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RECOMMENDATIONS 

1. Introduction 

The Bay Region Agricultural )evelopment Project has many of 
the attributes of an integrated rural development project. 

2. Institutions Serving 	 Crop and Animal Itusbandrv 

Eight deparLmen ts and agencies are directly involved in it 
and seven more indirectly. The project provides fir their intuegra
t ion through a reg ioma l Pro ect Managemen t ln it 

3. 	 Institutionalization of Decentralization 

RegionaLly-based rural developmet is appropriate, and efforts
 
should be made to ins tit Lional ik such decentralization in Somalia. 
As a device for legit imat in and facr L:itating decentralizetd ilmn:,
gration, the inetor-miiLtei i a Cooidinatng (ommi :tee concetpt sh;iould 
be strongly supporte . 

NonetlIec s;, add ition tlstep w ill need to be 
the full part il ation and intlegraLti.on of all partcil 
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4. National Linkages
 

The substantial indenendence of the project should not 
lead

it 
to neglect the importance of its remaining national linkages.
 

A particular probler., area may be water. USAID should 
promptan exchange of binding correspondence between the WDA and the MOA,
committing the WDA only to send the rigs and :upporting personnelwhich USAID has provided to WDA for the Bay Project out of the re
gion if and when its drilling commitments there have been n:omple
ted. As a first step in this direction USAID should convene a meeting at the highest level between WDA and MOA. In addition, RSAID
should agree to use its influence and authority as the donor to as
sure that the drilling pr, nam be carried out o:n a timely Wsis.It is important to the success; of the project that these i'vions beundertaken. If they are, there is an acceptably low probability of
managerial failure in the water area, and USAID's objectives of institutionalizing WDA's capacity will. have been met. As a f irthe raspect of this problem, all ambiguities between donors about levelsand sources of sapport for the water component ot the project must 
be resolved before it 
is approved.
 

5. Popular Participation 

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

6. Personnel 

Because of the critical shortages of high-level manpower In
Somalia, expatriates will have an even more direct Impact on the performance of all staff than Is usual. It is critical that technicalassistance be providel in the form of resident staff and not ;hort
term consultants. Dnly th' former can pro(vide the goi i(aiii'u to Somali staff and the learning fi.m doing which ,i vital tc the pro
j cUc, s .i " c' ;,n. 

l.ang',uage will he prblemamd)a,,mp r~ I he projct stIaf , as K.m'ali a 
his nlot stre'stol EngI ls inlst ruction. ft. in r.IIommlitil t"fih'
 
equjiivalnt of fouir w't''h's " I int pni:;fe Semni]i i
p rov ide"t to, a';,pa t rio t , t, M unl i,'aQ taiyuci'..il; i:-;,o l ! , ;ifl I wi, i , 1i :,i , l- ; r, 

I I a r Iy ill ti n Ivv Hug I Ish INnpi Ii g1 r15 1 ni I h 'cin I b , 1)1, ,ix if 'I oi t tler work to the high-an ii l hecl levi I N"MViiN; On fhv p ' i ,I 61o 
ar(, 
' t rIl;' n;ah It I l elt a 111-illiy . 
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7. Remuneration
 

Government salaries are dysfunctionally low in Somalia, but
 
the provision of e..tra allowances by various donors is thireateru ning
to get ouit of hand. GSI)R should be asked to appoint a ('ommli sion 
to e.s tabl iihl i tiein s fu ri maximum payale ,, ,tw I"Or i itnwtilott;a 
work conditions and employment levels. If L.iS is not possiblt, a
 
guideline.q policy for BRAI)P should Lu 
established by' th, int - i
isterial (oordi.atg Committee. 
 Dolor agent ls sblO',t r spuct thuse 
guidelines. At a minilmuim US:\li) should try to insure tLhaLt t var
ious agencies and departments involved in BRAI)P have comparlable 
allowances. 

8. Rural Outreach
 

Existing Somali delvelopment staff have difficulty getting out
 
into tWe villageus. It is important to the project that 
the necds 
for motorized tran.sport be met but that they be kapt modprattu. No
 
service ;arrany'i;iinlt should 
 e inst ituted that wouid be rendered 
largely ineffc tive by a piat ial cut in motorized transportation.
It should hoe if-m project policy to house base-level veterinary and 
extens ion stLiff in flit l ,,agus. 

,
9. Su_ Llv K;,rtL t


A Iajo ctca;e of poor administrat ive perfor'mrance in Lie regions
is s rt'agt los.,e; of crit ical sutpplies. BRAI)P s ld1 c ,, nI ,tIion1l 
agil_cit [o btdget and auitlhul ;et :I expend it lilt. 81 t te aI.:1 of tli_ 
ya r tot nuiplitq ' :1ti 2i .which Nr t 111441 H inial antii Lilt' !r O ,it 

ac1 I pit iii I ib i . 'I it 11i 1 I , p ieta, !It ii I t- Iii iti i wn, f 
such] 
 ~ i n. ;An chtluthe, ..IiW Anuwalterl .A, -itia. i -n;,)nw, I K.AI D 
s t orii ur!ijuh h o cil, ,l 1 1 A)1 v ); T he lP. I:"::,;, ii., tl' ,) , "i' l h1.1' . ;1h,,,] I! l ,e 1)1.\ Ii l t,'')1 u}+. h'21 " I I, ' ).,1 t'] I
in011 I, i 111 ,, , 1iI i I ,l' iA i II , it, eap

ur-a',t {i of1 W~ l; i
t' H)lt,tn;i, Ali L,hV icl'w plt,, ni hV\ +]te
 

p roj] It 'i I td('I I t'I' I t,. iI a It II I i'l( I m ItI (11 Ii -ll nii pA r t. . 

10. .i lalona u i tx.hi_i l t v 

A, there ire major u kllKllwat, concerniilg the etv i ronmnt oft thi;s 
pr" j n I , it k .'i K t I IL 0 P I I W,IV _y:v i ;[lit II' |lt tiitillti l,,t I lndto p ovide' f r fI1 I it Ituol Ki,'. S'u;cib ; havehhiv T ' , " ,', ivt' v 
u Ii 1 n"i r t h',' th' c', t i al;|Lt ln f lilt[,lii I,, aiWh:' Ha" i+h1.k
 
('ui s ll'vf I . I.'veefo 
 th bcand 1fL uNgtt rt ' til' ' iiiadt Io ;,eti , orhlt'its+ ,11 to i
[lncrrar;D Lhuir comm.itmaentN tL,thu p+to + ,u
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to take account of inflation. Failing this, 
USAID should consider
 
use of some of its PL480 Somali shillings fund to support a meai
ingful BRADP contingency fund. 

