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I, Background to Evaluation
A, Reasons for Undertaking Evaluation

In August 1979, AID approved an extension of Phase I of SIC
Mahweit Community-based Integrated Rural Development Project in Yemen
from October 1, 1979 to December 31, 1980. This extension was based
upoa the results of an STC gelf-evaluation and a joint STC/USAID Spacial
Evaluation in May 1979. The OPG extension proposal represented a
significant redefinitiona of the Project!s objective and introduced
several new components such as training opportunities, rural outreach
and applied research. At that time it was envisaged that STC would
submit a three-year development plan for a Phase LI of the Mahwelt
Project to AID in the summer of 1980. This preseat evaluation
represeats a scheduled formal evaluation of the STC Mahweit Project
with particular refereace to the period May 1979 - June 1980,

In February 1980, as a result of complicated local political
events, the Mahweit Project Nutrition and Womens'’ Centers were
forcefully closed by representatives of a faction of the Mahweit
community. Other STC activities were gradually terminated and SIC
expatriate field staff left Mahwelt on April 26, 1980, four days
ghort of a deadline imposed by community political leadership,
Therefore, the szcond reason for this evaluation is to examine Project
objectives and activities in the light of events which will be re-
ferred to here as the Mahweit crisis,

B, Objectives of the Evaluation

There are three iaterrelated objectives which this evaluation
seaks to address:

1. There is an existing need, made more timely by the
Mahweit crisis, for a performance appraisal of the past year
commencing with AID's approval of the OPG extension. This
appralsal should help USAID in the short-term in formulating a
plan with STC for the reprogramming of Phase I unexpended funds
in the eveat that STC is able to recommence activities in Maaweit
or shift to another area with modified objectives.

2. In wider terms, there is also a loager-term need to
formulate options regarding pnssible continued USAID support of
STC activities in Yemen based upon STC?s total performance from
1978 - 1930,

3, There 1s also a need expressed by USAID program
management staff to derive lessons from this type of project which
could serve as giuidance for similar types of projects in the USAID

country program.



This evaluation has been developed under three obvious
constraints:

1. The total time for the evaluation was eleven days
for interviews and site visit and eight days for write-up aad
discussioa of evaluation with USAID and the Embassy.

2. The abrupt departure of Project staff from Mahweit
and cessation of Project activities meant that the one and one-
half day visit was limited to discussions with a small semple of
individuals knowledgeable about the project.

3. The evaluation team came under considerable pressure
by USAID and STC staff to quickly develop impressions and recommen-
dations which might shed light upon:

a) the Mahwelt crisis, and
b) when and under what circumstances could STC staff
return to the town and/or province to resume activities.

In the 1light of these factors, the following evaluation has
not been as comprehensive or quantitative as otherwise envisaged. Icts
achievements are directly the result of the openness and candid nature
of all persons Interviewed both expatriate and Yemeni alike,

II, Sources of Data

The different data on which this report is based may be conveniently
grouped into the following categories:

A, Interviews
B, STC/AID Records and Reports
C. Field visits to Mahweit

A. The evaluators, Benedict/Rassam conducted a serles of inter-
views with a number of people who are/were directly or indirectly
connected with the Mahweit Project. These may be grouped into the
following categories: central and local government officials, SIC
gtaff, USAID staff and a number of Mahweitis (for a partial list of
people interviewed, see Annex A)

The interviews were conducted in English and Arabic as the
individual case required (Rassam being fluent in Arabic). The STC
gtaff and some of the Yemeni Field Coordinators were interviewed
singly, in groups by sectors aad in general group sessious. Governmeant
persoanel, especially those of CPO and CYDA, were interviewed formally
in their offices, and some informally as when members of both agencies
accompanied us to Mahweit.
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In addition to those listed in Annex A, Rassam
managed to interview some women and men informally during the
visit to Mahweit,

B, The STC senior staff were very generous in making
accessible to us their reports and records (most of which were
transmitted to USAID), Grosso modo, these consisted of the
following:

In the managerial sector:

a) STC Annual Management Plan

b) Semi-annual Administrative Report, July-December, 1979

¢) Financial Summary of July, 1980

d) June, 1980 Annual Report on Logical Framework Indicators

e) LDA/Mahweit Three Year Plan Incorporating STC Infra-
structure Projects

f) Work Plans for July, 1979 - June, 1980

g) STC's Program Manager's Quarterly Reports Beginning
July, 1979

In the various sectoral activities:

a) The Project Coordinators! Quarterly Reports

b) Report aad Evaluatjon of Field Coordinator's Training
Program for September-November, 1979 period and the
Training Program for the Course

¢) Training Module (in Arabic) for Health/Nutrition Program

d) Miscellaneous consultant reports on SIC activities,
particularly in the Health Sector

Also reviewed was the STC file '"Minutes of Meetings' from
June, 1979 to June, 1980, and the STC Self-Evaluation of Project
Activities, plus the 1979 Special Evaluation of the Mahweit Project.

C. The evaluators, accompanled by representatives oae each
from the CPO and CYDA, spent one day and a half in Mahwei: (July 10-
12) during which time the Governor and other people were interviewed
(see Annex A) and several projects werc inspected.

III, Performance Evaluation of Mahweit Project (May 1979-June 1980)

A. Summary of Major Recommendations of June 1979, USAID/STC
Special Evaluation

The unscheduled June, 1979 joint evaluatioa was undertaken
as a result of a mutual recognition that the OPG project was experiencing
serious difficulties in the areas of 'inadequate project design and in-
complete implementatioa planning".* In general terms, the evaluation

* Sources of information for this section include: F. Pavich: Terms of
Reference for Project 279-0331 Evaluatioa May 6, 1979; Spacial Evaluation
June 20, 19793 and J. Salamack/F. Pavich memc: Respoases to Evaluation
Report Recommendations August 19, 1979.
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concluded that design problems were related to insufficient aware-
ness of critical contextual issues related to working in Mahwelt as
well as staff inexperience with implementing rural development ac-
tivities. Project ilmplementation suffered from 'unrealistic ob-
jectives", and lack of relevance to local problems, creating imple-
mentation delays amounting to approximately seveu moaths of a two
year Phase I period.

Following the evaluation, STC responded swiftly to many
of the evaluation recommendations, The project was extensively re-
designed resulting in a new Logical Framework of outputs. The
management structure was modified to improve the coordination and
management of project field staff, and the OPG project was extended
to December 31, 1980 to permit the design and implementation of
activities resulting from newly established project objectives. A
specific review of the recommendations of the Special Evaluation
will serve as a baseline from which to evaluate the year under re-
view. Many of the problems, however, have their origin in the be-
ginning of the project in 1978 and have carried through to the present.

In retrospect, we find that the Evaluatioa*:

(a) did not go far enough in identifying basic problems;

(b) did not establish clear enough revised project ob-
jectivess and

(¢) might have recommended changes which ultimately were
not in the best interests of the project.

In reassessing the twenty recommendations made in the
Evaluation, we *ave reerJped aad summarlzed issues in terms of the

following six areas:

1. The revised 1979 Logical Framework established eight purpose-
level indicators (see Annex B) in an effort to (a) identify specific
problems the project will address and (b) what improvemants it seeks
to make., The STC 1980 Annual Report (see Annex C) confideatly con-
cludes that "the project has made great progress toward achieving
most of these indicators and consequently its objectives'.

We find the revised 1979 Logical Framework d=fective as a planning
{instrument. The lack of a firm notioa of which development sectors
should or could be emphasized, in which sequence, involving what
percentage of staff time and resources, 1s reflected in the vagueness
of purpose-level indicators. The absence of a reasonable plan of
action, drafted aand approved with one or more government entities,
involving governmeat monitoring and supervisioa has been, we believe,
a chronic problem since project inceptioa., Later sectioas will
document these igsues.

* Henceforth, the term Evaluation will be used for the Special Evaluation
of June 20, 1979.
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2. The reccamendatioa for an increased role for research was in-
tended to contribute to (a) the integratioa of sectoral activities,
(b) improved targetting of project benefits, and (c) project impact
evaluatioa. We believe that subsequent research sector activities
did not achieve recommended objectives; namely, that "informa’ioa
i8 integrated into the project planning and evaluation process
(with YARG), and (that) research is shared with counterpart
organizations". In addition, we believe that a mlsunderstanding
developed between project staff and community representatives
(i.e., officials of Mahweit town, Yemeni project participants and
potential project beneficiaries) regarding the utility and value
of research. This fostered a climate of differing expectatioas,
impatience and mistrust centering around the need to have detailed
information oa issues considered sensitive. These issues will be
treated later in this report.

3. Despite notable improvements in the overall management plan
(1.e., a new management data system ceatering arcund improved re-
cording of activities, increased fileld exposure of all staff, re-
assigned staff functions, sectoral work plans), a number of basic
and important problems pernisted. Management leadership seems

not to have been able to reconcile a process approagh ('"learning-
while-doing' adaptability or 'what-does-the-context-teach-the-
model') with 1inevitable expectations concerning concrete results
engeadered in the community through local level day-to-day re-
lations. STC's stated interest in the vertical integration
(l1inking local level institutions to central government ageanciles)
required for rural development seems not to have been pursued with
much thoughtfulness, Also, a management preoccupation with modes
of participation at the local level, i.e., local development
council (LDA), municipal council, failed to mobilize effective
participation, The implication made in the Evaluation that poor
communication and participation with line agencies, CYDA and the
CPO were at the base of a number of problems remained just as true
in 1980 ag in 1979,

4, As a result of the Evaluatioa, a new 'outreach' strategy was
designed wherein survey research, site visits by STC and final
selection through functional development criteria would all lead

to the establishment of projects in at least one rural area of
Mahweit Digtrict and in one other district of the province. This
outreach would have been accomplished by the project staff remaining
based in the town and extending assistance out to selected communities.
We believe this process inevitably (a) stretched already slim finan-
cial and technical rasnurces beyoad reasonable limits, (b) shifted
the fozus of activities toward undertaking new work while on-going
town-based work was incomplete and/or unfocussed aad (c) once again
moved ahread withoat adequate communicatioa and joint planning with
national aad leocal authorities.
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5. In recognition of the need to recruit and train junior to senior
level Yemenis to f1ill critical project counterpart positioas, several
training programs were initilated, e.g., an on-site training course
for seven fleld coordinators, several individuals sent to short-term
formal training courses. Because of the unexpected cessation of
project activities, the loag-term coordinators?! training was not
completed. We believe that, despite the current problem, the value
of training obtained in the course is debatable and will be dis-
cussed in another saction,

Another serlous issue is the apparent inability cf the project to
have recruited and trained at least one senior Yemeni counterpart to
either the STC Director or the Program Manager position, A pre-
dominant expatriate character developed around most project activities,
Without senior Yemeni staff (or central government counterpart staff)
problems related to communication, cultural/political sensitivity and
official conta:ts became more serious.

