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The origin of this rather lengthy memo was a statement made on pages 11-7
of the Siliana Rir evaluation re.ort nrepared by Practical Conceprt Inc.
(®CI) contract team in September of 197¢, DUPeferring to the Central
Tunisia Tural Development (CTR)) project as Phase ITI" of the Siliana

R project, the report scated that, acmording to everyonme that the PCI

team had talked to. Phase IT ha! been 'developed independent of Thase I"
and that a quick reading of the CTRI® documei.i showrd "no obvicis use or
reference to the Siliana nroject axpericnce

I was rather puzzled !y tir statement since T had talked to the PCI
team more than once about the lessons we had learned from the Siliana R©:
experience. Ohviously, what the PCI had becn lookine for were specific
references in the CTRIY projcct documentation to the Siliana R project
and, particularly, to sg-cific acvivitios funded under the project.
However at the time that the CTRD project was being doesigned, rvost of
the Siliana ™ interventions were barely petting underwey (the exception
being the CARE/!edico water improvement project). This cxplains why
there 1s little reference to these interventions in the CTRD project
documentaticn (excer! In the Potable Water PIN).

Nevertheless much Lad already becen learned from the Siliana RD
experience at that time but most of these lessons were not technical

in nature but rathey manaperial and imstitutional, Tor Instance,
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valuable insights were gained into the working of the Tunisian
Administration at the governorate and local levei, particularly with
respect to the planning, budgetine and managesment of the GOT Rural
Development Program (Programme de¢ Développement Rural or PDR)1$ Some
of the insichts and the conclusions ‘lerived from them are discussed 1n
Section 3 of the Nctoher 1977 CTRS Concept Paner. The major lesson
learned was that little progress toward tlie development and implementation
of Tunisian integrated rural developuent strategy could be achieved
through studies znd rural developrent intevventions essentially managed
and/or coordinate: by USATD Neither "pump-priring’ nor "institution-
building * could be successful in the absence of a concerted effort to
develon~ aud/or strenpgthen a GOT carability tc plan, manare and evaluate
RN activities at the regional and local level. In the following pages,
I will attemnt vo describe in more detail what experience was gained in

Soutiirrn Siriana and how this experience was incorporated into the CTRL

aropram design.
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1/ Under that program, the GOT ‘inistry of Plan allocates funds
Eirectly to governorates (rather than to technical ministries and
agencies) which spend them on small projects and subsidies which
benefit tlie rural poor.



I. The Siliena RD Project: Purpose versus achievements

The first lesson of the Siliana RD project is that no matter how well
the preparatory research work is done for an RD project, the risk is
high that unforeseen events will deflect project implementation from

the intended course of action and, therefore, that project ovjectives
will not be achieved. This is a lesson that we must keep in mind as
CTRD project implementation gains qementum,

Siliana project iuplementation was preceded by a volume of research and
analytical work which to nost observers, seems out of proportion to the
actual level of effort provided. In addition to the PP, the Mission

(or rather Dr. Hirsch who was then project officer) also prepared a

110 page description report(l)as well as a 42 page Sector Peper on

Rural Developnent (May 1977). On the GOT side the Ministry of Plan
conmissioned the National Center for Agriculture Studies (CNEA) to
prepare a six-volume preliminary report on a proposed Southern Siliana
integrated rural developsient project.

According to the Project Paper, the overall purpose of the Siliana RD
project was "to test and demonstirate ways in which changes in the rural
economy of the project area can increase rural income, and how the
quality of life for men and women can be improved by other means for
target comaunities and households", It should be noted that the project
purpose vas very similer to the overall CTRD program goals, The Siliana
RD project, however was divided into two phases, of which only Phase I
was iaplemented. The purpose of this first phase, (again to quote the PP)
was "to study and test selected (actors in the situation in order to
determine critical clements of an agreed strategy for a long-range AID/GOT
rurgl development program."

(1) Description and problems of an Area Proposed for an AID-assisted Rural
Development Project in Tunisia - Rural Development, Siliana, April 1976.
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While the PP stated that the results of Phase I would be applied to
design the "mature phase" (Phase two) of the program for the project
area it provided little information about this second phase. It was
not even made clear why Phase II should be limited to the Siliana RD
project area since, according to the PP, there were"at least twelve
delegations which share with Makthar and Rohia the same economic and
human problems" and the project was being desipned with a 'View to
permitting replication in the whcle mountain and steppe interior of
Tunisia."

In light of the similarity of overall project purpose and the potential
for replication of activities tested in Southern Siliana, it appears
logical to view the CTRD project as a geographically expended Phase II
of the Siliana RD project. This view is supported by the fact that the
decision to terminate the Siliana RD project at the end of (an extended)
Phase I and to go ahead with the development of the CTRD project were
made simultaneously,

Most of the lessons learned from the Siliana RD experience, however,

do not flow from the project activities actually undertaken but rather
from the problems encountered in implementing the project. By focusing
on individual activities (subprojects), the PCI evaluation failed to
identify the more complex underlying critical factors which were in fact
tested and sabscquently taken into account in designing the.CTRD
project.

As contemplated in the PP, Phase I of the Siliana RD project was to
proceed on two separate tracks: an "applied research" track and an

"immediate investment"track. The "applied research" component was to
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consist of & series of studies related to agricultural and other
income-producing activities, social services development., comnunity
organization and rural household behavior., the resulls of which were

to be applied to the design of Phase 1I. The "immediate investment"
component  however. while not necessarily experimental on a technical
level, was intended to test a nunber of importent institutional relation-
ships such as (1) the ability of various [funisian government organizations
to reach out into previously neglected rural areas (2) new ways of inter-
action between the formal administrative structures of government and
rural cormunity leaders and (3) the ability of the GOT and AID to colla-
borate in a localized RD program. The research effort was to test new

modes of collaborative research between Twiisian and other scholars.

