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' . .  Foreward 

The purpose o f  t h i s  paper i s  t w - f o l d :  

1. ) t o  exmf ne the  Central Tunf sf a Rural Develupoellt (CTPS) Pro jec t  

experience wf t h f  n the  analy t f  ca l  franetmrk provf ded by Deve lopv r~ t  

Al ternat ive, Inc. (DAI ) under tne Organization and AdPf ~ i i s t r a t i o n  o f  

Integrated Rural Developuent Project, and 

2.) t o  provfde a h i s t o r i c a l  perspective on the developaent and i q j l e r e l ~ t a r i o n  

o f  the CTRD Pro jec t  fm August 1978 t o  August 1981 froo the standpoint o f  an 

act ive pa r t i c i pan t  f n  the processes o f  p ro jec t  design and iuplenelt tat fon frw 

i t s  i n i t i a l  conceptfon durfng the second h a l f  o f  1977 t o  the f i r s t  subproject 

evaluation i n  aid-1981. 

I n  1 fne w i th  the f i r s t  o f  the above two objectives, the paper r e v f w s  the  

C T O  p ro jec t  experience froa the standpoint of seven (ou t  o f  nine) c r i t i c a l  

inpleaentat ion problrcls i d e n t i f i e d  by OBI i n  i a t e  1980 ( I R G  Research uote 

Ho. 1; Integrated Rural Development: Nfne C r f t f c a l  I q l e ~ l e n t a t i o n  Probleas. 

Feb. 1981 ) and subsequently studfed through a rev iev  o f  selected AID projeczs 

(IRO Research L t e  No. 2; Impleaentatfon Issues i n  Integrated Rural 

Developnent: A Revfew o f  21 UUID Projects, May 4, 1981 1. 

The seven probleas selected irere: 

1. ) Pa r t f  c f  pat f  on and Decentralf zat f  on; 

2.) Pol f t f  ca l  . E c o m i c  and Envf ro tuenta l  Constraints; 

3. ) Df f f e r f  ng Agendas; 

4.) I n fomat fon  Sys tas ;  

5. ) E f fec t ing  Integrat ion; 

6.) Tinfng; and 

7. ) Ilanagf ng Technfcal Assistance. 
* 
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. , O f  the trm m i n i n g  c r i t i c a l  probleas iden t i f i ed  by DAI, the first, 

counterpart ihortage, i s  certa in ly relevant to the CTRD pruject  but  i t 

requires f o r  i t s  solution 60T pol icy Reasures deslgned to a t t rac t  and re ta in  

qual i f ied c i v i l  sewants i n  rural  areas such as Central Tuilsia. 

Consideration o f  such pol icy changes are beyond the scope o f  t h i s  paper. 

Final ly. i n  l i g h t  o f  the fac t  tnat  CTRD project  lopleaentation has not rcacnvd 

y e t  i t s  midway point, i t  was considered precature to discuss the l a s t  c r i t i c a l  

probleu iden t i f i ed  by MI (sustaining project benefits). 



A. !ntegrat;on versus Coordination 

I s  the Central Tunisia Rural Oevelopoent (CTRDI Project a:l integrated 

rural developoent project? The answer depends on whether or  not one draws a 

sharp dividing l i n e  betueen projects using an *integrationg strategy ma tnose 

using a 'coordination' strategy. 

I n  the Executive S m r y  o f  i t s  state-of-the-art paper en t i t l ed  Inteyrated 

Rural Development: Making i t  Yofic?, MI makes a c lear d is t inc t ion be-n 

integrat ion and coordination: 

These tuo terns -- 'integration' and 'coordinatiunD -- are used v i a  
uninhibited exuberance i n  aany IRD projects, sorwticles to hide a lack o f  
understanding of the pract ical issues involved. The principal differelwe 
betueen an integrated as opposed t o  a functional organization i s  i ~ ~ d i c a r e d  
by the level  \here authority over the f u l l  range o f  organizatonal 
ac t i v i t i es  converges. I n  a functional organizatiion i t  occars near the 
top. I n  an integrated organization. on the other hand, convergetwe occurs 
closer t o  the bottoa of the organizational hierarchy. For exaaple. i11 an 
integrated area development project, engineers, agr icu l tura l is ts  and 
oedical personnel my a l l  be acc~untable t o  a single project oardger i i t  a , 
subdistr ic t  area. Thus integration denotes structure and iop l ies  
cmrehensiveness (a  r j u l t i - sk to ra l  focus) and control (d i&t  l i nes  o f  
author1 t y l  . 

Coordination, on the other hand, describes the type o f  mnagerial 
behavior required t o  produce the results visualized i n  the project  
design. The w r d  i t s e l f  provides a clue t o  the behavior i r  describes: 
*cog suggests j o i n t  or  shared ac t i v i t i es  and "-ordination* i cp l ies  the 
ranking o f  these act iv i t ies.  This ranking refers t o  the tining. type. 
qua1 i t y  and r~agnitude o f  resources applied and goods or services 
produced. It a1 so lncludes the d i s t r i  bution of i u p l e l e n t a t i o ~ ~  
responsibil i ty. The j o i n t  e f f o r t  refers t o  sharing resources and 
in fomat ion t o  guarantw the needed n i x  o f  goods atd services. 

TO apply w l t i - sec to ra l  Gtourees to rura l  develomnt  objectives. 
then. e i ther integrat ion or coordination strategies can be used. 

I n  the case o f  the CTRD project. AID 'S in tent  uas t o  colbinc an 

'integration' strategy i d t h  respect to  progrm plantling and evaluariotl a t u  a 

'coordination' strategy with respect t o  prograa inplenentation. To thar 
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: 

effect, a prel  in1 nary Central Tunisia devel opnent strategy was developed 

j o i n t l y  by the GOT and US410 p r i o r  t o  CTRO project  desfgn and provisions f o r  

developing an i n s t l t u t l  onal capacity f o r  progrm planning and e-ral uation a t  

the regional leve l  becaae the central elerrent o f  the 'core9 (Central Tunisia 

Area Developcent) subproject. 

As the Project Identification Docments (PIDs) f o r  the f l r s t  four CTRD 

subpmju ts  were being prepared I n  July 1978, the 60T announced the creation 

o f  a nerr regional developrnt  authori ty to prooote the developrnt  o f  Central 

Tunlsla. Since t h l s  step was taken wlth pract ica l ly  no consul ta t lon  with 

USAIO, i t i s  d i f f i c u l t  t o  say what the GOT had i t 1  nlna a: t h a t  tioe, but 

tes t lmny given by the then Minister o f  Agrlculture to the Hatfonal Assemly 

on the pending enabllng leg ls la t ion Indicates t va t  an 'integration' strategy 

wi th respect t o  prograa inpleaentation was under consideration.* 'hen the neu 

regional developwnt authori ty was physically establ i sned i n  rhe Central 

Tunlsia tom o f  Kasseiln during the early par t  o f  1979, however, the 60T 

t l i n l s t ry  ?f Agriculture (the parent agency) \(as no longer supporriag the 

'integration' optiori and, I n  the course o f  the year increasingly advocated a 

coordination ro le  for the Central Tunlsla Developaent Autnorlty (MICIC.. 

The f inal  design o f  the CTRO project  i n  the l a t t e r  par t  o f  1978 involved 

the partlc!prtlon o f  an overall CTRD Project Paper (PP) as u e l l  as the 

preparation o f  separate Subproject Papers. Af ter  considerable debate, a 

decision was oade by AID/Uashington i n  the Spring o f  1979 to approve the 

Central Tunlsia assistance e f f o r t  as a single project  4 t h  separately funded 

* See Sectlon V I  and my llewrandua t o  the Fi le .  June 10. 1980. Subject: 
Sf1 tana Rural Developcent Project: Less011 o f  Experience (A  V I e w  frm Tun1 sl.  
pp. 15-17 and Attxhaent. 

** Office de Developclent Je l a  Tunisia Centrale 
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subprojects.' The in tent  was t o  encourage un i f ied project  m n d q e m t  by both 

USAID and the GOT while reta in ing separate fund control and accountabil i ty for  

each subproject (no transfer o f  funds betreen subprojects was al laredl.  

It was AID 'S  i n ten t  from the beginning tha t  funds allocated through the 

CTRD project  be Danaged by the ODTC but not that  project-funded a c t i v i t i e s  be 

necessarily ioplenented by the OOTC. The OOTC, however, took a rather mmru 

view o f  what banagecent' =ant and atteapted to iaplcuent, or  a t  least  

t i g h t l y  control, a l l  project-funded a c t i v i t i e s  but  the attempt d id  not  neet 

wi th success due t o  the resistance o f  the various bureaus and f t e l d  services 

o f  the f l i n i s t y  o f  Agriculture which usually won the t l in is ter  o f  Agriculture 

over to the i r  side o f  the bureaucratic inf ight ing. As i t  turned out, r;le OOTC 

retained responsib i l i ty  f o r  nanagenent - and inpleaentation o f  the Area 

Developaent. Scull holder I r r i ga t i on  and Rural Extension and Outreaca 

subprojects (the l a t t e r  i n  col laborat ion with the Ministry 's agricul tura l  

extension services); i t  retained overall project  ranagawnt respor~sio i l  i t y  f u r  

the Dryland Faming Systeas Research and Rural Potable Water subprojects but  

t he i r  i up lenn ta t ion  was i n  f ac t  contracted out t o  other agencies o f  the 

Minist ry o f  Agricultu?e. Final ly ,  tw subprojects (the developrmnt o f  a 

potable uater sys tm f o r  three seui-urban aggloaeratioils and Rangsland 

Developant and Managecent) were mnaged and ioplenented by autanous 

authorities under the Ministry o f  Agriculture w l t h  the ODE retain ing a vague 

'coordination' role but no control over funds. 

I n  add1 t ion, there #re several AID-supported Central Tuni sia d e v e l o ~ r r ,  

a c t i v i t i e s  A i c h  were funded through other projects such as the Rural 

Ccmunity Health project  and grants t o  pr ivate voluntary agencies such as CAP! 



and Save thcchildren Foundation. As for  activities financed e n t i r e l y  by the 

60T, budgetary resources (and consequently i ~ p l e n l e n t a t i o n  respons ib i l i ty)  

were i n  soae instance, a l located t o  the WTC (e.g. f o r  construct lo~l  uf srurdye 

f a c i l i t i e s  and inproveoent of rural  roads) and i n  other  instances to other 

agencies (e.9. for  potable water developlent alto reforestat ion) .  I t  ws out11 

GOT and AID policy to encourage the ODTC t o  cont rac t  w i t h  p r iva te  o r  public - 
wganfr8t ioas  f o r  ths fnplenentatfon of as  nukh a s  possible of i t s  prograa 

a c t i v i t i e s  (including a c t i v i t i e s  financed jo ln t ly  by the 60T and AID under the 

Area Developaent Experir~ental Fund) and to focus on iss ro le  a s  prouoter. 

advocate, planner, and ~ n a g e r / c o o r d i n a t o r  of Central Tunisia developuent. 

m i l e  the r e s u l t s  during the first tuo years of CTRD project  lup lgwnta t loc~ 

dld not meet AIDes expectations, the lessons learned should be useful f o r  

1 designers and Mnagers of IRD projects.  

0. Backqmunb. 

Underlying Objectives 

The  Central Tunisia Rural Developnent Project. and i n i t i a l  l oa r~s  altd yra11i.s 

were authorized i n  March 28. 1979. Actual obl igat ions under the projec t  

reached a t o t a l  of U.S. $21.4 a i l l i o n  a t  the end of FY 1981. and A.I.D. jollar 

obl igr t lons  f o r  a c t i v i t i e s  i n  the projec t  area dctually to t a l  over U S  n i l l i o n  

dol lars .  This to ta l  i n  part is *& r e s u l t  of a del iberate  policy t o  'front 

lord' the pipeline and aake a highly v is fb le  developnent push i n  one of the 

Extracted w i t h  afnor changes and a feu delet ions fwra a DcceElber 1981 

USAID Posltfon Paper on the CTRD progrm. 



poorest area; o f  Tunisia where infrastructure and public senices tern 

u i n i m l .  U.S. assistance fo r  Central Tunisia a t  i t s  i ~ r e p t i o n  set fad zhe 

following objectives: 

1. 'Stiaulate the 601 i n t o  undertaking a n i n i n w  c r i t i c a l  e f f o r t  i n  

Central Tunisia. 

2. Encourage and assist  the GOT to design and tes t  cost-effective 

delivery system f o r  public goods and services which then can be replicated by 

the GOT i n  other parts o f  Central Tunisia. 

3. Encourage and assist  the GOT to address the problem o f  mall dryland 

famers uho are and d l 1  consti tute the vast na jo r i t y  o f  m a l l  famers. 

4. Encourage local part ic ipat ion i n  decision--king, f o r  instance by 

further involving the governors and delegues ( d i s t r i c t  adoinistrators) and oy 

organt zing t ra in ing prograns f o r  aglbers o f  de lega t i~n  ( d i s t r i c t )  -level local  

comi  ttees. 

5. Encwrage the part ic ipat ion o f  other donors ei ther through tne 

provision o f  technical assistance or  through the financing o f  selected 

cmponents o f  the integrated CTRD propran. 

6. Encourage and assist  the 60T i n  i t s  e f f o r t  t o  achieve bet ter  

integrat ion of rural  developoent interventions.' 

The passage o f  ti= has and reinforced the va l i d i t y  o f  these objectives. ihc 

Tunisian Goverm?nt's growing awareness o f  the potential  i r s t a b i l i t y  of i t s  

m s t  disadvantagedd regions has strengthened the p r i o r i t y  i t  attaches to  

Central Tunf sia. 



Decentral izat ion o f  Tuni s i  an p l  annf ng and adcrit~i stration, partf  cu lar ly  o f  

developant a t f v i  t fes, has been gal nf ng publfc and govetmental support. The 

new Sixth Oevelopcmt Plan. which i s  to be launched f n  1982. has 

'duentral f zation. ' 'deconcentral iza tion' and foprovcrwnt i n  pub1 l c  sector 

mnageclent as aajor thwes. 

Decentralized plannfng, i n  particular. has taken on new sfgniffcance 4th the 

recent establf shaent o f  a Regf onal Planning Camf ssarfat. Clearly key to 

success i s  greater part icipatfon by local populations and organizatfons i n  the 

plannf ng. fnplenentation, and mintenance o f  developcent act iv i t ies.  There 

are signs that  t h i s  i s  becooing increasingly apparent to Tunisfan 

deci s i  on-takers. 

The Role of the ODTC 

Tie 00n: as a nu1 t i - d i x i p l i n a r  and rcgfonal planning i ns r i t u t i on  i s  ~II 

f nnavatfon. There has been no such f nst i tu t fon before i n  Tunf s ia t~  practice. 

The ODTC absorbed the s ta f f  and functions of  the a4VVlP. a s f - a u t u n a a u s  

Office de Hf se en Valeur de l a  Val lee' de l a  #edJerda I kd je rda  Val ley 

Developent Authorf t y  ) . 



I agency unde; the Ministry o f  Agriculture, responsible f o r  building. 

naintaining and cmnaging a scattered set o f  public i r r i ga t i on  fac i l i t i es .  

cal led 'perineters,' i n  Central Tunisia. I n  retrospect. i t reens there w s  m, 

clear consensus about an elaborated set of additional authori t ies the 00TC 

would have. or how i t  w u l d  re late t o  governors and regional comissioners fo r  

agri cul tura l  devel optaent [CRDAs). 

One ro le  that  A.I.D. envisaged for the WX was project  uanager o f  the Cenval 

Tunisia project. (contracting. d i rect ing contractors. wnagfng, controll ing. 

and minta in ing a l l  equipnent procured under the project). The WTC voulrl 

provide a l l  a W  n is t ra t ive and back-up support needed by U.S.-financed 

contractors, although with the assistance, i f  necessary. i f  an A.I.0.-financed 

l ~ g i s t i c a l  support unit. It was not clear, however, what additional powers. 

staff, or f a c i l i t i e s  the ODX w u l d  need t o  do this, shortcooing 111 p r o g r u  

deslgn, given A.I.O.'s inst i tut ion-bui ld ing experience i n  Tunisia and 

el  sewhere. 

Another ro le  both A.I.D. and the 601 saw fo r  the WTC was 'planner" f o r  

Central Tunisia. SOT developnent budget funds f o r  Central Tunisia oust be 

vetted by the OOTC so i t s  planning ro le  does have teeth. B!t t  t h i s  was a new 

role, under a new, decentralized systea running essentially paral le l  to an o ld  

one ent i re ly controlled i n  the capaik l .  It was a ro le  i n  th ich  WTC w u l d  

lean heavily upon the help o f  i t s  A.I.0.-furnished technical assistance 

contractor tern. This assistance was not effective. Closely related t o  i t s  

ro le  as planner was OOTC's ro le  as evaluator. I n  t h i s  ro le  also, hearj  
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reliance was'expected t o  be placed i n i t i a l l y  upon the technical assistance 

contracbr, whose principal task uauld be the t ra in ing o f  WTC planning and 

evaluation staf f .  

The concept of the ODTC as a coordinator o f  developaent a c t i v i t i e s  carr ied out 

by others was given substance by i t s  budgetary control. Uhat cus not c lear ly  

recognized was the d i f f i c u l t y  o f  t h i s  ro l e  i n  a context where other actors 

(govenorates. CRDAs, d n i s t r i e s )  wre accustaied t o  proceeding on the i r  oun. 

or a t  least  with defere~lce only t o  the central l l i n i s t r y  o f  Plan. 

