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1 Introduction

1.1 Preambie

Bihce Independence in Zimbabwe in 1880 the United Btates Agency
for International Development has, through dounterpart funds
generated from commodity ald programmes, accoumulated in total
approxlmately Z$252 million.

By November 1986 approximately Z$208 million of this had been
allocated as grants to some 140 development projects in
Zimbabwe. Projects have been directed at a range of sectors,
including agriculture, education, health, housing,

small business, water development and natural resources.

While several studies of administrative procedures used in these
programmes have been carried out no examination of the
similarities and differences had been done, and nor had the
success or otherwise of the individual projects been documented.
Therefore the Mission of the United States Agency for
International Development in Zimbabwe in conjunction with the
Zimbabwe Ministry of Finance, Economic Planning and Development,
commissioned this evaluation.

The evaluation is presented in three sections. An overview of
the procedures followed for the administration of the local
currency generated from the commodity import programmes (PL-480
"Food for Peace" programme, 613-K-603 CIP and 613-K-605 CIP) and
those of ths sector assistance programmes in Zimbabwe; the
Zimbabwe Agricultural Sector Assistance Programme (ZASA) and the
Basic Educztion and Skills Training Skills Training Sector
Assistance Programme (BEST).

Ten of the development projects supported by grants of local
currency were selacted by the Ministry of Finance, Economic
Planning and Development. These were evaluated individually and

comprise the second part of this study.

From the work done on the ten individual projects and from the
overview of the procedures adopted for the administration of the
counterpart funds in Zimbabwe, it has been possible to derive
certain tentative conclusions as to what factors go to ensuring
the success of a project. These, together with overall
impressions and opinions, are presented below.

1.2 Reports
The main volume comprises of summaries of the ten projects

evaluated, the overview of the procedures, the overall
impressions and conclusions and supporting appendices. The

Ve



Local currehey Bvaludti-n
Main Volume

individual evaluations of the ten projects ave cohbalned La
gepapate volumes.

]
1.3 Acknowledghents

The Directors, staff and evaluatlon team of Agriserve (Private)
Limltﬂd wish to record here thely grateful thanks to the United
States Agency for International Development’'s mission to Zimbabwe
for their most valuable help during the course of the
evaluation., In particular we should like to record our thanks to
Miss Lucretia Taylor for her help, understanding and guidance
Without her help we would not have been able to complete the
project,

We wish to thank the officials of the Ministry of Finance,
Economic Planning and Development for their help at all times.

In particular, we wish to thank Mr C Kanyuchi, Mr R Mugwara and
Mr P Chingombe without whose assistance we would have been unable

to proce=d,

Finally we wish to thank all those in the implementing agencies
who tolerated the disturbance that we undoubtedly caused, and so
readily gave us the information asked for. We hope that they may
benefit from this work.

2 Summaries of ten evaluated projects
2.1 Introduction
The ten projects evaluated are as follows;

Drought Relief Crop Packs

University of Zimbabwe, Faculty Expansion and Farm
Chegutu Bulk Grain Depot .

Chibero Agricultural College

Adult Literacy Campaign

Co-operative Warehousing

Co-operative Credit

Co-operative Marketing

Kwekwe/Mupandawana Pilot Housing Scheme

Small Enterprises Development Corporation

From the original 1list presented, the "Staff Development Project"
from the BEST programme was replaced with "Distance Education”
also from BEST. Due to difficulty with the implementing Ministry
this was finally replaced with the Chibero College of
Agriculture.

The three Co-operative projects were found to be best evaluated
as one as they involved the same beneficiary, the Marketing and
Supply Co-operative Unions. The "Co-operative Marketlng" Project

b
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wag fouhd to be a minor study involving a grant of 282 oo, 1L
was howevey decided by UBALD and the Ministey that this should
retain as one of the ten,

In the time avallable For each esvaluation it was not possible to
sehedule interviews of the ultlmate intended beneficlaries,
Thus, for example, the views of those who have received loans
{rom SEDCO have not been obtained, nor was Lt pussible to
interview the communal Farmers who now make une of the warehouses
constructed under the Co-operative Warehousing Project. It is
fell that a further study, taking the evaluation right to the
ultimate beneficlary would add valuable insight,

Marketing and input supply Co-operatives

[y
[}

2.1 Warzhousing
2.2.1.1 Major Findings
2

2.2.1.1.1 Introduction

In 1980, for the first time, communal farmers were given finance
for agricultural production. There were, at that time, no
adequate facilites for the distribution of agricultural inputs,
such as seed and fertilizer to the communal farmers. Nor were
there adequate facilities for the marketing of agricultural
produce from communal areas. Government decided to construct
warehouses and distribution centers in the communal lands to
overcome this problem. The Marketing and Supply Co-operative
Unions had been in operation in the country since 1956. It was
decided that this movement should be appointed to manage and
administer the warehouses and depots.

USAID provided all the funds for the project, which amounted to
$9 300 000. The grant was allocated from counterpart funds
generated from 613-K-601/602, 613-K-603 and 613-K-605 commodity
impo.t programmes. The monies were put into a revolving fund
that is administered by the Agricultural Finance Corporation.

2.2.1.1.2 Warehouses and depots built

By December 1984 40 warehouses and 234 distribution centers had
been completed. At that time there were plans for five more
warehouses and 109 more distribution centers. However, all
development apart from the completion of facilites under
construction was stopped. This was due to the decision to review
the whole project in view of the numerous problems that had
arisen.
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Bl 13 Problems shcountured
3:3.1.1‘3‘1 DEBign

]
Phe warehousens wepe desighed as an opet shed with wire mesh
walles, The dlstributlon centers donsisted of a coherete nlab
surrounded by a fence., 'These proved to be ihadequate for the
sadurlty and shelter of stocks,

2|2A1‘113-2 [Iocatli(-.)n

Many warehouses and distribution centers were not used
efficiently, and some have not been used at all, due to their
vunsuitable situation.