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

11. Conclusions 

BRADP is managerially sound and should work acceptably If the 
problems with WDA are 
solved. Acceptance of the other recommenda
tions above will add significantly to the effectiveness of the pro
ject. Equally important, with only a few changes, BRADP can make 
a significant contribution to the institutional development of So-
mala by 'eing its first experiment with decentralization. 
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1. Introduction
 

The Bay Region Agricultural Development Project (BRADP) involves
the departments and agencies of four ministries of the Somalia Democratic Republic. 
In effect, if not in name, it is an integrated rural
development project, with all the inter-organizational complications

that integration implies. 
 To add to the complexity, the project is
funded from five sources in three distinct administrative groups-,-the

African Development Funds 
theInternatonal Development.Association,
ad-th'Ieiterna'ional Fund for Agricultural Development, administered
by the World Bank; the U.S. Agency for International Development (USAID);
and the Government of Somalia (GSDR). 
 Given such a large number of
independent organizational actors, administrative difficulties are inevitable unless they are given careful attention even before the pro
ject begins.
 

2. Institutions Serving Crop and Animal Husbandry
 

BRADP involves the departments and agencies of the Ministry of
Agriculture, the Ministry of Minerals and Water Resources, the Ministry
of Public Works, and the Ministry of Livestock, Forestry and Range.
Each is headed by a Minister, aided by an Assistant Minister. 
Both
attend cabinet meetings and are members of the newly elected People's
Assembly. 
Ultimate authority resides with President Siad and the Political Bureau of the Somali Revolutionary Socialist Party (SRSP), but
ministers enjoy considerable discretion in setting policy in their respective domains. Assistant ministers do not have decision making authority, but have influence as advisors to their ministers. Responsible to each minister is a director-general, who is the chief civil servant in the ministry. 
Directors of ministerial departments report
the director-general. to

In addition to the line civil service, however,
three of the ministries involved in BRADP have one or more semi-autonomous agencies, headed by general managers who are responsible directly
to the minister. Director-generals have no authority over these agencies, although they do have influence on policy matters which concern
them by providing the staff support and policy advice to 
their minitters. Director-generals and agency general managers thus have a competitive rather than a hierarchical relationship, much like that of
le chef de cabinet and le directeur In the French civil servic.
 

In the Ministry of Agriculture (MOA) only the Departments of
Extension and of R,.jearch have a direct involvement in BRADP. The
latter has a station at Bonka, just outside of Baidoa, which will provide adaptIve research to the project. 
The Extension Department is to
provide trained agents to BRADP. 
 In effect tls department has been
taken over by the Agricultural Delivery Systems Project (funded by
USATD as 649-0112). The Project Management Unit for that project i
rtisponsible to the Director-General of the Ministry of Agriculture,
at.d 
so retains a status similar to that of a department. Agriculture's
De,artment of Cooperatives is not directly involved in BRADP but
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provides services that are 
relevant to it. GSDR favors a cooperative
 
approach to farming. Many farmers in the Bay Region belong to Multi
purpose Cooperatives (FACOs), which share marketing, storage, and other
 
facilities. Some farmers also belong 
to Group Farms, which engage in
 

*: state-supported collective production and which are constituent units
 
of the FACOs. The Department of Cooperatives provides auditing and
 
organizational guidance to both types of cooperatives, albeit Imper
fectly. 
This department is scheduled to be transferred from the Minis
try -of-Agriculture to-the- Union of-Somali Cooperatives -Movement (USCM),
 
at which point it could become an independent actor.
 

Two semi-autonomous agencies come under the Ministry of Agricul
ture, 
are not directly involved in BRADP, but are relevant to it.
 
These are the National Tractor Hiring Agency (ONAT), which is respon
sible for the provision of all agricultural inputs except seeds, and
 
the Agricultural Development Corporation (ADC), which is responsible

for the marketing o: food grains and seeds. 
 The ADC has an bxtremely

good record of getting to the farmers to purchase and move their food
 
grains. Its prices have become increasingly competitive in recent years,

although its 50% mark-up between farmer and miller shows a need for
 
gains in efficiency. One part of the problem may be in storage losses,
 
which the regional ADC reported at approximately 10% of the crop.

The Bay Region farmers have the capacity to store food grains themselves
 
for up to eight years. Several informed obsurvers believe the tradi
tional system has low spoilage rates; so, the farmers are not forced
 
to sell. They have shown themselves to be qtiire prl-e responsive;

thus, the efficient operation of the ADC is impurtant to the success
 
of BRADP.
 

The National Tractor Hiring Agency (ONAT) controls the importation

of farm inputs and their distribution to farms, often through other
 
government agencies. The organization is quite ineffective and has
 
not provided any inputs, save tractors, in the Bay Region for two years.

The absence of high quality hoes is a major constraint on agricultural

development in the area. ONAT's remaining area of real activity in
 
the regions is tractor hires. (For the record, ONAT precedes the 1969
 
Revolution and is not a creation of Soviet aid.) 
 The agency has 15
 
tractors in Bay Region 
and the FACOs have a few more. These are ren
ted both to private and cooperative users. This picture will change

dramatically in the near future,as it is understood that the Government
 
of Iraq has agreed to provide Somalia with 5,000 tractors through ONAT
 
over the next 5 years. It is not known what the implications of this
 
will be, for it is unclear how operating and maintenance expenses are
 
to be met. 
 Bay Region does have a land surplus and a labor shortage,
but it seems likely that the removal of the labor constraint at plowing
will only create other severe labor constraints at later stages in the 
production cycle. Whatever the situation with respect to trartor,I,
 
BRA)P will need to either break ONAT's control on other Imported in
puts or improve its effectiveness in this function.
 



The Ministry of Livestock, Forestry and Range (MLFR) will have
its Veterinary Service Department and the National Range Agency (NRA)
directly involved in BRADP. 
 The NRA is responsible for management of
 range reserves, fodder production and the maintenance of water points
in range areas. 
 Under the Range Act its approval is required for any
rural bore hole, in order to try to protect the range. The NRA lacks

the technical staff to perform these tasks adequately at present, but
the USAID Central Rangelands Project (649-0108) will provide some of

Lh eddtann ndtevtrnr 
evc are scheduled to receive additional technical assistance training and support
 
through BRADP.
 

The Department of Animal Husbandry of the MLFR may be relevant
 
to BRADP, although it is not currently involved. The Department has
 
no program or staff in Bay Region at present. It does have qualified
junior staff already, however, and an operating training program.

The Department's staff and program capabilities thus might be used
in BRADP's livestock program to compensate for NRA's current weak
nesses.
 

The Livestock Development Agency (LDA) of the MLFR will have an
indirect impact on BRADP, as it purchases livestock in the area. Its

prices are reputed to be competitive, and it reports that it moves about
25,000 head of cattle a month out of the Bay Region in the wet seasons.