S t i l l  another inportant r o l e  f o r  the WTC trould be as the advocate o f  Central 

Tunisia i n  the GOT. This ro le  it has played wll. and pm l i c l y .  It i s  one o f  

the reasons the C¶TC has b e c m  a publ ic syrrbol o f  U.S. support f o r  a Tunisian 

rural developaent strategy i n  Central Tunisia. Final ly.  o f  coutse. the WTC 

had a ro le  as project  inp lc~cntor .  This ro l e  i t  inher i ted a t  the outset frau 

the OlWWi. I t s  record i n  t h i s  respect has been spotty, but  i t has a nukr of  

a c c ~ l i s h e n t s .  

It was inevitable tha t  the r o l e  of the OOTt m u l d  evolve i n  ways t ha t  could 

not be ccapletely foreseen beforehand and that  there w u l d  be s tuc lb l iq  and 

false s tar ts  requir ing nid-course corrections and a great deal o f  f i e l d  

f l e x i b i l i t y .  The CTDA's r o l e  continues to evolve. Qui te  apart fraa lack o f  

c l a r i t y  o f  i t s  ro le  and the resul t ing uncertainties and related oorale 

pmblecs, what the CTM has m s t  lacked i s  a c r i t i c a l  m s s  o f  senior level. 

experienced nanagers and technicians and consequet~:ly. ef fect ive aanageucnt. 



11. PARTICI~ATIOY AND D E C E ~ I Z A T I O H  

Ack~f nf s t ra t ive  decentral i za t f  on was a1 ready o f  f fc f  a1 po l l  cy i n  Tunf sfa by 

M e  t i ne  that  the CTRD project  uas f f r s t  dfxussed by 60T and USAID o f f i c i a l s  

f n l a t e  1977. The 60T's objectfve was t o  a k e  governclent authorft ies and 

services w r e  accessfble t o  the people and w r e  responsive to t h e i r  ' f e l t  

needs.' The treasures taken fncluded the creatfon o f  nen governorates and 

delegatf ons, the a1 locat ion o f  "Rural Developnent P r o g r w '  flinds to 

governwnts and the assfgraent of ru ra l  developnent s t a f f  t o  aQlf'is:er -&se 

funds on behalf o f  the governors. The A.1.D.-supported Sf l iana Rural 

Developoent project  uhich was i n i t f a ted  f n  1976 and terninated f n  1979 mas 

ained a t  strengthenfng the Si l iana Qvernoraas'  capacfty to plan and 

iclpleaent ru ra l  developoent projects. 

Unfortunately, recently created governorates, such as the Sf 1 f ana 

governorate, lacked the s t a f f  necessary t o  plan rura d e v e l o p ~ n t  a c t i v i t i e s  

and t o  supervise thef r  inplemntatfon by the f f  e ld  services o f  technfcal 

o inf  s t r ies  (which a1 so wre understaffed throughout m s t  of central Tunf sf a). 

Creating the OOTC was a typical  technocratfc response t o  the sf tuat fon and, to 

sorr extent, represented a step backward i n  terns o f  decentralization inamuch 

as f t sewed several governorates frm one central locat f  on. m i l e  i t  dfd  

establish f i e l d  off ices i n  =st o f  the project  area's delegations. 

decfsio.prking pwcr was centralfzed i n  the Kasserfnc how of::ce and uas 

exercised only by the ODIC director. 

A t  the tfme the OOTC m s  created. thc concept o f  local partfcfpdtfon w s  

pract fcal ly  unheard o f  i n  Tunisfa. Any suggestfon tha t  the riders o f  a 

cornunity would cooperate f o r  the purpose o f  iaprovfng tne f r  l fvelfhaod w 

1 i v ing  condf t fons were countered b;r arg lwnts  t o  t h i s  e f f ec t  t h a t  the rural  
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population Tacked coauni  ty s p i r i t  and uas suspicious o f  the te rn  

'cooperation' i n  1 igh t  o f  the i r  experiences w i t h  production cooperatives i s  

the l a t e  60's (At that  tine, then Hinister  o f  Econoqy Ben k l a h  attempted to 

forc ib ly  co l lec t ive Tunisian agriculture u d e r  tne guise o f  estaolishing 

cooperatives). 

I n  spite o f  the skeptical a t t i tude o f  nost Tunisian o f f i c i a l s  (except f o r  

a few i n  the Ministry o f  Social Af fa i rs l ,  a wdest  a t te rp t  a t  introducing 

local part ic ipat ion approaches i n  central Tunisia was launched i n  1978 by the 

Save the Children Federation (SCF) under an A.I.D. grant. 

Given the fac t  that the SGF project was barely gett ing underway and 111 

l i g h t  of the technocratic, top-dorm node o f  operation o f  the l l i n i s t r y  o f  

Agriculture, no atteapt was aade to introduce part ic ipatory features i n  the 

f i r s t  set of CTRD intewentions designed i n  1978. The wisdao o f  t h i s  course 

o f  action was l a te r  confirmed )hen the WfC began operations and it becare 

apparent that the central izat ion o f  decision-aaking i n  the bands o f  the WlC 

director pm luded  even OOTt s ta f f  part ic ipat ion i n  the decision-udking 

process. 

By the end o f  1980. S F  had successfully kmns t ra ted  that  i t ras possible 

for appropriately trained and mt iva ted  agents to e lec t  part ic ipat ion and 

self-help frocl rural  comrn i t ies  i n  parts o f  central Tunisia. Under r 

one-year extension o f  i t s  grant t o  SCF. A.I.D. encouraged i t  to e n l i s t  the 

collaboration o f  goverment authori t ies and the ODfC i n  the planning a d  

inplaocnut ion o f  Cocarnity-Based Integrated Rural Developcie~~t (CBIW) 

act iv i t ies .  

While several CBIf!! projects uere j o i n t l y  funded by S F  and t9e C o v e n a ~ l t  

o f  Si l iana during the one year extension period. SCF uas not  succesfful i n  

persuading the ODTC to progran EXperienental Fund uonies for  CBIRD 
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act iv i t ies .  'The s ta f f  o f  the ODTC f i e l d  o f f  i ce  located ill I br;thar delegation 

(Sil iana Governorate), however. d id  collaborate u i t h  SCF s t a f f  on one o r  tw 

projects and the ODTC planning stdff v i s i ted  ongoing projects. The WTC 

director was iwressed by the reports he received froa h i s  s t a f f  and 

par t icu lar ly  by the enthusiastic reaction o f  the Governor o f  S i l l a m  u p 1  

v i s i t i n g  a project  s i t e  [nagrouna) when the comunity had joined forces to 

develop 2nd i r r f qa te  land rlhich had l a i d  i d l e  since 1969 (when the Ben Salar 

'cooperative' dr ive was terminated). The 6overnor had been par t i cu la r l y  

inpressed by the fac t  that  the local  population had taken that  i n i t i a t i v e  with 

no o f f i c i a l  GOT assistance and very l i t t l e  oater ia l  support frm XF. 

A.I.D. support of the SCF prograa was extended i n  August 1901 f o r  a n o t h r  

three years but a t  a low level  o f  funding which required Tunisian financing of  

a l l  CBIRD project  expenditures. Substantial f inancial co~mitacnts mre,  i n  

fact, received frOQ the Si l iana G o v e r m t  as well as frm the Kaiserine 

governorate which requested that SCF ac t i v i t i es  be expanded to include areas 

under its jur isdict ion.  Uhile USAID continued t o  encourage OOTC t o  finance 

CBfRO projects fm the Experinentat Fund. no pressure w s  placed on SCF to 

secure a funding comitment  fro^ mTC. SCF bas expected, hwever, to 

collaborate 4 t h  the i t i n i s t ry  o f  Social A f fa i rs  i n  desigr~ing a feu projects 

f o r  Experferntal Fund financfmg. A.I.D. hoped tha t  selected f i e l d  personnel 

o f  goverments, technical a i n i s t r i es  and WTC w u l d  learn f roo exposure to  the 

S# comunity-ksed approach t o  project design and icfpleaentation and mid 

develop a m r e  part ic ipatory s ty le  o f  operation. It was reallzed, however. 

that  change was beit?g Introduced a t  the perfphery, 1.e.. a t  the point  there 

goverment agents interfaced u i t h  beneficiarf es, \ t i  thout any a t t a l p t  t o  chai:qe 

the basic organizaticnal structure and operational s ty le  o f  the 



agencies invblved. I t  was not anticipated, therefore unlikely that 

collaboration with SCF on a feu a l l - s c a l e  CBIRD projects w u l d  result i n  a 

najor "bureaucratic reorientation' of these agencies from a topdown, 

technocratic approach to a bottm-up. partfpatory approach (with the possible 

exceptton of the llinistry of Soda1 Affairs field services uhich already have 

been exposed i n  the past to comunity developnent approaches and which were 

forced by budgetary constraints t o  undertake nodest projects on a scale mre 

anenable to  a participatory style of inpleaentation). 

The recent t i d e  of poll tlcal llberali zatlon I n  Tunisia (its m s t  dr-tic 

aspect being the evolutlon f n n  a one-party to a wlti-party systeu) was 

accmpanled by offlclal pronounceoents concerning local partlclpatlon as uell 

as adclinlstrative decentralization. 601 officfals who ~ a d t  these 

pronouncencnts, however. were not speclflc about the content of partlclyrtio~t 

and I t  could be safely a s s ~ e d  that there awld be a substantial tine-lag 

between the f l r s t  ~ent lon of the abstract concept of lwal  participation and 

its actual iupleacntatfon by goverraent agencies. The first step i n  that 

process should be to break the 'dependency. relatlonshlp betmen goverment 

staff and beneflclaries whereby the later percelve themelves as parcrless to 

act and perceive the goverrent as a source of hamuts ,  perceptions which are 

shred by the technocrats *ho aa in i s te r  goverrrmnt pmgrans. Rw SCF 

experiernt i n  Central Tunisia has challenged t h i s  stereotype and has attempted 

t o  replace i t  u i t h  an operational mdel of corcrunity self-help. This 

approach, however, cannot becoae institutional i zed unless the regional drd 

local authorities develop decentralized organf rational structures uhlch can 

mtch cazunity self-help w i t h  an appropriate outreach capacity. In the case 

3f the ODTC, this wuld require as a f l r s t  s'e a conscious effor, -a 
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decentralfte' decfsfon-naking to delegation-level f i e l d  off ices, a prospect 

seriously haopered by ins t i tu t iona l  constrafnts as w e l l  as by the personal 

oanagenent s ty le  o f  the OOTt director. 

111. POLITICAL, ECOWOHIC AW ENVIROUI.IEICTAL CWSTRAIWTS 

A. P o l i t i c a l  Constraf nts 

Unt i l  the uid-1970's. the 6m's public fmestnent prograra had been a i m  

pr inar i l y  a t  increasfng production and incme (The exception k i n g  the 

educational sector which had been allocated considerable publfc f n v e s m ~ ~ t  

over the years). As a result ,  there had been a tendency t o  concentrate publ ic 

invesment i n  the m r e  productive northern and coas:al regions o f  Tunisia attd 

to  neglect the resource-poor central and southern regions. 

By the t fue the CTP.D project  was designed and approved, hoverer, the WT 

had becane aware o f  serious dissatfsfact ion and inc ip ient  p o l i t i c a l  unrest i n  

SOT.* o f  tine in te r f  or rrgions, including central Tutlisia. i t  becue ionscious 

of the fac t  m a t  the local populations were fed up w i t h  sruaies and prcrrises 

and were beconfng fncreasingly vocal i n  thef r  deuands f o r  actf on. T l  GOT. 

therefore, perceived U.S. support a d  advocacy o f  a 'basic hman nceds' 

approach focused on the 'rural poor' as an opportunfty t o  nake good f t s  past 

pratises and to frprove f t s  standing d t h  the Central Tunisfa cft izenry. T h i s  

was re f lec ted i n  thc haste u l t h  whfch the GOT created a mor r q f o ~ l  

authority, (the OOTC), t o  pranote and d i rec t  the developclent o f  Central 

Tunisfa, a fn short mnths f o l l d n g  sfgnaure o f  a CTRD project  loan anQ 

gram agree~cnt. 



As a mtbr o f  fact, the high p r i o r i t y  given t o  Central Tunisia i n  

o f f i c i a l  speeches and other pronouncements turned out t o  be s o w h a t  o f  a 

l i a b i l i t y  f o r  the project. I n  i t s  desire to naxiclize the short-tern p o l i t i c a l  

gains frm the Central Tunisf a progran, the 601. a t  the t i ne  headed by f o m r  

p r i m  n in i s te r  Hedi Wouiral advertised the OOTC and the new prograns i t  wid 

undertake as the instant solut ion to the regfon's e c o m f c  and social 

probleas. Uhen the WlTC fa i l ed  t o  del iver  on a t imely basis what haa wet, 

prwised, resentnent and c r f  t l c i s i  o f  the o f f i ce  replaced the ea r l i e r  sense o f  

r i s i ng  anticipation. This no doubt affected both the m r a l e  o f  the OOTC s t a f f  

and the a t t i tude of other GOT agencies toward the new inst!tution. 

B. Econmic and Env i romnta l  Constraints 

It had been recognized frca the outset that  lack o f  natural resources. 

geographic d i  spersion o f  the rura l  population and culrural  iso la t ion o f  ti 

urban centers would cake it d i f f i c u l t  t o  increase i ~ ~ c w e  and c ^ p l o p n ~ t .  t o  

a t t r ac t  pr ivate capi ta l  and skf l l e d  oanpouer and, generally speaking, t o  

produce dranatfc resul ts over the l i f e  o f  the CTRD project. As a oatrer o f  

fact, the long-standing aversion o f  both COT and A. I.D. agr icul tural  

technicians to devoting tire and resources to icproving agriculture i n  '& 

area, the 60T's delays f n  fol lowing up with action the nuoerous studies 

undertaken since t !  1950's. the IBRD's re ject ion o f  a proposed Central 

Tunisfa project  f n 1974 and AID/UBs i n f  t i a l  reluctrnce to approve the CTW) 

project, a l l  bear witness to a general lack o f  conff dence i n  Central Tu l is ia 's  

developtaent potent ial  over the years and up to the t iae  o f  project  approval. 
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Recognition o f  these contraints led  the WT t o  favor a l locat ion of 

f inancial and hcwn resources to  those geographical areas u i t h i n  Central 

Tunisia rrhich offered the greatest potent ial  for rapid increases i n  production 

i.e.. those areas wi th a potential fo r  i r r igat ion.  I n  i t s  desire f o r  

p o l i t i c a l  ikpact, the GOT also favored highly v i s i b l e  and rather cost ly  

potable \rater and infrastructure projects. These GOT preferences tetdcd to 

run counter t o  A.I.D.'s etphasis on neetlng the basic huwn needs o f  the 

poorest sepents o f  the population, part icul  arly d l  spersed rura l  households 111 

renote areas, through m a l l  -scale. low cost interventions. 

Uhi le the 60T was conscious o f  the need t o  a t t r ac t  ahr in is t ra t ive  and 

technical cadres t o  the ' in ter iorg.  it aoved rather s l w l y  i n  taking the 

necessary measures. I n  l a te  1980. U U I D  was i n f o m a l l y  t o l d  t h a t  substantial 

f inancial incentives w u l d  be provided to  cadres w i l l i n g  to mve  t o  .hardship 

arezs." including seal-urban centers i n  Central Tutiisia. i n  order to 

coctpensate fo r  bhe lack o f  cu l tura l  and ~ o c i a l  acenit ies and the generally 

harsher l i v i n g  conditions re la t i ve  t o  Tunis and coastal c i t ies .  By the end of  

1981, however, there were s t i l l  no signs that  those f inancial incentives vere 

bein put i n to  effect. 

C. I n s t i  Wt ional  Constraints 

The s l w  pace o f  adnlnist rat ive r e f o m  i n  Tunisia i s  indicat ive o f  a~mbmr 

type o f  constraint, 1.e. bureaucratic resistance t o  change, uhich seriously 

l i m i t s  the scope o f  oanageacnt innovations u i t h i n  the t i m - f r m e  o f  m 

A.I.0.-funded project. Ingrained patterns o f  adain lst rat lve behavior, uhether 

f oma l l y  codi f ied o r  not, const i tute serious ins t i tu t iona l  constraint on the 

design and icrplenentation o f  ru ra l  developnent projects i n  Tunisia. For 

instance: 
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(1 ). A1 though "decentral i za t i ong  was a stated GOT pol  i c y  objective, 

actual progress i n  car ry ing  ou t  t h a t  pol  i c y  was very s l  w due ta the 

cent r i fuga l  tendency i nhe r i t ed  by the Tunisian adn in is t ra t ion  frm 

pre-Independence French and Ottooan adninistrat lons. Even d e n  regional 

au thor f t ies  -- such as WTC -- #re  created and s ta f fed  t o  adnin is ter  progrsur 

f n specf f i c  geographic areas, decision-caking author l  ty r a i n e d  l a r g e l y  

vested i n  the Tunis-based centra l  adninlstrat ion. For Instance. A.I.D. and 

the GOT had agreed t h a t  the WTC mu1 d be responsible f o r  nanaging -1 1 -scale 

p i l o t  p ro jec t  funded by the Area ~ e v e l o p k n t  Experinental Fund. 111 order to 

encourage innovat ive behavior by the WTC, A.I.D. decided no t  to require 

o iss ion  approval o f  p i l o t  p ro jec ts  p r i o r  t o  i n p l a ~ n t a t i o n  but. instead, t o  

requl re t h a t  p i l o t  pro jects  be evaluated a t  the end o f  each year f o r  

confomance to agreed-upon select ion c r i t e r i a .  The M T  Mini s t r y  o f  P la l~ .  

however, ins is ted  on reviewing and approving each p i l o t  p ro jec t  as p a r t  o f  i t s  

investnent budget approval process and the ODTC i t s e l f  d i d  no t  appear ro 

r e l i s h  the delegation of au thor i ty  ulshed upon i t by A.I.D. 