2.2.1.1.3.3 Viabllity of Co-operative Unions

It is reported that several of the Co-operative Unions are in
serious financial difficulty and are threatened with collapse.
The warehouses and centers have placed a burden of repayment on
the Co-operative Unions. In some cases there is not enough
business activity for them to generate the money necessary to
meet the debt obligation. This is being compounded by the
suppliers of inputs who deal direct into the communal areas. It
was assumed by the Unions that all inputs that were financed hy
the Agricultural Finance Corporation would be bought from them,
and this happened in the early stages. Now the Agricultural
Finance Corporation 1is issuing buying orders to the farmers

choice.

2.2.1.1.3.4 Release of funds

The programme was delayed by a full year by the slow release of
funds from Treasury to the Ministry of Agriculture. ‘'There weras
exceptionally long delays in the payment of the contractor who
eventually threatened legal action.

2.2.1.1.4 Purpose achieved.

Despite the problems encountered the project did achieve its
basic aim, that of enabling the communal farmer to increase his
agricultural production by a significant margin. Without the
warehousing and depot facilities, the farmer would have found it
difficult to acquire the seed, fertilizer and chemicals he needed
and to market his produce.

q
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BBl 8 Hecowmandation
gl?lllgli Repaym@htﬂ

The development of the warehousing and distpibution facilites
was, in many cases, not undey the control of the Co-operative
Dnions, and they are now oblliged to pay for these facilites,
This, In some cases ls now a threat to their continued success,
With this in mind, the Ministry may find merit in the suggestion
that the repayment be rescheduled.

2.2.1.2.2 Training

There is in operation a programme, sponsored by USAID, where a
local established Co-operative Company is providing management
training and support to the Co-operatives. It is reported that
this programme has already shown considerable success, with the
turnover of assisted Unions rising dramatically. The programme
(which 1g not the subject of this report) involves expanding of
the activity of the Unions, to include trading in domestic
consumer products and the like. This concept should be
encouraged as it provides material means by which problems of low
economic activity of the Unions can be tackled.

2.2.2 Co-operative Credit
2.2.2.1 Introduction

Following the development of the Warehousing Project it was found
that the Co-operative Unions were undercapitalized and were thus
unable to purchase stocks to be able to supply the communal
farmers with agricultural inputs. To overcome this initially,
the Agricultural Finance Corporation guaranteed overdraft
facilities that were given to the Co-operative Unions by one
commercial bank. This was found to be unsuitable. The interest
rate was high at 18 percent and the amount of money available was
less than half of that required. 1In 1983 USAID granted

$2 000 000 from ZASA (613-K-604) counterpart funds to establish a
revolving fund to finance the working capital of the
Co-operatives. The fund is administered by the Agricultural
Finance Corporation. Loans are given for one season at 13
percent interest. 1In 1986 a further $5 000 000 was given to the
fund by USAID.
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ngsgsﬁ MBJDF fihdl“éé
8.8.2.2.1 SaVihgs

The fund has enabled Unions to take advantage of the eaply
dellvery rebates offered by the fertilisey and odrop chemival
companlies, and hag allowed Uhions to take advantage of off season
discounts on transport cousts.

2.2.2.2.2 Administration

As the Agricultural Finance Corporation administers this Ffund and
at the same grants loans, the Unions' customers administration is
a falrly simple matter. When a farmer purchases from the Union,
the Agricultural Finance Corporation merely debits the farmer and
credits the appropriate Cooperative Union’s account with the
value of the purchase.

2.2.2.2.3 Release of funds

Although the second grant of $5 million was given to Treasury in
June 1986, the first $1,5 million was not received by the
Agricultural Finance Corporation until October. Another one
million was received at the end of November. The rest is still

to be released.

2.2.2.3 Recommendation

The slow release of funds is again a feature of this project.

The procedures and protocols currently in. practice are :
complicated and involved. This contributes greatly to the
delays. It is recommended that the system is thoroughly reviewed
and revamped where appropriate.

2.3 Chegutu Bulk Storage Grain Depot
2.3.1 Major Findings '
2.3.1.1 Depot Completed

The Chegutu Bulk Grain Depot was completed in August 1985,
although grain was accepted in January of that year. The depot
was officially opened on April 25th, by the Minister of
Agriculture.

The depot, which forms part of a network of depots throughout the
country, has a capacity for 68 000 tonnes of grain stored in bulk
and 60 000 tonnes stored in bags. This amounts to 15 percent of

0
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the Nation's graln storage capacity at present, and Bope
0 pefgeht of the projected capacity that will be peditlved by bthe
yeay 2000,

USAID granted #6 400 000 in local currency, 'This funded the
entlre project except for the imported machinery reduired, which
way supplied through Danish Ald., 'The USAID funds were derived
from the 813-K-601/602, 613-K-803, and B13-K-805 commodity import
programmes,

2.3.1.2 Management

The project was successfully completed within the time expected
and over budget by only 2 percent. The silos were in full
utilization within months of the project’'s completion.

The project was managed with exceptional efficiency and
professionalism. Funds were released on time in accordance ‘to
the projections. There were no delays.

2.3.1.3 Effect on farmers

Those farmers who are geared and equipped to handling grain in
bulk find the depot to be of enormous benefit in terms of savings
in both time and money. The farmer does not, in effect, benefit
directly from any saving on grain bags as this is borne by the
Grain Marketing Board.

2.3.1.4 Grain Marketing Board

The Grain Marketing Board has felt the beneficial impact of the
Chegutu Bulk Grain Depot in many ways. The depot has had a
marked effect in reducing the handling of grain from the Chegutu
area, and has thus reduced operating expenses. The depots have
had a significant effect in reducing the cost of purchase of jute
grain bags, and reducing the foreign currency required for them.
The depot has played a major part in recent large exports of
maize in bulk from Zimbabwe.

