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The origin of this rather lengthy memo was a statement made on pages 11-7
 

of the Siliana AD; evaluation r, >ort ,repared by Practical Concept Inc.
 

(PCI) contract team in September of 197Y, Referring to the Central
 

Tunisia rur-l Development (CTRO)) project as Phase II" of the Siliana
 

RD'project, the report snated thaL, ac'.ording to everyone that the PCI
 

team had talked to. Phase ITI ha been "developed Independent of Phase I"
 

a,nd that a quick reading of the CTRP documenL show-d 'no obvics use or
 

reference to the Siliana project expcrincel.
 

I was rather puzzled ly ti_ statement since I had talked to the PCI
 

team more 	than once about the lessons ve had learned from the Siliana R>
 

experience. Obviously, what the PCi had been lookinp for were specific
 

references in the CTR procct documentation to the Siliana RD project
 

and, particularly, toy.p-ci fic ncriviti.s funded under the project.
 

However at the time th;at the CUd project was being ,isigned, r'ost of
 

the Siliana 7. interrntions were barely gettinip underway (the exception
 

being the CAM/!/: dico water i.provem.nt project). This cNplains why
 

there is little reference to these Niterventions in the CT'D project
 

documentatiun (excerp in the Potable ater PIP).
 

Neverthelesk; much Lad already been learned from the Siliana RD
 

e:perience at tht tme but Post of these lessons were not technical
 

in nature but rather managerial and institutional, For instance,
 

http:i.provem.nt


valuable insights were gained into the working of the Tunisian 

Administration at the governorate and local level, particularly with
 

respect to the p .nning, budgeting; and manage!7,cut rf the GOT Rural 

Development: Program (Programme de D&;eloppement Rural or PDR) Some 

of the insights and the conclusions Ierived from them are discussed in 

Section 3 of the October 1977 CTR- Concept Paper. The major lesson 

learned was that little progress toward the development ant implementation 

of Tunisian integrated rural. development strategy could be achieved 

through studies :nd rural levelopment interveitions essentially managed 

and/or coordinate:' by USAID Neither pump-priting' nor :institution

building could be successful in the absence of a concerted effort to 

develop aud/or strengthen a GOT capability to plan, manape and evaluate 

RD activities at the regional an-I local level. In the following pages, 

I will attem t LO describe in more detail what experience was Rained in 

Southi2rn Siiiana and Low this experience was incorporated into the CTPJ 

program design. 

1/ Under that program, the GOY :.inistry of Plan allocates funds 

d--irectly to governorates (rather than to technical ministries and 

agencies) which spend them, on small projects and subsidies which 

benefit the rural poor,
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I. The Siliana 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 objectives 

will not be achieved. This is a lesson that we must keep in mind as 

CTRD project iimplementation gains :.iementurn. 

Siliana project imiplementation was preceded by a volune of research and 

analytical work which to most observers seems out of proportion to the 

actual. level of effort provided. In addition to the PP, the Mission 

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

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

Rural Developnent (May 1977). On the GOT side the Ministry of Plan 

commissioned the National Center for Arriculture Studies (CI'PZA) to 

prepare a six.-volme preliminary report on a proposed Southern Siliana 

integrated rural develop;-ent project. 

According to the Project Paper, the overall purpose of the Siliana RD 

project was "to test and demonstrate ways in which changes in the rural 

economy of the project area can increase rural income, and how the 

quality of life for mien and women can be iuproved by other means for 

target corimunities and households". It should be noted that the project 

purpose was very simiilar to the overall CTRD progra goals. The Siliana 

RD project, however was divided into two phases, of which only Phase I 

was i.-tiplemuentedo The purpose of this first phase, (again to quote the PP) 

was "to study and test selected factors in the situation in order to 

determine critical ele!m-ents of an agreed strategy for a long-range AID/GOT 

rural development progra.ii." 

(1) Description and problems of an Area Proposed for an AID-assisted Rural 
Developaent Project in Tunisia -- Rural Development, Siliana, April 1976. 

http:progra.ii
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W'hile 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 

areait 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 Mvlathar and Rohia the same economic and 

human problems" and the project was being des! gned with a 'View to 

permitting replication in the whole mountain and steppe interior of
 

Tunisia."
 

In light of the similarity of overall project purpose and the potential
 

for replication of actiities tested in Southern Siliana, it appears
 

logical to view the CTRD project as a geographically expanded Phase II
 

of the Siliana RD project. This view is supported by the fact that the
 

decision to terninate 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 sinultaneously.
 

Most of the lessons learned from the Siliana 1D 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 cubcquently token into atco:nt in deaigninX@ tbe.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 a series of studies related to agricultural and other 

income-producing activities, social services development., cormmunity 

organization and rural household behavior., the results of which were 

to be applied to the design of Phase II. The "i:mediate investment" 

component, however, while riot necessarily experimental on a technical 

level, was intended to test a number of important institutional relation

ships such as (1) the ability of various funisian goverrinent organizations 

to reach out into previously nelected r,,ral 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 Ttunisian and other scholars. 

There is no doubt that the agricultural component of the Phase I "applied 

research" was dealt a severe blow by AID/1,1ashington's inability to recruit 

a French and/or Arabic..speakin - experienced steppe.-zone agronomist 

willing to live in Makthar. .Nnon,, other tasks., this ,iythical expert was 

to conduct a detailed agric! lt-; .- al survey of the project area which 

would result In recoimendations For further specialized studies and 

experimentation. H1ot 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 co:uittee called for in the PP was 

indeed established on paper but never managed to enlist the active 

participation of' the Tunisian academic corMnuity. In any event, it was 

unrealistic to expect such a comittee 'to design a research program which 

would determine (1) the appropriate level of govcrnment sponsored social 
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services infrastructure (2) alternate means of organizing a.d
 

delivering these services and (3) other form of comunity-based 

activity. Even the socio.-.econo.,)ic sLrvey of the Hababsa secteur of 

Rohia delegation which was designed by the :ore policy-oriented CNEA 

with the assisuance of a U5 social scientist did not produce data for 

use in designing alternatives to existing prograt s. Neither did the 

study of s,,iall industry in the project zone carried out by 

Georgia Tech.
 

As for the "bmLediate investment" conponent of Phase I ,it obviously 

also suffered fro, the failue to recruit the steppe-zone agronomist 

but this alone cannot explain the fact that iL ended up resembling the 

GOT's Rural Development Progrem (I)R for which it was intended to 

serve as a nodel. In fact Arthur Eomnein' s words to describe the PDR 

can equally apply to the Siliana RD project activities: "Far from being 

an integrated program, as the nane would sugrgest, the latter consists 

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

An in-house project evaluation was carried out at the tine of Hirsch's 

departure. Tn addition to a long evaluation report submitted by Dr. 

