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RECOMMENDATIONS

Introduction

The Bay Region Agricultural Development Project has many of
the attributes of an integrated rural development project,

Institutions Serving Crop and Animal Husbandry

Eight departments and agencies are directly involved in it
and seven more indirectly. The project provides 1or their integra-
tion through a regional Project Management Unit.

Institutionalization of Decentralization

Regionally-based rural development is appropriate, and etforts
should be made to institutionalizo such decentralization in Somalia.
As a device for legitimating and facilitating decentralized inte-
gration, the inter-winisterial Coordinating Committee concept snould
be strongly supported,

Nonctheless, additional steps will need to be taken to assuro
the full participation and intepration of all participating orpani-
zations., A Technical Committee should be created at the regional
lTevel. Tts tunction would be to coordinate hetween avencies and
departments and to sot project policics in those areas that will af -
fect the operation or more than one unit.  The Comnit tee wonld meet
at least once a mouth and as called by the Project bireetor.  Maj-
ority vote decisions of the Technical Committee wonld o bhinding
on the project with two provisos: 1) Anv ma: Ler on whon cither
the Projcot Dircctor or the Technical Manager dissoent irom tiace ma-
Jority would He rererred to the ministerial- Lovel Coordinat ing Cor -
mittee for resolution. 20 Nothing mav be undertaben - ontrary Lo
the apreements with the Joners withont their onsent . Pho s s ed
membership of the Technical Committoe fs——the Project ircotarg
the Technical Manavers the Finaneial Controtler; the vevrdtonal heads
of the MOA, Ponka Rescarch Station, Veterinary Servics o AL UDA
and MPW; o and the senior technieal asoictant in the Peion veriiing o
cach ol apricaltural catensiony apricultural recoar o, vetor pag oy
services, rauge manarenent  vater and public wore,o Fartin o,

In the spivit of witi-aoney divection, the title o el by e et
Divector shoold Hoe held b whonever oo the Sona ] oo toua! tarf

is best qualivied and capericuced ] unatever oo minratre o apeney



National Linkages

The substantial independence of the project should not lead
it to negicct the importance of its remaining national linkages.

A particular problern area may be water. USAID should prompt
an exchange of binding correspondence between the WDA and the MOA,
committing the WDA ounly to send the rigs and upporting personnel
which USAID has provided to WDA for the Bay Project out of the re-
gion if and when its drilling commitments there have been comple-
ted. As a first step in this direction USATD should convene a meop-
ing at the highest level between WDA and MOA. In addition, USAID
should agree to use its influence and authority as the donor to as-
sure that the drilling pr.~-am be carricd out o a timely besis.,

It is important to the success of the project that these ac ions be
undertaken. 1If they are, there is an acceptably low probability of
managerial failure in the water arca, and USAID's objectives of in-
stitutionalizing WDA's capacity will have been met. As a further
aspect of this problem, all ambignities between donors about levels
and sources of support for the water component of the project must
be resolved before it is approved.

Popular Participation

Personnel

To date no provision has been made for popular participation
in the project, which would add much reeded information and support,
Early in its life BRADP should establish a Crop and Livestock Ad-
visory Committce in each of the four project districts. Committee
members should be drawn from active crop and animal husbandmen and
women.,

Because of the eritical shortages of high-1cvel manpower in
Somalia, expatriates will have an even more direct impact on the per=
formance of all staff than is usual, Tt is critical that technieal
assistance be provided in the form of restdent staff and not short-
term consultauts. Only the former can provide the guidance to So-
mali staff and the Learniug fom doing which are vital te the pro-

jecet's success,

Lanpuage will be o problem among the project staff, as Somali,
has not stressed English instruct | on. ttois recommerded tha 1 he
equivalent of four weeks of intensive Somal Do Tanpuage training he
provideo to cxpatriate technical agsistant alter wory Yo oL G
flarly intensive Enplish Fangaape training should e provided -
ter work to the high=and middle-love!l Somalis on the prodect whao
are net reasonably fluent already,



9.

].O.

Remuneration

Government salaries are dysfunctionaily low in Somalia, but
the provision of eitra allowances by various donors is threatening
to get out of hand, GSDR should be asked to appoint a commission
to establish puidelines for maximum payable o Jowances for various
work conditions and cmployment levels. 11 ¢.is is not possible, ,
guidelines policy for BRADP should Le established by (i fntey-min-
isterial Coordinatir, Committece. Donor agencies shonld respect these
guidelines. At a minimum UCSATD should try to insure that the var-
fous agencies and departments Involved in BRADP have comparable
allowances,

Rural Qut reach

Existing Somali development staff have difficulty getting out
into the villages., 1t is important to the project that the nceds
for motorized transport be met but that they bhe kept moderate.  No
scervice arranyements should be instituted that wouid be rendered
largely inctriective by a partial cut in motorized transportation.
It should be firm project policy to house base—level veterinarv and
extension staft in the villapes.