2.3.1.5 USAID

Officials from the Grain Marketing Board and the consulting
engineers for the project have been enthusiastic in their praise
for the donor, the United States Agency for International
Development mission in Zimbabwe, for the way it which the funding
was administered. The fact that the USAID officials were
familiar with the implications and technicalities of the project
meant that the normal requirement for numerous explanations and
reports was avoided.

)
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B3, 8 Hedommendatlons
2.3.2.1 PFurther Depots

The drain Marketing Board has a plan for the development of Oraln
Blorage Depots throughout the country, 'this will cater for
2imbabwe's needs until 2000 AD. It is planned that bulk storage
facilitles will be developed on an integrated basis in the
communal and commercial farming areas in Zimbabwe. Large depots,
based on deslgn of the Chegutu facility will be bullt to serve
the commercial farming areas and areas of high consumption.

These have a small forelgn currency component, amounting to some
15 percent of the total cost. It is envisaged that small steel
silos wlll be erected to serve the communal farmer. These have a
higher forelgn currency content amounting to approximately 75
percent of the total project cost.

Based on the experience of the successful Chegutu Bulk Grain
Depot, USAID may consider that further support for the large
scale depots using counterpart funds is justified and warranted.
The smaller steel silos will require a significant amount of
foreign currency, other donors have shown interest in these.

Grain Marketing Board’s plan for bulk grain storage development
is a worthwhile project that will benefit the communal and
commercial farmers in Zimbabwe, will benefit the rural and urban
populous and will contribute to the alleviation of starvation and
poverty in Zimbabwe and the SADCC Region. It provides
opportunities for a multi donor co-operation and would be a
worthwhile target for local currency counterpart funds.

2.4 Chibero Agricultural College.
2.4.1 Introduction

Chibero College of Agriculture is one of a number of agricultural
training institutions that are part of the function of the
Ministry of Lands, Agriculture and Rural Resettlement. The
college takes students with passes in five subjects, including
English, mathematics and a science at 0’level (11 years
schooling).

USAID has supported Chibero with three projects, that have in
total amounted to $2 234 000. The grants were made from
613-K-601/602, 613-K-605 and 613-K-604 commodity aid programmes.

Ya
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8.4.2.1 Achlevements

Az planned, and as the result of the grant made Lo it the collepe
has lncreased lts annual intake of students from forty to sixty,
At the same time, and also as planned, the college now has forty
female students., Expansionconsists of a new women's hostel, a
library, improved catering facilitles and further lecture rooms.
To increasce Llnstructlonal capacity, an irrigation scheme has been
created and increased facilities for crop and animal husbandry
have been provided.

2.4.2.2 Graduate demand

Despite the difficult employment climate in Zimbabwe, graduates
from the college have readily found careers, although the
opportunities open to women are limited in number and ‘character.
The demand for graduates has declined recently. An improvement
in the economy would provide more job opportunities and there is
certainly a need to create jobs for people who will serve the
small scale farming sector. Information on where Chibero
graduates are and what they are doing is not readily available
since no records have been kept.

2.4.2.3 Managemght

Expenditure was $800 000 below allocation. This has allowed some
expansion of the project to improve facilities used in animal and
crop husbandry but constitutes an unauthorised use of funds.

2.4.3 Recommendations
2.4.3.1 Graduate and Employer survey

A survey of the graduates from Chibero and a survey of the needs
of employers of the graduates is recommended as this would be of
great value in the continuing development of the curriculum, and
future development of the college.

2.4.3.2 Curriculum Evaluation

A survey of presented potential employers would provide
guldelines for curriculum change, and would establish whether
there is scope for two kinds of diploma, one aimed at
entrepreneurial careers, the other in public service, aimed at
work with ministries serving the communal lands and resettlement

areas.



Lodal ditbtency Bvaluablon
Main Yolute

2B Kwaltwe /Mupandawana Housing Schete

B.6,1 1Introductlon

The shortage of housing, especially for the low income groups, s
a major problem iln Zimbabwe. A team of experts from the United
Natlons Center for Human Bettlement desighned speclfic modes of
house construction for low lncome families in urban and rural
area. The Kwekwe/Qutu Low Income Housing Pilot Project was
designed to test them.

In 1983 UBAID granted $2,6 million from the 613-K-603 commodity
ald programme to the project to finance the development of the
infragstructure at the sites. The other donor in the project was
the United Nations Development Programme.

2.5.2 Major Findings
2.5.2.1 Alleviation of housing shortage

In the alleviation of the housing shortage in Zimbabwe the aims
of the project were met. 199 houses were constructed in Gutu
while 1045 were constructed in Kwekwe. Although in terms of the
housing shortage in the nation this did not have a major impact,
at 0,7 percent.

2.5.2.2 Pilot scheme

The original' objective to compare different housing schemes was
not achieved.” Only one housing mode, that of urban low cost
units, was actually built. The housing scheme for the rural area
was not tested. It is apparent that the importance of testing
the various types of housing was lost in the desire to have the
building programme underway.

2.5.2.3 Co-operation between private and public sectors

For the first time in Zimbabwe a building society lent money to
home owners with low income. The repayments of these loans, to
date, has been satisfactory. The scheme has proved to the
building societies that there is potential business for them in
this sector.

- 10 - \\4
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2.5.3 Recommendations
2.5.3.1 Rural housing project
The omission of the rural housing project has meant that this

mode is still untested. It is recommended that a further pilot:
project in a truly rural setting is implemented.

- 11 -
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2.6 SEDCO
2.6.1 Introductioa

The Small Enterprises Development Corporation is a pdrastatdl
organisation in Zimbabwe.

SEDCO is one of the newest of the 33 parastatal organisations in
the country and is classified as "non-financial".

SEDCO is administered by the Ministry of Trade and Commerce in
Zimbabwaz, SEDCO has its head office in Harare, and has branch
offices throughout the country.

