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EXECUTIVE SUMMARY
 

Introduction
 

The Institut National pour l'Etude et la Rechercha Agricole (INERA)
 
Support Project was designed to enhance the capability of INERA to
 
conduct research on food legume production, soil fertility support,
 
and soil classification and fertility correlation. The project
 
contributes to self-suffiency in food production by assisting in the
 
development of the capability of INERA to (a) create production
 
packages for food legumes through applied adoptive and participa­
tory research, (b) provide soils services to producers of food and
 
other crops with regard to the characteristics, distribution and
 
production potential of specific soils and (c) concentrate, coordi­
nate and optimize its scarce resources in the priority areas of
 
agricultural research.
 

Purpose and Scope
 

The purpose of our review was to determine the effectiveness of
 
implementation and management; verify compliance with applicable
 
laws, regulations and the project agreement; and identify and report
 
on any significant problem areas.
 

Our review covered the period from September 1977 through January
 
1982, and included a review of project records, discussions with
 
project personnel and visits to project sites.
 

Findings Conclusions and Recommendations
 

The INERA Support Project is being implemented under conditions
 

which make any long range development impact highly questionable.
 
The project, designed to enhance the capability of I'
T.RA to do
 
research, is assisting an institution that has no cLedibility,
 
capability or resources to operate an effective research program.
 
As a result of this inherent project deficiency, little institu­
tional development is taking place. The project is basically a self
 
contained project with its own source of funds, hired Zairois
 
personnel, and a U.S. contractor.
 

We believe these major issues must be resolved and have made the
 
following recommendations.
 

- USAID/Zaire require the GOZ to develop a plan of research
 
reform and an organizational structure into which the INERA
 
project can be placed, so a capability can be developed within
 
that structure that will enhance the survival of AID's
 
assistance after AID support ends (page 5).
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- USAID/Zaire reach agreement with the GOZ on how the INERA 
Support Project will be funded within the research structure in 
the future (page 7). 

- USAID/Zaire require the GOZ to provide counterpart personnel 
who can be trained and ,;i.Ll te responsible for project manage­
ment (page 10). 

In addition to these major issues we feel the following areas also
 
need to be addressed.
 

-- Technical inputs should be restructed to basic research and 
soils testing until there is evidence the GOZ can support a
 
broader scope (pages 12 to 14).
 

-- A program should be developed to collect data on prior
 
research that can be used as a basis in planning research
 
efforts (pages 15 to 16).
 

-- A program for commodity control, and maintenance needs to be
 
formalized (pages 19 to 23).
 

USAID/Zaire Comments
 

The audit findings were discussed with USAID/Zaire, and a final
 
draft report was provided to them for written comments. Their
 
summary comments follow; their comments regarding each recominmenda­
tion are included in the body of the report; and exhibit A contains
 
their other more general comments.
 

"The INERA Support Project has experienced implementation
 
problems from its beginning. These problems have been
 
exacerbated by the financial instability of the contractor,
 
MASI. In addition, the GOZ has been beset by its own internal
 
problems, including a marked decrease in budgetary support to
 
projects as a result of I-IF constraints and the inability of the
 
Department of Agriculture to formulate a role for INERA as an
 
institution. The locus of the project in Mulungu Station, in
 
the Kivu Region, where it is but a part of a larger research
 
effort, also has been an important constraining factor,, The
 
INERA Support Project is clearly a research undertaking, As
 
such, its impact on food production cannot be measured in the
 
short term but rather will be felt in the longer term. It is 
USAID's intention to prolong the basic project activities so 
that when the economy turns around, the project will have 
created a nucleus of trained personnel and some capability to 
conduct applied agricultural research, and, as a result, will 
have produced improved plant materials. Thus, essentially the 
project is sustaining a process over a critical period of time, 
proviouin those necessary research interventions to provide, at 
a modest cost, a sound basis for accelerated agriculture
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development at some time in the future when appropriate
 
conditions exist in Zaire. To forego this present effort would
 
make a future program much more difficult and costly, leaving
 
aside the substantial loss of invaluable research time.
 

The Mission has two major options: (1) to implement those
 
projects that are important for Zaire, to carry them out to
 
their planned conclusion and thereby impact positively on a
 
major constraint to development (in this case, increased food
 
production), or: (2) terminate those projects that are not
 
receiving optimum Government support. If we follow this latter
 
course then no projects -- neither USAID nor other donor efforts
 
-- currently would be implementeu.
 

Under these special circumstances, and cognizant of the
 
importance of agricultural research in Zaire for the well being
 
of the Zairian people, the Mission fully intends, under
 
difficult conditions and in the absence of full GOZ financial
 
support, to implement the INERA Support Project,
 

USAID/Zaire wishes to make clear that we are woking in an
 
extremely difficult environment. The audit of the INERA Support
 
Project shows no awareness of this environment. lie are dealing
 
with a government t~at for all practical purposes is bankrupt,
 
lacks the ability to focus directly on project problems, and 
thus is in aesperate need of our continued assistance," 

RIG/A/N Response
 

We have audited the project as it was planned - to increase the
 
capability of INERA to do legume research -- because the project
 
agreement has not been amended to reflect any change in this
 
strategy. The project is not meeting its objective to increase the 
capability of INERA. No alternative to INERA has been developed and 
agreed to. We therefore are extremely critical of the project and 
feel concrete steps must be taken to resolve the issues of research 
strategy, research organization strilcture, and funding; or the 
project will meet the same demise as other donor supported Lesearch 
projects and the functional research organizations left by the 
Belgiums. 

lii 



BACKGROUND
 

Introduction
 

The Republic of Zaire, located in the South central part of the
 

African continent, covers almost 905,000 square miles (an area
 
roughly equal to the United States east of the Mississippi River).
 
The country is landlocked except for an important 13-mile wide strip
 
on the Atlantic Ocean.
 

The two most striking natural characteristics of Zaire are the river
 
(which has given the country both its names, Congo and now Zaire)
 
and its exceptional natural resources. The Zaire River is the
 
second largest in the world in term of area drained, flow, and
 
navigable length. Zaire has the world's largest known reserves of
 
cobalt (30 percent of the world's total) as well as huge quantities
 
of other resources essential to industry and defense, including
 

zinc, manganese and copper. Zaire is also the world's largest
 
producer of industrial diamonds.
 

Zaire's total population is estimated at 26 million divided into
 
more than 200 ethnic groups which speak about 700 local languages
 

and dialects. Most of the country is sparsely populated and about
 
10 percent is virtually uninhabited. Population is concentrated
 
near the rich mineral deposits, along the main communication routes
 
(railroads and rivers), and in the highlands near Bukavu. The
 
literacy rate is 20 percent and life expectancy 44 years.
 

Agriculture provides a livelihood for approximately 75 percent of
 
the population--with most living at an annual income of less than
 
$100. Food crops generally cultivated include maize, manioc, rice,
 
plantain and groundnuts.
 

The approximately 75 percent of the population that live in the
 
rural areas is among the world's poorest, lacking adequate access to
 
public services such as medical care and schools., Food is scarce
 
and expensive, and malnutrition is prevalent. It is probably the
 

most serious health problem and contributes to the high rate of
 
death and illness from other causes.
 

In colonial times, the Institute National pour l'Etude Agronomique
 
du Congo Beige (INEAC) was responsible foL agricultural research in
 
what is now Zaire. Founded in 1933, the organization by 1950 had
 

established a reputation as one of the best agricultural research
 
institutes in the tropics. INEAC had a staff of about 200 expatri­
ate research workers who dealt with most aspects of basic and
 
applied research, Research findings were transmitted to the farmers
 
b, about 500 expatriate ext?nsion agents, who were government
 
employees and had the authority to impose changes in farming systems.
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INEAC employed 4,000 Zairois as laboratory and field technicians and
 

laborers. There were seven Zdicois college graduates in agriculture
 
in the system. In 1969 when Belgian withdrew all its INEAC per­
sonnel, the Zairois remained in place and the Government of Zaire
 
(GOZ) assumed their payroll. In 1970, the GOZ established the
 
Institut National pour l'Ecude et la Rechercha Agricole (INERA), and
 
the seven Zairois scientists were responsible for the INEAC assets
 
and for developing a program.
 

As the successor to INEAC, INERA inherited a vast network of re­
search facilities located throughout Zaire. Presently there are 20
 
stations, most of which have extensive physical installations in
 
various states of disrepair. Many of these stations are found in
 
remote regions of a country that is serviced by transport and
 
communications systems remarkable for their inadequacy. Endowed
 
with an annual subsidy barely covering salary expenses, and having
 
to rely on its ill-equipped and run down stations for income within
 
a national economy laden with problems, INERA is trying to relay an
 
image resembling that of a now past INEAC.
 

