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I. SUMMARY
 

1. Even though Projet AP14ANE had many "onstraints and delays the first two 
years of operation, it was able to process over 960 loans the first year and 
over 1800 loans the second year. 

2. As a result of severe drought in the first year the delinquency rate was 
high - about 47/O%. However, this is a delinquency and not a default. It is 
anticipated that the unpaid portion will be considerably reduced in the Fall 
of 1980 because of more favorable weather and anticipated subsequent higher 
yields.
 

3. The Banque Nationale de Tunisie (BNT) has demonstrated poor cooperation 
with Projet APMANE. Among other improvements, it should be required to provide 
the project with an accurate and complete monthly report concerning the status 
of individual borrowers' accounts, including disbursements and collection of 
principal and interest. The BNT should also provide the project with a monthly 
status report of the USAID/GOT capital loan account. It has been provided 
with a computer print-out model that, if used, would provide the necessary 
information to allow sufficient project monitoring. 

4. The Project Director needs two experienced assistants immediately t(. take 
over routine project management duties so he will have more time to spend on 
monitoring project progress and planning ways to improve operational effi
ciency. 

5. Established long term and annual farm plan forms should be required to be 
properly used in the preparation of every loan applicant's looan dossier. The 
established loan control system should be enforced; such actions will require 
more administrative personnel as agreed to by the Minister's Commission.
 

6. The system of project fcrms is not well organized. The Project Director
 
should con;'uct a seminar with advisors, staff and regional coordinators to
 
review all project forms and to eliminate those not needed and to revise those
 
needed anO prepare guidelines for their use.
 

7. The system of communication between field offices and the central office 
needs improving. Telephone comrunication should be reduced and more written 
communication be used. This will require more advanced planning and the full 
implementation of the loan control system. 
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II, INRODUCTION
 

The Small Farmer Supervised Credit Project was evaluated during April/May
 
of 1980 by a bi-national team of specialists. They submitted an evaluation
 
report which was an excellent comprehensive review of project progress and
 
problems over the first two years' operation of the project. The team's
 
report also included several important and constructive recommendations
 
which should receive favorable consideration.
 

This end of tour report is intended to not duplicate, to a major degree,
 
information contained in the evaluation report. Instead this report
 
focuses more on background and on management deficiencies which, if not
 
corrected, will eventually seriously and adversely affect the success of
 
the project.
 

Comment% in this report which appear critical arc intended to identify
 
problem areas in a system and are not intended to critisize individuals.
 
I have tried to be constructive in recommending solutions.
 

In my quest to contribute to the imkrovement of Projet U14ANE, I have in
 
turn learned much from the Tunisians with whom I have been associated.
 
The acceptance and hospitality with which I have been received has been
 
gratifying. It hae been a pleasure and a rich experience to work in
 
Tunisia.
 

III. BACKGROUMD AND REVIEW 

When the project agreement No. 664-0302 was signed on March 24, 1978, a 
project director and the USAID agricultural credit advisor had not been 
named. A project director was not appointed until June and the USAID 
economist/credit advisor did not arrive on post until late August. 

All of the residual Conditions Precedent of the project agreement were not 
cleared until October 6, and the first USAID tranche of loan funds wan not 
received until Iovember 1978. Regnrdlea:n of these bureaucratic delays, 
project personnel continued to prepare loan donniern for applicants and 
farm work movwd ahead, ran plnnting season wan at hand. When loan funds 
became availabl,, some farmer:; had given up and withdrew their loan appli
cationn. However, tront appllcn-ts were able to get work done on promises 
to pay, when loan Pinds were released. 

Such was the late, off-brnlnnce beginning of Projnt AWA4AHE. An a result of 
thene -iarly difficultios in implementltio n, the project management has beon 
corroa ondiwgly late in developing a :iynten of efficient Operation vinualized 
in tht project t.,reem'nt, en pncially in the areun of loan fund utilization, 
ataff development and projeoct nanagemont. 
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Notwitbstanding the many implementation problems the project was able to 
process over 960 short term loans by December of 1978. This must be consider
ed commendable considering the fact that the staff was inexperienced, the
farmers did not have time to adjust to the program, and it was late for 
autumn wheat seeding. 

The project continued to baild up momentum and at the present time it has
 
a case load of over 1800 short and medium term loans. 

The first year's crop production was seriously impaired in saveral regions

by drought. This resulted in 
a first year delinquency rate of about 47% as
 
reported by the BNT December 31, 1979. 
It must be emphasized that this is a
delinquency and not 
a loss or default. It is anticipated that the unpaid

portion will be considerably reduced in the Fall of 1980. 
As of this date
 
a much better than last year overall crop yield in cereals is evident. Also

those involved in the collection process have one year of experience in this

activity, which should result in a more orderly and improved reimbursement
 
process for the second crop year.
 