SEDCO operuates in two ways. Firstly it grants loans to small
scale enterprises. These are issued from SEDCO’s own resources
and the organisation is responsible for all those activities
necessary to administer the loans.

Secondly SEDCO offers a range of services designed to assist the
small scale enterprise. These include training, consulting,
viability studies and the like.

2.6.2 Major Findings
2.6.2.1 7$5 000 000 USAID GRANT

In December of 19834 the United States Agency for International
Development granted five million Zimbabwe dollars to the Small
Enterprises Development Corporation. The funds were obtained
from the counterpart local currency generated under the commodity
import programme 613-K-605, and were allocated to the Zimbabwe
Ministry of Trade and Commerce for SEDCO.

This grant has, to date, been the only source of funds that SEDCO
has had to lend. Govermment supplies the funding for the
operation of the parastatal, but was unable to provide the
capital base for the lending function of SEDCO. Without the
USAID grant SEDCO may have been able to do no more than offer
training, management and technical services to its clients.
Access to these funds for lending has enabled SEDCO to become a
significant force in the development of the small scale sector in

Zimbabwe.

The USAID grant has had further impact. Recently the Government
negotiated a new loan for ten million United States dollars from
the International Bank for Reconstruction and Development. This
money ls to be used by SEDCO for lending. The five million
Zimbabwe dollar capital base provided by the USAID grant was the
foundation for this loan.

\V
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2;6}2.2 Organisation established

Since its beginning in 1984, SEDCO has established a working
organisation that supports the small scale sector throughout
Zimbabwe. Branch offices have been set up and staffed throughout
the country, and the Corporation has a fully funotional Head
Office in Harare.

2.6.2.3 Loans granted by SEDCO“

By June 1986 loans to a value of approximately Z$3 9 million had
been granted, to assist 226 small scalp enterprises R

2.6.2.4 Massive demand for finance from the small 5cale_sector

Applications from 2179 enterprises for a total of 52,3 million
Zimbabwe dollars have been received by SEDCO. Support given
amounts to 7,5 percent of the amount of funds asked for, and
ten percent of the applicants have been granted loans. Reasons
for this include;

1. The Corporation’s inability to handle the
volume of application.

2. Many appllcations are for projects that prove

to be not viable.
3. Many applications are not followed through by

the applicants due, we suspect, to the cumbersome application
procedure.

2.6.2.5 Sector,distribution

In terms of its aims, SEDCO has given preference to
co-operatives. However and despite this, sole proprietaries have
received the bulk of the assistance (54 percent). This wag due
entirely to the demand for finance from this sector.

2.6,2.6 Jobs created

It has been estimated that by June 1986, the activities of SEDCO
had resulted in the direct employment of 494 people in the small
scale sector. The amount of capital required, on average, for
each new job was Z$8 600.

2.6.2.7 Management

Several inefficiencies in the operation of SEDCO have been
identified. These relate mostly to the newness of SEDCO, and
should thus. ameliorate as the organisation gains experience.

V]
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The time taken by SEDCO to process an application for a loan from
its clients has been excessive. On average, eight months have
elapsed from application to the approval of a loan.

Loan recovery is at a rate far below the standard of the
commercial banking sector, suggesting that the Corporation’ 5
funds may, in the future, be depleted through bad debts.

A large proportion of loan applications are not pursued by the S
applicants. It appears that this is due mainly to the cumbersome
procedures and the compléxity of the application formalities.

At present the level of services provided (including loans) in
relation to the operating expenses of the Corporation is low.
SEDCO has a large staff of qualified professionals, but the level
of experience is relatively low. SEDCO’s staff spend a major
part of thelr time on being trained.

2.6.2.8 High operating costs

Operating costs of the Corporation are high in relation its
capital base. This is the result mainly of SEDCO’s need for a
large staff of qualified people to fulfill its functions.

2.6.2.9 Viability

The Small Enterprises Development Corporation derives substantial
revenue from Zimbabwe Government grants. These grants cover the
entire operating cost of the Corporation. Government plans to
withdraw financial support for SEDCO from 1990. Thereafter, the
Corporation’s viability will be severely challenged.

2.6.3 Recommendations
2.6.3.1 Scope of Operations

As so often happens in parastatal organisations, SEDCO is
required to fulfill both a commercial and a service function. In
this there is potential dissonance. It is probable that
commercial needs will, at times, conflict with the requirement to
give service. This conflict is readily apparent when related to
the financial performance of the organisation. The need to cut
costs, for example, may result in services being curtailed.
However, what is less apparent, but no less important, is the
effect that potentially conflicting objectives have on management
performance. It is extremely difficult for management to make

- decisions when it is not clear what the prime function of their
organisation is. Are the managers of SEDCO to strive to make the
Corporation self-financing, or are they to strive to support the

|0
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small scale enterprises to the maximum extent? If the answer is
to be somewhere between these, then argument and delay will
inevitably prevall whenever a decision is needed.

The original concept for SEDCO was for support services to small
scale enterprises in Zimbabwe. Envisaged was an organisation
that would encourage the development of this sector by providing
technical assistance, training, and advice, and by thorough
liaison with, and guarantees to, the established financial
sector, enable the small scale sector to make use of the loan
facilities offered by the finance houses,

This concept was modified and the Corporation is now expected to
function as a fully professional finance house, giving attractive
loans to the small scale sector. In doing this the Corporation
is in potential competition with the established financial
organisations in Zimbabwe. At the same time, the Corporation is
required to offer services to its target market, services that
are not normally provided by development banks or commercial
banks. SEDCO offers loans at lower rates than the commercial
banks, it is less stringent in its requirement for security for
loans from its clients and thus takes greater risk, it provides
additional services to its clients at uneconomic charges, and it
is managed by a relatively inexperienced staff. At the same time
the Corporation is expected to be self-financing, self-
supporting. All this, together with the peculiar feature of the
Public Corporations where there is potential conflict between
service and commercial objectives, puts SEDCO in a precarious
position.