Supply Shortages

A major cause of poor administrative performance in tae regions
is  shortages of critical supplies. BRADP should uree national
agencies o budget and authorize expenditures at the ctart of the
year tor supplics which are critical and the meed for which jo at
all predictables The Project Manapgement Unit shoulo ofbter its own
acconnting services, T oan acoount iny Arent T lea, ta s il itate
such qwuthorization, A water ©o such g crit Poal vesonroe, UTsAalDb
should prvide Tncervased Domds throaeh BRADY o buaild o royional
Store ot oo parts Yor Wha,  The P oo shoald dothoyive well
in o advance copendituree oy npplico whiich are critiodd to the op-
eration or dtn constituent waits, AL vehio e TERETRI! by the
project shou'd Yo ordervd with o tull cotplement ol spare parts,

inflation . ind Flex ihility

As there are major unknowns concerning the environment of this
projoect it ie vita! that BRADP have o signiticant continecncy finil
to provide tor ttexible reaporses Such tunds have hion of oot jvel .
climinated by the combination of int lation and Uhe Vol taak "
close badpeting,  Pvery cttort shonld be made to ot o the Yorid Bank
and its atfiliates to increas their commitments Lo {he Project
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to take account of inflation. Failing this, USAID should couslder
use of some of its PL480 Somali shiilings fund to support a mean-
Ingful BRADP contingency fund.

USAID should accept the GSDR Magistrate of Accounts as the pro-
ject auditing unit, subject to USAID audit review, if the World
Bank provides technical assistance to it. (Section 1)

Coniclusions

BRADP is managerially sound and should work acceptably 1f the
problems with WDA are solved. Acceptance of the other recommenda-
tions above will add significantly to the effectiveness of the pro-
ject. [Eaually important, with only a few changes, BRADP can make
a significant contribution to the institutional development of So-
malta by being {ts first experiment with decentralization.
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Technical Manager; the Financial Controller; the regional heads of

the MOA, the Bonka Research Station, Veterinary Service, NRA, WDA and
the MPW; and the senior technical assistant in the region working on
cach of agricultural exten:ion, agricultural research, veterinary ser-
vices, ranpe management, water, and public works. Other heads ol re-
gional agencies and other technical assistants should be invited to
attend as non-voting members when matters relevant to them are discus.ed.
In fact, it probably would be desirable to expand the committee to
include the regional heads of the ADC, ONAT, LDA, and USCM, as their
activities will have an impact on the project.

The proposed Technical Committee would have several short-term
and long-term benefits. (1) Tt would causc a wide range of policy
perspectives to be brought to bear on the project, assuring that the
rural development is meaningfully integrated. (2) Such a commiltec
would diffusc the fears of other agencies and assure their whole-hear-
ted participation in BRADP. Several of them have said that represon-
tation on a regional commiitee would meet their concerns. (3) The pro-
poscd membership and procedural rules for the Technical Committee would
build both a team approach and commitment among regional staff, while
also giving the Projecnt Director and Technical Manager adequate protec-
tion for their authority. (4) The Committec would begin the important
prezess of institutionalizing a structure for providing regular, de-
centralized coordination to rural development, Other socialist states
in Africa have a similar committee of field agency hcads, which prepares
plans for discussion and approval by the local political authorities.
The Coordinating Committee/Technical Committee combination represents
a significant first step in institutionclizing decentralization and
is as far as it is realistic to go in Somalia on the project at this
time.

In the spirit of mulri-agency direction, the Regional Coordina-
tor of MOA should not be automatically desipgnated as Deputy Project
Director. This title should be held by whomever among the Semali re-
gional staft is best qualified and experienced, whatever his ministry

or_ageucy.,

4, National Linkages

GSDR expertise and decision making are concentrated in the capi-
tal of Mogadishu at present. Despite this centralization, donor agen-
cies do not appear to have had too much Jifficulty in paining ccasent
for the decentratization of control cover staff and programe to the
regionallv-based PMuL 0 The danver now may not be centralization bt

weak support from the national uiaite,

The asricultural component is dependent on the national apricul-
tural Delivery Svstems PMU for the supply and training ol its exten-
sion agents.  The range program will need some of the newlv-tralned
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geologic and hydrologic characteristics of Somalia. The continued sup-
port of ad hoc, fragmented drilling operations will not do this. ‘The
fact that the Federal Republic of Germany has recently agreed to pro-
vide the WDA with 12 technical assistants will increase the concentra-
tion of expertise and capability there even beyond that whieh USAID
support will provide. An organization with a high level of competence,
such as the WDHA seens iikely to achieve, will have 4 higher success

rate in its drilling operations and thus wiil be more efficient. To
suvport both BRADP and WDA, USAID has created a matrix organization bhe-
tween themwm, with resources and commitment from beth necessary to succese.