6. Perhaps the most fundamental statement made by the Evaluation was
the revalidation of the STC philosophy of developmentj namely, the
juxtaposition of community developiment (CD) and their community-based
integrated rural development (CBIRD), If anything, post evaluation
changes (see recommendation no. 16) which included U.S. training in
the CD/CBIRD methodology for STC staff, elevated the philosophy over
the pragmatic considerations of moving ahead in individual sectors
and in conveying to the community what STC could in fact deliver in
vigible concrete terms., ILf the Mahweit Project (MP) generated con-
fusion and ambiguity oa the part of both Yemenis and STC staffers,

it did so out of an unylelding commitment to method and not out of
the commitments of individuals to improving comnunity welfare. SIC
gtaff pursued rapport with the cemmunity at great personal hardship.
The lack of realism in terms of what could and should be accomplished
{n the face of complicated and costly need dissipated individual and

collective efforts,
B, Major Sectoral Activities

Performance during the period under review can best be
assegssed in terms of technical sectors defined by STC staffing:
agriculture, infrastructure, social and research. Sector or
Project Coordinators (expatriate) in each area were responsible
for setting priorities (sector specific), establishing six month
work plans and attending to the possible integration of the various
sectors. Additionally, each contributed to the multifaceted training
course for Field Coordinators (Yemeni). We sanse that Project Co-
ordinators developed a good collegfal relationship with one another
fostered, in part, by a style of decision-making which sought con-
sensus by committee.
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As sector performance was to a large extent a function of
the qualifications of the Project Coordinators, it is important to
point out the following:

- all lack any prior comparable rural development experience,
had never before worked with STC, and two have rather
minimal Arabic proficiency to negotiate issues and handle
complex problems with local officials.

- none have graduate level training in their particular area
of technical expertise (except in research techniques).

- all have expressed to some degree difficulty in employing
the STC CD/CBIRD methods of development and have had con-
siderable concern that ascription to "integration" in fact
hindered further possible tangible development in their own
areas.

- with the exception of health/nutrition, none developed for-
mal working relationships with their respective governmental
agencies, e.g. agriculture, public works, education and
gocial affairs. This was a part of a wider problem of project
integration with Yemeni development efforts.

1. Agriculture

The agriculture coordinator arrived within the first six
months of the Mahweit Project. In recognition of the fact that Mahweit
was an important agrotown in the center of a relatively isolated moun-
tainous region, this sector received high priority in STC planning.
Although STC research on local development priorities consistently showed
that technical agsistance in agriculture was of relative low priority,
the comunnity of Mahweit nonetheless seemed to support and identify with
STC promoted agricultural activities. Additionally, there is a local
Directorate of the Ministry of Agriculture in Mahweit through which a
number of STC projects were cleared, if not actually ccordizated. Agri-
culture was also a major part of the Field Cuordinator's training program
and a sector in which special short-term training programs were Aairanged
in other localities for the Mahweiti participants. "Unfortunately, des-
pite the apparent local receptiv.ty to agricultural projects, and personal
effectiveness of the agricultural coordinator, the cessation of project

* See agreement dated October 20, 1979 between STC/Ministry of Health.
This agreement was signed some months after health activities were
underway.
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activities on April 26, 1980 occurred before most projects reached their
stated objectives. In reviewing major agricultural projects, the follow-
ing general factors should be kept in mind:

- at no time did the STC project enter into a formal agreement
with the Ministry of Agriculture (MOA) or CYDA to pursue an
agreed upon sectoral program of activities with a known budget.
Recognizing the difficulties involved in agreeing upon such a
protocel, the lack of any pattern of formal communication
contributed to an absence of YARG support during the STC/Mahweit
crisis.

- agriculture seemed not to be a major priority of the Mahweit
LDA/CC and/or CYDA. A comfortable working relationship between
CYDA and the MOA was also absent. In this vacuum of inter-
agency interest in the agriculture sector, STC activities tended
to be viewed by YARG officials as somewhat ad hoc and short-
term in impact.

- the bulk of research on local farming systems and regional
agricu” .ural cenditions seems not to have been communicated
in Arabic to the LDA/CC, CYDA or 0A. No satisfactory relation-
ship existed within which STC could help YARG agencles in the
development of a regional agricultural plan.

- all STC agricultural projects were restricted to the town of
Mahweit and its environs. The agricultural activities of the
outreach phase never developed beyond an initial plauning stage.

Principal Activities Included:
a) Agricultural Experimental Plots.

Experimental trials of vegetables, forage crops and trees
constituted the basis of establishing a controlled plot. Problems re-
lated to drought, rental of land and supply of tree material illustrated
how natural, local political, and national inter-agency coordination
contribute to major delays in establishing a program of limZted objectives.
Ultimately, a second site of two hectares permitted the slow establishment
of a facility beginning in October 1978 which eventually did produce
demonstrations in vegetable cultivation (few vegetables are locally mar-
keted, let alone produced for auto-consumption), reaching out to approxi-
mately 45 families, either with harvested product or free seed., By March
of 1979, at least 500 fruit trees had been established as a nursery and
STC began to meet the salaries of one and one-half persons to maintain
the experimental plot.

Currently, as a result of the Mahweit crisis, the plot has
been abandoned, much of the facility is vandalized, and no crops



or trees are under cultivation, Despite MOA interest during the
winter of 1979 to be involved, there appears to be no current
plans in taking over this STC activity. Extensioa activities
hardly commenced when the STC team left Mahweit., It is unlikely
that more than a few families continue practices introduced

from the experimental plot,

b) Poultry Production.

This was a complicated demonstration which failed
to develop along stated objectives despite two separate attempts,
In May 1979, STC purchased birds and feed with the intention of
establishing an experimental poultry unit managed by women,
Following site selection, a number of local men objected to the
siting (and possibly notion) of the projsct and no further action
was taken., Later, during October-December, a second attempt took
place wherein an effort was made to contrast production differen-
tials between local and imported chickens. The experiment took
place in the STC Women's Center (a part of the Nutrition Center)
to demoastrace improved poultry production practices and the in-
clusion of eggs in the local diet. The closing of the center in
February 1980 prematurely terminatzd this experiemeat before any
impact could be measured.

c¢) Training,

Several individuals recelved short-term training in
speclal programs located elsewhere, e.g., with the British Veterinary
Aggigtance Program, German Plant Protection Program, British Agri-
cultural Mechanization Training Prograc, and an AID Poultry Program,
These training experiences have not been formally evaluated. Up to
eight to tean individuals have been involved in such tralning, some
of whom have continued into the Field Coordinator Training Program.
While these programs do provide short-term, targetted training
leading to a certificate (important in the Yemenl context), they
can only provide a limited basic knowledge which must be built
upon within an on-going program. How these individuals would be
further trained, placzd in salarled government programs and developed
to eventually replace STC technical assistance staff should have been
of concern to the STC project. The untimely termination of project
activities highlights these as unanswered issues.

In general, experiences of the agricultural sesctor raise a
number of 1issues:

- 1s it conceivable to develop integrated projects with
agriculture at the core In a context where the basic
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needs in agricultural development require the es-
tablishmeni of region-wide services, e.g., adaptive
regsearch, extension services, specialized training?

- gilven the appareat low level of LDA {nterest in agri-
culture, would working directly with the MOA in estab<
1lishing basic systems componentc have been a more
effective approach?

2. Infrastructure Planning and Implementatioa

More than any other single area of concerm, what is
broadly referred to as "{nfrastructure' was both the cutting edge of
the STC project as well as its guillotine, In each of the sub-areas
of this broad sector, e.g., transportation networks, building design/
constructioa, water resources development and income generating ac-
tivities, the town and region of Mahweit face severe net deficits.
Few if any communities have nearby, accessible safe supplies of
potable water. The major routes connecting Mahweit town to the east
and west (although greatly improvad over the past two years) consist
of dirt tracks which are oaly modestly more usable than the network
of diict feeder roads linking villages to the two major access routes,
The construction of public sector facilities for sectoral services
and the adninistration of government falls well below current need.
Toun-based aad rural off-farm intermediate to small scale industries
are still in a nascent stage despite the apparent assistance of con-
alderable private assets. In all t'.~se areas, the STC Prcject
attempted to: (a) identify critical needs, (b) initiate planning
and design work and, (c) jointly fund and provide materfal.

In general, the local demand for these services created
a high visibility for STC and a geries of expectations to match.
Atteadant upon visibility aad expectations, a aumber of problems
developed which included the following:

- the increasingly higher levels of expectations in
Yemen (and specifically in Mahweit) entail demands
for full coverage, efficlent systems such as water
supply and sewage disposal systems, safe and cost-
effective 1cad networks and free publically provided
services such as health aad education. The integrated
approach of STC, its enforced small-scale operation
vis-a-vis financial and technical resources, and an
evolved pattern of working outside goverament channels,
mitigated againstmeeting unsustainable levels of ex-
pectatioas of the community.
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- the day-to-day exposure of STC staff to local political
priorities and processes left STC vulnerable to local
pressures for assistance. A number of these demands
were really unrelated to StC?s overall approach,- for
exumple, completing the constructioa of the Youth Center.
The construction of the Mawhabah cistern and the Masiyah
spring storage facility triggered by a desire to do some-
thing visitle in the town, were not a part of STC's plans.
Other activities such as the purchase, siting, installatioa,
oparation, marketing and use of income of the stone cutting
machine were not well thought out,

- the continuing, disappointing relationship between SIC
and the LDA affect the project as a whole, and infra-
structure plaaning requirements specifically. Here,
{gsues centered about: (a) the leck of I[irm LDA leader-
ship, and/or delegation of leadership, through which
effective planning and implementatioa could occur,

(b) level of interest of the LDA in specific projects
(high for schools, roads and water, low for others),
(c) appaurent lack of vertical functional relatioaships
between the LDA aad CYDA, aad (d) an apparent lack of
an STC plan to work on "capacitizing'' the LDA as a
local development resource,.

- the seemingly untimely implementation of an outreach
program to develop village water resources at a time
when town-based expactatioas and demands coalesced
around signal problems (e.g., the Mahwelt sewage and
water supply systems), problems which concelvably are
beyond STC!s resources and mandate.