There is no doubt that the apgricultural component of the Phase I "applied
reseacch" was dealt a severe blow by AID/Washington's inability to recruit
a Irench and/or Arabic-speaking experienced steppe-zone agronomist
willing to live in Makthar. Among other tasks, this mythical expert was
to conduct a detailed agricultucal survey of the project area which

vould result in recommendations for [urther specialized studies and
experimentation. llot only was this initial survey never carried out but
only one short -term agricultural study was conducted and that by a fruit
tree expert,

The joint social science research committee called for in the PP was
indeed established on paper but never managed to enlist the active
participation ol the Tunisian academic community. In any event, it was
unrealistic vo expect such a committee to design a research program which

would determine (1) the appropriate level oi govcrnment sponsored social
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services infrastructure (2) alternate means of organizing a.d
delivering these services and (%) other form of community-hased
activity. Even the socio-econowic survey of the Hababsa secteur of
Rohia delegation which was designed by the more policy-oriented CNEA
with the assistance of a U5 social scientist did not produce data for

use in designing alternatives fo existing prograus , Neither did the

study of small industry in the project zone carried out by

Georgia Tech,

As Tor the "imuediate investment'" component of Phase I,it obviously
also suffered fron the failure to recruit the steppe-zone agronomist
but this alone camnot explain the fact that it ended up resembling the
GOT's Rural Development Program (PDR) for which it was intended to
serve as a wodel. In fact Arthur Downen's words to describe the PDR
can equally apply to the Siliana RD project activities: "Far from being
an integrated progrem, as the nwne would suggest, the latter consists

of a bundle of disparate actions"...(page 7 of Dommen's Final Report) .

An in-house project evaluation was carried out al the time of Hirsch's
departure, In addition to a long ecvaluation report submitted by Dr.
Hirsch in Aupust 1977, the liissior subnitted a Projeect Fvaluation
Suamary (PE3) in Septeaber 1, 1477. That docunent recoanended that
Phase 1 of the project be cxtended by one year as implementation was one
year behind schedule. lo recommendation was made for Phase 11, but it
was noted that the agricultural component of' the project could not
succeed wiless Lhe services of a conpetent steppe--zone apgronomist

hecame availeble,
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If the PCI evaluation team had read the September 1977 PES more
carefully, they might have found clues as to how the Siliana Project
experience did affect CTRD project development which was to begin the
following nionth with the preparation of a Concept Paper. The following
PES conclusions in particular reflected Mission perception of the
Siliana project experience to date and its aplication for a possible
Phase 2:

(1) thile the agricultural actions wadertaken or planned under the
Siliana project could bring some economic benefits to the population,
they hardly shaped a co:prehensive agricultural development program,
nor vwere they "likely to provide insipghts into developmental issues
facing the area."

(2) However, the Siliana cluster of projects did provide USAID with an
oppRrturnity to gain a better understanding of how things really worked
at the governorate and local level: the difficulties experienced by GOT
agencies at all levels in coordinating their activities in the context
of an "integrated” ~ural developuent project and the constraints imposed
on project implenentation by the "lack of RD planning and management
staff at the Jilinna Covernorate level,"

(3) The GOT had no overall rural development strategy and there was
little integration a* the conceptual level betwee: the actions carried
out by the various agencies in pursuit of their owm objectives,

(4) ALl in all RD plamning and japlementation as well as coordination
between AID and the GCI' was severely alfected by the lack of a sinpgle

agency responsible for rural developnent,
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The experience gathered over the following year with Arthur Dommen in
the field confirmed the validity of these conclusions which played an
importent role in shaping the CIRD project as it evolved from a
primarily infrastructure project proposal unsuccessfully submitied
to the IBRD to a complex RD program with regional planning, applied
researcih and experinental components.

II. HMejgor Lessons Drawn {roan the Siliana Experience and Applied to
CTRD DFOJecL nanarement

A. Project lianagement
The difficulties experienced in the course of the Siliana project's
iuplementation reflected to a large extent USAID's failure to build
into the project design adequate provision for the development of a
GOT project ananagenent capability.
The problem appeared to have steaned in part from basic differences
between (and possibly aniong) AID and GOT officials with regard to the
scale of the undertaking which vas to be managed., Thus the interven-
tions identified by the CNEA study of June 1976 for inclusion in the
"immediate investment" component of the project totalled TD 8.2 million
(nearly $20 aillion at the 1976 rate of exchange). 1In a subsequent
Project ldentification Swamary* entitled "Integsrated Rural Development of
Southern Siliana". the Ministry of Plan cited a project cost total
(including studies) of 1D 17.9 million (over $40 1illion),**
Both the CHEA report and tine Project Tdentification Summary called for the
creation of a "cellule technique" which would be responsible for programming,
;/ ullch@ d‘Id;Q11[15a1idﬂ'd; Projet

/ The increase over the CIEA total reflected prinarily the addition of
a da. and rural electrification.



-9

monitoring and evaluating project impleme.tation. As a matter of fact,
the CNEA insisted thal tire success of the project depended on the
immediate establishnent and start-up of this project management
unit,
It is hard to believe that ATD ever considered such a large investment
program for the lwo southern delegations of £iliana governorate (even
if one assumes a 50¢ participation of the (0T) but there is no doubt
that a dowm-scaling of the Siliana RD prograw did take place Tor
reasons not obvious from the AID project docwaentation. It is clear,
however, [from the CIBA report that agricultural development was to be
the cornerstone of the development stratepgy for the projcct area and
‘hat much of the apricultural development was to take place through
irrigation oi' Lthe Rohia plain., According to Roger Carlson, vho was
USAJD/Tunis Progran Officer at that time, irrigation of the Rohia plain
was initially considered for a major AID investment effort but these
plans werc abandoned when it was discovered that drainage problems
would make an irri:ation project uncconormieal. (An expensive Rohia
plain drainage project is heins [inanced by the GOT).
The failure Lo recruit a dryland agrononist led to [urther atronhy
of the agricullural cowponent of the “iliana RD program. As a result,
the MC77 road project which was then considered as only one of several
majer components of tﬁe prosram now appears out of proportion Lo the
remainder of' the interventions., 'This has led the PCl tean to make
the somewhal misleading statesent (on pape 111-1 of their evaluation

report) that "aost pro,ect resources were diverted to roads and
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potable water", The truth is that the agricultural component just

faded rsay.

