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Recruitment of contract personnel
Recruit LT Training Specialist

Recruit LT replacement or confirm

Banking and Operations Spe:1alzst and

Chief of Party.

Continue and complete 1983
Institutianal PFrocurement Plan.

Continue and complete 1983
NAFCREF related procurement.

Guarterly review of interest rates
charged by TRDE. (page 21)

Define individual outputs and detailed

schedules to achieve overall

institutional Jdevelopment and MAFCREP

objectives. (page 33)

Revise and approve implementation plan

from S above. (page 33)

Frepare Policy and Procedures Manual.

(page Z6—38)

Citend FACD to September 30, 1986
(pages 2, I3-35) contingent upon
upon fundlng circumstance.

Execute final abligation of
funds to Froject. (pages 2 and 35)

Complete and begin implementation
of the Maize Mill maintenance/
repair and spare parts distribution
plan. (pages 51-53)

Revise and complete 1984/835
institutional procurement plan.

Complete 1984/85 NAFCREP plan.

Amend contract to coincide with
proposed new FACD

Revise ana complete 1984/8%
in—-house and participant training
plan. (pages 46—~47)

ACDI/WASH

ACDI/WASH

TRDE
TRDE

TRDB

TRDE-USAID
TRDB-USAID
TRDE
USAID/TANGOV
AID/WASH

USAID

TRDE
Machinery
Services

TRDE

TRDE

 TRDB/ACDI

TRDE

1-84

12-83

4-84

12-83
to 4-84

4-84

5-84
5-84

6-84

(1-5)
1984



18.

19.

20.
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a. Define training requirements
for various TRDB groups as
new procedures are developed.

b. Prepare detailed training
plans and schedules.

€. Conduct training programs for
all TRDB Staf+f.

d. Review and evaluate training
programs.

e. 37T carticipant training in the
U.S. for credit administration,
computer operations, management,
etc., as required up to S4 PM.

Complete reconciliation of accounts
on existing loans. (pages 38-39)

Complete transfer of all loan
accounts to the computer. (page 39)

Review and revise record—keeping
guidancs +or Head, Regional and
District Offices. (page 435)

Develop an increased analysis and
planning capability within the

TRDB

TRDE

TRDB

TRDE

TRDB
ACDI

TRDE

TRDB

TRDE

TRDE
S/T

12-83
to 4-84

(3~6)
1984

12-83

to PACD

on going

(3-12)
1984

9-84

8-84

(1-7)
1984

&-84

FPlanning and Development Directorate. Consultancy to 8-84

(pages 45-46)

Appoint an Auditor, establish audit
procedures and begin internal audits

of Head, all Regional and all District
Dffices at least biannually. (pages 43-44)

Frepare and implement detail plans
and schedules for transfer of the
input distribution functions to other
entitiecs. (pages 48-49)

Frepare and implement planned
alterrnatives to the NAFCREP projects

faor funding such as small scale mills CAMARTEC

TRDE

TRDB

TRDE

(8-12)
1984

9-84
to 7-85

5-84

for oil and sugar processing etc.etc. Manufacturer to FACD

for import, testing and manufacture.
(pages 23-28 and $3-54)
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27.

3

Develop a plan for the new Cooperative
function of the Bank as mandated
by TANGOV that will include Cooperative

finance and Cooperative development and TRDB 12-84
commercial banking with savings deposit
service. (pages 13, 41-43 and 73’.
Develop and implement a Managemedt. TRDB
Control System. (page 41 and annex.B) Consultancy 12-84
Transfer of loans in Critical
default to "Collection Only Accounts" TRDER S0% 10-84
(pages 16—-17 and 40-41) S04 2-85
a. Actual delinquency and/or collection
rate to be established and monitored TRDE (1-8)
gquarterly for each loan category. 1984
Actual delinquency rate to be 1-84
established for each crop and/or and each
loan cateqory for each grarter TRDE quarter
beginning 1-84 with 9/83 records. thereafter
(pages 3, 16-17, and page &1 annex B)
AID Irputs regquired (pages S55-959)
if project extended.
(A)Y Institutianal Development:
a. Froposed long term (L/T) USAID/TRDB 4-84
personnel. (page 56)
b. Proposed short term (S/T) USAID/TRDE 4-84
consul tants. '
1. Planning and Research - USAID/TRDB FY84
8 PM (pages 57-58) FY 83-86
2. Management Trainiﬁg ~ USAID/TRDEB &-84
1-2 PM (page 58)
2. Other ST training - USAID/TRAD 4£—-84
required and identified - to 4-86
c. 8/T Participant training USAID/TRDB 6-84
totaling S6 FM. (page 59) to 6-B6
(BY NAFCREF - Fund as per item USAID/TRDB S5-84
14 and 22 above (pages S8-59) to FACD
Review Project status and above. TRDB/USAID Quarterly