(21 The conplex i ty  o f  in tegrated r u r a l  devel opnenf p ro jec t  i ~ p l e o l n t a t i o n  

ca l l ed  f o r  organl rat ional  inovation. The Tunisian prac t ice  o f  codl f j r ing 

ach in i s t ra t l on  behavior and organizational s t ructure i n t o  adu in i s t ra t i ve  l a u  

(a lso a French her i tage)  m d e  such inovat ion d i f f l c u l  t. For Instance, the 

basic organizational s t ructure -and statutes o f  the ODTC, as spec i f ied  i n  a 

H i n i s t e r l a l  decree, uas a standard m d e l  appl icable t o  a l l  o f f ices.  

Organization char ts  nqy d i f f e r  b u t  they oust go through a lengthy approval 

process and be pub1 ished i n  the O f f i c a l  Goumal before they can taLe e f fec t .  



This a h l n i s t r a t i v e  fomal isa m y  par t ly  explain t h e  fact  that  U U I O  uas 

unable to obtain an ODTC oqanlzation chart as l a t e  as three years a f te r  tne 

enabling leg is la t ion had been passed by the national assedly. The ODTC 

director argued that he d id  not  wish to get 'locked' i n to  a pcmrnefit 

organizational structure [including pemanent appointnents to div is ion chief  

posi t ionsl  u n t i l  he had had the opportunity to assess the oer i rs  o f  

alternative organizational structures and t o  evaluate the capdbi l i ty  o f  h i s  

staff .  The result ing uncertainty, haever. contributed t o  l w  m r a l e  and lack 

o f  m t i va t i on  amng ODTC s ta f f  uxbers who caoplained that  they had not been 

assigned clear-cut responsibi l i ty and authority. 

Tunisian ad3inistratfve fomal isn  also contributed w the d i f f i c u l t i e s  

encountered by the University o f  Wisconsin i n  providing technical assistance 

t o  the ODTC i n  the f i e l d  o f  regional planning. m i l e  ouch o f  the 'Sketch 

Plan' approach advocated by t ! e  University o f  Yisconsin focused on the 

planning process i t s e l f .  rather than on planning techniques. the Yisco i i s i~~  

t e a  did not pay adequate attention t o  the existence o f  an elaborate foma l  

process of  national planning crhich was i t s e l f  closely t i ed  to the annual 

budgeting process. By not even at tcrpt ing to denonstrate h w  thc proposed 

regional 'Sketch Plan' process could be integrated wi th in  the national level  

fomal  planning process, the Yitconsin tern missed an opportunity to confer 

l e g i t l a c y  on a new approach to regional planning. 



I V .  DIFFERIN AGEHDAS 

A Project Design and Approval 

As O A I  points out i n  i t s  I R O  Research Note No. 1 (yp 66-67), host coulluy 

governants are p r i na r i l y  interested i n  the resource transfer cocponent o f  

projects whereas A.I.D. o f f ic ia ls .  a t  the project design stage. are p r iuar i l y  

interested i n  .packagingw the projects f o r  i t s  o\m review and approval 

process. Uhen ~ r a l  developcent projects are located i n  resource-poor areas o f  

a country, these divergences i n  vieupoints are aggravated by differences 

bebieen host country and A. I.D. strategies i n  dealing w i t h  ecotmic and 

environoental constraints. 

I n  the case o f  the CTRD project, the GOT and A.I.D. agreed on the need to 

refocus GOT and A.I.D. resources frw the pore developed northern t i e r  o f  the 

country t o  the poorer interfor. From the GOT'S standpoint. it was p o l i t i c a l l y  

aevantageous t o  increase public investnent i n  Central Tunisia. I n  the case o f  

the AID rlission, it was a r a t t e r  o f  survival t o  conccntrdte i t s  ass i s ta rc  ill 

the poorest areas i n  Tunisia. as otherwise it would be d f f f i c u l  t to ;us;ify 

continued assistance t o  Tunisia, a niddle-incme country. 

F r m  the beginning of the CTRD project discussions. it was clear ly evl0u1rt 

that the 60T and part icular ly the Flinistry o f  Plan, wanted A.I.D. to finance 

the Central Tunisia project which had been sutnaitted to and turned dam by tne 

IRDRD i n  1974. A.I.D.. on the o t k r  hand, while agreeing to the cnoice of 

Central Tunisia as the geographical focus o f  U.S. assistance, wanted a 

carqletely ncw project design which w u l d  gphas ize  innovative approaches t o  

m t i n g  the basic h w n  needs o f  the r u r a l  poor which constituted the vast 

oajor i  ty of the Central Tunsia population.. 



Even before pmjec t  desigil began, disagreeaent between A.I.D. and the SOT 

Hinistry o f  Plan on the issue o f  A.I.D. funding of infrastructure alnost l t d  

t o  a cmplete breakdaun i n  the negotiations. This vas averted by a l a s t  

ninute face-saving cagraoise whereby i t  was agreed that  PL 43U T i t l e  I lacal 

currency proceed w u l d  be allocated t o  the financing o f  infrastructure uhich 

A.I.D. would not finance w i t h  do l lar  funds (particularly rura l  roads). 

The f ina l  package o f  A. I.D. do1 lar-funded interventions included very feu 

o f  the or ig inal  catlponents o f  the project  proposed t o  the Yorld Bank f u r  

financing ( i r r i g a t i o n  infrastructure and a potable water systeu fur three 

delegation KatS  was retained i n  the AID-funded project). On the other irand, 

i t  included a ncober o f  innovative and/or experimntal caponents which -re 

suggested by A.I.D. such as the developrant o f  a regional plannlng a d  

evaluation capabil i ty, the establ ishwnt o f  an Experiwntal Fund, a d y l a n d  

farming system research e f f o r t  and new approaches t o  tire provision o f  potable 

water t o  dispersed rural  p p u l  ations. 

W i l e  these i n i t i a t i v e s  w r e  generally well received and were supported by 

GOT o f f i c f a l  during the i n i t i a l  stage o f  project desian, they resulted i n  r 

1 arger technical assi stance package (re1 at ive t o  capti a1 assistance) than 

w u l d  have been the case i f  the Ministr ies of Plan and kgr lcul ture had hrd 

the i r  nay. During the f ina l  negotiations leading t o  the s i g ~ t a  o f  the 

project loan and grant agreenent. Ministry o f  Plan negotiators (as i f  fought 

t o  increase capital  assistance a t  the expense of technical assistance U.S. 

technical assistance was the pr ice that  had to be paid i n  order ta ootain 

A. I .D. assistance] and generally succeeded i n  keeping technical assistdnce to 

the d n i m  acceptable t o  i.1.D. This q h a s i s  on 'harduare' (equiplent, 



construction: etc.) as opposed t o  'softrrarem (technical  assistance. neu uays 

o f  de l i ve r i ng  goods and services, etc. ) bras ca r r i ed  over frm the p r o j e c t  

negot ia t ion process to pro jec t  inpleoentation. Thus the  00X assigned t o p  

p r i o r i t y  to investnent p ro jec ts  ( i r r i g a t i o n  and other r u r a l  i n f ras t ruc tu re )  as 

agalnst  regional  planning, evaluation. i n f o m a t i o n  systcu developaent. 

Experioental Fund p ro jec t  deslgn and the fomu la t i on  of s t ra teg ies f o r  tk 

provlson o f  potable water and outreach sewices  t o  the r u r a l  poor. 

O. Pro jec t  Inpleaentat ion 

Other d i f f e r e w e s  i n  the agenda o f  the varlous pa r t i c i pan ts  becane obvious 

i n  the course o f  CTRO profect  inpleaentation. For instance, the M i n i s t r y  o f  

Agr icu l ture shoued p r a c t l c a l l y  no i n t e r e s t  i n  ODTC a c t i v i r i e s  which d i d  nor 

f a l l  u i t h l n  i t s  j u r i s d i c t i o n ,  such as hea l th  education ( i n  support o f  p u t a ~ l e  

r a t e r  in tervent ions)  o r  reglonal  planning. On several occasions, i t  went so 

f a r  as t o  suggest t h a t  m n i e s  eamarked.for the  Experiaental Fund be 

repmgrra;oed f o r  potable water i a t s v e c t i o n s .  !Jr.de; zhese condi:: cns, i t  L ~ S  

difficult f o r  A.I.D. t o  persuade the WTC clanagenent t o  p lay  a broad 

In ter -sectora l  cowd ina t i on  r o l e  ra the r  than a c t  as an icp lenentor  o f  

ag r i cu l t u ra l  developaent a c t i v i t i e s  alone. 

There a lso was the i nev i t ab le  c lash o f  i n t e r e s t  between the 00lC and 

e x i s t i n g  f i e l d  services o f  the  l l i n i s t r y  o f  Agr lcu l  t u r e  when the nn o f f i c e  - 
r~o*cd f n  on t h e i r  'turf.' For instance, the Rural Engineering Service 

res is ted  H i n i s t r y  approval o f  a r u r a l  potable ua ter  s t ra te*  developed by the 

(111th Uni w r s i t y  o f  Y l  x o n s l n  ass1 stance i n  c o l l  aboration with USAID. 

F i n a l l y  , Dajor divergences developed be twen  the tua un ivers i  t i e s  

responsible f o r  technical  assistance t o  the ODTC uncer m e  Area Dcvelopun: 

subproject concerning the establ ishnent o f  a Central Tunisla infomat!on 
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systen. On'the one hand, the Unlverslty o f  Wisconsin wanted to l i m i t  the 

col lect ion o f  data to uhat It needed fo r  reglonal planning. On the other 

hand. Cornel 1 Unlverslty wanted t o  develop a nln i -cquter-based l n fo rmt lon  

s y s t e ~  uhlch ww ld  m e t  project l i p a c t  evaluation needs. T k  f a l l u m  o f  the 

hn university teaas to collaborate could not but  contrlbute to the lack o f  

progress achieved i n  the dewlop~pnt  o f  a ODTC-based In fo rmt ion  system. A 

m r e  important factor icpeding Infornation system icpleaentation, karcmr, &s 

the difference betreen the GOT and A.I.D. v ietqolnts concerning evaluation 

act fv i t les.  On the one hand, USAID was under pressure from AID/Yashlngton to 

develop a coaprehenslve CTRO project  evaluation plan, as required f o r  every 

A.1.D.-funded project. Froo A.I.D.'s standpofnt, it was obviously 

advantageous that, as mch as possible o f  the inforuation needed f o r  prQlect 

evaluatfon be collected and analyzed by the OOTC. The ODTt, on thc other 

hand, was not par t icu lar ly  happy about the prospect o f  being evaiuated. uh i le  

the agencies responsibie i& mnikor ing CTRD prograa perfomance i the 

! l in ist r ies o f  Plan and Agrfcul ture)  dfd not a1 locate the necessary resources 

to a task which was assigned a ouch louer p r i o h t y  than plan and budget 

fomulatfon. 

V. IIFORIUTIOI SYSTEMS 

The Central Tunsia Rural Developrrnt project  desfgn provided f o r  the 

establishoent o f  a reglomlly-based infornatlon system i n  Central Tunisfa. 

Hhat t h i s  system would consist of, karcver, m s  not c lear ly  &find a t  #e 

outset and e f fo r rs  by USAID to reach ag l reen t  w i t h  the SUT on tkc subject 

during the hn years f o l l odng  slgnature o f  the Project Agreennt net  with 

1 i t t l e  success. As a result .  1 ittl e progress had been oade i n  the 

e s t a b l l s b n t  of an fnfomatlon systen by the t ine  the Area !kvrlopment 

subproject evaluation began I n  June 19891. 



Without any doubt, the prinary reason for  t h i s  l x k  of  progress was the 

fac t  that  proposals fo r  a CTRO in fomat ion systea were largely shaped i n  terns 

o f  the infomat ion needs of  A I D ' S  evaluation systen rather than i n  terus o f  

the GOT'S needs. 

The A n a  Development subproject of the CTRO project cal led f o r  t b e ~  

establ l  s b n t  o f  a planning and evaluation u n i t  i n  the 00lC to c a y  out the 

OMC's mandate with respect to the planning and evaluation o f  the Central 

Tunisia development ef for t .  This mndate, however, was conferred on the aOlC 

only by the US/WT project agreecent and not by the leg is la t ion creating the 

OOTC uhich made no specf f f c  reference to planning and/or evaluation. This was 

not surprising since there was no nation-wide 601 evaluation system and since 

the exist ing national planning systea operated along sectoral rather thrn 

reglonal l ines. Thus both the regional planning and evaluation corponcnts o f  

the Area Developnent subprojects were c lear ly of an experiwntal n a ~ k  and, 

apparently, e r e  not assigned a high p r i o r i v  by the GOT. 

The regional planning carponent of the Area Developaent subproject. 

hcwver. had the support o f  the Mini s t y  o f  Plan which uas considering the 

Introduction o f  a reglonal dinension i n  i t s  1982-86 f i v e  year plan famulat ian 



process. The evaluation cmponent, on the other hand. had k e n  added a t  the 

suggestion o f  AIDIUashington and had no signi f icant constituency v l t h i n  the 

Tunisian bureaucracy, even though everyone paid l i p  service to thc need fo r  

progruo evaluation. I n  l i gh t  o f  that fact, consideration had k c n  given to 

assigning the CTRD prograa evaluation responsibi l i ty t o  a separate autommaus 

agency o f  the Ministry o f  Agriculture, the National Center f o r  Agricultural 

Center (CNEA). The ODTC director, hajever, objected to the concept o f  m 

outside evaluator and insisted that  the evaluation function be assigntd to the 

OOTC. 

Me1 1 aware of the fac t  that  the WTC would not be par t icu lar ly  

enthusiastic about evaluating i t s  own performnce o r  even gathering drta uhich 

would fac i l i t a te  such evaluation. USAID/Tunis sought the e s t a b l i s b n t  o f  a 

j o i n t  GOTIAID CTRD Evaluatfon Comittee (cmposed o f  representatives o f  tkc 

Inn is t r ies  o f  Plan and hgricul Wre, W E  and U S I D )  uhich ~ m u l d  mke CTRfl 

progran evaluatlon a Ycol laborat ive~ endeavor. To tha t  end, assistance ws 

obtained frm AID/Yashington i n  developing a conceptual fra~ework f o r  the 

forculat ion o f  r jo t  n t  GOTIAID CTRO prograa evaluation plan. (Several 

versfons o f  t h i s  cmep tua l  fracruork were produced, each deta i l  f ng cha 

var lws  levels a t  which evaluation could k conducted i .e. r q i o n a l  ivt 

evaluatlon, appraisal o f  project inputs and outputs, mn i to r l ng  project 

Irrplarntat ion). While alternative evaluation strategies were discussed a t  

one GOT/USAID ocetlng, decisions concerning the evaluatfon plan could not be 

nade due to the absence o f  key senior o f f f c fa l s  from the Uinistr fes o f  Plan 

and Agri cul tun. 

I n  the absence o f  an agreed upon-joint GOT/A!D evaluation plan f?r the 

Central Tunisia progrm, the only icpetus f o r  developuent of an Omt-based 



in fomat ion systeu ca~lc frcu the tuo universit ies responsible fo r  providing 

technical assistance t o  the WTC Planning and Evaluation Unit. 

The UniversiQ o f  Yisconsln, which had overall r e s p o n s i o i l i ~  fo r  planning 

and evaluation assistance, had been opposed fmu the outset to the c o l l r t l o n  

o f  baseline data on the ground that  t h i s  would resu l t  i n  the accuulat ion o f  

an excessive volme o f  data, nuch o f  it useless t o  planners. Under pressure 

fmu USAID, harever, the Ylsconsin tern d id  produce a proposal f o r  co l lec t ing 

data on s e l r t c d  econonic and soda1 developaent indicators. The proposal urs  

reviewed and coEclonted on by USAIDnunis but was ignored by '& WTC 

nanage~ent and was never reviewed by the Jo in t  CTRD Evaluation Cornittee. 

Cornell University, which was responsible f o r  the mnacro-social 

accountingm ccqonent o f  evaluation assistance t o  the WTC, had advocated hPe 

the outset the col lec t ion o f  base1 ine data fo r  l a t e r  use i n  eval u a t i q  the 

regional fepact of the Central Tunisia developucnt effect. I t s  r a i n  

notivat ion for part tc ipat lng i n  the CTRD project  (under a broad cooperative 

agreenent with AIDIYashlngtonl had been to tes t  an ' infomrnt  s u m y m  

acthodology a i m  a t  producing base-line data on key developpcnt indicators a t  

a lar cost re la t i ve  t o  the w r e  sophisticated sanple survey approach. Llhile 

the proporad o l t h o d o l w  uas c r i t i c i zed  froo the standpoint o f  reliability o f  

resul ts by A ID  stat is t ic ians,  the mInfomant surveym o f  secteu* leaders 

conducted by the Cornel 1 tern i n  1979 endd up being the najor source o f  

base-line data f o r  the project  area since the OmC refused to conslder 

undertaking. or  contracting for, a s r p l e  m y  o f  households i n  Central 

Tunisia. ( I t  d id  not even act  on a USAID/Cornell m ~ n d a t i o n  to requctt 

the National 

* the s r t c u r  i s  the lcuest u n i t  o f  t e r r i t o r i a l  adnlnistrat ion i n  Tunisia. - 



Statf st fcal  1ns:ftute to  nodlfy the design of an a1 ready planned natfonal 

household survey so as to obtain a mre representative s a ~ p l e  a t  tkc 

delegation level  f o r  Central Tunf sf a). 