Turning to the specifics of {nfrastructure activities, STC
achievements both in terms of material products, as yet unimplemented
plans and to a lesser extent the degree to which a cadre of Field
Coordinators were trained, remains impressive.

a) Transportatioa/Communication

The Infrastructure Coordinator and his PCV agsistant
were particularly helpful in providing advice oa road aligauments within
the province and in the design of a town plan for Mahwelit. If success
{3 measured by da2mand, then this =lement of the project was highly re-
gpoasive to local need. In its exces3, however, local demand often
conmandzered STC resources away from the central objectives of the pro-
ject. Road planning often was unrelated to the approach of CD/CBIRD,
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out of phase with other project achievemeats, and frequeatly sub-
stituted for services which Mahweit should have been obtaining from
the Ministry of Public Works.,

b) Water Resource Development

Although road planning was inhereatly a politically
char~zd issue (e.g., Mahweit Town Plan evoked images of winners and
losers as new roads cut a swath through private property), water re-
sourc2 management was the most politicized issue. From the STC 1978
plan for the Mahweit Town water project to the 1980 design of small
village water systems in the Arqub outreach area, STC was embroiled
in the local politics surrounding a scarce and vital resource.
Ultimately, solid achievements wer: reached in the design and con-
struction of several outreach small systems in the Gharbi area.
Other plans were either dropped due to local political controversy
(e.g., Arqub), or to overwhelming expectations for systems beyond
STC's capacity (e.g., Mahweit town),

It 1s to the credit of STC that it continued to em-
phasize projects to meet the deficit in village potable water and
that it fielded two capable infrastructure engineers who were
sensitive to localized 1issues. The specter of an early 'commitment'
(1978) to celiver a town-wide water project and pressures to develop
town water resources (cisterns and closed storage focilities) plagued
the STC project from early on, There is some saggestion that infra-
structure staff was overextended as a result of being vsed as trans-
lators and mediators for a range of STC problems. It also seems
clear-that the commitmeat to an integrated approach (none of the
water projects ware ultimately designed as integrated projects) did
slow the progress of SIC further activities in water resource

development.

c¢) Building Design/Construction

One of the first construction activities was the
completion of a Youth Club in the town., Occurring within the first
months of the project, the developmental rationale for this action
remains unclear. Antecedents .o this decision probably extends to
prior commitmeats mnade by the then STC Institutional Coordinator to
club members. What 1s clear, however, are the following:

(1) this activity relieved pressure on the STC
staff to do something gquick and viszible for a vocal
segment of the town population,

(2) a related Youth Club component was equipping the
town's Bey Scouat Troop (rationalized as a development
activity, e.g., town clean-up, directing traffic and

welfare activities), and
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(3) the support to the Club (a single political
faction of town life) initiated a chain of political
reactlons which ultimately contributed to the
Maiweit crisis and suspension of STC activities.

d) Income Generating

It is unclear whether or not town-based survey
work was done oa income generating possibilities. Two complementary
activities were undertaken with the LDA, A stone cutting machine
and a dump truck were purchased for LDA use. The truck is being
used for hauling material related to LDA projects as well as water
fron a nearby source, The cutting wmachine still in its crate was
never installed due to conflicts over the siting of the machine,
There is little analysis of the economic potential of this machine.
A JCB backhoe is also in-country but has not been delivered to the
LDA due to the current crisis, It is difficult to assess the poten-
tial importance of these STC gubsidized items. An LDA management and
work plan for these commodities sz2ems not to exist. CYDA contribu-
tions to such purchases is also not clear.

A second category of activity 1s the Women's
Center training in sewing and literacy. SIC has provided the
facility and machines for two classes of ten womea each whd
trained in afternoon sessions oa alternate days. An STC self-
evaluatioa indicates that these trainees were able to uge their
own machines or to borrow in order to sew for sale and to meat
their own needs. This Center, hcused ingether with the Nutritioa
Center, became the efficient cause leading to community objection
to women's training and to the cessation of STC activities in the
social sector,

In general, the STC infrastructure component did
target upon important needs., It also displayed a lack of good judg-
ment in terms of what commitments to avoid. More than other activities,
it became seconded to local political pressures. One serious problem
was the lack of a senlor Yemeni counterpart either as a 3TC gtaffer or
a representative of the Ministry of Public Works. This lack of Yameni
field staff was a chronic problem throughoat the Project., In this re-
spact, infrastructure, like other project activities, developed in an
ad hoc manner divorced from real or potential central government
planning and/or resources.

3. Social (Health/Nutrition)
By its nature, this sector attempted to p=actrate deeply

into problems of human welfare in the town of Maaweit. Because of its
objective to modify the intricate relationships between values,
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attitudes and beliefs, it entered a sensitive and controversial
realm related to parental sustenance of children., In modifying
women's knowledge and behavior, it also sought to impart useful
skills which could be marketed but in all cases, would assist
hoasehold welfare. These S5IC activities were singled out as a
convenient target of conservative community fcrces. In the short
space of six moaths, activities in this area, particularly
Immunizations, were well received as evidenced by reasonably high
levels of attendance in health-related services. STC studies have
suggested that not only were services used for curative purposes,
but an increasing number of women brought their well infants for
health maintenance.

The forceful, and unexpected, closure of the Nutrition
and Women's Centers was undoubtedly an end result of a series of
complex local political issues in which the STC ('American project')
became a visible and conveanient target. Additionally, there was a
pattern of social relationships (qat parties) which ultimately was
misinterpreted by the men of the community. SIC social sector
activities shared with infrastructure projects the unwelcomed dis-
tinction of being highly visible with the addition of being
normatively controversial as well. Misplaced expectations in
both cases triggered adverse community reactioa, If STC infra-
structure activities can be said to have lagged behind local
expectations, social sector achievements ran too far ahead of
local acceptability and sensibilities. Poor communication 1links
with politically effective elements of the community and weak ties
to formal governmental ssrvices combined here, as elsewhere, to
undetmine otherwise notable achievements. A brief review of the
several activities can illustrate these formidible difficulties.

a) Nutrition Center

The Nutrition Center (N.C.) opened with seemingly
widespread community approval on June 28, 1979 following nearly a
year of planning, studies and the arrival of sufficient expatriate
staff (nutritionist, Peace Corps nurse, and a ?CV supervisor of an
Expanded Program of Immunizatioa (EPIL) all under the supervision of
the STC social sector coordinator). The N.C. evolved a set of
functions aimed toward monitoring the nutritional status of children
under 5 (a general nutritional survey of Mahweit had indicated that
35% of children in Maaweit are in poor nutritional conditioa), and
providing immunization coverage to this target group. Acclivities
Included: registration, weighing, gross physica® examination,
nutrition education for mothers, and immunizations. In the first
five month period, over 500 childrean were registered with return
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visits of 89. About 10% of children seen were severely malnourished
and were referred to the hospital in Mahweit. Throughout the period
of operation, 30 to 40 childrea were seen daily., Apparently, the
N.C. gained a reputation of providing useful services in a context
(apart from the hiospital) where women could freely come and go.

The major educatioaal thrust included: immunization information,
aspects of personal hygiene, nutritional advice, importance of
breast feeding, general childcare and early introductioa of weaning
foods. The N.C. was open four days a waek and during the fifth day
follow-up home visits were made., The N.C. was closed by represen-
tatives of the Youth Club oan February 18, 1980 as a general reaction .
agalnst social sector activities.

As an activity which grew rapidly in respoase to demand
the N.C. was not without its issues and problems, Some of these
are cited below:

- the record is not clear oa the issue of links with the
MOH in Mahweit. Ths Y.C. obviously formed a functional
relationship with its sister activity, the Children’s
Referral Room located within the hospital, We knov
that the EPL program was under STC supervisioa and not that
of the MOH, (It has been saggested that the Mahweit
Hospital could not have effectively administered the
EPI program), a fact which obviously could have created
tension., It is difficult to understand how a separate
health facility such as the N.C. with programs in health
manpower training and nutrition education could have
indefinitely continued divorced from the official
auspicas of the MOH,

- the apparent lack of a planning/implementation link
with the LDA/CC is also an issue. Project dscuments
and interviews suggest that the all male LDA did not
davelop interest in the detailed planning of N.C.
activities, yet the N.C. was, for a period of time, a
showcase of community sarvice, Where the LDA, MOH and
the Governor's office were when the February crisis de-
veloped is unclear, except they undoubtedly were not in
a direct line of responsibility.

- the N.C. developed a training program for up to tea
female traineas who sarved as N.C. assistants to the
expatriate staff (of the original ten, six were literate
and most were young and unmarried - which posed a problem
in relating to married N.C. clients). As training
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progressed, these women assisted in registering,
weighing and in health education. Foliowing a

period of voluntary labor, these women were paid
10YR/hour (a sum calculated on the basis of domestic
labor foregone), The training program developed

along the lines of a program recommended by an outside
nurse consultant, However, such training placed in-
ordinate strain on running a community service to-
gather with a training school. The lack of SIC staff
time, the client demands on services and the relative
inexperience of N.C. SIC staff in running a comparable
program combined to lessen the overali quality of the
experiment, It seems that insufficient attention was
pald to longer term objectives of the training program,
e.g., how could they eventually replace expatriate
staff with minimal formal skills, would the MOH even-
tually pay thelr salaries and, 1f so, would 1t not be
at a lower level of compensation, would they eventually
be absorbed into the local MOH gtructure at the hospital?
The training module developed for this course should have
beaa approved by the Institute for Health and Manpower
which certifies health personnel.

b) Children's Referral Room (CRR)

If the N.C. suffered from a lack of formal and functional
ties to the Maaweit Hospital, the CRR suffered from systemic problems
besetting the MOH hospital. The CRR was opened on October 1, 1979 in
a room within the hospital set aside for out-patient pediatric care,
From th2 outset, this STIC activity was to have been closely tied to
(a) the N.C. from which sick infants and childrean would be seat for
treatment and possible hospitalization and (b) the hospital in which
a MOH doctor would screen children referring them to the CRR for
treatment. The panoply of childrea's problems was addressed by the
CRR, e.g., wounds, burns, skin conditicns, respiratory ailments,
diarrhea dehydratioa, worms, nutritional deficiencles, eye/ear/nose/
throat problems, The CRR was, in general, cleaner, better equippad,
and better managed than other hospital components, Women felt coafor-
table in visiting the CRR but in-patient care never really developed
due to the reluctance of women to spend the night in a room located
adjacent to the men?s ward.