13. EXECUTIVE SUMMAR

. The Resources for village Production and Income (RVPI)
was designed to increass rural production and income by
strengthening commercial delivery systems for production of
goods and servicea to villagea. Major outputa were to be the

(a) sinstitutional development of the Tanzania Rural
‘Daveloprent Bank (TRDB).

(b) finaﬁbing by TRDB for increasad manufacturing
capability for processing mills and farm implemaents
and their use in villageas to increase production
and incone.

(¢) proven technology and methods for channeling much
larger resocurcea through TRDB to larga numbers of
villages to increase producticn and income.

The original PP waa for 7 yearas with a U.S. input of 343
million. The Project Agreemant, aigned in Auguat, 1980, was
anmendad in March 1983 to raduca the planned ATD funding to
$15 maillion and change the PACD from 13987 to December 31,
1984. The reason for thia curtailment waa largely a change
in AID/W views on prioritieas, not project progresa.

To date 210,175,000 of AID funds hava been obligatad
with about one half of that spent. Because of initisl
delays, normal in project contracting and start up, but not
plannaed for in tha PP achedulae, mroat AID inputa were about a
year behind: the PP achedule. Howaver, tha critical computer .
ayatenrn funded by IBRD (IDA) ia two and a half vyears behind

schedule, (inatallation axpected by January, 1984 inatead of
June 1981).

Achievement in manufactures and Bank placement of village
food procesaing and farm equipment is only slightl behind
achedule and individual units are proving more socially and
economically acceptable and beneficial than the PP eatimated.
If readjustments are made for atart up delays of one to two
and a half years, TRDB inatitutional progresa is near tha
original achievement sachedule relative to inputa provided.
- Two aspects need greater emphasia and effort. Thaegsa are
detailed deacription, planning and scheduling for individual
outputs and a better plan with more specific direction in the
development of Studies and Planning capability. This was to
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have been an important factor in future ability of TRDB ¢to
define and implemnunt Phase II, and is necessary now with
Phase II eliminated to enable TRDB to prepare sound proposals
to international donors for financing of future TRDB, NAFCREP
and other programs and for TRDB to become financially viable.

As a result of the Tanzanian Government default. on a
acheduled repayment of earlier development locans to the U.S.
Government, AID was required, under the Foreign - Asaistance
Act, to refrain from further obligations of funda. However,
because of the delays and overly optimiatic initial
acheduling, the PACD of the current project muat be extended
to Septeaber 30, 1986 to achiave the outputs planned.  This
should be done immediately end additional funda obligated.
. As a mimimum, 3,730,000 should be provided by AID bringing
total obligationa to $£13,905,000. AID/W should take
neceasary action under its exisating authorith to permit this
extension and addition of funda. The conaequences of failure
to extend the PACD and increase financing would be to place
in aerioua jecpardy progress made to date, and in fact,
‘poaaibly to leave TRDB in a worse poaition operationally and
.financially than it was at the start.

If the Section 630 Q of the FAA constraint on further AID
obligation ia removed by payment of the amount due or general
donor agreenent on reascheduling,  then AID ahould plan ¢to
provide the full $15 m. as planned in the Ammended Projact
Agreanant. The ditional funda (31,095,000) above the
213,905,000 level should be used primarily for NAFCREP, with
a small aaocunt used for assistance in planning and research
in general and inplementation of a realiatic, phased plan for
undertaking the new cooperative developnent progranm.