Mulungu is one of 20 INERA research stations, located in the Kivu
 
province, It represents the high altitude high rainfall tropical
 
zone, and was favored by the Belgians because of the area's
 
potential for the production of coffee, tea and quinine. In the
 
late 1970's this area had the highest population density in Zaire,
 
and sustained about 15 percent of Zaire's population on less than
 
four percent of its total land area. Once known as the bread basket
 
of Zaire, the Kivu sector deteriorated due to overpopulation, soil
 
erosion and other factors. Considered in rebellion against the
 
national government, it had been given little attention and
 
resources from the GOZo 

Although the initial INERA assistance request was made by the GOZ in
 
June 1975, negotiations did not result in a more detailed letter of
 

request until April 1977. The Project Paper was authorized in
 
September 1977, and in April 1978 the grant was designated a
 
set-aside for Title XII universities. By September 1978 all
 
responses by Title XII universities were negative, and USAID/Zaire
 
received approval to solicit on a not-restricted basis. Nutri­
national Agribusiness Systems Incorporated (MASI), a profit seeking
 
business founded in 1970, was chosen in February 1979 to implement 
the project. 

The I14ERA Support Project was designed to enhance the capability of 

INERA to increase the level, availability and nutritional quality of
 
food productIon To develop these capabilities, a blend of
 
technical assistance, on-the-job training, and formal graduate level
 
academi.c training was to be provided in the specific areas of food
 
legumes and soLls research.
 

The project is to be complete in FY 1983 at a cost of $3.85
 
million. As of December 31, 1981, $1.99 million had been disbursed.
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Purpose and Scope
 

Our review of the INERA Support Project covered project progress
 

from its authorization in September 1977 until January 31, 1982.
 

The purpose of the examination was to:
 

- Determine the effectiveness of implementation and management. 
- Verify compliance with applicable laws and regulations. 
- Identify and report on any significant problem areas. 

We reviewed USAID/Zaire, MASI and GOZ records, reports and
 
correspondence, and held discussions with the concerned officials.
 
We visited the project site at Mulungu and various outlying

facilities. 

FINDINGS, CONCLUSIONS AND RECOMMENDATIONS
 

The INERA Support Project is being implemented under conditions 
which make any long range development impact highly questionable. 

First, the project is attached to INERA, an organization that has no 
creditability or capability. As a result the project, although 
located at INERA, is providing little, if any, institutional 
development. Second, research is not receiving adequate budget 
support from the GOZ. Past research projects have shown that 
research activities have gradually disappeared when foreign support 
stopped and the GOZ had to take over funding. Third, the INERA 
Support P:oject is a self-contained project with its own source of 
funds and hired personnel. It has no organizational structure or 
counterpart management, It is a project managed by a U.S. 
contractor that is located at the Mulungu research station. 

Unless these three major issues can be quickly resolved, we feel the 
project will provide little benefit for the $3.85 million of tax­
payer funds. It the projects are going to provide any long term
 
results and have any widespread impact on increasing agriculture
 
production in Zaire, the GOZ must develop a research structure which
 
will be adequately funded, into which this self-contained research
 
projects can be integrated. If this isn't done the results will
 
disappear like recently terminated projects by other donors.
 

These and ,ther problems are discussed more fully in the following 

sections of the report. 

INERA Is Incapable Of Implementing Research Activi.ties 

A recent as:sessment of INLERA concluded that INEFA lacks management, 
researcli str aneyjy, "ind the capability to finance and operate an 
effective r (search pcogyram, The assessment recomhends that INERA be 
reduced in s LtC an:. reorganized. 
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The project paper and IASI contract called for IIASI to make an 

assessment the first year of the project. The assessment was
 

finally fii.ished in Septemaber 1981, almost three years after the 

HASI contract was signed, 

The more important purposes of the assessment were to:
 

- Study the role of INLRA in agricultural research. 

- Analyze INERA's current research activities including 

types of researcli, staff, budgets, etc. 

- Analyze INERA research project formulation and research 

methodologies. 

- Analyze the location and adequacy of the facilities,
 

In 1977, the Project Paper noted that INERA, as the national 

agriculltural research agency, was not fulfilling its research role 

because of poor management planning an(. a young and inexperienced 

staff. Agricultural research had consequently started to 

proliferate among several other agencies. 

The INERA Assessment concluded in September 1981 called for a 

complete overhaul of INERA, The assessment prroposed that of INERA's 

20 stations, research work should be concentrated on no more than 

six stations until the research program was orcanizedd, To do this 

INERA would have to liquidate a large number of Its land and
 

holdinqs, and clerical staff and workers who make up the vast 
majority of its perscrinel The donor countries seem convinced that 

INERA is not the road to a reorganized agLicultural resarch 
structure Jn Zaire, 

At present tlhere is no GOZ research structure or organization 
capable of carryinq out a coordinateu research eflort., In our 

opinion, ulit I h-he GOZ develops an orqanizational strategy on how 

research is ,oiin(, to be managed and linanced in Zaire, the INERA 
support prtoject has little chance of proviui.nq a lasting research 
capability. 

USAID/Zai[(n ha i n the planning stages at the time of our audit, a 
type oi 1.ollow-on project to the 1NERA Support ProJect whi ].e 

irncludi ng lI ungu wi dini its focus, the new project would make a 
much broa o'r effort to reform and restructure the riew GOZ agricul­

ture research or ganiza ion expectc to replace IUBRA, While this 

project had S,(-n de ct il (A;i.n a Conqres;.iona 1. Presen ation, it had 
not yet been 1pp-rov(eU. As yet tLhis pro-ect has no basis because 

there ha ,eei no dotreed uOon refor- "r est rur nuie on which to base 

a projecL. 

http:proviui.nq
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Corclu.;].1on, ReCluiendation, USAI f/Zaire Comments, and RIG/A/N 

I hERA ha,; no r ,:sca roh strategy, is poorly inanayed, and needs to be 
r eorgan I ze(I 'iThe INI.;iA Support Project has little chance of 
z'UCCeCdin uj .Lb ti.s! ma3or Issue £2' resoived, Follow on projects 
have Ii..tlIe 2:ijanc of success unless the GOZ is will i n to organize 
anu i iCQce earcii organization that can plan, manage and 
im[plemuent Cvsvj ch actl i.VtiLes 

'cowiuenatoiol mo. 	 1 

UEALD/Zaire require the GOZ to develop 
a plan of research reforIl and an orgarhiza.­
t.i.onal structure i ,*o which the I14EA 
LUpport Project. can be placed, so a 
ciaria ) 2ilcon be developed wLthin that 
_;tUC'u-e that will enhance the survival 
o. AID s assi.stance after AID support ends. 

]. eC1liietida 	 to''L d U[' tC Lon adv1 stes U.AID/Zaire comimience that 
_ 
., ' I 1 : a di ready i. tla ue , Since January 1981., when the 

SLl;2 11 (,'2e1Ved fet irst drafts of' the agr iculture research 
,2nae:,. ,.ectw 1,.an'saassessmients of INERA, the Mission has 
o- n w,';.tti l .th tLhe DOA ano the donor group in planning 

t'r (K,,~:nizaL.ion for Zaire, ThIie (Iroup meets regularly to 
, -' i n r ion,Itu:;:; .. . ct; ot development Za rt. a no ?or gan 1 zat 

lt , e,, ,ra] has been its iiost .r(: querit and mosti.j CrIearch 
I l u-, A consensus Is Up that. to 

S ' "r ' erc I I ZaI re is a burd(in (iyoOlld t-he capacity 
, I ,' " n,_ o. ,nJ thit INi-JA 8Ut undergo -ome kind of 
, ,' . ;.V 1W: hi ,,..,.-eliber 1981 USAID/Zaire has been in 
',.,(,; SI vuiaor I PID for is support oI a port.ion of 
Ali- T,, . urr.pIarlarnn hxi enough 

u: i 	 Shiapin4 funo 

,1 Our n is ble 
, . plan finally de(cided upon by,,gnizatior 
.,1. c. donorr and the GOZ . e and the other 

.... ' ""' 4 U I cul urLal research ;hould have high 
I I i,I, .. oitsry, despite the serious bud~iet problems 

(', WatL-, 

.cultui r I a]. research that "'ould 
. ' ('X 1)ii i ts t 1 .LulU r iand WoulId cause an 

". . e Indeeu We ;t('0', to avoid 

"i.. 