With this in- mind SEDCO’s Board and the Government may consider
separating the service function from the banking function. The
loans could be granted to suitable small scale enterprises from &
parastatal organisation operating as a financial institution as
its prime function. Those departments that supply services could
be taken into the Ministry of Trade and Commerce where they could
function as do the Departments of Agricultural and Technical
Services and the Research and Specialist Services in the Ministry
of Lands, Agriculture and Rural Resettlement. A further
possibility would be for the Corporation to support small scale
enterprises by offering guarantees for the loans granted to them
by existing financial institutions.

2.6.3.2 Fund base

The Corporation’s fund base is small in relation to its level of
activity and thus its operating costs. If SEDCO is to continue
to provide services and loans, and if Government is to withdraw
its subsidy as planned, there will be an urgent need for more
funds. It is recommended that the future viability of the

" Corporation be thoroughly analysed now, with the view to planning
for its future support to the small scale sector in Zimbabwe.
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:2?71 Drought,Relief Crop Packs

‘2.7;1 Introduction

Zimbabwe suffered a severe drought in the years from 1982 to
1984, Food aid was distributed to avert widespread famine. By
1984, after successive crop failures it was realised that the
communal farmers were unlikely to have the resources to grow
another crop. Even in the event of good rains, lack of money for
seced and fertillzer would result in no production and prolong the
need for direct food aid.

For these reasons the "drought relief crop pack scheme" was
devised. All the necessary inputs for 0,5 ha of crop were
purchased, assembled into packs and distributed to centers as
near as possible to the farmer. From here the farmer collected
the pack free of charge.

USAID granted $3 900 000 to the project from the counterpart

funds generated form the PL 480 "food for peace" programme. The
other major donor to the project was the EEC.

2.7.2 Major Findings

2.7.2.1 Effects of the Drought minimised

In general the project was exceptionally successful. Crop
production from the commanal areas rose dramatically after the
distribution of the packs, and has continued to rise since.
2.7.2.2 Administration effective

The project was administered by the Department of Agricultural
and Technical Services of the Ministry of Lands, Agriculture and

Rural Resettlement. Administration was both efficient and
effective,

2.7.2.3 Release of funds delayed

: 2.7.3; Recommendations
- 2.7.3.1 Model for future

The project was effective. It should serve as a model should the
need for this type of aid again arise.
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2.8 Faculty of Agriculture
2.8.1 Major Findings
2.8.1.1 Faculty Building

The project was formulated to enable the Faculty of Agriculture
at the University of Zimbabwe to fill the need for trained
graduates and to improve research into local agricultural
problems. The project fitted in with the National Development
Flan for Zimbabwe, which emphasized the need for agricultural
production in the country, and with USAID’s Country Development
Strategy.

There were no changes in the objectives during the implementation
of the project. Changes that occurred were in the estimates of
the costs and some additions to the building - eg, the
‘construction of the conference room on the flat roof of the large
lecture theatre. . .

The main aim of the project was to allow a 1st year intake of 100
students for the BSc Agriculture Honours Degree Course by the
year 1987. 1In fact this has been fulfilled in 1986, one year

early.

Professor M J Blackie, past Dean of the Faculty, deserves special
mention for the part that he played in the design, planning and
carrying out of the project. His was a major contribution to all
stages of the project and without his drive and enthusiasm it is
doubtful if all the objectives could have been achieved.

The general conclusion is that this project is a model of how
this type of exercise can be carried out through the ZASA working
group. Co-operation was achieved between the donor agency,
USAID, the Government of Zimbabwe and the University. The funds
allocated to the project were used in full, the objectives were
fulfilled and the target date for completion was achieved. The
architects have completed the six monthly check of the bhuilding
and stated that they are completely satisfied with the standard

of workmanship.

Errors and delays in the release of funds in turn caused delays
in the payment of the contractor. This, at one stage, threatened
to bring the entire building programme to a standstill.

There were serious underestimates of the cost of the project.
The budget had to be revised a few times. It was fortunate in
this case that the donor was agreeable to such revisions.
Without that the project would not have been as successful as it
turned out to be.
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2.8.1.2 College Farm

It was found that the acquisition of the University farm was
welcomed by all parties concerned. The farm has been utilized
commendably for practical training, agricultural demonstration,
experimentation, research and production.

Most use of the farm was being made by Part I students during
Saturday mornings and by Part II students for their Agricultural
Production option.

A good start had been made in experimpntation and researoh with
the introduction of eleven hectares of: irrigation for: CIMMYT (The
International Centre for Maize and Wheat Improvement) .

Production was noted to be continuing on a sound footing
especially with beef and cereal production. :

The farm’s distance from the campus (15 kilometres), the large
number of students involved in practicals, the timing of the
academic year and the limited variety of both crops and livestock
on the farm are limitations to the farm’s ability to act .as an
effective teaching facility.

2.8.2 Major Recommendations
2.8.2.1 Faculty Building

Greater expertise should have been used in the planning stages of
the project. Professor Blackie admitted to serious :
underestimates for the costs of both the purchase of the
University Farm and the Land Management Building Project.

If possible, a more streamlined method of payment of funds from
the donor to the contractor should be employed. The involvement
of two Government Ministries increases the chances of
administrative mistakes and poor administrative control.

Before starting a project of this size in future, the contractor
must make sure that the materials required are available. In the
case of this project, work would only continue at one stage
because materials were obtained from a Government building
project. The general trend at present is for building materials
to become more and more scarce.

The same team of architect and contractor could be used on future
projects of a similar size. In the case of the Land Management
Building Project, the team worked well together and accomplished
the task in the time allowed and to the satisfaction of the
clients.
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2.8.2.2 Collége Farm

The possibility should be examined of students being on the farm
during November to March as this is the busiest period on the
farm. This will give the students meaningful hands-on
axperience. At present the students go on vacation during this
period. Also, Saturday practicals should be rescheduled to '
weekdays .