Other serious problemns involved insufficient staffing and transport. As the

project got underway designated credit agents were mostly existing DPV exten
sion agents who were given the additional duties of processing loans. This
 
resulted in confusion as to priority of the agents' responsibilities -- to
 
the DPV Extension Service or to the Credit Project. This was finally
corrected ,ahen the credit project was transferred to another Direction
 
(DAPIE). To add to this problem, AID/Washington was unable to recruit an
 
Agricultural/Credit Advisor to fill 
 the second U.S. technician clot until
 
January 15, 1930, about 22 months late. Consequently, im~portant training of
 
field credit agents was; not pozsible during the early stages.
 

Early monitoring of field operations revealed linistry ofthat the Agriculture,
especialy the DIV Extension Service was extremely deficient in numbers of

vehicles for their a4'ents. Early imple-mentation efforts we're seriously

cramped because credit agents, 
 in :any cases, h.td the use of a vehicle only 
one day it week. Thin isisue was given increased attention res;ulting !n more
vehicles being m:11de availnble and morc ordered to bo available in 19,i. 

Projet dependent ef'ficite:-[Ii" -I/1 upon ccordination w'.th. ni .v!rtLlfovern
ment or quani-rovertIent ii.ence!s who provide ::mrterialr, ind services to
project borruwern. Many problems deiveloped in thin fire(! during the first 
year; mot'lly an a renult of por eo.:r.Jmic tIon, pool. orui'.ni.datl. nand fn un
oler tindi.r::tandilini of project. !,.(.s . 6uign into IhIe sIcond yt.ir of operation
most of' th' coord nationtwerel pr,*hle::;:. roduced, ,xcept thorle problems &nll 
ci ,ted with th. 11174'. Th, W.,11 l:tu,h..I fielr i 11'tIP ItItns t-ti:d pr i ority to 
rappoti l)11llty ns fnacL.V maat'r o1 pro'1 c: loru, filundt. 1 njey lorane hmwntigert: werv r;,t adoIeitely lii'orle:,d of tel r rtoponrf ,it y t h t', Proj ect.
Conseque:itly, di tlurvemnntr, of lota fun;I arcn €'tt:t deltyd , lunii contraet
forma nre not availabl. ,1whin teeded, d0cmentati on of ioa .itli.i.tiot, in
inaccurnt#5, ftnd the cantr.l 111P offrir' providoen infadoquato reort" on atatua 
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of the project loan capital fund and individual borrower accounts. The 
Project Director and his staff lose considerable time contacting BAlT offi
cials to clear up problems related to the Bank's lack of cooperation.
 

The BIT periodically provides the project with a computer print-out of the 
status of individual borrowers' accounts. However, the format of the print
out is inadequate and provides no information on interest accvmulation or 
repayments, among other deficiencies. A different computer format was de
signed by the USAID advisor which would provide sufficient information, if 
used. This was presented to the BNT wit!i the suggestion that they adjust 
their computer print-out accordingly. They verbally agreed in April, 1980; 
however, they also implied no changes would be made before October, 1980. 

There were other problems of implementation which have since been satis
factorily dealt with and which have provided the benefit of "experience" 
to the project management. 

As a result of the late start-up of the project the draw-down of the USAID 
committed funds for the first 2 years has been less than projected in the 
project agreement financial plan. The evaluation team touched on this point 
in their report. It stated that the rate of draw-down would increase and 
will be utilized before the project reaches its target of assisting 11,665 
participating farmers. It also reco erid' d that the project should be 
extended for an additional 2 years to provide the project the opportunity 
to recoup the time lost the first 2 years, especially as it pertains to 
utilization of USAID committed funds. I wholeheartedly agree with the 
analysis and recosxi;endtition of the evaluation tear.. However, it is re
c-Ummended that ar extenti:n -f time for the project should include USAID 
technical assistance. hews.nn can be found in the following paragraphs. 

