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Conclusions
 

1. There is a continuing need to assist the Mauritanian
 
Governmernt to increase its data collection, analyses and plan
ning capability.
 

2. The RAMS Project, which was addressed to this need.,
 
will not achieve many of its objectives.
 

3. The RAMS Project Paper was unrealistic and over
ambitious in light of its short time frame and the logistic
 
difficulties in.conducting research in Mauritanian conditions.
 

4. Its staffing pattern was inadequate for its objec
tivesparticularly in regard to a senior planner and a survey
 
research expert, and it lacks any clear conception of
 
how interdis-ciplinary and intersectoral research is to be
 
integrated in terms of design,,.data collection or analysis.
 

5. Contractor performance under the leadership of the 
first.Chief .of Party was very poor in regard to financial 
management, recruitment and assignment.of.personnel, and the 
design and conduct of research. While overall management im
proved markedly following the arrival of the present Chief of 
Party the effects of the. earlier period remain. 

6.. Because of the failure to integrate and coordinate
 
the component studies adequately at the outset of the project
 
or to properly design the survdys, there are serious problems
 
in interpreting and analyzing the data for policy and planning
 
purposes.. 

T. Due-to the dearth of data currently available to
 
Mauritanian ministries and to donors, RAMS data, regardless
 
of their-quality,,will be used to plan and justify programs
 
and projects.
 

8. Phase I RAMS project reports are seriously behind
 
schedule and Phase II output requirements are unrealistic in
 
light of available time and staff.
 

9. Little progress has been made in institutionalizing

the RAMS data collection and analysis process in the Mauri
tanian Government..
 

10. The most critical tasks that must be accomplished
 
in Phase II of RAMS are:
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(a) improving the quality and integration of 
Phase r studies; and . 

(b) analyzing, integrating and presenting find
ings within a policy relevant framework.
 

Recommendations
 

1. 	Highest priority should be placed on:
 

a. 	 the preparation of integrated, high-quality 
Pclicy Option Papers (see below); and 

b. 	supporting the preparation of the GIRM 1981-85
 
Fourth Five-Year Development Plan by.
 

i. 	having development economist Firouz Vakil,
 
assis.ted if necessary by Mr. Manley, Dr.
 
Quan Dinh,. and Dr. Brown, devote additional
 
time to the preparation of the overall
 
policy framework paper requested by
 
Assane Diop;
 

ii.. 	 having all RAMS experts jointly develop 
ideas for projects that they believe will. 
address critical constraints in rural 
sector development by early February;. 

iii. 	detailing RAMS economist, Dr. Quan Dinh,
 
for up to two days per week, from Feb
ruary through April, to assist Assane Diop
 
in the selection and development .of RAMS
 
team project ideas according to the Fiche
 
format required for inclusion in the
 
Fourth Plan.
 

2.- The requirement for the development of sectoral proj
ect papers should be dropped as a RAMS objective and output,

since it is not expected by U.S. AID Mauritania or by Assane
 
Diop and is not feasible in view of the volume of work remaining.
 

3. The number of PhaserI reports should be reduced from
 
20 to approximately 6 through consolidation and the possible

elimination of some topics*agreed to by RAMS, GIRM, and U.S. AID.'
 

4. 	The r'esearch and analysis process required for the
 
preparation of Phase II reports should be shifted from separate

efforts by individual expert consultants to working groups, in
 
keeping with the reduction and consolidation of studies recom
mended above.
 

5. A major team-building group dynamics workshop should
 
be conducted in late January or early February to:
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a. catalyze and orchestrate the preparation of 
summary project Fiche ideas for possible in
clusion in the GIRM Fourth Plan; and 

b. develop objectives, a conceptual framework, and 
a workplan for each of the consolidated Phaca II 
Policy Option Papers. 

The workshop should be conducted by a skilled professional
 
process person working closely with Drs. Quan and Vakil. 
 It
 
may be.useful to include.one or two additional participants

with in-depth knowledge of the issues raised by this assess
ment? and an expert.in the use of the log-frame approach to
 
workplan development.
 

6.. Senior economist 
Dr. Firouz Vakil should be obtained
 
on a full-time basis toprovide policy focus and intellectual
 
leadership for the Phase II effort. 
in light of their earlier
 
failure to provide a satisfactory Senior Development Economist,

Louis Berger Associate% should be urged to make Vakil available
 
to RAMS on a full-time or at least greatly increased basis
 
(perhaps three days per week).
 

7. The present time-consuming, two-tier report review
 
and modification methodology should be modified so that expert

consultant group reports need be reviewed and modified in a
 
single tier process with appropriate RAMS and GIRM officials.
 

8. The process of report translation should be greatly

speeded up immediately.
 

9. The 1981 seminar schedule should be extended over an
 
additional two-month period to provide more time between meet
ings both for RAMS and GIRM staff, particularly as regards

Seminars 3 and 4.
 

10. An "extra" or additional seminar on rural develop
ment should be held in Aioun or Nema, as requested by the GIRM 
for reasons of "geo-political expediency" and so that the
 
project management seminar can be presented to key GIRM managers

in Nouakchott.
 

11.. The-RAMS 1981 long-term training proposal should be

carried out as presented, or failing that, a minimum of two
 
scholarships be made ASAP for:
 

(a) a senior development economist ("macro" or
 
"micro")
 

(b) a macrc-planner/economist
 

12. The GIRM should be asked for assurances--insofar as
 
possible--that returning long-term trainees will be given a
 
role and a place somewhere in the GIRM planning process.
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13.. 	 It should be made a responsibility of RAMS expert
consultants to reestablish and maintain contacts with the
 
seventeen designated and other counterparts within the govern
ment.
 

14. 	 We do not recommend a ditional funding for the RAMS
 
project or for the design of the RAMS II follow-on project 'e
ferred. to in the RAMS Project Paper.
 

15. We strongly recommend that U.S. AID Mauritenia
 
continue tasupport the process of developing better pLanning

capacity with special attention to the rural sector in the
 
following ways:
 

a. Provide selective technical assistance to
 
future national survey data collection efforts
 
undertaken by GIRM ministries;
 

b. 	Provide a modest level of technical assistance
 
and training to the Office of Studies and
 
Programming in the Planning Directorate of
 
the Ministry of Economy and Finance;
 

c. 	Sponsor small-scale studies of specific policy
relevant issues that have been identified by

RAMS or other research efforts. These might

include, for example, additional work on.
 

i. 	land tenure
 

ii. 	 trade-offs between public and private
 
enterprise in rural development
 

iii. 	trade-offs between investments in dry
land and irrigated agriculture
 

iv.. 	trade-offs between large and small-scale 
irrigation perimeters (a critical issue 
in light of planned O:VS and AID/Senegal 
activities
 

v.. 	ways that existing indigenous production

and resource control organization could be
 
usid to foster rural development.
 

16. Possible follow-on activities snould be discussed
 
-
by t T?.I*AID Mauritania mission and apprCriate Mauritanian
 

coun ts ASAP to assure continuity and follow-through on
 
crit. substantive and institution-buildi*ng issues.
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Preface
 

This report was prepared under AID contract AFR 0211
S-00-1013-00. Its objectives are to assess the work of the
 
Checchi Company under contract for the RAMS project in Mauri
tania and to make recommendations in regard to: (a) work re
maining to be done on data collection and analysis;. (b) means
 
of providing the GIRM with useable information from RAMS re
search activities; .(c) the institutionalization of RAMS objec
-tives through possible follow-on activities supported by U.S.
 
AID Nouakchott.
 

Team members were Allan Hoben, Boston University African
 
Studies Center; Emmy Simmons, U.S. AID; and William Ruther
ford through the U.S.D.A. The report is based on work carried
 
out between December 8 and December 23, 1980 in Nouakchott,

Mauritania and on briefing discussions held in Washington, D.C.
 

Documents consulted include: all RAMS Phase I reports

that were available in draft by December 8; the RAMS Project

Paper and Amendment; the Checchi Company proposal for the RAMS
 
project and contract; Grant Agreement; the U.S. AID In-House
 
Evaluation of RAMS (John Grayzell, memo of July 1980 plus

annex); all RAMS quarterly progress reports, June 1979 to
 
October 1980; RAMS.Briefing Book (prepared for assessment
 
team); RAMS Long-Term Training'Proposal; Proces Verbal, RAMS
 
"Tech Committee" Meeting June 1980 and annex (unite socio
logique); Seminaire: Developpement Rural.Integrg (Rosso

February 1980, Kiffa August 1980); GIRM, Methodologie de
 
Preparation du IVeme Plan May 15, 1980; Briefing IVeme Plan
 
de Developpement 'al'usage des commissions consultatives de

Planification; "Politique de Developpement: Aspects Macro-

Economique," by Assane Diep; Fiche de Projet (planning

directorates format for Project Identification); RAMS Rural
 
Sector Preliminary Work Plan; Atlas de la RgDublique Islamique

de Mauritanie, by Charles Toupet; Area Handbook for Mauritania,
 
American University Foreign Area Studies; Country Profile/

Mauritania, U.S. Department of State; and Economic Situation
 
of Mauritania.1979 IBRD.
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I% INTRODUCTION
 

This assessment was undertaken at the request of U.S.
 
AID Washington and U.S. AID Mauritania to answer several
 
questions that arose during the review and approval of an
 
amendment to the RAMS project. This amendment provides $1.6 million
 
of additional funding to cover a cost overrun ana costs for
 
which the original project budget did not adequately provide.1
 

Despite a note of optimism expressed in the introduction
 
to this amendment,2 there appears to be substantial agreement
 
among the U.S. AID Mauritania project manager, the RAMS team,
 
and Assane Diop, the project's principal counterpart in the
 
Planning Directorate of the Mauritanian Ministry of Economy
 
and Finance that:
 

* 	 The RAMS Project Paper was unrealistic and over
ambitious in light of its short time frame and the 
logistic difficulties in conducting research in
 
Mauritanian conditions;
 

* 	 Its staffing pattern was inadequate for its objec
tives particularly in regard to a senior planner and 
a survey research expert; and it lacks any
clear conception of how interdisciplinary and
 
intersectoral research was to be integrated in terms
 
of design, data collection or analysis.
 

* Contractor performance under the leadership of the 
first Chief of Party was very poor in regard to
 
financial management, recruitment and assignment

of personnel, and the design and conduct of research.
 
While overall management improved markedly following

the arrival of the present Chief of Party the ef
fects of the earlier period remain.
 

* 	 Because of the failure to integrate and coordinate 
the component studies adequately at the outset of 
the project or to properly design the surveys, there 
are serious problems in interpreting and analyzing

the data for policy and planning purposes.
 

1Amendment to the Rural Sector Assessment and Manpower
 
Survey; distributed in Washington June 17, 1980.
 

2"The project is currently functioning well. The data
 
collected to date are extensive and reliable." Amendment, p. 2.
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' 	Due to the dearth of data currently available to 
Mauritanian ministries and to donors, RAMS data, 
regardless of their quality, will be used to plan
and justify programs and projects. 

Phase I RAMS project reports are seriously behind
 
schedule and Phase II output requirements are un
realistic in light of available time and staff.
 

• Little progress has been made in institutional.iz
ing the RAMS data collection and analysis process
 
in the Mauritanian government.
 

* While there is a continuing need to assist the 
GIRM in strengthening its capacity in data collec
tion and analysis for planning, it is not clear
 
what kinds of follow-on activities can best ac
complish this objective.
 

We believe-that this assessment can make a positive con
tribution to the RAMS project by: providing a dispassionate

assessment of the magnitude of these problems; suggesting what
 
realistically can be accomplished in the remaining life of
 
project; and by recommending how this may best be done. We
 
also believe that our assessment will help U.S. AID Mauritania
 
to plan follow-on activities in a timely and effective manner.
 
It should be borne in mind, however, that this assessment was
 
conducted under extreme time pressure and is not an official
 
project evaluation..
 

The remaining sections of this part of the report are
 
concerned with an overview of RAMS objectives and the evolution
 
of various parties' expectations regarding the realization of
 
these objectives. Part II is an assessment of project manage
ment, research accomplishments and institutionalization to
 
date.. Part III recommends specific changes in project objec
tives, management procedures, and institutionalization ac
tivities, and suggests directions for follow-on activities.
 

A. The Growth.of RAMS Obiectives
 

A review of project design and approval documents and

discussions with RAMS principal AID and Mauritanian proponents

indicates that its initial, underlying objectives were to sup
port GIRM's incipient shift towards greater reliance on invest
ment in the rural sector, and, at the same time, to begin to

foster a process of more rational and environmentally sound
 
planning in Mauritania by supporting its-leading advocate in

The Ministry of Planning and Mines. It was also thought that
 
the Rural Assessment and Manpower Surveys (which were initial
ly to be separate efforts) would be broadly useful to AID and
 
other donors by providing the data and conceptual basis for
 
rural sector assistance.
 

http:institutional.iz


6 

During the course of project aesign various objectives
 
accreted to RAMS through the involvement of several design
 
groups. Other objectives (particularly the requirements for
 
project identification and design) were added to the project
 
to defend it against criticism during the long and arduous
 
process of project approval.
 

As a result, the final Project Paper was ambitious and
 
far-reaching in scope. The "rural" perspective of the proj
ect's title is not restri.ctive. Indeed, the Project Paper
 
implies that the. RAMS effort should address all rural sector
 
development problems as well as the larger employment issues
 
at both micro and macro scales while at the same time respond
ing to the needs of both policy-makers and project-designers
 
by identifying specific projects that will weaken develop
ment constraints..
 

The official goal, purpose and outputs of the RAMS proj
ect are summarized in the Project Amendment submitted to
 
AID-W in June 1980:
 

The goal of the original project authorized February
 
1978 is to establish the framework for the long-term
 
economic development of Mauritania's Rural Sector.
 
The purpose is to:
 

(1) develop information for decision-making among
 
alternative development strategies; and (2) trans
late these strategies into specific programs and
 
projects. The means of accomplishing these objec
tives has been baseline data collection through surveys
 
and compilation of secondary data and studies in a
 
vide assortment of disciplines.
 

The. series of stages of project activity is outlined
 
below:
 

1. Base Line Study - The collection of information neces
sary for planning purposes (substantive topics include
 
environmental degradation; rural production; income
 
and consumption needs; social and demcgraphic change;
 
labor force trends and industrial and urban unemploy
ment);
 

2. Identification of Overall Dvelopment Strategies - The
 
use of base line imformation to identify a number of
 
long-term development strategies with a clear under
standing of the .economic, social and environmental
 
benefits and costs of each alternative;
 

3. Identification of Development Program ?riorities -
Following the choice of a basic counzry-wide develop
ment orientation, an assessment is tc be made as to
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the necessary interventions in each relevant sub
sector (health, agriculture, manpower training, etc.);
 

4. Development of Project Option Papers - A detailed
 
identification of possible projects in each subsector;
 

5. Design of Projects - The designing of precise projects
 
for submission to possible funding sources;
 

6. Institutionalization Phase - Final rewriting, and
 
synthesizing of the accomplishments of the preceding
 
stages and transferral to the GIRM, to include incor
poration of findings into the National Development
 
Plan.1
 

In its successful bid the contractor proposed to achieve
 
all of these objectives within the specified time frame and
 
budget.
 

B. The Decline of RAMS Expectations
 

RAMS, like other projects with unrealistic objectives,

created unrealistic expectations among its various constituen
cies. Some of these expectations concerned the roles to be
 
played and the contributions to be made by.AID, the RAMS team
 
and the GIRM; some concerned the quality and utility of the
 
results from RAMS research; and still others concerned the
 
future course of planning for rural development in Mauritania. 

Due to the unrealistic nature of initial expectations

and the serious problems that have arisen during implementation,

there has been a steady decline in the expectations held by all
 
parties. There has,. however, been considerable reluctance to
 
modify or reduce the original goals, objectives or outputs of
 
the project for both professional and contractual reasons.
 
It is essential to understdnd the nature of initial expecta
tions and the extent to which they have been met, frustrated
 
and modified in order to understand the dilemma faced by AID
 
and RAMS management and the policy context within which deci
sions on the future course of RAMS must be made.
 

1. Expectations About What was to be Done
 

Both AID and the Planning Directorate anticipated the
 
recruitment of a highly qualified group of experts with sub
stantial experience in both the process of development plan
ning and the provision of technical advice. AID's own staff
 
capacity was quite thin as the Mission was still fairly new.
 
The Planning Directorate, then a part of the Ministry of Plan
ning and Mines, was scheduled to receive some staff augmenta
tion through the World Bank, but there were in fact few
 

1RAMS Ameadment, pp. 1-2.
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Mauritanian professionals in the Directorate at the time RAMS
 
was being designed. It was expected that all experts would
 
be fluent in French, a requirement recognize, in the R.F.P.
 
and stressed by Checchi in their proposal.
 

AID, the Planning Directorate, and Checchi all agreed

that the RAMS team members would have to establish the project
 
on the ground very quickly, for RAMS could contribute -to the
 
Government's Fourth Plan for 1981-85 only if results were ready

before the drafting date. Although the implementation of the
 
RAMS project was delayed for a full year,. the expectation that
 
RAMS-could contribute to the Plan was apparently retained by

all parties.
 

All parties also continued to anticipate that the two-year

time frame would be adequate to achieve the desired results.
 
Indeed, one of the reasons for contracting with a business
oriented firm rather than a university was AID Nouakchott's
 
belief that only such a firm would be able to manage the re
cruitment, organizaticn and logistic support of a complex

project efficiently in a tight time frame..
 

Both AID and the RAMS team expected that there would be
 
strong support from the Mauritanian Government. In general

terms, there was an expectation of ready access to top policy
makers and technical experts through the two interministerial
 
committees called for in the Project Paper. Specifically,

RAMS expected to receive logistic support and working space

from the Planning and Statistical Units (particularly from the
 
Bureau of the Census), pezsonnel for the planned field surveys,

and data processing services. AID and the Government, on the
 
ther hand, expected that the contact between the RAMS team
 
members and the goverinment counterparts would support the
 
professional development of Mauritanians in planning, primarily

at a more technical professional level, but also, to some ex
tent, at the svrvey enumerator and ministerial levels.
 

2. Expectations Concerning RAMS Results
 

The Planning Unit and AID both expected _he numerous reports
described in the Project Paper as well as a certain amount of
 
intangible--"process"-output. It was anticipated that the
 
reports would be based on analysis of primary field information
 
as well as on synthesis of secondary information. In addition,
 
however, it was expected that there would be a coherence--an
 
"inter-relatedness"--to these reports which would add up to a
 
strategy for rural development in Mauritania. The RAMS team
 
agreed to the report requirements and assigned responsibility

for various subject areas in terms of repor7 titles. RAMS
 
also agreed to a schedule of seminars for discussion of RAMS
related topics with government personnel.
 

It is perhaps interesting to note thaw there were no
 
checkpoints built into the project implemen.ation schedule which
 
would have provided for reevaluation of report requirements.
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3. 	Expectations concerning RAMS Contribution to
 
Future Mauritanian Rural Development Planning
 

Expectations that the RAMS effort would contribute to the
 
process of improved planning for integrated rural development

run through the documents and were shared by all parties. The
 
unanticipated reorganization of the government following a
 
change in leadership and the relocation of the Planning Direc
torate in the Ministry of Economy and Finance caused concern,

but this was alleviated by the fabf that the same people re
mained responsible for the planning effort. While no specific

targets were specified by the project documents, it seems to
 
have been expected that the provision of training for Mauri
tanians identified in the RAMS contacts would be an appropriate

concomitant of the support needed to contribute to the future
 
course of development planning and rural development in
 
Mauritania.
 

4. 	Problems in Meeting Expectations
 

As has been roted above and is detailed below, many of
 
these expectations were not met. Many of the "experts" ini
tially recruited were underqualified, inexperienced, or had
 
personal problems that interfered with their work.. Not all
 
spoke French. The arrival of the team was delayed a full year

after project authorization while AID Mauritania, which was ex
periencing growing pains, negotiated a bilateral agreement with
 
the GIRM. The contractor did not succeed in organizing the 
research in a timely fashion and RAMS data will contribute 
only marmginally to the GIRM Fourth Development Plan. 

The Mauritanian Government was unable to meet its obliga
tion to provide enumerators for the survey or to ensure the
 
cooperation of the statistical unit or the Data Processing Unit.
 
The inter-ministerial conmittees functioned only sporadically

and liaison proved troublesome.
 

Aften several months of confusion, a poorly designed,

logistically difficult and expensive survey was launched in
 
the fall of 1q79. This effort, with which no one is very happy,

produced statistical data of questionable validity and has
 
preempted much RAMS staff time and budget. Phase I base line
 
studies were delayed and for the most part evince little in
tegration or coordination between experts, needs and findings.

