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The INERA Project Paper mentioned assistance provided by Belgium to
a douzen INERA research stations, At the time of our audit, little
tangible evidence remained of the completed Belgium activities, 1In
a similar vein was a USAID/Zaire technician's report of a visit to
the INERA Research Station at Nioka, which had been assisted by
Germany itor several years and left well-equipped. He noted that
since the germans' departure, the research program they had followed
had been abandoned and nothing had replaced it.

Usalb/%arre 1ndicated that projects 1n Zaire cannot be implemented
within a tive year period, that development in Zaire is a long term
undertaking., USAID/Zaire feels that additional assistance for INERA
will have to be provided.

We agree that development of a research capability may extend well
heyond the termination date of the current project; however, the
lack of a strategy on how the project will be financed after AID
support decreases or ends provides a poor basis for a viable project
activity.

Conclusion, Recommendation, USAID/Zaire Comments and RIG/A/N
Response

The research activities being funded by the project have little
chance of survival because there 1s no GOZ funding source to finance
the activities after AID support ends,

Recommendation No, 2

USAID/Zalre reach agreement with the GOZ
on how the INERA Support Project will be
funded 1n the research structure in the
future,

USAID/Zarre Comments

"Th1s recommendation is impractical as USAID/Zaire has no means
al 1ts disposal to effectively require the GOZ or INERA to
nerease significantly its financial and personnel support to
the Nulungu Station. In reality, we have a project at Mulunqu
Lhat, as a result of GOZ budgetary constraints, cannot be
supported at a level considered adeguate, In the near future,
IhERA and all of 1ts stations at best, will receive only encugh
Litegoet support from the GOZ to assure the survival of the
phystcal plant.  The GOZ cannot provide a pudget to support
Jyrircultural research at or near the levels needed. The donor
group 1n Zairre recognrzes this and the fact that rescarch 1in
this country, 1f 1t 1s to be effactive, must be financed by
outside [unds for guite some time -~ even if such {1npancing
redurres the funding of recurring costs. The recommendation
Lhat ULAID/Zaire reach agreement with the G0OZ on how donor
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svpport proljects will be funded neglects the fundamental problem
~zonfronting the GOZ - the necessity to continue to cut back on
all gover:ament spendinyg, At Mulunygu, Zairian technicians and
USALD/%erre have gained important knowledge about legume
packaoues and so1l testing and classification, For the remainder
of tie LOV, progress will continue to be made. We do not,
howoever , plan chat Hulungu, afver the departure of che USAID
team, ~11l! continue to cequire or recewve the current level of
support, liulungu will remaxn a substation for legume research,
with a so01l classification component tha+ may become the central
laboratory tor Lastern Zalre, In the scheme for reorganization
of any rescarch 1n Zalre, Gandajika, in EBastern Kasail, will
becoite Lhe most 1mportant center for legume rescarch,
Specralicts we are trainwing for lequme research will help gtaff
both of “hese statirons, A research agronomist, soil scientist,
land classitrer, and an extentionist, now 1n training 1n the
United States, should Le able to continue with lequme research
at Mulungu, They would be backstopped by other scientaists from
“he Gunauajirka heaaquarters.”

RLG/ A/ sbonse

At present there 15 no proposed source of funds to support project
activities atter ALD support stops. INERA can't support 1£s
existlug wrocram, such us 1t 1s, much less pick up the salaries and
costs currently beiny pard from project funds. Other donor projects
have virtually disappeared shortly afcer assistance stopped and we
see this project being rmplemented on the same weak basirs.  We do
not believe “hi1s 15 an acceptable basis for continuing a4 project.
If an aureesiont can't be reached oo howd the project will be funded
1n the futuce, we doubt that the preject has a4 tuture; thus this
form of developwent assistance should be terminated as soon 4s
pracetrcal, e have therefore retalned our recomnmendation pending
agyreenent or Lecmination.