The concerns of the BRADD Project Director aud the objectives of
USAID ave both valld and a way to meet both has beecn sought. USAID
should prompt an exchange of binding correspondence between the WHA
and the MOA, comnittin: the WDA only to send the rigs and supporting
personnel which USAID i.as provided to WDA for tho Bay Proj—e(:—t T;G_t;g_f
the region if and when its drilling commitments there have been comple—
ted. As a first step in this direcrion USALD should convence a meeting
at_the highest ievel between WDA and MOA.  Ju addition, USATD should
agree to use its influence and authority as the donor of the necessary
resources to WDA to assure that the drilling program is carried out on
a timely basis. Tt is important to the succoss of the project that
these actions be undertaken, IT they are, there s an aceeptably Jow

probability of managerial failure in the water arca and L‘:.S"_{\J‘I)_';.g;‘_ji.ug_t_]'._—
tutionalization objectives wili have been mot.  The Project Manaper
continues to have wvorries about this arrangement but {s willing to give
it a triat. It is sufticient!y desirable that GSDHR gain confidence

in these kinds of inter-apency relationships for the moderate risk to
be taken. USAID should monitor the relationship carefully, however,
and be prepared to tabe corrective action if it fails,

Some fmportant confusions about levels ond sources of suppoct
remain between and within the World Bank Appraisal Report and the USAID
Comprehensive Groundwater Project Paper and the USAID Project Tdentifi-
cation Document tfor BRADP,  These cannot be resolved withount the table
which gives the detailed breakdown of project expenditures as thev are
allocated between dowors,  The World Bank document pives the expendi-
ture detail and the allocation of donor commitment by broad Tunctional
catepories,  The necoded tabtie i missing, however,  Thio tabile mat
be obtained,  All ambipuities abovt Jevels and sources of support tor

the water compenent of the project must be resolved before it is

proved,

5S¢ Popuiar Part icipation

To date no provision has been made for formal popular participa=
tfon in BRADP ifmpilomentation decivions, Although the GSHE bas a com-
mendably progressive policy stance and a Lthouph 1t provides for parti-
cipation through the SRY Farty, membership in the party i low in the
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INTERVIEWS

Gary Nelson - Program Officer, USAID, Mogadishu

Mohamed Warsame Dualch - Project Manage: Designate, Bay Reglon Agri-
cultural Developrent Project

Dr. Abrahfm M, Abvin = Dean, Sowali Instiitute of Development Admini-

Stratico and Manapement
Colenel Absnir Kahie - Bav Repion Party Secretary
Ouar Moharced Hasoan = Bav Reyion Extension Coordinator
Abdul Cadr Mahamud Warsame —= District Extension Agent, Bur Akaba
Hassan Haji - Bay Regpion Coordinator of the Ministry of Apriculture
Mohamed Shaheed Fhan = USDA team, bhatdoa
George Otey - USDA team, Bafdoa
Joseph Lopez = USDA team, Batdoa

Mohamed Hajl Yusar - Bay Repgion Director of the Water Developnent
Apency

Mohanied Tsmafl - Bay Reglon Director of the Livestock Development
Apeney

Adan Tsak Aden = Bay Revfon Director of the Natfonal Ranpe Apency
Yusuf Mohamed Husseln = sraft member, Haclonal Ranpe Apency
Musa Mohamed - Kay Repfon Director ot the Hinistry of Public Works

Sadad A= Bay Regfon Director of the Apricaltural Development Corp-
oratfon

Safd Musfq = Repfonal Director of Natlonal Tractor Hiving Apency (ONAT)
tor Bav, Bakool and Gede Reglons

Abdi=Kar fm Aden Mohamed = Bay Keyion Cooperative Otf feer
Mohamed Galin Abdid - Avofatant Replonal Veterinary Ottt leer, Bay beplon

Mohamed Achimed Dupnel = Project Manager of the Aprlealtural Fxtensfon
and Farm Manapenent Tralnlong 'roject
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Abdullahi Nur Alio - Director of Research, Ministry of Agriculture

Mohamed AlL Ahmed - Actiog Dirccror, Department of Cooperatives, Min-
istry of Apriculture

Dro. Abdullah Farani - Ceneral Manaper, National Range Agency
David Field - Technical Manager, Hational Range Agency

Khalif Haji Faral = General Manapers, Water Development Agency
Abdulkarim Ashur - Program Assistant

Paul Preatice = Cooperative League of USA representative
] b I

Mohamed Essa Abdi - Dircetor of Plaaning and Desipgn, Ministry of Pub-
Tie Works

Dr. abdi Mahanmud Elmi = birector of Department of Veterinary Service,
Jindstry of Livestodk, Forestry and Range