Finally, with the exception of the training seminars, there
 
has been very little progress in institutionalizing RAMS ac
tivities or objectives into the Mauritanian planning process.
 

5. 	The Current Situation (December 1980)
 

In the face of these difficulties and other changing

circumstances, RAMS Mauritanian sponsor, Mr. Assane Diop, Direc
tor of Studies and Planning, the AID Mauritanian leadership and
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the RAMS staff have all reduced their expectations, but in
 
ways that are not entirely compatible.
 

Mr. Diop recognizes that RAMS was over-ambitious but be
lieves that it has achieved "20 percent of its objectives and
 
that if it achieves another 20 percent it will have been a
 
success and will have advanced the state of planning by

decade." He is disappointed with the quality of RAMS pe±sonnel

and management, the quality of data collection and analysis
 
to date and tbe delay in obtaining project results.
 

Despite these problems, he maintains that RAMS' activity

has done much to "clarify planning and data collection is
sues," to augment the available data base and,perhaps most
 
importantly, to "save" the concept of a more rational planning

and the nascent planning process during the recent change of
 
government.
 

Because of mounting pressure to complete the Fourth De
velopment Plan, Mr. Diop assigned highest priority (at the time
 
of our interviews) to the preparation of a paper providing an
 
overall framework for development planning and macro data
 
estimates to be prepared by Firouz Vakil (a senior development

economist based in Senegal and working for RAMS only four days
 
per month) and the preparation of project "fiches" or short
 
descriptions containing financial data for specific projects
 
to be include3d in the Plan.
 

Also important, but less urgent in Diop's view, is the
 
preparation of the policy option papers based on an integration

rather than a recapitulation of Phase I findings. He believes
 
that some of these should be organized by sector and sub
sector, agro-ecological zone, while others should deal with cross
 
cutting policy issues such as land tenure and land reform,.

trade-offs between dry land and irrigated agricultural invest
ment and the potential role of the private and public sectors.
 

At least some other Mauritanian ministry officials are
 
expecting RAMS to provide extensive base line data and a list
 
of projects ready for donor financing.
 

AID Mission Director John Hoskins expects RAMS to end
 
on schedule and to produce useful background information for
 
program and project planning. He does not, however, expect

RAMS output to alter AID's development strategy in Mauritania
 
or to provide the mission with pre-project or project documents.
 
Indeed, some RAMS team members, rightly or not, expressed re
gret that they were not involved in or even informed about
 
possible AID projects in their area of competence.
 

RAMS management is understandably concerned with meeting

the extensive reporting requirements called for in their con
tract in an orderly and realistic way. RAMS experts expect to
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complete work on Phase I reports ana hope to complete the 19
odd Phase II reports. In light of the amount of work remain
ing to be done and the short time in which it must be com
pleted, however, they do not expect to.devote a large propor
tion of their time to working on material for the Plan or to
 
project identification and design.
 

There is, thus, a disjunction and potential conflict
 
between the expectations and priorities of the parties most
 
directly concerned with what RAMS will accomplish in its final
 
months. The most obvious problem this poses is that the Plan
ning Directorate wants policy and project inputs in the first
 
months of 1981, while the RAMS team, which with a few excep
tions is not experienced in this type of work, believes that
 
it must complete its analysis of the base line data prior to
 
tackling policy or project design issues.
 



II. ASSESSMENT OF RAMS PROGRESS TO DATE
 

A. Project Management
 

The contractor forlthe RAMS project is a consortium of
 
three experienced firms, well known in the field of develop
ment assistance and with considerable expertise and background

in West Africa. This fact alone makes it difficult to under
stand many of the anomalies to be found in an examination of
 
the organization and management of the RAMS project.
 

1. Organization and Conceptualization
 

The present assessment team is well aware, as indicated
 
earlier, of some of the problems inherent in the project design

and the handicaps imposed upon the contractcr by circumstances
 
beyond his control (e.g., the contract implementation delays,

inadequate on-site logistical support, etc.). However, in
 
terms of organization, the project appears to have had some
 
conceptual and organizational flaws from the beginning.
 

Despite the fact that the basic purpose of the project is
 
to develop baseline data for development planning, and despite

the fact that the project is being carried cut under the super
vision of and in cooperation with the GIRM ministry with primary

responsibility for planning, the Ministry of Economy and
 
Finance, and despite the fact that the project's.Mauritanian
 
counterpart is the GIRM Director of Planning, no experienced

development Dlanner has been or is now a part of the RAMS table
 
of organization. Furthermore, of th-e entire team of RAMS ex
pert consultants, none has had any formal training in planning

and very few (approximately five of twenty-cne long-, medium-,

and short-term staff) have had any experience of or exposure

to long-term, macro-development planning. Cnly two medium
term and one short-term, part-time, expert consultants can be
 
considered to have both actual training and experience in macro
economic planning.
 

A variety of data collection and research techniques are
 
called for in the implementation of this prcject. By far one
 
of the most important is the conduct of extensive, variegated

yield surveys in areas never previously examined in depth
 
(e.g., work force composition, consumpticn pattern, income
 
levels and distribution, etc.). Such surveys are complex and
 

1Checchi and Company, Louis Berger International, Action
 
Projects International.
 

12
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difficult in highly organized, sophisticated environments;
 
they are even more so under conditions and circumstances pre
vailing in Mauritania. Nevertheless, the RAMS T/O did not and
 
does not include any expert in survey technquesanethod
ology.l Consequently, the surveys conducted by RAMS have been
 
constructed/conducted in an ad hoc manner by nonexpert staff
 
and with predictable results in terms of accuracy and reliabili
ty (see below section 13).
 

The contractor prepared a voluminous response to the RAMS
 
RFP, including a proposed methodology and detailed plan of
 
implementation. Yet, despite a 12-month delay between contract
 
signature and the beginning of project activities, there is no
 
evidence that the contractor prepared or followed a well
conceived and developed work plan. Project implementation plan
ning appears to have been ad hoc and intermittent(e.g., during

the early months of RAMS, the team met in one planning work
shop and in a general meeting presented/coordinated its programs

with the GIRM Technical Committee established for that purpose;
 
no team planning workshops appear to have been held iL the past

six months nor has there been a subsequent meeting with the Tech
nical Committee). As a consequence, the integraced, inter
disciplinary development of RAMS outputs has been elusive and
 
difficult to achieve.
 

The contractor proposed in its RFP response the addition
 
to the team of a technical director and/or deputy chief of
 
party (COP).,. and an administrative assistant to relieve the
 
COP of the majo:' ancillary administrative tasks. This proposal
 
was not followed up or acted upon for several months and re
sulted in numerous problems which had a negative effect upon

project implementation. (See U.S. AID controller's RAMS Evalua
tion Report, May 8, 19.80, annex ID.)
 

2. Management of Personnel
 

Perusal of the Phase I reports and research documents as
 
well as multiple interviews with individuals indicates that by

and large the RAMS staff functions as a group of expert con
sultants working on a joint project rather than as a unified
 
team engaged in a single, interdisciplinary and integrated under
taking.. The staff is quite diverse in nationality, training,

work experience, and background. This, of course, has a number
 
of inherent implications, both positive and negative, for the
 
project. On the one hand, the combination of expert consultants
 
brings together diverse experience and perspectives on developing

countries' problems and processes. On the other hand, unless
 
welded together through consistent and forceful management,

leadership and policies, the staff never becomes a true team but
 

.remains a group of separate expert consultants. In RAMS, the
 

INote: 
 The first RAMS Chief of Party requested support
 
of such an expert but it was never obtained.
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latter seems to be the case. It: is our view that this is due

in pirt to: (). the diverse work experience of some members of
 
the f"aff (this is the first country-wide or "macro" project

ever participated in by most); (2) the difference in educational

and professional backgrounds (some staffers are quite senior,
 
some quite junior); and (3) a language barrier (some of the
 
staff speak little or no French, some little or no English).
 

3. Professional Staffing
 

The professional qualifications and caliber of RAMS ex
pea.t consultants is both a cause and a result of the project's

present predicament. Perhaps due to the lengthy delay in field
ing the staff after the signing of the contract, only three of
the forty long-, medium-, and short-term consultants named in
the contractor's proposal actually joined the project.
 

The subsequent identification and recruitment of appropriate expert consultants has been long, arduous, costly, and

only moderately successful if one compares expected length of
stay with actual length of stay. Becauze of the press of time
 
in implementing the project, 
some staff were identified only

through hearsay, others were hastily engaged on the basis of

personal resumes, and without interviews. Perhaps not sur
prisingly, some five staff members have been released for gross

incompetence, unprofessional conduct, or similar reasons. 
 Some
loss of staff (and time) must also be attributed to an inordi
nate number of accidents and illnesses wnich have befallen the

RAMS staff.. Of the present sixteen long-term staff and mLium
term staff members, only six have been with the project since
 
project start-up. 
To date, a total of 42 long-i medium-, and

short.-term professional staff have been involved in the RAMS
 
project.


As a result of this process, the RAMS staff are, with
 some notable ex:eptions, only marginally qualified for the proj
ect positions and responsibilities. Many staff members have
 
only worked previously on "micro," local, or regional projects.

In some cases, staff with limited experience who have only

worked in junior positions previously, now hold senior or
 
supervisory positions in RAMS. 
 Some senior RAMS staff posi
tions are filled (or have been filled) with people working out
side of their principal areas of expertise; others have been
patently under-qualified professionally for the positions they

held in RAMS. In general, the major compromises in staffing

appear to have been on the side of experience. These have been
 
complicated by the fact that French-speaking capacity was also
 
traded off in certain key instances.
 

Some examples may better illustrate this major problem

of appropriate staffing:
 

* The fisheries exDert is a trained n%:ritionist.
 
Most of his prior work experience has been in that
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field; apparently with only one year's training in
 
marine biology and work on two general "micro" marine
 
projects of limited duration for a Senegal consulting

firm, this staff member is now responsible for re
search, analysis, and development of strategies and
 
projects on the "macro" scale for all Mauritanian'in
land and maritime fisheries. In our judgment and that
 
of RAMS team experts, his report reflects his weak
 
qualifications.
 

* 	The recently replaced (December 1980) RAMS senior man
power expert holds a Master's degree in Human Resources 
but has had only four years' professional experience in 
the field (1970-1974), including manpower studies among
other duties in a sparsely populated U.S. state. He
 
has spent as much or more time as a law enforcement ex
pert (1974-1980) and a high school teacher (1966-1970)

during his professional career. He has never been to
 
Africa before. His only previous overseas experience
 
was as a missionary in France and Switzerland (1960
1962).
 

RAMS' second and current manpower specialist is an ac
complished economist with serious academic credentials
 
and lengthy professional experience. His vita indicates
 
close involvement during the past sixteen years with
 
macro axnd micro economic development projects in Latin
 
America and the Caribbean. However, he has no formal
 
training or notable background in manpower, nor does he
 
speak French or have any ivelevant prior African ex
perience. It has been indicated that he will primarily
 
be involved in employment questions for RAMS.
 

* 	The senior DeveloDment Economist currently attached to 
the project is very well qualified and is the most cap
able macro planner and economist in RAMS. However, he
 
is engaged full-time on one project and part-time on
 
another in neighboring Senegal. It has therefore been
 
arranged that he will devote four days (a long weekend--

Friday afternoon to Monday afternoon) a month to RAMS'
 
development of alternative macro development strategies.

His work with the project began in November 1980.
 

* 	The agronomist repon-ible for the studies, analyses, and 
strategies in the key area of macro dry land and oasis
 
a 
iculture for Mauritania is well trained academically.

However, his curriculum vitae indicates that he has had
 
only two years' professional experience, after leaving

school, working as a junior economist on relatively

small and limited "micro" projects, prior to being re
cruited by cable to join RAMS in a senior position.
 

* RAMS principal statistician holds a doctorate in African
 
history, Master's degrees in political economics and
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government. He has fluent French, work experience in
 
African and other developing countries at the "micro"
 
level. He describes his principal competencies as
 
"private sector mana emant, research, and teaching."
 

4. Managenent Methodology and Outputs 

a. General. Aside from the ancillary administrative
 
and logistical support tasks connected with the functioning of

the RAMS staff, the fundamental responsibility of the managers

of the project is the achievement of project goals and'purposes.
 

Staff briefing and coordination, the establishment of

work Plans and timetables, the meshing of interdisciplinary in
puts, the orchestration of the various factors required to
 
achieve desired project outputs, is the functional role of
 
management. Obtaining the efficient preparation of high quality

products in a timely manner is 
a direct result of management

leadership and organizational abilities.
 

Interviews with RAMS staff members indicate that at project start-up no project or other background briefings were given

to expert consultants prior to their arrival in the field. 
 In
 
many cases, little or no briefing or orientation on the Mauri
tanian environment in general, and project development planning

in particular, were provided to RAMS staff when they arrived
 
in the field.
 

In other words, RAMS expert consultants were recruited in

various countries, traveled to Mauritania, joined the RAMS
 
team--where the major management focus in the early months was
 
on such critical logistical problems as housing and transporta
tion--and were left to flounder' on their own. 
 One senior staff
 
member declares that it was at least a month before their roles

and expected inputs began to emerge. This procedure is said
 
to have been the general pattern for most arriving mid- and
 
short-term expert consultants. No "team-building" processes
 
seem to have been employed, thus leaving newly arriving expert

consultants "foreigners" to the rest of the staff.
 

b. Methodology. As far as a work plan is concerned,

little or no overall use 
seems to have been made of the logical

framework contained in the prdject paper (e.g., it was never
 
translated into Frenchl. 
Nor do the long sections in the con
tractors' proposal on the research methodology, report produc-
tion scheduling (years one and two), and staff involvement in

RAMS outputs, seem to have been translated into an updated,

revised on-the-ground work plan.
 

After the departure of the first Chief of Party (COP)

who reportedly had become practically dysfunctional due to

personal problems prior to his release, a new working procedure

evolved. An all-staff seminar was held over several days in
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mid-1980 to review and coordinate planning, research, and
 
other project activities.
 

An in-house U.S. AID evaluation of RAMS took place in
 
spring 1980.1 A number of valuable and pertinent comments and
 
suggestions were made by John Grayzell, U.S. AID Project

Manager, Linda Neuhauser, AID Health Officer, James Hughes, AID
 
agronomist, and Doug Sheldon, AID controller. Some positive
 
responses were obtained from some RAMS staff as a result.
 

RAMS management subsequently-decided upon and carried out
 
the following procedure: (1) Upon completion of the first
 
draft of an expert consultant's Phase I sector paper, it was
 
presented to and critiqued by an all-staff seminar. Copies of
 
drafts were simultaneously sent to U.S. AID and GIRM. 
(2) Sug
gestions, comments, and/or criticisms were made at that time;

and (3) the author subsequently modified or revised his/her
 
paper in consequence. This step was to provide and permit input

from all team members from all the other sectors and disciplines

involved in RAMS, thus fortifying the intersectoral and inter
disciplinary approach. 
 (4) The next step was review of the
 
subject paper by RAMS management and the GIRM Director of Plan
ning. After their critique and concurrence (and any further re
visions required), the pap,& was considered final and (5) given

for translation (into French and/or English) and reproduction

in the requisite number of copies. The last step--reproduction/

translation-is done partially "out country" and reportedly re
quires a horrendous two and one-half (2-1/2) months for comple
tion. Prior to the translation/reproduction step, an average

of three (31 months are required from the time an expert con
sultant completes his first draft to its final clearance by

this two-tiered review process.
 

This approach, however, has completely failed to achieve
 
the desired and necessary degree of interdisciplinary integra
tion. 
Attention was called to this fact in a memorandum on
 
methodology from the Technical Director dated November 23,

1980 stressing the need for all Phase II papers to reflect a
 
unified application of data and research findings. The inter
disciplinary aspect, it was felt, would be enhanced by universal
 
utilization of a single format, an example of which was annexed
 
to the Director's memorandum.2
 

Further, the COP issued a memorandum on Report Require
ments (October 22, 1980)3 reviewingthe contractual obligations

of RAMS and indicating by name the individual expert consultant
 
responsible for their achievement. This memorandum contains 
a
 
reprise of the original group approach to paper/report prepara
tion and repeats the fact that "Activity Group III involves
 

1See Annex, 1A, IB, IC, and 1D.
 
2See Annex 2.
 
3See Annex 3.
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detailed analysis of elements that cut across sectoral bound
aries." The Phase II formulation of overall development

strategies adds a senior development economist to both sector
 
paper input and review tieys in the Phase II Lssignment flow
 

x
chart (November 25, 1980).
 

a. Planned Outputs. The best measure of the appro
priateness of RAMS management methodology is a review of
 
project implementation progress. Achievement of study report

production schedules is as shown below.
 

(1) Phase I Studies
 

Planned completion
2
 

(a) 


Phase I reports were originally scheduled for completion
 
over a twelve-month period, with base line studies being com
pleted in five (5) to eight (8) months after project start-up;

subsector and functional studies were to commence in the sixth
 
to eighth months and to be completed by the twelfth month.
 

3
 
(b) Actual status


Due to the methodology used and other factors including

vicissitudesmentioned above, some sixteen (16) Phase I reports
 
are still not completed at the time of this report (December 31,

1980). Three (3) of six (6) base line studies are not yet

complete4 some nineteen (19) months after project start-up

(and some ten months after the arrival of the new COP). Sub
sector and functional studies are also less than 25 percent

complete.
 

(21 Phase II Studies
 

(a) Planned completion
 

Phase II option papers were originally scheduled for
 
completion within a three to nine-month period of the second
 
year of the project. 5 Subsequent project extension/amendment
 
now schedules completion of these documents for the three and
 
one-half month period of November 1980 to mid-February 1981.6
 

1See Annex 4.
 
2See Annex 5. Contractor's Proposal, page 5.
 
3See Annex 6. 
Status Phase I Reports (Situation des
 

Etudes, lere Phase).
 

4Ibid.
 
5See Annex 7. Contractor's Proposal, page 59.
 
6See Annex 8. Schedule for Phase II option papers.
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The completion of other prolegt elements (excepting the
 
final report, EOP evaluation, etc.) was scheduled as shown be
low at the time of the signing of the contract amendment ex
tending the project by four months and increasing the budget

by $1.6 million (for a total of $5.6 million).1
 

Phase Scheduled
 
Completion Date
 

1. 	 Base Line Studies (formerly Data
 
Collection/Aggregation Evaluation
 
Phase) August 1980
 

2. 	 Identification of Overall Develop
ment Strategies (formerly Policy
 
Option, Phase I) September 1980
 

3. 	 Identification of Program/Project
 
Priorities (formerly Analysis/
 
Project Identification Phase) October 1980
 

4. 	 Development of Project Option Papers
 
(formerly Policy Option, Phase II) January 1981
 

5. 	 Design of Projects (formerly
 
Project Development Phase) April 1981
 

6. 	 Institutional Phase-Re-Writing-

Necessary Additions-Synthesis
 
(formerly Policy Option, Phase III) August 1981
 

(b) 	Actual status
 

At this writing,2 information garnered by the assessors
 
indicates that no Phase II option papers (shown above as Phase 4)
 
are yet ready for the review process; and most are apparently not
 
even in the first draft stage. With the exception of the "Agro-

Ecological Regeneration" paper, which is in the first draft
 
stage, the remaining Phase II Option Papers are presumably "in
 
preparation." However, the assessors were only able to identify

and confirm this status for four (4): "Nutrition/Health,"

"Agricultural Production," "Health," and "Appropriate Organiza
tions."
 

It is anticipated that the "visiting" senior development

economist will prepare the work covered in Phase 2 (Overall
 
strategy identification). No work appears to have been done
 
on Phase 3 (Project identification). Both of these reports are
 
reputedly scheduled for completion one month from now in
 
January 1981.
 

1See 	RAMS Contract Amendment, page 17.
 

2As of December 31, 1980.
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d. Other Outputs
 

In addition to the planned outputs discussed above, the
 
contractor has provided-onstant support and assistance to the
 
GIRM Directorate for Planning in the form of counseling,

"brainstorming," and counsel advice as requested. The GIRM
 
has made frequent use of RAMS personnel as "technical re
sources" since project inieption.
 

In addition to the above "extracurricular" inputs, RAMS
 
was also called on in July 1980 to produce--on extremely short
 
notice--a series of ten Phase I syntheses of sectoral findings
 
to be used in a GIRM ministerial level Economic planning

conference in August. These papers were distributed to the
 
GIRM Sector and Planning Commissions.1 In the words of the
 
Planning Director, "RAMS responded splendidly to our needs."
 