Tn his evaluation repori of Aupgust 1977 (page %) Abraham Hirsch

eriticized the "technocratic managenent-cell concept' underlying the

CNEA proposal and stressed the importance of using the existing structures
of the aduinistration., I!le added that the liinistry of Plan never lormelly
adopted the CHEA concept as its own and that, had it done so, the concept
would have piven UJALD proble:ns in terms of costs and as a management
approach, It thus appears that Jlor diffcrent reasons,both Hirsch and the
Ministry of Plan feared the ereation of an Agricultural Development
Authority (Office de Mise en Valeur) under the supervision of the Ministry
of Apriculture, should the "management cell" concept be adopted,
Nevertheless, the ['irat RD Project Agreenent of June 30, 1976 (which
obligated a paltry $120 000 for research, immediate actions and vehicles)
did call for lLhe establishment of project coordinativon units at both

the Tunis and Siliana iovernorate level (in addition to the ill-Tated
gsocial science research cownittee), HWhuely: (1) An Executive Comnittee
would be entrusted with the peneral canagement of the project at the

Tunis level while (2) a ilanacement Section would be established within

the Rural Develop:eni Unit -f the Governorate to coordinate project
activities at the iliana province lvel. In fact neither of these
coordination uniis was cstablished. Vhile the failure Lo formally establish
the Tunis -level cormiltee was of little iaportance(as the officials which
would have corstituted ils wembership net inforaally wherever the need arose),
the failure to establish a project aanageanent capability at the Siliana

Goverperate level had more serious consequences.,
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Adnitedly, the idea of creating a special section to coordinate AID-
financed activitiec was poorly conceived to start with. It would have
seemed logical  instead, lo strengthen the capacity of the Rural
Developaenit Unit as a whole Lo nanaie the tlovernorate's rural deve-
lopment prograi. ol which tne ATD funded aclivities were only a small
fraction, In ithe absence of a Rural Developunent Unit at the Covernorate
level (its first serber was appointed only in the Susmer of 1978) the
burden ol coordination at the provincial level fell.- on the Decretarys
General ol the Jovernorate and on the Ruejjional Commissioner {or
Agricultural Development (CRbA).  since these two of{'cials were too
busy Lo spend uuely tiwme "on the saall AlD-funded RD activities, it
~ecame wore and more expedient to deal directly with ddegsation-level
officials dircctly involved in the iaplementation ol AID-Tunded
activities. thus Lv-passing the covernoratce bottleneck. By the time
Arthur Do.amen arrived (o sonth aiter wme), the saue delays in project
impleaentation which nnde It necessary to extend Phase I by one year
also motivated Migsion nanagesent to perceive Douaaen's role primarily
as thali ol an expediier, [U iz no wouder, therclore, that Domnen chose
to reside in Makthar rather Lhan in Siliana  ac irsch had (with the
support. of' USAIN's top aanagewent) reco aended, Thig decision meant,

in effect, that Aclinmr Looaaen-- rather than the jovernorate.- became

the focal point of Hiliana RD project coordination in the iicld,

As CTRD project develop.ient ot underway with GOT and AID/H
acceptance ol a concept paper late in L1977, a congcious cfiort was

made Lo lake invo accomnt the lessconn learned irom bhe Diliana expe-

rience f[ro. ihe standpoint of project managemnent, For instlance:
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(1) Propram Scale: In his evaluation report (page 22), Hirsch admitted
that the Siliana RD progsran had not reached the "eritical mass" needed
to "meet the twin objectives ol iaproving life of the rural poor in the
project area and lheir productivity, and at the same time boosting
Tunisian performance in developin poor arcas"., Lore to the point,

the Siliana RD progran had failed to reach the critical mass necessary
Lo mobilize hoth ATD and 01 technical znd orpanizational resources.

In the case of CTRD, by expandin: the project area fror 2 to {.dele-
gations and idenviiving a .inlau. development potentiel for this relatively
procr and nerslected area  USALD was able Lo obtain from ATD/W more
eflfective gsupport in terss ol vecruitnent o1 consultants needed for
progsras developaent and, I'rom the 01l. a higher level ol participation
in progra. planing and decision-maling., Iu big Final Report (page 63),
Mr. Dommen criticizes AID's decision "to contract with the University

Lural assessaent o)X the CTRD area from the

j—t

of NMissouri to a2'c an asricu
bottoun up "wienr socen information was already availabice from other
sources, Poumnen, however, aissed the point that this assessment by a
reputalile U. 5. uni crs{ty (assisted by the CNEA)  was necded to convince
the AID agricultural establisnaent that there existed an agricultiural
developueni potential in Central Tunisia (In one of his trip report,
Carl. Ferguson. USAID T&A Officer mntil July 1976, had recommended that

Southern Siliana be converted to a national park!),

(2) GOT Project ilanapcment Structure
Early in the CTRD proirai development process, it was decided that the
responsibilily For project aanacenent should be firmly assumed by the

GOT and not vy USAID as had been the case with the iliana RD progranm,
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This was particularly important in light of the projected phase-out of
AID assistance to Tunisia after I'Y 1901 and Assistant Administrator
Vheeler's directive that AID be a "wholesaler" rather than a "retailer"
of assistance. 'The CTLD project paper wade it very clear (page 20)
that CTRD would Le & (:0T/contractor implemented progran and that program
management resporisibility would rest with the Central Tunisia Development
Authority (UTDA). Thig concepl is still valid even though delays in the
establishment and starling of the Anthority so lensthened its gestation
period as Lo cast doubt on its ability to assume full program management
responsibility before the end of I'Y 191,

B. 1lnstitution building versus Pup-Priming
In his Aupust 1977 Evaluation Report (pare 22) Bram Hirsch made the
point that he did not want the Siliana RD project to vecome "a routine,
old-style AID project, heavy on institution-building, participant training
and U3 advizors, light on direct efiorts to alleviate underdevelopment
and help the rural poor." Instead, he advocated a strategy of working
through existing goverrnent structives (rather than through a temporary
structure created specilically to nranage the project) with a relatively
nodest level of finencing intended priasarily as "pump-priaing" to
encourare rceallocation ol linited 0T resources (particularly management
and technical stall) Lo niterto neplected groups and areas (pages 3-17
and 3-1).
Tn the case of the Siliana RD project. this strategy was less than
successful. for o number ol reasons: (1) existing govermnaent structures
at the local level were wealk in bLerm of outreach capacity and (2) the
activities vndertaken (particularly in arriculture) were technicall

and/or orpanizationally too complex for local goverment structures to
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implement thus requiring USAID to perform a management/coordination
role at theproject wrea level.

