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Intiroduction

We have made a review of the Zlivestock Feed Production and Utilization
Project (No. 664-0293). This examination covered the period from
inception, April 1977, through September 1981, and included selected
elements of a predecessor project, Accelerated Livestock Production
(No. 664-0276). A.I.D. provided $2.5 million of grant funds under the
current project to finance the technical assistance costs of U.S.
advisors, plus some training for Tunisian specialists and a limited
anmount of project commodities.

Our review was made to (a) verify compliance with the terms of the
project agreement and related implementing documents, (b) identify
any unresolved problem areas, and (c) ascertain the effectiveness of
USALD/Tunisia monitoring of project activities. We reviewed pertinent
project implementation and financial records maintained by USAID/
Tunisia and the Government of Tunisia (GOT) implementing agency,
Office of Livestock and Pastures (OEP). A separate structure within
the OlP, "Project Integre" (OEP/Pl), was established to implement

this project.

Background

USAID/Tunisia has been involved with providing assistance to improve
various phases of livestock production for about ten years. Beginning

in 1971 with the Accelerated Livestock Production Project, A.I.D.
provided $1.35 million in technical assistance through a Participating
Ngency Service Agreement (PASA) with the U.S. Department of Agriculture.
The purpose of this project was to increase meat production by developing
forage production and feed utilization technologies, adapted to meet



the requirenment of local fawmers and to develop an infrastructure to
deliver the improved technology to the target farmers. The principal
results of the GOT and A.I.D. efforts were (a) the establishment in
1974 of the livestock extension service-- "Office de 1'Elevage et des
Paturages" (OEP), (b) the development of small farmer receptivity to
inproved technology, (c) the training of OEP technical staff, and

(d) the identification of traditionally poor forage/seed production
as the main constraint to increased livestock production.

From the experience gained from this initial effort, the GOT and
USAID/Tunis agreed to emphasize the need for improved forage production
and utilization of livestock feed. Yo accomplish this, the current
project was initiated in 1977 with expected completion by the end of

'Y 198l. The objective of this project was to achieve GOT institutional
capability to reach the small livestock farmer with modern technology

in forage production, feed utilization, and livestock management through-
out the country. Six long-term Technical Advisors were provided under a
USDA PASA arrangement, supplemented by various short-term consultants.
To insure the technical capability of OEP/PI, there were plans to have
18 staff members obtain M.S. degrees in U.S. educational institutions,
and to provide in-service training to other members of the extension
service agency. In addition, some project commodities were provided --
mainly seeds and agricultural equipment. All of the technical advisors
except one had departed by September 30, 198l. The remaining advisor
had been requested by the GOT to extend his stay until April 1982, the
revised project completion date.

Of the $2.5 million of A.I.D. funds available for the project, some
$2.0 million was used for technical assistance to support the PASA
team.  The other $.5 million was for educational training in the U.S.
and [or various comodities.

Sunary

Overall project accomplishments have been considered successful in
providing advisor assistance to OEP nmanagement, up-grading of OEP/PI
statf members through in-service training and periodic seminars, and
by nwierous demonstrations to the small livestock farmers duriny the
project implementation period. The GOT has supported the thrust of
this joint elfort with adequate budgetary support to the OEP (totaling
the equivalent of some $5.0 million), and by improving governmental
ol leies to help sustain increased livestock production. To insure
that. maximum results are obtained from the assistance provided by the
technical aclvisors, the OEP needs to formalize their procedures to
nonitor inplementation of the reconmendations provided by the livestock
sveclalists during their assignments to the project. This is of
particnlar importance because the implementation agency is in the
provess of being reorganized, and some of the key staff members are

to e reassiuned to other activities.



l'echnical Assistance

The project agreement with the GOT was signed April 13, 1977. The
principal input provided by A.I.D. for this project was the expertise

of the technical advisor team to be made available under a PASA with
USDA.  One continuing problem throughout the project period was the

lack of language capability by the U.S. technical staff. The situation
was compounded because two languages are predominent in the Tunisian
environment -- French and Arabic. Initially, the PASA staff was supposed
to be competent in the French language, but this requirement was minimized
in deference to technical capability. TFurthermore, the majority of the
livestock farmers spoke Arabic rather than French. Thus, communication
between the various participants had to bridge the obstacle from English
to French to Arabic. There was no ready solution to the difficulties
encountered cue to the different languages, but close cooperation

between the technical advisors, the OEP and A.I.D. minimized the problem.