Through sheer perserverance, the Cornell tern succeeded i n  Elobi1 fz f  ng the 

OOTt to conduct the 'Infomant surveym and f n  gett ing the data cooputerized 

fo r  use by thc Plarmfng and Evaluation Unit. (It uas also responsible f o r  the 

procurement and ins ta l la t ion  O f  two AIPfunded Apple mini-caputcrs. I Nhf l e  

the team ended up doing w c h  o f  the data Interpretat ion vork [under pressure 

fm the O D T ~  oanagaaent t o  c a p l e t e  the f fnal ,  caprehensfve survey report) 

i t  dfd e l i c i t  a f a i r  mount o f  part lcfpatfon from the mTC planning and 

eval uatf on staf f .  

I n  spi te o f  the ef fect ive perfomance o f  the Cornell te rn  and the 

demonstrated usefulness of s o o  of the data col lected ( f o r  instance, f o r  the 

selection o f  potable water intervention si tes), the OOTC s h e d  l i t t l e  or no 

interest  i n  unc!ertaklng additional surveys (such as a survey o f  i fTl3ated 

areas). The Cornell tern, haever, df d e l l c l t  posf t im responses fm WTC 

project aanagers *n f t  offered to assfst f n  the establfshrrnt o f  a 

nf ni-cooputer-based project m n i  t o r i  ng systea (begi nnlng vi th 1 rri gatf on 

fntenentions.] I n  addition, s ta f f  &rs o f  other agencies operating i n  

Central Tunfsir ckwnstrated considerable in terest  i n  learning to use the 

of nf uapputers. 

Sorr have argued that  a of nf uooputer-based f n fo rmt ion  systcu was too 

sophfstfcated f o r  the mTt. Thf s eyy be wre true frm the standpoint o f  

equfp~ent mfntanmnce a d  rrpaf r that  from the standpoint o f  ut f l izat fon.  A 

mre relevant questfon i n  the l i g h t  o f  the 00fC/Wisconsin/Corne11 experleme 

i s  whether i t was real i s t i c  on the par t  o f  A10 t o  expect the OOTC to mve 
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ahead wf th the denlopoent o f  a program evaluatlon systeo. The alternative 

would have been fo r  A I D  to flnance a contract b e m e n  the Mlnlstry o f  

Agriculture and an oqanlzat fon such as the CNEA fo r  the col lect ion and 

evaluatlon of data (preferably I n  collaboration with the OOTC). I n  that  case 

the organlzatlon selected would have had a clear f inancial incentive [as -11 

as a contractual obl igat ion) t o  get  the job done. I n  r e i n s p e t .  It was clear 

that  the saoe concern which mt l va ted  the OOTC director to oppose  is 

alternative would deter I t fron undertaking any serious e f f o r t  t o  establish an 

ef fect ive evaluatlon capabll 1 ty. 

Viewed fm a declsfon-lnfornatlon systms perspectlve, l n fo rmt lon  flows 

i n  response to the needs of decision mkers and inpleaentors. Thus, thc 

prioary function o f  the OOTC Plannlng and Evaluation Unl t  should haw been to 

transfom ln fomat lon Inputs I n to  l n f o w t t o n  outputs uhfch met the needs of 

the 00n: director and program oanagers. It i s  questionable, haaver, uhetmr 

the reglonal plannlng and evaluatlon outputs cal led fo r  by the CTW) Area 

Developoent subproject were the kfnd o f  f n f o m t f o n  Inputs r e v i r e d  by the 

OOTC aenagenent as a basis f o r  mk lng  p rograr~a t l c  and b u d m t r v  dacltlolls. 

I n  retrospect. It appearr that  the regtonal planning ec@asls urs s e a t  

preoature, that  the prograa evaluation coopanent was based on unreal is t ic  

expectations and tha t  a focus on project  deslgn and w n i t s r l n g  uould have been 

a r e  responsive to the imed la te  mnageElcnt problem faced by Me OOTC. 

The OOTC appeared to suffer fron several of the Infomat ion system 

problems Iden t i f i ed  by MI I n  I t s  I R D  Research Mote lo. 1 [pp. 14-18): 

perception o f  an infornation system as a threat to nanagumt, par t lcu lar ly  

uhen It eaphaslzes the type o f  evaluatlon which grades the overall success o f  

a pruject; mnapeoent i n a b i l i t y  to antfcipate fnfomation needed fo r  planntng, 



~ n i t o r i  ng and eval uatlng projects; top oanageoent predilection f o r  'cr ls ls  

managenent.' The m l n  lesson t o  be drawn, honever. i s  that  tecknlcal 

ass1 stance a i m  a t  Increasing the supply of information I s  useless unless 

there I s  a dgund f o r  the information on the par t  o f  top decision-aakers. I n  

other uords, lnforaation systems cwst be deuand-driven. 
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VI. EFFECTIXG IWTE6RATIO!I 

A. Organization Placenent 

The CTRD project experience clearly supports the DAI contention that i t  is 

extremely dlfficul t to mve f n a  an integrated rural dcveloprnt (IRD) concept 

to the actual coordination of planning and itplementation activities. I t  

confims the observation that organizational placenent (1.e. the placennt of 

an !W pmject wlt!!ir: t!!e exirzlng g o v e m n t  structure) is  usualiy &*ruined 

by political and institutional factors. I t  also il lustrates the difficulty of 

(a)  convincing declsion-nakers to consider the advantages and dirrdvanuges of 

alternative organltational placennt strategies in the l ight  of past 

experience and, consequently, (b)  ilrfl uenclng the organizational pl ac-t 

decislon-naking process. 

Froa an A.I.D. standpoint. i t  was lagical t o  consider the organizational 

placement of the CTRD project i n  the light of the experience previous;y gained 

fraa the A.1.D.-supported Siliana Rural Developnent project. 3n tne other 

hand. the 60T i.linisky of Agriculture looked upon the proposed CTRD prqiect as 

the updated version ( w i t h  signlf icant W i f  ications required for A.I.D. 

approval of a p r o j e c t  presented to, and rejected by, the IBRD i n  1974. A 

c#lsiderably scal ed-dam version of that p ro j ec t  (cons1 sting prinari ly of 

Irrtgation irproveoent and rural infrastructure) had k e n  launched i n  1576 by 

the GOT without any support f ro~ l  arl  t i lateral or bilateral donors. In the 

eyes of the Hfnirtry of Agriculture, A.I.D. fimncing muld rake it possible 

to  expand the scope of the project, accelerate its itpleaentation and transfer 

its nanageaent fma the Omnr (an existing regional authority prlmrily 

responsible for the ftedjerda Valley irrigation systea near Tunis1 to a neu 

+"office de Mise en Valeur de l a  Vallee de la kdjerda. 
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regional authori ty located i n  central Tunisia. (Plans f o r  the e s t a b l i s b n t  

o f  such a regional authori ty were included i n  the 1974 proposal to the IBRD). 

Uhile the general concept o f  a central Tunisia developrrent authori ty w s  

incorporated i n  the CTRD Concept Paper subclitted by the Mission to AID/Y i n  

l a t e  October 1977, t h i s  d id  not  r e f l e c t  the existence o f  a consensus w i th in  

the GOT or A.I.D. as to the appropriate organizational placeocnt strategy f o r  

the CTRD project. I n  fact, discussions with a n d e r  o f  WT o f f i c i a ! ~  i n  

d i f fe ren t  n i n i s t r i es  i n  early 1978 revealed the existence o f  s ign i f icant  

differences o f  opinion on that  subject. 

I n  the course o f  these discussions, four d i f fe ren t  organizational 

p l  acenent strategies were considered: 

(1 ) Working through l i n e  n in i s t r i es  (Agriculture, Health, Social Affairs. 

etc. ) wlth the responsib i l i ty  f o r  inter-agency coordination rest ing wi th an 

executive c w i t t e e  chaired by representatives o f  the U in is t t y  o f  Plan a;wr 

USAID. 

(2) 'hrk ing through one governorate with the responsibi 1 i ty f o r  progtar 

planning and coordination assigned t3 a strengthened ru ra l  developrnt  s a f f  

under the supervision o f  the secretarl-general o f  the gownlorate. 

(3) Establishing r regional developacnt authori ty (o f f i ce )  responsible f o r  

CTRD project  nanageaent, or  

(4) Establishing an automaous but tePporary prograu plannlng and 

coordination u n i t  which would be disbanded once the project  u s  c q l e t a d .  

Surprisingly enough, there uas considerable opposition to optlon (3) Froo 

of f ic ia ls  i n  several n in is t r ies ,  including s a x  Minist ry o f  Agriculture 



of f i c ia ls .  b f f i ces  were c r i t i c i z e d  as being costly, top-heavy and 

technically-oriented; as (a1 const i tut ing a dupl icat ion o f  e f f o r t s  ulth 

exist ing f i e l d  services. (b) coapeting with them f o r  scarce o u ~ g e r i a l  and 

technical talent; (c)  s t i f f l i n g  local i n i t i a t i v e  (d) creat ing a sense o f  

dependency arrng the people served by the o f f i ce  - and (e) generating f i c t i o n  

betueen the o f f i c e  s ta f f  on the one hand, and the governorate and l i n e  agency 

staff on the other. 

The o f f i c i a l  i n  charge o f  governoent decentralization i n  the Off ice o f  the 

Pricle Flinister favored option (1 ) but  recognized the d i f f i c u l t y  o f  aQquately 

strengthening the rura l  developoent s t a f f  i n  each o f  the resource-poor. o f ten 

recently created, governorates o f  central Tunisia. He was m i n d e d  that  the 

Si l la ra  Rural Develop~lcnt Project Agreenent had ca l led f o r  the creation o f  r 

special project  aanagglent u n i t  i n  the governorate ah i f l i s t ra t ion.  not  only 

was the u n i t  never created but the governorate's ru ra l  developucnt u n i r  

r e m i n d  under-staffed throughout the l i f e  o f  the project. As a result ,  the 

burden o f  project  aanagectent was shi f ted to the USAID resident n p n m t a r i v e  

i n  the project  area.* 

W i l e  everyone recognized the desirabi l  ity o f  strengthening the 

governorate's capacity t o  administer m r a l  developlcnt progrps. i t  n s  

generally f e l t  that  provincial  govenors were too busy with p o l i t i c a l  md 

aQrlnistrat ive matters to take on eylor  responsib i l i ty  f o r  managing 

d rve lop rn t  progrps. It was also considered p o l i t i c a l l y  i l l -advised to bu i l d  

up a prograa planning and coordination capacity i n  one central Tunisia 

governorate unless such a bui 1 d-up could be dupl icated i n  neighbor:' ng 

govenoents (an unl ikely prospect over the near future 1. 

5 e e  ny flewrandm t o  the F i les  fnra P. Deuongeot. June 10. 1 W .  

Subject: Si l iana Rural Development Project - Lessons o f  Experience ( A  v icu 



Optlon (1 I dld mt receive nuch support except i n  the f l l n l s t t y  o f  Plan 

which endorsed i t  as an inter im wasure u n t l l  such ti- as the level and 

c a p l e x i t y  of the CTRD progran j u s t i f i e d  the creation o f  an au tommw progrv l  

manag-nt ent i ty. 

Option (4)  appeared to be the preferred organlzational placerrnt strategy 

but there were disagreeents ahlong 60T o f f l c l a l s  as t o  h a t  the ro le  of the 

un f t  should be. For instance. the Mlnistry o f  I n te r i o r  favored a ~ 1 1 ,  

i nterdi sc ip l  i nary planning and coordinati nq s ta f f  which would collaborate 

closely with governorates and other local governaent o f f i c i a l s  i n  the 

fo rmla t ion  o f  a developclent strategy f o r  the area and whlch w u l d  be 

disbanded as soon as the g o v e r e n t s  were able t o  assme iro functions. The 

I.Hnistry o f  Plan favored the assignc~nt o f  progran coordination functions to 

an autonomous regional en t i t y  while retaining i n  ! t s  own ham% denlopccnt 

planning responsibi l i ty . 
It i s  d i f f i c u l t  to evaluate the ef fect  o f  these inforoal ~ ~ K U S S ~ O ~ ~ S  via 

senior c i v i l  servants on the actual organizational plac-nt dec i s i onak iag  

process. m i l e  the creation o f  a regional authority (o f f i ce )  - had k e n  agreed 

upon by an in ter -a in is ter ia l  c o ~ v l t t e e  before these discussions taok plwe. i t  

had not yct been approved by the Council o f  Rinisters ( i -e.  the f u l l  cablnrt), 

the Econaolc and Soda1 Coumil and the Wational Asscmly. It also appeared 

that  a f i n a l  decision as to the type o f  regional authori ty to k created (an 

agricultural developnnt authority versus an IRD region81 authority) had not 

ye t  been nade. I n  h r e h  1978, USAID suggested that  a j o i n t  U S / W  c m ~ i t t e e  

be established t o  f o w l l y  discuss the ins t f tu t iona l  frrrrrort o f  the CTRD 

project  but  t h i s  suggestfon uas rejected by the l l i n i s t r y  c f  Plan on 3 e  



grounds that'organizational placement was an internal  GOT m t t e r  not  subject 

t o  negotiation wl th a foreign donor. A few mnths later.  d r a f t  enabling 

leg1 s lat ion was hurr i  edly c f  rculated through the agencies concerned and 

approved by the council o f  Ministers. The enabling leg is la t ion  was passed by 

the National Asseclbly i n  August 1978. 

I n  retrospect. i t  appears that  the expectation o f  A.I.D. support o f  the 

central Tunisia program acted as a cata lys t  with regard to the actual c m t i o n  

o f  a regional authority. I n  other words, the GOT decision to expand the 

program, contingent on A.I.D. assistance, j u s t i f i e d  the added investocnt and 

recurrent costs o f  establishing and operating a separate regional au thor i v .  

The tiering o f  the GOT action, however, ref lected a strong sense o f  p o l i t i c a l  

urgency, as the pub1 i c i t y  surrounding the creation o f  the ncv o f f i c e  rll 

indicates. This p o l i t f c a l  urgency. i n  turn, acted to l i m i t  in ternal  GOT 

discussfon o f  the d r a f t  enabling leg+slation i n  the context o f  the prqject  

negotiations being conducted tdth A.I.O. A c lear inaicacion o f  t h i s  haste w s  

provided by the f ac t  that  the project  area defined fn  the proposal sent to the 

Hational Assenbly was * l i f t e d m  frca the 1974 proposal to the IBUO and thus d id  

not conform t o  the boundaries agreed upon by tile GOT and A.I.D. lRe I4inistry 

o f  Agriculture's responses to questioning by embers o f  the W a t i o ~ l  A s s d l y  

concerning possible duplication o f  functions and o v t r l  lp wl th  ex is t ing 

agencies also suggests that  l i t t l e  at tent ion t o  these issues had been paid 

during the drafting o f  t)r enabling legislat ion. 

B. Organizational Linlragls 

The l eg is la t ion  establishing the ODTC was very broad i n  i t s  & f i r i t i o n  o f  

the new regional authorfty 's mission. I t  gave the 00TC a general nandate to 

promte t i e  integrated rural  developaent o f  the area under iu j u r i sd ic t ion  



and specifi& only a feu o f  the functions that  it night  perfom, such as 

agricul b r a 1  land developoent, contracting fo r  rura l  infrastructure 

developwnt and proootion o f  all industry. Thus, a nlober o f  decisions 

reaalned t o  be taken concerning the W E  relat ionship to other developantal 

agencies operating i n  the region. 

I n  h ls  test imny before the National Asseably p r i o r  to the vote on the 

enabl ing legislat lon, the t l in is ter  o f  Agriculture indicated tha t  the OOTC 

would absorb a l l  the agricultural dewlopnent functions currently performed by 

the Ministry o f  Agriculture f l e l d  services located i n  the project area. m i l e  

t h i s  reply apparently allayed the c w ~ e r n s  o f  s m  legis lators uith respect to 

overlap and duplication o f  functions, i t  set  the stage f o r  an early 

confrontation betwen the 00E and the f i e l d  senices o f  the M i n i s t y ' s  l i n e  

agencies. Yhile the s i tuat ion aight  have been defused by the noofnation o f  a 

senior I t in is t ry  o f  Agriculture o f f i c i a l  t o  head the OOTC, the appointoent or' a 

sen!cr :Hnfstry c f  Plan o f f i c i a l  l i t s  chef de c l i n e t )  to t9at positfcui aaCe 

such a confrantatlon inevitable. 