Mohamed Ali - Dircctor of Animal Husbandry, Ministry of Livestock,
Forestry and Range

John Halperin candidate tor Technica Manager, Bay Region Agricul-
tural Development Project

Richard Dudley - beputy Director, USAID, Mogadishu
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APPENDIX

SOMALI DEMOCRATIC REPUBLIC

Sub.: Bay Region Agricultural Developmant Project: -

THE PRESIDENT OF THE SOMALI DEMOCRATIC REPUBLIC
Having Seen ¢ Articles 82 and 113 of the Constitution

Talking Notes ¢ of the approval of both the Political Bureau and
the Council of MInisters

Hereby promulgates the following law:

Article 1

PROJECT ESTABLISHMENT

1.~ The Bay Region Agricultural Development Project (the Project) 1is
hereby cstablished.

2.~ The Project is established as an dutonomous body with legal en-

tity, under the direction of the Ministoer of Agriculture,

Article 11

HEADQUARTERS

The Project Headquarters shall be in baydhabo, the capital of Bay Region,
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Article TIII

OBJECTIVES

The Project Objectives shall comprise the following:

lhe overall agricultural (crops and livestock) development of
Bay Region

Water development within Bay Region, and particularly in the rural
areas

Construction and maintainance of intra-Regional roads
Managc.ent and improvements of the Range-lLand of Bay Region
Improvements of lLivestock Health

Agricultural cxtention and farmers' training, adaptive research,
and range improvements

Fducations and training of the Project Staff

The creation of qualified national manpower capable of carrying
oit the future improvement and management of Agricultural Project

Article 1V

ORGANTZATION

The Project implementation authorities shall consist of:

1.~ The Minister of Agriculture who has overall responsibility
for the fmpilomentation of the project

The coordination commictee

—
.
i

The coordinat fon committee of the project shall consist of:
a.  The Minister of Finance
b. The Minister of Agriculture

¢.  The Minister of Livestock, Forestry and Range
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d. The Minister of Water and Mineral Resources

e, The Regional Governor

f. The Project Director

The Committee shall ensure proper coordination at the high-
est level for the implementation ot the Project to provide
support for the Project management,

The Committee will i.cet once a year as needed at the request
of the Project Director through the Minister of Agriculture,

The Project Manacement Unit
- (W]

The Project management unit shall be responsible for the eox-
ecution of the Project, and shall consist of s

a.- The Project Dbirector (a Somali National)
b.- The Project Coordinator
c.~ The Project Financial Controller

The latter two shall be internationally recruited.

Functions of the Project:

i.-

ii.-

iii.-

The Project Director shall be responsible .o the Somali Gov-
ernment for the implementation of the Project objectives,
including staffing and discipline of Project employeres, fi-
hance management and liaison with regional authoriiies and
the Minister of Agriculture.

The Project Coordinator shall answer to the Project Director,
and shall be responsible for all technical aspects of Project
implementation.  He shall be the leader of the internation-
ally recruited staffy, and chall assist the Project Direetor
in coordinating the implementation of the Project,

The Financial Controller sha IT be responsible to the Project
Director throupgh the Projoect Coordinator, and shall aauist
them in both oroanis [ny the procurement of Project celated
goods and services, and estabrishing a system of Ciuaneinl
control and accourtahi] ity for the constituent unit of the
Project.
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Q}ticle_y

REGTONAL SERVICES

The following services shall be attached to the Profect:
Regional Water Development Unit of the Water Development Agency
Regional Road Service, of the Ministry of Public Works

Regional Unit of the Naticnal Range Agency

Bay Region Vetesinary Services of the Ministry of Livestock,
Forestry and Renge

All Bay Region Agricultural Services of the Ministry of Agricul-
ture

Article VI

POWERS

The Project is empowered to implement the objectives under arti-
cle IIT of this law.

The Project shall assume control and supcrvision of the Pegional
services listed under Article V, The attachment of the latter
services to the Project shall take effect on the commencement of
the Project,

Not withstunding Para. 2, the Regional Services referred shall
maintain treir autonomy from the prolect to carry out responsi-
bilities or activities outside the project entrusted to them by
their respective Ministries,

Article VII

PROJECT_STAFFING

The Project is empowered to employ the local staff required. subject
to rules and regulations governing national reeruiting procedures.
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The Project also shall have full authority
needed In accordance with the procedures de
concluded with co-dinancing orpanizations,

to recruit the expatriates
fined by the arrecement

Article VIII

Any agreements between the Somal i Democratic Republic and the co-fi-
nancing organizations such as IDA, TFAD, ADF, USAID ete. annexed to

this law shall constitute an integral part of thls law.

Article IX

Entry Into Force

This law shall come into force on

Jaalle Mag. CGen, Mohamed Siad Barre
THE PRESIDENT OF S. D. R,

Mogad1ishu,