As wide a variety of livestock and crops as possible should be -
grown on the farm to ensure broad experience for the students.

2.9 Adult Literacy Campaign
2.9.1 Introduction

At Independence it was estimated that over 50% of the adult
population of Zimbabwe was illiterate, with the majority of these
being women and in the rural areas. Before 1980, no government
organlsations were involved in efforts to improve the literacy
rate. The Prime Minister launched the National Literacy Campaign
in July 1983, as a crusade against illiteracy with full
govarnment support.

Project documents prepared by the Ministry of Community
Development and Women's Affairs for donor funding, gave a two
year budget of $2 633 530, The responsibilities for the campaign
were divided between the Ministry of Community Development and
Women’s Affalrs and the Ministry of Education.

The United States Agency for International Development (USAID)
granted 72%2,6 million for three years to be used to fund two
aspects of the campalgn. Z$1 million was allocated to the
Ministry of Education for the preparation of suitable literacy
material. The remaining Z$1,6 million was to be used by the
Ministry of Community Development and Women’s Affairs for
mobilization of the campaign and its participants.

2.9.2 Major findings
2.9.2.1 Under-utllisation of funds

Great difficulty was experienced in obtaining up-to-date figures
from the two Ministries concerned to show expenditure on these
raspects of the project so far. Figures provided by the Ministry
of Finance show that the funds allocated have so far been
under-utilized. Ministry of Education data suggests that less
than $250 CO0 of their Z8¢1 million allocation has been spent to
date. Although no current figures from the Ministry of Commanity
Daevelopment and Women’s Affairs are available, a similar
situation appears to exist with their allocation.
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2.9.2.2 Impact

The campaign cannot be said to have had a significant effect on
the overall level of literacy in the country. By September 1985
less than 400 000 of the estimated 2,5 million illiterates had
enrolled in classes. At community development level, however,
and particularly for the individual people who are now literate,
therae has heen a beneficlal impact.

2.9.2.3 Problems

The campaign has been beset by many prdbléms."Thehmésﬁﬂimporﬁénﬁ
of these arec: - ' ,

- a lack of co-ordinatlion between the two Ministrie in
thelr different areas of responsibility;

- cumbprsome administrative procedures in both‘Ministflgs
resulting in delays and under-utilization of the funds

allocated;
- a shortage of skilled personnel;

- '{the loss of momentum in the campalgn whivh no" long@r
has the political support it enjnyed 1nitially,i

- delays in the production and distribution of matnria
resulting in shortages.

2.9.3 Recommendations

Since most of these problems relate to management, improvement of
co-ordinatlon and streamlining of procedures could go a long way

towards solving them. The fnllowing are the main recommendations
made in this report:

- that a directorate of senior officials be set up to
co-ordinate the responsibilities of the two Ministries
concerned and streamline procedures;

- that a decision must be made on whether to revitalisze
the campalgn to regain its original momentum, or to
change the approach to a long-term programme. Once the
declsion is made, appropriate strategies can be drawn

up.
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3 Principal overall findings
3.1 Introduction

In all of the ten projects that were evaluated in this stdy a
substantial measure of success has been achieved. In some cases
there was exceptional effectiveness in the attainment of
objectives, while in a few these have not all been met,
Presented below is an attempt at an analysis of those factor
that may have contributed to the varying degrees of success.
Concluzions .- v are not drawn, but hypotheses based on the
analysis are presented. These hypotheses have not be:cn Lo "t;l
but is hoped that they will indlicate what it is that ensures o
successful project and give insight into the probability of
success of any future counterpart funded project.
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2. In some cases surplus funds were used for additional purposes
on the same project. Where the grant has been put into = funds
for to be lent to the beneficiaries noe data is glven

"Bodies involved” reflects the number of organisations that weré
iaovolved in the implementation of the project.

"Impl exp"” is a rating (3 for excellent) of the degre= of ‘
experience and organisational capacity of the implementing agent
for the project. ' C
“Planning” is a rating of the planning done for the project.

"Fund release” is a rating of speed and timeousness of the
release of funds to the implementing agent from the Treasury.

"Grant/loan”. All monies were given by USAID in the form of
grant. However, in some cases these funds are retalned, and lent
to Lhe final beneficiary. "Grant/Loan"” refers to this aspect

Locality refers to the central or dispersed nature of the
project. Some projects are confined to one site while others
have national coverage.

If more than one donor was involved in the project this is
indicated under "+ donor”

Much of the information is not available or not appropriated for
the Co~-operative Marketing Project. This is due to the fact that
thls was an exceptionally minor project, with a grant of only

Z%2 000,

3.5 Success Rating

The success rating given ranges from 3 for excellence to 1 for
failure to achieve substantial success. It must be pointed out
that these ratings are based on the subjective concurrence of the
evaluators. Ratings given were as follows;

The Drought Relief Crop Pack Scheme; Although, in some cases the
crop packs did not arrive in time, for most of the beneficlaries
the project was of great value, (3)

Chegutu Bulk Grain Depot; This was completed on time and on
budget and was very soon put to full use. (3)

Chibero Agricultural College; All objectives were achieved, Tho
nuamber of students was increased by 50 percent and the full
requirement for female students enrolled at the college. 2)

University Agricultural Faculty; The number of students wuas
doubled as planned and the facilities were in full use a yvax

ahead of schedule, (3)
- 25 - : 2;!7
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Kwekwe /Mupandawana Pilot Housing Scheme; As far as the provision
of suitable housing for low income people, the project was
successful. However, the requirement that a rural housing schem.
be tested was not met. (2)

Co-aperative Credit; A fund has been established, administerad
by Lhe Agricultural Finance Corporation that has benefited the
Marketing and Supply Co-operative Unions. Lateness in the
release of funds resulted in the AFC having to deplay its own
resourcaes tor the procurement of inputs., (2)