One alternative to working throush the existing locel government
structures is to sel up parallel cstructures for project implementation.
This is in effecl wvial UD voluntary agencies such as Save the Children
and CAREﬂAedico (to a lesser exlent) have done in the Siliana project
area, The gain in eflectiveness however, is offsel by a loss in terms
of "pumnp-priaing". Yhile the voluntary agency programs may act to
create or stinwlate a denand for the poods and/or gservices they provide
they have no effcect on the mpply side excepl to the extent that they
work througrh host sovernment structures (as Care/Medico does in the
case of health education), In addition duplicating existing government
structures can be very expensive,

The other alternative is to conbine "pump-priming" with "institution-
building” so that the host ;overnment develops a capability to carry on
the RD activities after the project has terminated, This can be achieved
by (&) otrenghtening existin, structuores (b) supplementing then by a

coordinating structure and/or (¢) setting up new implementing structures.

1 1

It is obvious thal "poap-priming'" is wmaximized and "institution-building'
miniaized if existing structures are sirenghtened and their planning

and coordinatin: capacity v i1t nap,

In practice, the "institusion-building" and project management issues
were never considered separately, Since it was AID's intent that the
Central Tunisia development elforl be managed by the Tunisian Government,

vie viere prepared to assict bthe GO huoild up its capacity to effectively

manage a prograa long, after the last U.S. input had been provided.



The discussionsheld with GOT officials on that subject in early 1978

are sunnarized in a aemorandun to the files dated March 10, 1970 (a

copy of which is attached). At that time, four major options were

under consideration:

(1) Strengthening the governorate's capacily to pian and manage a
regional developuent program - while tliis could be attempted in one
governorate on a pilot basis, it was argued that such an experiment would
be politically unvise as it could not be replicated nation-wide in the
mar {uture.

(2) Creating a Turis-level committee, chaired by the Ministry of Plan, to
coordinate the interventions ol the differenc line agencies - while such

a comaittee (especially ii supported by a permanent secretariat) would

be useful durin the progran foramulation process, it could hardly bLe
expected to eflfectively coordinate progran implementation in Central
Tunisia (or to develop a GOT capacity to do so).

(3) Creating a new agricultural development authority (Office de Mise

en Valeur) wi.ich would Le responsible for all public investwment in both
irrigated and dryland agriculture as well as supporting infrastructure -
While favored by a [av officials in the iinistry of Agriculture, this

type of orpanization was gencrally criticized as being very costly, top-
heavy, technocratic and biased toward irrigated apgriculture, Furthermore,
it could not play a wilti-sectoral coordination role,

(L) Crenting a repgional ataif oifice responsible for planning, coordi-
nating and evaluatin; the integrated development of the area- this solution
appeared to be favored by most GOT officials although the Ministry of Plan
wvas initially reluctunt to delegate planning responsibility tc a regional

office. This alternative was also favored by USAID.
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USATD unfortunately was unsuccessful in persuading the GOT to set up

an inter-ministerial comnittee to ttudy the institutional aspect of

the Central Tunisia development effort. The decision to set up a
Central Tunisia Development Authority (CTDA) was, in the final analysis,
a political decision. Tortunately, the enabling legislation was very
broad in its languapge as it assigned the Authority a general mandate

to promote the integrated rural development in the area under its
Juriediction. Its wore specific functions includecd agricultural land
development (mise en valeur), contracting for public works (socio-
economic infrastricture) and promotion of small industry, Thus the new
Authority combined some of the characteristics of alternatives (3) and
(L),

During the legirlative process, members of the National Assembly raised
questions concerning the possible duplication of functions between the
new Authority and existing agencics, The idlinistry of Agriculture's
answer at the tiwe was that the Authority wonld take over most agricul-
tural functions currently performed by other agencies or sub-divisions
of the Ministry but would be limited to a coordinatins role with respect
to other sectors. Unfortunately, for reasons of political consumnption,
the new Authority was publicized as the answer to all the problems of
Cencral Tunisia, therefore giving; rise to cxagerated expectalions, on
he part of the popultion of the Kasserine povernorate.

At the outset, the "mise en valeur" character of the CTDA was
emphasized by the fact that it took over the Central Tunisia staff

and facilities ol the liedjerda Valley Development Authority (a tradi-
tional "Office de i¥{se en Valeur" which had been responsible, since

1976, Tor the implementalion of a modest Central Tunisia development projeet),
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Since then, however, the trend has been to emphasize thie planning and
coordination functions of the CTDA. AID can claim some credit feor this
trend as it did persuade the GOT to accept two features which were
completely absent fros its original project proposal: (1) the
agsignaent of a regional planning and evaluation role to the CTIDA,
supported by U.S. technical assistance and (2) the assignment to the
Dryland Crop Institute at El Kel of an applied research responsiblity
for Central Tunisia. thus creating a precedent for CTDA reliance on
other institutions for agricultural (as well as non-agricultural)
development functions. There appears to be a growing recognition in
GOT circles that (a) the building-up of the CIDA'c institutional
capacity should not detract from implementation of CTRD activities
through existing administrative structures and (b) eventually CwDA
itsell should plry 2 "puup-priming" role with respect to other GOT
institutions in the area,