There To prttle lustitutional pevelopment Taking Place

e it e 4 . & i & b 2 s -

The UlikikA Support Project provided li1ttle capability to develop and
conduct researceh withio the Mulungu operating structure. Rather
than attenpting to operate 1n what an AID evaluator termed the
"brzarre wanaagenent environment® of THNERA, MASI chose to establish a
completcly vnaepondent research operaticnal unit at the project
stte, The projyech conmumcated on @ ceparate radro network,
proviaed w1ty oown logrstacal support, hired and fired 1L own
workers, and uned 1ts own source of funds, Hone ol these actions
required the approval of, or even discussion with, the Hulungu
Dirtector or other Lulungu personnel.  Regalar meetings between MASI
and Mhulungu personnel were cancelled by MAST because 1t was felt
they vere derng more harm than good,
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coZ~provided counterpart funus were transferred from Kinshasa to a
joint account with MASI and Mulungu. The Mulungu Dicector signed to
withdraw tranches of funds from thi1s joint account, for deposit into
an account administered solely by HASI.  The Mulungu Dicector
nelthier knew the amount of subseguent withdrawals ol the funds from
the MASL account nor had any control over these expenditures, This
effectively ropoved the lulungu birrector ftrom any control over or
participatlion rn o the [HOEA Subport Project.,

The project authorization described the INERA Support Project as a
vroject Y. ., to assist the development of the i1nstitutional
capabirlivy ot {HERA..." 4dhe Project, as beinyg 1mplemented by MASI,
w1ll not develop INERA'S 1nstitutional capability, nor will 1t build
a hulungu recearch and management capability.

A Lormer Acting Chiiter of Party of the LASI team wrote Lhan Lhe
tulungu LCrirector had stated 1nnuinerable times that his scati1on could
have onhly one boss.  Tne MNasl technician noted that the i1mplication
was that every aspect of the MASI legume program wonld be under the
bDirector'’s wrrecuicn and supervision, He concluued that vere this
the Ccuse, “here Joulu ve no need tor o protessional NMAST téeam; they
would all bLe cluassitred as aavisors whose suggestions, findings end
srrections in ohe conduct of the [HASI program would be subject to
the drscreuvions of the tulungu Director.

Lwe belleve “han Mulungu (GUY) personnel shoula be pazticipating in
Lhe nonagesent of the project.  While managerial weaknesses and the
pervasiveness of corruption in Zaire LAy prevent turning actual
control of the project over Lo the Mulungu personnel, they should be
playrng a much more active role 1n project management . The MASI
rechnitlclans Ziooula e providing gurdance and assistance to Mulungu
personnel to prepare them for theirr eventual control, HNASI
techniclrans should be advisocrs, that 1s what they were contracted
for.

For examplie there should be a counterpart project manager
responsible for vuanning the project on the INEFRA side. This manager
should be trained 1n managing the project and should participate 1in
all project Gedlsions.,

Anotuer exalmple 145 that a tulungu counterpart should be handling all
logistical suppore with the assistance of a MASI technician, The
hanuling of logistical support problems 15 an inteqgral part of
malntalliliG accgudate supplies and equipment and helping visitors at
a renctely locatea rescarch station. The abirlity of niulungu
PDOrsonuic s Lo o provide chewmtcals, spare parts, gasoline and cther
supvlyes will have an rmportant tmpact on the project's future, The
time for Hulungu persennel to acquire such expertise 1s when
technical assistance 135 on site and avatlable,
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paragraph two stated that quote equipment did not arrive on time
or the wrong equipment arrived and the soils laboratory was not
in operation more than eighteen months after the project began
ungquote,

Twenty thousand dollars worth of chemicals and lab equipment had
arrived in Mulungu by June 25, 1980, and PH, moisture
equivalent, and phosphorous tests were being run; some 250 soil
tests had been made by Sceptember 1980. fTwelve thousand six
hundred dollars worth of lab and soil testing equipment arrived
by Movember 1980, The lab definitely was running soil tests
within six months of the arrival of the technicians, The six
blazers arrived in Decemwber, 1979, and DLS 8,000 worth of spare
parts arrived between February and June, 1980.