Hirsch in August 1)77., the Ilissioil sub,!i.ted a Project I-valuation 

Sum,,iary (PES) ii, Septeiiber 1, Lt77. That docu,.ent recovnended that 

Phase I of the project be nxtended by one vear as implementation was one 

year behind schedule. 11o recomendation was !ade for Phase iI, but it 

was noted that W1he agicultural component of the project could not 

succeed uw]less- the serices of' a copetenLt steppe-zone agronomist 

becamue available. 
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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 ionth with the preparation of a Concept Paper. The followring 

PES conclusions in particular reflected Mission perception of the 

Siliana project experience to date and its " aiplication for a possible 

Phase 2: 

(1) .fhil.e the agricl.tUral actions urndertaken or planned under the 

Siliana project could brLng some economic benefits to the population, 

they hardly shaped n, co!:prehensive agricultu-al development program, 

nor were they "likely to provide insights into developmental issues 

facing the area." 

(2) Howe\er, the iliana cluster of projects did provide USAID with an 

opport'nity to gain a better understanding of how things really worked 

at the governorate and local level: I-he difficulties experienced by GOT 

agencies at all levcls in coordinating their activities in the context 

of an "integrated" .",iral development project and the constraints i-,posd 

en project i:ipleueitation by the "lack of RD planning and management 

staff at the ;iili.una (;overnorate level." 

(3) The .IOT 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 own objectives. 

(4) All in all RI) planning- and iiplemen.tation as well as coordination 

between AID and t]ie GGc was severely affected by the lack of a single 

aglency responsible for rural developnent. 
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The experience gathered over the following year with Arthur Doiimmien 
in
 

the field confirmed the validity of these conclusions which played an
 

important role in shaping the CTRD project as 
it evolved from a
 

primarily infrastructure project proposal unsuccessfully submitted
 

to the IBRD to a cotplex RD program with regional planning, applied
 

research and experinertal components.
 

II. 	 Major Lessons Dra.rn fron the Siliana Experience and Applied to
 
CTRD Project i.iana~eent
 

A. Project Management
 

The difficulties experienced in the course of the Siliana project's
 

inplementation reflected to 
a large extent USAID's failure to build
 

into 	the project desiCn adequate provision for the development of a
 

GOT project :lanage'.ent capability.
 

The problem appeared to have stenaed in part from basic differences
 

between (and possibly amon,) AID and GOT officials with regard to the 

scale of the undertaking which was to be managed. Thus the interven

tions identified by the CNTEA study of June 1976 for inclusion in the
 

"immediate investment" component of the project totalled TD 8.2 million
 

(nearly AVO ,oillionat the 1976 rate of txchange). in a subsequent
 

Project Identification Su',,mary, en titled "Integrated Rural Development of 

Southern Kliana". the inistry of Plan cited a project cost total 

(includina stud:ies) of ID 17.9 million (over :$110 ,iuion).** 

Both 	the CHTEA report and the Project Identification Summary called for the
 

creation uf a "cel.lle technique" which would be responsible for programming,
 

liche i.de.i.ficaition de Projet

"":/ The increase o'er the CIHEA total reflected primarily the addition of
 

a da. and rural electrification.
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monitoring and evaluatLnG project i:nplemetation. As a matter of fact, 

the CUEA insisted that t-e success of the project depended on the 

immediate establishment and start.up of this project management 

unait. 

It is hard to believe that AID ever considered such a large investment 

program for the two southern deleations of Siliana governorate (even 

if one assumes a 500 participation of the GOT) but there is no doubt 

that a don-scaling of the Siliana RD prograi did take place for 

reasons not obvious from the AID project documentation. It is clear, 

however, frow the CiEA report that agricultural development was to be 

the cornerstone of the development strategy for the project area and 

hat much of the agricultural developmrrent. was to tak,-e place through 

irrigation of the Rohia plain. Accordinfu to Roger Carlson, who was 

USAID/Tuni s Prograi Officer at that time, irrigation of the Rohia plain 

was initially considered for a major AID investment effort but these 

plans were abandoned when it was discovered that drainage problems 

would make an irr;i ation project uneconoaieal. (An expensive Rohia 

plain drainare project, is hein.' financed by the GOT). 

The failure to recruit a dryland arrononist led to further atronh 

of the agricultural conponent of the V'illiuna RD progra. As a result, 

the MC77 road project which was then considered as only one of several 

majcr components of the progrm now appears out of proportion to the 

remainder of the interventions. This has led the PC] team to make 

the somewhat misleadin, statement (on paie 111.1 of' their evaluation 

report) that "most project resources were diverted to roads and 

http:start.up
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potable water". The truth is that the agricultural component just
 

faded .vay. 

In his evaluation report of August 1977 (page 5) Abraham Hirsch 

criticized the "technocratic ianage',aent--cell concept" underlying the 

CIIEA proposal iiid stressed the i,,,iportance of using the existing structures 

of the arldinistraLjon. lie added that the iunistry of Plan never formally 

adopted the CIEA concept as its own and that, had it done so, the concept 

would have ti-en U'A]D proble,:is -interms of' costs and as a uanagement 

approach. It thus appears that for different reasons,both Hirsch and the 

Ministry of Plan feared the creation of an Agricultural Development 

Authority (Office de iise en Valeur) under the supervision of the Ministry 

of Ariculture, should the "nanagettent cell" concept be adopted. 

Nevertheless, the first IND IProjec l ree ,nt of June 30, 197( (iich 

obligated a palitry $10 000 for research, iimmediate actions and vehicles) 

did call for the establishment-, oF project coordination units at both 

the Tuni.- and ,iliana :overnorate level (in addition to the ill.-fated 

social science research co'uLxi, tee). N[bely: (1) An Execu.tive Committee 

would be entrus ted witl the 1,eiieral !amtgeert of the project at the 

Tunis level while (?) a I nagement Section would be established within 

the Rural Develop'.enl, Unit :T th1: Governorate to coordinate project 

activities at the :;>Lliana province lvel. In fact neither of these 

coordination unlis was established. Uhile the failure to formally establish 

the Tunis -level co:, J ttee was of' little importance(as the officials which 

ould lhave costitited its nciiership iet inforallr whenever th need arose), 

the fail re to establish a project imnnagement capability at the Siliana 

Govemerate level had more serious consequences. 
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Admitedly, the idea of craatinC a special section to coordinate AID

financed activities was poorly conceived to start with. It would have 

seemed logical, instead, to strenithen the capacity of the Rural 

Develop c: I, Unit as a whole o nanna:c. the Kovernorate's rural deve

lopment prora:, of wh ich LiWe 'ID funded acti vities were only a small 

fraction. Tn ie absence o.! a Rural D)evelopment Unit at the Covernorate 

level (its tirst Aevber was appointed only in the u:amer of 1978) the 

burden of coordination at the provincial level felx, on the Secretaryr 

General o the <overnorate and an the R'ionanl Commissioner for 

Agricultural Developmen t (CRiA). ;ince these to offcials were too 

busy to spend ch Li.me-on the t.ali. AlD-funded AID activ:ities, it 

ecame are and :nore expedient to deal directly with ddegation-level 

officials directl7 invalved in tWe i.plementai-:Lon of A'iD-l"Unded 

activities. thts ,,.passin. the overuorate bottleneck, By the time 

Arthur Dommeln arrived (a ,onth after me), the sale delays in project 

imple.ien tatoi. whiclh wade it necessary to exteiod Phase I by one year 

also motivated Nissio unage i.K to perceive Donnen' s role primarily 

as that of an exped:ilar. IL is nio wonder, thereiore, that Donmmen chose 

to reside in Makthqir rather Lhian in i1.iana as irsch had (with the 

support of liSA1O's top :.iavnemen t) reco wended. 'This decisi n meant, 

in effect, t hat Artinr Wa.:ien- rather thn the :overnorate- becmne 

the focal point oiMhin.lana ED project coordination in the Field. 