Specific recommendations made with respect to TRDB

operationa and time phased project outputas, described in
Chapter IV, include: »

l1.) Preparation and issuance of a policy and procedures
manual, with periodic up-dating.

2.) Economic research and planning capacity adequate to meet
internal needs and to prepare well deaigned projects
propoaals for international donor financing.

3.) Raeconciliation of accounta on existing loans.

4.) Accounts and records transferred to new computer.

S.) Procedures and tranafer of loana in critical default ¢to
“Collection Only Account®.

6.) An improved management and control aystem ‘qtablishcd.

-2 -
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7.) A. staged, feasible plan f£for undertaking the newly
assigned cooperative banking function planned and
inplenented.

8.) An internal audit and credit review system davelgped and
implerented.

9.) Raeview and revisaed record keeping guidance for Head,
Regional and Diatrict offices.

10.) A training plan adequate to meet the institutional needa
in undertaking a large array of improved procedures and
large volume of businesses planned and implemente

11.) Plana JLvolop.d and implenented for transfer of the
input digtribution functions, diaposal of inventory and
specialized facilitiea and azcounts closed. Objective
A-3 ahould then be accepted as completed and require no
further ppoject action on input diatribution design.

12.) New lending progrars for NAFCREP adequately researched
and, as appropriate, undertakon, e.g. o0il end sugar
mnilla. '

13.) The issuance of maize nmill spare parts resolved &nd
nethods for repair and maintenance put into opaeraton.

14.) Project objective A-4 states, “Iaprcved national
coordination which will lead to more effective support
of wvillage activities.” appears too broad for the
project or TRDB. It ia recommanded that this item be
deleted or narrowad.

Two quantitative measures of improvement in TRDB’s
operation will be:

a) Collaction ratas will be subatantially increased,
loans in default will be greatly raeduced and
intereat incomre will more accurately raflect
interest actually collected.

b) With improved collection the volume of new loans
will increase. ! '



14, Evaluation Methodology

The avaluation was schedulad as a part of the Original
(198@2) Projact fapaer wnich visualized a tTwao phase (I,1I1)
program with U.S. $4S million AID inouts. Tha ogroject
evaluation was o be a basic input for cesign oFf Fnase Il.
In 1982 the project was redesigned at AID/W's initiative and
in March, 1982 an amencment to the Project R(greement was
signed reaucing funding to $15 m., PACD to Decembar 31, 1384
(ingtead of 1987). This provided for an evaluation the 3rd
guartar of 1983 to: a) evaluate orogress and orovide
recommendations on the need ffor extension heyonc 1384, b)
assess feasibility of reacning project objectives with arnd
without T.AR., angd ) make recommendations on Ffuture ARKID
inouts ana tne scale of future project operations.

Three co%sultants, orovided by RID under contract with
RONCO, tne TRD3 Frogect Director and the USAID afficial
project manager constituted the evaluation team. &/ll oF the
sgnicr officials of TRDER, sam2 regicnal affizials amd many
USARID'parsonnel participated in suoply of informaticon arng in
giscussions of the implications af alternatives.

The amcunt of background material is nuge, inQiucding
predecessor orsjects, a tnree valuma Frojact Faser, a revisac
Progject Paper, the Project Agreement and Amenaments and many
detailed Bank reports. These were stucied and six cavs of
fiela work carried out in separate f2arties, winere regionail
TRDB offices, training, village snops anc mills ware visitac.
The final one and one half of the total three weexs were
spent in reviewing Bank records, writing and discussing
alternative conclusions and formulating recommencations.

Inaividuals contriouting incluoe:
.
1 TRDB ’

- 'the Praojgect Director wno is alsa a Bank Director, as a
member of the evaluarion team.

-~ Chairman

~ Gereral Manapger

= . four otner Directors
- Ttwd Regional Maragers
- tws District Maragers

-~ five exnatriate consuitants tx TADE
(three RID funded ACDI cuontract personnel!