Men the 00TC began operations i n  early 1979. i t took over the functions, 

f a c i l i t i e s  and s ta f f  o f  the OHYYW I n  the area. A l a t c r  decree f o r a l l y  

assigned rerpons lb l l l ty  to the Wn: not only f o r  the so-called 'public 

i r r igated pe r l a te rs9  (conslsting o f  pr ivately owned land i r r iga ted  by 

govermnt-owed and addnistered i r r i ga t i on  systerrs) but  also for assfsting 

f rmers  rrho i r r i g a t e  t he l r  land fraa prlvate wells. Howver. there mr no 

transfer o f  agricultural dew1 opolnt responsibil i t l e s  fraa H1nlstf-y of 

Aqricultore f i e l d  sewlcer to the OOTC rrhich was thus f w d  wfth a choice 

bet i tcn the a1 ternat! ve strategf es . 



(1 ) ass& a prwot ional .  financing. coordinating r o l e  but  r e l y  on other 

exist ing organization f o r  inpleaentation of a c t i v i t i e s  outside o f  i r r i ga ted  

agricul tu rn  o r  

(21 a t t e q t  to icplenent a l l  the a c t i v i t i e s  funded through the CTRD 

project  even i f  it meant dupl icat ing functions already perfomed by other 

agencies. 

The ODlT chose the second strategy. W i l e  the rat ionale f o r  t h i s  d tc is ion 

was never c lea r l y  spelled out by the OOTC Directors. the fol lowing factors 

were c i t ed  a t  o n  t i n e  o r  other: (a)  The 00lT f e l t  c a q e l l e d  to del iver  on 

the p o l i t i c a l  pnn ises  Mde by high GOT o f f i c i a l s  a t  'Sle ti- o f  i t s  creation; 

(b) I t f e l t  pressured by governwnt and local  author i t ies to shor l u x x i a t e  

results; (c) It f e l t  h o s t i l i t y  on the pa r t  o f  ex is t ing  l i n e  agencles i n  the 

project area. I n  any event, i t s  f i r s t  p r i o r i t y  was to undertake v i s i b l e  

inf rastructure projects, such as ru ra l  road iuprovewnts and c n p  s t a r q e  

f ac i l i t i e s .  

lYhile the 00lT director  spent considerable t i n e  w i t h  the governcrs 

concerned by the CTRD project, the OOTC s t a f f  was not  ecouragea to seek 

contact w i th ,  and advice frw, technical f i e l d  services o f  1 in agencies. As 

a result ,  not only wre there no attenpts to set up f oma l  organizational 

aechanisos f o r  coordination and infomation-sharing (such as inter-agency 

c a u i t t n s  o r  cooperative a g n e p n t s )  but  i n foma l  contacts and c m n i c a t i o n s  

beteen OOTC and other f ie ld- level  organizational un i t s  were 1 lo f ted  t o  purely 

personal relat ionships (such as contacts betvecn re la t i ves  or between people 

o r ig ina l l y  fom the sack? geographical locat ion e.g. Sfax o r  Gafsa). 

consisting o f  pr iva te ly  o m d  land i r r i ga ted  by governwnr mled 2nd 

a 4 r i  n i  stered i r r i g a t i o n  systens. 



The C T R ~  project  destgn had proposed two oodels f o r  establishing 

organizational llnkages between the ODTC and other agencies. For instance. 

the Area Developcent sub-project pmvtded f o r  the WTC's Plannlng and 

Evaluatian t o  perfom a oonttortng and evaluation functlon uith respect to a l l  

Central Tunisla developoent program and to set up a reglonally-based 

in fomat lon systecl uhfch would sene  a1 1 governuent agencies operating i n  the 

area. i%e VU, h m v e r ,  never mde any headway :n that  direction f s r  reasons 

discussed ear l le r  I n  t h l s  paper. Another m i e l  o f  organizattonal llnkage was 

pmvtded by the Dryland Famlng Systems sub-project whlch cal led f o r  a 

contractual agreecent betueen the WTC and a reglonal t ra ln lng  and ReHaKn 

Ins t l t u t l on  t o  conduct applted research on m a l l  landholdings I n  Central 

Tunlsta. Uhl le that  agreenent was negottated and slgned. It was not  adopted 

by the WTC as a mde l  of collaboratton w l t h  regional technical senlces i n  

the iq leaen ta t ton  o f  other CTRD project-funded act iv t t ies .  

As t t ~ p  e n t  by, however, the Hln ls t ry  o f  Agrlculture becaoe increasingiy 

c r i t t c a l  o f  OUiC a t t e q t s  to duplicate functlons already being perforuea by 

u l s t l n g  regtonal f l e l d  services. One n igh t  a t t r tbute  t h l s  s n i i t  to a nlp*nr 

o f  factors: (a) the OUiC's slow s t a r t  and f a l l u r e  t o  bu f ld  up an e f f ~ t i v e  

project lcipleoentatton capacity; (b)  successful lobbylng by Aintster o f  

Agrlculture staf f ;  (c) the appotntaaent o f  a new t t fnlsrer o f  Agriculture and 

the concurrent t ransfer  o f  the powerful b t ln ts t r j  o f  Agriculture Chef de 

Cabinet to a senlor posttton I n  the Mlntstry o f  Plan etc. i n  any event, the 

outcaae w s  a logtcal sequence t o  the Hint s t ry 's  f a t l u re  t o  fo l low through 

u i t h  the announced WTC take-over o f  agricultural devc loprnt  functlons i n  the 

project area. 
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Thus. the ODTC was to ld  by the M n i s t r y  o f  Agriculture that  t t  should 

contract out the u e l l - d r i l l i n g  cmonent  o f  the Rural Potable Uater Subprojut 

t o  the Wini s t y ' s  oun we l l -d r i l l  tng organization (Including the use o f  

A. 1.0.-funded d r t l l i n g  equlpnent) and that  it should re l y  on he l l in is t ry 's  

rural  engineering services fo r  tachnfcal advice on a11 potable water 

interventions. It was hinted that  extension services ained a t  drylrnd faruers 

would renatn the responsbilfty o f  the apprcpriate Ministry o f  Agr icu iare 

f te l  d services under the supervi s i  on o f  the goverrwent-1 eve1 Regional 

Comission f o r  Agricultural Developcent (CRDA's), con t ray  to what had wen 

agreed upon under the Rural Extenston and Outreach sub-project. Finally, ill 

the case o f  the Rangeland Inprovecent sub-project. tnpleoentation 

responsibi l t ty was assigned to the Livestock and Pastures Authority (OEP). a 

national -1 eve1 o f f  ice. w i t h  the OOTC responst b l  e for  'coordination.' The OOTC 

was reninded by the Inn is t ry  of Agriculture, however. t ha t  it was the CRDA's 

responsbflity to coordinate agricultural f i e l d  services wi thtn - each 

g o v e m n t :  the OOTC's responsibi l t ty was t o  coordinate betueen goverlwnrs 

o r  betwen sectoral 1 tne agenctes. 

C. Institutional Development 

Tk CllU project experience indicates that f a l l u re  to estdbltsh a new 

pattern of  organ.izationa1 linkages i n  Central Tunisia f o l l vdng  the creation 

of  the 00TC adversely affected prospects fo r  ins t i tu t tonal izat f  on if the 

OOTC's regtonal role. Part o f  the prablea nay be attrfbuted to the f ac t  that, 

even af ter  the creation of  the OmC, the 60T Ministry o f  Agriculture rewined 

unable or u m i l l t n g  to nake a clear-cut choice betteen three al'cerrrative 

oryanizattonal mdel  o: 



(1 1 X regional planning, coordinating, m n i  tor lng agency - Uhtle such a 

ro le  was consistent with the broad leg is la t ive nandate given to the WfC. it 

dtd not coincide wlth the functtonal responstbt li t t e s  o f  the i l i n i s t r y  o f  

Agrtcul ture, which supervised the ODTC's act iv i t ies .  . 
(2) A regional agrtcul tural  developcent aurhority responsible f o r  a1 1 

agricultural sector ac t i v i t i es  i n  the project  area -- Yhile t h i s  concept uas 

I n i t i a l i y  endorsed by the i i fn is t ry  o f  Agrtcultare. It prctat:, ran in% 

opposttion frcu the governors and governorate-level Regional Ccmissiomrs f o r  

Agricultural Developuent uho would have 1 ost t h e i r  supervisory iu thor i  cy over 

agrlcultural developoent ac t i v t t tes  i n  those parts o f  t he i r  governorates 

located wi th in the project  area. Such a regional agrtcultural davelop~ent 

authort3, however, i s  being considered fo r  one o f  the Central Tunisia 

governorates (Sldi-Bouzid) where i t would operate under the supervision o f  the 

governor. 

(3)  A regional i r r i ga t ton  authority -- such auao r t t l es  have been 

establtshed t n  several goverrnents to take over the nanaOglent o f  public 

frr tgated perineters prevtously ahrlntstered by the Tunts-ksed QWl. 

By mid-1981, the OOTC c d f  ned sooe elcnents of the three types o f  

organtzation a t  a re la t i ve ly  l o u  level o f  effectiveness. iiowever. even uh t le  

sate Tunts-based o f f i c i a l s  argued M a t  the OOTC should be g t w a  mre ti- to 

Iqruve f t r  perfonaance and t nst i tut fonal t  ze t t se l  f, i t s  ver/ extstence vas 

bef ng threatened frao tuo dt f ferent  directtons. On the one hand. Central 

Tunisla governors uere pushing f o r  the creatton of  governorate-level 

agrtcultural developcrent or  i r r i ga t i on  authorit ies. On the other hand, the 

National Asseobly approved i n  l a t e  July 1981 lea is la t ton creating a aazional 



General ~ o a i i s s a r i a t  fo r  Regional Developnt ,  under the supervision o f  the 

Ministry o f  Plan and Finance and w i t h  a f i e l d  o f f i ce  i n  each region. Amq 

ot9er tasks, these f i e l d  o f f ices w u l d  eventually be responsible f o r  reglonal 

planning and f o r  coordinating and mn i to r l ng  IRO projects, functions rh lc l l  the 

ODTC was expected t o  perfom under the t e n s  o f  the CTRD project  ag res rn t  o f  

Ray 1979. Whether o r  not the new agency w u l d  perfom these functions bet ter  

than the ODTC u w l d  depend on i t s  a b i l i t y  to part ic ipate in, and influence, 

the budgetary a l locat ion process current ly mnaged bythe i f i n i s t ry  o f  Plan and 

Finance. I f  the new agency's regional f i e l d  o f f ices are able t o  a f f ec t  the 

a1 locat ion o f  budgetary resurces between and wi th in regions thmugh the i r  

planning and evaluation act iv i t ies ,  there i s  a good chance that  they uighr 

succeed in' establ i shi ng the necessary 1 inkages wi th other agencies sperati ng 

within t he i r  reglon. 

Should the blane f o r  the ODTC's poor per fomnce oe at;~-lbu:sC en t i re iy  t c  

a fau l ty  organizational placeoent strategy? (ir couid i t be d q ~ e d  Zhd; a uore 

adaptable and innovative JOTC nanagenent n ight  have successf ul;y addressed 

sooc o f  the weaknesses o f  the i n i t l a l  placeaent strategy? 

The July 1981 report prepared by a j o i n t  Tunisian-Aaerican telP o f  

consultants, as par t  o f  the aid- tem evaluation o f  the Central Tcnis i r  Area 

Oevelopemnt sub-project, severely c r i t i c i z e s  the ODTC nana-nt f o r  i t s  

f a i l u re  t o  purwe a pol icy o f  systemt ic coordination with regional technical 

services and f o r  not W i n g  use o f  t he l r  technical expertise uhen i t s  awn 

s ta f f  lacked such expertlse. It also argues persuasively that  pour nana-nt 

practices (such as f a l l u re  t o  delegate responsibility and t o  specify tasks) 

have resulted i n  the loss o f  cmpetent s t a f f  and the d e m r i l i ~ a t i o n  o f  tne 



ext st ing s t a f f  which consequently lacked the authori ty and cmtfvation t o  

establish ef fect ive w r k i n g  relationships wl th tecnnical s ta f f  personnel i n  

other agencies. The report d id  recognize, houever. that  the GOT'S faf lu re  ro 

clear ly define the ro le  and functions o f  the 00TC d id  contribute t o  +& 

paradoxical s i tuat ion whereby the creation o f  the new - off ice  only added an 

additional structural cooponent i n  the reglonal organizational patchuork 

w i t h o u t  br inging about the isprovec~nt  i n  coordinstfon which was the i n i t i a l  

justification fo r  set t ing i t  up. 

m i l e  the GOT never fo tna l ly  accepted the findings of  the evaluation 

consultants, senior o f f i c i a l s  uno f f i c i a l l y  have recognized the v a l i d i t y  o f  

those c r i t i c i so r ,  even though they have argued tha t  ir was unreasonable t o  

expect the OOTC to accarplisn ouch a f te r  only one and a hal f  years o f  

existence (January 1980 - June 1981). 

The GOT l l i n i s t r y  o f  Agriculture's reaction t o  the consultants' report 

demonstrated soae sens i t i v i t y  t o  the charge that  :t had f a i l e d  t o  c lear ly 

define the ro le  and functions o f  the OOTC. It directed i t s  various 

departnrrts to close ranks behind the WTC and give i t  the i r  f u l l  

cooperatlon. It also gave the ODTC a yote o f  C o n f i d e ~ e  by f i n a l l y  =ring the 

low-delayed decision t o  assign t o  i t  respons ib i l i l ty  f o r  extension sewlces 

to dryland f a m r s  as well as t o  f a m r s  i n  i r r i ga ted  areas. 

m i l e  no action was taken by the Ministry o f  Agriculture with respect to 

the m r t ' s  managecent problem, the Area Dcveloprrnt subproject evalurt ion 

provided a f ranvork f o r  a frank and constructive dialogue on tha t  issue 

betveen USA10 and the OOTC. Yhlle, i n i t i a l l y ,  re lat ions wre strained by the 



presentation' o f  the consultants' report, progress was uade i n  get t ing the CTM 

to acknowledge the deficiencies i n  i t s  ctanageaent and organizatian and the i r  

icpact on prograa perfomance and to request technical assistance i n  the 

mnagenent f ie ld .  It i s  too ear ly to predict, however, whether these e f f o r t s  

w i l l  be sticcessful i n  strengthening the 00lC and enable i t  t o  carry out i t s  

developoent oandate i n  Cental Tunisia. 

Vii. Tli.liffi 

D A I  i den t i f i ed  t h n e  t iming issues which in ter fere  withthe e f fec t ive  

iaplenentation o f  IRD projects. (a) excessive t ine  between project  

ident i f ica t ion and s t a r t  up; (b) inaccurate e s t i ~ t e s  and (c )  inappropriate 

phasing o f  project-related ac t i v i  t ies. Although these three issues often are 

interrelated, la \rill tv to address each one separately. 

A. Excessive Tine f rca Project idenficat ion t o  S:ara~: 

A to ta l  o f  i 8  months elapsed between subblission o f  the CTRD Concept Paper 

(tloveober 19771 t o  sicnature of the Cm Project Loan and Grant Acrecant (!lay 

1979) and another month betlreen that  event and startup o f  the f i r s t  project  

ac t iv i t ies ,  o r  a t o ta l  o f  19 mnths. I f  subnissicn o f  tne tTW Project 

Ident i f icat ion Papers (?IDS) i s  taken as a s tar t ing point, *h t o t a l  ti* 

elapsed froo project  iden t i f i ca t ion  to s ta r t  up i s  13 mnths, which i s  

re la t i ve ly  short f o r  an IRD project. Horrever, the f i r s t  a c t i v i t y  undertaken 

Under the project  was a reconnaissance scrvey by a University o f  Yisconrin 

technical assistance tern and It was financed under the centrally-funded Area 

Developolnt project. The fint physical accorpl i sment  ( i~provenent o f  

springs under the Smallholder I r r i ga t i on  subproject) d id  not i n  f ac t  take 

place u n t i l  the f i r s t  quarter o f  1980. 



I n  retrospect, i t i s  possible t o  iden t i f y  the m j o r  factors responsible 

t o r  these delays: 

1)  Lengthy arguments between the GOT, the Wission and AID/!!ashington 

resulted i n  a 8-9 nonth lapse o f  t i ne  between AID/Uasningon approval o f  the 

CTRD Concept Paper i n  Noveaber 1977 and Hission subaission o f  the P!D1s i n  

July 1979. It was f i r s t  necessary t o  convince the A I D  agr icul tural  c-nify 

that t!ere existed a potent ial  f o r  agricultural Dov.ilr?pnen? ir! Centra! 

Tunisia. This was achieved with an agr icul tural  assessrrnt carr ied out by a 

Univeristy o f  Missouri tern early i n  1978. The Mission was then faced n'th 

the task of reconcil ing the GOT'S insistence on A I D  financing infrastructure 

projects with AID/Yashingtonls uncoqrmis ing stand on t h i s  issue. As 

oentioned ear l ie r  a confrontation was side-stepped through a face-saving 

conprwise whereby i t  was agreed that  local currency proceeds fma PL 4 3 ~  

T i t l e  I sales but no do l la r  funds m u l d  be allocated t o  i n f ras t rwu re  other 

than i r r i ga t f on  and potable water f a c i l i t i e s  (the door was l e f t  open t o  rura l  

e l ec t r i f i ca t i on  mder certa in conditions which d id  nor m t e r i a l  ize). 