Several observations can be made despite the short period
of active operatioa (oaly 58 days of operation during the period
November 1979 to March 1980):

- the CRR was and was not a part of the MOH hospital. When
it operated at peak efficiency it did share hospital medical
staff, physical facilities and a measure of good will. (It
has been frequently claimad that the Mahweit medical dir-
ector was, at best, tolerant of STC activities but never
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an active supporter). When the hospital’s water supply
was cut and cleaning, laundry and maintenance facilities
diminished, the CRR guffered even more than the rest of
the hospital. By STC's own evaluation: (a) the CRR gtaff
person was never viewed as a hospital staff member (despite
the fact that she was working under a Peace Corps/MOH agree-
meat) aad (b) the CRR secems not to have been supported by
hospital staff when the chips were down and the CRR was
forced to close die to a lack of water., The LDA/CC and
the Governor's office seem also to have been either dis-
interested, poorly informed or reluctant to heavily
support the CRR operation, The CRR attempted to train a
young Yemeni male salaried by the MOH (at the level of a
cleaner) as a nursing assistant., Selid progress was made,
building upon a sixth grade educatioa and a practical,
hands-on experience. The CRR eventually placed extra
demands up2a his time which was seen in excess of his

low MOH salary. SCF reluctance to top-up or take over

his salary led to certain difficulties. This problem of
providing ample compensation for Yemeni staff plagued the
Project throughout. No single policy for compensating
Yemeni counterpart staff emerged during the Project's
tenure in Mahweit,

- Throughout the soci~l sector there seems to be a noticeable
deficiency iIn senior staffing. Following the departure of
the Social Sector Coordinator in November, 1979, other
staff gamely and with stroag convictlon took over decision-
making. A senlor expatriate medical specialist should
have been recruited quickly to supervise, plan and serve
as the key link with important Yemeni institutionms, e.g.,
MOH Mahweit Hospital, MOH in Sana, Health Manpower Institute
in Sana and Ministry of Education. These ties, if for no
other reason than informing and feedback, were neglected.
Similarly, there was no senior Yemeni counterpart operating
in the social sector. Training was limited to: (a) the
basic training of the ten female N.C. trainees, (b) train-
ing in the EPIL for eventually two Yemenis (here again
sufficient salary was a problem until STC took over their
compensation), and (c) a very minimal social/heal:h com-
ponent in the two month training course for Field
Coordinators.

¢) Outreach

The outreach program for basic immunizations and health/
nutrition education, despite a promising first round of visits to the
village cluster of Argqub, never really developed diue to the Mahwelt
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crisis, Social sector staff joined by three Mahweiti female trainees
did manage to administer immunizations out of a makeshift clinic in
Arqub, The late start-up of the outreach program meant that they just
managed to complete a first round when the STC Mahweit facilities
closed. Word of the problem spread rapidly, and Arqub sheikhs

opposed further mobile clinic-type activities. This program element
wag not evaluated.

As dascribed earlier, a Woman?s Center was opened in
December 1979 as a part of the N.C.?s scope of interest. Sewing
lessons for up to twenty women and literacy lessons once a week
constituted the basic program. A guq-type exhibit for crafts was
planned as well as the offering of religilous educatioa.

The two centers were abruptly closed on February 18, 1980
by supposedly politically motivated members of the Youth Club., This
seemingly followed a period of growing discontent by a number of
Mahweiti males over the exclusively women-only activities of the two
centersg. Rising guspicion over what values, beliefs and new pro-
prieties the '"Americar project" was introducing to Mahweiti women,
unmet expectations over other elements of the STIC project and a
myriad of causes for growing civil disobedieace in the town came to-
gether and focussed on the oae institutional structure SIC waas
attempting to develop, namely the two centers. The CRR during che
Crisig was closed die to a lack of water and never reopened subsequently,
The EPIL program was, by exteansion, also terminated and when SIC with-
drew from Mahweit, it also withdrew all EPL immunization material.

4, Research

The Evaluation noted that although research is one of the
two major purposes during Phase I of the Project, the output to date
in this area was not significant, Furthermore, none of the field
positions had primary responsibility for research. The STC had not
developed a coordinated plan of action for collecting base line data,
which may have been a factor contributing to the observed lack of
integration between sectors,

The Evaluation then recommaaded that STC should develop a
"definite research plan emphasizing base line data collection and
analysis of socic-economic problems'., One of the Project Coordinators
was to be specifically charged with insuring that these objectives are
met and that the information gathered is integrated into the project
planning and evaluatioa processes (with YARG), and that research data
be shared with counterpart organizatioas, like LDA/CC, CYDA, etc.
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Consequently, and in partial response to the Evaluation
recommendations, the position of Research Coordinator, (henceforth
RC) was created in May 1979 to replace that of Institutional De-
velopheat Coordiuator.

The new management plan drafted (which incorporated the
logical framework, pert chart and sectoral strategles) specified the
tasks of the RC for the six month period. These were data collection
and analysis for outreach site selection, and project baseline and
feasibility determination., The RC was to design, with the help of
STC gtaff, a Recoanaissance Survey instrument which Included site
selection criteria, after which he was to conduct field reconnaissance
surveys in a number of uzals or subdistricts in the Mahwelt distvict.
during July and August, Following these surveys, site visits were to
coaducted with other STC Coordinators participating and final selection
of outreach areas was to be completed by September. The LDA/CC was to
be informed and indeed was expected to cooperate: throughout the whole
undertaking.

The same process of reconnaissance surveying, site visits
and selection was to be repeated during the second quarter (September-
December), this time in districts other than Mahweit with the ob-
jective of identifying outreach areas outside Mahweit District by

December 1.

Ia addition to undertaking this schedale, the RC was to
continue to supervise and report on the activities of the Mahwelit
Youth Club and Boy Scouts, dities left over from his earlier role as
Insti’ itional Development Coordinator. Moreover, during the second
quarte., the RC was to participate for a period of four weeks in the
Field Coordinators Training Program.

It might be easier to take up each of these quarters in
turn and examine what actually transpired in the Research Sector in
terms of the plan outlined above.

a) First Quarter (July-September)

Having completed the research design and nethodology
for the Reconnaissance Survey, fileld work was carrled out in nine uzlag
or subdistricts of Mahweit b :iween July 3-23, After this, no field work
was undertaken until early ._puember when four additional uzlag in the
dilstrict were surveyed. The fast of Ramadan and the holiday slowed
things down In August but more important was the fact that most of
STC field starf and administrative officers were away oa annual leave
or in training in the U.3., which meant that the RC had to £111 in
and carry oa their work at the expense of nis own.



- 20 -

The August hiatus contributed to the delay ih the
analysis and write-up of fleld reports for this period, nor were any
of these reports translated into Arabic to be given to the LDA/CC as

eavisioaned.

Apart from the problems pointed out above, it seems
to u1s that the timetable for research, analysis and write-up was un-
realistic to begin with and should have taken into consideratioa
Pamadan, scheduled absence of STC staff in August and the lack of
adequate clerical help and translatioa services.

b) Secoad Quarter (September-December)

The upshot was that many of the activities of the
first quarter were postponed until the second. These included the
writing-up of the Mahweit district survey reports and site visits.
Simultaneously, the RC had to design and conduct reconnaissaace
surveys in chosen uzlas outside Mahweit dis’.rict and participate in
the training program which did not begin oa schedule but was post-
poaed until the first week in October.

The participation of the RC in the training program
was extended from the planned four weeks to eight weeks and lasted
until November 19. This, in essense, put research activities o e
moath (at least) behind schedule. Project research outside the
Mgaweit district was postponed until December when two site surveys
were conducted, one in the wastern area of ar-Rejum, the other in
eastern Khabt,

By the eand of December (the six month pariod),
the following documents were prodiced by the Research Sector:

1. Six Reconnaissance surveys, four on areas within Mahweit district,
two on areas outside it.

2, Reports (in Arabic) on feasibility of stone cutter project, base-
line for Arqub water project, two site surveys in Mahweit district
and two outside it.

3. Training module and Training materials for Research Sector.

No impact evaluation reports for the Youth Club/
Boy Scout project or aay sibsegueat projects undertaken by STC
Maiweit seem to have been produced, including an evaluation of the
eight weak training period of the Yemeni field coordinators in
research techniques.
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By January, as a result of differences of opinion
with the STC management staff, the RC had effectively ceased to
function as part of the SIC team.

Several issues and problems are raised in relation
to the Research Sector. These are:

a) As pointed aut above, the research agenda outlined
in the managemeat plan was unrealistic and did not
provide adequate time for data analysis, transla-
tion, consultatioa with LDA/CC, etc.

b) There seems to have been (and still 1s) a lack of
consensus among the STC-Yemen staff on criteria of
impact evaluation for projects. These stould have
been resolved and some formalized procedure worked out,

¢) There seems to be little evidence that reconnalssance
and other survey data was used by the PC!s in making
their decisions. In fact, one 1s tempted to say that
research activity followed rather than preceied pro-
ject planning. At least, this seems to have been the
case In the Gharbi outreach water projects! case, and
the EPL Arqub activity.

6. It is possible that the research activity (both formal and in-
formal) led to some exasperation and suspicion on the parts of officials
and populace alike. Some surely questioned the '"real object' of this
data gathering and its eventual use. Others had their expectatioas un-
diuly raised. Still others were simply fed-up; a common criticism we heard
over and over again was that the SIC 'were always doing research, asking
this and that and then nothing came of it all'.

In all, we feel that the decision to set up the position of
RC and adopt a taxing research agenda full steam (in order to meet
the June evaluation concern), was taken without due consideration of
the needs of the other sectors and of the requirements of the Mahwelit
Project at that stage of its development,
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C., New Program Activities
1, Training Program

Consonent with the recommendation of the Evaluatioa,
a training program for Yemeni Field Coordinators (F.C.) was begun
in September 1979. The program was designed for a nine month in-
class/on-the-job training period with the objective of producing
Yemeni F.C.'s competeat in "community education and organizatioa
skills required by STC approach to community development' and with
the technical and administrative skills required by various stages
of project planning and implementation,

It was agreed initially that the trailnees would in-
clude two preseat members of the STC Mahweit staff and two nominees
from the Mahweit LDA, which will continue to pay part of their salaries
daring the program. The other trainees will be employed by the
Mahweit Project for the duratioan of training. This was to be a
formal community development training program and it seems that
some of the students expected to receive certificates at its end
in specific technical areas., This ambivalence as to the formal
status of trainees who complete the program remains ap issue to
the F,C.'s,

Besides the four '"built-in'" trainees, the two being
STC gtaff and the other two LDA employees, four Yemeni young men
were recruited ending up with eight trainees in all. One apparently
dropped out in the initial phases of the program which left a total
of seven.

A genior bilingual Yemeni was lined up as program
assistant and the whole training program was put under the director-
ship of the STC program manager. Both speat August in the U.S. in
training and discussion of CBIRD at STC/Home Office in Westport.

On returning to Sana, a tralning course was designed
which consisted of two months in theoretical instruction and the
following seven in field training. In an introductioa to the STC
self-evaluation* of the first phase of the F.C. training course,
the Yemeni program assistant wrote that he h.d mi:ed feelings about
the F.C. course, its aims and design, 'When I starced to think about
{t, I felt myself torn. I realized that to discuss the concept
of human development will lead us to discuss directly or indirectly
politics, religiloa and Yemeni tradicions and myths, To do that in
Yemea 1s 'in unacceptable revolutionary activity due to limited
damocr~zy and the conservative traditional society".