Most of the research in the subsector and functional study
 
areas was well advanced and the collection of base line (sur
vey) data nearly complete at this time. The highest priority
 
was given to this Mauritanian request and the sectoral syntheses
 
were prepared and distributed to the relevant GIRM development

ministries in time for what turned out to be a highly success
ful national economic and planning conference. It should be
 
noted that these papers were not called for in the contractorts
 
scope of work and were distributed, for political reasons,
 
within the Mauritanian Government under the imprimatur of the
 
"Ministry of Economy and Finance--Bureau d'Etudes et de
 
Programmation." As a result, while RAMS received neither 
credit nor feedback, it is clear that certain of their materials
 
have received wide circulation and attention at many important
 
levels of the GIRM..
 

5. Management Summary
 

While laboring under a number of handicaps RAMS management

has been characterized by inadequate, inept, and often poor

performance in the areas of project conceptualization, planning,

and implementation. Inefficient personnel identification and
 
recruiting methods have resulted in the classic bind of too
 
little, too late.
 

Certain key posts such as planning, survey export, and
 
macro development economist have not been adequately filled to
 
this date. The current RAMS staff, though generally only

marginally qualified for its myriad tasks, has labored hard and
 
long to the best of its ability to produce the project/manage
ment outputs achieved to date.
 

The materials produced by the RAMS effort so far are of
 
varying quality and degrees of usefulness. However, RAMS
 
management has yet to supply the leadership and methodology

needed to weld the team into a cohesive unit capable of produc
ing a well-integrated interdisciplinary product.
 

lRural Development, Human Resources, Industrial Develop
ment, Infrastructure, Finance and Economic Relations.
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It would also seem that more aggressive and creative
 
management could alleviate if not eliminate the two and one
half month gestation period,for the translation/reproduction

of a document even if it meant setting up a special courier
 
service and sending the material to Paris, London, or even
 
New York.
 

Because.of various problems which basically redound to
 
RAMS management responsibility, the project is seriously be
hind schedule; it is completely out of synch with the needs
 
of the GIRM Fourth 5-year Development Plan and is in serious
 
danger of failing altogether to produce the outputs called
 
for in its contract. In fact, the assessors have the gravest

doubts-at this point about the reasonableness of even expect
ing RAMS to adequately complete a number of the tasks con
tractually called for--despite the additional funding and
 
four-month time extension.
 

B. Research
 

RAMS' unrealistic objectives, weak design, late start,

staffing problems and poor management have left their mark on
 
the quality and efficiency of its research design, data collec
tion and processing and analysis to date. This will restrict
 
the quality and utility of its results. It should be noted,.

however, that in qpite of the difficulties they face,present

RAMS team members show great dedication to their work.
 

The-type of interdisciplinary and intersectoral develop
ment research envisaged in the RAMS project design is very

difficult to carry out even under ideal circumstances. The
 
difficulties stem fundamentally from the fact that experts in
 
each field tend to be most comfortable with their own profes
sional models and over-confident of their explanatory powers.

As a result, each expert focuses attention both on the kinds
 
of data collection and analysis and on the manipulation of
 
certain variables and relationships with which he/she is most
 
familiar. Simultaneously, experts make numerous explicit and
 
implicit assumptions about relationships and variables that
 
are exogenous to their models. These assumptions may be more
 
or less accurate, particularly with regard to a particular

developing country's conditions. While they are often useful
 
for the experts' home country conditions, they may well be in
adequate or erroneous in the host country context. To the
 
extent that their assumptions are inaccurate, of course, their
 
conclusions and recommendations may also be incorrect or sub
optimal;.
 

If a manpower survey identifies only male respondents,

for example, in a country in which women are also traders and
 
farmers and artisans, the resulting assessment of "human re
sources" is likely to be biased.. Similarly, if field visits
 
are confined to regions with all-weather access roads,
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observations on economic activity in "all rural areas"--with
out specifically allowing for differential access--are likely
 
to be meaningless if not downright misleading. Failure to
 
take account of distinctive aspects of class and ethnic re
lations, ways that access to productive resources are struc
tured or production and marketing are organized can all lead
 
to serious misinterpretation of data.
 

Unless a research project provides strong incentives for
 
meaningful interaction and some structure for guiding this
 
interaction, experience indicates that the expert members of an
 
interdisciplinary team will pursue their individual research
 
in a way that is personally and professionally satisfying.

They will produce reports addressed to their peers, but not
 
necessarily to their project colleagues or to the development
 
policy choices facing host country planners and donors. This,
 
unfortunately, has tended to happen in RAMS.
 

In order to overcome these centrifugal tendencies in
 
multidisciplinary and intersectoral research, it is necessary
 
to have:
 

(1) Strong intellectual leadership and coordination
 
provided by someone who understands the objective

(or problem) and has the respect of all team
 
members.
 

(2) Strong logistic and financial management to ensure
 
the coordination of components.
 

(3) Experts who are intellectually broad-minded enough
 
to learn from one another as well as qualified in
 
their specialized areas. This implies personality

traits as well as intellectual skills.
 

(4) A clear, overall shared objective or problem that can
 
be used to help determine the relevance, inter
relations, and priorities of issues within the com
ponent studies.
 

(5) An overall. conceptual framework in terms of which
 
the principal researchers from different professional
 
backgrounds can understand the relationships be
tween their models. It does this by showing each
 
of them that many of the factors (or exogenous vari
ables) assumed to be constant, randomly variable,
 
or unknowable are the objects of other researchers'
 
study.
 

(6) Sequencing of design, data collection, and analyti
cal work activities within and between component
 
studies in order to be appropriate to the given
 
time frame.
 

(7) The capacity to test hypotheses against data from
 
independent sources on an iterative basis.
 



23
 

RAMS has not been very successful in satisfying any of
 
these conditions. While management has improved,strong in
tellectual leadership is still lacking. From all reports,

the initial team members did not respect one another or inter
act constructively and their overall morale was described to
 
us by one of the two lone survivors as "the worst I have seen
 
on any project." Later arrivals have had to take over the
 
research already begun and to "catch up" on their general country
 
knowledge and orientation. At the time Df cur visit there was
 
still remarkably little professional interaction between mem
bers of some research units within RAMS (e.g., Geography and
 
Agriculture, Sociology and.Agriculture, Manpower/Employment and
 
Sociology).
 

The project design provided no unifying objective or
 
priority among its objectives.
 

The time freae of the project was unrealistically com
pressed from the outset but this was not adequately taken into
 
account in the sequencing of field investigations, hypothesis

dedopment, and survey research. Activities in virtually all
 
areas of research--environment, rural production, income and
 
consumption, social and demographic change and labor force
 
trends, and industrial and urban employment--were undertaken
 
hastily, without sufficient mutual definition of common con
cerns and objectives, and with inadequate design support-at
 
great cost in dollars, staff time, integration, and quality of
 
rebults.
 

The general quality and utility of the Phase I component

studies, therefore, has suffered. The amount of quantifica
tion is less than anticipated, the quality cf the numbers com
ing out of the survey work is highly questionable, the publica
tion process has proved more lengthy and conplex than antici
pated, the time required to right previously-incurred errors
 
has cut into time to do needed new work on schedule, and con
sistency among reports and the means for integrating concepts

and observations have yet to be established.
 

The studies carried out by the sociology unit illustrate
 
the problems caused in Phase I of RAMS by the failure to de
fine overall research objectives, the absence of a shared con
ceptual framework, and the failure of project management to
 
integrate and coordinate and sequence apprc=riately the re
search of all project components. This is particularly un
fortunate as the sociological perspective should have played
 
a central integrative role in RAMS by illuminating the inter
actions between rural Mauritanians' agriculural, herding, and
 
migratory strategies, and the way they satisfy their needs
 
and desires.
 

Indeed, properly designed micro-studies of household and
 
community-level decision-making focus atten:ion on the types of
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natural resources that are scarce factors of production in

each agro-economic zone, 
on the way people of differing ethnic
 
and socioeconomic and sexual status gain access to these re
sources and mobilize labor, choose between alternate types of
 
agricultural, pastoral, and off-farm income generating activi
ties, and on the ways they save their incomes, invest, avoid
 
risks, and seek to translate their wealth into power and their
 
power into wealth.
 

The hallmark of this and other types of in-depth micro
 case studies is that it focuses on the way that particular in
dividuals in particular socioeconomic settings perceive their
 
opportunities and interest and make choices and not on a
generalized description of "traditional beliefs" and "customary

beh&vior." Like a microscope,i-depth work of this type can
 
reveal processes and relationships that cannot be observed or
 
inferred on a different scale from aggregate data.
 

Its great value is not in establishing different rep
resentative behavior but in generating hypotheses, in raising

issues to be clarified with other types of observations and

analyses. 
Some of these, for example, the implications of
 
international transhumant herding strategies for livestock

sales in Mauritania are sectoral in character. Others--such
 
as 
the trade-off between labor investments, herdinghigh risk

but high return dry land agriculture, participation in a SONADER

irrigation perimeter, seeking a job in Nouakchott or Marseilles-
concern intersectoral linkages. Still others, such as those
 
concerning the real cost in time and "fees" of agricultural

credit, or farm marketing strategies, may suggest further in
vestigation of the relative efficiency of private and public

sector enterprise. Social analyses are thus a valuable tool
 
for analyzing in detail and generating hypotheses concerning

intersectoral issues and policy linkages.
 

Viewed in this way, a peoplesssocial organization and

culture are not seen as mere constraints on more rational forms

of economic activity but as the framework of existing produc
tive and economic organization--within which constraints are
 
to be identified. Development oriented sociological research
 
thus seeks to identify the strengths and potentials of exist
ing technologies and forms of organization as well as their

weaknesses. 
This cannot be done if "social" issues are treated

analytically as a residual category--or an implementation issue-
if social research is first carried out independently of other

research and "integrated" later, or if the basic questions that

inform all other research projects are not reflected in the de
sign of the sociological study.
 

Due to an almost complete absence of intellectual leader
ship in the critical first half of the project, the sociological

studies were not focused on clear objectives, integrated con
ceptually, or sequentially into the project as a whole. 
The
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sociologist (social anthropologist) who is well qualified in
 
her discipline but lacked previous experience as a member of
 
an interdisciplinary research team, was initially given no
 
scope or work plan other than the contract and project paper

terms of reference. A single meeting of the RAMS long-term

team members, held at her request, was not productive, and did
 
not yield shared objectives or agreement on a conceptual frame
work.
 

The sociologist's recommendation that the generalized

sociological profiles called for in the project paper should be
 
dropped or incorporated into more focused research was rejected.

The subsequent preparation from written material--profiles of
 
"Moors" and "Black Africans"--with the collaboration of Mauri
tanian'sociologists was fraught with difficulty and took
 
longer than expected. The profiles themselves provide

interesting and informative background material but are large
ly descriptive and historical and do not clarify relationships

that are of central concern to contemporary development policy.
 

Delays and difficulties on the preparation of profiles,

the failure of project leadership to identify specific issues
 
of interest to other research groups and the inappropriate
 
use of Mauritanian counterpart sociologists greatly reduced
 
the quality of the field studies carried out in support of
 
the four reports on social change. Consequently, these studies
 
are of uneven quality and utility. The report on pastoralism

presents three "cases" that are purely descriptive and are not
 
in-depth case studies of the type discussed above, while the
 
other three reports are purely historical and interpretive

and at times base conclusions on judgmental theories of
 
development rather than on analysis of detailed data or reports

of local Mauritanians' perspectives on the fundamental socio
economic changes that are affecting their lives. An example

of this is found in the "'Synthesis of Studies," August 1980,
 
p. 42:
 

Material incentives push the youth towards the cities
 
and outside of the country but also attract salaried
 
laborers to the land through necessity. In both cases,
 
new forms of dependency are created based on a system

whereby the monetarization of social and economic re
lationships prevail and, indeed, lead to a greater

proletarianization of labor (urban and rural) and a
 
heightened pauperization of the individual.
 

While several members of the RAMS team indicated that they

had greatly profited from discussions with the sociologist, the
 
general reaction to the sociological reports at the staff
 
seminars devoted to them was that they were interesting but
 
not very helpful in the context of RAMS.
 

The geographic and environmental studies also should have
 
played an integrative role in RAMS research design since the
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agro-economic zones on which they facused were supposed to
 
provide the cross-cutting sample framework for the other base
 
Line studies. Our assessment team lacked professional com
petence to judge the quality of the geographic studies though

it should be noted that they were completed on schedule and
 
emphasize physical more than human or cultural geography. We
 
could, however, find little evidence of coordination or inte
gration between them and the production subsector studies.
 
Indeed, due to the sequence in which studies were carried out,

the agro-economic zones were changed in number and boundaries
 
after the sample selection based on them was complete.
 

One of the RAMS project's primary objectives is to sup
plement Mauritania's meagre national statistics with base line
 
data regarding the stock and productivity of natural and human
 
resources, actual incomes, expenditures, and prices and the
 
distribution of these characteristics between differing socio
economic and regional groups. The quality of survey research
 
undertaken by the project is thus central to this assessment.
 

A series of surveys were undertaken early in the project's

implementation. A Production Survey, a National Employment

Survey, and an Expenditure/Consumption Survey were undertaken
 
jointly. A Qualifications Survey was undertaken as a separate

effort to identify skills requirements for different rural job

categories. An Industrial Establishments Survey was undertaken
 
to cover modern sector industries and a census of all informal
 
enterprises in Nouakchott provided an estimate of the number,

although no characteristics of, "nonmodern" establishments.
 
Demographic information was analyzed from Bureau of Census
 
tapes; price information and other bits of information relating
 
to rural production were collected sporadically without standard
ized survey instruments. An incomes questionnaire was adminis
tered in the last of four passages of the Expenditure/Consumption

Survey and a check questionnaire on rural production questions
 
was given to half of the Expenditure Survey households.
 

A review of the survey instruments and methods leads us
 
to conclude that the goal of amassing a coherent. set of national
 
base line data for planners has not been met. No one currently
 
on the RAMS staff is satisfied with the quality of the survey

results although several analysts are moving ahead as best they
 
can.. Nevertheless the data are scheduled to be used.
 

Since Mauritania has few empirical statistics available;

there is a danger that these highly indicative--rather than re
liable and statistically verifiable results--will be indis
criminately used. There is also the possibility that they will
 
be so suspect that any report that uses them will be dismissed
 
out of hand by future readers. Cautionary notes in the text may

help to alleviate these problems, but are unlikely to take care
 
of them completely.
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A short critique of the Production Survey will illustrate
 
more clearly RAMS' problems of data collection and quantifica
tion for analysis, including the absence of appropriate sequenc
ing of research activities, and the use of appropriate person
nel to design and conduct survey research. Apparently,.the

Production Survey was designed without benefit of an agricultural

economist, farm management specialist, or serious pre-testing.

It was definitely designed without a plan for analysis. Many
 
types of difficulty are apparent:
 

1. Questionnaire design: The questionnaire includes
 
43 pages, many of which have tables including a hundred or more
 
individual items to be filled out. The questionnaire is not
 
self-coding, nor were coding or tabulation plans designed un
til all the forms were completed in the field. It requires

several hours to complete a form of this length in a reasonab
ly complex household. *It seems unlikely that many enumerators
 
or respondents actually endured this ordeal.
 

The questions used in the questionnaire (which was only

in French--with no manuals in local languages) are extremely

imprecise and are not geared to the likely skill levels of the
 
respondents. For example, Question 03 is "How many children
 
do you have, boys and girls?" and the possibility that the
 
respondent might include either those currently in his tent,.
 
or those on trek with the cows, or those who have gotten mar
ried and moved away is only partially clarified with the next
 
question, "Of those children, how many are in your charge?"

A more serious example of inadequate questionnaire design-
serious because it concerns people's wealth, and occurs early

in the interview--is on page four. Here, after asking a com
plex table full of questions about various types of cattle,

Question 21 poses the summary question to a presumably illiterate
 
herder: "What is the average weight of your cows in a good

year?" It is difficult to believe that any respondent would
 
continue to respond to further questions after this part in
 
the interview..
 

2. Designation of Respondent: Even assuming that the
 
designated respondent stuck with the questionnaire as well as
 
could be expected given the design, it should be noted that
 
only one person was actually designated for interview. Since
 
animals belonging to different owners may be in a single pro
duction unit, it is difficult to see how the "chef d'exploitation"

could be expected to automatically include the information about
 
a whole meaningful production unit unprompted.
 

3. Sample Design: The original sample was selected
 
systematically from households within villages which were ran
domly selected from within agro-ecological zones (of which the
 
definition was later changed). No listing or pre-stratification
 
was done within villages--a physical counting off of living

quarters from a central point in the village was used--so it is
 
impossible without some creative use of the census 
information
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to assess representativeness of the sample actually selected.
 
One independent observer of the consumption sample households
 
in Akjoujt for example thought that they were on average more
 
wealthy than others. If the same ware.true of the Production 
Survey households, sampling errors might further distort the
 
errors attributable to survey design and administration.
 

4. Coding and Tabulation: Since the plans for coding

and tabulation of all the surveys were not made prior to their
 
conduct, there was a delay in getting any feedback on .the
 
quality of the data. A data processing person was hired local
ly who was grossly under-qualified; thts further muddied the
 
empirical waters. Eventually, a "rescue expert" was brought in
 
to process the survey data that seemed in the best shape and
 
for which the analysts had greatest need. The Production Survey,

however,, was not in this group.. It was conducted in December
 
1979. In June 1980 hand tabulation was undertaken. This ex
perience was enough to indicate the need for the fourth passage

check survey, conducted with the Consumption Survey in October/

November 1980.
 

What makes this example of problems associated with the
 
collection of base line data and the establishment of a statis
tically reliable, micro-level data base so devastating is that:
 

much time and money was spent administering and
 
massaging a poor survey instrument--with what will
 
be unreliable results; other, more useful data gathering

activities were precluded;
 

* 	 information needed to integrate RAMS' various studies 
is still needed. (For example, what resource use 
decisions do production Units make? what decisons about
 
agricultural investments and labor allocations, and
 
what are their criteria for these decisions?)
 

* 	 the integration activity on the production trade
offs and investment allocation priorities within the 
agricultural/livestock sector will have to rely
 
on vary subjective assessments.
 

The only rural survey for which data have actually been
 
processed and included in a report is that on revenues or in
comes. This survey shares many of the same flaws as the
 
Production Survey, although the active participation and ex
pertise of the future analyst in the third and fourth passages

of the field effort will no doubt help the validity somewhat.
 
The Qualifications Survey has just been processed and will be
 
analyzed in the next months; the dietary intake information
 
from the Consumption Survey has been sent to the nutritionist
 
in Paris. The Employment and Establishments Surveys in the
 
urban areas have been tabulated although only some of the most
 
basic information has been included in reports to date.
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Attempts have been made, particularly by the RAMS produc
tion unit, to use other Mauritanian data as checks on sample

information validity (tea and sugar imports are said to coin
cide very nicely with tea and sugar consumption information)
 
as well as to plug gaps (as with livestock and crop production

data). Again, however, it is important to note that the indi-.
 
cative and scattered nature of the empirical data collected
 
mean that RAMS will not have accomplished a great deal in this
 
area.* If the Planning Unit and the AID Mission continue to be
 
interested in this objective, full cognizance of the lessons
 
learned in the RAMS effort should be taken. Measurement activi
ties should not be undertaken without knowing what needs to be
 
measured, without careful assessment of alternative ways to get

this measurement in a cost-effective way, and without planning

for coding, processing, and analysis before undertaking the field
 
work.
 

Similarly, analysis activities should not be started be
fore hypotheses are determined and, in interdisciplinary work,
 
some agreement reached on a common analytical framework.
 

While integrating data after the fact is surely a backwards
 
way to go about interdisciplinary, intersectoral work, it is
 
RAMS' .only alternative at this point. Mauritania's planning

needs for improved rural sector development strategies can only

be met if some common framework for assessing various possibili
ties is developed--even at this late date. Recommendations
 
in the final part of this report suggest sore steps by which
 
RAMS can confront the substantive problems discussed above.
 

C. Prolect Institutionalization
 

I. Background
 

Contrary.to the basic strategy of many development proj
ects which through the use of counterparts and other measures
 
seeks to "institution;qize" or create an equivalent indigenous
 
capability, the RAMS Project does not do so. The RAMS Project

Paper, the Grant Agreement and the Project Contract all call
 
for institutionalization "of the analytical and data collection
 
process begun by this project" in an anticipated follow-on or
 
RAMS II Project.
 