As CTD project develop.Went got underway with SOT and AID/U 

acceptance of a concept paper late in 1977, a conscious effort was 

made to take into acuoni:t the lessons learned fran the Kili ana expe

rience fron he standpoint ot project mauagement. For instance: 
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(1) Prograjic In his report 22), admittedScale: evaluation (page Hirsch 

that the Siliana RD pro-ran had not reached the "critical mass" needed
 

to "meet the twin objectives ot iiprovi.nn life of the rural poor in the 

project area and their producLi'vity, amd at the same time boosting 

Tunisian performance in developing poor areas". .ore to the point, 

the Siliana RD pi Ngran had failed to reach the critical mass necessary 

to ,obilize both AID and VjO' technical nnd orgai-zational resources. 

In the case o CTD, }hy expid%;. We project area frow 2 to ,dele-. 

gations and identifyiro a .niu.. development potent iel for this re.atively 

poor and nenlected area USAiD was able Lo obtain froom AID/W more 

effecti 'e support in Lers of recrut ie0nt of consultants needed for 

progrms developeht. and, rron we 0OT. a higher level of participation 

in progre.. ple: ;ng anW decis on.-. iing. in his Final Report (Wage ) 

1.r. Dom:,me c', ciii ',es AlD's decision "to contract with the University 

of ilissari W na u an ,qyricilLU,al assessment of the CTRD area from the 

botto u up "wie; 2"n inoroation was already available From other 

sources. Doeinc, however, wisse, the point that this assessment by a 

reputable U.S. uwi ersity (assisted hy the CEA) was needed to convince
 

the AID agricultural establishient that there existed an agricultL-ral
 

development potential :n Central Tunisia (In one of his trip report,
 

Carl Ferguson. USAID F&A OUficer Hti1 July 1976, had recommended that 

Southern Ailiana be converted to a ..aional parkR). 

arau en 

Early i n the (:TRD pro.ra;i development process, it was decided that the 

respons ibility lor project inaaen.en, should be firmly assumed by the 

GOT and not Q LJAID as had bee the case with the :iliana RD program. 

(2) GOT Kroj. c . .. u cihur-e 

http:inaaen.en
http:iiprovi.nn
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This was particularly important in light of the projected phase--out of 

AdmninistratorAID assistance to Tunisia after FY 19Ul and Assistni; 


Wheeler' s directive that AID be a "wholesaler" rather than a "retailer"
 

of assistance. e C'Di, project paper made it very clear (page 20)
 

that CTIRD woild be a .OT/cotractor i,ipl-mented prog-ram and that program
 

management resposibilily woiild rest with the Central Tunisia Development
 

Authority (CD). This concept is still valid even though delays in the
 

staffing the its gestationestablisnient and of Aithoritil so lenthened 

period as to cast doubt on it- ability to assume full program management 

responsibili iy before the end of FY 191. 

B. Institution building- _.ersusi Pp.-.ri:in-

In his August 1977 Elvaluation Report (page 22) Drami Hirsch made the 

point that he did not want the Siiana BD project to become "a routine, 

old- style AID projcct, heavy o-..nstitution-buiding, participant training 

and UG advisors, ight on direct efforts to alleviate underdevelopment 

and help uhe rural poor." instead, he advocated a strategy of' working 

through exi stinL- o',rile; s tructs nres (rather than through a temporary 

structure created speci fically to ianaLe the project) with a relatively 

maodest level of financi-n, intended pri eiril, as "pump-priming to 

encourage reallocalion of 1.ini _;ed :,0, resou.rces (particularly management 

and technical staff) to hiterto neglected groups and areas (pages 3-17 

and 3.-.1!). 

In the case of the Siliana RD project, this strategy was less than 

successfu], for a nwiiber of reasons: (1) existing goverrmient structures 

at the local level were wealk in term of outreach capacity and (2) the 

activities undertaken (ptrticularly in agriculture) were technicall 

and/or organiizationally too complex f.r local government structures -to 



implement thus requiring USAID to perform a management/coordination 

role at theproject area level. 

One alternati vc to working throngh the existing locA government 

structures is to set ip parallel ;tructures For project implementation. 

This is in effect what US voluntary agencies such as Save the Children 

and CARE/Medico (to a lesser extent) have done in the Siliana project 

area. The gain in effectiveness however, is offset by a loss in terms 

of "pUMP-pri;si u," t'ile the voluntary agency prograws may act to 

create or sti nolate a de.nand for the goods and/or services they provide 

they have no effect on the mniply side except to the extent that they 

work throunh host .overn'ent stru tures (as Care/ledico does in the 

case of health education). In addition duplicating existing government 

structures can be very expensive.
 

The other alternative is to cobipe "pump-primning" with "institution

building" so that the host goernment develops a capability to carry on 

the RD activities after the piroject has terminated. This can be achieved 

by (a) otrenghteninc existin, structures (b) supplenenting them by a 

coordinatinC truct ure and/or (c) setting up new implementing structures. 

It is obvious tha, "pop-priminp" is imaximized and "institution--building" 

mini'iized if ex]stimp; structures are strenghtened and their planning 

and coordinating capacity lit ,p. 

In practice, the "ins tui on-building" and project management issues 

were never considered seprarately. Since it was AID's intent that the 

Central Tunisia develop:ent effort be managed by the Tunisian Government, 

we were prepared to as'ist the UP0bWild up its capacity to effectively 

manage a prograA long after the last U.S. input had been provided. 
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The discussionsheld with GOT officials on that subject in early 1978
 

are sumarized in a .emorandum to the files dated March 10, 1978 (a
 

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

under consideration:
 

(1) StrenCthening the governorate's capacity to plan and manage a 

regional develur;;ient prograin - while this could be attempted in one 

governorate or. a pilot basis., i- was argued that such an experiment would 

be politically unwise as it could not be replicated nation-wide in the 

mar future. 

(2) Creating a Tunis-level colmmittee, chaired by the Ministry of Plan, to 

coordinate the i.ntervenLions oi the differens line agencies - while such 

a co;miittee (especially if supported by a permanent secretariat) would 

be useful durli; the pro.rran formalation process, it could hardly be 

expected to effectively coordinate pro.ram implementation in Central 

Tunisia (or to develop a (jOT capacity to do so). 

(3) Creating! a new africuiLural development authority (Office de Mise 

en Valeur) i..ich wouild be responsible for all public investment in both 

irrigated and dryland aLriculture as well as supporting infrastructure -

UThile favored by a f.ew o'['icials in the M"1inistry of Agriculture, this 

type of organization was -enerally criticized as being very costly, top

heavy, technocratic and biased toward irrigated agriculture. Furthermore, 

it could not play a m!0iti-sectoral coordination role. 

(4) Creating a regional stn.. office responsible for planning, coordi

nating and evaluat-irn. the integrated development of the area- this solution 

appeared ito he favored by -,.ost O' officials although the Miinistry of Plan 

was initially reluctant to delegate plannint- responsibility to a regional 

office. This alternative was also favored by USAID. 