Re paragraph three, four vehicles were sent to Bukavu and two to
Yangambi. The spare parts held in Kinshasa were sent to Bukavu
1n November 1980, The vehicles were new and in good condition,

While blazers use gasoline, so also do 90 percent of all
vehicles in Bukavu. Both gas and diesel fuel are in short
supply. Bukavu/Mulungu now has six vehicles for itour people,
plus nine motorcycles and eight motorbikes for which spares can
be found in Bukavu, Bujumbura, Burundi and Cyangugu, Rwanda, not
to mention Kinshasa,

It is not expected that blazers or scouts will become standard
equipment with INERA/Mulungu. They should last until the
expatriates depart the project, at which time these vehicles
should be adegnate to put wheels under the INERA extensionist
and research agronomist to continue project work. Paragraph
four states that quote Hulungu pot orly did not have all the
equipment 1t needed but also it had equipment 1t did not need
unquote. We can think of nothing that cannot be used by the
project, nor of any equipment deficiency that could affect
achievenent of the project's objectives., American equipment, of
course, does not always come calibrated i1n the metric system.,
sufficient volrtage requlators were on hand to run the equipment;
1t should pe recognized that not all equipment has to be used at
the same time. The electrical supplv at Hulungu cannot be
termed as guote continually surging unguote.

Copies of all the MASI purchase orders for equipment, were
crosschecked for receipt. The contractor has been asked either
to find the old ones or to prepare new ones,

Equipment in Mulungu indeed is stored in several different areas
-— that of the research agyronomist in his office and labs, that
of the so1l scientisc in his office and and labs, and that of
the lab technician in his office and labs -- 1n the storage
cabinets that have been used by the INERA staff for years, The
farm machinery 15 found ia the motvorpool area, where it can be
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protected by guards. The motorbike tire and some tools found in
the chief of Party's office do not prove that everything 1S out
of place. Maintenance of the laboratory equilpment eventually
will be under the control of a technicran whom the project sent
in November 1981 for training at the INPP 1n Kinshasa.

pParagraph crght mentrons that no shipping contarners were seen,
lost of the commoditres, recerved rn Kinshasa an heavy

contalners, were repacked in lrghter containers tor shipment to
Bukavu by air freight. ‘Jhe original contarners had AID cmblens,

With the exception of the vehicles, all commodities were sent to
hulungu by air. It is believed that commodity control exercrsad
by the old team was exceptional -- from Kinshasa to Bukavud with
no losses en route, The original project chemrcal order was
placed 1n order to run the following tests on 5,000 soil
salples:

A. Organic Carbon

B. PH

C. Conductivity

D. Avarlable Phosphate

E. Available Potassium Oxide

The project now 1s capable of running nine additional tests:

A. HNechanical Analysis
., Bulk Density

C. Porosity

D. Exchangeable Bases
E. Calciumn

F. Magnesiun

G. LExchangeable Acidity
H. Tests for Allophane
I. 7Total Nrtrogen

The project has devermined that approximately 300 tests will be
needed yearly ' satvisfy dalre's present requirements, Chemical
supply will depend on Government budgeting 1n the future,
nowever, thoe ingstitutional capability te perform these tests, a
project objecrvive, has been established,

USAID/Zarre uoes not require HAST at vresent to determyne what
commodities are and are not required for the project, because
such necds already are known,

An adeqguate Mmission-approved program for receipt, use,
maintenance and custody of all commodities already 1s in
existence,

AID emblems will be secured and affixed according to AID
regulatrons "
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RIG/A/N Response

The findings noted above were documented in USAID files. We did not
consider commodity controls to be adequate based on our review and
we did not find an approved program in the files for receipt, use,
maintenance and custody of commodities. We therefore have retained
our recommendation.