Whether It was beceuse of his amvivalent and skentical
attitude or not, the author prrved to be inappropriate in his role as
the senior Yemeni staff persou: charged with the difficult first

Report and Evaluation: Field Coordinator Training, by J.Moyer,
March 1980,
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theoretical phase of the course. He was neither "comfortable nor
committed" to the STC format in instruction (i.e,, objective-
method-evaluation) nor was his attendance record anuy accessibility
at Mahweit that exemplary. However, 1t must be added that given
the theoretical and experimental nature of CBIRD approach and its
learning-by-doing philosophy - both totally alien to Yemeni con-
cepts of education - the effort must be judged a qualified success.
Interviews with the F,C.s revealed that they have actually learned
some of the basics of the CBIRC approach.

Following the first two moaths of in-class training,
the F.C.,s were paired off and assigned to the different STC P.C.s
for on-the-job learning in different sectors. Tails continued (with
some of them rotated between sectors) until the April withdrawal,
Three of the F.C.s were sent for a two and one-half week period of
training in grafting fruit trees. However, it seems that the per-
sonality and teaching technique of the Instructor left much to be
desired and led to acrimony and waste. It appears to us that this
training program was not adequately investigated.

As to the current status of the F.C.s: two are back at
thelr regular jobs at Mahweit LDA/CC; one spent June completing an
oatreach small water project for the LDA (see section C.2); one has
been sent by the Ministry of Agriculture to attend a training pro-
gram in Ssna. The cost of this is to be split between SIC and the
MJA, The rest of the F.C.s are inactive but continue to receive
their salaries from STC,

The different problems encountered by the Training
Progran may be summarized as follows:

1. It became evident during the first months of in-class
training that the curriculum and plan of executiloa were
planned without adequate attention paid to the actual
educational level of trainees and their backgrounds,

2. There was no standardized selection process applled to
F.C. applicants, hence there was no uniformity in back-
ground, educational levels, interests, attitudes, flexi-
bility, etc. - all of which are necessary for a program
as open-ended as '"community development'. The lack of
common educational background (let alone experience)
among the trainees and their widely divergent social and
political backgrounds no doubt posed serilous challenges
to program management,
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STC realized in March 1930 that the oa-the-job training
of the F.C.s was putting severe strain on the SIC P.C.s
who, by then acting as teachers and supervisors, were
increasingly drawn into the Mahweit crisis.

The training program seems to have been undertaken in a
climate of ambiguity as to mutual expectations. The re-
quirements and duties of the F.C.s (attendance, comport-
ment, etc.) and their salaries do not seem to have been
discussed in detail and agreed upoa before commencement
of the training program. This, in turn, led to some
false expectatiors on the part of the F.C.s.and general
misunderstandings between some of them and STC staff
later on.

The need of a qualified "committed' bi-lingual Yemeni
senior staff person to supervise, manage and be "on
call' throughout the program from beginning to end is
self-evideat, given its experimental nature, the im-
portance of communication and need for continuity
throughout,

We suspect that better planning of curriculum and the
joint participation of tue SIC staff in designing the
specific moduies would have Leen necessary to av>id
inconsistencies in sectcrral training and Iintra-<TC
staff misunderstanding. The Arabic modules could have
been ready prior to the beginning of classes so as to
impart a more formal (and less ad hoc) aspect to the
training of the F.C.s,

One of the criticisms leveled at the program by some of
the F.C.g 1s that they did aot get sufficient practical
experience in a given technical sector. The rotation of
thelir assignment often coincided with a period of in-
activity for that specific sector. The fact that much
on-the-job training in Mahweit coincided with the crisis
13 unfortunate. Furthermore, some F,C,s who developed
special interest in some specific sectoral activity, felt
that they should have been allowed to pursue that interest
more systematically and thoroughly.

The involvement of the male F.C.s in the soclal sector,
essentially theilr exposure to elementary nutritionm,
preventive health, breast feedlng, etc., was seen by
them as a waste of time at best and as an embarrassmeat
at worst. Training in this sector seems to have been

very cursory and unsystematilc.



- 25 -

2. Outreach Program

Following the recommendation of the Evaluation,
STC adopted an outreach tactic which called tfor extending Mahweit
Project activities to at least two rural areas in Mahweit District
by September 19, 1980, and to at least one other area in a neighboring
district by November 19, 1980. The selection of these areas was to be
jointly undertaken with the Mahweit LDA/CC and the relevant outreach
LDA's and to be determined through field surveys, site visits and in
accordance with a s2t of criterlfa that included the plans and commit-
ments of local LDAs and the 'goals and capabilities' of STC, The
outreach program was to be accomplished during the extended Phasge I
paeriod, October 1979 to September 1980, later extcnded to December 1980.

A research dz2sign and site :.election criteria were
worked out by STC and the Research Coordinator was charged with sur-
veying the approximately eleven uzlag (subdistricts) that were selected
jointly by STC and the LDA/CC, During July, nine uzlas were surveyed
and four more surveyed in August - September. Tha Research Coordinator,
however, was unable to complete the surveys by the September deadline
due to a number of rearons that included Ramadan and the absenn2 of
many of the STC staff, Nor were the site vislits conducted as planned.

The cholce of two outreach areas in Mahweit District,
Greater Arqub and Gharbi-Tani Abjar, was made in late October and
formalized with the LDA/CC in November. The outreach site selection
for neighboring districts did not begin until December when surveys
were conducted in a number of uzlas In western Rejm and eastern Khabt.
In January, eastern Khabt was chosen as the site for an outreach program.

To date, the tangible achlevements of the outreach pro-
gram seem to be limited to the infrastructure cector, namely the
undertaking of five small water projects in Gharli, a sub-district
of Mahwelit, The Urqub and Bani-Abjar small water project plans were
asandoned becausgse of gevere local political problems encountered.

The five Gharbi water projects are in various stages of implementation:
the Ghayl Za'l belng the oaly oae almost completed by April 1980, A
Field Coordinator was sent by the LDA in June to oversee the completion
of two of the remaining five and he reports that they were completed.
The fate of the other two is still pending.

Otherwise, the one other outreach activity undertaken
seems to have been a flrst round of Thursday visits by the mobile
clinic (of the STC Nutrition Center in Mahwelit) to five village clusters
in the Arqub outreach acca. A total of about 200 infants were vaccinated.
A follow-up visit (coadicted after the February closure of the Mahweit
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Nutrition Center) proved unsuccessful. The attendance record was
very low and those who showed up complained of reactions to
vaccination scars, etc.

It seems clear that the outreach program was beset
with problems from its very Inception. Some of these probLlems
were 'built-in", others were coilncidental. Of the former, one
must mention the unrealistic deadlines set for primary research
and analysis and site selection given the state of readiness of
STC and 1its limited manpower, especilally with all the scheduled
annual leaves for that summer. Second, there was the faillure to
see that undertaking a new program (outreauﬁ) at the same Juncture
when STC was reorganizing into a new project
could only disperse their limited reeources and tax the abilities
of the staff. This seems to have been compounded by the scheduled
leaves and sending SIC gtaff back to the U.S. for tralning at the
Home Office., All of which clearly taxed the abilities of remaining
field staff to develop new programs, meet their sectoral work in
Mahweit and fill in for absgent colleagues.

At the same time STC was attempting to iInitiate
outreach activities, Mahweit town-based projects bezan to demand
increased amouants of staf{ time and resources. Mending town-based
projects and stretching outreach resources began to dissipate STIC
resources and introducer further amblguities into Project planning.

D. Changes in Management

As summarized in III,A,, the Evaluation recommended a
gaeries of changes, many of which were aimed toward improving a
rather flaccid style of Project managemeant., STC responded rather
quickly to recommended changes through the creation of needed
functional positions (e.g., an essentially field-based Program
Manager, a separate coordinator for research), the preparation of
sector specilfic six month work plans, an Iincrease in the record’'n~
of project activities and a reuewed emphasis on the amount of time
staff spent in the fileld.

Most all of these changes were a positive contribution to
the Project, STC staff were in the field more and as a result, more
effective at the local level. (June 1979-April 1980 percent of work-
days spant in Mahweit: Director, as of October 15, 47%; Program
Manager, 74%; Project Coordinators, 71%; 87%; 93%; 95%, respesctively).
The new Program Manager did enforce scme discipline in the way
different sectors related to one another, Loag range planning
schedules made it easier to monitor performance on a juarterly
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basis and gradually a relatively fl:t organizational structure
in terms of functions and responsibility was being transformed
into a hierarchical system of management,

During the period under review a number of changes
occurred to challenge the new Project management, Among the
more ilmportant were:

- expatriate staff changes were considerable:
a) directorship changed; b) Social Coordinator
departed, not to be replaced; c) nutritionisc is
added; d) several Peace Corps staff ave added in
addition to health-related Yemeni staff.

- new training programs, particularly the Field Co-
ordinator program, added a number of Yemenis under
STC respoasibility.

- of extermal changes, the change In the Governor
created additional burdens of rejustifying the Project.

- gome projects bezan to come on stream requiring STC
management to procure material and major pleces of
equipment.

- of major significance, the Mahwelt crisis from

February to the present, nearly consumed STC
management in meetings, memo writing and in the
growing controversy of the situation.

On balaace, generally high marks should be given, considering
the Yemenl contextualism of management. This type of project, we be-
iieve, had not been attempted before in Yemen. Even 1f there were
management models of relatively greater or lesser success drawn from
STC's experlence elsewhere, the Yemeni context would have required
extreme acts of adaptation and occasional contritioa. SIC management
practices for Mahweit evolved out of a learning situation. The
Mahweit crisis provided s laboratory for reflection and learning.

In many respects, however, the Mahwelt context was too volatile,
too politicized and above all too needy (or greedy in the words of
the Governor) to attempt an approach of "learning while doing".

STC managemeat staff have been candid about their experiences
aad much of the following list of issues and problems has been darived
from their own self-evaluations:
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The failure to identify, recruit, train and place in key
positions senior Yemeni staff at each critical management
point (e.g., Director, Program Manager, Project Coordinators),
ultimately contributed to problems velated to communicatioa
and functional ties with Yemeni officialdom. The point will
no* be belabored here since it is treated in sectoral reviews.
It is accepted that such counterpart staff is difficult to
identify (particularly when the requirement of English is
added - a spurious criterion). However, we believe that the
Sana-based director could have placed greater priority on

Related to the point above, there 1s general cons2nsus in

bo+h the Yemeni official community and within STC that a

formal agreement (s) should have been undertaken at the outset
or early in the project with one (CYDA?) or more government
agencies. Despite an original laxness on the part of the
Yemeni government to insist upon this, STC should have shared
its work plana and budget projections with a series of relevant
agencies and individuals stretching from Sana to the office of
the Governor of Maaweit. To date, we have not found a Yemeni
official who had been sufficiently informed of the project
prior to the withdrawal of the STC team to Sana in April 1980.%
Agide from the potential benefits of public relations during
the 1ife of the Project, and the need for a benefactor during

a crilsis (the current situation), closer ties to officlal
Yemeni resources conceivably could have improved the perfor-
mance of individual sectoral activities. We see STC-Yemen
government cooperative relations as oane managemeat funct’on

Closely related but perhaps of more importance, is the dis-
continuous STC relationship with the Mahweit LDA and LDA/CC
throughoat the Project. The notion of working through the

LDA seems to have developed only during late 1979 and probably

not until the LDA formulated its Three Year Plan in February-
March 1980 is there some evidence of effective STC/LDA cooperation.