USAID unfortunately was unsuccessful in persuading the GOT to set up
 

an inter-ministerial comnittee to Ltudy the institutional aspect of 

the Central Tunisia development effort. The decision to set up a 

Central Tuni.;ia Development Authority (CTDA) was, in the final analysis, 

a political decision. Fortunately, the enabling legislation was very
 

broad in its languaage as it assigned the Authority a general mandate 

to promote the integrated rural development in the area under its
 

juriediction. Its :-,ore specific functions includcd agricultural land
 

development (raise en valeur), contracting for public works (socio

economic infrastructure) and promotion of small industry. Thus the new 

Authority combined some of the characteristics of alternatives (3) and
 

(4).
 

During the legiklative process, reiiibers of the National Assembly raised 

questions concerning the possible duplication of functions between the 

new Authority and existing agencies. The iMiinistry of Agriculture's 

answer at the tie was that the Authority woulld tke over most agricul

tu-al functiLons currentl.y: performed by other agencies or sub-divisions 

of the Ministry but would be limited to a coordinating role with respect 

to other sectors. Unfortunately, for reasons of' political consumption, 

•the new Authority was pnbli cized as the answer to all the problems of 

Cenura]. Tunisia, therefore g/ivinj rise to exagerated expectations, on 

-e part of the popultion of the Kasserine governorate. 

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 of the 1Medjerda Valley Development Authority (a tradi

tional "Office de !,*!ise en Valeur" which had been responsible, since 

1976, for the implementation of a :odest Central Tunisia development projedt). 
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Since then, however, the trend has been to emphasize the planning and 

coordination functions of the CTDA. AID can claim some credit fc.r this
 

trend as it did persuade the GOT to accept two features which were 

completely absent fro-ii its original project proposal: (1) the 
assigiient of a regional planning a d evaluation role to the CTDA 

supported by U.S. technical assistance and (2) the assignment to the 

Dryland Crop Institute at El Kef of ani applied research responsiblity 

for Central imnisia. thus creating a precedent for CTDA reliance on 

other institutions for agricuitura (as well as non-agricultural) 

development functions. There appears to be a growing recognition in 

GOT circles that (a) the building.-ep of the CTDA' ; institutional 

capacity should not detract from implementation of CTRD activities 

through existing administrative structures and (b) eventually CTDA 

itself should pl,-y a puup-prirning role with respect to other GOT 

institutions in the area. 

C. Integrated Rural Development 

One measure of the success of a rural development program is the level 

of integration achieved between progrm componentsboth within and 

acros. sectors. Jt is not suffic-ient that, at the project design stage, 

key prol.,ems and issues be identified accross sectoral lines. It also i3 

necessary that. specifIc nterventions be planned, designed and imple

mented so as to riaxi.anize 1hei|: coplementarity over tiine. The GOT 

progran,s proposed for' 5outhern Siliana and Central Tunisiu were both 

presented as iu.t;erated rural Jevelopment projects. In both cases, 
of'
 

however, they consis-ted of' exhaustie lists/specific interventions in 

every sector without ,uch regard to cost/benefit or cost/effectiveness 

considerations, to sequential priorities and/or to institutional
 



and policy issues. As a result these proposals had a very nigh
 

infrastructure content and little in the way of actions that would
 

increase productivity and employment.
 

In both intlances,, the courses of action proposed by USAID involved
 

a phased approach to rural developient;, with a first phase addressing
 

priority needs (such as potable water) as well as research and
 

experinentatooio required for the identification of the key elements
 

of a2 integrated rural developien\ strate,y. In the case of the 

Siliana RD project, AID was to finance "a series of studies related 

to aricuitural and social develop,)ent with a view to detemine how 

the Governmint of Tu,,iia and the co::lrities ;-n the project area might 

improve inte[,rated rural dexrelopnent planning and inplementation"
 

(page 1-1 of PP). On the basis of the results oil -this first phase,
 

a determinat ion would be made by the (,OT and AID whether or not "to
 

launch a full.y integrated RD programi in the project area" (page 2-11
 

of PP).
 

As mentioned earlier, the research and uxperi-mentation, component of 

the Siliana RD project (Phase I) was only partinlly implemented due to
 

AID's failure to recruit a steppe-zone aglronomist, the lack of interest
 

on 
 the part of the Tunisia social science co.-miuniji *,iparticipatinL,
 
a
 

on a non-re-iinerative basis in the work of/joi.,t Tunisian/US Social
 

Science Research Comittee and ,finally the diversion of USAID anagement's 

attention to the i riplementatlon of speci f'ic A]iD-fu ded RD activities in 

the projeci area. The onlr socio ecoinoiic research activit.,y actually 

was surve.carried ol.,.t the of the flauabsa "zecteur" carried out by the 

CNEA under an All- finauced contract with the Ministry of Plan. Of course, 
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in addition to data collected by the C1EA, ;1uch information on social/ 

cultural factors was :comulated in tWe course of project development 

and implementation, some of it recorded (e.g. in Hirsch's and Dommen's 

final reports), but as the PCI Evaluation points out (page 11-6) 

"the lessons for project nanaaement are not made explicit or collected 

in one document". 

The failure to fully achieve the research objectives of Phase I of the 

Sillana RD project as well as the decision to expand the RD project area 

to eight delegations *:ade it necessary to incorporate in the Central 

Tunisia ED proara,' a substantial resear'ch,analysis and experimentation
 

component. At the saue ti oe it was esse-tial that the problems which
 

had hindered the iple ;entation of the Siliana RD project be avoided
 

through lipro.elets i. project design, especially witli regard to the 

insti tuLional arran;e 'ie ,s required to carry out research, analysis and 

experiaienta tion. Cis was i.',,Oly rccoqn zed iot only by TSAID project 

nanagement. sta[f b'ut also by the .D/Washinoton officero. who assisted in 

CTRD project dein (J. Dalton and I. Blackton, IQUM,/TheN), both of whom 

had participated in Silinn, RD1 proj.ecr developwenL. 

The Kiliana ) project experience has shown the need to institutionalize 

not only the socio-econoVic data collection process but also the analytical 

process whic Ltp<'s this infor::.anion to bear on the solution of specific 

problems. in was necessary to nother words, I hnti ut,-onalize a 

,plannin process whien could trnnslatc inter-discipl.inary stadies into 

an integrated "uIti- cctoral developmnt progra,. ihe chosen solution 

was to gain COT support for the assign-kleI; of a regional development 

planning function to, and the deve]opent or a planning end evaluation 
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capability within, the Central Tunisia Development Authority. Technical
 

assistance to CTDA in the field of regional planning through a contract
 

with a UP university was built-in as a major component of the Area
 

Development subproject of the CT"D project.
 