I' ', unu jrCOd ~itlng polAitia] .
 

i iiar c~iI~~l.L~le; i1Vtve ,st he 
Z. 	 ' t . Is wlliL t develop an(i lund a 

. ;' ',i. roect W1il p1 oVide II .)l la;tillg 
1' )0j,1( I, I tO r ven Io;(.rcl,USAII) and, 	 o y q to b' 

r''e revi.,, i et roiAVe 	 uslt. nl , our 
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I NERA And Tn~e Ilul unu Station Do Not Have Adequate Budget Suport 

The GO' has not provided adequate budget support to sustain a 
research etfiort, According to the project agreement, the under 
budg ted Mu IuIVJu station will have to eventually take over the cost 
of th e AID pro-ject currently being implemented there by MASI; or, 
soMe ot.h-r 3,(Jirce of G(OZ funds will have to be developed to continue 
thIe activity aLtulungu, Another GOZ funding source has not been 
developed; tieretore, the project has no evident source of funds 
af t'r AID 2upor t eildSi 

1'hen the IPPA supporL project was approved in 1973, mulungu was in 
effect an un(ier-producing planation, employing 400 laborers and 50 
superv'o:;-.. LL manayed approximately 1,000 hectares, most of which 
was cultvteu---.except the steepest slopes. The physical plant was 
badly ueteiiorA'-ted and there was virtually no research capability. 
of. tue: bua.je.Lt supo,,/t received trom INERA, Mulungu used 95 percent 
of it ao / siat.ies, Although all receipts from sales at the 
,tat. 10.ion , ;;upo;e to be sent to INERA headquarters, Mulungu 
~t -1O LIt ~:ezable portion to meet its own expenses., It also sold1 

its pt.OduQ It jreatly ceduced prices to its workers to supplement 
tIeIc ,;aaI LIe s This situati.on still existed at the time of our 
audit, ano will probably continue to exist when the project is 
cof.ip.I f.ed 

'Ill(, All, project ( as opposed to the Mulungu operation) is 

sel I- 1, o It 1: 1 (3. It has its own local currency funding source 
)r viu o t r)! PL 480 Title I sales proceeds. These funds are to be 

usd ex c ! ';I eIy for AID project activities, not for usual. Mulungu 
o ea ion:. i e project provided chemicals and lab equipment. In 
dOad 1,,)r* i o:; 01 the 100 project workers were hired and paid from 
( ' P ,,r t,,i;ida to per form project activi ties., 

', .- Ii.[IrIenlt-Jtl in ] problems because the project has 
I[ ' I ~ fo r .I , gasoline, space parts aiid transportation; 

,,, -.' w as few of the normal operating expense 

. ,...., ],> ~~-" :cou t-tipart funus had to be lent to the Hulungu 
,,, ,pt'.y T-'e stition's electric bill., The station 

,, - ,, ,,,, vir , ly no furius for repair and maintenance of 
, , .Y teh All) project located at she sV.tion has 

I : . .. , ,, utr Q,! thles;ev, w 1 ite31s. 

,. .1 1i)01t 0 of the AID projectUpO colpleLiol 
"ut WOUI. WJiit to) hire the, Zaiois project 

I Ot(7.1 oselll with1 the team1AZI and 
S.he GOZ, wi11 have t-o provide 

Si i ntenance, chemial and other 
S"S"'- ')O' i; tr. At. the pr-sent tihl(e.dI et. 

, - , ,loubtful becausE, i.1iPA lacks the 
,,c,! ('ur(_: cy to .,upport the pro),c;-, andI there 

;Alf O . u uhe projc(,c b.[ld, t ly. 

http:situati.on
http:bua.je.Lt
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The INERA Project Paper mentioned assistance provided by Belgium to 
a dozen INERA research stations. At the time of our audit, little 
tangible evidence remained of the completed Belgium activities. In 
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 for 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. 

USAID/Zalre indicated that projects in Zaire cannot be implemented 
within a Live 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 
beyond t he 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.
 

,,onclusion, Recommendation, USAID/Zaire Comments and RIG/A/N
 
TResponsv 

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

Recommendation No. 2
 

USAID/Zaire reach agreement with the GOZ 
on how the INERA Support Project will be 
funded in the research structure in the 
future. 

USAI D/Za i re Colmmients 

"'rit recommenuation is impractical as USAID/Zaire has no means 
(it its disposal to effectively require the GOZ or INERA to 
increase significantly its financial and personnel support to 
t1-:, lulun u Station. In reality, we have a project at Mulungu 
th,t, as a result of GOZ budgetary constraints, cannot be 
wufpurte(J at a level considered adequate. In the near future, 
I IXIFA ind all of its stations at best, will receive only enough 
LI1' t.supp1)port from the GOZ to assure the survival of the 
p[hy i c,],plant. 'phe GOZ cannot provide a budget to support 
.jr 1(:ultural research at or near the levels needed. The donor 

(iroup in Zaire recogn!zes this and the fact that research in 
tis tountry, if it is to be eff-ctive, must b', financed by 

01O ts Lde funds for quite some time -- even if such financing 
Leglkilres the funding of recurring costs. The recommendation 

al . USAIDiZai.re reach agreement with the GOZ on how donor 

http:USAIDiZai.re


-8­

sopport projects will be funded neglects the fundamental problem 
aonfrontin5j the GOZ - the necessity to continue to cut back on 
all government spending. At Mulungu, Zairian technicians and 
USAID/Zai. re have gained important knowledge about legume 
packapo.s and soil testing and classification. For the remainder 
of the Lop, pot, ess will continue to be wade, We do not, 
howe-ver , p,011 'hat tIIIUuu, aftcr the departure of the USAID 
tecm, 4il cilt inue to r(uire or receive the current level of 
support, hLulun'ju will remuat.n a substation for legume research, 
with a soil classification component that may become the central 
laboratory or Eastern Zaire. In the scheme fjor r eorgani zation 
of any research in Zaire, Gandajika, in Eastern Kasai, will 
become tue most 1impor tant center for legume r esearch, 
Specialiats we ace training for legume research will help staff 
both of thene stations, A research agronomist, soil scientist, 
land clssitier, and an extentionist, now in training in the 
Unmte States, shoulo be able to continue with legume research 
at lu ungu, They would be backstopped by other scientists from 
the .unda jika heauquarters," 

RIG/A/i' -:.:, i -

At presenL there is no proposed source of funds to support project 
activitte atLer AID support stops. INERA can't support its 
existin g proqza, such as it is, much less pick up the salaries and 
costs currently being paid from project funds. Other donor projects 
have virt ually (Iisappeared shortly afcer assistance stopped and we 
see this pro lect being implemented on the same weak basis. We do 
not believe %h i; is au acceptable basis [or cortlnu.n,] (Iproject. 
If an uqr.eeinumf. can't be reached o hoa the project will be funded 
in the fitu e, we Uoubt that the prcject, has a futurc; thus this 
form of 'eve lopweton assistance ohould be terminated as soon as 
pract t ca I. "e have therefore retained our recommendatilon )ending 
agreemile)t or Ler liil hot ion. 

There Tv Little Institution.l Development Taking Plac, 

The I iJLA .;uppor L Pr) ject pr oviued Ii ttle capabi 1i ty to develop and 
conductr r within Mulungu structure.fL.ci the operating Rather 
thani oat.wiIt. j to o erate in what an AID evaluator termed the 
"bizarre wonnowe,'' nt environi;ment" of INItEVA, MAKI chos(e to establish a 
compll(. ] ' lnnopnd',neIt, research operat i cntal unit at the pro ject 

lcOlcowmunirsi te. 'Tn',' ,'L :t oted On a "eparatl radio n twork, 
proviV,Or'S . t.;I OwnCA/S' [ogJ5t. I (201 . lSiy t" , hi red aid f i r d its own 
work :, ond uned ins own source of tunds, None of to.' act ions 
requi ie the ,,Irvol o , or even dLCUssiOn with, thu' flu lungu 
Director or othec. ,ulungi personnel. Regalar meentgs between MASI 
and .ulI ungu ier sonnel, were cancel led by MASI becaus, it was felt 
they Were dOl n'q more ha rm than good. 
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GOZ-provided counterpart funus were transferred from Kinshasa to a 
joint account with nASI and Mulungu. The Mulunqu Director signed to 
withdraw tranc he of funds from this joint account, for deposit into 

an account amninistered solely by NIASI, The Mulungu Dicector 
neitihe knew the amount of subsojuent withdrawals o the funds from 
the [iA-;[ .Accoun t nor had any control over these expenditures, This 
effec ively 7Ioved tIe hulun u Director fr-om any control over or 
paru atllt1tr.h in the INE.A Suppao t Project,. 

The Project autlho: L.Zation dusc rbea the INERA Support Project as a 
project "- to assist .he development of the institutLional 
capabQIiLy of NErRAo" The Project, as being implemented by MlASI, 
will nut dovelu, IhERA's instLitutional capability, nor will i.t build 
a ho lunjU research ano iagajei;elt capabil ity, 

A 1Ocmtu A;t in C hie' of Party of the ,LSI team wrote iat the 
Nulunqu I rLecloI had S taLed] innumerable times that his station could 
have only, 0:e boss. The MASI tech nmician noted that the implication 
was that every *ispecL of the M.]ASI Icyue program woulid be under the 
Di rector n ;ct on ano supervi sion. lie concluded that were this 
the caste, 4ou be no n oeu a C otess onal MLASI ; rihleyther t 
wou..Li by.clis Lied as suvisors whose suggestions, findings ano 
uarectiono in the conduct of Qhe NA.I program would be sUbject to 
the c0ocr'. Lur oi the Nulungu Dir ector, 

u sioulo be participating in 
The mn ". , t0he project. Ubhile manaqerial weaknesses and the 
"e hoel.iyv u :. Mulunqu (Goz) personnel 

c;E",-O 
peLvaS1VPSt~Sn or curtrI onf1in Zaire may prevent turniy actual 
contLrol of tie project over to the flu .ungu personnel, they should be 
playing a much more active role ini project management. The MASI 
techniciuii nouL.u be prOQvidinq ,idance and assistance !ulunguni to 
personnel to prepare tLhem for their eventual control. IASI 
tecican2 :;hould be advisors, that is what they were contracted 
for. 

For exaiple the; e should be a counterpart project manager 
responsible for running the project on the INFIRA side This manager 
should be trained in managing the project and should participate in 
all pIijct (itCIS].l, s. 