It cannot purchase or move cattle in the dry months as there are in
adequate watering points along the overland stock driving route.
 

The Ministry of Minerals and Water Resources (MMWR) will be involved through its Water Development Agency (WDA) and possibly through
its Geological Survey Department. 
The two are currently contesting which
will control the technical expertise and data for water mapping. 
The

WDA is becoming the sole source of well drilling capacity in Somalia,
in part because of USAID decisions in the Comprehensive Groundwater

Project (649-0104). 
 Some, but not all, of the resources needed for
the BRADP drilling program have been provided by USAID directly to

WDA under that project (649-0104).
 

The Ministry of Public Works (MPW) will be directly involved In
BRADP through its Highways and Mechanical Engineering Departments.

The former is responsible for the construction and maintenance of roods,
the latter, for the maintenance and repair of mechanical equipment
(especially vehicles) for all government agencies. 
Both are scheduled
to receive technical assistance, training and support through BRADP.
 

The regional administration is headed by a Governor, who also Is
Regional Secretary of the Somali Revolutionary Socialist Party (SRSP).
Formally governors are appointed by and responsible to the Minister of
Local.Government and Regional Development. Party secretaries, hovever,

are appointed by the Secretary-General of the SRSP, who is President

Stad. 
 In practice then, regional governors are reaponniblo to and have
 



a line of communication to the President. 
 In addition to many other
functions, the governor's office collects local taxes, arrange2 
for
the payment of GSDR staff in the region, and serves as 
overall accoun
tant for the government departments. 
The Governor has his counterpart

in District Commissioners in each of Bay's four districts. 
 They serve
 
as well as District Party Secretaries and are responsible to the Regional Secretary. 
The Regional and District Party Secretaries provide

general oversight and coordination to all GSDR activities within their
 
areas. Staff reexptacted..o-obey their.-ins true tions---- they-are-not

in conflict with the directives of their respective national headquar
ters. 
 The Regional Secretary frequently brings together regional officers to arrange for cooperation between them. 
This is usually done
 
on a consultative, mediating basis and only rarely to give commande.
 
These meetings are ad hoc as to timing, membership and agenda. Rarely,

if ever, is the collectivity of regional officers convened.
 

There are Regional and District Committees of the SRSP. The
Regional Committee has 16 members, comprised of the Regional and District Party Secretaries, the army unit heads in the region, some heads

of government services and citizen representatives from the District

Committees. 
The Party Committees have a role to play in the setting of
local development policy, but it is unclear whether or not they meet
 
frequently to do so.
 

Regional and District-elected Local Governments are now in the
 process of formation. 
The District Local Governments have been estab
lished in Bay Region, but the regional unit is not yet in existence.
 
It is uncertain when it will be. 
The local governments are being resurrected now after having been laid down in the 1969 Revolution. It

is unclear what their full functions will be, but before 1969 their

jurisdiction was confined to matters they could finance out of their
 
own tax revenues. 
 It is unlikely that these Local Governments will,

could or should play a direct role in BRADP.
 

Finally, the Magistrate of Accounts is the GSDR agency responsible for governmetr auditing. It has an office in Bay Region and has

been a-icepted by the World Bank as 
the auditing unit for BRADP. 
This
unit once had a reputation for high integrity and professionalism.

It now has fallen on hard times. 
The low salaries of ics staff are

rumored to create temptation. 
Also it lacks the staff to be universal
 
in its audit coverage, so it is felt to be vindictive, when It does
audit an agency. 
 Enough of the reputation of the Magistrate of Accounts

still remains for it to be salvagable. 
USAID sho,.d accept it as the
project auditing unit, subject toUSAD audit review, If the World
 

.n:tk provldes, technical assisance to it.
 

3# Institutiona1ization of Decentralizat ion
 

Eight departments, od agencies are directly Involved In BRADPand an additional seven will hanve an impact on It, pcirformrnce. 111is 
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is an unusually large number, even for an integrated rural development

project. It reflects the organizational proliferation which is a dis
tinctive feature of the GSDR.
 

Cooperation between agencies and departments typically is poor

at the national level in Somalia. 
The President and the Politburo
 
are decisive but do not actively promote integrative policies. 
Indivi
dual ministers sometimes find it difficult to control politically in-


J luential -general-managers-of ,agenc es under the r.Jurisd ct on 
 (The..recent replacement of 
some technocrat ministers by politically power
ful ones may change this.)
 

In the regions and districts cooperation between the agencies

and departments appears to be fairly good. 
 Field officers seem to

know one another and to meet informally when appropriate. The Party

Secretaries provide additional coordination as it is needed. Few and
inadequate resources are fully controlled at the field level, however,
so this local cooperation has a relatively limited impact 
on the character of GSDR operations.
 

BRADP is Somalia's first real attempt at integrated rural devel
opment or at regionally-based decentralization. Such an approach is

overdue. As already mentioned, inter-agency cooperation is better at
the local level. Also, relatively little is actually known about how
to undertake rural development in Somalia. Regionally-controlled de
velopment will have better feed-back from field realities and will

provide for a quicker and more appropriate adaptation to local condi
tions. Regionally-based rural development is appropriate, and efforts

should be made to institutionalize such decentralization in Somalia.
 

The Project Management Unit (PHU) which the World Bank has ne
gotiated for BRADP represents a big, first step toward decentraliza
tion and toward the assurance of inter-agency cooperation. In effect

the PMU is like a regional deveiopment corporation. As the World Bank
 
has proposed it, BRADP would be controlled at the regional level by a
Somali Project Director and an expatriate Technical Manager (with the

assistance of 
an expatriate Financial Controller). The Project Direc
tor is 
to be appointed by the Ministry of Agriculture, and the PMU

falls under its authority. Under the law establishing it, the PMU is

subject to the authority of the Minister of Agriculture and to an inter
ministerial Coordination Committee (see Appendix for the law) 
The
function of the committee is to assure the cooperation of the relevant
 
ministries by giving them a voice in the control of project policy.

Such direct ministerial attention would not be replicable if 
more regional development corporations were to be created in Somalia, for

they would not have the time or the interest to attend to a large num
ber of them. Nonetheless, such a ministerial committee is debirable

and essential at thia stags to permit and institutionalize the cont:eptJ
of decentralized development and inter-agency cooperation. 
Theinter
mnisterial Coordination Committee concept should be stroqiIHported.
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VIheads 


The membership of the Coordination Committee as presently con
stituted is --
 the Minister of Finance, the Minister of Agriculture,
 
the Minister of Livestock, Forestry and Range, the Minister of Water
 
and Mineral Resources, the Minister of Public Works, the Minisrer of
 
State Planning, the Regional Governor (Party Secretary), and the Pro
ject Director. (The Ministers of Public Works and National Planning
 
are missing on the English translation of the law. Their participation
 
is important. Assurances have been given that this was a translation
 
errorrr and -,that- they- are included--in -the -official -Somali -version.. 