IV,* OKIG TO THF FU1, 1ME 

Mont project opeittional problems can be avoided if timely and well thought 
out plnnhing, in paru. of the fiatiement process. Tho late 4tart-up of the 
project mnalv it imosn ihlf tu lr'urp,,rnti. suffliclent plrintirin into the manage

° merit procrer,: durinw th,. earl- I ip]. .'.ttit.ui period. However, th,. project 
can io loner une th1e n (w, excuto:; V project dirruptionn at were used inl 
the first twt) yeftri: o,' opertatiot.. Ti'h. .'i tentt for th,. tnucevrn of the 

proj ,ct dpedo i upon how 11. 1it ::,mw.y,1 flro herr on oul.. Thr- project hnn 
develi'p¢-d tlnn r Ve'.r IncrofaltIi akl(U; d e'qu1 'm:n t be.: ,ut:ri o1, nn.,,tNf4 other 

rer nr tti, i c(: f.ried irt~ a'rmsti I , Icmtr¢.ec (If nu.111:-J, ,r' 4 :ployeen 
,wid thr" ilgh I h ' g-oF raph Ic , .-x)rf.i.t1 ,i of t I .r. Jifr,.n-'t, t' ar . lowe',lr , thie 
dynteln of proIet: t.: -'.r t has no I zpr vr d rrt;u:l.tVt], y .n ordt"r to ttd-,

qutoly cop, with incrttinrd worl- towl . 1h;).rltf tht- ti-rm'fd ptjoCt'fsl in 

improve-, it will1bv Incrtntillpmy difficuilt 'r tht zr,,t tA cot:;)) vi th thn 
rcquirtnm.intr Cd twth pror ag!Z..rC.lt., ezripcifally it,th. ftirnn o Vfern p1rnnlN_ 

and l'wi clintr.,l. 

http:ag!Z..rC.lt
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The critical areas where improvement is needed are as follows.
 

1. More time must be scheduled for planning.
 
2* The system of farm planning must be utilized more effectively.
 
3. 	 Initiate and utilize the established system of loan control 

more effectively. 
4. Develop a more efficient system of oommunication with field
 

employees.
 

Unless serious consideration is given to imroving the present system of
 
management, the increasing administrative workload will create an undesir
able situation where the project administration-will be submerged in 
superfluous and duplicative paperwork which wll considerably reduce the 
efficiency of the project operation. The definition of "management" as 
used in this report is the system and process by which Projet AIONE is 
controlled from the level of policy makers to the regional coordinator or 
chef du bureau de liaison. 

1. Time for Planning 

Presently the project director operates the project by himself. He has no 
management assistants to relieve him of time consuig routine tdminstra
tive functions. The central office staff consists of an accountants an 
office assistant and a secretary. They are given little authority to make 
decisions of their own and perform individual tasks as assigned to them by 
the project director. When the project director is away from the office no 
one is available to make most of the routine decisions. This usually results 
in no 	actions taken until the director returns.
 

The Minister of Agriculture's Comissio, established to review project
constraints last oril, aproved, among other new pesonnal, two assistants 
for the project director. lovever, no action has been taken to locate and 
assign capable personnel to those positions. Such delays and restrictions on 
assigning key personnel is false economy, 

Since the project director has no one to assume time consuming routine 
tasks he must do most of them himself. As a result, igportant Dlannig 
sessions with advisors end o4,hers have frequently boon cancelled or out 
short. Under the above mentioned pattern at work the project director Wa 
found 	it iwqossible to take his ful.l a12ottment of annual leave the. last 
2 years, and, Indications are he will not be able to take much leave this 
year. If th;. situation continues it will affect his health as well as 
his attitude towards his work. 

The above mentioned system of lmanagmnt is contrary to most accepted basic 
prinaiples of modern managements For a project the size of AWMs~Z more 
than $We,000,000 budget, the project director must have experienced
assistants who are capable of assuming the responsibility of operating

II,+ ... .	 +J+? 0" + m " O m++mspecific sections of the overall1 project without the day-to-day partici
pation of the projectn directorst+++mThis willorequire that.. the projectZ++.director+1 	 o++ ~ + + O+A 



delegate adequate authority to his assistants to Mse And Wry out 
decisions on their own, based upon established policies When the project 

director is relieved of routine administrative activities he must and will 
have more time to spend on monitoring project progress and planning ways 
to improve operational effiiency. This is the area and time where 

project advisors can be of the most effectiveassistance. 

2. Farm Planning
 

Two farm plan forms were designed the first year of the project. One form 
is a medium term plan used to gather baseline data about each borrower 

and to identify his long term objectives. The other form is an annual 

plan used to documnt 8in A organized manner , the orapimi and livestock 
program of each borrower, including an estiation of yields, roduction 

'improvemants to be made and a financil/eoaOic 'analysis at thecosts oryear's business. If such plan are properl 4 used It would elmina, 
sa*le surveys, which QUMA has beenconsiderably reduce the need to make 

a yses. Ty ould also povide year toaking for Periodic project 
year data cono ernin the progress made by eachborrower in relation to 
his estabUbd objectives, as dirm up In his fax plans. 