Another example in that a luIungu counterpart should be handling all 
logistic u[l ,IporI withL the assistance of a MASI technician, The 
hanoulbn o1 ]o(y intlcal support problems is an integral part of 
10i ntainiUG a,..(eate supplies and equipment and helping visitors at 
a rew t, lc,,.u research so.t] on The auility ot [Hulungu 
per S !Uo 0 t uviNu Cderca]i, spare parts. gasoli ne and other 
supplies 'ii have an imiportant -mpact on the projet s future. The 
LIllto ftoriunlunu petsoaennel to acquire such expertise is when 
techinical assistance is on site and available. 
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'Tfe 1 £c .- ,r oject author izati on anu approval was developi rig the 

resea-cgI bbI I ty ol tIhe [Nulungu Station. Current implementation 
inethouologjy ,os not d rected toward that end, 

Conclusnon, Peconmendation, USAID/Zaire Comments and RIG/A/N 

Althougjl located at the Mulungu Station, Mulungu management 
personnel are not participating in project activities, The project, 
in effect, has no counterpart project manager responsible for 
project nianageiimenz o The project is being managed by the contractor 
-- IhAS] if UbAID/Zaire feels the project can't be integrated into 

Iuiungu sti-oni s overall manaqement, as a minimum, the project 
rno1ij ;.).co1Oa on opei'ati ny unit at Mulungu with assigned GOZ 
coUn 'e r:art manageient personnel. 

<-,:;ommendat*Ion No. 3 

U.;AID/Zaire require the GOZ to provide 
counterpart personnel who will be 
cresponsible for project management. 

om-;2 on 4)miendaLi No. 

U.-AiD/Zaire require MASI to train the 
countrpart personnel to manage project 
LunnIs, personnel and research activities0 

.i~ I e (om;;nert13, 

t., ' 1.* , i c ,I t ito 'he auui to Is report between 

I ., .. 1 ; ! O the Hulunqu Station as a ZaJ rian (nt LV 
0 LU)ot io ar expatriate entity a LMulungu,., The 

,. il\ [ l-.(-l pr ov iding logistical support of sorts to the 

,or y-,ars or ior to the establishment of the 
.. _., i.i e logisti cal support required to establish 

,.': " i , ,.--xatr i ate team should riot be part of the Zairian 
:.n ,,,.. 'i a,: th- s time, The provision of chemicals, spare 

> , ..,,:., u: : other is pli es for research actijvities have 
,,W, ,,. .. ', b ore by ,a Lians thelir probleim is not. so much a 

., , u:: (t' " I mlipoverisliiment caused by 
,..., uuet1i fn purchase and expe6l'Lloio of 

lir ec~tor ar . ' Ke coun'..erpar:ts Are note 
AI iI..] w Io (.11llst ca(,, support[. for th" ex[,ariate 

, Ii / nvolveo in the aspects of r esear cti 
;fT pip o ct and shoulu have rio difficulties in 

<, : ,., '.,-, ,. ,f:0 At :~,- expatriates' depar ture, ];: proper 



Tle disturbances and ill-will cited between the sector director 
and the contract team have been caused partially by low budget­
ing for the other GOZ research at Mulunqu. These other research 
activities are important to the sector director and he has 
demanded access to and control of the legume project counterpart
 
funds in order to fund the other research for which he is 
responsible, fie has, of course, been duly refused such access 
and control aid has [or some time manifested his resentment of 
the legume project. Such resentment is unfortunate but 
Lnderstandable. It should be noted, however, that the sector 
0,Cector does not have the sympathy of INERA headquarters or of 
thz GOZ Further, despite the fundi'nq problem, he and the 
present MASI team have a good working relationship. 

The sector director brings up the subject of counterpart 
funding, however, every time the project has visitors, We 
understand his frustration, but we cannot fund his other 
research.
 

The sector directolr_ is one of the siqnatories on the dual 
signature pro i(ct account and ireceives financial statements. He 
is free to quesci.oli arty expeuse and could ask for closer 
scrutiny and pr .<or approval, at any time, if he chooses, He 
therefore has contiol over expenditures, fie also knows that he 
cannot withhold hLis ajproval on legitimate expenditures without 
getting into troublel wiclh INERA headquarters.. 

USAID has formally written to the Coii-Jssioner of State for 
Agriculture witt, co,:..es to the head of INERA, the HIASI chief of 
party, and the sector director, requestinq that the Commissioner 
appoint someone else t'o co-wirect the legume project w.th the 
MASI chief of party, We do not believe the present sector 
director has Ti, tioe, or interest, to concentrate his activi­
ties solely on tlhe legume project The new co-.director will be 
brought more fully into [project management, administration, and 
logistical suppor r, but the funds, of course, wi11 be used only 
for what tiie' a( ,r -,nri.y budgeted- As a point of fact, in 
the firsc year ol tIhe project, a deputy sector director 
functioned in tij.s capaci y until he was sent to the States for 
long-term trai ningi in January 198 1 aniio his Uuties fell to tle 
sector directo. 

RIG/A/N Respon SQ 

()Ur comments whicih pc( Ch,-.' (i rh ' ecOhnii(idoatJo i we C ot J.Lntended to 
infer, and in Oiuz ). 5fl (10 niOt-, roat courit e rtp !fladLt. C.O INERA 
activities s!nould ,(. I:;,,( - .(J iurid oTher fhulungu research, 

Although action i ,, ie iiH b,, U;AiI)/ za I:(- to get a co-.d rector 
who will be hrought or .i.urn 0[IIIIOect manag(lieritr, i 0Im r!. strat;.on and 
Lo(listica] Su pport , w, hdv( r a,tained ouir recomirne riudtiu. U111 1 a, 1 
co-di.rectcr is ass.;,,('( ru J, pro Ject and opp-op,.-e J}nOJP are 
finalized., 

http:strat;.on
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Project Design is Too Broad
 

Project design called for research that Would determine the major 
characteristics of small farming in the areas, and woul.d suggest 
appropriate research to the technical staff. The products of the 
research efforts were to be tested on simulated farms on the station 
and introduced to farmers. A study was to have been done by the 
MAST sociologist in the first year. This research, started at the 
end of his second year, has still not been analyzed.. Iather than 
following the project design, the sociologist spent his timine in 
assisting surrounding villages., ie hired several people and tra.incd 
them in the capping of water supplies, and small aniral :aisIng 
(rabbits and chickens), and assisted women's social groups, 

'ihe project also included the establi shment of a soil classification 
capability for INERA to ultimately serve the entire nation,, and 
legume research that would result in improved and disease resistant 
varieties. In addition, the project called for an overall assess­
ment of INERA as a national research orqaniZati on The oroiect was 
to provie institutio nal development to an underbudgeted, grossly 
inadequately staffed, and non-research oriented organization. 

The various project componeits were not mutually support2'ng. It was 
originally assumed that not only would INERA be assisted in its 
re},search efforts, but that it. had sufficient capabil ty to accept 
and handle such assistance as well With that assumption now proved 
false, the project has evolved into a self contained activity 
located at Mulungu., We feel the project: should be limi Led to those 
activities that will provide the most benefit to increase legume 
producti on. 

The agronomist has made progress in soybean and other legumiie 
research. Although an earlier eval.uat] on recommended that. greater 
attention be paid to trad.itiosial crops in the area such as bananas 
and manioc, we believe Jr is too late to start aqricultural research 
efforts in new areas not planned by the project 

The soil testing laboratory was completed with all U,,S, equi pment in 
place. Progress had been maue in establishing a functional lab and 
makiny it work. On a much more limited scope (both in numbers and 
in geographical area), tLhe soil lab miqht continue to func-i on at 
.u1ungu-.-but not for the whole count,-:y as ori ginally planricd 

Conversely, t-if or ts t:o develop an extensIon C4.abili-f azre 
(3tes.I I'UAbt-. 1.-xt.el lsi il wo. P, ha fevL" bitr' pdraft of ?",,al1azigu 

rese ea ch act V i CC,a U 1( 1 Lc."the C>Apauia I O :-L-ppor t Iuch 

ai1 -fiort , a,-t1) t an a, tL-di t' ()1I I.( xte'r:; I f)11 ;c V1 C(I, Cu1 eut 

resear:ch workers -3hould 1)e t..au t to (uevelop jz c'tr catJ oilCa:OITL 
alnd under st zdii (j1 '.WJE ;ui ,oui (1n '/ tlarillel.s a.., Vil n I.: x tz i on 
work for . LL; own sake, or thf:, type O COltWg dli .iiOnll,"Itoly cc 
prey ous].y ateiteo by tile projeci , appears boyoni I), 'cope of a 

http:1.-xt.el
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research statbon. In addition, the Lying up of trained research 
scientist's ti me with extensioni work not only appears to be a waste 
of a scarce human resource, but counterproductive toward increas.ing 
research acti vi ties. 