The Three Year Plan reputedly reflects STC interests in small
water projects broadening the LDA previous emphasis oa schuol
construction to include town and village small water systems.
There is really no consistent theme, hcwever, to the STC/LDA
relatioaship. The LDA did not engage in long-range integrated

1.
this tasl:.
2'
which was ineffectively performed.
3.
*

We have found no Yemeni official who has reac the 1979 Special
Evaluation, a document which constituted new lroject objectives,.
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planning (the Three Year Plan is a wish list of unrelated
projects); it did little in the social sector (particularly
as STC defined 1it); it did not place much priority on agri-
culture; it undertook no research, and lastly, most of STC's
infrastructure projects were not undertaken jointly with the
LDA, It is unclear where responsibility rested for the
technical assistance assumedly provided to the LDA, Again,
it appears to have been a management function to design and
implement a wcrk plan for relating to the LDA, Such a
systematic plan of action seems to be lacking.

We have noted oa several occasions SIC problems in dealing with
Yemeni staff, e.g., various categories of trainees, with special
reference to personnel policy. One set of issues deals with
salary, benefits, scope of work and working conditions. Another
relates to long-term 1lssues of who will assume organizational
and financial responsibility for Yemeni trainees once trained
and in place. The problem seems particularly acute since the
unexpecied termination of activities has left an aura of un-
certainty around careers only partially developed.

It would seem that more thought should have been given to this
problem and again, linkage to Yemeni institutioas might have
forecasted the need for host government continuity for training

and employment.

One functioa of management in the context of this Project
should have been to identify additional sources of funding for
future activities. It 1s recognized that the Project did have
relations with the Dutch, British and German developm2at pro-
grams in terms of very specific activities (e.g., training
programs, obtaining poultry). It is also noted that CYDA
through the Mahweit LDA did make certain project contributions
either in cash or in kind. The fact remains, however, that
after two and one-half years of STC activities in Mahwelit,
there is no other major donor in sight to continue all or some
of Project components. Rural development in Yemen has attracted
the interest of a numbar of bilateral as well as international
donors (e.g., UNICEF, IBRD), Good performance should be able
to attract wider donor intervest than has been the case to date.

In terms of direct STC staff capablilities, we recognize the
difficulty of recruiting qualified staff with an adequate
background in rural development, prior Near East experlence,
and sufficient Arabic language proficiency. Spacifically, the
Project Coordinators for infrastructure, agriculture and re-
gearch are particularly well qualified in view of their Yemen
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and Near East experience. Rather, it seems more important to
point out that no one on the SIC Mahweit staff had any prior
developmcat-related experlence comparable to the CD/CBIRD
approach required by STC, In more cases than not, sectoral
development activities were constrained by a philosophy and
method in which the teacher was only a step ahead of the studeat.

During the year in review, at critical points in the development
of the Project, vital technical staff were removed from the
Project for SIC training in the U.S. Not oaly was the timing
que.tionable (to which one could add scheduled leave), but the
coatent of the training as later applied to the Mahweit con-
text was equally questioaable. It would have seemed mwore cost
effective for STC to provide in-country group training to SIC
gstaff through the visit of oar or wo qualified STC trainers.
In this fashion, the contextualism of Mahweit would have been
brought to bear upon theory and the group experiences of
Project staff could have served as case material.

The high level of personal commitment shown by most all Project
staff coupled by a willingness to engage in personal sacrifice,
were ultimately no substitute for solid experience. In the

case of management, the Director and Program Manager both

lacked comparable experience., It is of great credit to their
prowess that they were able to implement most of the recommenda-
tions of the 1979 Evaluation. In retrospect, not all the recom-
mendations were sound nor ware the changes a panacea or accurate
gsolution of problems which were later incurred. Equally.impor-
tant, earlier mistakes were simply carried into 1979-1980.

LV, The Mahweit Crisis

This section will deal with the Mahweit Project crisis and the
issues that led to closing the Project?s Nutrition Center on February 18,
1930 anad to the withdrawal of SiC staff from the town in April. The STC,
of course, has its own view of 'the problem' which it teads to reduce to
the "sewage project'". We, on the other hand, tend to see cthe Maaweit
crisis as a more general one that goes back further in time and one
which is perhaps inherent in the philosophy aad approach of SIC and
its mode of Interaction with the differentgroups that constitute
Mahweit town. From this perspective, ''the sewage problem" is but
one manifestation of a chronic crisis in confideace and working re-
lationship betweea STC and the town. Earlier '"problems' included
those of the water project, the town plan, the women activities, etc.
Problems which accompanied the different projects did not seem to abate
or be definitively resolved. On the contrary, they seem to have been
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compounded and reified so that by the end of March it became clear
that the whole SIC presence in Mahweit was in jeopardy.

In order to best understand the nature of the problems, a
brief sketch of the local soclal context and political structure of
Mahweit is necessary. An appreciation of the local sncio-political
environment of Mahweit is also important for the evaluation of STC!g
special approach to rural development and to the practicality of re-
locating STC in some other Yemeni town, since most of these towns
tend to resemble Manweit - at least those in the northern area of
the country.

What were the different social groups iIn Mahweit? How were
they related to each other and to the available resources? How
were their different interests represented and who were the leaders?
Where did STC fit into this? And how were they viewed? What follows
i{s admittedly an impressioaistic synthesis based upon available
project documents and a 1imited set of interviews.

Mahweit is a town of around 7,000 people and is the seat nf
the governorate of Mahweit Province. As with all provincial capitals,
Mahweit is the leading commerical, educational and social center of
the regioa. An old town, Mahweit!s physical layout reflects to a
large extent its complex social organization. The oldest and highest
part of the town is the partially walled sectioa called 'asaal,

This houses the governor?s quarters and the town’s traditional elite
made up of the landlords and the gadi familles., These latter are
".he learned”, jurists/judges who until receatly functioned as
religious teachers and adjudicators.

Below this quarter is the one of Majlab - a mixed neighborhood
where the bourg=oisie of Mahweit lived. Made up of the merchant and
artisan familizs, this group shaded into the lower bourgeoisie con-
sisting of ghl al-suq, the market peoples small shop keepers and the
barbers, butchers, blacksmiths - all of whom practiced low-status

occupations.

On the periphery of the town are a number of different
hamlets inhabited by recent immigrants from the rural countryside.
Two of these hamlets, al-Dhuhr and Hijrat Athailil have been re-
cently incorporated into Mahweit township, not without some oppositioa
from the townspeople who consider the inhabitants to be outsiders,
less "civilized" aad competitors for the town's resources.

The different occupational and status groups of Mahweit
are all organized into loose "clans", large extended families
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occupying different households and generally groupad in specific
neighborhoods. These kinship cum local groups are represeunted by
their ghuyukh and 'uqqal, the elders who tend to be the heads of
the dominant lineages as well as those whose plety and wisdom is
generally acknowledged., This collection of elders, collectively
referred to as ghuyukh, constitute in Mahweit one interest group,
albeit neither a homogeneous nor cohesive one, differentiated as
these shuyukh are by being urban or rural in origin, rich or poor,
member of a large powerful family or representing a recent
immigrant one, etc.

It seems that this traditional leadership in the town has
had to contend with an emergent group of young men collectively
referred to as shabab or biba. Cowing from different back-
groands and representing different life experiences, these young
men are nonetheless united in their sharing a 'modern'" world
view, one which is not characterized by any commoa ideology,
unless it is the rejection of the old Imami order and all that it
represented. Rather, between them they represent the different
ideologies curreat in the Arab world: nationalism (wattaniya),
Marxism (shuyu'iya), Islamic fundamentalism (Ikhwan) and even
regionalism as expressed in the notlon of "fraternal tribalism'.
Despite their differences, they all share a visioa of an indepen-
dant, 'developed' Temen on par with its fellow Arab states.

The Ikhwan and those who support them seem to be well
organized in Mahweit and to be in control of one of the youth
clubs, pnadi. Financed, no doubt, from the outside, they are a
vocal aad powerful group - one that 'haturally' would choose some-
one like STC as a convenient target.

Another important group to consider Lls the LDA, the local
Development Association, the group the STC took to represent the
counterpart of the "community committee' in rural Yemen.

From its Inception as an ad hoc collection of Mahweiti
notables in the mid-sixties, to its Institutionalization as a
cooperative or association in 1968 to its later formalization
in 1973 following the creation of CYDA, the Mahweit LDA has
always occupied a difficult position as a middleman btetween the
central government and the townspeople. LDA membership is
elected and tends to represant the competing local factions. It
also has a very limited budget with which to operate and tands to
be chroaically understaffed with paid fulltime clerical personnel.
The LDA must seek the approval and support of the governor and the
local notables on both of whom it depends for the money and support
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necessary to implement its projects. Gilven the fact that LDA members
have nominal salaries only and are part-time, it 1s not surprising
that they are interested in large scale, "sisible" projects.

The central government in Mahweit is largely represented by
the governor and other central government representatives, consisting
of the Divectors of the Health Office and of the Agricultural Office
and their deputies. Given the fact that the Yemeni nation-state is
still in its formative stage, and where the local presence of
national institutions is weak, the importance of the Governor in a
place like Mahweit becomes of critical importance to local develop-
ment projects. The level of support assigned by the central
government to the province depends to a large extent oa who 1s the
governor. The very presence in Mahweit of SIC staff and resources
was seen by the Governor as a supplement to inadequate central support
and as such went quickly under the Governor’s control. It is iroaic
that STC was greatly influeaced by the Governor ingofar as it eschews
relationships with central government forces.

The unschediled joint USAID/STC evaluation of June 1979
was in response to common recognition that the Project was experiencing
real difficulties in Mahweit. As the summary of the evaluatioa in
Section IIL,A, of this report indicates, no small part of these
difficultcies were due to STC's "insufficient awareaness of critical
contextual issues related to working in Mahweit'., These translate
into a lack of awareness of the different interest groups, their
differnt expectations, the limited capacity of the LDA and 1its
shifting base of support and the crucial necessity for STC to
clearly and unequivocally integrate its projects, especially those
in the health and agriculture sectors to appropriate ministries,
an issue which has been discussed in the context of the separate
sactoral activities.

