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SCOPE OF WORK: Serve as team leader of the USAID Technical
Assistance Credit Team and assist the Tunisian Project Director
in all phases of project planning, organization, execution and
project evaluation.




I, SUMMARY

1. Even though Projet APMANE had many ronstraints 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%. However, this is a delinquency and not a default. It is
anticipated that the unpeid portion will be considerably reduced in the Fall
of 1980 because of more favoreble 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 ond interest. The BNT should also provide the project with a monthly
status report of the USAID/GOT capital loan account. It has been provided

vith s 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 tc take
over routine project mansgement 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 loen dossier. The
established loan control system should be enforced; such actions will require
more gdministrative personnel as agreed to by the Minister's Commission.

6. The sypiem of project fcrms is not well organized. The Project Director
should confiuct a seminar with advisors, staff and regional coordinators to
review gll project forms and to eliminate those not needed and to revise those
needed and prepare guidelines for their use.

7. The system of communication between field offices and the central office

needs improving., Telephone communication should be reduced and more written

communication be used, This will require more advanced planning and the full
implementation of the loan control sysatem,



II, INTRODUCTION

The Smell 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 conteined in the evaluation report, Instead this report
focuses more on background and on mansgement deficiencies which, if not
corrected, will eventually seriously and adversely affect the success of
the project.

Comments in this report which appear critical are intended to identify
problem wreas 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 improvement of Projet APMANE, I have in
turn learned much from the Tunisians with whom I have been ascociated,
The acceptance and hospitality with which I have been received has been
gratifying. It %ar been a pleasure and a rich experience to work in
Tuniscia.

III. BACKGROUND AND REVIEW

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

A1l of the residual Conditions Precedent of the project agroement were not
clearsd until October G, and the first USAID tranche of loan fundas was not
received until lovember 1978, Regardless of these burcaucratic delays,
project personnel continued to preparc loan dossiers for applicants and
farm work movad ahend, no planting neason was at hand. When loan funds
became availalle nome farmerrs had given up and withdrew their loan appli-
cationns. However, mont applica-ts were able to get work done on promiases
1o pay, when loan fundn were releansed,

Such wan the lnte, off-balance beginning of Projet APMANE, Ao a result of
thene Harly difficultien in fmplementation, the project management has bLeon
corret .ondingly late in developing a nystem of efficlent operation visualized
in the project ugreomant, enpacially in the aresn of loan fund utilizatior,
staff development and prcject management.,
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Notwithstanding 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 .ate for

autumn vheat seeding.

The project continued to baild up momentum and at the present tima 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 BIT 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. 4s 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 shlould result in a more orderly and improved reimbursement
process for the second crop year.

Other serious problens involved insufficient staffing and transport. As the
project got underwey designated credit acents were mostly existing DV 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 Extencion Service or to the Credit Project. This wns finally
corrected vhen the credit project was transferred to another Direction
(DAPME). To add to this problem, AIDAinshington was ungble to recruit an
Agricultural/Credit sdvisor to fill the second U.S. technicimn slot until
Junuary 15, 1930, about 22 months late. Consequently, important training of
field credit agents was not possible during the early stages,

Early monitoring of field operations revenled that the Ministry of Agriculture,
eopecially the DPFV Extension Service was extremely deficlent in numbers of
vehicles for their agents. Early implementation efforts were seriously

cramped because credit agentsn, in many cases, had the use of a vehicle only
one day a vweek. This issuc was given increased attention resuliing {n more
vehicles beling made available nnd rore ordered to be avalloble in 1981,

Projet AIVALE v dependent upon efficient coordination v th novernl goverr-
ment or quati-government msencies who provide materialn and cervices to
project borrowers., Many problems developed in thin ares during the firet
year; rmotitly as n result of poor corsunlication, poor organteation and an un-
olear undersztanding of project needrn, uoing into the pecond year of operation

most of the coordinntion problem: vere reduced, axcept thoge protlems anao-
ciated vith the BIT,  The BUT manntement bns nssigned lvtle priority to itn
responnibility an fineal banwger of project lomn funds, 1o ntencey branch

manogers vere not adoquately fnforred of thelr romponstlility to the 'roject,
Connequently, disbursements of doan funds are often delayed, loan contract
formg are nol avatlable whern needed, documentation of loans utilizatfon in
inaceurnte, and the contral BT officn provides inndequate reports on status
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of the project loan capital fund end individual borrower accounts. The
Project Director and his staff lose considerable time contacting BNT offi-
cials to clear up problems related to the Bank's lack of cooperation.

The BNT periodically provides the project with a computer print-out of the
status of individual borrowers' accounts. However, the format of the printe-
out is inadequate and provides no information on interest accrmulation or
repayments, agmong 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 with 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 deglt with and which have provided the benefit of "experience"
to the project management,

A8 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 pgreement financial plan. The evaluation team touched on this point
in their report. It stated that the rate of draw-dovn would increase and
will be utilized before the project reaches itc target of assisting 11,665
participating farmers. It also recommendied that the project should be
extended for an additional 2 years to provide the project the opportunity
to recoup the time lost the first ¢ years, especially as it pertains to
utilization of USAID committed funds. I wholeheartedly wsgrec with the
analysitc and recomrmendation of the evaluation team, However, it 1o re=
cemmended that ar  extention of time for the project should include USAID
technical assistance. HReas.ns can be found in the following paragraphs.

LCOKING TO THE FUTURE

Mot project operationndl provlemn can be avoided if timely and well thought
out planning in pmrt. of the mmuagzement process, The late start-up of the
project made 1t {rposesible to lncorporate sufficient planning into the manage-
ment procesin during the enrly feplerentation period.  However, the project

cnan 6o longer use Lhe apne excutesn Dor project disruptions an vere ugsed in

the rirst two years of operat.ion, ‘The RidAl tent for Lhe nuccers of the
project dependt upon how it 6 maneged fror here on out, The project has
developed an over incroaning vorkload requirement beeauras of, nnong other
reasons, {ncrawred pmubers of loans, {nereazed pusdrers of field employeon

and througl the geopraphicnl expairion of the projinsct arean, Howeler, the
synten of project management han Lot mproved rectectively dn order to ady-
quately cope with increassd workload, Unlesr the manngesent procean in
fmproved {1t will be dncrensingly difficult for the project to comply vith the
requiremonte of the project mpreesent, especinlly i the arean of fare planning
and loan eoantrol,
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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 short notice and nther reporting constraints and
pllow field personnel/time their reports when other loan processing work
demands are less., Again this is not possible without sufficient ex-
perienced centrel office staflfl.

Field personnel have not been provided with adequate feed-back from their
reports. Summaries of field reports should be sent to each CRDA and made
availatle Jor all field personnel to see, This will give them a better
understanding of the functioning of the entire project and nov they are
perfor:ing in relation to other areas.

A credit procedure menual hat recently been prepared which will provide
all ATY/IIE personnel with detmiled instruction about the project and
their rcsponsivilities. This manual, if followed, should reduce much of
the precent telephone traffic and will provide a stendardized, more
efficient system of project administration.