Another Aajor cosponent of the Area Development subproject, the 

Experi ntal Fn., was designed to serve as a vehicle for the kind
 

of experinretatio. which an only be carried out on a snall-scale and, 

therefore, wou'Id lpose a heavy "retilinC" burden on the ission if 

each i].ot activity had to [o throurn the project review and approval
 

process. The S liana Rb project expeoience also had t.xurht us that it 

was ris'ky to rely on US;'.TD for the dei., of su eh experi:ients (In the 

absence oif a steppe -one na.ronoAst;, very i te experi aentation was built 

into the acLv:.i ies 1 ')c', lnni': tWe Si]_iaAa AId rrait), it was 

therefore areed thaL both the cr I erla for approvinn; experi ientpl 

projects and tWe pro'e'ts the':.selvea would he designcd by the CTDA, 

assisted by' Ue n iversity, cor:tracted to provide advisory and 

training services in tLhu field of relional planmngn and evaluation. 

The SIlara Hi pro jeci, had envisar:ed the introduction In the prcJcct ,rea, 

01' a p110t. tu.la, uKiy' i culLural technology which had already been 

proven in Northern 'Tin isia (see pq;,c '. of 1T'). hiI.e this was lOne 

to a 1 iNted ,xcict with reard to pasLuren qurO tree crops, practically 

nothinn ha Lnn done w:ith repard to rerea]ls an forae crops nrown il 

rotation wi thIcereals. :edicac:o rials were s -arted bit wer never 

completed ,fe to tIi: Failure of the Ki.ki wa Heq iona. Agric tural 

IDevelopen t Co,::oissioner (CHfA) and !he Wfc of Cereals to conclude 
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a cooperative agreement (see page 43 of Donmen's final report). The
 

CTRD project design has provided for such experimentation through 

support (contractual advisory assistance., equipment and on.-farm 

experimental costs) for the applied research programi to be carried out 

by the Cereal Crop Tnstitute at El Kef under a contractual agreement 

with the CTDA. 

Although the .iliana RD project was intended to be "collaborative 

and integrative", AID-funded actixrities ended up being conducted in 

isolation from COT-Cunded activities carried out in the project area. 

While the project Jid "test ihe ability of the Tunisian Government and 

AID to collaborate in a localized progra" as called for in the PP 

(page 1-5), this collaboral ion took place i.n, the frmtework of an AID 

project rather ihan a 'iUi 1sian project. 

In the case oC tUe Central 1niPsia development (-t'fort, an attempt was 

made fro the ontset to operate it. a collaborative niode. Thus, a joint 

CTRD strateg, an, a oiiAt "Fir'st- Trai-ehe" (]-97')-- ') expenditure programn 

(only one 1to,:rt:1 of' w!lic! was Ai;) dol]-ar-'unded) were for tlated in 

July l.)7 . Of (:aorse as coild re expec~ed: 1ihe pressure tLo obt ifate 

the etitire I''. oelx.: L,ioi: o '1,, : pro,,al (1'or expenditLure throu;gh 

19'() over thuree a'r' hi;scat to l'ocus AiD's co: cern (and tolas tended 

so:ae extent the atLentio: of Li e Univers i L, providiig re-ional planning 

assistance to CiUA ) or. tle iI., 'l rde.! port ion o1 tle Central 'iln I,;ia 

de-e?.oprfent efffort-. ihi,; probai . Wo,1-1.10.t 1(C iw. c'h e (albei t to 

a lesser extet even ifu ie oe 

inasnrin cl as the u.;;. rl. ded .0te ryeion 5 are (!oreilIovative r11d/or 

experi.;ental in character aiid, I;Airelore, require 1greater management 
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attention than GOT-funded activities. It should be 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 integrating all developrient activities within the CTRD project
 

area, whether funded fro:i the Tunisian investment budget (either
 

through the CTDA or line aL-encies),fromi the Tunisian Rural Development
 

Program (PDR) or froi bilateral or fnultilateral assistance. 

D. Potable ..ater"Strateg y 

Co!mentin1g on the University of Nissouri agricultural assessment of 

Central Tunisia (pai;e 3 of h.is final report), Arthur Doimnen remarked that 

"technical assistance is 'riost effectively used when 
expertise can b)e directed to help solve specific

problems, and a little greater exanination of the
 
1,hkthar experience woJld have revealed 
 nany of those
 
on which to iocus".
 

Unfortunately at the time the Arlcultural Assessment was made (February 

197P), the 3iliana PD project; had produced very little data on specific 

problems for anyone to focus on. Doren was well. qualified to gather 

and record infoaationboiit the probleris of' the rural people of the 

Mlakthar area, but 'much of his Liie was spot !,onitorin1,g work in 

progress on vaiiours constrlct ior Johs (catchmnent; basins, sheep-dipping 

vats). a task wiiclh rqi';te long- hours of drivinig on barely pnsvable 

dirt traeks. fli1: that, wor coul.d have been done by a PCV or a well

trnincd ThuSi WI( C pl.ojee ,ind (ertainly did rnot call for someone with 

a Ph.D. iii A(,;icifi.1,;l"n ftcono ics, W. initinal.y f'elt that criss--crossing 

the project area on hi.s, Jaw'1 rover vouLd enable Do:,,nen to learn much 

aboit the land uad i.Ls people and to 1,get 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, hcever, both Blackton 

(then on TDY in Tunis) and I felt that it was time to bring Domnen 

back to Tunis cr a month or so that the insights gained in the field 

could be applied he design the first four CTRDto of subprojects.
 

While that time could have been spent data
on collection and follow

up, as Do nen 'sggests in his Final Report 
 (page 58), his participation 

in CTRD project design nonetheless did provide a vital link between 

the Siliana RD project and the CTRD p[::gramn 

believe that this waL pnrticularly true with respect to the potable 

water component of CTIRJD OInce by that time, we had gained considerable 

expno:ir a .* the repective approaches of SOIJEDE (the National Water 

Company) Ohich was in the p'oces s of designing an AID loan-financed 

progrn of ,ater .yri'cs for large villages in Siliana Governorate, 

Genie Rural (The Agricr!tiral Engineering Sarvice of the Ministry of 

Agriculture) vhich wmav; resyions ib:Ie for constructing water catchment 

basins (as well as sher--o iQipJPlU vats), finonced fro Siliana RD project 

fundsc and CARE/Meico, hich had just copleted a well reconstruction/ 

sanitary educc.tiv i-o-.-funded project in Southern Siliana. From this 

experience, we had dra;zni the conclusion th.t areater consideration of 

cost per benaliciary shoold ent;er into the selection of potable water 

intervention an d that effo;'ts s uoo.d be t- lowermade costs whenever 

feasible. Therefccce, the CTRD Potable Wate T7 identified as a top 

priority the tormuliti on l7 the CTJ)A oY a potable water strategy for 

meeting the needs of "he greatest number of peoplo at the least cost. 
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Not only was the range of potable water technologies considered in the 

CTRD Potable Water PID (see page 29) drawn from actual experience in 

the Siliana RD project area but the use of cost per beneficiary criteria 

for selecting among. alternative technologies, was itself demonstrated 

for the first ti..'e in the course of Siliana RD project implarentation. 

(See Section IV.l(d) of Domren's final report, pp. 3)4-36 for a des

cription of the 11ababsa ater Supply experiment in persuading GOT 

officials to consider the relative costs, a- well as benefits, of 

alternative technologies). 

Wereas, in the Siliana RD project, Dommen had been responsible for
 

monitoring._ ATD-funded potable water interventions, the CTRD potable 

water PID provided that the CTDA would be responsible for planning, 

allocating nmong iicplemeu tin, agencies. monitoring and evaluating 

all CTRD potaltle water interventions. (see pages 33 and 37 of PID). 