The World Bank Staff Appraisal Report (No. 2406a-50) envisages
 
that full department and agency cooperation will be assured by two
 
further devices -- (1) the passage of a law seconding the regional
 
staff of the relevant GSDR units to BRADP, and (2) giving the PMU full
 
control of the project's financial resources, thus rendering partici
pation by other units irresistible.
 

For a wide variety of reasons, these two devices are inadequate.
 
(a) A substantial proportion of the funds necessary for BRADP water
 
development already have been provided directly to the WDA by USAID
 
(649-0104). (b) The secondmr to the project of staff in Bay Region
. 

does not assure that the agencies and departments concerned will assign
 
adequate numbers 
or quality of staff to the region. Some of the agency
 

do not regard the ministerial-level Coordinating Committee as
 
capable of detailed enough involvement to protect their policy concerns.
 
(c) Secondment does not assure that important national support servi
ces, which 
are not funded under the project, will be forthcoming.
 
Both (b) and (c) are likely to be problem areas if other ministries and
 
agencies feel that inadequate attention is being given to their policy
 
concerns in operational decision making and that the project instead
 
is a Ministry of Agriculture preserve. Concerns of this nature have
 
already been expressed by some of the organizations. (d) A Ministry
 
of Agriculture-controlled regional, integrated development project will
 
do little to institutionalize inter-ministerial cooperation and decen
tralization.
 

To deal with problems (b) - (d) immediately above, the base of
 
operational decision making for the project should be broadened beyond
 
the Project Director and Technical Manager. A Technical Committee should
 
be created gt the regional level. Its function would be to coordinate
 
between agencies and departments and to set project policies in those
 
areas that will affect the operation of more than one unit. The Com
mittee would meet at least once a month and as called by the Project
 
Director. Majority vote decisions of the Technical Committee would be
 
binding on the project with two provisos: (1) Any matter on which
 
either the Project Director or the Technical Manager dissent from the
 
majority would be referred to the ministerial-level Coordination Com
mitteu for resolution. (2) Nothing may be undcrtaken contrary 
to the
 
agreements with the donors without their consent. 
The suggsted mem
bership of the Technical Committee is -- the Project Director; the
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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
 
each of agricultural exten:,ion, agricultural research, veterinary ser
vices, range management, water, and public works. Other heads of re
gional agencies and other technical assistants should be invited to 
attend as non-voting members when matters relevant to them are disc.used. 
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 sevi. al short-term 
and long-term benefits. (1) It would cause a wide range of policy 
perspectives to be brought to bear on the project, assuring that tme 
rural development is meaningfully integrated. (2) Such a committee 
would diffuse the fears of other agencies and assure their whole-lhear
ted participation in BRADP . Several of them have said t:hat repres'.2n
ration on a regional comlni.tee would meet their concerns. (3) The pro
posed membursh ip and procedural rules for the Teein i cal Commit tLee would 
build boti a team approach and commitment among regiona l staff, while 
also giving tle Projec.l. Director and Technical Manager ad(e(luate protec
tion for thei r authority. (4) The Committee would begin the iraprtant 
pro- ess of institutionailizing a structure for providing regular, de
centralized coordination to rural development. Other socialist states 
in Africa have a simil-ar committee of field igency heads, which prepares 
plans for discussion and approval by the local political authorities. 
Tie Coord inat ing Commit tee/Teclinica I Commit tee comb iant ion represents 
a significant first step in institutionalizing decentral ization and 
is as far as it is realistic to g.o in Somalia on the project at this 
time.
 

1In the spirit of mu i-age,,cy direction, the Regional Coordina
tor of MOA should not be autonitically designated as De uty Project 
Director. TIi s title should be held by whomever among the Somali rL
gional itafliIk best qual ified and experienc-d, whatever his ministry 
or agenc. 

4. National Llnka j 

GSI)R expertise and decision makirg ,e concentrated in tme capi
tal of Mog,d-shim at pre,sent:. Despite tul centralization, dmior agen
cies do not appear to hav had too micii 'Ifficulty ill gainiil,, 'c,isent 
for tme dhdntra lVzatt1)m ,t- (omit rol over staff and prand;liw; t' 

Tlh mo be ;mt. 1lregionllI l ,-1),;5( %.,. duie r now myIV i1ot e itr i oll 
we;k s1,1)u t I r)Ill O iomI I; .1) 1 tie t I it 

'l1'1 mm'r-ic i t ;,m] I i s d nilo I 0iiiM1 th lI.'mLm: 10 il I "CiI 
tuira I De Ii v ry Svt-e!,; I Ml I or tImI ,;upply ,1od tr;ii:, III o it -,eXt'i I
sfon agent'!;. The range program will need :;ome of tihe newlv-t.ralned 

http:repres'.2n
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staff of the NRA. The regional Veterinary Service requires some national laboratory facilities and logistical support for medical supplies.

By law, all veterinary medicines have to be ordered through the national
 
Department of Veterinary Service. 
The regional Veterinary Service has
 
received qualified temporary staff in the past when its one veterinarian
has gone on leave. The roads program must use the national laboratory

of the Ministry of Public Works for soils testing. T"he success of the
 
regional water-drilling program depends on 
 the provision of geologic and
 
hydrologic expertise and data from Mogadishu. Further areas of linkage
 
are likely to be desirable as the project progresses.
 

-~-----BRDP enjysnearly -complete autonomy 'and contoil~of most of the
fiscal resources which it will require. 
 The substantial independence

of the project should not lead it 
to veglect the importance of its re
maining national linkages. The Coordinating Committee structure is de
signed to facilitate the maintenance of those ties and will work well
 
with a modicum of effort by the Project Manager.
 

The one area in which national/regional linkages are of extreme
 
importance and 
on which work must be done before the project begins

is water development. USAID is financing a large portion of this com
ponent of the project. BRADP is 
to receive $3.3 million from all sour
ces for the waLer program, but the balance of $3.1 million has been
 
provided by USAID to 
the WDA under the Comprehensive Groundwater Pro
ject (649-0104). The WDA funds are for drilling rigs and expatriate

technical assistance. 
The BRADP funds are for the operational costs
 
of drilling and establishing wells and for training. 
The WDA is bound
 
,,nder its project paper to provide to the Bay Region the number of wells

that BRADP is scheduled to receive, and it cannot finance its full
 
drilling program without the BRADP funds.
 