On the other hand, the RAMS terms of reference (TOR), as
 
spelled out in the three documents mentioned above, call in
directly for "institutionalization" in three ways. Firstly,
 
"by means of contact between contract staff and GIRM profes
sionals (the) transfer of knowledge in the skills and disci

1
plines of the project (will be) enccuraged." Secondly, while
 
no "out-country" training per se is included in the RAMS Proj
ect, U.S. AID undertakes to provide such training as is perti
nent outside of the project (using SMDP and other funding
 

1RAMS Contract, page 5.
 

http:Contrary.to
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sources) and the contractor is..called upon to make recommenda
tions in this regard. Thirdly, a series of eight seminars is 
called for (a flexible number in the PP and GA, the eight
seminars became mandatory in the contract) to include policy
level, technical and other selected personnel of the relevant 
ministries "in order that the results of the studies may be 
effectively utilized by the GIRM. . . ." and that instruction 
be given "in the techniques of data collection, project design 
and evaluation .. .. .,1 The contractor is further required zo 
make-a series of recommendations regarding institutionaliza
tion in his; final report.. A report on these activities follows. 

2. RAMS/GIRM'Liaison/Contacts
 

Since the outset of the RAMS Project the main point of
 
contact within the GIRM has been Mr. Assan DIOP, Director of
 
Studies and Planning. He has served as counterpart to the
 
project and principal liaison/coordinator with other units and
 
entities of the GIRM.
 

An obvious first move on the part of various RAMS expert

consultants.was to attempt to identify and seek out all exist
ing information and documentation relevant to particular areas
 
of concern which might exist within the government. At the
 
outset this caused a deal of confusion and concern with RAMS
 
staffers turning up, unannounced, unknown and acting only on 
their own authority in myriad government offices demanding iR
formation and documents "in the name of RAMS.." This situation 
was particularly distressing from the Mauritanians' point of 
view since RAMS expert consultants had nothing to offer them 
and could only seek input for their own needs. This situation 
was brought under control when through the offices of Mr. Diop

it was requested that liaison/contact/counterpart persons be
 
designated in each of the seventeen (17) odd directorates in
 
the six key development ministries (i.e., the Ministries of
 
Finance and Economics, Rural Development, National and Funda
mental Education,. Public Works and Labor, Health and Social
 
Welfare). (These directors constitute the GIRM interministerial
 
"Technical Committee" set up under the RAMS Grant Agreement and
 
responsible for liaison with the project and the development and
 
use of its products.) This move was also expected to smooth
 
the way for the "transfer of knowledge" and information in a
 
number of ministries through regular contacts between RAMS
 
and GIRM personnel.
 

It was also expected that good interfacing would take place

between GIRM and RAMS staff as 
a result of a series of seminars
 
(see following section) held with the seventeen directors and
 
their staffs.
 

Similarly, it was hoped that meetings between RAMS ex
pert consultants and an interministerial "Policy Committee"
 
(made up of the six ministers themselves) would help to
 

1Grant Agreement, page 5. 
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"sensitize" the latter to RAMS objectives and perspectives and
 
ehance the work of the former. Unfortunately, developments
 
were as follows:
 

(a) As RAMS staff finished gathering what information/

documents were available at the various GIRM ministries,
 
their information focused on field research, the survey and
 
other areas of activities and contacts at the ministerial
 
counterpart/liaison/contact level dwindled within six months
 
to a trickle.
 

(b) The initial meeting/seminar/presentation with the
 
"Technical Committee" was well attended and received. 
However,
 
the second such meeting was only held a year later 2 and was much
 
less well attended (some directors sent representatives and
 
did not attend). Consequently there has been little or no
 
further contact at this level.
 

(c) The interm.
4 nisterial "Policy Committee" has never
 
held a meeting with RAMS. As a result, RAMS contacts with GIRM
 
are almost nonexistent, and aside from unfocused, sporadic and
 
casual contacts with various and sundry low-level GIRM civil
 
servants, are mainly limited to the seminars described below
 
and the office of Mr. Diop.
 

3. Training
 

To assist with the development of GIRM personnel able to
 
participate in the application and utilization of data and
 
material produced by RAMS for Mauritanian development, U.S.
 
AID has supplied a number of short- and long-term scholarships,

and is considering others, funded from other sources, as
 
follows:
 

(a) Two persons were sent for long-term training in
 
public administration and statistical analysis in the U.S. in
 
Spring 1979 during the RAMS Project start-up.
 

(b) Five persons have been sent for short- and medium
term training in African institutions of higher learning in
 
1980 in Senegal and Tunisia to study development economics
 
(2 persons, 9 months), agricultural economics (2 persons,

2 years), and public administration (2-year course). All
 
trainees will return in June 1981 to spend the last two months
 
working with RAMS staff during the wrap-up of the Project dur
ing July and August. The trainees as well as the institutions
 
in which they are now studying were identified by RAMS.
 

(c) In keeping with its charge to make recommendations
 
in this regard, the contractor has proposed the following
 

1June 1979.
 

2June 1980.
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scholarship program for 1981-1982 (training in the U.S. at
 
the Master's level):
 

Number Major Discipline
 

2 Human Resources Development/Planning
 
(one in Education, one in Manpower)
 

1 Ecology
 

1 Business Administration
 

1 Cofiputer Sciences
 

1 Statistics (including Survey Research
 
Specialization)
 

1 Sahel Masters Program (Michigan State)
 

I Sociology
 

1 Planning (macro and micro)
 

I Documentation
 

At the time of our assessment it seemed unlikely that AID would
 
be able to obtain funding for more than one or two of the
 
scholarships per year.
 

4.. Seminars
 

The RAMS TOR calls for some eight seminars to be held ap
proximately every three months. This activity has proceeded
 
apace and is on schedule, although it was late in being ini
tiated, like other RAMS Project elements.
 

To date the following seminars have been held:
 

Date Place Number of Topic 
Participants 

1. Nov. 6-16, Nouakchott 70 Survey Research 
1979 Development 

2. Feb. 25-28, Rosso 40 Integrated Rural 
1980 Development 

3. August 20-22, Kiffa 40 Integrated Rural 
1980 Development 

4.. Dec. 2-5, Ka~di 100 Agricultural 
1980 Development 

These seminars in the capital and different areas of the
 
South and central sections of the country were generally well
 
received and attended. The Nouakchott seminar coincided with
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and included a part of the training of some 49 enumerators used
 
in the subsequent survey to garner base line statistical data
 
in various areas. Similarly, the Kiffa seminar coincided with
 
a national conference on economic development and planning.

As a result, many GIRM officials, who might otherwise not have
 
been reached, were able to attend.
 

This has been one of RAMS' most successful undertakings

which contribute to the "institutionalization" and understand
ing of research and analysis methods, information and their
 
uses for Mauritanian development.
 

Four additional seminars are scheduled for 1981 
as follows:
 

Date 	 Place Topic
 

1. January 1981 Aleg 	 Regional Planning
 
2. February 1981 Selibaby 	 Regional Planning
 
3. March 1981 Nouakchott 	 Human Resources Planning
 
4. 	April 1981 Nouakchott Development Project
 

3esign/Evaluation
 

The directorate of planning has asked that seminar No. 4
 
be held in either Aioun or Nema, cities in the southeastern
 
region of the country, in order to give local officials a sense
 
of participation in planning activities. On the other hand,

RAMS considers that because of the topic matter, this seminar.
 
would be more productive if held in Nouakchott, where the vari
ous development and other ministries are located and more of
ficials would be able to participate (one possible solution is
 
shown below under recommendations).
 

Taking into account the number of Mauritanian officials
 
(and others) who participated in RAMS organized seminars in
 
1980, it is projected that a total of some 360 persons will
 
have been reached by this Project by its end in 1981.
 

5. Institutionalization Summary
 

It has become more and more apparent to 	all those concerned

with the RAMS Project, including AID/W and the present assess
ment team, that insufficient emphasis has been placed upon in
stitutionalization or the creation/enhancement of indigenous

capabilities. What will be the Mauritanian capacity to con
tinue or to replicate RAMS-type activities once the Project
 
is finished?
 

The issue has always been relegated to the EOP evaluation
 
and was to be a major component of "RAMS IV'or similar follow-on
 
activities. But suppose there is no RAMS II 
or significant

follow-on activity? The question is pertinent and troublesome.
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At the present time there is only very limited contact
 
between the RAMS team and the GIRM, focused mostly on one or
 
two persons in the directorate of planning. The five short
term trainees will return to join RAMS for its last two months
 
but will then leave again to complete their studies abroad.
 
Following their eventual return there is no guarantee as
 
yet of a place or role for them in GIRM planning or elsewhere.
 

Similarly, the long-term trainees--actual and anticipated-
have no assurance of a place in Mauritanian development planning.
 

For these reasons it must be considered that practically
 
no real "institutionalization" has really taken place so far
 
under RAMS. Materials (the syntheses discussed under manage
ment outputs above) prepared and made available to the GIRM
 
planning commissions were anonymous. The seminar series were
 
successful but are more likely to have "sensitized" their
 
participants and contribute only marginally to institutionali
zation.
 



III. RECOM4ENDATIONS
 

The following recommendations have two principal pur
poses. One is to suggest to RAMS management and to U.S. AID
 
Mauritania realistic ways that the RAMS Project can most ef
fectively use its remaining time and resources to improve the
 
quality of its research results and their utility for present
 
and future Mauritanian planning needs. The other is to suggest
 
to U.S. AID Mauritanla management ways that it can continue to
 
strengthen the process of rational planning for rural develop
ment in Mauritania. after the termination of the RAMS Project..
 

A. 	Recommended Actions
 

1. 	Highest priority should be placed on:
 

a. 	the preparation of integrated, high quality
 
Policy Option Papers .see below); and
 

b. 	supporting the preparation of the GIRM 1981-85
 
Fourth Five-Year Development Plan by:
 

i. 	Having development economist Dr. Firouz
 
Vakil, assisted. if necessary by Mr. Manley,
 
Dr. Quan Dinh, and Dr. Brown, devote addi
tional time to the preparation of the over
all policy framework paper requested by
 
Assane Diop;
 

ii. 	 having all RAMS experts jointly develop
 
ideas for projects that they believe will
 
address critical constraints in rural sector
 
development by early February;
 

iii. 	 detailing RAMS economist Dr. Quan Dinh for
 
up to two days per week, from February through
 
April, to assist Assane Diop in the selection
 
and development of RAMS team project ideas
 
according to the Fiche format required for in
clusion in the Fourth Plan.
 

2. The requirement for the development of sectoral project
 
papers should be dropped as a RAMS objective and output, since
 
it is not expected by U.S. AID Mauritania or by Assane Diop and
 
is not feasible in view of the volume of work remaining.
 

3. The number of Phase II reports should be reduced from
 
20 to approximately 6 through consolidation and the possible
 
elimination of some topics agreed to by RAMS, GIRM, and U.S.
 
AID (see discussion below).
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4. The research and analysis process required for the
 
preparation of Phase II reports should be shifted from separate

efforts by individual expert consultants to working groups,

in keeping with the reduction and consolidation of studies
 
recommended above (see discussion below).
 

5. A major team-building group dynamics workshop should
 
be conducted in late January or early February to:
 

a. catalyze and orchestrate the preparation of 
the summary project Fiche ideas for possible 
inclusion in the GIRM Fourth Plan; and 

b. develop objectives, a conceptual framework, 
and a work plan for each of the consolidated 
Phase II Policy Option Papers. 

The workshop should be conducted by a skilled professional
 
process person working closely with Drs. Quan and Vakil. It
 
may be useful to include one or two additional participants

with in-depth knowledge of the issues raised by this assessment
 
and an expert in the use of the log frame approach to work plan

development (see discussion below).
 

6. Senior economist Dr. Firouz Vakil should be obtained
 
on a full-time basis to provide policy focus and intellectual
 
leadership for the Phase II effort (see discussion below).

In light of their earlier failure to provide a satisfactory

Senior Development Economist, Louis Berger Associates should
 
be urged to make Vakil available to RAMS on a full-time or at
 
least greatly increased basis (perhaps three days per week).
 

7. The present time-consuming, two-tier report review
 
and modification methodology should be modified so that expert

consultant group reports need be reviewed and modified in a
 
single tier process with appropriate RAMS and GIRM officials.
 

8. The process of translation should be greatly speeded
 
up immediately--probably through the recruitment of at least
 
two highly skilled, professional English/French - French/English

resident translators--to overcome the current two and a half
 
month delay and the inevitable surge in need during the final
 
months of the project.
 

g. The 1981 seminar schedule should be extended over
 
an additional two-month period to provide more time between
 
meetings both for RAMS and GIRM staff, particularly as regards
 
Seminars 3 and 4.
 

10. An "extra" or additional seminar on rural development

should be held in Aioun or Nema, as requested by the GIRM for
 
reasons of "geo-political expediency" and so that the project
 
management seminar can be presented to key GIRM managers in
 
Nouakchott.
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11. The RAMS 1981 long-term training proposal should be
 
carried out as presented, or failing that, a minimum of two
 
scholarships be made ASAP for:
 

(a) a senior development economist ("macro" or 

"micro") 

(b) a macro-planner/economist. 

I:L. The GIRM should be asked for assurances--insofar 
as possible--that returning long-term trainees will be given a
 
role and a place somewhere in the GIRM planning process.
 

13. It should be made a responsibility of RAMS expert
consultants to reestablish and maintain contacts with the
 
seventeen designated and other counterparts within the govern
ment.
 

14-. We do not recommend additional funding for the RAMS
 
Project or for the design of the RAMS II follow-on project
 
referred to in the RAMS Project Paper.
 

15. We strongly recommend that U.S. AID Mauritania con
tinue to support the process of developing better planning

capacity with special attention to the rural sector in the fol
lowing ways:
 

a. 	Provide selective technical assistance to
 
future national survey data collection
 
efforts undertaken by GIRM ministries
 
(see 	discussion below);
 

b. 	Provide a modest level of technical as
sistance and training to the Office of
 
Studies and Programming in the Planning
 
Directorate of the Ministry of Economy
 
and 	Finance (see discussion below);
 

c. 	Sponsor small-scale studies of specific
 
policy-relevant issues that have been
 
identified by RAMS or other research ef
forts. These might include, for example,
 
additional work on:
 

i. land tenure
 

ii. 	trade-offs between public and private
 
enterprise in rural development
 

iii. 	trade-offs between investments in dry
land and irrigated agriculture
 

iv. 	trade-offs between large and small
scale irrigation perimeters (a critical
 
issue in light of planned OMVS and
 
AID/Senegal activities)
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v. ways that existing indigenous production

and resource control organization could
 
be used to foster rural development.
 

These studies could be undertaken by IQC and University contrac
tors with which AID has existing contracts for appropriate ser
vices or with other university groups with a predominant tech
nical and geographic capability.
 

16. Possible follow-on activities should be discussed
 
by the U.S. AID Mauritania Mission and appropriate Mauritanian.
 
counterparts ASAP to assure continuity and follow-through on
 
critical substantive and institution-building issues.
 

B. Discussion
 

Recommendations I to 6 are mutually supportive and are
 
all addressed to the tasks of improving the quality of RAMS
 
data and analysis, and of organizing them in a policy relevant
 
rather than in 
a narrowly sectoral and technical framework.
 
The consolidation of Phase II reports will make it possible

and indeed necessary for experts to work together in a genuine
ly collaborative mode.
 

The preparation of the 20 narrowly defined Phase II papers

listed in RAMS document and Checchi contract which RAMS manage
ment has identified as its primary Phase II objective, requires

the assignment of responsibility for report preparation to in
dividual experts, and a consequent focus on disciplinary and
 
sectoral lines. In the first phase this procedure produced

little integration of the field observations and quantitative

information. For example, it is not possible from Phase I
 
work to understand what a rural production unit actually does,
 
or to understand why a particular production unit would buy
 
more livestock rather than investing in an irrigated perimeter.
 

Unless project management clearly endorses the priority

of the objective to do interdisciplinary, intersectoral work
 
and defines the objective in such a way that such work is re
quired, RAMS staff members from different units are likely to
 
continue to work in an isolated fashion. We recognize that
 
RAMS staff have already begun to use a common framework for
 
laying out and discussing intersectoral constraints; the thrust
 
of our recommendation is to reinforce and facilitate this trend.
 

The consolidation of reports and their preparation by work.
 
ing groups can encourage experts to cross-check their data and
 
confront one another's assumptions and seek additional informa
tion in a constructive and iterative manner.
 

The way in which reports should be consolidated, and which
 
reports should be eliminated, must, of course, be determined
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through discussion among the RAMS team and must be agreed to
 
by AID (a letter of implementation may be a sufficient instru
ment) and the GIRM. Based on our extensive discussions with
 
Assane Diop, the RAMS team and Dr. Firouz Vakil we suggest the
 
following:
 

* 	 that the rural production subsector reports be
 
consolidated into one report;
 

* 	 that the marketing, credit, and pricing issues
 
be treated in a single report;
 

* 	that the agricultural research, extension, and
 
implementationmodalities papers be incorporated
 
into the rural production report to the extent
 
possible;.
 

* 	 that the report on the improvement of rural diets 
be eliminated and that the possibility of eliminat
ing or simply issuing as an "issues discussion 
paper" the report on the improvement of rural health
 
be considered;
 

* 	 that the report on reducing desertification be
 
prepared as a stand-alone document bit that con
sistency with the production report should be a
 
primary concern;
 

* 	 that the overall development strategies report be 
prepared-with a first draft completed as soon as
 
possible--to raise options for more detailed con
sideration in the rural production and resource
 
regeneration reports;
 

* 	 that the proposed employment and manpower-related 
reports be consolidated; 

* 	 that a decision be made as to the adequacy of 
information and perspective regarding inland
 
maritime fisheries--at this point we recommend
 
elimination of these reports;
 

* 	elimination of the report on project priorities;
 

* 	 reconsideration of the preparation and publication 
of separate reports on the role of the private
 
sector and alternative organizational arrangements.
 

The multidisciplinary and intersectoral working groups
 
should be established as soon as possible to facilitate the
 
integration of Phase I findings in the preparation of Phase II
 
policy papers. In light of their small number and central role
 
in Phase I studies, all long-term experts should probably
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constitute the core of all or most working groups. Other ex
perts from the RAMS team, resource people brought in because
 
of their in-depth knowledge of relevant issues in the Mauri
tanian or Sahelian context.1 Mauritanian expert counterparts,

including Assane Diop, should be brought in as is deemed use
ful by the group. It is strongly recommended that U.S. AID
 
Project Manager and Mission Anthropologist John Grayzell be
 
invited to participate in work group sessions to obtain the
 
benefit of his in-depth knowledge of the country and to ensure
 
better liaison between RAMS Phase II work and the development

of the U.S. AID program. The humber and nature of the working
 
groups will, of course, depend on the policy papers to be
 
produced.
 

The work of each group must be clearly defined in rela
tion to objectives that are stated in advance and are further
 
broken down into subproblems. The purpose of the working
 
groups activity is not to develop interdisciplinary concepts,

methods, or theories, but rather to clarify a specific issue
 
problem or relationship by bringing to bear the findings of
 
other RAMS experts.
 

Previous experience with efforts of this type indicate
 
that they are successful only if the group shares a common
 
set of objectives and focuses on the same empirical problem

and context. We believe that the common objectives of RAMS
 
Phase II working groups must flow from a common policy frame
work and an agreed-upon set of policy objectives and issues..
 

In our judgment, Dr. Vakil can provide the policy frame
work for the RAMS team and can play = critical catalytic role
 
in focusing and integrating RAMS team efforts. He is well
grounded in the elaboration and implementation of interdisci
plinary development projects and planning, familiar with RAMS

work, respected by all team experts and has an excellent working

relation with Assane Diop.
 

The functioning of the work groups can also be enhanced
 
by interaction and planning at the team building workshop..

Preparation for this workshop should include the drafting of
 
illustrative matrices relating, for example, to sectoral and
 
subsectoral production issues to cross cutting issues such as
 
land tenure, ethnicity, environmental degradation, migration

and labor migration, the rule of the private and public sector,

infrastructure, and administrative and institutional adequacy.

In light of the communication problems the RAMS team has had
 
in the past, we also believe that a skilled process-oriented
 
workshop leader is required at the workshop.
 

1If the need for such experts is identified in advance,

they may be identified and recruited through existing U.S. AID
 
contractual arrangements with university or other contractors.
 
In some cases, their services can be obtained without reimburse
ment by RAMS.
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li e1I f '- . UNITED STATES GOVERNMENTREF-T.,,,ko/OTJuy23, 398o,,.,7 :,wmemorondum~1 rnrn ~ n 
AITNP, John A. Grayzel RAMS/Psm 

wumt-t, Smmary 0Pinions on Recent RAMS Zn-House Evaluation Exercise 

T10 RAMS Project File 

Backround: The evaluation exercise was at aheld
stabilizing itself after 

time when thle project wasa series of managerialbeing th replacement adjustments, the most importantof the former chief of party by Mr.. Pierre Sales.It was seen as an mechanism to assist the newthe project effort CP in his reorganization of 
situation and 

as well as providing AD an opportunity to review, theto create a new feeling of liaison between project membersAD personnel on which to build a stronger basis for 
and 

cooperation. futureit was also seen as a means of summarimazing and closing thebook on what was inproject, reality the necessary initial adjustment phase of theso that all attention might be constructively directedand so that the required evaluation called for during phase 
to the future, 

time, be free to concentrate on 
two can, at thatthe present rather than past history.t the sametime as a series of meetings on its substantive actives were(schedule appendixed), helda 

was held in 
basic review of its financial and procurement statuslight of prospective requests for additional money and goods. 