Unfortunately, attl:lpt2 to insire that all interventions within the 

project area were properly intograted within the erea development 

strategy at the desifqn state and adequately coordinated with one another 

at the iwple., entation stage did result in considerable delays in the 

design and approval of Care/Medico OPC7s for Siliana and Kasserine. 

This provoked Doinien into re,,arking on page 30 of his final report 

that "thousand., of people in ie project area were without water to 

drink because of' poor planning,,". (A slight exageration 3ince -the 

Care/Medico project.s ,tre ained at i!iqroving and sanitizing existin, 

wells). It should be reco(nized, however, tnat these delays were 

the result of' real differences let-ween USAID, Carc/Medico and the GOT 

about technical and institutional issues which still have not been 



completely resolved. It 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 'unisia. 1.hile Domnen does 

nention this direct].ve he does not ,ention the fact that at the 

Februarv, 197' iWAY) ,-een:',, will Volags ]ring; which the new policy 

was annonced the Care/iedi co Country Director' had presented several 

new O" proposals h.ut none in the (I]I.D project area. Furtheremore, 

since the in hial OPP proposals sub;n ttd by Care/Medico in response 

to the new dir'ective were simtply carboL copies of OP(,s sabmitted for 

other Eovernorates (the only chmn:e bl nZ the names of the governorates), 

there 	 1was never any qus.tutLion tha; they could be approved in that form 

and, in fact, Whe jcrnal linistry of Foreign Affairs request for the 

Siliana nand Kasserine 0! " .ot iY,, cd until October .197) and sti1l 

requested chanaes in the project content (namely the inclusion of new 

wel].s in addition to the vehabi..tation of old wells). Although both 
Opus were 'ded by :-Q in FY 19'79, the a ryee[ent between Careedico 

and the Govrer'norat, of Kasser ne was not signed until iharch l9nO and 

work has not yet begun inl uitjier Siliana or Kasserine governorates. 

E. Local ParY ci pa,ion 

The i , &iPPro,ject Paper i dentiied a nuber of socio-political 

objectives a:rov wh ich was inereased local participation. It recognized 

that 	the popidal' on ofr the pro joeL, area perceived development as
 

'
,soreth&ih ' to bu proui ned Ly the ,;o .erl eL' and asserted that the 

project would "help in chanl.iny, ti s posture of' dependency to a posture 

of self-development, abcit with the ;overnmnent's assistance" (page 5-10). 

http:direct].ve
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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) wider the project did include topics such as the role of
 

the "secteur" chief (onda), decision-.naking in the small and extended
 

household covqunit' and dispersion and conmmunication patterns (pp.2-27 

through 2-29) which .night have provided useful information on the
 

extent of and potential for, local participation. On the other hand,
 

there was no local participation in the choice of activities to be
 

supported under the "inediate Actions" covponent of the Project
 

since that chloice "was nade fro: reco .vendations contained in the CEA 

study" (pa,e 2.31) As for' the ,echanisn selected for carrying out
 

these activities it was "progra sppov'; provided on a natching basis, 

with funds froA: the OT Rural Develope&Ludgaet" for the purpose of 

enalblinp-, '].Lisian operational agences "to conduct within the specifi.c 

zones a level of activwities [ureaer than would be possible with their
 

own budgetar,y reso'irces" (page 2-.0).
 

As a matter of fict, i:iplementation of Siliana RD project activities 

was not different than implementation of COT Rural Development Program
 

(PDR)-.funded activitties except hat, in some 
instances, they were more
 

inovative and/or complex and 
therefore required greater coordination 

and follo,,..up, Ko aLt tc'lpt, However , was made at "pumip-.prim.ing' the 

local partktip ation Ylemen ; of the FDR, prolab]l because j- was fotmd 

to be pracl;ically non existent. The only exception to the above may 

be the sheep-dippi nm cmnrpaign which, by its very nature, did involve some 

!road based popular participation.
 



While the Siliana 1RD Project Paper did mention that USAID foresaw 

a role for American Volag in comIAILUi.y organization (page 2-32), it 

did not indicate how this would rdlate to other elements of the
 

Siliana RD program. The Cave the Ch:ildren Federation (SCF) was 

invited to sLbmit an OFG proposal but in spite of QCF/COT discussions 

in the Fall of 1976 and lenathy SCP/AjD/7r negotiations thereafter, 

none of the successive proposals submitLtted ,ySCF to AID embodied a 

realistic co.ymnity develop.ent strategy for Tunisia. (See pp. 13--15 

of Hirsch's Evaluation Report). At the Mission Director's request
 

(and against iiircch's reconqendation), an OC coverin the first phase
 

of a connunlitty-based Ynln: rated developient project was approved in
 

August 197' and a Country Director arrived in iepLe.Ter 197K. hile the 

course of action outl.ined in the OFG. docu-;entation was completely 

impractical in the Tunisian context, a sore realistic approach involving 

conunity selyfIhelp projects was negotiated with the GOT by the SCF 

coLUtry director w:ith the sppor[ and ass istance of USAID. 

The SCF prograi was barely geLinh underway in the ;,imior of 1978 when 

the CTRD progra.; development process was in full swing. Thus, due to
 

lack of experience with co\:mnity development in the project area, no 

atCtempt was madr to build a local par Lcipaton element into the CTRD 

Project Paper. Froy the 311dana up project experience, however, we
 

had learnt that the detailed budgetary control exercised by the Ministry 

of Plan on te i.WR budget and tle resul[,inI,; slowness :in delivering 

goods and services to the beneficiaries wonld ,aike it diLfiicult for 

the governorates to undertake self-help proj ects of the type planned 

by SC". In Kac,renenbering how the expectations genernted by the 



Siliana RD program had turned to disillusionent because of all the 

delays in Lmple.lentation, we had no illusions as to what would happen 

to any self -help :oti,,ations trder such conditions. 

Some thought was given to the possible use of the AID/GOT funded 

Experivental Fund as a vehicle for small-scale experiments in local 

participation tut we were soewhat discouraged by the ilinistry of 

Plan's rei usal to Erant CTDA the auihori ty to approve Experiental 

Fund-financed pilot projects without its prior review (although it 

did agree to keep such reviews -'ery short). By the Fall of 1c78 

we felt thaie "NeconO Phase" gi O: .would provide the best 

opportuni ty 'o inteoducin, a broader local parti cipation element in 

the CTRD prorra . To that effect USAID and AID/V agreed that it might 

be opportune to extend the c,'rren:, "Phase I" QFC tLhrouGh VY O so as 

to allow SCY iore tnie to test and demonstrate its npproach as well as 

to plan n collaor'at ion w! UiM.. a new "Phase 11" proormA which 

would be proposed for AID nldin .in FY l"l (or possibly late FY l8o). 