C. Integrabed Rural Development
One measure of the success of a rural development progran is the level
of integration achieved between program componentgboth within and
acrosg sectors. It is not sufficient that, at the project design stage,
key prollems and issuez be identified accross sectoral lines. It also is
necessary that gpecific interventions be plamned, desipned and imple-
mented so as to unaxinmize their conplementarity over time, The GOT
programns proposcd [or Houthern Jiliana and Central Tunisiw were both
presented as integrated rural dovelopnenl projeets, In both cases,
however, they consisted ol exhaustive lists/iéecific interventions in
every sector withoul wuch regard to cost/benefit or cost/effectiveness

considerations, to sequential priorities and/or to institutional
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and policy issues. As a result these proposals had a very high
infrastructure content and little in the way of actions that would
increase productivity and employment,
In both instances, the courses of action proposed by USAID involved
a phased approach to rural developuent, with a [irst phase addressing
priority needs (such as potable water) as well as research and
experimentation required for the identification of' the key elements
of an integrated rural developaern stratery. In the case of the
Siliana RD project, ATD was to [inance "a series of studies related
to agriculiural and social development with a view to determine how
the Goveramaut of Tunisia and the communities in the project area might
improve integrated rural development planning and implementation"
(page 1-1 of PP). On Lihe basis ol the results of ~this first phase,
a determination would be made by the GOT and AID vhether or not "to
launch a fully integrated RD program in the project area" (page 2-11
of PP).
As mentioned earlier, the research and experimentation, component of
the Siliana RD project (Phase I) was only partinlly implemented due to
AID's failure to recruit a steppe-zone apronomist, the lack of interest
on the part of the Tunisia social science cowmunity :n participating

a
on a noa-rewmerative basis in the work of/joint Tunisian/US Social
Science Research Comittee and finally the diversion of USAID nansgement' s
attention to lhe iaplementation oi specific AID-[inded RD activities in
the project area. The only socio .ccononic rcsearch activity actually
carried ot was the survey of the Hababsa "secteur" carried out by the

CNEA under an AID-financed contract with the Ministry of Plan. Of course,
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in addition to date collected by the CNEA, wuach information on social/
cultural factors was :cumulated in the course of project developient
and implementation, some of il recorded (e.g. in Hirsch's and Dommen's
final reports), but as the PCI [valuation points out (page 11-6)

"the lessons for project management are not made explicit or collected
in one document",

The fajilure to {ully achieve the research objectives of Phase T of the
Siliana RD project as well as the decision to expand the RD project area
to eipht delegations made it necessary to incorporate in the Central
Tunisia RD progran a substantial recearch,analysis and experimentation
component. Al Lhe same Lise it was essertial that the problews which
had hindered the iiplenentation of the Siliana RD project be avoided
through iproveunents ivn project desirn, especially with repgard to the
institutional arran.encuis required to carry out rescarch, analysis and
experiuentalion. fhis was imlly reeornized ot ouly Ly USAILD pro,ject
nanagement ctafl bt salso by the ﬁlD/Uashin@ton off'icer: who assisted in
CTRD project desi-n (4. Dalton and .. Blackton, HE/TECH), both of whom
had participated in Siliana RD projicct developaent,

The siliana RD project experience has showm the need to institutionalize
not only the szocio-econo:ic data collcelion process Lul also the analytical
process which Frincs this iaforsation to bear on the solution of specific
problems. In obther words, il was necessary to institutionalize a
planning process which could translale inter-disciplinary stadies into
an integrated =mlti -ncctoral developrent progran,  'The chosen solution
was to gain <01 support for Llle assiynacul of a repional development

planning function to, and the developaent of a planning and evaluation
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capability within the Central Tunisia Development Authority, Technical
assistance to CTDA in the field of regional planning throush a contract
with a U3 university was built-in as a major component of the Area
Developuent subproject of the CI™D projcet,
Another major couponent of the Area Developwent subproject, the
Experinental Fand, was desirsned to serve as a vehicle for the kind
of experinecntation vhich an only be carried out on a small-scale and,
therefore, would ipose a heavy "retailing” burden on the ldigsion if
each pilot activity had to o throupn the project review and approval
process. ‘The Siliana RD project experience also had tagrht us that it
vas risky to rely on U8 ID for the desin of such experinents (In the
abgence of a sleppe rore aronoist, very little experinentation was puilt
Intor the activities fornded ouder the Siliana KD prant). It was
therefore ayrend that bolh the crileria for approving experiaentol
projects and the pro ccls theungelves would be designed by the CTDA,
assisted bv the Ul aniversity contracted to provide ndvisory and

trairing services in the [ield ol repjional planning and evaluation.

o

The Siliana RiD projeci had envigayred the introduction  1n the project ~rea

eU 1 nilot, horoig, oi arricnltuoral becnnologry vhich had alrezady been
prover in Horthern Tunisia (oce page -1 oi PP),  “hile this was lone
to a linited cxient with resard Lo pastures and tree crops, practically
nolhing had bieen done with regard to ecreals and rorase crops ;-vouwn in
rotaticn with cerenls-uedicaso Urials uere started bal ver: never
coapleted due to the failure ol the Diliana Resional Agricultural

Developuent Cowrisgioner (CRDA) and Lhe Office of Cereals to conclude

b
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a cooperative egreement (see page 43 of Dowmen's fineal report). The
CTRD project design hes provided for such experimentation through
support (contractual advisory assistance, equipment and on-farm
experinental costs) for the applied research progren to be carried out
by the Cereal Crop Institute nt 1 Kel under a contractual agreement
with the CTDA.