Past ProJect History: Tha RAMS team first beganApril 1979 to assemble in Mauritanian inafter experiencing significant delays outsidestemmed from its control whichfundamenta. differences betweenights and. privileges. the GIRM and AID on contractorOther problems parti'L.uarbegan surface. to the project thereafterto Prehaps the most basic was a severe underestimation ofthe effort the project actually involed. Withmission itself and a staff larger than thea. massive, diverse research focus as its scope of work,tha failure to initially .rovide specific research design andixpertise and the resultLn- administrativeassumption of tdetrimental ese roles by the CP provedto the project's abilityefficaciously Neither am 
to functa.on either efficiently orefficient operaticonal structuredesign was nor coherent researchinitially established. A parallel deficiency appeared inof the abilitysome of the division chiefs, especially the economic-populationto fulfill the supervisory roles called for. 

division,
An important element inwas the contractor's inability thisto produce some of the axperienced personneloriginally proposed and the relative inexperience of those replacing them. 

in the fall of 179, an interim solution was taken by creating the post ofresearch director for Mr. Rene Weber, formerly•acquiring a manpower consultant, andthe services of Mr.
hire, 

Jean Pierre Cebron, previously AIDan localas administration chief. A more direct temporary interventionassistance-policy and
on the part of AID personnel was also instituted.
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This series of actions seemed to help stabilize the project but still could notsubstitutue foe the needed internal dynamic effort missing in project activities.In addition, the project seemed incapable of building the extended liaison andworking relation with the GIRM governmental apparatus as called for by the
PP and Project Agreement. Finally, in concurrence with the reque.st of the GIRM,

a new Chief of Party and a pezmanent administrative assistant were provided by

Checchi in February 80.
 

Observations and Comments: A significant number of mission personnel attended
the meetinca held to review the work of each of the projects divisions andthere was an extensive exchange of ideas. In addition Mr. Douglas Sheldon/Mission Controller, Mr. Gerald Hensley/ IDI Controller, Ms. Linda Neuhauser/
Mission Health and Population Officer, and Dr. James Hughes/Mission Agricultural
Officer contributed highly appreciated written commentaries, copies of which 
areappendixed to this memorandum. The following commentary represents my own personalviews as both RAMS project manager and as the mission's behavioral science advisor. 

Basic Conclusion: The project seems to have quickly reorganized itself under itsnew leadership. While the consequences of past mistakes will remain to some extent,
the present situation appears to be among 
 the best to be expected and, providednecessazy additional support is granted, a good end product can be hoped for.A new standard of discipline and quality is being e videnced in the work effort and agreatly increased level of communication between the project and GIRM seiices andrepresentatives has arisen Little more can be done to alter the course. of phaseI 0aseline studies). Phase I, the production of policy options and projectproposals does, however, someoffer major opportunities for insuring a major

development contribution.
 

Manager- al Problems Remaining: 
11 Thera is an overriding need for a budgertary increase of S 1.6 million dollars tocover the costs of new personnel and a four month. extention of project activities.The justificatio, for this need is being individually handled in a separatedocument but there is no question that failure to obtain these funds will cause 
extreme damage to the final product. 

2. There is a continuing underlying struggle between U.S.A.I.D. and RAMS personnelwbanaver an attempt is made to obtain access to the project's substantive findings.This situatio@ostems from a combination of factors. The most fundamental involves
the projeatb access and use of data, especially the 1976 census, which stili hasnot bean publically released and which is byseen some as having significant politicallyimplipations. Much, additional data that RAMS itself is collecting is seen aspotentially falling under a similar rubric. There is also an inconsistancy betweenthe Project Agreement itself which. clearly describes the project as an assistance tothe GIRK, and AID's in-house justificatin that partially focuses on the need byforeign donors including AID for such information for project planning purposes. 

http:reque.st


-3-

R4hIle the- two perspectives are not inheriently contradictory, the AID perspective

places an emphasis on the imthediate availability of findings while the GIRM
 
perspective emphasizes the propriety of judicious release of information as

judged appropriate. There is no question that this situation has produced
problems for project management since it has not been possible to continuously

assess the pro-ect's progress in the light of all the facts. Moreover, it has 
om occassion seemed as if some project members have tried to use the situation as an excuse to coverup their own deficiencies. However, it would seem obvious that interms of contributing to Mauritania's capacity to plan for its future development,
it -is far more impo.-tant that the GIRM fully cooperate with the study and identify
with it as its own, than AID try to insist on premature release of its findings.
7herefore a lewer level of direct involement and identification has been accepted

than might otherwise be under other circumstances.
 

Substantive Project Problems: 
 The progress and findings of the project's separate
divisions was fully disussed during the evaluation meetings and will not be repeted
here, since it was felt that their research and reports were all in an "in-progress"
tate-and that project purposes would beat be served by using the occassion as an 
exchange of ideas rather than a judgmental exercise. However, there
 are some substantive problems that appeared common to the research effort per se thatshould he noted, since they demand particular attention and effort at correction. 

11 The. first problem involves the lack of true interdisciplinary effort as clearly
invisioned by the project design. In large part this is due to the fact that most

specialists are inheriently reluctant to alter their own 
methods and ideas to
accomodate other fie2da. Since the arrival of the new CP there have been weekly
meetings that have facilitated the exchange of information but there 
was evidenced
little real coordination between research. divisions, either as to specific areas

and phenomena focused on, or as to making an effort to evolve 
 and use common
analytical catagories (such. as the idea of "constraints to production" suggested by
Jim Hughea in his attached commentary). While it appears to late to do this for
baseline studies, thought should he given to reorganizing the units for the project

the 

planning phase into mixed discipline teams working on a common problem. 

.21. The second problem involves. the ongoing survey activites which have increased in 
extent and cost beyond what was originally expected. There is no question that the
 
surveys are picking up .massaiy quantities of data not previously collected.
Bowyer, it has also become evident that, in the haste to organize the surveys,
preliminary step of each. specialist first acquiring a basic understanding of the

the 

phenomena in question in the Mauritanian context - Prior to evolving questions and
hxpothens for random statistical analysis - was skipped. This has resulted in
neveral unfortunate consequences. First, it has delayed some reports because the
concerned consultants have relied to too great an extent on the survey to provide

them wJith the initial raw data. Second, some important questions of which people 
were not aware have arisen. Third, and perhaps most seriously, many questions were
not properly couched to adjust for the cultural context. Important if not immediately
obvious differencesbetween types of millit or rice, proper time and place for
questioning (e.g. time of day, month, season, in home or market), and a realisticacceptance of the difficulty of obtaining certain information from direct questioning,
and the evolution of alternatiye information gathering strategies, notwere fully 
confronted.
 

. . .1... 
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Compensation for the delays encountered hau orced a projecLed extunLion ol: projectlife and some additional investment in machines and personnel to speed up the reportpreparation phase. Providing an extention is obtained, this problem should be
resolved. Consultants on their own have attempted to file in data gaps but there
-will have to be some plans for additional, very project specific,information
gathering 
during phase two to answer important unresolved questions.
third problem, there will have to be a planned 

As to the
 
data after effort to Analyze surveycollation and to redefine it in terms of the team's new understanding
of the surrounding socio-economic context. If this is done andresults are published in the form of if the srrveya qualified annotated compilationof information,than the result should be a 
major document of wide benefit. (If, on the other hand,they are merely assembled as statistical tables, they will not only be of limited
value but subject to ready misuse by others who will accept them on face value
and attemot to use them in illsuited ways and models without true understanding of
thi origin or impt.) 

31 The question of model building and proper cultural and developmental contexttouches on another problem area, namely how the baseline studies are to be used
to deriye phase two policy options.
team, there did not yet 

with. the possible exception of the Manpowerseem to be developed on the part of most reportersdevelopmental scheme into which they were able to fit the'.r finding and from 
a larger 

which,to project future development. Inseemed some cases possible excessive emphasisto be being placed on present trends, on theas--mption ,:hau this representedautomatic linear projections into the future.
there Wil Once the baseline studies are completebe a. need for an increase in the input of development experience fromother times and areas -
Whthr hetemitself adjustedadequtelyto the auritanianStequa po specifics. One question is* es such.experience. 
Hopefully the additionof an experienced developmental economist
In addition, occassional inputs from other 

will help ameliorate this situaition.
 
team, sources such as the Sahel Development
AID/D8, other donors, Atc. should be investigated for phase two. 
One possible
vehicle might be via the RAMS seminars which cou'ld focus on specific questions and
encompass a 
more varied and experienced range 6f participants than now contemplated.
 
IrlItutionalization ofa DynamicPlanning Process for Mauritania:
 
With. tkk exception of the. training of surveyors, the seminars for GIRM personnel andthe modest present contributions of Sahel Manpower Training Program Funds to train
a number of. GIR candidates, the question

empirically of insurinq the continuation of a dynamic
based planning process in Mauwitania has not been a major
project to date. 
In fact, foci of thethis is in A.cordance with the project agreement that callsfor a phase two joint GIRM-AD evaluation to review this question.howeve been continuously The problem hasin the. backround and.there is no question that it has
affected daily decisions as to who to hire, the extent to which project activitiesshould respond to immediate GIRM information needs, who should be consulted onand recommendations, findingsand sucl. mundane matters asmaterias. the marking of project reports andWile the. project team will
fulfilling its primary tasks and 

have to maintain a delicate balance between

inculcating various GIRM services and
personnel with. the project's ideals, it would seemeventuall institutionalization is certainly justified. 

that increasing concern with 
Such. concern could, among.
others means, manifest itself in insuring that final 
 findings are presented in 
a
form useable by average GIRM policy personnel rather than extremely specialized western
experts, and in building into project proposals.the means for continuing data
 

oa
 



collection and analysis. Hopefully, the up-coming phase twoadditional suggestions in this area. evaluation will make 
is extremely important because 

The question of continuing data collectionteam members have relied almostsurvey, secondary sources, exclusively on theand personal observationThey-have for the ' own data.not made an effort to establishinformatio retrieval, simple ongoing experiments in primarysuch as test quadranglescorrelate growth and yield rates 
on peoples fields or pasturewith rainfail, or to 

select markets, families, clinics. etc, 
the continuous monitoring ofin order to-clearlyan& seasonal or occazsion specific identify longtern patternsfluctuations in prices, dispenses, or disease. 

Summaton: 
The is no question the RAMS project suffered somesom& of which, were almost inevitable initial setbacks,
relations, and that 

given the embryionic natre of AID-GIMsome of thnss. have had permanentevolution. However, effects on the project'sat present the project seems toprogressing to the have pulled together and to begreatest extent
general orking with 

that could be hoped for. Team members area new intensity that provides in 
a substantial and successful outcome. 

a strong basis for predicting
E here kalso no question
counterpart for the project, Director of Studies and 
but that the GIRn 

continues to make Programmat o, Assane Diop,a rarely found professionalLikewise, and personnel contribution.I feel AID mission personnel, in general, haveproviding support and been open and active inconcern whenever possihle. It is therefore to be hoped thatwe v.l be able to obtain the necessary additional material support that is needed
to iAsure tlia project achieves its full potential. 



ket 41/15/80' 
Fte.: Joh Graryzele. RAM/Proj. Mgt 

Subleetz RAMS Evaluation Iketngs 

To: All Interested AID Parties 

The following meetings are scheduled to be held in the mission's conference xv",
An interested, constructively critical audience would be a valuable asset to our Uf-hmop
evaluation. It would also seem appropriate for mission personnel in general to be.Vel! 
acqaluted with this important and higly visible AID effort. Therefore., it would rIt 
b& apptec:ated if people would attempt,,. to the, extent possible, to assist at these 
gatheringi, despite their heavy work schedule. Meetings will be in English. 

Date: Sub ect: Tls 

ThUS - April 17 General Orientation 330 P,.M 
-Saler/Weber 

FW - April 18 Geography  Agro-Ecological 3:30 
Zones Hauser-Fall 

TUES- April.22. Agriculture  Livestock-Fish 3:30 P.M 
Dhillon -Kraiem-Wilder-Souma 

WEDS April 23 Statistics-RAMS Survey 10:00 A.M 
JtIiard - Person 

NON April. 28. Hmnpover-Euployuenc 10:00 A.M 
-Health-Allemano-Lebel 

TUES April 29 Sociology-Health -30 P.M 
Tikry-

WEDS April 30 Seminars -Training 10:00 A.M 
-Sales 



UNITED STATES GOVERNMENT
 

S21, 19m80 	 nemorandum
 
ATWmO, Linda Neuhauaer/Hea.lth 

mz= Comments on RAMS in-house Seminar 

Tot John Grayzel/Project RAMS 

1. Studies seem very well planned and will provide much netd! information. 

2. Supestions re: bealth components 
a. M'nistry of health needs to be involved in planning, execution and 
evaluation of these Studies since they will be implementing. 
The recomendations from these studies, (Enchallah). Can't be over 
emphasired that unless the health ministry is so involved, there is 
little chance that they will take an active interest in the reports, 
on without the health ministry's O.K. no health planning emanating from 
Min of Plan will be effective. The other consideration is that the 
health Min. is called on to cooperate with those doing studias in health 
sector. They will be happy to cooperate if involved from the outset. 
Suggest a health Min. - Diop mtg. as soon as possible. 

b. Re health study this summer: 

In Informal talks, he. Ministry officials have defined their interests 
vis-a-vis further studies in that sector. They are divided with respect. 
to the utility of the CILSS report. As far as going the next step with 
further studies of the genre recommended in the report, the general
feeling is that the areas are interesting but rather than more studies 
on health problems & projects/programs, Min. would prefer an examination 
of the health planning process in the Kin. (there's a service de 
plannification) with special emphasis on the collection of health statistics 
program data. 
In other words, how the Ministry can get information & use it to plan.
Thie min. interest will have to be balanced against min. Plan/RAHS' 
interest in a report that includes other aspects of health situation in 
Mauritania. I'll be glad to help Mona arrange mtgs with Ministry. 

c. Nutrition Study 

Waiting for Mme Moudot to arrive this study could provide very valuable 
information on nutr. and habits. 

d. Household Consumption Surveys: 

Will provide . valuable data on food consumption, family expenses, ethnic 
group breakdown, etc. Taken together, this well give a profil of overall 
food ronsumption/expenditures from which inferences about dietary adequacy 
can be drawn. 
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These inferences are only good up to a point and if we want valid data
 
on nutritional status of those in the survey some adjustments will have to be
 
made to overcome these problems:
 

(1) 	 food consumption survey does not measure intrafamilial distribution 

The quantity and type of food that different family members eat is 
probably as important or more important than what the entire family eats. 
The food consumption of weanlings and children uder five as well as that 
of pregnant women as considered the most important indicators of dietary 
adequacy. With this breakdown acceptable inferences on the nutritional status 
of the family members can be drawn, without it only the crudest assumptions can be 
made. Granted, it will be difficult to find out who eats what from the communal 
bowl, but there are some techniques that can be used to get some of this 
information. I can go into this in more detail. The information from this will 
be crude & mostly anecdotal but provides a very important component to the study. 

(2) 	 Food Consumption Survey does not measure clinical nutritional status
 
of individuals in the Survey:
 

Dietary data only infers the nutritional status (physical) of an individual. 
Clinical examination gives actual data. Without this Component, the survey data 
will be considered interesting but incomplete from a nutritional point of view. 
Most "food/nutrition" surveys are lQcking in data in one or more of these areas: 
(a) food consumption (by individual or age group ) 
(b) physical status 
(c) socio-economic indicators giving profile: ethnic groups, financial status, 
expenditures for food ("food demand"), and the many other factors which help 
to explain (a) & (b). 

This study has the possibility of including all these elements to give an 

understanding of the system that produces malnutrition. 

clinical component: would be a relatively simple additiou taking only a few 

minutes/household visit. There is a choice of standard indicators of nutritional 
status that can be used. Most involve measuring the person (anthropometry) and 
checking for several clinical signs. Blood measurements could be added (done by 
the Centre National D'Hygiene), but much iaformation can come from the body 
measurements. Dr. Randriamanana, WHO nutritionist here is interested in working 
on this section of the study. 

(3) 	 Methodology of food weighing and analysis might need revision: 

suggest a look at the methodology as used by the enquteurs to make sure (a) 
they are using the same procedures (b) scales are calibrated. Also a look 
at the methodology to analyze this data to make sure: 
(a) foods are accurately described by the nutrient analysis to be donei whether 
The cooked or umcooked weights of foods are taken is very important; if mixtures 
of food are weighed, the surveyor will have to figure out the components (and their 
respective weights)of the mixture. 
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(I'll be glad to help over the survey procedures and suggest that a 
nutritionist do spot checks of the surveyors.) 

(b) The food data is recorded in such a way that the analysis of its content 
can be done efficiently. This depends, of course, on the method of analysis 
chosen (computer is the easiest and ready made tapes are available) 

Note: I've requested information from the AID central nutrition office on 
assistance methcdology they can. make available to RAMS on this particular 
study. 

3. General: 

For all studies, RAM should 
funded consultants and projects. 

see if it can 
Most of these 

take advantage of AID centrally
are free and often underused since 

few people know about them. 

examples: 

DS/RAD: consultants in all phases of Rural Devel.
 
DS/Nutr: General consuPtants for nutrition studies, food production/ 
food/consumption Short term studies.
 
DS/Health - consultants for all aspects of short term (max. 3 mo.)
 
Studies.
 

Consultants for above available from consulting firms, land grant universities 
and a variety of other institutions. 
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ATrAN OF: 

SumaCcr: 

To, 

UNITED STATES GOVERNMENT 

8, 1980 mMayMemorandum 
James Hughe D 

Your invit to suggest/formulate possible studies for RAMS
 

Mr. John Gr zel, RAMS, PM 

I have given some thought to your request during the May 5, 1980 staff
 
meeting for AID staff members to suggest constructive suggestions for
 
the RAMS study.
 

My thoughts may well be anticipated and built into a formate for RAMS 
for the agricultural study, but one of the agricultural basic problems

in any developing country are production constraints.
 

Agricultural production constraints are those constraints in any given

social/economic context which constraints or blocks methods to increase
 
food production.
 

Production constraints occur in both modern and traditional societies,

but are less understood in traditional societies.
 

We know that population is increasing while food production is
 
diminishing in Sahelian countries. This observation isclearly

defineable inMauritania where the recent drought (insome Iegions

still continuing) has been blamed for most of the crop failures and
 
low production. While this observation is fairly easy to assess,

other constraints were causing agricultural production to diminish in
 
the Sahel before the last drought. The aecrease in soil fertility,

insect, disease and weed damage, the lack of exotic germ plasm for 
varietal improvement, all contribute invarying degrees to lower yields.
 

Economic and social constraints to production cannot be left out or
 
wished away. Most high yielding varieties (HIYV's) of rice, sorghum,
 
corn and wheat have been genetically bred to increase yields based
 
on shorter stalks, disease and insect resistance and direct response

to high nitrogen fertilizer inputs. Based on high infrastructure
 
inputs, farmers with advantages of credit sources, availability of
 
pesticides, extension services and native know-how have increased
 
crop yields dramatically, especially in Southeast Asia.
 

As an example, the International Rice Research Institute (IRRI) at Los
 
Banos in the Philippines has conducted most of their research efforts
 
since 1964 on high infrastructure inputs. Rice productivity has
 
increased dramatically in most Asian countries (Indonesia, and some 
parts of the Philippines are an exception).
 

Buy U.S. Savings Bonds Regularly on the Payroll Savings Plan 

on 
 OrTaiONA.O N O0.I1
*tu.'hg~e,.mga P91.0.5to 0*91om U,6-41.5,4Df2gII MV 7-11 

GIA IttM(1 F@1O- . 



1 IC 
- 2 -

These research endeavors were, again, based on capital intensive
 
increments, the most notable being the use of timely, high rates of 
nitrogen fertilizers.
 

Even with such production possibilities, it was discovered in the 
mid 1970's that many small Philippino rice faiaers were not following

IRRI's suggestions. They were, for the most part, growing improved
varieties, but not applying capital intensive inputs.
 

The "Yie-ld Gap" between potential and actual farmers' yield is due to both 
bioDhvsical and socio-economic( constraints.
 