2) Uhi le P I D  approval w s  secured by October 1978, preparation o f  the 

Project and Subproject Papers i f o r  three i n i t i a l  subprcjects) uas h i~de red  by 

a change i n  the copos i t i on  o f  the 60T negotiating teal. Wr ing  t ! e  

f o m l a t i o n  o f  a prel lo inary Central Tunis1 t developcent straregy and the 

preparation of the i n i z f a l  C T X l  PIDs. rn GOT negotiating tern  had d e n  headed 

by the Director o f  Public I r r iga ted  Perimeters a t  the Or(m4 dto also uas the 

manager o f  the Central Tunisia Project i n i t i a t e d  by the MJT i n  1976. &y 

October 1978, hornver, he dropped out o f  the negotiating process when it 

becane known that the l l i n i s t ry  o f  Plan Chef de Cabinet had been nauea t o  herd 



the newly created ODTC. The new ODTC director, huwever, a id  not take up h i s  

functions u n t l l  ear ly  1979 and, consequently, the Project and Subproject 

Papers were i n i t l a l  l y  prepared without adequate part ic ipat ion on the GGT side 

and had t o  be oodlf ied and expanded i n  the f l r s t  feu oonths o f  1979. 

Uncertainties concerning 3 e  ODTC ' s role, functions and future periomance 

also contrlbuted to lengthening the negotiating process as A I D  atteEpted t o  

cmpensate f o r  then by requlr ing t h a t  the Project Xgreenent include a 

relat!vely large nuaber o f  conditions precedent t o  dlsburseoent. 

3) Because there uas considerable opposition to  the CTRO project  i n  soce 

quarters i n  AID/Uashington. a large velum o f  docmontatlon, including 

studles. was generated i n  support o f  the project. Yhile not a l l  o f  the 

docunntatlon prepared ijqy have been necessary, I t  would be owt accurate b 

blaae delays i n  project  startup on the d i f f i c u l t y  o f  get t ing AID/YaJlington to 

reach a consensus on the issue of CTRD project  approval rather than on the 

iioe needed to  prepare and process dauuentarion. 

4) Final ly,  delays i n  project  startup subsequent t o  project  a?pmval e r e  

due i n  par t  t o  GOT slowness i n  me t i ng  tk nrrnerous conditions precedents 

icposed by AID and only re luctant ly  accepted by the SOT. 

a. IndccuraQ Tihp Est lmtes 

It i s  evident L!at A-1.0: underestlnated the ti- i t  voui"takr f o r  OOX 

to becone opera=ior.al and, part icular ly ,  to  m o v e r  f ron che c1srup:ivn caused 

by the rpp l~~gent ,  as GOT project  mnager, o f  a r t ln is t ry o f  AgricuTture 

insider (the Dlrectur o f  Public Iw lga ted  Perineters a t  the MWlll by an 

outsider (the Chef de Cablnet a t  the Minlst ry o f  Plan). 111 retrospect, t h i s  

factor appears to  have contributed, to  a larger extent than was perceived s t  

the tloe, t o  the i n a b i l i t y  of  both the Hini s t ry o f  Agriculture and the MTC 

( I t s  subordinate agency) to m b i l i z e  GOT resources f o r  an increased level  o f  

e f f o r t  i n  Central Tun' . 
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The cTR~.project design, however, contained 3n i nbu f l t  bfas toward 

under-estiaating the t ine  needed f o r  the ODK to becorm operatfonal fnrsauch 

as (1) i t  provfded that a1 1 subprojects other than the f n f t f a l  thm v w l d  be 

designed f n collaboration wi th the DDTC and (2).  since CTRD project approval 

was granted by AIDDashf ngton f n the context o f  a broader pol f cy deci sf on to 

temfnate U.S. Developcent Assistance to Tunisia by the end of FV 1981, i t 

required that a l i  CiRD project funds be obligated before that  date. This 

inp l ied that a l l  the subprojects would be designed and approved during the 

f f  r s t  three years o f  CTRD project  inplesentatf on and, consequently, tha t  the 

ODTC u w l d  be able not only t o  colaborate e f fect ive ly  f n project developoent 

(with the assistance o f  the Unfversfty o f  Wfsconsin) but  also to assrue 

mnagenent responsfbi l f ty for these subproject early on during +k fTRD 

project fnpleoentation period. 

That asslinption proved t o  be unreal ist ic and the a t - m t  t o  'force-feed' 

neu su@rojects t o  the ODTC becane a cause of  further delays i n  ?roj&: 

inplermntatfon. Although only two subprojects (Rural Potable !ia+r and l u r z i  

Extension and Outreach) were designed i n  c o l l a ~ o r a t i o n  nth the UTC, both u f  

then experienced iq leuentat fon d i f f i c u l  t fes  and delays lrhich ref lected not  

only OCTC weaknesses i n  nanagerPnt, organization and s ta f f ing but also the 

fact that the OUTC's r o l e  f n  potable water developoent and agricultural 

extensfon had not  been c lear ly establfshed and, consequently, uas open to 

challenge by l f nc  agencies o f  the fflnf s t ry  o f  Agrfcultum already operating f n  

the project area. 

C. Inappropriate Phasfng o f  Project k t f v l t f e s  

Tine phasf ng of  project a c t i v i t i e s  i s  re la t i ve ly  s f ~ p l e  uhen the 

actf v i t fes  are o f  a p r iaar l l y  technical cnarac*r and uhen perfomance 



standards a& avallable f o r  scheduling purposes. This i s  Ulr case uith m s t  

constructlon projects even though there are factors such as ueather c o n d l t i o ~ ~ s  

whlch cannot be accurately forecast ( i n  addi t l o n  to +he humn error  factor 

which Increases I n  d l rec t  proportion to the coaplexlty o f  tiw tasks i n ~ ~ l v e d . )  

I n  the case of rura l  d e v e l o p n t  prograas, the phasing o f  cmponent 

ac t l v l t i es  I s  cmpl icated by the i n s t l  tut ional  developaent dlpenslon o f  the 

Frcgrca. It I s  not sinply a nat ter  o f  detemlning an optinuo !or a t  least  

reasonably e f f i c l e n t )  sequence o f  Inputs and outputs but i t also Involves the 

introduct ion and lns t l tu t lona l l za t lon  o f  neu ways o f  comining inputs I n  order 

t o  obtain new configurations of outputs. The CTRD project, f o r  Instance. 

cal led f o r  the deslgttlng and test ing o f  new ways o f  provldlng potable wter 

and ru ra l  extension servlces as tell as f o r  the developrrnt o f  an 

ins t i tu t lana l  capacl t y  t o  plan, innovate and evaluate. 

Under these clrcmstances, i t does not nake sense t o  prepare detdl led 

project  l ~p lenen ta t l on  'blueprints* as I n  the case o f  capi ta l  projects uhere 

technical considerations are foremost. On the contrary, such ' b l w p r i ~ ~ t s ' ,  

when they are p repad .  foster  an I l lus ionary  sense o f  ce rca lnv  when i n  f a c t  

uncertalnty prevails. The usefulness o f  such 'blueprints' i s  o f 2 9  d i u l ~ ~ l s n e d  

by the fac t  that  they are p repard  by nissions without adequate consu l ta t i jn  

w i t h  the host counLq goverment. 

Even if host country of f !c ia ls  collaborate I n  the preparation o f  a project  

ioplenentation plan, they often do not share the A.I..D. c a d o r n t  to the 

'blueprint' approach. Flm plans and cost es t im tes  are lega l ly  rcpulrea as a 

basis f o r  obl igat ion o f  U.S. G o v e m n t  funds and, consequently, they also are 



. 
required i n  'support o f  A.I.D. project agreeuents whlch obllgate prqject 

funds. Froa the standpoint o f  nany recip ient  countries, however, a pruject  

agreeuent caenlts the govermaent t o  claking funds available but there i s  tto 

requtrecent that  such a corni t rent  5e backed up by detdlled plans and cosr 

~ s t l m t e s .  I n  the case o f  Tunisia. funds are not obligated ( I n  the U.S. sense 

o f  the w r d )  u n t i l  such t iue as annual expenditure budgets are approved. It 

1s therefore d i  f f l i u l  t, even under nomal circuii;a,xe, t o  obtain fw :m 
o f f i c i a l s  the kind o f  detailed project planning data which a r e  required on the 

U.S. side. 

:n the case o f  the CTRD project, the difficulty was corpounded by the f a c t  

that  the ODTC was a new agency and that  lts neuly appointed dlrector  had not 

participated i n  the project  deslgn process. Furthemore, not b e l q  an 

agrlcul tura l  prograa a&l n i  strator, the new dlrector  was unable and/or 

unni l l  lng to nake decisions about key projec: lapleaentation issues or  t o  ask 
' 

f o r  specif lc revtsfons on the project  deslgn. Therefore, the ODTC found it 

dl f f icul :  t o  m e t  60T budget subcllssion deadlines. l e t  alone A.I.O. 

requlrenents f o r  project  docuwntation. 

I n  the face o f  uncerrafnty concerning the successful and timely 

developrrnt o f  a host country IRD project  aanasenrnt capabll l ty, it would be 

advantageous t o  replace the 'blueprint' approach t o  project  i rp ler .n ta t ion 

planning by a mre f l r x f b l e  approach which aay be described as 'project 

iap la~entat ion planning i n  stages.' Under that  approach. a project  a g n s r m r  

would be signed on the basts o f  a long-tern overall project  strategy. For 

obl lgat ion purposes, however. the project would be divided in to  discrete 
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required i n  Support o f  A.I.D. project  agreeoents uhlch obllgate project 

funds. F r w  the standpolnt o f  nany reclp lent  countries, houever, a pruject  

agreeoent cccmlts the goverment ta mklng funds avallable but there i s  no 

requtreaent that  such a coml tnent be backed up by detalled plans and cosr 

astinates. I n  the case o f  Tunisia, funds are not obltgated ( f n  the U.S. sense 

o f  the word) u n t l l  such t iue  as annual expenditure budgets are approved. It 

i s  therefore d l f  f i iu: t, even irndir nomal i i r c u ~ a n c e ,  tJ &%in Frru SJi 

o f f i c i a l s  the kind o f  detailed project  plannlng data which are ruguired on tl!e 

U.S. side. 

I n  the case o f  the CTRD project, the d i f f i c u l t y  was corpwndcd by the fac t  

tha t  the ODrC was a new agency and that  i t s  newly appointed d l m t o r  had not 

participated l n  the project  deslgn process. Furthemore, not belng m 

agricul m a 1  progracl a b l n l  strator, the new dl rector  was unable and/or. 

umd l l  ing to make decisions about key project inplenentation issuCs or  to ask 

f o r  speclf ic revisions on the project  design. Therefore, the ODTC fwnd  i r  

d l f f l c u l t  t o  ~ e e t  60T budget suboission deadlines. l e t  alone A.I.D. 

requi r e n t s  for  praject  docmentation. 

I n  the face o f  uncertainty concerning the successful and t i ce l y  

developuent o f  a host coun ty  IUD project aanagecmnt iapabi l iQ. It w u l d  be 

advantageous t o  replace the 'bl ueprlnt" approach to project  i r p l t c e n a t i o n  

plannlng by a mn f l ex ib le  approach whlch aay be described as 'project 

tnplenentatton planning i n  stages.' Under that  approach, a project  agreeimt 

would be slgned on the basis o f  a long-tern overall project strategy. For 

obl lgai lon purposes, howvet. the project  w l d  be divided i n to  discrete 



'phasesm o f  hra to three years duration. with funds fo r  Phase 1 obligated a t  

the ti- of  signature o f  the agreewnt, on the basis o f  a detailed 

icplenentatfon plan f o r  that  f i r s t  phase. Before the end o f  Phase 1 

iqleaentat ion, progress to date v w l d  be evaluated and detafled plans and 

cost es t imtes  for  Phase I1 w u l d  be developed and approved. thus providing a 

basis for  obligating a second tranche o f  funds. 

T t  should be noted tha t  incncental  funding o f  A.I.D. projects i s  a capon 

practice and div id ing a project i n to  discrete phases i s  not  unusual. 

Increaental funding, however. i s  usually dictated by factors other than a 

desire to re ta in  f l e x i b i l i t y  i n  lapleeentation planning (e.9. a lack o f  

current year funds and/or a desire to keep a lorr pipeline). On the other hand 

when a project  i s  broken d m  in to  'phasesm, each -phasem i s  usually treated 

as a separate project  requiring separate approval and authorization. 

The proposed approach, wi th in the franemrk o f  a singie project  agreerpnt. 

would l!nk inc-ntal funding to i rp lesmta t ion  planning vim ooligafiorr o f  

funds coinciding with crissionj host country governant agreeaent on a detailed 

inplecentaion plan for each specif ic project  'phase'. I t  w u l d  o f f e r  tne 

fol lowing benefits: 

(a) eliminate the necessity o f  naking unrea l is t ic  t ine  es t imtes  f o r  

project ioplenent&ion. 

(b l   all^ detailed i q l a w n t a t i o n  plans fo r  l a t e r  'phasesm to k 

f developed during i ~ p l e a n t a t i o n  o f  thc f i r s t  phase, thereby reducing tk 

period o f  t i o e  between project  design and startup. 



(c) nake i t  possible t o  delay icplenentation o f  the next 'phase' i f  the 

evaluation o f  a previous 'phase' indicates that  the host country's 

ins t i tu t iona l  capabil i G  f o r  project mnagenent i s  not developing as plahlned. 

( d l  spread over ti# the docuaen'cation burden inposed by A.I.D. OII tne 

host country governaent's project planning capabi l i ty.  and 

(e) preclude the obl igat ion o f  A.I.D. funds on the basis o f  irplenentaion 

plans which haw not been f u l l y  worked out col laborat ively wi th  the host 

country goverment. 

V I I I .  IFUNAGIHG TECHHICAL ASSISTAKE 

The basic structure o f  technical assistance t o  the GOT wi th in  the 

f r ammrk  o f  the CTRD project  was established a t  the time the overal l  project 

and the three i n i t i a l  subprojects were designed. It included: 

11 Technical assistance t o  the ODTC i n  the f i e l d  o f  reqicnal planning and 

eva1ua:lon t o  be provided oy tire University o f  Yisconsln and Corneil 

UniversiQ under contr%:tual arrangeoentz between AID.4ashington and m e  

Universit ies (wi th the bulk o f  the sen ices funded by the !lission througn 

aaendaents to the applicable cooperative agreenentl. 

2) Technical assistance to the ODTC and a regional t ra in ing and research 

i ns t i t u t i on  i n  the f i e l ds  o f  dryland farming system research and i r r i g a t i o n  

water mnagerwnt to be provided by a land grant i n s t i t u t i o n  under a host 

country contract wi th the 60E. (The contract concluded b e t r n n  Oregon State 

University and the Htn is t ty  o f  Agriculture was l a t e r  expanded to includc 

technical assistance i n  the f i e l d s  o f  rura l  extension and ouueach and 

rangeland i rprovewnt  under two subsequent su~pro jects l .  



Stnce technical asststance i n  the f t e l d  o f  agrtculture dtd not get 

undenray before 1981, CTRD Project tEpleGlcntatf on to date has been v t t h  

techntcal asststance f n  the f f e l d  o f  regional plannfng and evaluatton uhtch 

was f n i t i a - 4  i n  1979. I n  the next section, ue w i l l  see how the tns t i tu t tona l  

developnent objectives of the CTRD project  were affected by the way that  

technical assistance w s  structured. I n  a subsequent sectton, the actual 

w n a g m n t  o f  that  techntcal assistance M I 1  be cxantned t n  t t g h t  of the 

factors Ident i f fed by D A I  i n  f t s  IRO Research #ate No. 1 (page 28). 

A. Inpact of Project Oestgn on Ins t f  tut ional  Developaent Perfomance 

Ui th  the benefits o f  hindstght, one can readi ly  see tha t  the C W  Project 

destgn inadvertently set the stage fo r  c o n f l l c t  between long-tern 

tns t t tu t lona l  developcwnt objecttves o f  the Project and, shorter tern area 

d e v r l o ~ n t  objecttves. On the one hand. 'Jn Central Tunisfa Area 

9evelopsent Sub-project was ataed a t  developing an t n s t i t u t i o n a ~  :apaci t~ fo r  

regional planning, project  design, evalut i  on and expertaentat:on a t  the 

regional level.  On the other hand, the CTRD Project cal led f o r  the mTi to 

aanage and/or coordinate various area devel o p n t  f nterventtons (I migatton. 

potable water, etc.) funded by A I D  and/or the GOT i n  Central Tuntsfa. Tne 

ODTC's Planntng and Evaluation Unit was obvtwsly created to w c o q l t r h  thc 

spectftc functions ca l led f o r  by the Area Oevelopxnt subproject. ik OOTC 

I t s e l f ,  however, was establt shed by thc 601 t o  acttvate the trplcuentatton of  

Central Tunisia area developoent program. Thls was understandable i n  l i g h t  

o f  the 6M 's  d e s t n  t o  mxtn lze  the short-tam po l t t t ca l  t-ct o f  I ts 

developocnt prograu on Central Tunlsta's population. Thus, while the ODlC and 

i t s  overseer. +ne ' f in is t ry o f  Agriculture, ~ I g h t  have disagreca as t o  the 

exact r o l e  t o  be perfomed by the 9DX (i.e. ccordination versus d i rec t  

t~plenentat ion).  the. botn agreed that  getttng are2 develocaent orograns 

m v f  np was th* ECP -JT~ arf ty. 
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AID 'S a t t i tude bras gore aabiguous. Whereas a t  the project  design stage. 

the enphasis had been on the m r e  innovative aspect o f  the OOTC's role. 