We Felt that this dela in tarti n; Phase IT was particularly iLportant 

in view of the need to "ins, itional ize" SCF's co::uni.ty develop,'ent 

approach. At that Ie, we thou, lit that the best way to achieve this 

institutionalization was to pro;ote a collaborati vi, venture between 

SCY/Tur:Isi.a ad %he CIA. i Fact,* w l I1 Miashi oin dCr vi1 December 

19A ] had discossed Lhe t'asil i.I.. o' 3CY (a:o. well as Care/liedico) 

playin; a Lechli al ansista cne role (a:; advi;'o' to WT'..) rathe' t;han 

an lipie .:;cha, ,ti : rol_,(i ] ,ad K'i.:;tood at tle U h - h1al U lew tYpe 

of "colla1orative ',,Iween,\lAiDorlais wasagqreen,nt" and being consi-. 

dered by AD/w as an a].ltern anive to ti i. P). 

http:co::uni.ty


-?9..
 

The CTDA's andate does call for it to carry out "animation rurale"
 

activities which :diiyht tmu'n out to be the best vehicle for local 

participation. if and when the CTDA shoild decide to recruit and 

train the staff it woild need to undertake such a prot;raa. The 

establishment of a "Coumui-ity Develop!,ent Fund," however, would raise 

the swmie type of issues as thie creation of the CTDA Experimental Fund 

(i.e. woild the CTDA be given the necessary authority to approve 

indiidual self -help projects?) ',hile financially autonomous, the 

CTDA still requires iini:,tryv of'Plan approval on all projects no matter 

how s:;iall. The issue is one of iecentralization of decision-making: 

without it, the systel.i will not have the flexibility needed for a 

co. unmity dev.opnent pro-ian. 91' course, to the extent that funds 

provided throuh OPs do not flow through the (;OT system (and therefore 

are not subjeci to its cosistraints), OP('s are handy vehicles for AID 
s'uch 

to get around/obstacles rather than induce the GOT to re'.ive them. 

While this 1ay be convenient when, one is primarily converned with getting 

a jol, done (as in the case o" thIje Cre/i-edico well improvement projects) 

inst i tn.t ional~I at ion requires tla' we work through the system and change 

it if necesnar, . it is v-2ident, that local participation of any sort 

will reqLlire such chan ges i..e. decentralLzation not only of' budgetary 

approval proced,ires btt also of' project planning and evaluation. It is 

(
iiay !, able contribute most 

a collaborative relationiship with CTDA. 

in the latter area t-hat Cl' _e to the through 



-30.-


III. Conclusion
 

At the time the CTRD program was being developed, none of the specific 

interventions funded froi Siliana RD 1rograi funds were completed or
 

far enough advanced to draw lessons fro,,m the, except for the Care/
 

Medico wells projects. This is why I have not discussed them speci.

ficall, in this paper. In any event, it becaine obvious fairly early 

on that there was a need for (1) better coordination between the 

Tunisian agencies involved (such as the CRDA, andthe Livestock 


Pastures 
 Agenc, (OEP), the Cereals Agency, the Forestry Service and,
 

since 
 last year. the CTDA and (2) a lore effective extension effort
 

accross 
 the board (fincluding pastUre improvements., apicul Lure and
 

fruit trees). 
 Little has been learned frori a purely technical stand

point ej ther becausP it is still too early (as in of
the case rangeland 

improvemenLs) 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 mnedicago 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 fi.nal analysis the lessons learned from the Siliana RD 

experience were ;!ore of an administrative and organizational nature. 

We did. learn quite a bi L about the functioning of the Tunisian territorial 

ad;:inistraLion and teclhnical agzencies at the regional and Local level. 

Hopefully, we also luave learned frow the itistakes made: lack of insti

tution-bth idintg, segregation of AID input nanagement Croin the overall 

cianagement of the G',OT Rural Developnent Program, (PDR) at the regional 

and local level, lack of planning and evaluation, piece-ineal approach 
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to progrmling 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 comnunity development project funded through 

SCF appear to have 'ad any significant i!pact on the way in which the 

GOT plans, implements and evaluates its Rural Development Program (PDR) 

activities at the governorate level and below. 

In the case of the CTRD proJram) the pressure to obligate AID funds 

and to "deliver" to the (CT on our coivitiment is bound to imipinge, at 

least in the short-run (.e. throunh FY 1901) on the concept of an 

integrated RD prograu financed jointly by the QOT7 AID and other donors.
 

The Area Derelop::eni; subproject and particularly its reional planning 

co,.ponent, however, ts expected to play an integratire role which 

should counter-balance the natural tendency of' AID progrem management 

to focus on ne M'JD-supported components of the Central Tunisia develop

ment effort. Thus. while we should be concerned that the Area 

Development. component of the CTRD progra. not become a bottleneck for 

AID-financed assistance to Central Tunisia, we should not loose sight 

of the fact that the failure to develop a CTDA planning and evaluation 

capability probably would :;ean the ialure of the CTRD program as an 

integrated regional development effort. 

RD: PDemonge~t: nbs
 



ATTACI-l!.LElIT 

Extracts from, P. Deiongeot's 'iemorand.i to he 
Files of iMarch 10 197, subject: Central Tunisia 

Rural Development 

During the discussiotis hat led to the concept, of a Central Tunisia 

Rural Develop-iei t Progrmi,GOT officials had assured us that managemaent 

Central Tunisia Rural Developmentof such a prograui, would rest with a 

Office established along the lines specified in the CIEA/FAO report on 

Central Tuniisiat. 1t was explained to us that the "Orfice" already 

existed legally (i.e. its statutes had been pueli ;hcd in the "Official 

Gazette") and that it would be physically established as soon as 

agreement Tere reached on a Central Tunisia pro rm,.uji. 

Upon futrther invcsti:rations, it b ecai-,e clear tn,.at the "Office" was 

still in the conceptual stage and had a lon, way to go before it 

1)eca e a reayl t. ,.11i.c the creation of' an "O.f'ice"for Central 

Tunisia hA been agreed to by an in ter- tinisteri.al conmittee approval 

by th Couci]. of' ini stern (the Dull cabilet), the F;Sconoric and Social 

Coincil and the iat ional Asse II;'.. still had to be secured before the 

"Offi"cc (o.11id be estabt i', hed. It also w,,as Yrevealed that- Ihe "Office" 

under cot,:s deration was an "A,r iiciltnval Devaiopent Office" (Off'ice 

de s (I'it Waleur) an'i not. an Int: l,rated "Rural Develop',nent Office" as 

ori,: I naly:, ro~teit; plat, ti', ti. i(t , A/. AO stid:". 

Under l.oese ci cu stlance;, 1t ta.de [ore se utha ever to explore 

a.lternative ins1.I ttional and/or ad;iini.strat ive Ytr.ictu-e;[For iianaging 

the C(entral 'itni sin Rural De,,/elop tent. Prot,,ra i. All the tiore so since 

a dec i sio.i to work throu.. , ,x is; i n; ad:ii.strati jie structures i!ght Iiean 

selection o.1 d '[f'erer..t )oundar es for the Central TunLisia Rural Develop. 

,net.i; Prot,;ra. area. U;iLh tis :Li ind, these issues were raised with 

tiOT off'icials in several aencies concerned with Central Tunisia 

(I.inistries of' APn,r i c, d fnel tltnerior, the Oi f'ice of' the Prime 

iiinist er and the Hational Ce'.nter .or AVrLcIltural Studies), 

". th the excepti.;, of th, representat Ce of the i,1inis try of Agriculture, 

all of' the ,'OT ofi'ici .s colttacte(I were soiewhat critical of' the 
tradi[.ional. "O 'fi 'e" no' npt f.'or ilie f'o lIL 1 1 a o 

(1) 'of'1 .is' Lent luo be con t.Ly (due to ij:h ad&,inistrative overhead).
 