The NRA has consented to a similar arrangement with the WDA for

its Central Rangelands Project (649-0102). The General Manager of the
 
NRA consented 
to the arrangement and is not dissatisfied with it yet,

although it is still toearly to judge its adequacy.
 

The Project Manager, Designate of BRADP is not satisfied with such
 
a dependence on 
the WDA. He argues correctly that the WDA has had a
 
checkered record of fulfilling its commitments in the past,and that
 
Somalia does not have a good record of inter-agency cooperation. He

is afraid 
that the WDA might delay in meeting its drilling program
 
or that it might transfer its rigs Out of the Bay Region.
 

USAID Mogadishu is the initiator of this arrangement. Its commit
ment to the WDA is based both on institutional development considera
tions and a conviction that only a nationally-based organization can 
have the concentration of various technical experts and data sources 
to give the drilling program a high rate of success. For the develop
ment of Somalia it is desirable to create at least 
one agency with a
 
high level of technical capability and a growing knowledge of the
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geologic and hydrologic characteristics of Somalia. The continued sup
port of ad hoc, fragmented drilling operations will not do t is. The
fact that the Federal. Republic of Germany has recently agreed to pro
vide the WDA with 2 technical assistants will increase the coucenLra
tion of expertise and capability there even beyond that which USAID 
support will provide. An organization with a high level of competnce,
such as the WDA seems likely to achieve, will have a higher success
 
rate in its drilling operations 
 and thus wtil be more efficient. To 
support both 13RADP .und WDA, USAID has created a matrix organizaLion he
tween thero, with resoturces and commitment from hoth necessary to s uccess. 

The concerns of the BRADP Project Director acid the objectives of
USAID are both valid and a way to meet both has been sought. USALI)
should prompt an exchange of bindinL correspondence between the,-WD

and the MOA, committii-
 the WDA only to send the rigs and supporting
personnel which UISAI 115 provided to WDA for the Bay Project out of
the region if and when its drilling commitments there have beeh -. ompl e
ted. As a first step i. i this direction UEAID should conven eaneet n-l3at the higlhest ievel between WDA and lOA. In addition, USAIl) should

agiree to u-, i t influence and authority as 
 the donor of the ne_'essary 
resources to__ti_____ ___stsWDA to assure that the drillingIt "' ipor program is carried out on 

iml\ bsi It is imporLant to the success of Lhe IoILc F.tyla
these action.sbe undertaken. If they are, there atn a_,.pL. b ly.ow,
 
Erobabil ity of managerial failure in the water 
area and USAII)'H institutional i zat ion oh JecV ives wi I have been met. The Project Manageroltit-fSu , to have worre.; about this arrangement but is wi Iinm,, to give 
it a trial. It is suff-icient v des;irable tLhat ,SDR gain co fidonce 
in thes, kinds of inter-ageuncy relationshiips for the modrate risk to

be taken. USAII) slhou ld monitor the re lationship carefullv, howover,
 
and be 
prparied Lo t"l :o orcrrective action if Kit .iL.s. 

Some 1imlportanitt cotftif ninsabout levels ;,1u soure, of Ulppo(:it
remain Letweeti and with in Lhe Wor- _d Bank and t he USAI )
ComprPlit-nlivo- (;iroundwattr Proj et Paper and the U[SAlI) 'rijct ldenLUifi
cationou)metotnnt fo r BRAD!'. Thse canno0 t be resolved witl,,t ti tab l
which give; tih dehtailed br akdown "f proltct e:<endLU"r a'1 lit-v arc 
allocated h;ntvtot-n doni"or . '1 . World Bniik c men(_)lI 1t : ttie, expendi
turC . i 
 d (it' talc t 1 f (i not ("lii [VI i lli,'dlno l itiil t :ctj I,:i i 
cat egor i is . 1l ltu AdtlY tah[ i mli si .ngh owl e' r., , ; 1,;t

hi (tleta i oWd. All 
 P1 
t 

a l el KibotL levelsan d SOur (eS ,''I l_ Ih t 4( ),l t i~ 1 ' I I) l ll i i t i t i - jr,i ei- . _t l' l o , t I me; t l i e' r e s ol- e ( i, ' t "___ ..it>. ' 8.I.p~lrt> Leti.o ~h _i 
veee tpro oledb f re i 

5. 1",pIla r Pitrt Li luit_ i':u 

'o dal-tc 11!, 1)t v isii °t11iha been lm<ide, for -(,lihmaIl p(pu Ia t i rt i c 1pa

tLion in P A',,IRADI i n durf:ions .Ill] t' .tl i AIt h(m Mi t!e (af0l)!i,iY; i c om
iendab ly p togroe Iv policy st ance aid alithi urh it prvid ,e ftor partl

piiti tg 1 lili thlie SO PSP r y, muher 
 ii p i ile partv i, liw in tll(,I ;l 
c 
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rural areas. (In 1977 only 735 of 
the SRSP's 12,000 members were clas
sified as peasants.) Elected District Local Governments are now being

formed, but they 
are not designed for participation ac the base level
 
in projects such as BRADP. 
 The absence of popular participation in
 
BRADP does not seem desirable. The project is operating in an envi
ronment about which it has scant technical and sociological informa
tion. Not only should inhabitants have some right to shape the way a

project affects them, farmers can provide essential insights for the
 
project and are more likely to make the necessary commitment to It if
 
they are involved. 
USAID is mandated by Congress to encourage partl
cipation. More important participation is probably necessary to the
 -
 project' -effectiveness-in'me~etin~gUSAiD s target group o the rural 

T poor. 

Early in its life BRADP should establish a Zrop and Livestock
 
Advisory Committee in each of the four project districts. Committee
 
members should be drawn from active crop and animal husbandmen and
 
women. Both types of producers as well as both sexes need to be rep
resented. (Female representation is common and accepted in Somalia.)

Given the national political control of the project and the infant
 
state of these participatory committees, they should be advisory only

during the life of BRADP. 
They might achieve greater authority later.
 
District committees rather than a regional one are suggested because:
 
(a) It is important to consider the different characteristics and oppor
tunities offered by the four districts. (b) Distances and transporta
tion problems are 
too great for regular regional meetings. c) A re
gional committee is likely to become too large. 
A size of about 15
 
would be best. Above that number officials are more likely to talk
 
at than with farmers. (d) A fuller range of producers is more likely
 
to be represented on a more local committee.
 

The way in which membership on these committees should be defined
 
and selected will have to be determined once the project is underway.