EXHIBIT A
(Page 1 of 4)

Other USAID/Zaire Comments

"Many of the recommendations put forth in the audit were being acted
upon even before the audit was begun,

During the past 1 1/2 years, USAID has been developing a concept for
agricultural research that will incorporate the INERA Support
Project as an integral part of the national legume program and the
national soils project. The Mission believes that this approach
provides the best opportunity for institutional development. Much
tine and effoct has been expended In attempting to convince the
beparument ol Agriculture of this concept. e believe that the
department now 25 10 basic agreement, At the samce time, che Mission
has successtully convinced other major donors of the worth of this
organizattonal concept, 50 that major imciatives are now underway
to vertically integrare agcicultural research with ayricultural
educatron and extenslon, ‘'the foregoing does not mean to imply,
however, thar all problems have been resolved. INERA, as an
institution, is stall fighting to preserve its life, despite the
Commrssroner ol Agraculture's public statement that INERA 1s a
mastodon that must dre.

The INLRA suppoit Project initially was designed in 1975-76 when the
zaire was valued at $2.00 and copper, Zaire's main eXport, was
selling for high prices. At that time, the technical operations of
the DOA were dicvected by a professional, U.S -trained Secretary of

State for Agrrculuure. TJoday, the value of the Zaire has fallen to
slightly over five cents on the parallel macken, copper prices are
down, and treasury s almost empry. USAID/Z%arce wishes fo make

clear vhut we are working in an extremely difficult environnent.
The audrc of che INERA Support Project shows no awareness of this
environment . we are dealing with a government that for all
practical purposes 15 bankrupt, lacks the akilivy vo focus directly
on project problems, and thus is in desperate neea of our continued
assiscance,

The openming paragcaph of the audrt ("Findings, Conclusions, and
Recommenuatyonsg™) cevs forth three issues which i1t says should be
resolved rumediately or the project should be terminated for having
no purpose. The 1ssues dre;

a)  That TUERA has no credibility or capability ano thus the
projecc cannot provide institntional development;

b) That research does not receive adequate budget support from
the GO4, and;






EXHIBIT A
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include the partnership of other donor countries. I[NERA Support
Project will have played a vital role in the formavion of this
strategy and hulungu Station will play an importvant rcle :n Lhe
future, even chough legumes research probablyv will have yos main
headquarters elsevhere 1n zaxre

Thus the futuce of agriculrwural research in Zatre ys closely
assoclatad with the INERA Support Project., Qu¢ ynvolvenent with
research at IMERA has provided us with informanion anu expertyse and
has given us the privileged pogsition of havaing vthe at.ontron and the
respect of the major donors and of the COZ dursyng our treqguent
discussyons ot dqgriculoural researcin.  Today we have developsd a
policy for agricultural research in Zarrve wioch has the support of
the Minister of Agrrculuure and the tacit approval of the jajor
donors.,

Briefly, the proposal 1s a comprehens ve, incegrated approdach to
agriculturcel research. fThe approach Will aorienpt Lo 1nLegoiabo
Zaire's University Faculty of Agraculunre wrth pioarans directed o
specitic coanodities such as corn, cassava, and legunes AL the
same time, e¢xtension will be atmed at tou: c¥isuing epntycies in
Zaire: 1) 'nteqgrated rural development proiects: 23 procestant and
catholic miscronary groups engaged 1o agriculiure; 3Y a9 o-andustry
and plantatyons dependent on small farmners foe vaw aatcerials; and 4)
agriculuural exvension agents., The particrpation ol Lhe Unrversity
Faculty ot Agrrculture will be facilicated oy the picecrior, who, as
a HMASL contracrtor for the THERA Suppoct Project, pectormea Lhe
evaluatron ol LNERA research capalbivlycyewn e now oo emploved by
FAO and 15 acsigned Lo the major agrreuloural universs oy 0 Yanoanbi

The audrt «dra nou place the IUERA Suppors Pooject in 3.s Sar-ion
economlc and curual developument contex:. Lo, *n ow barioder tframe of
reference, wra the audic view the progress of vhe poogeer clearly,
confusinyg Lhi vssue of progress against locirame oblec.ives with
current CccononlC and orqgantzational proplens endemnco Lo Zascoe and
with unfortunate personalivy conflicLs caucen by “he conuracror,
MAST, abc the Lrrst HAST ©eam anu, o 1o Slall extens, by Lhe
4alrian SecLor uIrectol.  An on-site CValuaLion cooouciec by
USATD=-ALD ' Seprenber 196l yndicaved vhar, decprioe ol hoctory of
personnel poot-lernis ana the HAST trnancral probdlens, e 1o olect has