(two AID/PSCYSs)
(one IDA/TRDB cecntract person)

LSRID

- the Director

- the Assistant Director

- the Agriculture foicér

- Program personnel

- 5rogect Manager, who was a memper oF the team.
Qthers

Discussiong were held witn many people at village aiils,
shops, and cart manufacturing facilities. Mill and other
ecuioment manufacturing factories and tne Tanganyika Farming
Association Neadouarters were visited. '

|1S5. External Factors

major changes in project setting include a sarious
erosion of Tanzania's GDP arnd balance of 2ayment situations
which resulted in extreme scarcity of spare parts and farm
oroduction inputs and cefault, in 1982, won a U.E. oayment
aua. This latter nas resulted in a reqguired susoension of
new RAID nbligations in 1383. Anotner factor was the aariiar
AID/W cacision to limit the project t3 Phase I anc a PACD  of
December 31, 1384 ratner than 1987. The general uncerlying
assumption concerning rneed for and returns to some elaments,
espetially maize mills ana ax carts, ~nas QrovVer tao
congervative. Scme elements have peen ageclined funcing
pecause tneir returns and/or plans for use ware not
considered favorandle (village motorizad transcort, Sneowns
angd shops). Some items not spnecifically foreseen, 3Sut
consistant with orojaect objectives now appear so  favorable
they snould oce inciuced —-- small scale human/ m:. millis a&ana
animal powered sugar mills, ; ;

i6. Inputs

Most of the inputs arrivec almost 12 months after their
FP planred arrival, out  within sconedules normal to NSsSTt
Sountry contracting, ard with other start—-up hurdlas. Txoapt
for one oersorn, now gone, ali persocnnel, incluginmg %he
current 3 RCDI and 2 others are well accensted and
proguctive. Afte~ early delays, participants ware scnt

[powered
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abroad for training. Thae number of senior personnel now
overseas is so large (19) that it is posing a handicap to the
Bank, and will cause some reentry congestion, but should be a
positive long-run factor. Ore problem in this large excdus
for training with the now curtailed progect 1is that some
important needs apoear to have been missed armd some programs
not adequately designed. However, training is. pbeing well
handled.

The professional input for plarming and research was
diverted to accounts and management improvement uoon arrival,
which at the time was considered of higher priority and a
basic requirement for planning and research. It is difficult
at this time to evaluate the validity of that corclusion.
But, on any case, it still leaves the plarming and research
improvement program largely unsupported. the evaluation team
recomnmends a program of well designed short term TA support
to that activity. .

It is recommenderd that AID cary through on its
commitment to provice $13 . for the ameraced project,
extending the PACD to September 38, 1986. Furtner long-term
participant training should be eliminatee unless very unusual
needs are daemonstrated. TR */shoculd be continuad through
September 1986, with one ACDI consultant extenaeaq/ to December
31, 1985, "Eight person months of short term consultant input
in research and planning is needed and aporoximately € perscon

“months in other areas.

The@ IDA furnded computer system, a major elemant ofFf the
project, which was tn arrive Jure 1981, finally arrived in
September 1983. Delays in completion of the nrew Bank
building hHave kept personnel in extremely iradeguate offices.
This new building should be occcupied by January 1, 1984, out
special efforts are being mace to provide facilities for the
computer in Novemboer—December 1383.

17. Qutputs

MaJor ocutputs were to be development of TRDB
institutional capapility and specific programs of village
investment support.

In general, the village investments in mills, ox ploughs
and carts; and mosgt institutional development aspsascts, are on
schedule if one considers nurmal delays whicn the FF dia not
anticipate, e.g. little over a year to prepare a host country
contract ana get long—-term pecole on board. the tws and a
half year computer delay has delayed the adoption of a new
centralized computerized recocrds and accounting system and
indirectly deluyed other elements.

/2 peop..
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One imorovaement recommended in the avaluation is for
more axplicit definitions of each output, the tasks and
sub=tasks that must be performed to produce it, the gsoeecific
inputs required, the scheduling and agsigrnment of
responsibilities with identification of linkages and
sequential dependencies and an adequate progress monitoring
system. The principal output change is better definition of
outputs required for, for example, achievement of the TRDE
institutional developmaent objectives.