Too little is known about the existing social and organizational struc
tures in the area to make an informed decision at this point. Selec
tion through the cooperatives is one possibility, but it should be
 
explored cautiously first. Most of the cooperatives are extremely

dependent on GSDR suppor': at present. 
Some information collected in
 
Bay Region suggests that some coops may be dominated by local elites
 
and used to funnel GSDR resources to their own benefit. BRADP would
 
not wish to reinforce such a pattern in its Advisory Committee struc
ture, especially as it is inconsistent with CSDR policy objectives.
 

On the other hand, it is desirable that agricultural and live
stock extension take place through groups of producers rather than with
 
key farmers only. Experience elsewhere in eastern Africa suggests

that extension to groups is both more effective and less regressive

than is extension to Individuals. This remains a matter for develop
ment In the course of the project.
 

Ii
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It is desirable that crop and livestock producers develop a more
 
extensive organizational structure, in order to represent their insights
'4 'and interests and to receive services of all types, 
 Crop and Livestock
Advisory Committees has been used elsewhere in Africa and can represent
an important step in developing more effective participatory structures.
 

6. Personnel
 

Development administration in the Bay Region is weak, for it suffers from severe constraints. 
 Somalia has a great,,shortage of trained. 
manpower, and some- o'fwhat it does--have has been enticed away by lucrative Jobs on 
the Arabian peninsula. Material resources 
of all kinds
are also in short supply in this, 
one of the poorest countries in the
world. 
 (The per capita GNP for 1978 was $110.) 
 Yet the administrative

potential of the GSDR in Bay Region is greater than what has been realized to date. Many of the intermediate-level trained personnel that
do exist are underutilized. 
The material resources they need to do
their jobs are unavailable at present, and they sometimes 
are caught in
unnecessary red tape from their national headquarters. An infusion of
material and technical support from BRADP and a decentralization of some
decision making to the regional level will quickly release thiiR 
under
utilized potential.
 

A survey of the existing development servies in the Bay Region
reveals a large number of problems. 
There are a fair number of middlelevel technicians and semi-skilled workers, many of whom appear to be
quite competent. The supply of middle-level staff is still inadequate.

Those already there are not being fully utilized, however, in part because 
they lack the supporting supervision and edvice of high-level

technicians. High-level personnel are almost totally absent in the
regional development agencies. 
The only Somali university graduate

encountered there was a veterinarian.
 

The shortage of middle-level technicians will be eased by the
training component of BRADP and of three other USAID-supported projects
--Agricultural Delivery Systews (649-0112), Central Rangelands Development (649-0108), and Comprehensive Groundwater (649-0104). 
 BRADPwill deal with the shortage of high-level technicians in the short run by providing technical assistance and in the long run by training
for Somalis in the United States. 

It is critical that technical assistance be provided in the form
of resident staff and not short-term consultontn. 'Ihe latter alternative will be tempting to some, as Baidoa, the capital of l9y Region,is not a comfortable post. Only resident technical assistants can meet
three of the basic needs of the Region, however. The first Is fur dayto-day support, advice and supervision for middle-level staff. Theycannot be fully effective without It, and in shortthe run only technical assistance can provide it. The second need is for the development 
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and installation of effective systems of operation for development
 
agencies and departments. Such institution building cinnot be done
 
on an in-and-out advisory basis. The third need is for the creation of
 
the information upon which consultants base their advice. The know
ledge base on the production and water systems of the Bay Region is
 
quite limited. The success of BRADP will depend on intelligent trial
 
and error learning. Only resident staff will have a sufficient time
 
horizon to learn from the project's successes and failures.
 

Full utilization of the technical assistants and trained Somalis
 
will raqutre.-attention tolangua3eproblems.--High-level trainlng-is , 
to "e provided in the United States, and technical assistance person
nel will be English speakers. A fair number of Somalis speak English,
 
but it was not the language of instruction or colonial administration
 
for most of the country. Only a minority of the middle-and high-level
 
staff issigned to the project vill be reasonably fluent in English,
 
and those will tend to be the older ones. If this problem is not ad
dressed, two dysfunctions will follow. (a) The competence of some
 
trained Somall.staff will be wasted by their becoming permanent inter
preters. (b) The older staff with more seniority and English will be
 
retained to work with the expatriates, while the Somalis fresh out of
 
school will be sent to the U.S. for English instruction and further
 
training. This would be poor for morale and wasteful of 
resources.
 
To avoid these problems, it is recommended that the equivalent of four
 
weeks of intensive Somali language training be provided to expatriate
 
technical assistants after work hours and that intensive English lan
guage training be provided after work to the high-and middle-level
 
Somalia on the project who are not reasonably fluent already. It is
 
Important to remember that Somalia is very proud of its language and
 
that two of the most important accomplishments of the Revolution were
 
the acceptance of a written form for it and the mass literacy campaign.
 

Remuneration
 

The salaries paid to civil servants throughout Somalia are ex
tremely low. An e.ccatsion agent in Bay Region receives a salary of
 
shs. 450 a month and can count on another shs. 90 in field allowances,
 
a total of $90 a month. The national General Manager of the Banana
 
National Agency, for example, receives a salary and allowances of $650
 
a month. As low as this is, it is higher than the income of the high
est civil servant in a minitrry, the Director-General. There is un
usually strong agreement among Somalia that these pay levels are be
low an acceptable standard of living at each status level. The con
sequences are three: (1) Many Somalis leave for the Arabian peninsula. 
(2) Most civil servants work a four- rather than the official .evvn
hour day, ofteni holding an illegal second job. (3) Corrupriou hati 
increased, although It still appears to be less than in West Africa. 

It is extremely difficult for the GSDR to solve this problem
Itself. It cannot af;orl a significant increase in sailarivo without 
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decreasing government employment, and it is unable to pay the political costs of nignificant lay-offs, Somalia's Ministry of Personnel
assigns all new secondary graduates 
to their Jobs in the public and
private sectors. The GSDR in unlikely to be able to stop being employer
of iast (and often first) resort. 
 Perhaps a GSDR declaration that
all jobs are half-time would relieve political pressures, improve public morality by legitimating reality, and make possible the incentive
ofsignificant increases via full-timeemployment for a limited per
centage who are judged most productive. 
 Such a change is beyond the
scope of this paper and project, however.
 