The officil] GOZ network of agricu].tucal etension has been 
1iiet rectua1 . ras efforts have achieved minimal results due to a 
variety of reasons: a lack of tralrinng, Supervi sion, logistic 
support and policing activities. If the improved varieties of crops 
expected to be produced by Mulungu are to get to the farmers, an 
extension capaui1. ty will have to be provided; but we doubt tliac 
114LIA should do i t For example, extension agenr.s beiig trained by 
a neighboring (30 kiilometer distant) German project could be used. 
AlternaLively, USAID/Zaire could focus on the GOZ ext.ension -' ervice 
in a separate projec.: 

USAID/Za~ire i . in the process of providiny additLi onal veplac.mellts 
to t-he NiASI team at. Muluncu, Assi stance js planned fLo up to nine 
months each toc a soil sc.entijst, land claisfr, an" rural. 
socioloc st/exz-ensi on specialist. We believe the project. should be 
restri cted to legume research arid soils testulng as presentl y staffed 
until a research structur e and strat eqy are agreod to and 
oeveloped, we do not beiieve techni cal assistance on extLens on, 
erosion, rabbits, water sources, wom-,en's social groups and latrd 
mangement. are ac ivJt jes that will enhance LLe r'esearch capahi lity 
of [NERA-

We believe the INEIRA Support Pr oject aeeds to be rest.ricted to 
research on lejume procuction packayes, so.ils serv ces andc 
in s 'ti tU ; orIa I deveIlopment 

-
Co r c Iu5 on i{ecointienrLd on , U,{A II/ Z a 1 r Conmcilt l.5t nolcR 0/',A/%; 

r'iie pojec., 1Ii ed lil i that n . i!IC U'juJ(O i 1 it( eI1s 	 vo II ClVi. L ? WEe1e 

Sjli nl 	 u:,.I (n, 01d :3 e,stabli shinq acti vitL s (altnougi o ment , 
XtLi ,jLrIaiiI IMM not2ilCh asI D d I uappi ny ) that do a'pp ear t e 

cri tl ca to. th1w veioirt of a lequilles re'search capabi I ) y . 
iievI k the j c - 116 I In ue, as t LtI' th'ehoolt is 1 1 O 

O()1":i 1 1Z.] W i]i I <;ti' dL(' (K5O]Vld all( a LOSr ieCh ; -l-L.('57 U 'V(lo:pCd 

C('. 0Ihilha llt ;,;()I Z I,5: 

I... a !'f 2 le;t; 1CL p(ojQCt I IT 
) . ' , t ');e: c;i a n sO" I.; . r V! .:­

t_;;:< i f..u;.jtl o ai suop],'l. " t!t onder 
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USAID/Zaire Commaents 

"T]hs portion of the audit starts off by describing tlhe four 
project objectives, T1hese are (A) the deterfidnation of the 
major characteristics of small farming in the area and 
sucgjescin(j appropr iate research to a technical staff Lor t,,stIng
of the results of. t.s r(: sarch on simulated farms on the 
Stitj.0on prioL to £itrouuction to farmers, (!u the es;LjishiuenL
of a soil classification capability for INERA thac woulo 
ultimately serve the entire nation, (C) the carryinj out of
leuume research that will re~s1 in improved and dilsease 
Cesistant varieties and, (D) the assessmenL of I8LERA as a
national research orqanization. The audit argues that ti 3sj 

tJesicJq i's beyono tile capacity of the INLh'A Support lroec' andrecommends that All) continue with objectives (13) anci (C) only,
objective (1)) hdvinq been completed, and objecti v, (A) not,
.ac(:oc.lng t.o the auuiL, kavjng really beyurl,, It recommends that 
project ohjecr iv(,s be narrowed to those which can be cont i nued
at llu lunju aft(e- te INXN, A Support Project is fini Thed, We aish
sJt111.1,L to state that oLiective (A) is an lintegral pai t.of. (8) 

. t.0W.owar nment Lhat i.t-nah (: 01 w s its attai has beLn, ond 
aiLno-. be dr o )pei, Buuqetir.lwproblems and " ,e I:a c of a . 

aJ.&techlnician nave caused the project to r euc, the 
:;ca]e of: L pleventat ion of: oLjective (A) a.ltnouulh L1e 1.eccnt
ihdi. tton of a replacement for the project's .florLe: :J(Al
.2.(21o1oqi.St w. 1i us focus on oiallow to more attention obeci ve
 
'A),
 

1.1iie audit'.s r ecommridati on to reduce the project-, ]es.(jn j; based 
Upol tie ,ssumt1on T-hE all project activities must co:-ti.nue at
7-ho Presenr ]eve1 ain( at tluluncu Station after the t-pa rlu 'eof 
.. '.; (te t ('d1: ;.o, however, do not so(e such a .iin a-- ar

[a t '. tse pro-ect: cep iqn As di'cus:e j r our, 
f WI,' to t.1p- JAwi '- ;r coihimLeildat OJui 3 and 4, we pan r,&, the 

er'o;, l I'" u;te research activi ties will. be Iiioved -. c&,djika 
h,'. '(t l; c l,: ;!; i i ;C(2 (oidporx.orL WI 1] Cun. ! oon 

i (A StIr VJ ce The nat -).-
I o I,. 1: entire r,".[-A, au 

'.,j 1 i,. r(.uJ re i Such ldrns are to be Of-frt:tj.Vv.y
;,,,,l; , , M i n. u,, ,,i i se_rKve a sL -ar e se.ar c h an :: (-e, '; O":,1;.,t.IOIL r:or Ili'C r res.rc and o.ri ltia an's sOw c:}' 
ltII', ... :4 LI.:, t. i SLiJ I; Cids::5it).cat.()n t(-i±L." 

L.!t~ A./A
' .1 
 0 Tl-, 

-. :i : ' , ' ; , I "4i, [ , ; t 
(i .oil 11d(Iji f, 4l" t , ... [' ] . I ) '. l , ( 0.p, j , ' ' , :


P.' 1, [ U' W .;',I[f ' , ' J I"::. J i ;vt V' r'C , l: ') ) ,]i.' :" :S a. , t. o " [,r. y 'U(, (Lh J l ; ,,.,.
 



LWiieu research organization. These technical .npurs may fit inco 
so me future organi.zation; however, to provide them beLore a!. 
parties have agreed to an overall research strategy is luer;Lof­
able. Vie therefore have reviseu, but retained the essence of our 
r ecommenda t ion, 

"'ibe Assessment of I NEbRA Di.d Not Accompli sh All Its ()Lj e, _tivos 

In addition- to assessing the overal! INERA orqani.zationa1 stru.ztuw, 
the recent assessment by MASI was J.ntended to trai.n on. the job igi. 
level INERA staff, Ve saw no evidence of this traincj in any 
reports produceu by either MASI s Business Manaqement Consul..:art or 

the Aqjricultu.ral Research Hanagement Planner The Agricultu;:a 1 
ReseacLh flanaqemont Planner spent a lot of time tryi ng :o conv:'nce 
the (;OZ of the merir.s; of a drastically reduced INERA, lie l1;1) 
produced a number oI reporti; on continued USAID/Za. );.. as :....... c_ 0 

tu1e "ne'W" GOZ agriLcul tural research orqanization as ho saw 
Bus J ne!, ; na.je~l, :1 Consultant: did not assist in t--he lip (,!teL Ir .ior 

of hi s owni brietr reports, and sreemed to have accomp iski ad v, i " 
L.Itte (UJlrinlq is. two y'et5 in Ziire. 

research ris 

pro(Auced )\yt I,e 1k ASI A55Q5 elt tealil, I1ER1,A at on- t)'miie .i, ,. :;inr v 

ti!an 50J(0 expat.i, ate sc e 3ntsts workinq on aqricu.tut a I ::f lCh I 
Za r.e More than 15 ]UU soil samples a year were an, i,/ze, Wh, 
S-or~e ofU ,h.Ls w CI iaol.ed back to 1910, INERA had been exper ime, i. rig 

An inventory anu anai of. aqricultural in gZ,o w not 

v. t- soybezifrs s nc(, -e I ) 019,10's, and was carryinriq ou+t: tis ( se:;: at 

f. 2Ve 51i2.} ty Oi5 ii ,h- 195(1's 

on, R i .o n., 1?. G/ ItMC U. ri c ni o . USAID/Zaire m ad k 

I1 th.o aireed oaj ec, Jv,_ 
rf o )d ti o: I Zie( IASI tea W5 O(l- lerlov : i I. 

. '." . , " 1 . Was . ( ,, ,' . . '] t, ''}( r , : : . &kL t!. k , : ( ' i..j t i l e a t t ,. .! L( ) 2 ,2 . ' rrj i : i : 
I ..... ; i].',: We" t{:e oVe pr:iOr f.C2C{-OLJ il V"( .... ','.' 

'*'},,' ,.u t' '' , 1 ' 4} f~... 'e] LIi c:te : n_ te anr c'l ic'..> p e 

o ,' o ,(. f c a.n c r c: 

o n 'o t1-" 

-~~~ I 3' 1(3 ()I~ ~ 



have certainly not assisted in the implementation of their pithy 
reports ano seem to have accomplished very little in two years., 
e
Hf also states that he saw no evidence of any on-the-job
 

traini.n(q of hiqh-level IN'ERA staff"
 

Tlhe auditors' characterizat.ion of the Business Manac,'rs3 worI 
coincides with our own observations; however, the isson 
cisayitees w3.th the same characterization of the Agjricultural 
Research Planni-r s work, 

The Acjricuitura]. Research Planner evaluated INERA and very 
quickly came to the conclusion that INERA was totally
ineffective, was using its budget simply to exist, aid shLould be 
totally restructured as quickly as possible.
 