Although the $Siliana RD project was intended to be "collaborative

and integrative", AID-funded activities endad up being conducted in
isolation {from CGOT-funded activities carried out in the project area.
thile the project did "test the ability of the Tunisian CGovernment and
AID to colleboratle in & localized program'" ag called for in the PP
(page 1-3), Lhis collaboration took place in the framework of an A1D
project rather than a Tanisian project,

In the casc of the Cenbral Tunisia developaeni ci{fort, an attempt was
made fro: the oulscet to operate in a collaborative wode, Thus, a joint

"

CTRD stratery and s joint "First Tranche" (1979-'1) expendilure program
(only one tourta of which was AiD dollar-funded) were forulated in
July 197 . Of couirse as coold be expecied, bhe pressure to obligsate
the entire 113 contrilation to the (11 prosran (for cxpenditure throush
19.0) over three fiseal yeonrs has tended Lo focus AID's concern (and to
sone extent the atiention of the University providiig, resional planning
assistance to CTDA) on the il unded portion or the Central Tunisia
developnent effort,, This probably wonld still be the case (albeit to

a lesser extent) even if Lhe obliabing pressere were reduced,

inaonuch as the UD - ded nterventions are wore inovalive nnd/or

experimental in character and, therefore, require prealer management
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attention than GOT-funded activities. It should bhe kept in mind,
however, that the development of a regional planning capability
within CTDA will take time and probably will be completed only
after all the US inputs have been obligated. It is only at that
time that the regional planning concept can be tested as a means
of integratling all development activities within the CTRD project
area, vhether funded from the Tunisian investment budget (either
through the CTDA or 1line asencien), from the Tunisian Rural Development
Program (PDR) or fron bilateral or aultilateral assistance,

D. TFotable Water_Stratch
Commenting; on the University of liissouri agricultural assessment of
Central Tunisia (pare 5% of his final report), Arthur Dommen remarked that

"technical assistance is nost effectively used when

expertise can be directed to help solve specific
problems, and a little preater examination of the
Mkthar experience would have revealed @nany ol those

on vhich to iocus",
Unfortunately al the time the Agricultural Asscssment was made (February
1978'), the 3iliana RD projcct had produced very little data on specific
problems for anyone to focus on, Downen was well qualified to gather
and record information about the problems of the rural people of the
Makthar arca, bul -wuech of his tiae wag spent wonitoring work in
progress on various construction jobs (catchaent basins, sheep-dipping
vats). a task which reqeired long hours of  driving on barely ransable
dirt tracks, "hile that work could have been done by o PCV or a well-
trnined Tunisiin eaplovee and certainly did not cnll for someone with
o Ph.D. in Apricenltoral Beonoien, we initially el that criss-crossing
the project area on his Jand rover would cnable Dommen to learn much

aboil the land and its people and to et acquainted with local officials
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at the secteur level. (The secteur is the smallest unit of Tunisian
territorial administration.) After a year, hcwever, Loth Blackton
(then on TDY in Tunis) and I felt that it was time to bring Doumen
back to Tunis fcr a month or so that the insights gained in the field
could be applied to the design of the firgt four CTRD subprojects.
While that time could have been spent on date collection and follow-
up, as Dommen zuggests in his Minel Revort (page 58), his participation
in CTRD project design nonctheless did provide a vital link between
the Siliana RD project and the CYRD program,

I believe that this war prrticularly true with respect to the potable
wvater component of CTRD since by that time, we had gained considerable
expeirlir e vt the vespective approaches of SONEDE (the National Water
Company) vhich was in the process of designing an AID loan-Tinanced
program of wnter syrtons for larvpe villages in Siliana Governorate,
Genie Rural (The Apricultural Engineering Sorvice of the Ministry of
Agriculture) wihich wns responaible for constructing water catchment
basins (as well as chees Cioping vats). [inanced from Siliana RD project
funde, end CARE/Medico, which had just completed a well reconstruction/
ganitary cducction UrC-funded praject in Southern Siliana, TFrom this
experience, ve hnd drovm the eonclusion thet greater consideration of
cost per bencficinry should eater into the sclection of potable water
interventicns and that effo.ts rhould be made t~ lower costs whenever
feasible. Thercfore, the CTRD Potable Hate: 17 identified as a top
priority the formulation by the CTDA of a potable water strategy for

meeting the needs of "he preatest number of people at the least cost.
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Not only was the range of potable water technologies considered in the
CTRD Potaeble Vater PID (see page 29) drawn from actual experience in
the Siliana RD projecl area but the use of cost per beneficiary criteria
for selecting among; alternative technologies, was itself demonstrated
for the first tiaie in the course of Siliana RD project impgementation.
(See Section IV,1(d) of Domuen's f'inal report, pp. 34-%6. for a des-
cription of the Hababsa VWater Supply experiment in persuading GOT
officials to consider the relative costs, azs well as benefits, of
alternative technologics).
Whereas, in the Siliana RD project, Dommen had been responsible for
monitoring AID-Tunded potable waler interventions, the CTRD potable
water PID provided that the CTDA would be responsible for planning,
allocating among implementing agencies. monitoring and evaluating
all CTRD potalle water interventions. (see pages 33 and 37 of PID).
Unfortunately . attempts to insure that all interventions within the
project area were properly integrated within the erea development
strategy at the desipn stote and ndequately coordinated with one another
at the implenentation ctage did result in considerable delays in the
design and approval of Carc/Medico OPGs for Siliana and Kasserine,
This provoked Domaen into remerking on papge %0 of his {inal report
that "thousands of people in the project area were without water to
drink because of poor planning. (A slipht exageration since the
Care/Medico projects nre almed at iwmproving and sanitizing existing
vells). Il should be recopnized, however, tnat these delays were
the result of real differences between USAID, Carc/Medico and che GOT

aboul technical and instituhional issues which still have not been



completely resolved., 1t should also be noted that the new OPG
proposals for Siliana and Kasserine were submitted by Care/Medico
only in response to Director Davis' directive to Volags that future
efforts be concentrated in Central Tunisia, ‘Yhile Dommen does
mention this directive he docs not mention the fact that al the
February 1977 USATD neeting with Volags doring which the new policy
was annonnced the Cureﬂ&edico Comnmtry Director had presented several
new Ot proposals hut none iun the CIRD project area. TFurtheremore,
since the Initial OIX! proposals cubaibted by Careﬂﬁodico in response
to the new direclive weve simply carborn copies ol OPGs submitted for
other goverrorates (Lhe only change boing the names of the governorates),
there wags never any nuestion that they could be approved in that form
and, in fact. tne Pfcrmal HMinistry ol Toreipn Affairs request for the
Siliana and Kasserine 0P - - ot ic-acd until October 1970 and still
requested changes in the project content (namely the inclusion of new
wells in additicn to the vehabilitation of old wells). Although both
OTis were “unded by S in FY 1979, the agreement between Careﬂﬁedico
and the Governorat~ of Kasserine was not sipned until ilarch 1930 and
work has not yel begun in cither Jiliana or Kasserine povernorates,
L. Local Participation
The Siliane kb Project Paper identiflied a nuaber of socio-political
objectives aion . vhieh was increased local participation., It recognized
that the populaiion ol the projrel area perceived developaent as
"somelhin: Lo i.¢ provided Ly the covernzent' and asserted that the