Many international aid agencies have responded to this situation
by topping-up salaries or 
allowances. 
USAID has refused to pay increased
salaries, arguing that increases should be a matter of GSDR policy for
the civil service as a whole. 
USAID has agreed to the supplementation
of field allowances, however. 
There are great advantages to this.
Such allowances are paid for time in the field and so provide a direct,
variable and controllable incentive for difficult and uncomfortable
work. These allowances sometimes 
are so substantial that they amount
to the equivalent of a salary jump. 
The Agricultural Delivery Systems
(649-0112) project manager proposes to pay extension agents shs. 8001,000 a month for residing in a village and to provide housing as well.
Simply the cash allowance would produce a 150% increase over current
agent income. Most Somali commentators speak of 50% as the minimum
increase needed and 100% 
as just. The proposed extension agent benefits package, which would apply to BRADP as well, would provide a higher
level of remuneration than Kenya does. 
 As Somalia is a poorer country
and has a socialist commitment, it is unlikely that such a level is
sustainable or is consistent with GSDR policy. 
Out of respect for
Somalia socialism, GSDR should be asked to appoint a commission to establish guidelines formaximum payable allowances for various work conditions and employmentlcvels. 
If this is not possible, aguidelines
policy for BRADP should be established by the inter-ministerial Coordination Committee. 
A cost of living escalator might be built into these
maxima. 
It should be accepted that these are maxima for allowances
and that they will be paid only where GSDR or foreign aid funds are
made especially available for them. 
Donor agencies should respect
these guidelines. 
Otherwise GSDR's civil service salary structure will
be irreparably fragmented, inter-ministerial rivalries will intensity,
civil servants will constantly shift between projects, and the eventual institutionalization of internationally-funded projects will be
all but impossible. 
ISAID should try to insure that the various agencies and departments involved in BRADP have comparable allowances within
the guidelines. Otherwise, inter-organizational cooperation will be

difficult to maintain.
 

8. Rural Outreach
 

Government staff in Bay are concentrated in the regional anddistrict capitals and lack sufficient vehicles and fuel to get Into 
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the field wry often, 
 They must work by litting in their offices.
 
In unannounced visits to ten regional development offices, the direc
tor was in to receive us, not out in the field, in all but one case.
 
The staff consequently hate penetrated the rural areas for a limited
 
distance and to 
a limited depth only. Bay Region development staff were
 
unsure of district boundaries, probably because they rarely are able
 
to reach the outer limits of their formal jurisdictions.
 

Part of the solution to the problem of poor outreach is the pro
vision of vehicles and fuel. 
 BRADP has moderate provisions for this 

_.need and, a part of-itF suppor to-the-Agricultural -Delivery'Systems
project (649-0112), has already decided to provide motor-scooters to 
extension agents. (Bicycles are not used in Somalia, and the distan
ces agents have to cover are great.) It is important that the needs

for motorized transport be met but 
that they be kept moderate. Soma
lia does not produce oil, has a trade deficit, and has difficulty meet
ing its government budget. 
Although Somalia seems assured of substantial
 
foreign aid for some time, provision should be made for eventual de
clining levels of support. Experience elsewhere suggests that one of
 
the first areas for budget cuts will be vehicles and fuel. No service
 
arrangements should be instituted that would be rendered largely in
effective by a partial cut in motorized transportation.
 

BRADP is scheduled to build 13 new veterinary dispensaries and
 
to restock 17 existing ones at the village level, 
The Agricultural

Delivery Systems project (649-0112), which will provide extension staff
 
to BRADP, also currently proposes to house agents in the village areas
 
they will serve. It plans to build staff housing in the rural areas
 
and to provide generous field allowances to agents for living there.
 
This is sound policy. There will be considerable pressure from vet
erinary and extension staff to be located in district and regional

headquarters. 
 If they are, they will spend too much time traveling when
 
there is transport and be immobilized when there is not. In neither
 
case will they know the crop and animal husbanduen well. It should
 
be firm project policy to house base-lovel veterinary and extension
 
staff in the villages. To make this policy palatable, generous field
 
allowances--within government guidelines--should be paid, and primary

school teachers, extension agents, veterinary assistants, and the pro-

Jected health assistants might be concentrated to the extent possible

in village centers. 
The latter policy would require some inter-mini
sterial planning at the regional level on the location of rural ser
"ice centers. 

9. Supply Shortages 

Critical supplies for maintenance also were generally short in
 
Day Region. The regional Water Development Agency frequently must leave 
a life-sustaining pump broken for a week while its staff obtains theparts in Mogadishu. The roads staff of the Ministry of Public Works 
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ia frequently idle for lack of equipment. Only the regional Veterinary Office seemed to be fairly well supplied.
 

In good part the supply shortages and delays are caused by a scarcity of resources. 
National ministries and agencies lack sufficient
funds 
to meet all the demands made upon them. They respond by hoarding
resources, making the regions justify each demand, and rationing through
the ever-lengthening time each supplicant spends in the queue. 
 Although
this strategy has its rationale for the center, It is wasteful of resources_,such -as ora-bin the-holes,--spendregions and-unnecessarydistricts. Critically-needed facilities,time-out- of order-P-and-'r - i ay
staff sit idle or spend time pursuing authorizations in Mogadishu. 

This problem will be partly solved by the increased resources
made available through the project and by their control by the Project
Management Unit in Baidos (the capital of Bay Region). 
 Some critical
 
resources will be controlled by other spending agencies however.
BRADP should urge national agencies to budget and authorize expenditures
at the start of each-year for supplies which are critical and the need
forwhich is at all predictable. The Project Hanagement Unit (PU)
should offer its own accounting service, if 
an accounting agent is
needed, tO facilitate such authorization. A regional fiscal control
unit will always be able to respond more quickly and sensitively to

regional crises than national ones can.
 

An area of particular concern is the maintenance of a regional
parts store for the WDA, as continuous water supply is such a vital
resource. 
USAIDshould provide increased funds through BRADP to build
 
aeiolstore of pup arts. Na 
 4a A has agreed to cooperate
in supplving such a store 
 the funding can be provided.
 

The other part of the solution to the supplies problem lies with
BRADP itself. 
The HU also shouldauthorizewell in advance exenditurn forsupplieswhich are crtical to the operation of its constituant units. 
The lead time necessary to obtain each critical item should
boa identified, inventories compiled, and use 
rates carefully monitored
 
vo that the timie (or reorder'Ingcan be Identified easily., The Institutionalizaion of uuch procedures in the constituent units of BRADP
will build administrative capacity in the region. 
Finally, to avert
problems, all vehiclesProcured
aater 
 by the Project shouldbe ordered

witha fullcomplement of spare parts..
 

10. inflation and Flexibility
 

In all projects unanticipated needs arise during the course of
Implementation. 
This is even more likely to occur in BRADP, as
knowledge base was limited In 
the 

the design phase. 
The funds needed for
expenditure on unanticipated problems and opportunities generally is 
not rulative to a whole project, but the return on them usually
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is extraordinarily large. 
It is vital that BRADP have a significant

contingency fund to provide for flexible response.
 