Once that docis,.on was reached, the Mission decided thaL the 
research plannez. should immediately assist. in i nf!luenc-ng GD 
officia1:; to effect the total. restructuring of IIEIA 

All the result's o that effort are not yet in, bul th rlD.sslion 
oe iL ;Ve?.: uhiar: Solid p)rogress has been miade as .ndicatei In tile 
[ r(',t [at of this cable, 

to sub -j ct teco;imendation, the Mission agrcs iftat esearch 
i.ieds Lo be polanrmrd on the basis of what has already been 
iCco.ii;lJ shed. Ther e ar:e etrrs in ,Mission j I es datiLj hack to 
e,.r I y17[981 3m catn r ission initiatives to conL.ac ch 1;eljian 
2cU (nJrL h worked the proqram t~ulunquwho witLh lequme at prior 

, w. or i e ., ag ronomi st at flu].u: {a lo i ,joa ft ec,t u,,:.,; , e The 
O(jiI fJt ed:LKL~o tO t Brussels enilcoUme to . Oar :.ii2 Vis 

t !'II3 (I jIL I Iif t~r i C 11! r a, -( - Q 

v C / n/,to (' 1 Aco 1r'actor hdave begCr) 1ij[i,,;rI .l 11, 
1 '' r' -fir, <;, ;L] t , 2 haiVe' retained our r C ~~ecII,el(:<Jri LP-'lt! iLj 

, 1'vj to L t the dta on p or r V' (. 

I )it~j Have ot enjY.1~' 

[II:A .I,. , t ; '(t w ith tlhe technrl I . , t 

1 1 I f 3Aj1.~'t~ 

I f a tf) I~laV ttIaIl 
t ']!J ']... , . - ' .' .' :'. '€;: t~ort O o rO ( td eJql O ' i !iJ I . [,i L 3 . '. hV(1i ] :j C :,d i ' 

I, t/,c for "s­

http:docis,.on
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only af 

which were sent to the US3,, A major problem in supplying tAe 
counter parts was Provji Jion of counterpart hous.I.nc, Uulungu d.id not: 
have enough adequate housing to accoiumodatr" 22 coujnterparitso A Ler 
counterparts wer' sent: to the ,S., thleir failies rema r;i 3r i e 
few aval table station houses This prevented the h(ousJ nj W 
addiuiona] counter part personnel1 
ThI counterparts selected for Miaster's deqree training in the U. So 

31 the 22 required counterparts, lNERA provided sev n.-

were to have been selected based on their experience, educatJional 
level, English capability, and importance to the I1'NEiRA Support 
Project. However, due probably to the small supply of ava3 Iab]. 
candidates, counterparts sent to the U.S. had little exper, nce, 
either with INERA o)r at rlulunqu--and had poor English capab'-_ty 
Not all had a col leqe deqree so their importance to the objectives 
of the Project was questionable. 

All of the counterparts selected for U,,S, Training were from 
different part ot Zaire than Kuri, and none indicated any 
particularly stronq Oes. re to return to Mulunqu, Several nentiored 
that they were paiG sIgnificantly less by INERA than by ot!er 
eiployees of aqrJ cuI.tural qr aduates, most notably the pDrivate 
sectoIC Ai.tiough told of an i ndividual's CnOWfl.ILtlIent 0-o ) er viC,. 

incur/er.u by overseas trai inyg , we did not see any wr itten d uuAe:;I 
which required their return to INEPA. 

The second group of participants was sent to the U,!. in alouary 
M92, ftter a series of delays, Before they return, tii, Nal 

Suppo. t Project will be over and the MASI technicians will br, 
gone--un Less tihe project L:iextended, The returning counterpart:.; 
ar thus unli kely to , practical exper ience nrece v any c,'Cr)i,,] 

o Ils i alooiory, oi. pez-foriinq lequime research ;nuet, 
suierV Sj (Jon Of ti 1 ASI t-aIl. 

C'onclusion ariu ;.SAID/Za:.re Comments 

GO",has ov ided the pet 20.,n (' 
]

Trf c-he o - i)..p tech . ca] couiL erpart r ; .e

,Ur opi 1 u ,:i[on I 
cre eededA ; however, we uo not bel.ieve additi ona1 ca (JL s 
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Since UlAID/Zai ce has decided to add only one arc- countmeo;ae.'.; 
have ueleLeC r[eCOliiCiiu iIat Oi1 that5 [ CO-hatL-L:e C.:- :'our rihe I eIh (C'( -­
determi ned and prov - ded 

IiASI Hs ,.xerci -;eu Poor Control Over Comimou it.'es 

Adequate coimodiiJ ty planni ny a no coicrol s have not , .
 
as re(JLi red,, .ASI was awiire that the pro jeCt WOUld b 'e% k)LW . Pi 1('(,
 

In a d f f) cult enVJ ronmllent , An early survey waffned ohf tile 
isolation, lack ot. _in rastructure and long delays a ,.ll ,erina 
equipmentL. [Levertheless, we did not find that the wa irlin j rorilpt (* 
any spec. al planniny or measU'res. 

A Jreat deal of -he project's implemenLa on probL,"(- : ''.- , a:., 
to 1o(JstiCal d tficulties Equipment cd 110. arlrve' "I.i' 

wtony equipment arri ved, The soils laboratory was not pa, a 
tl lloirean 1G r loflt.s after the project began, Vehi ces ar r v! d at 

and ,ILhout spare parts., At- the tOfle oJt OUr ViSit, .WiQ P'0OI!c; 
St 11 lacked simple off-..the-shelf J els. 

Of 21 x ilazer vehicles boujht for the Project, three w.
 
Iululrvgu, one at- Bukavu--only one of ,the three at uu ,r.. U:
 

conui IA-o(- The Blazers used jasolne which Was alway.r: 311
 
sUp)pl 2 . 'To impl OV(e p ojecL m11ob l t:.y, two d.i ese-_ scou:_: ,i-.
 
transerred tr om the North Shaba project, ine ,,,Oto;'.CC-.- 2 .
 
el jilt: mtrOrblkes were also purchased., No replacerient rx: r; IO_
 
these vehicles were at the station for Lhe ba: e h Is.
except es.seit,
an.d tde sta on 'garagqe was almost completely unprepa .ed to ifeet 

anyt i nt other Lhan the mosit 1nor r epa .irs. 

Time "IASI team cAt t.ulunyu not only did not have all the ,, , i .ri . 
neefJoed, aut i t a iso ih L equi plmert that was of ]1s&ttieL, lie 
of tO (:,(ILI i ent L,IVe(A cal bratco on the met_ : c scc U. ,, - ,, 
wt~il the col:rec voltgay,, or w. th voltaqe reoulatots t"A) i,.±: te le 
Const iIuly sufg1ninJ elc rical current, The MASI teamil: had not takerm 
all r ven ton y fhl, 1lipmeit to deter e what s:houId eo: eq u in be ther 
dJ] 2l,'02'd of 01 !epdia L'd. 

liAt' I s equ Ye(,d to es.tabLi sh a sys tem, to be approvenlh / 

UJA'1I.D!,a', , for receip , use, mai n enance, protection, Eiii i( StO y 
o 1p.nti~lent , mauer ,-s and supplies for which ih h.ad cuo, o a] 
re'.Jt(m~~r~ L) it 

Ai .)OIJ.lh ai II V(11OT, I St was developed, ) t was not tiC d.:: 'A, ,trd 
G1 1otd (1OO0iit fOr If -tences be tween LPeIs ordk L('d andU I VId 
1>0o 1] 11lt.1 (i C t[Ih ' ni nce o1. h, equ i pment wd5 c eve, oj t, 

All comm:oui 11] CS f~m~i ,ho.O MA 1 were required to cdi 

Ut I c:i uI All) ( ble.m I.m emblelh placed oil the com:Oli io b 
ot; Ablleh[ as: t h ( tL a/k cofliiarly brand aft I tie]' , or Larie x r'y 

p r 6 u! o 1 
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we found numerous commodities h1t did not carry the AID emblem. 
None of t:ie Scouts, motorcycl.s, or motorbikes carried the emblem. 
Several pieces of artm niachinery, as well as various other 
equipment, also did riot have the apptopriate markings. We did not 
see any sil.ippi nq containers, thus could not state whether or not 

these container- conta1ineu the AID emb].em, 

The projeci; i,ecui.rements I-or chemicals and other consumable items 
still has not been developed. In September 1981, a USAID/Zaire 
official stated ,Lhat eventuall it- was qoing to be discovered just 
what chemi cals we requ1 en, w the usage rate was, and when 
replacement reuuests must be made to overcome long lead times in 
procurelment: Ii OUHoiiion, the time for such discovery is now, 
not only for Ci elloci l ; au a]L: or spare parts, equipment and all 
other coiimou.iet ,::1,.. , he INERPA Sapport Project. The 
r e iu IZe.-en(W..; 4 c. n )urposes so the future cost 
of cLoen cu , .,,an can he projecLtCo and budgeted. 

CO c. s , " i. CommenLts d RI/A/N.... .... . /aire nz 
Res o l,i .0 ... 

