved to the area and the villeges could have been located in comformity to irri
gation plnans. )

fLand clearance then could have been timed to prenare the area as irrigation
construction proceeded and transmigration villages could have been started as

[

paddy fields become available to the transmigrantse )

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 gub=project v~
rnd the roject Hanager have apgreed that land clearing for irrigation arcas
chould be under the contract of irrigation and tree cutting for homesites and
dry fTarming arcas to be under Transmigration and/or the Project lanager.

v —

(hgreement has been reached to distinguish between Tree Cutting and Land Cle
aringe. Land Clearing means stripping all trees brish, and stumps from the land
to permit levelling and irrigatione This misunderstanding of terms caused a ma
jor problem during the past year within USAID and resulted in GOI assuming
financial, responsibility for work now under contract on 2,C00 Hectares.(?hile L
the Technical Advisor agrees that complete land clearing (stripping) and level
ling are technically desirable he is not convénced that the Government of Indg

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

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

can still be carried out with less complete land clearinge

Communication Problems and committnent.

Perhaps the @iggest obstacle to progress has been the preat amount of time
N e

required under present systems of communication between sub-project personnel

in Jakarta, Ujung Pandang and Palopog

¥ail from
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Hail from Jakarta to Pafopo taltes 5 = 7 days or longer. Persogglhgfavel
requires at least 2 days if plans have to be rcworked additional days
are lggt} Personnel in Luwu may have to wait until they retu;; to Ujung
Pandung or Jakarta to redraft their plans and duplicate theme

The problem of lost time in communication, illustrated abowe could be
shortened considerably by use of the Masamba air stéip both for mail @ad
staff travel and even more time could be saved if shortwave radio werw
aveilable between Palopo Head (uarters and workers in the field ac Bone~

Bone zand Kalaena.

The construction of bridzes and improvement of the coast road, south fron

Palopo will also help the next 2 years.

Given inproved conmunication it 1s(£oped that the sub-project agencies

will dedlcate themuelveu to a time schedule for completion of their part

of thls 1nte‘r“tcg nroject, the »rojcct lilic a4 chain is only as rood &5

\
its weakoot linle, )

To improve committwent each sub-project needs a manager at Palopo to neet
cularly with the FProject Hanager and other sub-project managers and to

develop a team approach to scheduling and cooperations

Plannine and Coordinatine the Tio-istical Sunport for the various snbenro-

dects of LATDP ¢ .

a. Road construction under Loan Arrecrient,

Progress on road work has heen most disappointing.:ﬁhproved roads ars
needed to facilitate all other sub-ﬁrojects and save vear and tear on
‘vehicles of the project. There is a posibility of regaining some lost
time if bids by contructors now finishing work for (INCO - Bechtel )

at Malili arc successful.

They have the equipment on site and experienced man power that othexr
vise will be jobless in July. It is vital thet work begin on both ends
of the road and at least €60 Ku's be started in 1977 = 78 budget year,

Hew road work = llasamba to Maloni-lio,

In order to accommodats more trananlgrant familes, a f»c@ggvgoad is
needed QOOn from lasaaba south to Malangke (Pao/fmassangen). The Canat
has made 10 000 hectareg uvallable to transmlﬂratlon and additional

area 1s avallable for flbh farming. The area is acec°°1b1e only by boatw

at th1s t:me.



B; Irri~ation. .-

et ns—

This project is now 20ving on schedule after a slow otart. The agreg

ment to put land clearing of paddy area under Irrication should im =
prove timing of land oreparation. 1 st efforts should be on Kala
ena A and Bone-lone arcas, then wroceed to Kalaera B and later to
Kalaena C areas, This follows the nlan for extending Primg:x“and

secondary canals.

Additional Irri-ation Projects.

It is estimated that a total of 135,000 hectares in Luwu can be irri
gated and preliminary planning should be stapted nov on the Lamasi
area 7,000 hectares, Malangke 10,000 hectares, Musamba 10,000 hectares,
and . sbbang 10,000 hectares. Sogglof this area has village irrization

‘now but needs improvement to permit 2 crops per yeuara

4 one crop system means low 1evel cubsistances, the 2 _crop systems will

permit the farmer to rise above the subsictance level.

Feasability Study of Detention Reservoirse

While there is adequate vater in the Kalaena River for current project
and water can be diverted to Done-lone project from other areas = it ie
_necessary to study the requirements of the area under full development
of 135.000 Hectarese. Indications nov are that storage reservoirs will
be_necessary on the Xalaena, Kanjiro, Sabbang, Baliase, and Leanasi river

if feacable.
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Irripation is wsinz & 5 year averapge discharre for nresent planninge
But vnlans should be based on the worst vear (lowflow or the 2 consew

cutive lovest years
While =tudying-the feasxblllty of detention regervoirs for low flow
augmentation the possibilities of Thydro-power should be examined as

a source for rurale-electrification. It appears foolish to transport
diesel fuel to this area from other islznds, with such an abundance
of streams with potential hydro-power. Llectricity is also needed for
the industrial developrent of the area and f;;mrefrigeration and for
fisheriese (Some people think there will be power from the INCO pro -

ject but INCO informed me = no power west of Malilide

AGRICULTURET . REC,

This sub-project still docs not have a manager assigned to the Palopo

Head juarter andfprogrcss is difficult to determine.
Certainly more prog regs is needed in order to facilitate the coopera

tive sub=project which is dependent on agricultures nrior worke There

~are alrcady many farmers in the area needing agricultural assistances -

Better methods handling livestock, and producing food crops are needecd
now and should not be delayed until irrigation is completed. Debate
over alternative types of Rol.Co stations continues but nust be resol
ved within limits of the loan agreement and soons The Project Hanager

has o right to expeect immedi ate go ahcad on the agriculture sub-pro

-

jecte.
A year has been lost alreadye
COCPERATIVES TolloCo

This sub=project also still nceds a manager assigned to Palopo.