rojeect would "help in changing this postuwre of dependency to a posture
pro) i 2 P

of sclf -developaent, albeit with the government's assistance" (page 3-10).
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The PP, however, did not explain how this would be achieved. The
"Applied Social Science Research" planned (but for the most part not
carried out) under the project did include topics such as the role of
the "secteur" chief (onda), decision-naking in the small and extended
household. cowumity and dispersion ard cormunication patterns (pp.2-27
through 2.29) which aight have provided useluvl information on the
extent of and potential for, local participation. On the other hand,
there was no local participation in the choice of activities Lo be
supported under the "Iwnediate Actions" couponent of the Project

since thal choice "was nade frow reco.mendations contained in the CINEA
study" (page 2-31).  As for the amechanisn selected Tor carrying out
these activities it was "progra. suppor!l, provided on a matching basis,
with funds Iroa the 01 Rural Developuenk budget" for the purpose of
enabling Tunisian operational arencies "to conduct within the specific
zones a level of nctivities greater than would be possible with tneir
own budgetary resources" (pagce 2-50).

As a malter of fact, i.plementat.ion of 3iliana RD project activities
was not different than implementation of (0T Rural Development Program
(PDR)-funded activities excephb that, in some instances, they were more
inovative and/or conplex and therefore required preater coordination
and follow-up, 1o altenpt however, was made at "punp -priming" the
local particip ation element of the PDR, probably; bLecause it was Yound
to be prachically non -cxintent., The only exception to the above may
be the shecp-dippin. campaipn which, by its very nature, did involve some

wroad based popnlar participation.
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thile the Siliana RD Projecf Paper did mention that USAID foresaw

a role for American Volap in comimmity orranization (page 2-%2), it

did not indicate how this wonld re¢late to other elements of the

Siliana RD program. The Save the Children Federatcion (SCF) was

invited to submit an OFG proposal but in spite ol SCF/GOT discussions
in the Fall of 197¢ and lengthy SCF/A]D/U negotiations thereafter,

none of' the successive proposals submitted Ly SCIF to AID enbodied a
realistic comuinity developaent strategy for Tunisia, (See pp. 13-15
of Hirsch's lvaluation Report). At the liission Director's request

(and against ifirzen's recoimendation), an OFC coverin, the [irst phase
of a comnunity-based interrated developuent project was approved in
August 197" and a Counlry Director arrived in Septesber 1974, Vhile the
course of action outlined in the OPC docuaentation was completely
impractical in the Tunisian contexi, a sove realistic approach involving
cortnuniiy sell -hielp projects was nepotiated with the 0T by the SCF
cowrbry director with the supporlt and assistance of USATD.

The SCT° prograa was barely peliing widerway in the wmer of 1978 when
the CIRD prograa developsent, process was in Lull swing, Thus, due to
laclk ol expericnce with cowavnity Jdevelopment in the project area, no
abtenpt was wade to Tuild a local participation element into the CTRD
Project Paper. Frou the Diliana RD project experience, however, we
had learnt that the detailed budpebary control exercised by the linistry
of Plan on lhe DR budget and the resuvlbting slowess in delivering
goods and scrvices to the beneliciaries wonld aake it difficult for

the povernorates to undertake seli-help projects of the type planned

by SCI.  In facl, resembering how the expectations peneroted Ly the



Siliana RD progran had turned to disillusionment because of all the
delays in impleaentation, we had no illusions as to whot would happen
to any self -help sotivations wider such conditions.

Some thought was given to the possible usc of the AJD/GOT funded
Experinental Fund as a vehicle for small-scale experiments in local
participation bul we were somewhat discourapged by the ilinistry of
Plan's reiusal to prant CPDA Lhe aathority to approve Lxperinental
Fund-financed pilot projects without its prior review (although it

did agree to keep such reviews very short). By the Fall ol 1678,

ve fell thal the "fGecond Phase'" 5SUF O would provide the best
opportunity ior introducing a broader local participation element in
the CTRD prosra:., To thal effect USATD and AID/U agreed thac it might
be opportune to extend the current "Phase I'" 0P through FY 10 so as
to allow 5(C¥ sore btime to test and demonstrate its approacii as vell as
to plan,in collaboration witi, (ThY. a new "Phase 11" prograi which

would be proposed lor AID finding in IY 1901 (or possibly late FY 1950).

We felt that this delay in starting Phase 17 was particularly Laportant

in view of the need to "institionalize" SCF's comuunity developsaent

approach. At bthat Lisc, we thou ht that the best wvay to achicve this
institulionalization waz to pro.ote a collaborabive venture between
SCF/Tunisia and Lhe CTRA,  In fact, while in Yashingeon during December
197, 1 had discassed bhe feagitilite of 8CF (an well as Carefiiedico)
playing a technical assistance role (as aldvicor Lo 1HN) rabher than

1

an iaplescntalion vrole.(i had mulerstood ab the biae bhat o new Lype
of "collatorative amrcencnt belween AMD and Volags was being consi-

dered by AID/V as an allernabive Lo the OFC),
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The CTDA's mnandate does call for il to carry out "animation rurale"

activities which aight twen out Lo he the besl vehicle for local
participatiorn if and when the CTDA should decide to recruit and
train the stalf it would need Lo undertake such a program. The
establishuent of a "Coununity Developusent fuad," however, would raise
the same type of issues as tiuce creation of the CIDA Experimental Fund
(i.e. wonld the CITDA be given the necessary anthority to approve
individual self-help projects?) Uhile financially autonomous, the
CTDA still requires Liinistry of Plan approval on all projects no matter
how small, The issuc is one of decentralization of decision-making:
without it, the system will not have the flexibility needed for a
conmmunity devciopaent prosram,., 9OF course, to the extent that fTunds
provided througrh OPGs do not flow through the GOT system (a2nd therefore
are not svbiecci to its constraints), OPGs are handy vehicles for AID
such
to get around/bbstacles rather than induce the GOT to re nve them,
Yhile this iay be convenicent when one is primarily converned with getting
a job done (as in the case ol the Carefiedico well improvement projects)
institutionalizabion regiires that we worlr through the system and change
it if necessary. It i5 evident, that local participalbion of any sort
will require such changes i.e, decentralization not only of budgetary
approval proccedares bub also of project planniag and evaluation. It is
in the letter arca bthat ©CI7 say ve able to contribute the most through

a ceollaborative relationship with CTDA.