In effect, one is tempted to say that by the summer of 1979,
STC, far from playing its designated role of 'community catalyst",
had perhaps unwittingly become one move "interest group" in Mahweit
town. This role was probably tolerated when small projects were at
stake. For example, STC worked with the LDA in the infrastructure
sector, allying itself with the LDA when it came to conflict over
a road plan or location of small water pvoject. However, when it
came to ~arger projects with political coanotations or socially
sengitive issues, STC could not muster allies.

STC!s role became even more precarious as a result of the
water project issue and the coup de grace came with the sewage
problem., A brief chronology of the development of this problem is
useful as it illustrates how STC had come to be viewed by the
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worked itself into by the winter of 1980, (Account is based oa
Memorandum by Burrowes/Reid., May 1980; '"Brief Chronology and
Analysis of the 'Problem!" since my report of March 29, 1980.)

Following hard on the heels of the impasse of the Mahweit
Town Water Project, the sewage project should have provided am
opportunity for STC to repair its relationship with the town of
Mahweit. But it turned out otherwise.

After conducting water quality tests on Mahweit's main
water source, STC found it to be contaminated from the ineffective
sewage disposal of the town. When told of this, Mahweitlis became
interested in the construction of a system of disposal/treatment
of thelr sewage, STC offered to cooperate in planning, design and
construct ion of such a system - participating within the constraints
of their budget. After study, a plan was drawn up for the five
quarters of the town with an estimated total cost of $577,263.

The plan was approved by the town representatives, the Governor,
LDA/CC, etc, STC, which had pledged $42,000 out of its 1980 budget
to sewage project, proposed that thejy begin with a partial sewage
gystem for one quarter, Mijlab, which is situated directly above
the water gource. The cost of this sub-project was estimated at
$115,453.

A meating was called in the Sovernor!s quarters on April 16,
1980 to publically discuss the issue. All interest groups of the
town were apparently represented, including a large contingent of
the Ikhwan. The General Secretary of the LDA/CC and a crucial figure
in the Mahweit LDA, was out of town., STC appareatly misread the nature
of this critical meeting and gsent a P.C. to represent them, accompanied
by one member of the LDA. Neither the STC Director nor the Project

Manager were present.

The meeting quickly transformed itself into an open
assault on Maiwelt Project as a whole, accusing the Americans of
breaking promises, bad faith and lying about finances. When the
STC P.C. trled to present the sewage project option, he was shouted
down. The Governor then was asked for a solutioa. He proposed that
STC should assume full responsibility for the cost of the entire
sawage mainline in 1980. This was accepted by the notables present
and an ultimatum was given to STC: accept and begin to work by the
end of two weeks, L.e,, April 30 - otherwise, SIC's facilitics
would be closed down by that date!

The following ten days, April 16-26, were spent in frantic
efforts to negotiate a compromise with the Governor and concerned
parties. The Director of SIC met with the Governor on April 2lst
and explained to him that STC could not meet the $150,000 (expected
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STC share for the total sewage project) out of its 1980 budget,
nor could it draw upon 1981 funds that did not yet exist, The
Governor replied that the people of Mahwelt were adamant - STC
must do something '"they can see' and that a compromise will not
do. The Secretary General of the LDA/CC, on whom STC counted to
mediate the issue, remained abroad. A decisifoa was then made by
STC to withdraw before the April 30 deadline (s9 as to avoid
possible incidents). The staff pulled oat of Mahweit before
dawa oa April 26. The U.S. Ambassador was informed of the with-
drawal on the same day.

Since the withdrawal from Mahweit, various attempts
have been made by STC senior staff to enlist the medlating aid
of the U.S. Ambassador, CPO, CYDA and USAID, Enlisting the CPO
and CYDA's support was hampered by the fact that senior officials
in these agencies kmew little or nothing of the Mahweit Project to
begin with! Thus, at the same time that their help was beinyg
solicited in the crisis, they were being "filled-in" on the Project,
something that could and should have been attended to earlier in the
Project. The Secretary General of the LDA/CC, back in Yemen, limited
his contributioa to the suggestion that STC be more "forthcoming on
the sewage project and that they should plan to complete the train-
ing of the Yemeni field coordinators regardless of the fate of the
Mahweit Project,

V. Appraisal of STC Approach to Rural Development in Yemen
A, Mahweit Town Context for STC Approach
Section IV of this evaluatioa sketched out some of the areas
of socio-political differentiatioa in Mahweit, The pleture presented
1s one of a large community with the following relevant characteristics:
-~ highly differentiated in terms of social groups (origins,
occupations, tribal affiliations, political ascription and

the use of religion as a marker for political action)

- lack of modern, secular, civic institutions which crosscut
parochial loyalties

- weak presence of central government authority

- major net deficits in basic infrastructure (e.g., water,
roads, sewage, educational facilities, health services)

- distortions in the local economy due to national inflation,
and workers! remittances yielding high levels of liquid
parsonal assets.
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Given these characteristics, along with the relative
physical isolation of the town, we believe that the choice of
Mahwelt as the site for the STC Projecc was, at best, problematic
if not a major error in judgment.

We believe that the STC philosophy as outlined in the OFG
extension document (see pp 7-18) presumes that the subject community
possesses a number of requisite characteristics such as:

- a degree of social homogeneity

- a sense of cohesiveness formed around a number of commonly
agreed upon objectives

- an egalitarian ideology oriented toward the community good,
which works through civic 'democratic' institutionms.

This model of a recipient community 1is a near antithesis of
Mahweit. As can be seen In various sections of this evaluation, a
number of serious problems, misunderstandings, misplaced expectations
and delays in implementation were the result of an underlying contra-
diction between the STC ideal and the Mahweit reality.

In looking closely at the basic premises of the STC philosophy
of rural development and its tactics, a number of points emerge which
we believe are relevant to the Mahweit context described above.

1. There is an emphasis on the process of developing a program and
less on end products, such as projects. This has been charac-
terized as "learning by doing", with the emphasis on the evolu-
tion of an awareness of one’s eavironment. Given the level of
development of Mahweit and what we sease to be a clear consensus
by Mahweitis on what are their basic needs, the STC strategy is
misplaced. It can and did lead to heightened expectations which
could not be fulfilled with the resources at hand. The nature
of the STC-community relationship was one of tolerance within
which the STC gtaff was permitted to pursue a learning process
around small projects. Ultimately, even these small projects
generated conflict (e.g., over water rights and road alignment).

2. There is also a premium placed upoa the intensity and quality of
local participation in planning and implementation. In a highly
factionalized community, how is it possible for a foreign group
to mobilize representative participation? One also has to keep
in mind the increasingly sensitive issue of individual affilia-
tioa with American activities, Some Mahweitis resisted affilia-
tion because of perc-ived consequences, others expected bribes
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to participate, and yet others found participation culturally
alien,

There 1s also a requirement in this approach to gimultaneously
undertake complex taska such as: Institution building, trans-
fer of skills through training, and the integration of the
learning process into the fabric of the recipient community,
These requirements, given the contextualism of Maiwelt and

the resources of SIC, were both ambitious and lacked realism,
STC!'s inability to assign priority to tasks and to focus on

a limited set of manageable activities dissipated energiles

and lessened theilr credibility in the eyes of Mahweitis.

There is aa emphasis in this approach to reach women through
project activities in order to improve the quality of their
lives and to encourage them to undertake new economilc roles.
In Mahweit, as elsew ere in Yemen, women and family represent
a bastion of core values which stand at the center of the
private sphere of social life., The STC nutrition and women's
projects did penetrate this sphere in a manner interpreted as
threatening. Aside from the wider political problems which
ultimately targetted upoa the STC project, we believe that
community reactioa to the manner in which STC undertook to
affect women's values and behavior would have eventually

bean negative and censorious,

One of the stated goals of STC is '"the creation of a self-
sustaining capacity for self-help' which would presumably
lead to Internally generated sustained development. It can
be argued that this capacity for self-help is a result of
"development " rather than a precondition, Many of SIC's
early activities to generate this consciousness of self-
confidence and self-help seem to have been premature given
the fact that there was yet no demorstrated change in the
Mahweitis! eaviroament, political or socio-economic. It
was a case of putting the cart tefore the horse.

Lastly, STC does not place an emphasis upon either strengthening
central government capabilities or 'shifting rural commuaities
from dependence on their immediate enviroament to dependence on
a remote central government'. In the Yemeni context, we believe
this constitutes a major flaw iu development theory. The ex-
perience of the STC project staff by their own admission is

that it was a mistake not to have involved central government

in initial planning, budgeting, and implementation of project
activities. Because of the fact that government services are

in their formative stage, activities such as STC can serve to
shape and develop the eventual effective delivery of governmeat
services,
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B, STC Capacity to Adapt Thelr Approach to Mahwelt Context

The STC approach in its full application would ultimately
result in a fairly complete integration of staff into the host
community. This integration, to be successful, requires a high
degrea of cultural sensitivity and awareness, linguistic proficiency,
a sustained presence, and appropriate skills, It is obvious that
this set of qualifications is difficult to satisfy. We believe
that many of the STC field staff were well qualified, highly
motivated, and committed to their task. However, the essential
ingredient lacking w<s a demonstrated ability to, in fact, employ
the tools of rural development. The STC concept of rural development
was uncritically accepted and employed by the stafl which had 1l.ttle
or no prior experience in development assistance and therefore

no alternative.
VI. Options for STC Mahweit Project

In the foregolng sections of this evaluation we have tried to
point out a number of problems aad issues which (a) had been a part
of the STC Eroject from the outset in 1978 and, (b) had developed
over the past year in review. Had the Mahweit crisis not occurred,
forcing the suspensica of all Project activities, we believe that
major changes in the Project would have had to take place antici-
patory to the development of a possible Phase II, Fundamental
changes in the basic STC approach to rural development with par-
ticular reference to Yemen have been suggested in Section V.
Specific recommendations with regard to sectoral activities, re-
lationships with Yemeni central/local government organilzatious
and style of management have been suggested in various sectiloas

of this evaluation.

In making these observations and recoumendations, we have
tried as much as possible to separate problems inherent in the STC
Project itsalf from issues which may be external or colncideatal
with the presence of STC within the town of Mahweit., It is clear
that STC could have served as the unwitting target of lacal
political forces which have their origins in the contemporary
Yemeni political culture. However, the iscue 1s somewhat academic
since STC’s presence itself within the cownunity and its mode of
involvement in politicized issues in Mahweit made it a party to
the overall process of political unrest.