Yield gaps can be explained by a simple dragram which gives a graphic
picture of maximum potential yields for most crops and the actual
 
yields most farmers produce 

'- ..- yield gap
 

- - .... maximum potential yield
 

* . Actual Farmer Yields
 

Biophysical gaps are caused by non-use of HYV's, fertilizers and
 
pesticides, cultural methods, and low soil fertility.
 

The. socio-economic. gaps, or why farmers do not use biophysical practices
may include costs and returns, lack of knowledge of intermediate technology
lack of credit and often times traditional beliefs. 

As an Agronomist I feel confident given the time and resources by using
biophysical inputs, yield increases for sorghum in the Sahel could increase

5D-100% in controlled. field experiments. These estimates assume soil 
moisture would be sufficient based on .5 -1mt/ha average yields. 
The yield gap between a controlled experiment, where all the necessary
inputs are available for the most partare lost somewhere in the constraints 
of reproducing such results in farmers' fields. 

In traditional farming societies the socio-economic constraints are
 
particularly difficult to discern.
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Although very iltle cooperation Ni.s accurred in the pasL. organized
cooperation is imperative between the physical and soCidl scientist 
If we are to fully understand, traditional farmer constraints to food
 
production. Determining constraints will point the way for specific 
project implementation if our efforts are to be meaningful. Identifying

these constraints to production would help to determine where and how
 
much emphasis has to be brought to bear to overcome these constraints. 

Feedback from traditional farmers would help scientists identify
specific constraints to help combat low productivity. 

The social implications of the World Bank financed Gorgol Project are
 
becoming well known. It is as important to understand other aspects

of possible faulty project design before redundant technology is 
imposed on disinterested traditional farmers. 

The, point I have attempted to lay ground work for in this exercize is 
clear. Cooperation between social scientists and physical scientists 
appears tantamount for project implementation if these data are to be
 
understood.
 

Traditional farmers will probably not be able to utilize high infra-struct
ure for many years to come. Low infrastructure encompassing many

traditional farmers appears to be a means of raising the quality of life
 
for a broad strata of the population as compared to high infrastructure
 
attempts. 

If I knew the socio-economic/biophysical constraints to overcome in 
Mauritania for our Vegetable Project, we wouldn't be groping for as 
many answers as to how to increase production and farmer acceptance. 
At the moment, we can only make a calculated guess as to methods to
 
utilize to overcome the unknown.
 

cc: B. Chessin, RD
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UNITED STATES GOVERNMENT 

Memorandum
 
TO John Grayzel, Project Manager/RRD 	 DATE: May 8, 1980 

mOm 	 Douglas L. Sheldon, Controller/FM 

Gerry E. Hensley, ID0 Controller /l-e 

suBJEcT: Project 682-0211 (RAMS) Evaluation--

Contol ler's comments 

As you requested, FM has prepared a paper on the RAMS project in
 
connection with your evaluation. The paper reviews the project's
 
implementation in terms of: 1) project management and administra
tion, and 2) fiscal management and budgeting.
 

cc: 	 John A. Hoskins, Mission Director
 
Saly Sharp, PDE
 
George Hawbaker, ROD
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PROJECT 682-021L (RAMS) ELtIATION -- CONTROLLER'S C04MENTS 

INTROC(tTION
 

The RAMS project envisions the provision of a series of studies to
 
the GIRM within a specified period of time which will be used as planning
 
data. The preparation of these studies has been entrusted to a team of
 
contractors fielded by Checchi & Co. The inputs to the project therefore
 
pertain to the technical services provided by Checchi & Co. and to lhk'
 

in l At direct and operational support. Actual implementation
ICI 

of the project,(preparation of the studies),has been fully entrusted to
 
the Contractor, Checchi & Co. under the geniral supervision and review of
 
LSAID, acting through the Project Officer and incoordination with the 
Ministry of Plan. WAID ISpet'idw,9 direct support 
to the Contract Team,.generally involving commodity procurement and pro
vision of physical facilities. The Contract Team has assumed the bulk.of 
responsibility for operational aspects of the project.
 

The magnitude-of the RAMS project is such that it represents a seperate 
entity which can only be monitored by USAID in the most general way. LEAID 
does not have the capacity, nor presumably the inclination, to become invol
ved in the day-to-day implementation 4r7c,+kr& the technical or 
administrative aspects of the project. Therefore, direct ISAID review and 
monitoring is,for the most part, by definition~ex post facto. 



MAMAGEMENT A#JD ADMINISTRATION 0 F THE PROJECT 

The.intensity and magnitude of the project's technical services input
and respective direct and operational support needs poses rather unique
administrative and managerial problems for both (SAID and for the implementer,(Checch1 & Co.). The administrative requirements are virtually equivalent to that of a small LSAID mission in
and local employees, as well 
terms of the number of technicians
 as the necessary operational support needs and
budget. While 
 internal administration is certainly not the "raison d'etre"
of the project, it is quite clear that the quality of project implementation
is very much dependent upon the J'.iasf., c .,ly C p,.j. & ±7 

The project's management and administration can be evaluated by reviewing
implementation progress.
 

Much of the delay and re-. Ht4t project cost ev,-,can be attributed to the management and administration of the project, by bothL5AID and Checchl & Co. 
 The problems experienced to date are discussed below.
 

LWAIO Management and Administration
 

LSAID management and administration problems existed fli
of the project. the beginning
 
1978, 

At the time the initial grant agreeement was signed, in March
LSAID/Mauritania was experiencing its own growing pains in respect
to increasing program assistance activities and staffing levels. 
At this time,
only the most essential tasks could be performed. However, as staffing levels
increased in early FY 79, more time was allocated to project management. Due
to this, as well as other factors, contract signing and contract team arrival
in-country was long delayed. 
 The anticipated date of the Contract
Team's arrival in-country was May-June 1978. 
 The team did not actually
arrive until May-June 1979-- approximately 12 months behind schedule.
 
Managerial and administrative problems of the project, in respect to ISAID,
can be attributed to :
 

Inaccurateplanning-- inadequate budgeting and failing to anticipate, and
therefore plan for, the magnitude and necessity of various inherent aspects
in the project's support function;
 

Delay-- as discussed above, numerous delays, unavoidable to a certain
degree, in contracting for technical services and the arrival of the contract
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team in-country i.tcodl to increased project costs and
 
project extensions;
 

Management inconsistency-- three different USAID project managers hauL" , 
&SS45c d to the project since March 1978. 

Checchi & Co. Management and Administration
 

The managerial and administrative problems of the project in respect to the
 
Checchi & Co. internal administration of project resources and implementation
 
can be attributed principally to the lack of qualified administrative personnel.
 
Although initially due to inaccurate planning,( the project paper considered an
 
administrator 	 , however USAID apparently acquiesced to Washington 

dropping this individual in the original contract), the administrative
 
difficulities grew as no corrective action was taken. The administrative situa
tion during this time resulted in an ever increasing burden of minor administra
tive details being placed on the Chief of Party as well as the USAID project
 
manager. In October 1979, LAID/FM specifically noted the following.
 

--	 Checchi & Co. stewardship of funds entrusted to them was inadequate from 
a sound fiscal management perspective. 

--	 Local employees working in administrative positions were not capable of 
performing routine functions without the cv1ao4 4Ind direct supervision 
of the Chief of Party. 

--	 Anticipateel local currency funded operational requirements were insuf
ficient to meet actual needs. 

The situation was one of constant confusion and misdirected effort,
 
and warranted immediate remedial action. In November 1979, with tSAID concurence,
 
Checchi & Co. obtained the services of an expatriate administrator who assumed
 
the responsibility for day to day operations. Lhfortunately, the workload increase
 
was such that the administrator and the Chief of Party were unable to achieve
 
significant progress in administrative reorganization. Their work at least
 
administratively~was geared towards crisis management.
 

The Office of Financial Management expressed increasing concern over the
 
administration of funds entrusted to Checchi under the local currency advance
 
for operational costs. FM specifically noted&
 

--	 +ilure to submit replenishment requests in a timely manner, as well 
as insufficient projecting immediate disbursing requirements, thus
 
causing the project to run short of ready funds for operations and
 
thereby, presumably hindering operations'
 

--	 consistent failure to recognize expenditures which are allowable 
either in terms of AID regulations or terms of reference of the revol
ving fund, inter alia, total exclusion of costs applicable under the 
Checchi contract3 
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lack of planning as to operational requirements, and lack of moni
toring of avallabl funds to insure liquidity until replenishment
 
request of funds received;
 

--	 increasing differences between reported balances per Checchi & Co. 
and per FM calculations, (actual advances less certified expendi
tures). 

In rebruary/March 1980, FM performed a full internal review/audit RAMS
 
(Checchi & Co.) local currency fiscal operations. The results of this review
 

-included:
 

--Calculation of the funds which were unaccounted for in terms of the
 
local currency advance and issuance of a bill for collection;
 

--	 review of RAMS fiscal procedures and accounting and control systems, 
with a written report to Project and Checchi Management' 

-- r.eccomendation of an appropriate accounting system and suitable 
internal financial and managerial controls. 

In rebruary/March 1980, significant personnel changes were effected by
 
the Checchi & Co. including the replacement of the Chief of Party and the
 
Administrator. Certain changes were also made in the local administrative
 
staff.
 

The new management appears to have made significant progress towards
 
the correction of the administrative problems which have plagued the project
 
during the last year. We specifically have noted the following.
 

(1) FM reccomendations on financial and internal controls have been
 
adapted and implemented. While it is too early at this point to
 
conclude that fiscal problems interms of the accounting system
 
have been resolved, we conside t.W4i,aPowlis receiving the
 
proper attention and should cease to be a problem.
 

(2) Significant progress has been made on the resolution of the unac
counted for fund balance.
 

(3) The planning and monitoring capacity for local requirements has
 
improved.
 

(4) Administrative procedures have been imposed to streamline the
 
administrative practices and reduce wasted effort.
 

Management and Administration-- Conclusions
 

The project has experienced a number of managerial and administrative
 
problems, resulting in delays and increased costs concerning implementation
 
as well as less than acceptable fiscal management of funds entrusted to
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Checchi & Co. These problems are attributed to inaccurate planninq in teni.
of the contract team. However, over Lhe 10 - 12 months of actual inplena,?ntation, the administrative and managerial capacity has developed to a 
point
where the entity can be reasonably expected to operate with an adequate
degree of efficiency. 
It appears that RAMS is now capable of monitoring a;iJcorrectly utilizing the AID resources tua€,lable It isperhapsunfortunate that the development of this capacity required such a 
time period,
but.this may well have.been unavoidable due to the "personnel intensive" 
nature of administrative support inMauritania.
 

Additional measures are still 
 ,e.p;Veri to enhance the project administration and management. Smoothing of administrative procedures should be a
contInuing effort by the management inorder to reduce the high cost of staff
time associated with administration and to place administration in its proper

perspective,6 ancillary supefo.,-, 

It should be noted that the time and effort in training local employees
in both the administrative and technical 
sense isnot necessarily a "sunk cost"
of the project. Positive consideration should be given, at the termination of
the projectto finding alternative employement within the LB Mission for out
standing local employees of the RAMS project.
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BWDGET AND FINANCIAL REVIEW OF THE PROJECT
 

The LOP funding authorized for the RAMS project has been clearly shown
 
to be inadequate. A cost over-run of approximately $ 1,626,000, or 41% of
 
the original anticipated LOP funding, is now predicted. Delays in project
 
implementation are expected to require a four-month extension of the PACD,
 
Approximately 61% of the cost over-run pertains to the Checchi dollar contract
 
directly; the remainder to the direct and operational support of the contract
 
technicians. The factors responsible for the cost over-run are discussed
 
below.
 

Delay in Project Implementation
 

Actual project implementation began with the arrival of the contract
 
technician team. The arrival of the Contract Team in-country was originally

contemplated for June/July 1978. The team actually arrived approximately one
 
year later.. This delay was due to the contracting process taking longer than
 
expected,. to the rights and privileges issue, and the contractor mobila
zation taking longer than anticipated.
 

The delay in the contracting process isclearly demonstrated in financial
 
terms. Inan economy with a considerable inflation rate, a nine-month delay

in the contracting process was no doubt, reflected inan inflated contract cost
 
for technical services. Considerable costs were incurred in the rental of
 
houses and office faciulties long inadvance of the contractor's arrival.
 

In retrospect, implementation planning was far too optimistic even consi
dering unanticipated pitfalls such as a rights and privileges issue.
 

Budget Inadequacy
 

It is again obvious that the project paper budget did not adequately
 
provide for the requested technical services. Even with.
 
consideration of an inflation factor for a seriously delayed contracting, the
provision was simply not enough to obtain individuals of the appropriate skill
 
levels, under a contract such as was signed with Checchi & Co.
 

It is also apparent that the direct and operational supportwhich was
 
inherent in the support of the contract technicianswas not adequately identified
 
or provided for in the PP budget.
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Attitude Toward Budgetary-Limitations
 

The-unwillingness on the part of either the Contractor or LBAID to
 
seriously consider a reduction in the scope of the activity inorder to live
 
within the authorized LOP funding isa definite factor in the cost over
 
ram-the time the budget shortfall was adequately determined and documented
 
in June/July 1979 no serious efforts have been made to reduce expenditures

or to re-examine workforce requirements. There was an.imediate and continued

presumption that additional funding would have to be provided. 
 This attitude
 
reflects.,. to some degree,. the importance that tSAID places on the project

outputs, the studies, and because this project isone of our first significant

efforts,. and accordingly entails a significant responsibility, to bring the
 
project to-a successful conclusion.
 

Adequacy of the Proposed LOP Budget of $ 5,626,000
 

The revised LOP estimate which has formed the basis of the ISAID proposed

project paper amendment was prepared by the project manager using data supplied

by the Contractor for the dollar contract costs and based on an expanded ver
sion of an FM estimate of local costs. The principal variable is the required

funding for the dollar contract with the anticipated extension and the person
nel changes which LSAID has in effect approved, and which will not be known
 
until SER/CM negotiates the amendment.
 

It is.therefore difficult to assess the adequacy of the estimated and re
quested LOP funding. The requirement for operational support of theeffort is
 
to a 
certain extent elastic, in that managerial emphasis and prioritization
 
carr reduce or expand the funds requirement. Therefore, FM cannot judge the

adequacy of the proposed LOP funding based on the data available at this time.

It should be noted, however, that the estimate of requirements is probably as
 
reasonable an estimate as.can be made prior to the enactment of the contract
 
amendment.
 

FInancial Implementation of the Project
 

Project costs are financed under three different methods: 1) direct con
ract with Checchi & Co. for personnel and personnel support, 2) a local cur
rency revolving fund.entrusted to the Contractor for local operational costs 
not specifically excluded in the direct contract, and 
3) direct payments by

LSAID to suppliers for certain support elements such as housing and commodity

procurement. Principal financial implementation responsibility rests with
 
the contractor. In an effort to facilitate LBAID monitoring, project compo
nents presented in the project paper budget have been modified taaproject

specific input basis, further broken-down into sub-inputs and line items. This
 
format will be made official in the project agreement amendment.
 

Monitoring expenditures inorder to indicate project progress can be mis
leading in a project such as RAMS. Expenditures are, for all practical purposes,

dependent on the physical presence of the contract team and therefore have no
 
direct relationship to the achievement of the project purpose.
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Project expenditures are monitored, however, to access the adequacy

of the project budget and r peri4f cost over-runs. To date, the expen
ditures have generally correlated to expenditures projected in the revised
 
financial implementation plan prepared in September - October 1979. The
 
project financial status report as of March 31, 1980, prepared in the
 
revised budget format, provides a good break-down of expenditures.
 

Summary
 

The financial picture for RAMS is unclear at this time. The two
 
principal variables are AID/W provision of an increased LOP funding level,

and the amendment to the Checchi contract to provide for the anticipated

extension and the personnel changes which have, in effect, been approved by

LEAID/Mauritania. These variables must be clarified as soon as possible.

A full budgeting excercise is required to review reauirements for local
 
project support. This is now underway.
 

The cost over-run is simply a fact which must be accepted. WSAID/

Mauritania is now deeply conmmitted to bringing this activity to a successful
 
conclusion. However, project management must be prepared to achieve such
 
success as may be possible within the revised project funding level. This
 
will no doubt require a significantly more stringent review of operational

and contractual expenditures. The Contractor must be fully cognizant and
 
supportive of all efforts to remain within the revised funding level.
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ANNEX 2
 

MISSION D'ETUDE POUR LtEVALUATION
 

DU SECTEUR RURAL ET DES RESSOURCES
 

HUMAINES DE LA 1AURIT.JNIE 

NOUKCEOTIT, le 23 Octobre 1960 

MEHORANDUM
 
No 735/1/RPAIS/RW-as
 

A tous les Experts et Consultants
 
De : F. H. WEBER
 
Objet : Me'thodologie pour la preparation des
 

rapports d'orieatation: Phase Ii
 

La realisation des etudes de premiere phase du projet a montri
 
le caractare imparfait du travail interdisciplinaire de notre fquipe.
 

Cette situation est due en partie a 11.s-::ect sac:oriel du -ius grand
 
nombre des itudes entreprises, et le plus souvent au manque de con

naissance des experts entre eux.
 

Elle a eu pour risultat la prisentation d'un ensemble de tr.vaux
 
dont le caractare de convergence et de coordination aurait du Stre
 

pl.us marqui.
 

Avec la deuxi~me phase, s'ouvre une pfriode d'.ctivitgsdont le 
caract~re collfigial est obligatoire et doit itre considgrg comme le seul 

moyen possible de travail des .experta. 

L'extrait ci-dessousde la section 2-1 (2) de l'accord de projet
 
ne682.O211 illustre bien cette situation :
 

En travaillant en collaboration avec le GRIM et
 
sous sa direction preparer, analyser et reviser
 
Deux voies alternatives de dfveloppement comprenant
 

les strategies associfes ou optifns pour le dfvelop
pement rural integrg et l'amnlioration des problames
 

de la main d'oeuvre et de l'emploi.
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lea forme's d'orFanisation possible pour V'dx~cution 

des grands projct., par exempla les structures 

orpanisationnelles 'centralisges" contre les 

structures 'drcentralisees"'. 

- Divers, mglargas des secteurs public et priv6 

comma instrument de d~veloppement rural intgrg. 

- Diierses formes d'dx~cution des projets en tenant 

comrte du milieu sociologique mauritanien. 

Nouveaux projets associgs aux voies de d6veloppement
 

et strategies associges.
 

En outre seront examinges les possibilitis de la
 

r~gnfration de l'environnement du tirs Sud de
 

la Mauritanie.
 

(fin de citation)
 

Cette citation met en evidence deux points :
 

- La collaboration avec le GRIM - cella-ci est obtenue par
 

le travail avec la Direction des Etudes et de la Programmation et
 

les relations du RAMS avec lea comitds (technique et interministfrieL).
 

- Le caractare"integre-" - des travaux effectues qui amane
 

1l.'gxgcutior. d'Itudes et de rapports envisageant tous lea plans
 

(kconomique, technique, social, financier etc...) d'une hypothase
 

de d~veloppement. Pour donner satisfaction au GRIM le projet doit
 

produire vingt 6tudes d'orientation dont le dftail a gtg donn6 dans ine
 

note redigle par lc COP le 4 Juin 1980.
 

Le present memorandum vient en compl~ment de cette note, il
 

precise la m~thodologic du travail qui devra etre utilisge par les
 

responsables pour la r~alisation des Studes de deuxi~ne phase.
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Cette mithodologie porte :
 

a) our l'utilisation d'un schema gndral pour la r~daction
 

des rapports d'orientation
 

b) sur la rCalisation des travaux en commun.
 

Sch a pour la r~daction des 5tudes
 

Ncus devons presenter au Gouvernement une politique a long terme
 

de dveloppement, dont les travaux sectoriels ne constituent que des
 

parties.
 

Bien qua la logique veuille que ces parties ou secteurs soient
 

Etudi~s dans un premier stade il n'en demeure pas moins qu'ils doivent
 

l'atre d'une mani~re telle que les options pr6sent~es soient cohdren

tes entre elles et susceptible d'int'gration.
 

Il est apparu qua l'un des moyens permectant ctte coherence
 

Itait 1'emploi d'un schema unique orientant les reflexions.
 

Celui qui est pr~sent' en annexe (1) se propose, apras un rappel
 

A 1'Echelon rational et si possible r6gional de la situation du sec

teur ; ainsi que des recommandations qui sont faites dans lea Etudes
 

de phase I, qua soient dans un paragraphe II, d6crites les diffdren

tes options de dtveloppement que l'on veut presenter.
 

I1 s'agit dans ce chapitre d'une description globale de l'option
 

montant les actions a long terme A entreprendre et son inscription
 

dana la politique de d~veloppement.
 