(possibly i n  response t o  AIDDashington's concerns), once the project  w s  

appmved, the Mission caae under increasing pressure t o  mve ahead with the 

design and irpleclentation o f  CTRD subprojects. Thus, when i t beearm appdrent 

that  the ODTC, as pwgraa manager. was beconing a botleneck which irpeded rhe 

tii;elj. cb l i ga t i t n  and exper;di?ire o f  XI! funds. I l ission wnageoent aide i t  

clear that  i t was p ~ p a r e d  t o  bypass the OOTC altogether ( I n  one instance, the 

Rangeland [ievelopaent and llanagectent subproject, the ODTC uas actual ly 

bypassed). 

As the p r i m  contractor responsible f o r  assist ing the ODTC to develop a 

regional planning and project design capabil i t y ,  the University o f  Uisconsin 

found i t s e l f  under pressure u, shov resul ts very early i n  -i2?e gane. Conscious 

o f  the fact that  new CTRD subprojects had to be designed and ready f o r  

irplenentation wi th in three U.S. f iscal years (197~-811, the Un ivers iu  o f  

Wisconsin ooved ahead wi th plans t o  f i e l d  a 8reconnaissance8 team i n  January 

o f  1579. The recently created OOTC, haever. bras nut ready to hosr such a11 

e f f o r t  and, consequently, the tera 's v i s i t  was postponed u n t i l  tin fol lowing 

s w .  Another postponerrnt m s  barely averted through tha USAID-fu~med 

provision o f  l og l s t l ca l  support by the Mattonal Center f o r  Agricultural 

Studies (CHEA) which also pwvlded interpret ing services and buirgrwnd daa. 

Tha 'reconnaissanceD bdckflred, hauwer, vhcn the team's report (uhicn was 

c r i t l c a l  o f  the GOT'S past e f f o r t s  i n  the area) was dist r ibuted by the 

University o f  Uisconsin to 6OT n in i s t r i es  as weli as to the ODTC. The WTC 
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director, angered by the fact  that  he was nut given the opporturity to r e v i w  

the d ra f t  report and decide on the f ina l  report's distr ibut ion, ruled our 

further v t s i t s  by large terns and insisted t h a i  further regional pla~lniny 

e f fo r ts  should be carr ied by fewer experts spending longer pertods o f  ti- i n  

the f ield. 

h e n  it becaoe evident that  the University o f  Yisconsin's regianal 

planning assistance rou ld  not bear fruit i n  t iue t o  provide a concep'ul 

fra~ework fo r  the destgn of  neu CTRO subprojects pressure was applied OII the 

University t o  nove ahead with project design assistance to tne OOTC. 111 

response t o  these pressures, the University o f  U ivons in  f ielded tuo project  

kvelopoent teaas i n  the f i r s t  ha l f  o f  1980. The f t r s t  t e a  of  tw 

consultdnts, f ielded i n  Feoruay-ktarch 1980, was to assist the Q)TC establish 

c r i t e r i a  and procedures for Selecting rural  potable water intervention s i tes 

and nodes. However. because o f  the short period o f  t i oe  spenr i n  Central 

iun is ia  (9 working days) as wi l  as language proiil2ias. the tern's report uas 

rea l l y  a uni lateral  product rather than a collaborative e f f o r t  uith tw C@TC. 

A second tern, uhish included f i ve  University o f  Ulscansin h r s  and fuo 

outside consultants. was f ielded i n  Harch 1980 -& ?repan a backgrocnu 

doclacnt for  a Rural Extension and Outreach Project Paper. I n  that  part icular  

instance, the tern's report d id  re f l ec t  a substantial degree of  c o i l a h r a t i o n  

wtth the ODTC agricultural staf f .  I n  both instulces, however, the 

part ic ipat ion o f  the ODTCes Pianning and Evaluation Uni t  was u t ~ i n a l .  'dhile 

one could assign par t  o f  the blane for  that s i tuat ion to the sanewhat 

antagonistic at t i tude o f  ODTC 'technicians' touuras the 'econcaic planners' i n  

the Planning and Evaluation Unit, the principal reason f o r  the  planner^' lack 

o f  part ic ipat ion was the i r  lack o f  training ana experience i n  project  design. 



There i s  l i t t l e  doubt that  i f  UUID had waited f o r  the DOTC r o  develop a 

project deslgn capabi l i ty  before i n i t i a t i n g  the design o f  tk Rural Potable 

Water and Rural Extension and Lktreach subprojects, not only the PI 1930 

obligation target would not have been ne t  but  subproject funds would probably 

not have k e n  obligated before the end-of-FY 1981 obl igat ion deadline. This 

can be gauged frocl UUID experience i n  t ry ing to br ing about OmC 

i tpleaentat ion o f  tk Area Developcmnt subproject's Experinental Fund 

component. A teap o f  f i v e  University o f  Yisconsin experts (including the 

resident advisor-designate) was f ie lded i n  Apr i l  11)80 t o  dss is t  the WTC 

Planning and Evaluation Uni t  i n  the developnent o f  c r i t e r i a  f o r  tk use o f  the 

Fund. It was not u n t i l  the Sramr o f  1981. however, that  a set o f  c r i t e r i a  

satisfacotry to both the 601 and AID was f i n a l l y  developed. By tk end of 

1981, the ODTC had so l i c i ted  froo tk pr lvate and publ ic sectors proposals for 

Eaperis?ntal Fund projects and tias considering hrenty responses. As a resu l t  

of t!!ase delays i n  !cpleaentat!on a second tranche o f  $1.3 u i l l i c n  which had 

been scheduled f o r  obl igat ion i n  FY 1981 ( i n  addit ion to an i n i t i a l  trancne o f  

$1.5 n i l l i o n  obligated I n  FY 1979) was reallocated by the GOT and USAID to 

Rural Cor~un l ty  Health Project  ac t i v i t i es  i n  Central Tunisfa. 

I n  the case of the Experlcrntal Fund. the Area Developlent subproject 

guidellncs had cude i t  practically inpossible to bypass thc ODTC, short o f  

redesigning tha t  subproject c q o n c n t .  Thus, i n  effect, the potentlal  f o r  

c o n f l i c t  betrcen l n s t i ~ t l o n a l  develop~cnt objectives (the developnent o f  a 

project  iden t i f i ca t ion  and design capabi l i ty  wi th i3 the ODTC Planning a m  

Evaluation Unl t) and the accoaplishaent o f  short-tern subproject outputs (the 

Iden t i f i ca t ion  and design o f  an acceptable nvnber o f  Exoerilxntal Fund 



projscts) had been nininized. I n  the case of other Area Developuent 

subproject ccnpcnents, however, the potential f o r  c o n f l i c t  was f a r  greater. 

inasmuch as they provided the University o f  Y ixons in  with a bet ter  

opportunity t o  achieve a prinary purpose o f  the centrally-funded Regioml 

Planning and Area D e v e l o p n t  (RPAD) Projec:, narxly t o  devise and -st neu 

approaches to regional developcent planning. 

For instance, the t ra in ing of  OOTC personnel i n  regional planning, fraa 

the Central Tunisia Area Developclent Subproject standpoint, was only a means 

t o  the achieverjent o f  We project purpose, namely to develop a regional 

planning capabi l i ty wi th in the OOTC. For the University o f  Yisconsin, 

however, i t was p r i m r i l y  a aeans o f  devising and test ing new concepts a d  

approaches to t ra in ing i n  regional planning. As i t  turned out, tht University 

of Yisconsin t ra in ing e f f o r t  t n Central Tunisia was not successful md vrs  

teminated i n  the Spring o f  1981. This d id  not prevetlt the University o f  

Wisconsin frw presentfag the t ra in ing concept tested i n  Tunisia i n  a 

state-of-the-art paper (Concept Paper No. 2: A Uomative Training Proyrau f o r  

Regiocal Planning) issued i n  July 1982, ' in the be l i e f  that  i t  can serve as a 

wde l  fo r  us by o+%r organizations involved i n  plsnning tnC ?eveloplen:' 

(page 2). m i l e  the paper asserts that  'evaluation i s  a t  the k a r t  o f  the 

t ra in ing process,' (page 301 no referente i s  mde to the Central Tunisia 

experience. 

The d o r  objective o f  the centrally-funded RRPAD Froject  uas the 

develope~nt o f  a regional planning cuthodology appnpr iate to mral area 

development i n  developing countries. The University o f  U i sco~~s in  vas anxious 

to demnstrate the usefulness o f  i t s  'sketch plana approach f o r  acadeic 



prestige as iell as contractual reasons. Therefore. h e n  i t  could not reach 

an a g r e e n t  w i t h  the IIDTC concerning the kind o f  plan which should b~ 

prepared f o r  Central Tunisia and the kfnd o f  technical assistance th ich  should 

be provided to the ODlC by the University, the l a t t e r  went ahead with the 

preparation o f  a Central Tunfsia 'sketch plan' i n  Madison. Wisconsin ( l a t e r  

issued as Country Report No. 6. SepteiJber 1981, An I l l u s t r a t f v e  Strategic Plan 

f o r  Central Tunf sia). A separate regional econonic plan was DreDared i n  

Kasserine, Central Tunfsfa, by the 0DlC wfth the dss!sta.?ce o f  the Unfwrs i t y  

o f  Ufxons in  Resident Advisor and shorr-tern Tunisian consultants funded u w r  

the Cooperatfve Agreement. Obvfously, the GDTC plannfng s t a f f  d id  not learn 

n u h  froa the planning work done i n  lhdf  son. Wfsconsin. 

What had happened, i n  effect, was that  the f n i t i a l  GOT c - l e n t  to 

Central Tunfsia Area Developcent subproject objectfves d id  not hold up t o  the 

pressures of CTRD project inpleclentation. As i t becane c lear to the WlC that  

i r s  p r i m r y  oandate was not t o  plan m a  experiuent but to get Dasic 

developclent prograns inplewnted, the newly created regf om1 developacnt 

authorf ty becaw f ncreasingly df ssat is f ied with technical assistance concerned 

with h a t  i t  considered to be superfluous dctf  vf t i e s  ('spatialm pidnning and 

evaluationl. Uhfch the WTC nfght  have benefited fnrcl technical assistance i n  

the area of pmgran Elanagent, f t  was not p r i o r  t o  the June 1981 Area 

Developacnt Subproject mfd-tern evaiuation, r ea l l y  ware o f  - h a t  i t s  technical 

assfstance needs were, even though i t  rras c r i t i c a l  o f  the f o m l  oil-site 

t ra in ing sessions conducted by the Universfty o f  U i xons in  on a quarterly 

basis. Tk University o f  Wisconsin, an the other hand, while recognizfng the 

need f o r  mre tra in ing i n  project  cesi jn a~!a w i l l i n g  t o  accoaodats i-., was 



reluctant t o  give up the test ing o f  i t s  t ra in ing approach. Sini lar ly ,  VIP 

regard t o  regional planning, the WTC uas concerned wi t h  aeeting the 

requireaents o f  the GOT Five Year Plan process, whereas the University o f  

Wisconsin was concerned with applying i t s  'sketch plan concepta (see 

Universfty o f  Uisconsin RPAD Project Concept Paper No. 3 July 1981 to the 

Central Tuni sfa p l  anning and developclent ef for t .  

Thus. while the cooperative agreenent fraoermrk was f lex ib le  enough to  

allow -or changes i n  the technical asslstance provided by the Unlversfty o f  

Yisconsin t o  me ODTC, the gap between u le  University's 'appl ied research. 

interest  and the ODTC's institutional development needs had g m  too wfde to 

be brldged through autual accooodation by the tw cooperating 1nsZItution. It 

had kc- evident by the t i ae  o f  the 1981 raid-tern Area Developoent 

subproject evaluation that  the re1 ationshi p could not etldure. 

B. Technical Assistance t.lanagenent Issues 

TA SS=atea 

The way technical assistance i s  nanaged i s  obviously de*rulned o:, rhr 

node of contractfng f o r  technical services and the c h a r r t e r l s t ? ' ~ ~  o f  the 

contractor selected. I n  I t s  I R D  Research L t e  No. 1. D A I  i den t i f i es  four 

basic strategies (individual, rademic, bodyshop and cunagement tea 

strattgies). Yf t h i n  the acadeaic strategy, however, one can identff;. a t  least  

three basic subsidlay strategies: (1 ) the T i t i e  X I 1  s t r a t s 9  ( involving 

c o l l  aboratioc I n  project design ktween a land grant universit:,, Ljle elf ssiun 

and host country; (2) the host country contract strategy (selected fo r  a l l  

agr icul tural  technical assistance i n  Central Tunisia) and (31  the d l w t  A i D  

contract, a strategy variant o f  which i s  the cooperative agreeaen; rase 



u t i l i zed  for  the provision o f  regional planning and evaluation assisunce to 

the ODTC. It i s  w i t h  the t h i r d  sub-strategy that  we are COKerned kre. a d  

part icular ly w i t h  the cooperative agmnenr between A I D  and the University o f  

Yisconsin. 

The typical cooperative agreeuent between A I D  and a university provides 

that: 

(a) the university, as a resource center i n  the part icular  SuDject u t t e r  

covered by the cooperative agreer;lent ( i  .e.. regional planning and area 

developrrnt i n  the case o f  the Unfversity o f  Yisconsfn), vt l l  develop a m  t e s t  

new nethodological approaches responsive t o  the needs and concerns o f  

developing countries and 

(b) the universfty w i l l  carry out four types o f  act iv i t ies ,  n r r r l y  (1) 

applied research and consulting i n  selected countries, (2) special studies i nd  

state o f  3 w  a r t  papers (3) deve lown t  o f  a professional reswrce ileomrk and 

(4) i nf3mation d i  sseal na t i  on. 

Technical services beyond the levels and types specified i n  zha 

cooperative agreeaent could k provided by the university to oissions under 

mission-funded iwn&e?l ts  t o  the cooperative agreeuent. For instance i n  the 

case o f  Tunisia, a mfssion-funded acmnbnt  t o  the centrally-funded Regional 

Planning and h a  Developoamt Project provided fo r  additional comul t ing 

services. in-country training, the a s s i r n n t  o f  one o r  tw resident advisors, 

as re11 as f o r  the provision of  equipwnt and supplies. 

In i t s  request f o r  a waiver o f  the usual c m t i t i v e  a n r d  procedures, the 

Mssion argued that, because o f  three year fundfng constraint on the CTRO 

project, it was essential to contract rapidiy f o r  the sewices o f  an 

i ns t i t u t i on  which could assist the ODTC i n  the design ( i n  collaboration w i t h  



AID)  o f  subsequent CTRD subprojects. There were o f  course orher f a c b r s  u ~ i c h  

Influenced the thinking o f  the project desfgn teau: The concept underlying 

the centrally-funded Regional Planning and Area Developoent (WAD) Project wrs 

in te l lec tua l l y  a t t ract ive and i t was f e l t  that  a higher cal iber i ns t i t u t i on  

could be attracted by the posslbi l f  ty o f  w r k f  ng i n  several countries rather 

than i n  Tunisia alone. 

During the two and a half years o f  experience wi th the University o f  

Wisconsin and Cornell University Cooperative Agreenents, m aajor probleu 

arose which could be blaned p r inar i l y  on the use o f  that  contracting nor&. 

Howwr, tw areas o f  f r i c t i o n  are worth discussing: 

1) Project Managemnt sharing between A I D D  and the llission. I n  the case 

of  both the University o f  Yf sconsin and Cornell Unf vers i ty Cooperative 

Agreece!~t, canagecent o f  centrally-funded ac t i v i t i es  was the respons ib i l i t j  o f  

the Off ice o f  Rural Developoent and Developclent A&linistration i n  m e  Bureau 

for  kvelopaent Support* (DS/'RM), vhereas the l l ission was responsible fo r  

CTRD Project-funded act iv i t ies .  While such a d iv is ion o f  oanageoent 

responsibilities f s  a potential source o f  conf l fc t  (and a dispute acwa l l y  d i d  

arise concerning responsibi l i ty  f o r  the Unf versf ty o f  Y i  sconsin's d i f f l c u l  t l e s  

i n  providing technical assistance to the ODTC), caaprooises netueen the 

positions of  the A I O n  and nission project  nanagement can usually be lnrlred 

out sat is factor i ly  as long as personality clashes or  'turf '  dlsputes Dcbeen 

A i D n  and ~ l i ~ s i o n  mnagcnnt do not  get i n  the way. I n  any event, with AID 

travel funds i n  short supply. f t  oakes sense f o r  A I D D  ta re l y  on the missfo~; 

fo r  cmnitoring o f  f i e l d  ac t l v i t f es  and f o r  the nission to re ly  on A1Dr.i 

Later redesfgnated as the Bureau f o r  Science and Techriolop ( S T )  



t o  w n i t o r  universi ty nanageaent o f  technical assistance and o t l e r  on-carpus 

act iv i t ies.  m i l e  the host country goverment r u s t  have no d w b t  that  the 

nission i s  i n  charge, part ic ipat ion by the AID/M project o f f i c e r  i n  reviews 

and eval uations conducted i n  col  1 aboration rrl t h  the host country goverraent 

can k both helpful to the oission and infornative f o r  AID/Y. 