work on this project is delayed by delays in Agricuture. Next years
budget includes funds to start a building in Palopoe.
The Technical Consuttant for cooperatives is needed very soon to help

guide the project in its formative stages and to help coordinate with

Agriculture.

TRANSHIGRATION,

An additional 700 families will be accommodated next year and many more
familics can be loceated in the Malangke area in the future, but nlans
for 1rr15ut10n and roads ~should precede thﬂﬁlosation\~§~uey~y}llages.

F, HEALTH.
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Fe HEALTH,

This sub-project also needs a manarcr located at Palopo. Funds
availabie this year appear underutilized. The Hoaith center at
Suka Maju is unstaffeds The centsr at ‘Jotu lacks reﬁrigerqtion
to ctggg some mendicires and all centers need a greaterwsgpply
of~ggggs. My stay at Palcpo ((ndicated widespread colds, flu, -
bronéhial conditions and tuberculosis) Theze diseases allow the

paticnt to continue moving around but reduce their capacity as

SRR

——

workers. Some greater attention to respiratory digeases would

appear warrantede. ‘

Go OVERALL COORDINATION.

The consultant has attended 3 meetings of the sub=project repre
sentatives. With the exception of irrigation the reports have
been meagre and the activitymin_thc projectg_minimal. in integ
rated development program will die unless authority is combined
with responsibility and budget. Agencies that operate on sectorial
prograns have not_Becq enthusiastic participants in the Luwu rro

ject - plenty of words = but few deeds or actions.

/ . . .
(huthority above the Project Hanager should note the delays by all
sub=project agencies and givé direction to implementationo) —

i
The time has com2 to perform as meabers of a team, not independent
agencieso )
Perhaps upon arrival of the long ternm consultants for Organization

and Administration the situation can be improved.

- o BVLORTUG AND DLVELODTING ALTERHAYIVE COMMUNITY DEVELOPHILY
JCPIVIPILS VHICH COHPLEMENT THE TATDE 3

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

“ertninly laison is needed betveen this ctudy and the Luwu Projecta The

et

hart term sdvisor has been unable to contact the Regionzl study team thus

*»

1T

be West Geruane
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Yect German Project

A review team visited 2 days at Palopo in comnection with plahs
for a road project from Palopo_ gouth, this project would nmate -
rially enhance the Luwu area by hetter access to Ujung Pandang,

The Yest Germans werc encourared to consider an integrated plan

for the southern Luwu Area in addition to road worke

UNHAS,

Preliminary meetings have been held with the Rector and officials
of UNHAS on the possibility of a Community Development Training
proggqm_fgr.South Sulawesi, The consultant has offered to‘help
rec;;iﬁvexpatriate (including the Philippines and Thailand)

instructors to help train UNHAS facultye. Further discussion on

this subjuct is expected.

50 REGICHAL PLANNTNG,

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

Project Hanager requested my ecfforts in this arca.

A set of maps depictihg a heirarchy of growth centers with effegc
tive radius of service ranging from 6 - 12 ¥m (class &) up to

96 ~ 192 Km (class 8) was prepared and submitted to the Project
Manager. The Technique of nsing grovth centers was furlther explei

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

Technical conmittee at Jakartez.

> s e v

sored Repional Planning Group for South Julawesi.

SUMMALERY,

At the

end of a four month tour the consultant has nixed emotious.

TFey sreas in the world have as much potential as the Luwun areaes

The INCO project alone- is an onormous undertaking. Considering the

.population density of Java the Tuwu wrea offers grat opportunity for

development and further transmigration while talking care of its own

natural increase. llydro - electric potential apsears to be significante.

" Further
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Murther mineral activity in North Luwu is also protable,

Forestry could be a wajor long tern prejact using many workers,

Cloves, Penper and other crobs nay bc'extensively developed in this areas
Fisheries can becomec a major industry if Refrigeration and transportation

problems can be solved.

llowever - the failure of sub-project nencics to nove from talk to action
raises serious doubts as to Whether tihe rresent loosely grouped agencies

can or will counit themselves to an zll out effort to activate their projecta

The project must have a complete stalf of sub-project managers dedicated to
the total effort and between the Project Manaper and sub-projcct managers
there nmust be authority to act, The Presidential Decree gave the Project

Haneger the responsibility To coordinate but not the avthority to act.

Responsibility without authority is inadequate when agencies, fail to carry

out their nart of the work on schedule,