Le paragraphe III est sans doute celui qui demandera la plus
 

grande activitg pluridisciplinaire. L'Etude comparge des differentes
 

options est rendue nfcessaire pour permettre au Gouvernement d'appre

cier l'intrit.de chacune des orientations proposdes. L'examen doit donc
 

(1) Voir schema en annexe.
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"couvrir" l'ense'ble 
es aspcts technique, firancier, &conomique, social,
 

ainsi qua des incidences gcologipues de la pclitiqut propcsi. I1
 

engago pour chaque 6tude une connaitsance macro et micro 9conomique,
 

technique (pour 1s 'ttdes de production: scciclogique, financiere,
 

institutionnelle et orrarisationnelle du projt anvisage-.
 

Il suppose ealemt-nt que sont examines les incidances de 'option
 

sur les autres sous-secteurs.
 

Dans un paragraphe IV on examinera l'incid-nce rionale des
 

options.- II ast important en effet que chaque foi3 que cela sera
 
possible soient 4-tudi~es les consequences r~f!ionales de l'action
 

entreprise, de mme qu, (particuli~rement pour les actions de produc

tion), la zone de terrain qu'elle concernera et l'importance fconomi

que qu'elle prendra dans la rf.gion.
 

L'int~gration du dfveloppement demeure l'un des points capitaux
 

de notre reflexion, aussi est il indispensable d'examiner cette
 

integration tant au plan national (ou elle aura l'aspect d'une
 
coordination des politiques) qu'A celui plus pratique de la r4gion
 

oO lon devra en eatimer l'impact sur l'volution de la znne intfres

sfe, aussi bien qua l'on dvaluera le degri interne de cette int6gration.
 

Le paragiaphe V est prospectif, il a pour but global d'examiner
 

les consfquenzes sur la vie des populations, leur bien-itre, et sur
 

l'Economie du pays, des politiques A long terme fudi~es. Il s'agit selom
 

des hypothases de difffrentes natures (haute - basse etc...) d'fvaluer
 

l'amglioration ou as ameliorations qu'apportera l'option proposee et
 

de les comparer aux besoins estims de l'poque.
 

Dans ls conditions d'activit~s ci-dessus gt dans l'hypothase d'un
 

v~ritable travail pluridisciplinaire, les Ctudes d'options presentes
 

par le projet devraient possdder un degrg de coherence suffisant A la
 

constitution dventuelle d'ensemole de d~veloppement "logiques".
 



L'gxfcution des 1tudes da deuxiZme phase
 

Elle se d~roulera c- daux phaseis simultandes
 

- d'une part dCfiniticn des strategies globales da d~velopp&=ant
 

- r~daction des 'tudes d'orientations.
 

Pour la r5alisation de ces travaux il.est indis-enssble
 

a) 	qua les donndes ftablies par le RMIS et publies dans les 

etudes soiant utilises pour les travaux de p-:5f~renct A 

toutes autres. Lcs sources extdrieures d'inforcation ne 

devant itre utilis6es que lorsque les sources RAMS n'existant
 

pas.
 

II s'agit avant tout d'uniformiser les informations, d'utiliser
 

des chiffres toujours les memes pour les donn~es de base (ddmographie
 

main d'oeuvre, 6ducation etc...) et d'assurer A l'ensamble des travaux
 

une unite documentaire.
 

b) 	les Ctudes sont placges sous la responsabiliti des auteurs.
 

ci-dessous
 

Agriculture 

Livestock Elevage MM's WILDER 

Irrigated 
agxiculture cultures irrigues NASR Y. 

Non-irrigated cultures s/pluia IMAIDIF 
agriculture cultures d'osis 
oasis 
agriculture 

Inland
 
Fisheries Pache continentale SOUMA. L.
 

Traditionnal
 
maritime P~che maritime SOUtAH L.
 
Fisheries
 

Food Marketing 	 Etude de la commercialisation STELLY R.
 

Food Pricing (inc!udin- Prix des produit3 Gt
 

crGdit policy credit agricola STELLY 7.
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Extension Policy Politique de vul aria-tion NASRY Y. 

Agricultural research Recherches a.ronomiquts NASRL Y. 

Hu=n RessCurces 

Mnrower DNval.oppeaent da la SAPRFAW 
Dev.eIl.ament. main d'oeuvre RAYMAEKERS. E. 

Em1, Iy!Cnl.enelayion cr~tion d '- ioi S'ARFAT 

Economic 

E blishment of 
propect .. iarities. 

choix de 
proj ets 

la prioritg des 
MLAYMAN M. 

Overall Development 
Strat4egies 

Stratlgies globales 
d~veloppement 

de 
KLLYA.N m.. 

Private sector Etude du secteur privd JULIARD C. 

Other 

Improvement of amf.lioration santl 
rural healtu ruraLe DELGADO R. 

DMprovement of am~lioracion de la 
rural diets nutrition rurzle MONDOT J. 

Reducing. r~duc ticn de la. 
desertificates dsertification NA&USER P. 

Appropriate orranisa- organriationw 
tional arrangements appropriges SIEGEL L. 

Implement tion modalitd de mise 
modalties en oeuvre FIERY M.. 



Um mtmorandum du COP pr~cisera ccmpte t&Lu des charres contrac
tuelles I. r8le de chacun dee 
 experts.
 

a) Pr~alablement eu demarragc des tr.vaaux, das reunions 
individuel!s auront lieu entre las ex-erts at la Direction 
du projet afin de mettre au oint la r*Aaction des Studes, 
L& ctcrdinaion d. leur at lcis decontenu mdalitds rdalisa
tion. La data de ces r=unions sera fix6e prochainement. 

4) Pour l'Stablissement, I partir du schg-z, SCn.ral, point des 
canevas prcis VC-tude, il est souhaitable que toutes lea 
liaisons interdisciplinaires apparaissant soient discutfes eat 
rises au oint. le moment de la redaction du canevas).- (Das 


avec lea sp~cialistes concerngs.
 

En tout Stat de cause, il est indispensable qu'une unitg de
 
pensfe se d~gage de l'ensemble des travaux. Pour ce faire il est
 
ndeassaire que lea considerations d'ordre Sconomique, financier,
 
sociologique, de main d'oeuvre etc... soient concartfes avec lea spcialistes
 
du. projet. L'unit&doctrinaire du projet doit Atre autant 
qua possible pr sarvte 

e) fl en est de mie au cours de la rfdaction des 9tudes, sur 
lea diff.rents points faisant appel A des avis multi-ples 
pouva=t faire l'objet W'kchanges de vue avec lea diffarents 
spicialistes d. fa;on informeLle ou lorsqu'il sera nacessairm 
SI'occasion de reunion formelle plus ftendue. 

"-----OO'
 

1 east rappelf qua plus encore que rour log 
travaux de premibre
 
phase ceux de seconds doivent atre considka.coma ay-nt un caractare
 
collecatf bien plus qu'individual et qu'il ast souhait2ble que cette
 

caract4ristique soit sensible 
.ux lecteurs.
 



Type de Schema pour la RlZdnction des Rarports
 

d'Orientations
 

I 	Rappel somuaire de la situation du secteur A'1'chelon national
 

et rEgional et des recommandations des 6tudes de phase I
 

II Les vojes de l'arnlioration pcur le secteur considar,
 

Option A ( 

Option B description gn~rale dans le contexte 
A long terme du ddveloppement 

III Etude critique comparle des options
 

Pour chacune d'elles 

- caractdristiques techniques 

- caract~ristiques Cconomiques (action sur le revenu global 
itude individuelle de reatabilitf) 

- caract~ristiques 'sociales (y compris la creation d'emploi 
et les besoins de formation) 

- caractristiques financiers (si n6cessaire) 

investissements
 
charges recurrentes
 

pour l'Etat
 
pour les collectivit~s
 
pour les utilisateur
 

-	 Limites 9cologiques 
 action sur l'environnement
 

- caract~ristiques structurelles
 

organisation de l'Etat
 
des Soci~t~s, des cooperatives
 

- Relation avoc les autres options
 



IV ?our chacuna des options at A partir A 
la situation riicu,la
 

actuelie du secteur considrS, WONr !as modalit~s dalica
tion rgionale des options. 

- zone d'action dans La r~gion (option prod) 
- condition d'int6gration aux autres activitis aeinanles 

de d veioppement 

V Connoquences prvisibles de 1Vaprlication des o~tions
 

-ur V'auto suffisance alimantaire
 

l'ind~pendance dconomique
 

la satisfaction des basoins fondamentaux
 

le respect du milieu et sa restauration
 

V Modalitfs possibles de mise en oeuvre
 

(liste de projets).
 



ANNEX 3 A w
 

:erorandt-n :o. 732/l;'A lF".lj ')t.ber 22, 13,O 

-*e .:.rtc 

rou: Per:a L. i-S.! 

3ulj . Report L.zui-ar.ts 

As we complete -'hase I.na reports and initiata the option papers for 
Phase Two, certain ba3ic corbiderations should 1:e borne {n rind. The 

project agreement specifies some of these considerations and are excerpted below 

for your information and guidance. 

http:L.zui-ar.ts


;;iax Two alte.na>..e ievelopment -&t.hs, including a3sociated 
stratn-is. for inte .r'=zt 'ural s.ec-cr .-evelor ent of 
the -ural 3sccor ard the .meiioratio: of ranpo,?er/employ-. 
ment pro',!ers. 

Lv-J-at.In: of a D-uer of c -itin projects in light of 
!:e o 4 . davelopr.ent paths arda v1'-v: presented by 

asso I.: td 8tra:egi3a. 
;: i r..3ocateI t;it!. tae deve'.orment paths andprcicts 

related acrate:e3. 

u.,aging: ap-roriate M.Ln-tri-c. and concarned regional 
governents in%a contir.uou ialcoue t;ith regard to the 
economic, political and zsziclo gical processes of deve-. 
lopenrt, inciudini. technical a.d administrative cadre of 
the regions with regard to pr.ject development, analysis 
and evaluation, ta.,in& into acccunt the global view pre
sented by an overall Omvelo.-.,na strategy.
 

The interrelatior.ships ar.one tase (RAXS) studies will 
have been co=lated, with the rerult that two development 
paths w.11l have beeii identiZied, Fhich are internally 
consist,:'it and reflect a jud=.-.ta&l balance among the 
aeveral factors to take into consideration, i.e,, e=
ployment. inccs, manpower and sociological constraints, 
etc. 

Project 7evelopment Phase
 

Durine this phase the projects previously identified with
 
the two alternative development zaths vill be designed 
in con.Zeratio, of t.e develo..ant oath selected, Prior 
to actually designing these ;rojects. however. it pro
bably will be necessary to feedback" into the whole 
structure of studies the results of the policy meetings
 
with the Gi2H. 

(Bruce) Utilizing the date base being developed by the Project-,
 
projects will be identified in the rural and manpo.-.r/ 
employment sectors. These n.rojects will first be identi-.
 
fied in a general way, !or ea:h strategy (development 
path): ther. after appropriate decisions are made with
 
regard to t.he development pat*,, ihey ill Le brought up 
to the poi-t where th-ey ill attract donor interest in 
a reasonable lengr.> of time. 

. . ./ . . 
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In id': io;. to t.c foreicin, stucie-. certain special

evalu, tio,.s -:illbe und3rtaken ac follows. 

(1) ! '.-.. 	f thre.: ?lic, o',_c -.aors will be com-ple t...'..... 	 ~ cin. 

Louis a. An eval'jz:ion of the a-proprizte o -:;aniza~on structure 
e.'. . ccn.-ra-1:zt~or, versus ".-acer.-raiization hcor 
i.!f.:raantatioA, of sigrificant '.rl on3-.. n,:--!veni-e 

Criss b. An ev:_,iu ticn of th-: cprspr'ate ut1iJ*ization of the
pri.ate sector -2s t' e cuttinv,.erb:B i:.rural davelopment, 
e.g, , .o.-erca.nts and private herders and farmers, and 

Patrick c. 	 An evaluation of the .ossibility of uniertaking projects

which coIl.ctivaly wo.:l result in -,e re-eneration of
 
the e;i:vron.ent "n those -.reas o. .C-uritania (roughly
t'a southern th'rd of th cotmt;') v:,here the existing
environ..nt has been destroycd by overgrazing; drought,
popultion &,rowthi, and poor use of.water. 

Louis 	 Organizational alternatives for the i-.lementation of

=ajor interventions; e.g.,, centralized:" versus -:de-.
 
centralized" or-anizational structures.
 

Criss 	 Variou3 public/private sector i:.:es as vehicles for inte
grated rural development.
 

Criss/Louis 	 Praparation of policy ortions, in addition to those L-.lied
 
in (1) above related '.opossible trad'e-offs of alterna-. 
tive innestments, intFr-.alia covering. (a)the appropriate
oranizational structure. a .'. ceatralizati.on* versus 
"decentra ztio-n- or the imps.r.entation of rural pro,
jects: (b)use of t-,e .-rivate sector, e.& , comercants 
and 'oreasive" herders and fa---ers., as t"e cutting
edge in rural development, 

Criss/lona 	 Tha curth ;evelopr-_nt Plan will ..ncorporate appropriate.
 
decisions made "-ith ragard to the :iI i organizational 
structure as it 	=acliec to project ir..,ementation, the
 
role of t'.a private sector in davelormant, as well as
 
guidelines for proJect irIeniecntat-ion nodalities. 

Criss 	 Recomumeniations for convercion, abso.-tion, or adaptation
 
of survey'.r.-lazed ativi'tien into inztitutionl capacities
 
will be prepared by the Contractor as part of his final
 
resnrt,
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Criss 


Louis 


In the pra-.nt project.. cc-. ut.r -ter-ion. will Le !.B.t 
at . h .- U' . ,p "ti " ,4 "... C77traints on rjcjC
c)!: r:.t.I.c e zs. ccS. t:-.3 f tncra techni 
S T'ea .acerar'.o. .a-.. ; -, i..i-zd for :Le folio-. 
z..•reasons 

- 7irst. hrou-~. t!.e devize c and thet .he Po.icy .'--.ers 
.- tbe 


a ccnsid.rabie n,,m';er of 

resuiin-I interc ..z, let.rues -ractor and the GI1', 

!!!o'.'.r.'a=: deci.ionr sho,:ld be made£.enfe-:.:;-ty for "- t!.at-

v• l'Otcei - :- scenarios. 

.dditim-:aiiy, the 3u-i-iCs-n o- io.'y Paper3 has been
 
prosra.ed to be accoli-he: in three steps.
 

- Second 'these scenarios can ba even further ': -,.at5. to:r"senior .21--:
"1h~ - ~n~t' -. f the Contract Tem ar 3.-:;.sr '-.-.c~d-. ! .3:on 2 :.nt z t.- .!53 in a..ozitiv.': to 
:'-i'tut- jud.-eznt for 'feedbacL' scenarios. 

A full-time in-.re-i.ent person to prepare the seminars,

or-anize them an.-.,
otheris.- sce that this acpect of the
project y. Th'_: percon adritionally will pro-o 
pare the necessar,? doctnon .acicnfor the review of GIPU 
and -I,.Zprojects, including or$',nzing the sessions
 
needed to :cco=plish this task.
 

Traininr' =id Inst-4ution _uildin

4z part of the act.vitica -r.ncedunder this projects
 
a series of seminars .ill e conducted for the benefit
 
ofZ the personnel in t.a !inistri s participatine in the
 

.
project .Th personnel will b- cl.cte, by the CI?24 in
 
order thzt the results of the studies may be effectively

utilized by the GIPM in its develoomental effort-. These
 
seminars will be conducted in 1oua-chott ar.. appropriate

regional capitals, and will be conducted on the average

of once every three ?.nt.s dar:n the life of the project.
hese scdnars will in.lude instruction in the technique.
of data collection, projact dezi7n Froject development
rnd project evaluation. These sears irill dermonstrate 
the application of th:se techniques to a lim.ited number
of projccts o.caified in the Third D-valopment Plan and 
the list c project.-i developed by the CILS. The precise
projects to be discussed rill 1e deta.-in-d b an inple
ment_:t5on letter be',een "-e LID 1izsion and the GiM!,
in ccnsultation with the L rican contractor. 

http:project.Th
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Criss 	 A forc.i:-nz on .the.-lo.. tmin--- rcr for the I11 
staff , 11 not be e:!-Aichei. "t7 VI . the American 
co-reaor in zooeration , th.:., -2 will ras on the 
be.aftt5 o i=.r::- i-, to (3' -- C'-'n-.el crder too, 

esta'5-"h on-oD-ng instin.t-on;.. . ties in such disci

yi =,c-.:a'n 


3erice,. re= :&h an..' v..L :. , etc. it should be 
noted -N'. the. 4n or.al on-r."-t jc'- tr-ininS opper:"Lites 
for . sonnc. in '...two nte nte4.' 

clii ,35u---,ay 	 -yW*-.:!i£?and 

GT part.,cularly 
"oui-i"e :LiLI cb-i%.crai i. Tha .oncra-.tor will 

. ::o .ra a 
of '.':e uithin -,he six " of operation 
alsa b,: 	 -irc :-e =.r:irniu -rnro in-lperodent 

W g 
for :zv.',-d aparvv .y - -2. in. u-e i .;'siol. 
Th'.c traininlg -ro' rw- , to the 3xteat that ftmd3 are 
avn.lable. wili &-2"i_ lezented ,'irer the. African *anpower 
Dev-3lopme-nt Project (2Am'). 

Louis Additionally, a zerie. of serninar. is t.o be arranged for 
n-mic. e.- policy leveil ,.er~o-, .' of relev=...*.-e 


miuist:ries.. both in ."-uakchott anA in selected. regional 
capitalm:. They for enefit of paril Le conducta b:h 

so=eel in these s._e -inistri., tho personnel to be 
selected hy the G1.1., in order that the results of the. 
at.ud'ica ma-y be effectively utilizsd ly the GIi'.L in its 
dev--lo.,'ent_ efforts-, 'Them ceminarr ..- be conducted 
on thei aver.7e of once ave--y t-r e ronth3. 

Thaze an!,dnars -,ill inc:.udc i.i-ztion in the techniques 
of do. collection. project dewifri. project develc enm , 
and project evaluation. These T,'_inar3 -hall denon trate 
the application of technisues ta a 1i:-tcd number of po-
tential projects developed by *'.e .M- in the context 
of its own Vevelopwent Flans, -:he 12_zmanent Inter-State 
Comudite3 for drou;ht control in .ahal t 'CiZS:) 
and of the 3ene1aL 1'var Develo-_-t Or..Taniaztion (OUS). 
.he precise projects -:a boa discussed in the seminars and 
the precize rrojects to 'e evaluated r,;iII be determined 
by an L olementation letter betveen the USAID an the 

in .onzutation 	vrith te Ararican contractor.
 

ona 	 Ac'tivity C'rotro iMl involves d&tilec wx.alysis of ele-ments 
tla cut ;,cross sectoral botn-'ries. 

1. w-n'I/Co s:ption (health/n uritioral) Study 
2. Sacia! .?yeterz andA Change Itud-; 
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th 4n 0.. tczr fJ17 l 

.z:I 1 1 0.. ctr-L.acz 

z tut ~~If t:.s :is cr z.%S inzut for .ztudies Of 

Sin imt ritatlor.z -rv-_.-cts --n I.aurit-ania, 

1:a i. c.s nit. i.a -14fluas~can': 
=Ldaliti~ec hich 11~lenable :;al pro ram oal and 
project otjectives to r3a-zh artadc oplrt with~ 
mnimm c~i for rmaonabi7 o- rsalzation or- tbese&nce 
or*Jectivzc fl. vithout the u~o:ramrsacve meacures. 

.jU& Proj sctims of ±:o n ei~*OV.hd '~i 

on th:e al.olm t:z'f 3r food and rs1ated 
4.cn- --ood d i ili~.eind i%. total 1y Zone -and region. 
In a rri~ at t'ezs ae-tiates. z nicatchanvas in 

c~nL~r.t~n aucai t:y '.-'rL1* " (-_acrassed mill:- const=.-" 

millet Ly rural a.. ur-.a * cor:zz.er.-) mill t;e exer-ined to 
rzsces-. tXir rr'rmann ziJ~ lo-, -ter. nffects. An enaw.,i*
nation I!--l-:aclr cii the cr:.* t'! .:t : hang.es inmomu
lation cao:nozirtio ha-va or, Zo-_ conotation. Ldiitionally,
-ait =t: of .ntarnai ::n.!ctr~ diand for aigricultural 
co:rmodit's. T;ill be =zds f::,d c-harcoal, hide.. 

e c .6 

pr'oJJ-c"t:in o .-1 ?iovplation -1 me !:re

-n ;, a-oe_-o1c1--ca. nraein -,
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Quan/Brucs 

(aona 

"ob/Quin 

~ cdtc.~ ~ Te34.111 I- Of '-1oy3rnt, by maJor 

In arri vim -ese iz wu '- ; YrCaicc.~': v :1r hypo t.ia a of 

analyon ;C prow~de a ctr-7-ly and d~emand.7-i 

1.7 C: ] It~. 1~ 0Lj ?a sm, loy-inn and.0 ~: A'.r- of 

oov-'e c--D.e - -, 4 cs rformationi on 

1~zo~:~inl-C=7ati. fj;-, iz~" sparseJood j3mry 

v:ot0r oui.Aed. -h*: c3tuf;, ed. to ;W'!-v-
re(e.v-at -I.flormatio on nutritiozi.. arLn-i 1. related 
con.-Ttiorm in :va. - :ouse~ol_-. an6 vualz. 