Contractor Accountabf 1 i ty. M i  th the excepion of cooperative agmucnts. 

it has been AID  pol icy that  *!mica1 assistance t? b s t  ccunt r j  g o v e ~ n z s  

be provided through host country contracts i.e., contracts between the host 

country governrent and the supplier o f  technical senlces. The purpose o f  

t h i s  pol icy has been to convey to the host country goverment the notion that  

the contractor I s  responsible t o  it and not t o  AID. I n  the case o f  

cooperative agmpent, the universi ty I s  c lear l y  working f o r  AID, even though 

its responslb i l l t ies t o  the host country goverrwnt (and those o f  the 

goverrnent to '& univers i ty)  nay be defined i n  a separate g ~ r a n d m  o f  

understanding' signed by the two parties. !t would seeu that. the host 

country contract relat ionship works k s t  when the task t o  be a c c ~ l l s h c d  i s  

o f  a confidemtlal character and/or the end product i s  t o  be usea only by t!! 

host COUn'tYy goverrPnt. (The ODiC's contr ibut ion t o  the 198247 Ffvs 

Year P l a n  and the t ra ln ing o f  ODTC p l a n n l q  s t a f f  f a l l  i n  that  carcgory). On 

the other hand, the cooperative agrceant approach r w l d  seem to vork best 

when the task t o  be accoclplished requires close co!laboraticn bettees AID, m e  

host country gove r r~ rn t  and the supplier o f  technical senlces, and uhen the 

end product w i l l  be used by A I D  as w l l  as the host country g o v e m n t .  Thls 

was the case w i t h  the deslgn o f  CTRD subprojects. the f o m l a t i o n  o f  a 

potable hater devel3pent strategy f o r  Central Tunisia and the develop~ent 

o f  eutual ly agreed c r i t e r l a  f o r  the use o f  the Experinental Fund. 



Thus, the Central Tunisia experience suggests that  the nature o f  the 

technical services required should be the basfs f o r  any decision as to aecher  

o r  not  to use i m e n b n t  to a centrally-funded cooperative agrceent  as the 

vehicle f o r  providing raission-funded technical assistance to a host country 

goverment. The ant icipated savings i n  t i ne  and e f f o r t  needed to prepare and 

issue a request f o r  technical proposals and t o  select a co l l t rac t l r  shw ld  be r 

secondary consfderation. I f  a decision i s  nade to  go ahead with tk 

cooperative agreeoent oode, an understandfng should be reached as the outset 

on the nature o f  the col laborat ive re lat ionship bezween the host country 

governent, the AID Hission and AID/Uashington including the followfng: 11) a 

c lear understanding between the responsible AIDflashfngton pro jec t  of f ice,  the 

applicable AID/% regional bureau and the A I D  aission concerning projecr 

mmgcacnt and backstop; (21 agreeDent be teen  the AIDIU pro jec t  off ice. and 

the nission as t c  when a j o i n t  tern approach would be used (e.g. i n  pro jec t  

Ceslgn) c r  a pr iv i leged relat ionship S e m n  the cooperative n i ve rs i t ) .  and a 

host country goverment i n s t i t u t i o n  should be preserved ( i n  the case o f  

Central Tunisia. DS/RAD re1 uctant ly agreed that  i t s  s t a f f  ncPbers w u l d  - not 

part ic ipate i n  tk provision o f  regiondl planning assistance to  d e  OOTC as TA 

tern ileabers); (3) host country gover.smnt awareness o f  the appliec 

research/state o f  the a r t  advancgent/knowledge disseuf nation objectives o f  

A:Dfliashif&ton and t9e cooperating univers i ty  and I t s  agreeoant to the 

pub1 i ca t i cn  o f  i n fomat i cn  gathered i n  the cocrse o f  p ro jec t  iq leuentdr ion.  

Long-tern w o u s  Short-tern Assistarie. 

The CTRD project  experfewe exeqt l f f ies  the d i f f i c u l t y  [c i ted by MI f n  

i t s  !RD Research Note !lo. 1.) o f  f lnding a s a i t c ~ l o  resident ddvisor tho 

conbines the required language and technica! s k i l l s  vith a u i l l i n g m s s  w 



spend several years i n  an isolated rura l  area. 111 the case o f  the Central 

Tunisia Area Developcmnt subproject, the Unfversity o f  Yisconsfn was unable to 

f i n d  an Awrican candidate wi th the requfsi te regional planning s k i l l s  and 

French (or  arabic) language capabil i ty. A f ter  one year o f  technical 

assf stance without a resident advisor, the University f i n a l l y  assigned a 

mn-rberican devel opr.cnt econo~i  s t  who had neither t r a i  n i  eg nor experience i n  

regional planning as a discipl ine. The delay i n  assigmrenr and the chcice o f  

resident advisor nad m e  i o l  l oo i  ng ccnsequerics i o r  tecilnical ass is taxe  to 

the 3TC: 

a. The delay i n  assigning a resident advi sor adversely affecfed Mc 

OOTC's a b i l i t y  to ef fec t ive ly  u t i l i z e  short-term advisory and t r a l n i  ng 

services. I n  the case o f  in-country training, the needs o f  the WTC planning 

and project  Eunageoent s ta f f  were not adequately taken i n t o  account i n  the 

design o f  the tigaining progran and there was a lack o f  cont inui ty  between 

t ra in ing sessions. As f o r  short-term advisory services, inadequate 

preparations \rere oade f o r  the v i s i t  o f  short-teru consultants both i n  t e r n  

of  gathering the in fomat ion needed by tJw and i n  preparing the OOTC s t a f f  to 

pmvide the necessary support and to benef i t  frou thc consultantsa experrise. 

b. Tie assigrcent o f  a resident atv isor  who d i d  not share the acadeuic 

background and/or prof  essonal out1 O& of  We Universi ty o f  Sli stonsin/ff XI 

Prqiect m n a g e m t  s t a f f  resulted i n  a growing 'cormnication gap' r n i sh  

eventually led  to the rusignatfon o f  the Resident Aavisor ana e suspnsion 

(and l a t e r  temfnat ion)  o f  University o f  Yisconsin assisunce to the WTC. it 

appears that, pa r t l y  &cause o f  h i s  lack o f  i den t i f i ca t ion  uith t ie Univers i2  

of Yixonsin,  the resident Advisor was unable to oediate disagregents k twecn 



the OOTC an& the Unfversfty concernlq the conduct o f  technlcal assistance 

ac t l v l t i es  and fncreaslngly supported the ODCTes vlewpolnt agalnst that  o f  the 

Unlverslty, thereby l o s l q  the t rus t  and support o f  Me Hadlson-band project  

mnrgcoent tem. 

I n  I t s  IRD Research Mote No. 1. MI suggests that  the probleo posed by the 

soall s l r e  o f  the exlst lng TA ta len t  pool could be al levlated by s u b s t l w t l q  

short-tern TA for long-term i .e. technlcal expertise would be supplled by 

'hfgh-powered short-tern' consultants who do not  need t o  be as attuned to the 

host cauntry's cul ture whereas long-tern advlsory senlces rmuld be pmvlded 

by wnagers/generall sts who 11 ke 1 l v f  ng I n  rural  areas and are good a t  mrklq 

with people o f  dlfferent cultures. 

The above approach, however. I s  oore l l k e l y  to be successful uhen an IRD 

project 's prfncfpal objective I s  to bu i ld  up a broadly-based i n s t l t u t l o t u l  

capaclty fo r  uanaging d e v e l o p n t  and where technlal expertlsc I n  a va r i e r j  o f  

f lelds (potable water dewlopaent, agricul%re, !Leal* etc . :  I s  r&Ld. :a 

that  type of  project. f t  mkes sense to r e l y  on short-teru consultants t o  

provlde the techma1 e x p e r t l n  whereas the resldent advfsor(s) should have 

project  mnag-nt skf 11 s and a good understundlng o f  lns t l tu t iona l  

developant processes I n  developing countries. Uen, harcver. a part?cular 

expertf K (e.9. r e g l o ~ l  p lann lq )  f s a central e l s r n t  o f  the technlcal 

asslstance it I s  I r rpoWnt  tha t  the principal resldent advlsor shares thf s 

expertise. Otherwfse, f t  f s  difficult f o r  the TA tern t o  share M a t  CAI 

refers to as a 'ccolon approach8 t o  project  lop!ensntatlon. 

Om should not underestlmte, o f  course, the d l f f l c u l t y  o f  f i l d f n g  a 

French-speak1 ng regional 9lanner will fng t o  ? f ve and rmrk i n  the d i f f i c u l t  

envlroraent o f  Central Tunfsfa The fdeal solutf on would have wen L\e 



asslgment o f  a (French-speaking) facul ty pgkr o f  the University's 

Department o f  R e g l o ~ l  Plannlng. I f  t h i s  proved not to be feasible, the 

second best solut lon would have been the selection o f  a French-speaking 

reglonal planner fraa the U.S. acadenlc a d / o r  professioml coepuniv. 

Possibly the t h i r d  best solut lon m u l d  have been the asslgrpent o f  a 

generalist f r o m  the univers i ty  o f  Yisconsln's facul ty outside o f  the 

Departaent o f  Regional Planning. For t h i s  solutlon to wort out. howver. It 

would have been essential f o r  the universi ty d e p a r m t  supplylng Me resident 

advlsor to have a good working relationship with the Department o f  Regional 

Planning and. part icular ly, wlth those s t a f f  aetlbers responsible f o r  

oanagenent o f  the RPM Project on caapus. (ST/RAD8 s past experlence d t h  

cwpetat ive agreecents suggests that  one cannot assme that  such 

Inter-departmental cooperation exlsts o r  u l l l  r esu l t  frm the fact that  

agreecents a ie co~tcluded with the University rather th;n with a par t ic i i la r  

departnent. 1 

Ylth regard t i  the p o s s l b i l i v  o f  con f l i c t  betueen short- tew and 

long-term advisors, the Central Tunlsla experlence indicates that i t I s  

greatest when the University-based project  =nag-nt a t t e p t s  to lrpose an 

approach (such as the 'sketch plan' concept) vhlch i s  nat shared by the 

resident advisor and the cooperating host country ins t l tu t lon.  'Thc f a l l u r r  to 

agree on a cDEaon approach t o  the f o rm la t i on  o f  a reglonal plan resulted i n  

the university's de facto suspension o f  short-tern technical asrlst lace and. 

as nentloned earl  ier ,  the preparation o f  tw separate planning doclpents. one 

I n  bladison. Ylscons?n and one I n  Kasserlne, Central Tunlsia. respectively. On 

the other hand, the possbil i t y  of con f l i c t  i s  least  when the short-tern 

consultants provide spec1 a1 i zed technicrl experti re nc: orherd se aval l  abl l t o  

the resident advisor and cooperating host country inst l tut lon.  



. 
The Central Tunlsia experfence also supports DAI  ' s  contentlon M a t  the 

laportance attached t o  leaving a product (1.e. a report) l i o l t s  the ef fec t ive  

u t l l l z a t i o n  o f  short-tern assistance. The potable water developuent tem 

flelded by '& Unlverslty o f  Ulsconsln I n  eary 1380 mas a case i n  polnt. 

Because o f  t i ne  constraints, the tern  spent the l a s t  h a l f  o f  I t s  consultarry 

wr i t lng a d ra f t  report and l e f t  without g iv ing the OOTC s t a f f  the opportunity 

t o  review the report  and carry out a dialogue w l t h  the two co~isultants w i t h  

respect t o  t he i r  f lndings and recomendatlons. The ef fect lwness o f  the 

consultancy would have been f a r  greater i f  the tean had spent an a a d i t i o ~ u l  

wcek i n  country to review and discuss t he i r  report with the OOTC s ta f f  and. o f  

course. I f  there had been a resident advisor to help overtone the language 

barr ier  and to fo l low up on the consultants' recomendatlons. (The A I D  

rllssion. however. with TDY asslstdnce froa AID/Uashington, used the 

consultants report as the basis f o r  a dialogue w i t h  ODTC s t a f f  on the 

fomulat ion o f  a potable water developaent s v a t e g  f o r  Central Tunlsia. ) 



The lessons drawn fma the f i r s t  tm years o f  CTRD project  inplementation 

conflrn. i n  general, the va l i d i t y  o f  A I D ' S  current erphasis on i ns t i t u t i ona l  

developgnt and p m j e c t  clanageaent. Beyond such broad generalizations. 

harever, those lessons o f  experiences oay be o f  sooe use to nissions ir 

shaping prograa developnent strategies under conditions s i n f l a r  to those uhich 

faced CTRD project  design tern. 

For instance, designers o f  IRD (and other) projects o ight  take greater 

care to avoid potential  con f l i c ts  betueen ins t i tu t iona l  developernt goals and 

area developcent (or  sectoral/subsectoral ) targets. I n  the case o f  Central 

Tunisia, given the tie constraints iclposed by progran phase-out plans, it 

might haw been more appropriate f o r  the 60T t o  re ly  on ex is t ing organizations 

to carry out area developgnt intewentions [ i r r igat ion.  potable uater) to 

which it assigned a high pr io r i t y .  Alternatively, if the 601 could not be 

dissuaded ftw creating a new agency, i t  w u l d  have been more useful for A ID  

t o  assist the ODn: i n  carrying out  its pmgran nanagewnt functions rather 

than provide assistance i n  regional planning and evaluation. (On the other 

hand. the recently created General Cornissariat f o r  Regional Developant o ignt  

benef i t  fnm technical assistance i n  the f i e l d  o f  regional planning!. 

This does not man. o f  course, t ha t  inst i tut ion-bui ld ing project  

agreecents Should not  contain specif ic output targets. For instance. a 

s lpen ised c red i t  or  agricultural extension project  should specify perforuure 

c r i t e r i a  which nay be output targets (e.g. n r c k r  o f  loans mde o r  n u w r  o f  

acres planted t o  new variet ies).  The essential point. harever, i s  that  output 

targets not be assigned such a high p r i o r i t y  that  they end up k i n g  achieved 
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a t  the expense o f  l ns t l t u t i ona l  developaent. (For instance. a contractor 

might place mre enphasis on d r i l l l n g  a hundred wells rather than on 

developlng a host country capabi l i ty  f o r  i rp ler~ent ing ru ra l  potable v l t e r  

dewlopaent prograns. ) 

One possible approach for reconci l ing i ns t i t u t i ona l  dewlopaent obect ives 

wi th  area develop~ent objectives n i gh t  be t o  plan U.S. assistance i n  trro (or  

m r e )  phases wi th  the success o f  the i n i t i a l  i n s t i t u t i o n - b u i l d i ~ ~ g  phase being 

made a condit ion f o r  the approval o f  the second phase uhlcA w u l d  erphasize 

the achievement o f  area developnent or objectives. Such an approach w u l a  be 

consistent wi th the f lex ib le ,  tlne-phased project  design strategy advocated i n  

Section V I I  C. o f  t h l s  paper. 

Hoccver. even If lns t i tu t lond l  dewlopnent I s  c lear ly  i den t i f i ed  as the 

project  purpose a t  the project  deslgn stage, there s t i l l  i s  a rlsk tha t  the 

i ns t i tu t iona l  perfomance indicators selected n lght  be subverted ~y the TA 

t e a  i n  an a f f o r t  tfi sovrr up a f a i l u re ' t a  achieve inst i tuZlorw1 developilsrr 

objectives. I n  the case o f  the Central Tunisia Area Developocnt Subprwect, 

it was obv lws tha t  the preparation of a Central Tunisia 'sketch plan8 by tiw 

University o f  Yisconsln/RPAP Project tean i n  Cladison. Uis. d id  not re f lec t .  a r  

contribute to, the develogocnt o f  a regional planning capacity w i th in  tha 

ODTC. It n igh t  not haw been so obvious, however, had the 'sketch plan' bean 

prepared I n  Kasserine, with ninlmal participation by ODTC planning s ta f f  



It i s  werefore essential that institutional developaent c r i t e r i a  be 

concerned w i t h  process as u e l l  as outputs and that  technical assistance t e a  

be selected on the basls o f  t he i r  a b i l l t y  t o  i n l t l a t e  and sustaln 

Inst l tut lon-bui ld lng processes as well as f o r  t h e i r  technlcal expertfsc In 

reglonal plannlng, project  design and mni tor ing,  etc. Under that  approach. 

host country officials not only would be preparing plans, designing and 

mn i to r l ng  projects, etc.. but would act ively part ic ipate i n  the d e n l m n t  

o f  plannlng, project  design and program mn l to r l ng  systms. 

Such an appmch iccablning program planning and management DtechniquesD 

wlth broad-based organizational d e v e l o p n t  process consultation uould 

probably gain the acceptance o f  host cocntry goverment o f f i c i a l s  even i n  

countries ( l i k e  Tunisia) where the advice o f  foregln experts i s  sought only on 

technical ratters. (This reluctance to seek or  ac:ept forelg?? advica on Sroad 

nanajenent issaes i s  exenpl i f ied by the um~i1l:ngness o f  60: o f f i c i a l s  t o  

a i l  ow A I D  par t ic ipat ion i n  the draf t ing o f  zhe leg is la t ion  creating the *SDT(: 

and by the o f f i c i a l  601 re jec t ion o f  the Central Tunisia Area Developoent 

Subproject evaluation consultants reporL because it addressed broad nanagecnt 

issues rather than confining i t s e l f  t o  narrow .technicalD issues (such as 

t ra in ing i n  regional planning techniques). By c-ining the t ransfer o f  

technical s k i l l s  with a broad systees approach t o  program managermnt, d r h i n  a 

particlpatovy l e a m i  ng process, technical ass1 stance can address WnagsPnt 

problems across the board before they kcme c r i t i c a l  constraints on progrm 

iq lementat ion (whereas i n  the Central Tunisla case, -nag-nt assistance was 

sought only a f t e r  canagenrnt problem had reached a c r i t i c a l  stage] ana 

without being perceived as a threat by p r o g r x  managers. 