Obgective A-3, (improved agricultural inputs marketing
and services) which was aimea mainly at relieving TRDB wof
responsibility for input distribution should be deleted with
completion of the impending transfer of this responsibility
from TRDBE. Obyective A—-4 (improved institutional
ceordination at the village level) should be modiTied to
indicate clearly that TRDE will participate but not be
responsibla for coordination. this cbjgective/cutput appears
too broad, involving too many atner agencies to be
appropriate for this project. '

18. Purpose

The stated purpogse is "R strengthened and expandcded
commercial support and delivery system for the provision of
production related gosds and services in villages,"

The EORPS are:

1. Increased instituticonal capacity of TRDB +to serve
villages.

Ee Increased village participation and apsorptive
capacity.

3 Increased production and village incomes.

4, Improved marketing infrastructure and sarvices
expecially in villages.

s. Imoroved natimnal institutional coordination for
more efrective support of villages.

Since none of the EOPS indicatows.. are auantitatively
gescribed, our assessment must be subjective. On that basis,
the evaluation has concluded tnat acceptanlie progress has
been made. In the expanaed evaluation report scome more
specific definitions are suggested, for examnle, as to TRDE's
capability at the end of the project and the soPcific ontputs
rieeded to oroduce tnis capability. Expected NEFCREF outputs



are approximately as follows:
DY, .
- capacity to produce 6,000 ' ploughs per year and
7,202 farms served. :

- capacity to produce 1,903 cultivators per year and
1,502 farms servead.

- capacity to produce 3,500 ox carts per year and
3,508 farms served.

LG
- 1,265 new maize mills produced and ... 500 villagas
served with mills.
R .
=-30..0il mills and -30- villages served.
-, ‘

oL
- - 60 .sugar mills and ..60 'villages served.

19. Goals/Sub-Goals

The program goals are improved well being and increased
participation of the rural poor in a growing economy.

The project goals are ircreased productivity, production
and income generating activities and improvea marketing of
goouds and services in villages.

Under this and tne pravious projects about 1,320
villages have recieved maize or rice mills and tne total will
reach about 2,130 with $607T receiving sugar or o0il wmills,
Therefore, at 2,003 peonple per village, 3 million people have
already benefited from this element and the total should be
well over 4 million. In addition, the ox implement program
should benefit 50,220 farm family members.

The achievements citad above are very specific to the
RID efforts. Increased TRDE capability is somewhat mnore
sharad but is still largely due to AID support. In the long
run development of TRDB capability and increasegd resources
will benefit practically the entire population. |

20. EBereficiaries

The beneficiaries will differ amsng tne oraoject
elaments.

Oxen drawn implements, including ploughs, cultivators
and ox carts, will benefit families on small to medium size
farms, generally those tilling 18 acres or less. Direct
benaficiaries will be the owners ard their families, out the



lower income villagers will benefit from custom worlk or
rental, especially of ox carts, and from ircreased emoloyment
opoortunities in hand operations resulting from increased
area tillaed and improved yields on area tillad. Increasas in
yields are expected to come primarily from greater ang more
afficient use of organic fertilizer macde nossible by improved
transport using ox carts. Ox carts are expected also to
reguce post-production losses in the fields and in transport
of goods. )

0il and sugar mills will make possible village level
production of unrefined oil and crude sugar from oillseeas and
cane grown in areas where, for want of processing facilities,
none is now grown.  It®-will also contribute to  improved

nutrition by augmenting the supply of the now extreme:.>

scarcity and high cost of 0il and sugar. These mills will
&lso substantially increase employment ocoportunities and real
incomes -for the lowest income people ——- the village workers.
Over 200,280 additiornal jobs would be provided if Tanzania
were to bridoe the present estimated domestic sunnly/demand
gao for sugar (over 100,008 MT) -« b TR = SET
with village level small scale mill proguction. Village
level 2il production would substantially increase this
number. ‘The project, per se, plans €@ village vil mills anc
the evaluation team suggests 108 sugar mills whicn would add
at least 1,000 jobs and benefit apout 382,008 people in the
1@ villages served.