III. Conclusion

At the time the CIRD program was being developed, none of the specific
interventions funded from Siliana RD rrogram funds were completed or
Tar enough advanced to draw lessons frow thea, except for the Care/
Medico wells projects, This is why 1 have not discussed them speci-
fically in this paper. 1In any event, it became obvious fairly early
on that there was a need for (1) better coordination between the
Tunisian agencies involved (such as the ZRDA, the Livestock and
Pastures Agency (OEP), the Cereals Agency, the Forestry Service and,
since last year. the CTDA and (2) a .ore effective extension effort
accross the board (including pasture iaprovements, apiculture and
Triit trees). Little has been learned from a purely technical stand-
point eitier because it is still too early (as in the case of rangeland
improvements) or because not enought technical expertise was brought
to bear on the interventions for them to be effective (as in the case
of sheep-dipping and medicapo trials), It should be added that the
PCI findings and recommendations concerning those same interventions
suffered from the same lack of technical expertise,

Thus, in the final analysis the lessons learned from the Siliana RD
experience vere wore of an administrative and organizational nature,
We did learn guite a bi¢ about the functioning of the Tunisian territorial
aduinistration and technical agencies at the rerional and Ltocal level,
Hopefully. we alsgo have learned [row the nistakes made: lacle of insti-
tution-building. segresation af AlD input aanagement Crom the overall
management ol the COT Rural Developaent Progran (PDR) at the regional

and local level, lack of planning and evalvuation, piece-meal approach



~31-

to programming and budgeting, lack of integration between social

science research and planned interventions etc. The most damaging
criticism however is that neither the RD grant project administered
directly by USAID nor the community development project funded through
SCF appear to have “ad any sigaificant impact on the way in which the
GOT plans, implementis and evaluales its Rural Developmen®t Program (PDR)
activities al the povernorate level and below.

In the case of the CTRD prozram, the pressure to obligate AID funds

and to "deliver" to the (CT on our comaitment is bound to impinge, at
least in the short-rw: (i.e. throu;h TY 19°1) on the concept of an
integrated RD progras [inanced jointly by the GOT. AID and other donors.
The Area Development subproject and particularly its regional planning
couponent  however, is expected to play an integracive role which
should countler-balance the natural tendency of AID progrsam management
to focus orn ae AID-supported components of the Central Tunisia develop-
ment effort. Thus, while we should he concerned that the Area
Developmnent. component of' the CTRD program not become a bottleneck for
AID-financed assistance to Central Tunisia, we should not loose sight
of the fact that the failure to devclop a CTDA planning and evaluation
capability probably would mean the {azlure of the CTRD program as an

integrated repzional development effort.
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ATTACHENT

Extracts from P. Denongeot's liemorandun to the
iles of idarch 10 1970, subject: Central Tunisia
Rural Development

During the discussions that led Lo the concept a Central Tunisia
Rural Develop.ent Projpram ,GOT of'ficials had assured us that managenent
of such a progran would rest with a Central Tonisia Rural Development
Office established along the lines specified in the Cilis A/FAO reporlt on
Central Tunisia. 16 was explained to us that the "Office" already
existed legally (i.c. its statutes had been putlished in the "0fficial

Gazette") and that it would be physically established as soon as
gereencnt were reached on a Central Tunisia proran.

Upon Turther invesbigations. it becase clear that the "Office" was
still in the conceptual stage and had a lon~ way to go belore it

becasnc a reality. 'hile the creation of an "Oilice"for Central
Tunisia had been aprecd Lo hy an inter-vinisterial cownittee, approval
by the Council of {iinisber s (the ull cabinet). the Feononic and Social
Council and the ilational nssnwbly si:111 had to be secured belore the
"Office" conld be established, it also was revealed that bhe "Office"
under consideration was an "Arricultural Developaent Office" (Office

de Mise en Yaleur) and not an inteprated "Rural Developrent Office" as
oririnally contemplated “n the (Wﬂ?A/bUVD stindy

Under bhese circunstances. il sade wore zense than cver to explore
alternative institubtional and/or adainictrative stractures for aanaging
the Central Tonisia Rural Developnent Propran. ALl the nore so since

a decisgioa to work throw- oxiging adainistrative strvctures aight aean
selection ol diffcrent bommdaries for the Central Tunisia Rural Develop-
ment Progras arca, Vith this in aind, these issues were reiscd with

GOT of[xc”alo i geveral acencies POHCCTﬂPd wnLh Central Tunisia
(Ministries of Aprieoltwe, Plan, Interior, the Oifice of the Priue
Minister and bhe Habional Cenber for Asricilboral Studies).

“lith the excepbion of the representative ol the iinistry of Agriculture,
all of Lhe 10T oliicials conblacted were somewhal critical of the
traditional "Oifice” concept fer ihe following reasons:

(1) Motfices" tend Lo be costly (due to hiph adninistrative overhead).,
Tt is cheaper, thcroforw to work throuch cxisting aditiistrative
structures Lo the tent pocgoible,

() "oifices" olten are crecated Lo solve endenmic problems (c.g. deffective
project inplenentation) which wipght be addressed inst as well or better

by strensthening existing aduinistrative structores, thus avoiding needless
duplication of elforts, funchional. overlappin: and competition for scarce
resources (particularly trained nanpover) .

/2) [/
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