been effectrvr The evaluatyon rndrcated that “he proeot
essentially bos wet Yus logframe objectives to date ano, o
indicated altove, has o tutuce rich 1n possibilicres the projece

has vehicles, freld ana farm machinery, and a defined reseacch
program. Many hectares are planted 1n experimental plots at the
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station as well as in farmers fields up vo 90 KM from the station,
$0il tests are beiny made in the refurbicshed laboratory. In the
field and in the lab, Zalrian counterpa:rts are receiving training in
research techrigues and in the use oi modecn laboratory and eyuip=-
ment. The project has identified ceveral appropriate varieties of
beans and has svarted a modest outreach. Seven counterparts are now
in the United sStates {or advanced degree oraining ‘the project has
developed an *nittal legume package and a seryes of soill conserva-
tion practyces, 1ncluding contoured berms for hrllside agriculture
to counter Horl crosion,  The Governoo ol iy has Laken nove of
this eftort and 13 promot:ng the mnechodoloagy throughout the region,

As for the convracoor, MASI was the only braders on rthe contract when

I}

it was oilercva, Thys offec occurred faollowing the twoe South Shaba
invasions., rersonnel nominated by NMAGT were reviewed and approved
by USAID. Untortunately, the seleciinon of personnel was far from
pertfect. “he tryrotr vteam of fave vechnraerans assygned to Mulungu had

personal problems and rnvrerv-vear contlicr i shar smile  ‘nto the
zairian comgiuny oy l'ving av the Hulungu Seation, #3y the time the

firsc vean nhad departed, the avmosphere an Lulungu was falrcly
venomous, ince three pecsonnel now assygned oo fiuwlungu, the Mission
believes, ave estailrshilng posivive (elatonshrps that should, in

tine, erase Lhe bitier menories ol ohe [rrs:n Leanm.”
1

RIG/A/U lote: although we show the USAID/Za1re comments in guotes,
we have climlnated names, page nunbers and refecences to paragraphs
that were either not in the final draft repore provided to
USAID/Zaire for comments or have been chanaged :n this final reporct.




List of Report Recommendations

APPENDIX A

Recommendation No, 1

USAID/%Zarre reguire the G0Z to develop
a plan of research reform and an organiza-

tional strucrture tnto which ¢
Support Project can be placed

capabirlirry can be developed within that
he survival
of AID's usurstance after AID support ends,

structure thai will euhance ¢

Recommendavion o, 2

he THNERA
y SO 4

USAID/%alr e reach agyreement with the

on how the INERA Support Proj
funded :n the resecarch struct
future.

Recommendation No, 3

USAID/Zuive require the GOZ to provide

counterparz personnel who wil
responsihile tor project manag

Reconmendation {lo. 4

USAIL/vzarre reguzre MAST to t

countecpart personnel Lo manage project
serivities,

funus, perconael and reseacch

Recorendat.yon fic, 5

USAIL/darre restrict projecet
co legume cosearch and s0115
Lo prouucers, untrl there :s
the COZ can support a broader

ect will be
ure in the

1l be
ement ,

rain the

Lhpues

services

evidence
s¢npe.
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Page
Recommendation No, 6 15
USAID/Zatre require MASI to develop
a progran to collect cata on prior
research that ¢an be used as a basis
for planning reseacch efforus.
Recommenuat:on i, 7 20

USAID/%a e et re MAST to (a) prepare

a Hission approved systen which can be
implementea by Mulungu foc the ordering,
receipt, Jyso, pa'ntenance and custody of
all cowwodiries, ana (b)) place appropriate
AID emblcns on the equipment a8 vequired
by the agreenen.,



APPENDIX B

List of Report Recipients

No. of
Copies
Field Office:
USAID/Zaire 5
AID/Washington
beputy Adiministrator ]
AA/AFR 1
LEG ]
GC ]
I1G 1
AFR/CA 2
ST/ AGR 2
FlL/ASD 2
ppC/Lu 1
$P/01U 4