The Small Enterprises Development Corporation; The Corpeoration
is in operation and supporting small enterprise. There have bLeen
difficulties in processing loans, and more funds will be required
for the Corporaticn to remain viable., (2)

Co-upaerative Warchousing; Many of the warehouses have been
completed, and some are belng used to good effect. However the
design was not fully suitable for the purpose, many of them were
sited in unsuitable localities, and many arc not adequately
utilised. The construction programme has been suspended. (1)

Adult Literacy Campaign; The project has "run out of steam".
(1)

Co-operative Marketing has not been rated as the project was of a
minor nature. ' ' '

3.6 Programme type

There is apparently no correlation between the success of a
project and the programme from which the funds were derived.
Success came from all programmes represented in the ten selected
projects. There were successful projects from PL-430, from all
the Commodity Import Programmes and from ZASA. It would appear,
therefore that the differing administrative procedurcs between
the sector assistance programmes and the pure commodity import
programmes have little or no effect on the success of a project.
It is difficult to draw firm conclusions on this as the BEST
sector programme is not represented in the sample, and it is
apparent that the "working group” approach may have been applied
to Lthe selection of some of the commodity import progranme and
PL,-480 projects. For example, the PL-480 "Drought Relief Crop
Pack Project” was selected and approved by a committee, chaired
by the chairman of both the ZASA and BEST working groups, and
comprising representatives of the Ministry of Finance, Economic
Planning and Development, the United States Agency for
International Development and the District Development Fund.
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3.7 Ministry

The Ministry of Lands Agriculture and Rural Development is
represented imn thrce of the four most successful projects. This
Ministry has been associated, for a short Lime with the
Departmeat of Co-operatives, which, in Co-operative Warehcusing
has had cne of the more troubled projects.

Restructuring of Ministries in Zimbabwe has resulted in the
Department of Co-operative Development being administered by
several Ministries over the years since Independence. It was
formerly in the Ministry of Lands, then was moved to the Ministry
of Agriculture, then to the Ministry of Lands, Agriculture and
Rural Development; recently the Department has now been Plevatﬁd
to a Ministry in its own right.

The Ministry of Education has been involved‘in a most successful
"project, that of the University. It is also represented in the
project in which least has been achieved; the Adult therdcy

Campaign.

Any other correlations are not readily apparent, as this size of
the sample is small. Other represented Ministries have only one

project.

3.8 Experience and Capacity

There i1s an apparent strong correlation between the institutional
capaclty of the implementing agent and exceptional success in the
project. In all the most successful projects the implementing
agency has had many years of experieﬁce, has been long
established, and has a well organised. and developed
organisational infrastructure. The Department of Agricultural
and Technical Services in the Ministry of Lands Agriculture and
Rural Resettlement, The Grain Marketing Board, The Chibero
College of Agriculture, and the Agricultural Faculty of the
University of Zimbabwe are well established and mature

institutions in Zimbabwe.

While the implementing agency for the Co-operative credit project
is an experienced organisation with a well established
infrastructure, the lessened success of this project may be
attributed to inexperience of the other involved institution, the
Ministry of Co-operative Development.

3.9 Budgeting

The ability to budget effectively is related to an organisation’s
experience and stage of development. In this study it is not
possible to analyse the accuracy of budgeting as this is not
appropriate to several of the projects. However, mosi effectivae
in their budgeting were the planners of the Grain Marketing
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Board, for the Chegutu Bulk Grain Depot. The project was
completed at a cost two percent above the budget. This was met
from the Board’s own resources. Such accurate planning resulted
in the most eff1c1ent deployment of the aid money. In other
projects the amount that the project actually cost was
substantially less than the amount budgeted. This meant that
more money was allocated to the project than was necessary.

3.10 Number. of involved organlsations

It would seem that the fewer organisations that are involved in -
the implementation of a project the greater lts probability of a
success. Against this trend was the Kwekwe/Mupandawana Housing
Pilot scheme where the Ministry of Public Construction and
National Housing, the Ministry of Local Government, Rural and
Urban Development and the Beverley Building Socliety worked
together well for a relatively successful outcome.

Where more that one organlsation is involved it is essential that
there is a well established leadership for the project. In the
case of the Housing Scheme the Ministry of Public Construction
and National Housing took the lead and a UNDP expert was
appointed to ensure that there was the necessary co-ordination.
In the case of the Adult Literacy Campaign there are two
Ministries involved with no functioning overall co-ordination.
This has been the main factor leading to the limited success of
the project so far.

3.11 Release of Funds

A delay in release of funds from Treasury was a serious problem
in most of the projects, and in some cases threatened to result
in total failure of the project. In the case of the Co-operative
Warehousing Project, implementation was delayed by a full year,
with the contractor resorting to legal action. The Drought
Relief Crop Pack scheme was delayed by the slow relecase of funds,
which in some areas resulted in the relief arriving too late for
planting. Errors in the submissions from the University,

through the Ministry of Education to Treasury resulted in one
tenth of the monies required being paid. This causcd unnecessary
problems and delay. In the case of SEDCO, the release of funds
to the Corporation was done in several stages. This resulted in
loss of revenue. SEDCO was expecting to be able to invest the
grant to generate money to meet establishment and operating
expenses.

It was those implementing ageincies that applied unremitting
pressure on Treasury that werz= able to secure their funds when
they were needed, and thus ensure the success of the project.
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3.12 Grants or loans

While all the projects received counterpart funds in the form of
- a grant, in some cases the money was used to set up revolving
funds to be loaned to the intended beneficiaries. It would soem
that this application of the aid is less suceessful than a grant
that directly strengthens the ultimate beneficiary. There is a
tendancy for an administrative bureaucracy to develop around the
estabilishment of funds. Inevitably these bureaucracies becoms
self perpetuating, sometimes at the expense of the people that
the fund i3 intended to help. Thus, in the case of the
Co-opiarative Warehousing, Co-operative Credit and Small
Enterprise Development projects, greater efficiency of aid
utilication may have been achieved by outright grants to the
altimate beneficiaries, albeit with necessary safeguards.