TIt is cheaper., there L'ore, to wtork throuji existing atiiistrative
 

structures to Lii ox Lent posiJ-Ii.e.
 

(2) "o1'i'lces" of'Len are created to solve endemic problems (e.g. deffective
 

project i.m!ple-net,tat.oit) which li ,iithtbe addressed iist as well or better
 

by strengthef_ nii exii-,n, admi ri.strative struct,tres, thus avoiding needless
 

duplicatior, of' e'f'orts 'unctiona. overlapping and comnpetition for scarce
 

resources (particutlarly/ trained iianpower).
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05) -"offices fftendto .-be come--'top.,-heavy-.( and -their -.--op -- anagement 
too remote from the field), bureaucratic and technocratic. Too often 
they induce in the people they serve a sense of dependence on 'the state 
and thus ntiffle local initiative. 

(4)Conflict over development priorities often generate friction
 
between "office" directors and provincial governors.
 

Despite these criticisms of the traditional type of "office", most of
 
the officials contacted (except for the official responsible for
 
government decentralization in the Office of the Prime Minieter) were
 
not in favor of assigning to provincial governors and their staff the
 
responsibility for planning and coordinating "integrated" area develop
ment programs, even if the program area were limited to a single
 
governorate (e.g. Kasserine). They generally recognized that governors
 
and their staff were barely able to keep up with routine administrative
 
chores and, in the newer understaffed governorates of the interior such
 
as Siliana and Sidi Bou Zid, even experienced difficulty in planning
 
and implementing the smnll-scale projects financed from the GOT's
 
"Rural Development Fund",. Consequently, these officials argued, it
 
would be too much to expect these governors and their staff to plan,.
 
and coordinate the implementation of,integrated development programs
 
in their respective governorates (this only confirms what we already
 
know from AID's experience in Siliana Governorate).
 

Why not then attempt to strengthen the governorates capacity to
 
administer development prcgram? This would require, of course, beefing
 
up the governorate's Secretary General's staff and particularly the
 
rural development staff units which have been established in all
 
governorates. While this was recognized as desirable (and in fact it
 
is being done on a gradual basis) it was generally felt, however, that
 
the governors were too busy .ith short-term political and administrative
 
matters (as opposed to longer term developmental concerns) and lacked
 
leverage (particularly financial leverage) in dealiiig with the line
 
ministries and agencies operating in their governorates. There was
 
general unanimity in rejecting the suggestion that AID should assist
 
the GOT inconducting a "reional.development planning" pilot experiment
 
in one governorate that the lack of trained personnel
.Recognizing 


would make it impossible for a very long time to decentralize development 
planning to the governorate level, officials in the Prime Minister's 
office and in the Ministry of Plan argued that such an experiment woUd 
not be replicable in the near future and, consequently, would be 
politically unwise, as it would seem to favor one governorate over its 
equally deserving neighbors. (It was learned, however, that FAO is 
discussin8 with the GOT Ministry of Agriculture, possible agricuLtural 
development planning assistance to the Jendouba CRlA). 

Most of the officials contacted, however, endorsed the concept of a
 
regional staff office which would be responsible for planning, coordi
nating and, ideally, "integratng" within an overall area development
strategy the development activities carried' ou~t by, the various ministries 
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d-' igfie ithina-program area wh-ich-would ifeclihe portions of
nu- i 

' several! governorates. There also was a consensus that, in most cases,

implementation responsibility should rest with the field services of 
line ministries and agencies. Doubts were expressed, however, as to
the capsbility of CRDA's to implement complex agricultural development
projects not only in irrigated perimeters (traditionally the domain 
of "ofi'ices de mise valeur") also in drylanden but areas. 

There -ere differences of opinion as to whether a regional staff office
would find it difficult to deal with several governors. Ministry of
 
Agriculture officials were divided on this issue but Ministry of Plan
 
(Regional Development) officials did not anticipate problems as long as the
 
overall area development strategy was clearly defined from-the outset.
 
This qualification, of course, bring into question the extent to which.
 
the governorates should be invited to participate in the initial planning

of an area development strategy. Ministry of Plan officials were 
 n
...favor
 
of greatly limiting the participation of the governorates in the formu
lation of an initial area development strategy, Ministry of Interior
 
officials, on the other hand, argued that a regional planning office 
should be governed by a board of directors which would include repre
sentatives of all the "delegations" Included in the program area (as
well as the governors of the provinces in which those "delegations" were 
located). All agreed, however, that a certain amount of competition
 
among the governors, would have a positive effect on their willingness

to commit resources to AID funded programs within their governorate.
 

hile there seemed to be agreement among GOT officials on the need for
 
an administrative entity (other than the provincial governor and his
 

staff) to coordinate the activities of the various line agencies, there 
were serious differences as to the nature and role of this administrativo 
entity, On the one hand, the Ministry of Agriculture still thought in 
terms of a traditional "office" which would be responsible for imple
menting as well as planning agricultural development programs. On the
 
other hand, the Ministry of Interior favored a small, interdisciplinary
planning and coordinating office which would be disbanded as Soon as
 
the governorates were able to assume program planning and coordination
 
functions. 
 As for the Ministry of Plan, it seemed to favor the assignment

of program coordination responsibility in the field to a Rural Development

Office while retaining in its own hands area development planning

responsibilities.
 

Indications were, however, that the GOT remained flexible as to the
 
attributions of the still to be created Central Tunisia Development

Office and, furthermore, was in no great hurry to establish an 
"Office".
 

4 / ! In both ministries of Plan and Agriculture, the view was expressed
that the establishment of an "Of'fice" should be deferred until such 

. -4 

time as the level and complexity of the programs undertaken in Central 
Tunisia would clearly justify it, 
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Therefore, in light of the level of resources whi6h AID proposes to
 
allocate to Central Tunisia over the next three years, it would seem
 
premature to pressure tLe GOT to establish a "Central Tunisia Rural
 
Development Office" as described in the "concept paper". Itthe some
 

tf.me, we would certainly require from the start, a program planning and 
coordination mechanism whithin the GOT administrative structure. 
Officials in the Ministry of-Plan Regional Development staff have 
suggested the creation of an executive committee chaired by the GOT 
Ministry of Plan and USAID and grouping representatives of other 
interested ministries and agencies. No committee, however, can provide 
continuity to the program development process. It was therefore agreed 
that the CNEA would perform the functions of a secretariat to the 
executive committee and provid e a permanent point of contact for US 
consultants called in to assist in the planning of Central Tunisia 
development program, We also explored the possibility of the CNEA 
establishing a field office in Central Twnisia on its own or in 
collaboration with the "Central Tunisia" section of the OMVVM, This 
would help strengthen the field operations capability of the CNEA and 
the field office eventually could constitute the nucleus of a Central 
Tunisia Rural Development Office (which need not be an "Office" in the 
Tunisian sense of the word). 

I -II 