With these comments in mind, we have attempted to provide a
geries of options, qualifying each in terms of the following
variables:
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- STC?s CD/CBIRD dated approach to rural development or
whatever modified version it will wish to employ

- STC'!s performaace tecord in Mahweit with particular
reference to the past year

- the continuing unstable political climate of Mahweilt
and some of the villages in its hinterland

- the continuing spector of the unresolved Mahweit Town
water and sew=je projects

- anticipated changeover of STC field staff resulting in the
departare of now experienced staff, and

-  the ambiguous image that STC has projected to Yementi
authorities of a charitable cup quasi U.S. governmental
a,ency (a view also applicable to the Peace Corps which
1g often confused with SIC and which also suffers from
an ambiguous status),

Tane following options are not ranked in order of feasibility
or desirability. They do, however, cover the range of rlausible
options given the curreat situation:

A, Resumption of Project, as is, in Mahwelt town,

Based upon = wide range of interviews both in Sagna and in
Mahweit +owa, we understand that for this to be a viable option the
following conditions must be met:

1. A formal protocol must be devnloped and ratified by
gome or all of the following groaps; CYDA, CFO,
Governor of Maawelt and at least cne line ministr;.
This agreement must detall precise ictivities, time
schedule, budget and functional responsibilities of
each party concerning each project activity.

2. The outstanding Lssues of the town water aad sewage
projects (both of which are beyond the mandate and
capability of SIC) must be resolved; 1i.e., SICtg
role vis-a-vis these issues must be clear and U.S.
funding must be settled.
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3, Local political factions in Mahweit town would
have to arrive at a common agreement with the
Governor to invite STC back and to remove the
ultimatum which triggered the withdrawal.

4. Issues emanating from socilal sector activities
which elicited adverse reactions from elements
of the community must be resolved; e.g.,
opposition to woments participation in the
activities of the nutrition and women's centers.

We doubt that these conditions can be met and within a reasonable
period of time allowing STC resources to be usefully employed.
Additionally, the Govemor of Mahweit has made it clear to us that
he does not wish to see the return of the STC project to the town.
There is also evidence that the CPO shares this view.

B, Return to a Base in Mahweit Town but with a Modified Approach
1. Conditions 1-3 under Cption I would have to be met.

2. Based upon interviews and a review of sector-specific
problems, we believe that an acceptable proposal from STC would be
to pare back a multi-sector approach and conceatrate on a) small
water projects in outreach aceas aad b) agricultural adaptive re-
search and selected extensioa.

3. The EPI program could be continued through the Mahweit
hospital until full town coverage is achieved. Following this, EPI
outreach could be pursued under MOH auspices.

This optioa is highly problematic for the same reasons listed
under Option A. The current attitude of the Governor and the political
climate in the town would undoubtedly reactivate old reactions leading
to constraints on project activities and may even endanger persoaal

safety,

C. Move Project to an Outreach Site with (1) The Same Approach and,

(2) A Modified Approach

1. It is assumed that a move to an outreach site (a village
cluster in Mahweit district or a cluster in a nearby district) would
be based upon survey research, site visit, cooperatioa of Governor,
LDA/CC, local LDA, and CYDA, Further, that a program agenda would
have bean agread upon by all parties, with clearly defined responsibilities

aad assignments.
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2. We continue to believe that similar to Option B.2.,
STC should pare back its comprehensive approach to concentrate on
one or two sectoral activities which meet local expectations and
which are within STC's financial and technical capacity.

Option C is one which has been discussed with CYDA,
CPO, MOA and the Governor, There is consensus that with a revised
prvogram based upon protocol agreements, STC would be welcomed back
to Mahwelt province, The districts of al Rejm and al Khabt have
been mentioned as possibilities.

D, Termina:e the Project at this Juncture and Reschedule the
Unexpended Balance of Approximately $470,000 of STC/AID
Funds (as of Julv 1980) of Phase L.

1. There are a number of training requirements remaining.
The geven Field Coordinators received minimal initial training
through the Project but do not have a sufficient level of technical
knowledge to pursue recognizable careers, There 1s a need to develop
a training plan for suvme of these trainees, supported by STC, which
would insure future emplovment.

2, Basged in Sana, STC infrastructure staff{ could selectively
implement to completion, priority small wate - projects identified by
the Phase I STC Project.

3. The entire balance could be obligated for the undertaking
of the complete Mahweit town sewage system in conjunction with LDA
and Ministry of Public Works funds and technical assistance.



ANNEX A: Persons Contacted

USAID:

C. Bell
F, Pavich
D, Ponasik

U.S. Embassy:

Ambassador G, Lane
D.C.M. E,Gnehm

SCF

Burrowes

Moyer

Ryder

Swanson

Tutwiler

Ansell

Ryder/Curry

. Cullen PCy
Hagsan al Sakaf Office Manager
J. Obermeyer SCF/HQ
C, Pankuk BCV

M, Senbora PCV EPIL

maomEO G

YEMENI Cenftral Government:

Yahia al-Hibshi MOA
Mohammed al Nuzaili CYDA
Ahmad Said al Aghbari CYDA
Ali al-Bahar CPO

Anwar al-Harazi "
Sa'ad Mahrouf "
Tariq al Masri "

YEMENI Project Participants:

Mohammad Satad
Yalina 'Ali

Others Consulted:

Hank Van Loo Director, Dutch Integrated Rural Development
Project, Rad'a
G. Westenbrink Livestock Speclalist, " " 1"



Mahweit 7/10 - 7/12 ¢

Muhammad as=Sanabani Governor
1A1{ Hammoudi Municipal Council, Head
Hussein Muhsin Municipal Council, Deputy

Anwar Yahya al-Dhubri Deputy Director Health Services

STC Field Coordinators:

Abd al Raaman Nuzaill
1A11 Mohammad Huneina
Abd al Mumin al Wadi
Ghaleb al Zerraga

Abd al Malik al Qalisi
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Governorate and the Yemsn 1. Increased infrastructure 3. Comparison with other foreign asgencies and YARG
| Arab Republio development relevant information 3, No natursl disasters
; 2. Improved health/nutrition . The CBIRD approach does make
status positive, cost-effective,
3. Improved agricultural pro- measurnble and demonstratable
ductivity and techniques imprevemcnts in the quality ol
4, Increuasvd household pro- 1ifo of the people of Hahiweit
ductivity, particularly in
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S. Increased mimber of Mahwelit

people in skills through -
formnl/non-formnl education
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Integrated projects carried
out in two nawnhi of
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local .¢ Troups

At least four field coordi-
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GCP and LDA .
At least 20% of fisld coor-
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¢. one of vhizr directly
VLonefits youth
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At lenst 20 meotings held
involving groups in project

1.

2
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port and narralive.
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Rural Yemeni population open to.
SCP OBIRD.:methocology

LDA willing to critically exan-
inc SRINT =mcthodclezy under
field conditions

Field stuff svailable and will
continue with program

YARG continues to lend its basio
support to the proposed SCF
pro?rum

Reslidents of communities invol-
ved recognize the importance of
and continug to participate full;
in commnity activities
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Payroll

Friuge Benefits
Ed. allowance
Casual labor
Insurance
Travel
Sub-total

ADMINISTRATION

Office rentsl
Off., suppliss
Postage

Tel and Tel
Photocopy, minm -0
end photography
Energy
Ingurance
Vehicle opera,
Staff hosuing
Bank charges

Aneriocan Save the Children « Yemen

Financial Summary

July 1980
Expenses

$316,650.22
52,7024 74
5¢469.00
16,536,61
50358435
2,827,2

sugﬁfBE%fzg

33,872.23
11,382.67

1,073.17
13,442.43

4,940.53
7,481.8%
2,761.57

25,237,14

€6,254470

975.63

Reference material 1,216,85

Misc. (H.C.)
Losea on conver
Sub=total

CAPITAL ASCETS

Purniture and
equipnent
Vehicles
Sub-total

34387.24
83,8
§172,209.

17,022,02
40 08
857, o

H.O.

Orginal OPG Budge%

$441,000

$121,000

$10,000

Aﬂvcu D
ey

F.0. expense through June 1980

expemses through March . 19“

Differsnce

$(51,209.82)

$(47,615.,10)
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Financial Summaby -~ page 2 July 1980
Expenses Orginal OPG Budget Difference ..‘é
HOME OFFICE ADMINISTRATION
$38,306.00 845,000 $ 6,694,00
PROJECTS

Infrastructure

General Support $8,977.88

Massiya Weter, 80-0017 8,000,00

Road ProJ, 79-0005 25,9864 30

Mahweit water, 79-0006 100,44

Bayt Al-Bahri, 79-0018 1,983,11

Ghayl Zshl, 80-0013 2,607,06

Masji: Al=Urr, 79-0007 5,041,94

Town Flen, 79-0010 13,186.85

Gtone Cu“ter, 79-0011 16,464,46

LDA Truck, 806-0001 . 26,776.61

LDA Backhoe, 80-001 21,8 0

Bub-total 843Uf§;gf§5 $130,979.15

Institutional

Support & Advanced Train, 022485

Community Center, 78-0001 11,622.47

Community Center, 79-0001 6,946,557

Advanced Training, 80-0006 1G,833,09

Research, 80-0005 1,477,706

Yoemeni Statf Train., 80-0008 2ﬁZ38=43
Sub-total 3 ’ ] 354.69“0 59

Agricultural /Productivity

Ganeral Suzport $3,055.91
Mechanization Demo & Train 1,836,632
School Age. Train, 79-0002 1,458.40
Poultry, 79-0003 1,819.55
Plant Protection Train, 79-0016 5,762.45
Coffes Imprcvement, 80-0012 Z2,227.38
Experimental Plot, 79-0013 9,877.58
Veternary Program, 80-0011 5,587.60

Reforstation, 79-0015 15,210,06
Sub-fotal . SE;fEZBfBE 847_.835_56
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Finuncial Summary - page 3 July 1980
Expensea Orginal Ol'G Budget Difference 4
Bocial
General Support 834396432
Nutrition Program, 79-0012 51,089,73
WVomens' Center, 80-(C10 1,646,335
Argub mobile olinis, 80-0014 66
Sub-total 857.099, 857.099,95
Projects Totel 8290,609,25 8441 ,000 $150,390.75
14 BALANCE (amount remaining from OFG $31,715.62
$1,040,000)
2, ESTIMATED H.O., expenses 4/80 «6/80 - 000,00
3+ ESTIMATED current balance 8(2,284,38;
4, STC H.O. contribution to date + 46,242,2
43,957.87
5S¢ RBMNAINING 8TC contributioa + 78
(from 4125,000) 1;?,;%;.2%
6. OPG extension funds - 12/80 350,000,00

7. TOTAL funds remaining (STC and AID) 8 472,715.44
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