As of September 30, 1981, all of the PASA technical advisors have departed
except: for one, a dairy production expert. By mutual agreement, his
scrvices have been extended to April 1982. Therefore, the long-term
benefits of ihe U.S. technical experts will be determined by (a) the
various demonstrations and training provided to the Tunisian technical
stalff and livestock farmers, and (b) the degree to which the rccommendations
and advice of the technical team are implemented. The OEP/PI is scheduled
to be rcorganized during 1982, with many of the senior staff members being
reassigned to other activities within and outside the OEP. Our review of
the organizational structure of OEP/PI did not show that there was a
functional system to record and nonitor the numerous recommendations for
tecinical, policy and administrative improvements for increasing livestock
production.  As such, much of the value of providing some $2 million of
technical expertise could be lost because the technical staff who worked
with the U.8. advisors have been replaced with less experienced personnel.
'therefore, we believe that there should be some organized system for
docunenting the reconmendations of the U.S. advisors so that the benefits
ol their experieonce and knowledge of the Tunisia livestock industry can be
retained. In addition, it would provide a method to measure the
implemantation progress for the management personnel of OEP who did not
have: the opportunity to be associated and trained by the USDA staff.

Recommendation No. 1

USAID/Tunisia assist the OEP/PI in
establishing a procedure for follow-up
on the major findings and recommendations
of the U.S. technical experts to this
project. 'The follow-up should provide
for periodic measurement and reporting

of the progress made to implement these
recomnendations.



recluced numbel of’ parL:Lc1pan gw"ts partly dtie to_ GOfI' pollcy tha
precluded OEP Lechm.CJ.ans selected for U.S: educational . training’ from '

being retained on the G@I‘ payroll Under the policy; ‘it becamd less
?,jaLLractJ.ve for: OBP employees to- parLJ.CJ.pate in the’ opporLum ty for:
f,obtaln:x ng a M.5. degree if Lhey had to forego 1.he1.r incomes while .
J*Gc,envmg Lhe educatlonal beneflts'. Ilad this. polJ.cy been changed during
the yroject period, the ori. glnal c_]oal may have been rec.ohed

Project Commodities

There was approxmately $160,000 spent on: COITﬂDdlthS to' ‘support thJ.s
Pro Jwt_ prlncnpally for seeds, LesLJng oqulpmenL and arL1£1c1al »

insemination material.. Most of the: procurenent acLJ.VJ.ty was processed

’ Lhmugh the General Serv1ces Administration (GSA), coordlnated by AID's
Office of Co‘rmodlty Management (SER/COM) .- Wlth one najor exception,
‘the itans for this project were eff‘ ectlvely used in mceLlng the progect
.neodu '

Dug to conf usion in identifying the proper specifications, eleven SR-60
desk model or ogranmable calculators were erroneously purchased in 1978
ab a total cost of approximately $20,000. " ‘These were too sophlstlcaLed
for the needs of the intended users. What was needed and’ cventually '
oht nnud were: (.levcn portable CalCUlEILOlS for a total cost of. about
$270.. The error was not dlscovered until the items arrived at port- in’
Mav !‘)/‘!, ‘angd buccmu CUL‘ properLy ”'J'heJ.eachr, the USAID and’ SER/COM
made an effort to-recurn the desk model calculators to the: suppller but
to no-avail. 'The eleven desk model calculators are still under the
control of OEP. Our review of the OEP records. indicated that: many
monkhs elapsed before these calculators were made’ available to other
‘organizations within the GOT'; two of these calculatoms were issued by
QEP in February 1980. At the time of our review, only one of the SR-60
ol xlamrs was being used Fulltine by ORP/PT. Because these are

AL L =funded equlpnnnL, we believe that the USAID/Tunisia has a
RHGISRY mmlnllly to ensure that these calculaLors are. effectlvely used,
SThE w ably in. supporL of A.L.D. pLo;]ec,Ls


http:vsibili.ty

Recomrendation No. 2

USAID/Tunisia should determine if other
A.I.D. projects have a need for the
SR~60 calculators or whether they can
be effectively substituted for new
procurement. If not, the USAID should
be assured that these calculators are
available to other GOT activities that
have a denonstrated need for them.

USATD/Tunisia provided support and guidance to the U.S. advisors and
coordinated efforts by all concerned toward a satisfactory conclusion
of project activities. Implementation problems encountered have been
addressed in varying degrees. They included a significant change in
Mission policy which extended U.S. advisors' involvement to management
level. This project received adequate coverage in both internal and
external evaluations.
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