This flexibility has been severely threatened by the extreme

paring of estimates done by the World Bank appraisal team and the pace
of Somali inflation. 
There is wide agreement that a significant proportion of 
the estimates are quite unrealistic. The deficits probably
cannot be mede up even by using exclusively for this purpose the World

Bank contingency and inflation allowances. 
 Not only does this threaten planned activities; it threatens the vital flexibility of the project- as -well.,- Every effort should, be-madeto-eth World Bank nd ...
its affiliates to increase their commitments to the project to ake
account of inflation. Failing thUSAID 
should consider use of Boe
of its PL480 Somali shillings fund to support a meaningful BRADP con+ 

* tingency fund.
 

II. Conclusion
 

By and large BRAD? is managerially sound and should work acceptably. 
 The only problem that must be solved to make the project Vinbleis the relationship between WDA and BRADY. Recommendations are provided in the text which should achieve this and which seem viable given

the positions of the major actors.
 

Beyond the WDA recommendations, a series of suggestions are made
which will provide for more effective operations. As important, however, are the recommendations 
to bend the s.ructure of the project
slightly so as 
to improve its prospects of making an institutional

contribution to Somalia. Suggestions are made to keep levels of remuneration within plausibly sustainable rates and to begin to institutionalize decentralization and popular participation. 
Particularly

if these suggestions or onen similar to them are followed* BRADY can
K 
 make a significant contribution to the institutional development of
 
Somalia. 
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APPENDIX
 

SOMALI DEMOCRATIC REPUBLIC
 

Sub.: 
 Bay Region Agricultural Development Project: 
-


THE PRESIDENT OF THE SOMALI DEMOC:A'TfC REPUBLIC
 

Having Seen Articles 82 and 113 of the Constitution 

Taking Notes 
 : of the approval of both the Political Bureau and 
the Council of Ministers 

Hereby promulgates the following law: 

Article I
 

PROJIECT_ESTABILISMENT
 

1.- The Bay Region Agriculturiia I1.veopmeznt 
 Project (the Project) is 
hereby ustabl i hed. 

2.- The Project is estalished as an ,mttonomous body with legal entity, ,111h.1 01,. (ir.( tio ()f tile M inisLer of Agricululire. 

Article 1I
 

HEAI)(UART ERS 

The Project Headquarters shall be In liaydhabo, the capital of Bay Reglon. 
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Article III
 

OBJECTIVES
 

The Project Objectives shall comprise the following:
 

1.- The overall agricultural (crops and livestock) development of
 
Bay Region
 

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

3.- Construction and maintainance of intra-Regional roads
 

4.- Manage.ent and improvements of the Range-Land of Bay Region
 

5.- Improvemnts of Livestock Health
 

6.- Agricultural extention and farmers' training, adaptive research,
 
and range imp rovements5 

7.- Educations and trai ning of the Project Staff 

8.- The creation of qualified national manpower capable of carrying 
oML the future improvement and management of Agricultural Project
 

Article IV
 

ORGANI ZATION
 

a.- The Project implementation aNutlrittes shall consist of: 

1.- The Minister of Agriculture who has overall responsibility 
for the impamentat ion of the proj-ct 

H.- The coordI nat i"n ,',lfnMit 

TIhe cord i Ti f ;"n ,TIlmi t t vu of the project shall consist of: 

a. e Miln er 0f Finane
 

b. The Hinister ol Agriculture
 

c. The Minister of Livestock, Forestry and Range
 



d. The Minister of Water and Mineral Resources
 

e. The Regional Governor
 

f. The Project Director
 

The Committee shall 
ensure proper coordination at 
the highest level for the implementation of 
the Project to provide

support for the Project management.

The Comittee will ;eet 
once a year as 
needed at the request
of the Project Director through 
the Minister of Agriculture.
 

iii.-
 The Project Management Unit 

The Project management unit shall b~e 
responsible for the 
ex
ecution of the Project, and shall consist of:
 

a.-
 The Project Director (a Somali National)
 

b.- The Project Coordinator 

c.-
 The Project Financial Controller
 

The latter two 
shall be internationally recruited.
 

b.- Functions of the Project: 

i.-
 The Project Director shall be responsible ,o the Somali Government for the 
implementaition of 
the Project objectives,
including staffing and discipline of Project employees, finance management 
and liaison with regional autlhoriLies and
the Minister of Agiriculture. 

ii.- The Project Coordinator slall to
answer 
 the Project Director,

and shahll he responsible for all technical aspect.s of ProjeCtImplementation. 
 lie shall be the leader of the internation
ally recruited staff, antd siall s:.ssis,;t
the Project 1)ire torin coordinating the 
 implementlation of 
the Proje{t.
 

iii.- The Finan'ial Contr()llIr sihall )e reC pins it)]( 
 to thri Pro ecti1rector through thut Project Coordinator, and n;hall asi;,t
them in ioth1 r ani nrg the procurement of Pro,jec t cu1 at ,,
goods and services, and es ta iishii g,aisys; tt of fiaurialcontrol aid 
atccoi-urtaft 
 litv for the 
constituent unit of th 
Project. 
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Article V 

REGIONAL SERVICES 

The following services sa;ll be att~ached to the Project:
 

1.- Regional Water Development Unit of the Water Development Agency
 

2.- Regional Road Service, of the Ministry of Public Works
 

3.- Regional Unit of the National Range Agency 

4.- Bay Region Vete:inary Ser'ices of the Ministry of Livestock, 
Forestry and Range 

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

Article VI
 

POWERS
 

I.-	 The Project is empowered t:o implement the objectives under arti
cle III of this law.
 

2.-	 The Projtct slilal assume control and supervision of th Reg ional 
services listed under Article V. The attachment of the latter 
services to tLhe Projetict shall take effect nn the c encement of 
the Project. 

3.-	 Not withst" ing ri. :, t:he Reg ional Service:; referred shall 
ma otainLat,.ir a"Ltouiomy from the projoct t carry otlt responsi
bilities or activities outside the project tntrusted to them by 
their respective Ministries. 

Article VII 

PROJ ECT STAFFI.NG 

The Proj ect is empowered to employ the local stafl required. stlhj tt 
to rules and regul tions governing natilonal reeruiting procedure's. 

http:STAFFI.NG
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The Projec t also shall. have full 
authority to rucrult 
the expatriates
needed in accordance with the procedures defineId hy the avreement,

coiic ludud with co-i iinanin ugrgan i zat ions.
 

Article VIII
 

Any agr-emants between the Somali Democratic Pe(pulbic and the.o-fi
nancing organizations such as 
I)A, TFAl), ADIF, UISAII) etc. annextvd tothis law shall censtitute an Integral part of thIs law. 

Article IX 

Entry Into Force
 

This law shall come 
Into force on
 

Jaalle Mag. (vn. ,lohamud Siad Barre 
THE PRESIDENT OF S. D. R. 

Mogad ishu, 