Poor Co.' i1 '" : 0a 1 ,. b 1t e ; er c i sed by the M.ASI r:eaii causing 
numerous o e L. o,. 1*0 lOh Commoui Ly recjuirements still are not 
documenteu ,w es'w .- of lA;e recucring cost of replaciny 
expenuIAh].e c ii ,iL-, 1..; i rik ,c 1;,.,nr,vi'i 

i<teCO;[iQ2C( }K).,I/;:;, ' 

.. , eQ , to (a) repare 
a2 nv:V;:-(J' " i)'r ' £yi;,er whici can be1;! j t Jf -he ordering, 

an'~'d custody of 
,s) i-ce appropriate 

. . i ,tt as required 

"... , nine paragraphs of 
.... ...... ;~: ta e t . Paragraph 

-.-1 '41,td of the lsola^A on, 
,e. expected in 

SV. Icuffcu].t to find 
..... . 1;,,. },1I'l I h'l O.f mleasure2. 

~S ~C~- viucenu in1 Lhe 
Au t he equ.i ppi n of fir 
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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
 

unquote.
 

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 September 1980. Twelve thousand six 

hundred dollars worth of lab and soil testing equipment arrived 

by November 1980. The lab definitely was running soil tests 
within six months of the arrival of the technicians. The six 
blazers arrived in Deceiiber, 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 
in November 19800 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 four people, 
plus nine motorcycles and eight motorbikes for which spares can 
be found in Bukavu, Bujumbura, Burundi and Cyangugu, Rwanda, not 
to mention Kmnshasa. 

It is not expected that blazers or scouts will become standard
 
equipment witl INEPA/MUulungu. They should last until the 
expatriates depart the project, at which time these vehicles 
should be adeqpate to put wheels under the INERA extensionist 
and research agronomist to continue project work. Paragraph 
four states that quote Miulungu not only did not have all the 
equipment it needed but also it had equipment it did not need 
unquote. We can think of nothing that cannot be used by the 
project, nor of any equipment deficiency that could affect
 
achievement of the project's objectives. Amercan equipment, of 
course, does not always come calibrated in the metric system. 
Sufficient voltage regulators were on hand to run the equipment; 

it should De recognized that not all equipment has to be used at 
the same time. The electrical sui)oov at Elulungu cannot be 
termed as quote continually surging unquote. 

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 agronomist in his office and labs, that 
of the soil scientist in his office and and labs, and that of 
the lab technician in his office and labs -- in the storage 
cabinets that have been used by the INERA staff for years. The 
farm machi nery is found ia the motorpool area, where it can be 
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some tools found in
protected by guards. The motorbike tire and 


the Chief of Party's office do not prove that everything is out 

of place, Maintenance of the laboratory equipment eventually 

will be under the control of a technician whom the project sent 
for training at the INPP in Kinshasa,.in November 1981 

Par agtaph ei ht mntQIIoLis that no shi)pi nq con taine r s were seen. 

Host of Lh& commoditLies, received in Kinsliasa in heavy 

contai ners , were repacked in lighter contaiirs for siipment to 

Bukavu by air tre~iht. The original contaiNers had AID emiblems., 

With the exception of the vehicles, all coiiimodities were sent to 
tulunyu by air. It inr; believed that commodi.ty control exerci sod 

by the old teall was exceptional -- from Kinshasa to BukavU With 

no losses en route. The original project chemical order was 
placed in order to run the following tests on 5,000 soil 
samples: 

A. organic Carbon 
B. P11 
C. Conducti vi ty 
D. Available Phosphate
 
Eo Available Potassium Oxide
 

The project now is capable of running nine additional tests: 

A. Mechanical Analysis
 
bL Bulk Density
 
C. Porosity 
D. Exchangeable Bases
 
E. Calcium
 
F. Majnesi um 
G. Exchangeable Acidity 
H1. Tests for Allophane

I. Total Nitrogen 

The project has deteremined that approximately 300 tests will be 
needed yearly !' satisfy Zaire's present requirements, Chemical 
supply will depend on Government budgeting in the future, 
however, olho institutiUonal capability to perform these tests, a 

project ohjective, has been establ 1ished, 

US ID/Zir) ooes req ui rLe at t determine what1 r e not VASI presenL 

commonii 10' are and are not requireo for the project, because
 
such needs already are known.
 

An adequate b 1 ss.i on-approved program for receipt, use, 
maintenance and custody of all commodities already is in 

existence. 

AID emblems will be secured and affixed according to AID 
regulati on." 

http:commodi.ty
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RIG/A/N Response 

The findings noted above were documented in USAID files, We did not
 
consider commouity 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 recomimendation. 
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Other USAID/Zalre 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 tlhe best oppor turity for institutional development, Much 
timie and effooct has been expended in attempting to conv.ince the 
DepartmenL of AJrticul-Lurc of this concept. We beli eve that the 
departwenr now is i n basi3c ajreement, At the same timre, the Mission 
has successfully conrvi nced other ma jor donors of the wortih of this 
organizaLional concept, so that major ini i at~ives are now underway 
to vert callyi.nLegrate agricultural research withr agricultural 
educati on and exterision.. Thre foregoing does not mean to imply, 
however, tiaL all pr obleiis have been resolved, INERA, as an 
insti tutiron , is2 50t .i I;:glht.Aing to preserve its life, despite the 
Comimi ssJoneL oL Agyoculture's public statement that TNERA is a 
mastodon thatl miiUSt die 

The INERA Support Project initially was designed ir 1975-76 when the 
Zaire was valued at $2,.00 and copper, Zaire's main export, was 
selling for high p.1ces, At that time, tire technical operations of 
the DOA were dinecten by a professional, U.S -trained Secretary of 
State tot Agrjcuiure Today, the value of the Zaire has fallen to 
slightly ove: five cents on the parallel maake%, copper prices are 
down, anrd treasuy .is alImost empty USAI D/ Zaife wishres to make 
clear thant we are worki rig in an extrremley di fficult ervi ronTerit, 
The uud. r. of 'Aie INER A Support Project shows no awareness of this 
envi ronmeni, "e are dealing with a government tha4 for all 
p-actJcal purposes is bankrupt, lacks the ahility to focus directly 
on project problemns, and thus is in desperate nreeo of our continued 
assistance, 

The opening p iaraphi of the aud.t ("Findings, Conclusions, and 
Recomien a to.n s w) forth issues t sihouldsets tLiree wich i says be 
resolved .imedi or the pr jecL should be terminated for havingnately 
no purj)ose, 'Tire issues are: 

a) That I[hERA has no credibility or capabiity ano thus the 
project cannot provide instttitional development; 

b) That research does not receive adequate budget support from 
the GOZ, and; 
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c) That INERA Support Project has no organizational structure 
or counterpart management and that it operates in isolation from 
the INERA station at Mulungu, 

With all due respect to the audit, the phrasing of issue No. 3 i.s a 
gross exayyeration, Issues No, 1 and No. 2, however, can stand as
 
the audit sets forth i.f they are viewed in the context of the crisis 
condition of Zaire, Because of a lack of funding and owing to poor
 
institutional development, INERA does have little credibility or 
capobi 1.ity. This is a situation that INERA Support, PRONAM 
(ProIramme National Manioc) and a National Agricultural Research 
Project, still in its planning stages, are intended to correct, And 
GOZ budgeta-ry suppoL*- in the present climate of penury, is a 
probi'em for all of our UlAID/Zaire projects and for all other donor 
project s. It the cri tenia H1plicit in issues No, I and No. 2 were 
to be iiivokec( ajainst all USAID/Zaire activities, we would have to 
cease all, tecn:,cal assistance operations with the GOZ. We believe 
that tie ci er a mplicit and explicit on page seven of the audit 
(draft) ar-e extrcemely hacsh and are blind to the realities of Zaire 
at t.his inoienu in i Us history. The opening statement says that 'the 
INERA Suppo:t Project is being implemented under cond itjons which 
Tnake any lo!)nj rKte development imw.pact hi ghly questionable,' We 
suges.t. that tLhe gteatest ditficuly now and for the next few years 
concerns the GOZ's inability to fund many of its basic recurring 
costs. therefore, M;e,must reply Lo Lhe audit's issue No., 2 by 
obser vi Wg that Jenle is no possibility the GOZ can adequately fund 
agi cul1t1uraI '.-a rc (or much of any Thing else) ior several years 
to C(0 1o 'ivE i t will be difficult to proceed wi0ch research 

r ojec)j. : ,9 von1i tIe-s e cr Crc!1stances , but we do n1(C believe 
thi,t- . S Or) lle to proceed- If we stop supplying technical 
a s st.,idt l plortan, level now, we are goirig to f[nd ourselves 
an. . n1' a hole when W t. y to resurrect ag i cultural 
;ese0r 1 W.,.' 'o t erinirnate tle I NNRA Support Project at 

tflls "IE Sf. Wa O') the iipossibi]i y of qui ck resolutiof of issues 
1o., Wau . LL to us to be the unwise and questi onable 

" r~ s(lown Jssue 3 not 
Cjess0 "jan ato , the counterpar t manageinentL, nor the 

" 'n . iporiA upjot P.oject, 

}. occn r,1 later, No does correctly 

In :!S ,]: 1 !'; ,J t n'ori thO i)( lt haL taken ani extremely rariow 
v' ,,: ; " ,! . ; ' orojkcL a.. liuiungu StatIorl alld of the 