The reaults of thaa -tt.-dV y-]l 7 (1 t i* to rofine astizmates 
of food do-arnd. det t -. otmnal -'or -. rtmir- nr.~ 
kst.bl:, .;urp~luCet of food anvi r-l- -d rxo.1-food rroduction: 
an~refi rioli:c- o~~r~-: various -'oa 
tioni su! -ecrov, urt. ra-:-ard to .a various ai:r. 
cultural/ivestoc!: program.s. 

-he oSuMiy will evaluate thie exist-L.:e data a food consun= 
tion, m-iti~on, mid evzluatc v':rrent ru--a1 ;iutrltion and 
hcalt-l provrar,3. It will conno'ruc1: Z ood Calanca sheet 
for t-.o naim a a l ols ani 45or ar-colo-ical 

zon3: itt ;ll_ dctsnn t:.*fe i2....z s-aniora1 variation 
in 'Loot-- consumntio f o-. seu~ it o 
niv:rit:.crnal i--;ionszoar.'inzlu-er duienft 
defirciency sanitationcs ~. arre grou:-s. e.c,). 

Pro4-Ct4o:.-.S Of £.ural c.lt;±a I-,-o-,i 

:1 studiy **. tr.l prci.Ja :' ~~t darmn' for major 
co~~ii:~e, t~,.c sudyr~l !irc:: esztirzata -!-e current 
*~rouct5o:~ o:'r 1tsm .1S roducedf tiand 

in t~ts rur:1l cector Cuc% au foo..' Sriz-i lives tock,. wood 
.. &.vf -tlasa 11'C Is fo= eira ur-:i! i.coze and re-. 

a. rrA '~e of 1?!?. The oiin-1 estirmateC v'ili pro-, 
vidat~.i 'or f m~jor co-..-.odtiLe3orjitis 


or comodity cateeoria3 avnilcArc for oireotic- cci.sum
ejon anrl/or a:o for :)ac t on pond *.-.-..-t 

duction. In~comia e;:iloyr-ier.t a ernative ~eo
an~d .4 

mcnt stratains



Bob/Quan/ilona 

Bruce 

'iTabib/Youssef/ 
Lamine-f-Hap 

"Te Overall r ,~~eora.. S!mni ;7 and Folk.-U 

we., cz- reztin -:*r to that iL 

rtscoht'rsErt relrfor a ~c~bace ye r. pirt 
using t, frrnot.7or' fn.v2,-;'~o:3 : ?rOj actions 

tc ~ :m2~C -~ o ~ for the zacrao 
ecu.),,.i,!c i-,? 1~ ol A-.; . r 3 - .-I -.~e ~ oe an 
outu, c-r f "-.Idother61-1-1'-Lict.-~4 £roT.! this 
~r3a:z; a:.-x'.a nerc233ar]. tlo fe-ed*:viloL. 
back' ... j:2:a'. .tnit...a. -r:c-;ttin3 reflectiap' for 

ev:~i~~ - ce.food avail:1oiiity,.-ocvc'~chr~;e~ 

and ~ ~r~o~~~woul.. -el~ be e:etdto
 

price~ !.c:el r.c* poduc:i-orn clI-=-A-. Irojctot be deve
loped affed th1-± cOndition of: the resouw-ce~ct natur--l 
bace. A'JLSVelanental e-,h'as4z .- certain agro-sociological 
zonr.s -- ouel 0.,t to accelerate ~oo~Ja cihange and et-?loY 
iment whi.;c- arz obiectives o-f t*.: overall development pro-
gran. 

Activity ~ru Vi~o'e :i.danalysiL of the i'oten"
tial f-or - '--sicrating L-*-.e -::a!.: -.: re.=pIoy--ent ptoblems 
in. iauri!-:i---a. it will coas'.t of tuo studies one in each 
of these two areac 

1. Employmnt study 

2. *Mfaupo-yar Stia-y 

Activity !r~. D~alr '::ri Dt--u o-O theI Sub' Sector
 
-Zroductio--- £-tu,.ies
 

Five r'.-ral c-ub-oector r:Iucti-,,;- sttidies are planned. The 
objective of thec rtuie is to d:ater7-.;re in Seneral 
tetrz, thea current lovals of -r-o'iucticn and income associa, 
te~i -it:i these activi-F;ties tc ..e-ter-.ine in seneral terms 
trc potential te e-m-n.'A output ).': i co-. od.ity conw-~szc or 
dity t-rou,. zzd t .e pl-Iical. inst'.tutional and social 
constraints to such e~ac.T'he _-ostudies are,
1. Ir-it-ated agriculture 

2. Drylani (rZ4i:, f-rci agriu, :r 

4. :cI~ec cricul.tiurc 

In thc first pl'.sc of theze scud-'A tha current da~ta 
baze w.ill 'be relview'! (,-Zorega:e s'tudy 4): in P- secon! 



phase, procedua eavtn~lihed to w*r"ijfy aiuc r
fill data *'ap-o and in a thlwi-.t.se *.iiz tritepiea 

aae-I'3d givan aiterntive r~~f~~ lavels o.! dec.astic 
and e~qport Thrmnd, . roductiorn ^~tantial, and analysi:3 Of 

Act.'-t~ik ~~u'e ! D, t-Iil~a des :tuc'ea 
da 'rcductionr.tz S,us-Sccr,.,r 

'Descri-hCio 

Ii y aura J "'-12s sou3"acectorl1ies c1s pr-uction. 'elles
ci fturnironit !a pur in prise -7e dJc-i~sicrxf en ce qui-az 

concerne les irae :iA :ternazivu3 je produc-ion ..ans 
c!haque sectear et entre eu:, 1,es 35lu-Iss sont; 

1. La culture irriu'le 

2. La culture en terre sac,
 

3. L'6levage: 

4. La culture .i'
oasis:
 

5. La pa-cFia en.cau douce.
 

Dans la premii'.re phase de cez ;_Lt-as, la base actuelle 
des donries 5era examinge (6tude des synt.Ases no, )
dans une deuxi;rme phaee de: proc~dures seront gitablies 
pour v,-rifier lea estijuationc st combler les lacur-'s des 
dcnnfles sr. dana3 una troisiA--e qhm.ae, lea strat~ies' 
progrdmesprjets !:,Dtin~alen pour le de'veloppe -.ent rural 
intZr5 ide li 'Uhuritanie seron,-.: d; terniin,-e, en fonction 
des strat~gies alternatives, des nivaau: de demandes
 
locales et Vaxportatin, lea noten'tialitrs de production
 
et lVanalyse des problres 

Patrick Descriptionof A:ro 113OErlria 

Usinng exiating deocriptive ane'cnrto-ra.*h-ic data vis a'-vi 
soiloa, v'sgetation, rai;n4 l surface and vrotndwatar 
suppliaz. land use and ot'ter physical -and sccio-econrnc 
data, define cartographiceily and describe principla
aaro-pcolo.ical (land resource)z!e (ortn ce) 
Wherever r-occil. thec :ahould he 7nn±Iralized alon: tiell 
reco~nizail p~ysical or political boundaries 2.r order to 
facilitate 3iryof survey dnta. Tthesa zones will pro-
vide the .asic cau'lin- frane -For data- collection and 
projectio.n of th2 in.act of var.cur levels of developm~ent
investr.:et.t and of alternztive eavi'oMant strate~ias. 
Special armhnsi. Cohoul'd ba given tc i~n fi;those su--' 
zonac w;hich .ave r unerior .7,ve loocntal 1ployrent -enera*ea5 m

tingpotttil a~1 t th idntiication of the activitia;
1
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are suite.1 .nd the 	3ocio-economic nd the socio,,economic 
,ndel l,.ad,'-o litical 	ccnstr.t.i::t. *:o such developmeu. 

Descrit'on ,--z Zone "grc-3c:i* c.ues 
-n utilizant 'a3 don;Ics car:::!-r'.,ique3 concernant les 
3:, ia -,t" tio:-. lr: ;,!uaIic..".- .as r.,ecourccs en 
eau ,je s- -cuterraina ili.acion dea torresria.:e et 
t 1zs a,-.:es donn, z a'y~i'zus e':" s 'o'. onoTi-,s, 

d-f.>.ir torc=-;iqu"_'- et dcrire les pr'ncipales 
zo:zes (.uv.re a dix oe& a""-cologiques (terres. 
ratsourci3). .rtout o.' c'-st -.ccsil% celles.-ci doiven 
6tre gclis~e le long d-. Zvonti_;res physiqu. ou 
politiquez .ien dZiz.ies afir.da faciliter le rssun- des
 
donn es de i'vtude. Cas zones Zourn.zcnt 1Z cadre de base
 
pour le rilavement des donnges et l'valuation de I'impact
des diffrents niveaux d'invcsc':',ati ,ants pour le d6veloppe
ment et les 3trat.gies alternat:'ves du d6veloppement. Un 
accent tout particulier doi 'tre mis sur l'identifica-. 
tion de scas-znie ayant les pis grandes potentialit's
de crier de lemploi ct A lidentification Ae, activit6s 
(les culcura.- vivri:Lres: cultures d'emmloitation, les
prc.uits de oylvic! les d turagcs) pour lescuelles 
lee zones (ou lea sites dans la .one) est appropr..e 
et les contrainte socio-Sconcmiques et politiques d'un 
tal drveloppament. 

-
Policy ontions on the possibility of fort-_lating strata 
gies _or tho regeneration of the environmont in tha 
southern third of the countr-. 

Youssef 	 The aur'tanian agricultural rasourceo base is slender 
and has been severT1y sha:en by the drought. iaeverthelesG, 
a number of alternative otrate_-ies for-reali.in- the 
considerable potential of tihc rural sector appear to be 
avaiia.le, Th3 rocource r,qu'reen-z a-id consequences of 
these al'.r.antive strategies and dcvelopment pathis for 
reacaing the objective: of thE Plan (and beyond into the 
future) h..sve not yet bean cridically examined. The opti
mal bal-ce betweer. agriculture nd irritated agriculture 
w.th a 1.l other ortionC. itrtegies an. projects - needs 
to be =alyzed in ter...s of cc:,sequnrices on objectives of 
the Plan, end in terms of irlicatio.n with respect to 
the ti.mng cf t"n Oeveloxnent cmd utilization uf resources, 
i.e., infrastructure, hu=.,n ca-. tal, and service insti
tutions (credit. extension, nc.).
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... 0. ..
 

La base d i'asriculture maurianiexie est fragile et a

•ti. -r.'v5%:=-,!ient.touzh:e -iar I-L "'lchrczue '.rl.anmoins, un 

choix de szrat;*gies 'Tour la 727 -. r de Vi=nense
 
pote....tiel du 3ecteeur rural ne:-M. "titre dlsponib le. Les 
beooi.±s d3 ressourccs alricoles et lez consquinces de
 
ce choix et voies de velcp?.er..ict wc:r atteindre les 
ob-*e-Ctifs 4u P~ n (et 

* 

at, a ' ..z l'V r ir) n'onc P3s 

encore .. zune Z.I, .	 L',-quiAibree'x..-.,in-s :.i_7u 
optiuLa endo l'levaz. (nomazdiqua e- sdM taira), ia 
cult_-. er. terre sccha et !a culture irrira-e avec 
l'ensemble des diff!.rants autres -,rojet.z options et 
strat6ces .-d6it itre analyser ... fnnrtton des cons o 
quences do ch-oue choix conduizan: Iz r$.alisation des 
objectifs du Plan et leurs i.,p!.icazticns, l'.talage dans 
le temps du d~velop.eent et t1uti.isation des reosources 
(les fons, l'encadrem-_nt, etc.). 

All Experts 	 Policy options papers are expecced to fli generally 
from the basic prepar,-ory stuixe, outlined above, al
thout-!i some papers will be prcpared individually. There 
are a total of 19 ?elicy Pa-ers prorosed& inCluding the 
paper presenting the options for Overall Development 

(Max) 	 (t77o paths). Ontions preparel !-*11 include analysis of
 
likely impact upon the environment so that decisions can
 
be made 'Lth fu11 knowledge of potential effects.
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ANNEX 4
 

Assignm,;nt Flow.Chart 

ifof Pa 'ty/Technical Director 


2d Covernment Review 


oemr/ Training/ Demographic Elements
 
jcation Conside
cions
 

Role of Private
 
Sector
 

cul.tural/Agko-Eco. 
Inputs 


and, Irrigated Agr., 

,ettock, Fisheries, 

,gScapher
 

:alth Economic Appropriate 
Nutrition Considera- Rural 

tions Structures) 
.V 

Sectoral Constraints and Opportunities 

Targets (Short-term and Long-Term) 


isic Human Ne2ds 


f of Party/Technical Director 

idGovernment Review 


Inputs -_ 
lpower /Training /Ecbcation 4 
:ological Elements 
ilth/Nutrition Considerations 
momic Factors 
.a of Private Sector 
)roprtate Rural Structures 

Chief of Party/Technical Director
 

and Government Review
 

Senior Development Economist 
Development Economist
 

|Agricultural Economist

!
 

Analysis Process
 
Selection of Options
 
Determination of Program Priorities
 

Chief of Party/Technical Director
 
and Government Review
 

Agricultural Unit
 



A!; 

Phase r 

1. Formulation of Overall Development Strategies Chief c 
and 

Chief of Party/Technical
 
Director and Government Educa:
 
Review ratic-


Government Senior Development Economist Agricu?. 
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ANNEX 5 

Figure 4.7-A 

REPORT PRODUCTION SCHEDULE -- FIRST YEAR 

M O N T H-_ _ _ 

1: 2 3 4 5 6 7 8 9 10 :11 12- NO. OFMOW 
BASE LINE STUDY 

1. Agro-ecological Zones 
4***--4 

2. Demographic Projections 	 :::::: :: 

3. Rural Production and Income. o..ooo*
 

4. Food and Related Non-food Demand **@s: s. 4
 

S. Sociological Profiles-	 e O oOO t°*0** 

SUB-SECTOR STUDY 

6. Irrigated Agricultu.. .. ::oooooose • P e.**** 6
 
7. Rain-fed Agriculture 

0666696 Goo
 

8. Livestock 
sees*o **, 

9. Oasis Agriculture -°oe oo:******* 
0004 s ee41**ot~
 

10. Inland Fisheries-: 
 oe , ***** 
00 *06 4,**

FUNCTIONAL STUDY 

11. Nutrition and Health 
 6*oo... N:.t:*** 

12. 	 Social Systems and Change

(Techniques for Reaching- ,:ooooo 
 o 
Rural Population) 	 o 

13. Employment Situati,-
 DODeD: o:::o*:*5 
14. Manpower Skills 	 -

OO90O0916ormi 
 4
 

ADDITIONAL EVALUATION
 

15. Appropriate Organizatio. 	 ° ° n* *" 600001 *easeO0)rl~o*o~** 4
 
16. Private Sector_ 

_ .	 ° *4. 4.O 
17. Regene'ration of Environment 


18. Project Progress Reports-	 .-. _ **/** *- ** 1/219. Progress Reports to Host Government- -:, * 	 : - -:, 1/2 

20. Statistical Manual 
 ::::o:ooeeo oo: t6
 

NOTE: Months are calendar months, not man-months. 

KEY: ::o Data collection and 
•go• 

D 	 field trips by medium- and short-term staff. 

* Report writing. 

So 
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3. 	Rural Production 

RdAction en cc,
 

4. 	 lood And Won-Food Demand, Itdactiou terming* tirage
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5. 	 Rural Income idaction en couts 201i21 

G. 	 Sociolical Proffti 

Ia Megrd A ricdti 1 kauitanion 
 IPr* pour titase d6finitif Traduction en cours 
b. MoFr Prat pour tildE d ifnftif Traduction faftes stencils 

Prits pour tirage d~fipitif 

a. Sbtbsgctot Studies
 

1. 	 trtintedLand e-Correction ea cours 

a. 
arylsad Ariculture 

tRtdction en cours
 



PZtudes 

9. Q.ses rkul re 


10. Livestock 


33. Fisheries
 

a. Inland 

b. Marine 


C. Functional Studies
 

12. .utritionand Health
 
a. Nutrition 


b. Health
 

13. Social Changes
 
a. PastoralLma 


b. #gsricultural Labor 


c. ligration 

d. Accumulation 


e. Sociologire Synthesis 

14. ____ .__ 
a. Analysis of Employment 


15. Manpower Skills
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Traduction faites .
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Rfdectloq en cours 
 (31/12)
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 Traduction en cours
 
Traduction falte
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Stencils termings 
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ANNEX 7
 
Figure 4.7-B
 

REPORT PRODUCTION SCHEDULE -- SECOND YEAR
 

MONTH 
I,-Z; 3l4 :s; 6 7 88 9 10 ;11 :12 NO, OF MONTHS 

POLICY OPTION PAPER 

1. Livestock Development--- ..... -------------------- .... 

2. Irrigated Agriculture---------- :::::E.. . ------

3. R ra ...... ... ........ ..... o.o.........
. ---------
3.Rural Health.----- ---------------------------- 2
 

4. Marketing ---- ------ ---------- --6 

. Elovmnt Generation-------------- .........
**ee. 4********** 

6. Develooental Priorities- ---- ------- . ------- o-oo * .. .. 

7. [mlementation Modalities/ ................... o-...........
- . 

- 8. Pricing (of Agricultural Produce) ---- --- ------------------------------ 2 

9. Rain-fed (dry land) Agriculture-------- :::.** ------------ .----------- 2 

10. Oasis Agriculture----------- --- . . ---------------------------------- 2 

11. Inland Fisheries--------------- ...- . 2 
12. Agricultural Credit and Extension- ...... --- *------- 3 

13. Agricultural Research-------------- - ................... 2
 

14. Manpower- ------------------------ ---- ---..........
 

15. Training--------- ----------- .- -.- -

OTHER POLICY OPTION PAPERS
 

16. Develop-ent Paths--- - - -- ---- - --....... ..... - 2
 
17. Nutrition and Health------------------------- - 2

teeelee *i 

18.-19. To Be Decided-------- --------- **------------------

20. Progress Reports----- ..---------...... -.. . ........ 1/2
 

21. Progress Reports to Host Government-----------------..-.. ......... 1/2
.......... 


22. Final Report ----- o-------- 6......------ ....o..... 

NOTE: Months are calendar months, not man-months. 

KEY: :o~KY Data collection andMta- field trips by mediua, and short-term staff. 

* Report writing. 

/ I.e., groups through which changes can best be effected, such as
 
women's organizations, business associations, tea-hers' groups,

farmrs associations, religious groups, livestock owners' groups, etc. 
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AMEX 8 

Schedule for Preparntion of 

Phase Two Option Papers 

eofPaper 	 1980 1981 

November December Jamuary February- I 

L. Livestock Development 	 xxx=
 
2.. LrigAted Agriculture 	 33cx xx oxxx 
3. Inlan Pisheries 	 xx'cccx Xcc:Cx1 czcZ 
4. Traditional Maritime Fisheim 	 7M 

5.. Dryland Agriculture 	 xxcxx3x 
6. Oasis Agriculture T 

7T. Po.od Marks tingxxx~cxncx 
8. Extension Policy 	 cxxxVIVxx cccccc
9. Pood Pricing (including 

Credit Policy) 
10.. Agicultural Rasearch. 
11. 	 Manpower Davaelpmntat
 

(inc.udl g Training) xxxxox
 
(Education)
 

.2.. Employment Generation,ccx ccxx
 
13. 	 Establishment of Projeet

Prioritie s 
14. Overall Development Strbgies: xxxc x xx= 
15.. Improvement of Rural Health xDccccc cxxxx 
16.* Improvement of Rural Diets x 
17. 	 Reducizrg Dezertification by 

Management of the. Environment 
1., (Ttilization of Private. Sector- XxxxxXcXX 
19. 	 Approlriate OrganizatioaL 7 

Arrangemens 
20.. 	 ImplemntatLon. Modalitier 