Maize mills benefit all villages served in <*that they
provide a more desired and probably more digestible ogroduct
than hand milling or parched whole maize. Thus, about 2,000

pecple, particularly lower imcome people benefit oper maize’

mill., The affluent are able to go lonper distances to find
milling services than can low income families. The most
direct beneficieries are women and alder girls who are
relieved of the hard and time consuming task of hand maize
grinding (mortar and pestle) permitting them more leisure or
more time for other home or field work. We do not curently
have information on where they spend the time saved nor where
they optain the money to pay for the custom mnilling charge.
Whatever, the fact is that maize milling serviges are very
much im demand and, Judging by containers browght / and pecole
in line in many villages visited, used by the very poor
segment of the population.

The broader pgoal of developing the  institutional
capability of TRDB, when achieved, will enable the Bank to
sarve essentially all the rural population with crnie or mnore
inproved villape industry or farm proguction services and
inputs. '

[}

The approabh used here, promoting agro—inaduastry at the



village leval, though not unique, is uncommon in its success
to date. Part of this success comes from the eritical
economic, particularly balance of payment, situation in
Tanzania and the approach to socialism which ihas - foreclosed
some other altarnatives for organization of such services.
The lack of raw materials, equipment and maintenance services
through other channels imposed by FX shortage is arnocther
factor in project success. The current plan for develoomnent
of cooperative societies in most villages is likely to make
the aporoach taken in this project even more successful,
unlaess Goverrment insistance that farmers sell all their
produce to scciaties at unrealistically low prices further
weaklns the farmers' incentives. This progect should be
replicable in other countries, especially in Africa where
gimilar conditions exist -- lack of processing fTacilities,
lack of animal equipment etc.

21, Unplanned Effects

To data few unanticipatg effects have nccoured. Villaga

mills have proven nmnore profitable than anticioated and;

because of aeconomic straights which limit alternative surces,
project suoplied equipment is in greater cemand tnan coulg
have been expected in 1978/73 when the FP was being prepared.

" While not strictly a project effect, the loan default
which has held up further obligations under this oroject has
created implementation problens and lowered morale.

-

22. Lessons Learned

There ar-e sevaral things that shoulg be dore ditferently
in the future in a project of this nature: S

a)  The percieved strong commitment of the U.S. of $45
m. which subsequently was wunilaterally recuced by 330
million, has created some internal operating oaroblems but
more serious problems of TRDB morale and inter—-covernmental
relationsnios. It would have been better to have spent more
effort on Phase [ concentrating more osn 1) develooment of the
institution to the point where it could more easily obtain
concessional funding from international donors, not
specifically vhe U.S., and 2) developing planning and project
preparation capability including production at the end of the
project, of a paper or proposal adequate or near adequate for
IDA or bilateral support.

b) The progect should have been more relaxed and

realistic in initial schedules. The FP should have reflected
the fact tnat it usually takes at lazast 15-16 montns to  got

\ O



effectively underway, aespecially wherae host country
contracting is involved. To succeed in international
development you must be an optimist, but unrealistic initial
scheduling is probably the most common causas of friction
among parties ana of useless finger pointing. ’

e) In extending this to another country it would be
daesiranle far AID and thne implementing entity, 'especially if
it is a bank, to reduce somewhat its direct involvement in
handling of imported commodities and raw materials, movement
of semi-finished material, distribution of finisned material
and linkage of supply materials and equipment to the approval
of a loan application.

d) In preparation of implementation schedules and
plans, the outputs required to produce the purposes and goals
shuld'be more precisely defined individually withi tasks and
sub-tasks for their production detailea, specific inputs
required to accomplish each task snould be defined and
indiviguals responsible irdicated. Specific time tables for
start and completion of each task should be irndicated as
accurately as possible. Sequerntial depengencies also should
be shown by a network or conveyed verbally in the scheduling

An evaluation of tnis type and for the purpsses
suggested in the PP should be a joint exercise. Rpolicable
ARID puidance should reflect this priority. In this
evaluation there were at least tnree sets of requirements

- the scope of work for the 3 contract team members

- the PES instfuction

- the ASIA Bureau constraints analysis instruction

There is also the question of what is likely to be nmnost
usaful for the host country project manager and host country
in their decision making process and other related projects.