Ai, G bu rch INERAov1,tS. IA (jy II c Old.i ng ZaI r ain I .esea The 
. ' , wcI.-iv', l e and valuable ii .nts own t:,,ih!:c, has been 

h.. I :;1 ' Uej i t, he door re(jardl ng plannirjnn ; or res,1Aping 
re- t ' isTh i i ;LJ on j tena Lo mrlove ahead n r eve lopi ng 

an UV~I ZIn in that:C)I CA ICUIlura I. <esea-ch Zaire will­
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include dhe partnership of other donor countries., .NERA :,upport 
Project will have played a vital role in the fortma!.on ot t-h is 
strategy and u lunyu Station will play an i mpoitant role n the 
future, even clougi leguimes research probably will have '>ma) n 
headIiuar et; e :;ewier e in Zaj r e, 

Thus the f ULLI Ce Of ajr i cultura I r esearch it.... ZairJe c. osely 
associ arId wi th Like I N'RA Support LProjecL Ou( invo.vement with 
research at iI ,LP,1A has provideu us with iinformali o.i aui expe(r .)se and 
has gjiven t; Lile pi:ileged posjtijon 'A iluvjj 1A rI. o and thle 
respect of LhIe Fia (or donors arid ot the (:'OK ourYrgI oi r , .etient 
discus sion.,3 ow (_jli CU1. uLral re sear cii ''ocliay we .tvt1 J!eve. opd a 
policy fo;: gr i cultural research i Zalre wh ch h:as 1ie stJ1jort of 
the Minister of Agr culture and the tacit ipprova (I !_he i:lajor 
donors. 

Briefly, the pro[)osal is a coiiiprelet.,3VC'e * Li atd (i>p[ oach to 
agr i cu It u r 1 resea r ci. The approach W, 1 1. a. ,e p. .o_ 1 0;.e. L (r 
Zaire's University of culture Lii s rectedFaculty Agr I! i , to 
spec tic cos'1inodiLie; such as corn, cassava , 1nn uiCOs At. the 
same timilo, extensi)on will be aimed at. tO)u .I. 1 . b l . 4 i,;.n 
Zai.re: I) uitegraced rural developm,!ent project,;, 2, pror,'t.-ant and 

kJrOUJpS iW U:iJ-:,ndtstrycatholic tl,issionar y en(gape( 'Itn 'ctiitri t 3r. 

and [,lantat: on'. depend enit on S;h ll ,,,ikle . a, i; and 4)
 
agricultural i#x teni oln agents1a (J(- 11 St T p l , i. ile Upor ersi ty
 
Faculty ot A Lc )Cl.u. ill e Laci]- te ho,
e W1: be fr.; J/ -a 
a 11ASI cont:r ,4(:to IO thle IL L. A ; :[O J) ! sp.J 'e 
evaluatol A [h;iALMow .esearch ca(AL 1 ,?.:2 he ;. (,Ili, 't;ij by 
FAO ariu SiJnOU Lhe JOU . t0(!r lun \'et aneainbiI to Ihat WI ;' 

The aU(il iU ii. pl;Ace the pi'ri(A 1t 1t 2_; P".Iict, 1 1! 
ecOlOliiic 11id i Luro l n (VeOLOIe L conte('x. , ti , . OW<, L[rti Of 
reference, _i the L C vivew the:, pl r ; es of to i , ,UIC. c I a ly, 
contu.i i.Ithi lt' '5ne of p ro.re <s dd) nsn .f(n;:i reO ),ye,; 
current oaO itl C It orqa n i t i oriJ. pro il ens ,li(1, i ! t.;c ei. .. an11d 
wi LII UI Ifo IIr-t (I ;OrIonia ty cori ct:; ca s, bi . iu'n (;W ir r, 

14ASI, aiu hi I, Ir ;u.. fl i; .ea (in , t,,) ) i ,. t.I ,h. 
Za TI a 11 -(;c1() I II re Acn i[ - e (!V,. LId oil Ci, ' 
USAID-Ai\) Li :;1iteiiheO t)IJ ndicI (,(, , , O .' oz y Of 
per sortiec I , " a,iiI tie riA. I I I r It 'A[ t A Ijl:' 'c has 
bet, el [ L ,, 'ie aV Iuat ior, idI. (Ve1 "it. p 
es ( dI 1'' t; 1 U't.. o q r ,)'Lt tS o(tl l II'I; (. jI( 
indicated Iol.v ,, ta. ; J iltuIe r ci I In p L i!' p o.ject 
has veht: (ce,.<,fi eld a;rF,, f-arm machinety, andl a delil n re:;earch 
program, Mdny hectare<; are planted in experimenitll. 4oU, C the 

http:fortma!.on
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station as well as in farmers fields up to 90 KM from the station.
 
Soil tests are being made in the refnrbi',;hed laboratory,. In the 
field and in tihe lab, Zairian countera:tL are recei ving training in 
research tecI i(Jquo'; ano iln lle use e1 mode u laboratory and equip­
inent . The project has idIent ifie, ve.:a1 ip1)i:oprI ate varieties of 
beans and Las star ted a modest out. reach. (;even counterparts are now 
in the United .Lrtes i.o advanced de.jreO t a' n 1 ,l The project has 
developed an nit ial 11 egu1e pack age and a s es oA .Oil conserva­
tion practice'-, includi 1q contou red ber iLL; lor i 1, side agriculture 
to countei. ,oi1 ,' o;ion, Tie Gove.sio o ,! ivl ha,,i taken ofv note 

ain] prorot iOdoJthis effort i'; ig tihe il o (r'/ lhriougljout the region. 

As for the concracto, .AUI was th(.e only U' od',: on tire contract when 
it was of Le, co 'P' r a offer occurred f ofllwwn i the two Souch Shaba 
i nvasi ons. er sonnel nomina ted b)y .. tAev.7e ed and approved 
by USAID Unli..irlunately, ttie :;oe]ec- on ,f p':sone] was far from 
perfect , 'ir, F rat team ot five , , i: ,.si (ed to Mulungu had 
personal pr oi] I ei ,uno r t(+r-LeaL c'or 1.- (,r a i rnI 1p nt o rhe 
Zal r an coi i un . I ,'v)n,i o L t.he lu IuA ju ont., iBy the iJe the 
first teoi~ rhr opa td the otrfuosph(,f- i. Itunu was~ Lialny 
venomousI ile t1r('(' pet.?' nl; 11 0 s ;re at.2 'iulungu, the Mission 
believes, arf_ .taul;'si2 og posi t2 ye eat' oral. pa tLhat should, in 
tilie, erase, tire U] te- ieimor i es L _he :. ;eai,," 

RIG/A/U Not e: we s. W theUA in quotes, 
we have eli iinari ted nu;ies , page numbers aind -et ecences to paragraphs 
that were either not in the finAlna - :t re.ozt. provided to 
USAID/Zaoire for comments or have been chi-noved ,n this final report. 

1Lthou(_j OC comments 
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Recommendation No. 1 5 

USAID/ZaJiue CeLuire the GOZ to develop
 
a plan of rese(circh reform and an organiza­
tional ,iLLtUCLU .,eC tnL iwhich the ]:NE'RA 
SupporL Pr)oject (an be placed, so a 
capabi -ty caii ke ,loveloped wi t.hin that 
structute ti'h il 1,1. enh,'Ince the survIval 
of AI)',, a; t ;tarce afLer AID support ends. 

Recowmiendat.4on io,, 2 7 

USAID/Zait e Leclh agreement with the GOZ 
on how .Lie INERA Support Project will be 
funded 4n the research structure in the 
future-


Recommendation No, 3 10 

USAID/Za. ieic Cileqre the GOZ to provide 
counterpart personnl who will be 
respon. jjI4' I :orptoject mana'jement. 

Recohiie"du t.orl No 4 10 

USAIu/V,;.ar.,e r equire tiAbI Lo tra the 
counter ar:' jet orne Ito ltalage project 
funus, 1o,; , I and reseatch Lie2tvesV 

tecoil,[le-.t[. i o'.o 13 

'USAlID ,, re- e;tLr. ct p roject .lipult s 
CO L O i a'r ch a, u ,3]Oi 1; s ,i-rvi cps 
to p[Oouc(,l, ur lI there Is evidence 
the GCOZ can support a broader scope. 
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Recommendrt;ion jo., 6 15 

USAID/Zi.Alre :oequ re [IASI to develop 
a progI41il to col lecL caita on prior 
researchi L1, --U cmal Le used as a basis 
for plarml2 effearcfli torts, 

IReCOl~I~ieIl(J. ,,1 ilo 20 

' ASI 
a .I:; o;r .a'r Ov d ,;Q;-t;Leiia whi ch can be 
Ji inplei a~ i [oc, Ole ordering, 

USAID/VL' i e e' !'.e to (a) prepare 

L7~ .ulurliu 


receio ., LJ:W , nndnce md cUL;,(:idy of 
all coi,,o,, ., .,,a 0r(1 (L) plAce appoprjate 
AID e;ii, ,, t-h( (,(cuIp1!eh1iL as required 
by the ,yr '-j'i .w , 
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LEG 3 

GC ] 

IG 1 

AFR/CA 2 

ST/AGIXP 2 

FI /!A.Si 2 

PlC/l 1 

ST/i1 1U 4 