Iven thub the" jpau ham been ava lle to credit agents for over a 

year they still ane not effecti2v and prqerly used* Trainng has 
been gLva to fiel4 penanL on law to use the Howevr, suc plan 
are frequently. only s fIiLly fWlld out ad not used in loan 

for this,analyses as ortinaR.27 intend.t'hereare several reasons 
the mast relevant being (2) ZaUfficient nt~ars of personnel available 
to,provide on-goig training andmecuragewt In their use. ().ARM 

from the oldAsr, siqe3 but InadequatepersonneL ae reluctant to, chm*g 
sytem of docwaetn Informaticn concerning loan plitcants and borrowers. 

The concept end iqortanco of detailed farm planning and managemnt Is
 
Such understanding cases
stll not fuUy understood by A4=D personnel. 

over a period of several years when It Is possible to coqare fan pUaN 
from one year to another and be able to iden y progress -adproblems. 
in the mantim, onpin training sets the foundti af such under. 
standing Recentlyl since Ithe arrival'of the 1SAZD Agricultural Credit 
Mvieo who has provided mwe field training, there has been nore pro
peas is the utiiaton o the new farm plans. For the next crop year 

to fil out a mediVMfield personnel,huve been Informed that they are 
tem farm plan with every 4lant, Howver, the target for the use 

set at only 5O% of the loan s eUants.of the amua plan has bee 
mntioned lack of personnelThis is unfortunate but with Ithe above 

there is no other reasonable alternative, 

http:ortinaR.27


3. Streamlining Procedures 

A complete system for loan control was introduced, along with the new fam 
plans, during the first year of operation of the project. Training was
 
given to all field personnel in how to implement the system. This system
 
included a set of forms which were designed to complement each other in
 

more relative and complete information toproviding, on a monthly basis, 

the project director concerning project progress. These forms include:
 

1. Farm visit report 
2. Monthly calendar of work 
3. 	Loan control card for a quick review of contacts
 

with farmers
 
4. Monthly statistical re)rt of project activities.
 

For the same reasons mentioned above concerning the use of the new farm 
plans, this loan control system has also received only token efforts 

towards I-m-le tation. However, other report forms have been spontaneous

l!y and hurried designed and introduced from time-to-time without regards 
to the possibility of whether they dplicate or opleent the forms in
 
the loan control system. Presently there is no organized list of all
 
forms used in the project.
 

It is suggested that the pro4ect director organize ameeting with his 
central office staff, advisors and the regional liaison officers to in
tensively review all APA*IE forms with the view of revising or eliminating 

fit into the overall loan control reportingthose that do not presently 
system. Alist then should be made of all aproved forms with guidelines 
on how and when they should be prepared and submitted. The credit manual 
should then be revised to include any changes or editions made concerning 
project forms. 

4.. Comnication with the Field Dmloyeas 

M~uch time inpresently consumed by central office personnel comunicating 
by telephone with field employees. Invariably, such telephone traffic 

the valuable time of the project director. Ofteninvolves and takes u 
sach telephone conversations involve routine instructions or questions 
that could be handled in a more efficient and economical manner. The most 

effective oWq would be to use written communication more often, which 
would als provide answers to individual questions for all regional 

saw time, This would require that a more routine repersonnel at the 
porting system be established and field personnel be provided in advance 
with procedural guidelines for the performance of their duties. Many 
special reports that are hurriedly requested of field personnel could be 
preare i the central offlice if comrehensive, statistical, narrative and 

a reperi 	 a reports weae proped by field personnel end submitted on 
gulr basis, The loan control system previously mentioned, if fully

-

'abssth
nomto nwotial
 
woul
adotod proid on a 
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only by special reports requested and conveyed by telephone. More ad
vanced planning would eliminate present practice of demanding many
 

special reports on shyt notice and other reporting constraints and
 
allow field personnel/time their reports when other loan processing work
 

demands are less. 4rain this is not possible without sufficient ex
perienced central office staff. 

Field oersoinel have not been provided with adequate feed-back from their 
reports. Suxiaries of field reports should be sent to each CRDA and made 
available for all field pcrsonnel to see. This will give them a better 
understanding of the functioning of the entire project and != they are 
perfor:[ing in relation to other areas. 

A credit procedure manual has recenrtly been prepared which will provide 
all I-I';flE personnel with detailed instruction about the project and 
their r(sponsibilities. This manual, if followed, should reduce much of 

the present telephone traffic and will provide a standardized, more
 

efficient system of project administration. 