3.13 Number of Donors

Tt is apparent that the number of donors involved in a project
does not have any significant effect on its performance. Among
the ten projects studied six could be classified as multi-donor.
Some of these were exceptionally good, while others had
difficulties.

3.14 Locality

It is apparent that the geographical dispersal of the project has
some Influence on its potential success. Those projects that
were confiaoed Lo a single locality on site were generally
implemented well, while the projects that had difficulty werc
those that had thlonal coverage.

4 Principal Recommendations
4,1 Introduction
Based on the impressions that hdve been gained during the study

of the ten local currency funded projects, the following
recommendations are offered;

4.2 Fund Release Mechanism

The slow release of funds from Treasury was a problem experienced
during the majority of the projects. The policies and procedures
in force for the transfer of funds from Treasury to the
implementing agency urgently need analysis and overhauling.

27
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4.3 Implementation Capacity

Where possible projects should be implemented by single
autonomous agencles. Similarly, where possible the implcmenting
agency should have a track record of successful project
implementation. Those institutions that have a well developed
capacity to plan, organise and execute should be favoured.
Alternatively, if a less experienced organisation is to he givnn
implementation responsibillities, then there should be a
considerable component of technical assistance incorporated in
the project.

b Overview of procedures
5.1 Introduction
5.1.1 Background

The USAID Commodity Import Programme began in Zimbabwe in 1982,
with the US$50 000 000 grant (PAAD No 613-K-603 dated 15th March
1982). This was part of the United States pledge to the ZIMCORD
conference for reconstruction, rehabilitation and assistance to
‘the disadvantaged population.

Follow1ng this came the Zimbabwe Agricultural Sector Assistance
Programme in September 1982. This was for assistance to the
agricultural sector through the local currency generated from a
portion of the US$45 000 000 grant.

In June 1983 the second of the Commodity Aid Programs was
initiated, (PAAD NO 613-K-605). This grant of US$37 000 000 was
also pledged at the ZIMCORD conference,

The latest of the programmes was the Basic Education and Skills
Training Sector Assistance Programme. This programme was
approved on July 27th 1983. Like ZASA it was designed to benefit
the sector through the local currency generated from a Commodity
Aid Component. The grant was for a total of US$45 000 000 to be

provided over three years.

The PL-480 programme in Zimbabwe was instigated in response to
the several years of drought in the Country in the carly 1980s.
In this programme the Country received food aid, including maize
grain, wheat and vegetable oil. These were sold on the
Zimbabwean market and the currency thus generated was used for
various relief and development projects. The local currency
amounted to the equivalent of US$30 962 000.

Source; USAID FY 1938 Annual Budget Submission
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5.1.2 Overview of Programmes
5.1.2.1 CIPs

- Prior to 1982° Zimbabwe had been provided with direct Cash Grants
from USAID to a value of US$ 44 280 000. Thereafter the USAID . .
Commodity Import Programmes. in Zimbabwe began. ' v

The Commodity Import Programme mechanism acts to benefit the
Country twice. Firstly the Country gains needed commodities, -
secundly counterpart funds generated from the sale of the
commodities go towards the financing of the Public Sector
Investment Programme.

The local currency generated from the 613-K-603 programme was for
use on activities in the areas of education, health, agriculture
and small scale enterprise particularly in the communal lands.

(Source; Program Assistance Approval Document 613-K-6Q3)

The 613-K-6056 grant was intended to stimulate the commercial
sector and to support the Government of Zimbabwe in
reconstruction and rehabilitation especially in the communal
lands. Eighty percent of the foreign exchange component was to
be allocated to the private sector, primarily for the replacement
of obsolete capital equipment. The local currency was to be used
by the Government of Zimbabwe for mutually agreed upon activities
in the areas of education, health, agriculture and small scale
enterprise,

Source; Program Assistance Approval Document 613-K-605.

5.1.2.2 PL-480

Local currency generated by the PL-480 programme in Zimbabwe up
until September 1986 amounted to 2$26,1 million. This morney had
all been allocated to appropriate projects. A total of 14 such
projects have been sponsored, at an average of Z$1,86 milliou per
project.

5.1.2.3 1ZASA

The Zimbabwe Agricultural Sector Assistance Programme was started
in 1982. The programme provided funding amounting to

US$45 000 000 specifically aimed at the Agricultural Sector and
in particular at the small scale communal farmer.

The funds were to be released in three equal tranches of

US$15 000 000, in 1982, 1983 and 1984, with implementation ending
in 1987. Commodities to be financed were US manufactured goods,
especially agricultural machinery, tools and equipment to replacs

- 31 - '274;/



Local Currency Evaluation
Main Volume

Zimbabwe's capital stock and for Zimbabwe commercial agriculture.
The Commodity Aid component of the programme was specifically
allocated to the Zimbabwean Agricultural Sector, at least 80% of
which was to be used by the private sector. The local currcney
generated from this programme was targeted at the Zimbabwean
smallholder to relieve one or more of the identified constraints;
research, cxtension, credit, marketing and input supply, land and
water use, and agricultural manpower training and policy
planning.

At least US$30 000 000 was expected to be utilized in the CIP

while the remainder was expected to be used for technical

assistance, training and other direct costs of United States

services and goods.

Bource; Program Assistance Approval Document 613-K-604
Zimbabwe Agricultural Sector Assistance Program

Document page 3.

Administration and co-ordination of the Zimbabwe Agricultural
Sector Assistance Programme is the responsibility of the ZASA
Working Group. This group is chaired by a representative of The
Ministry of Finance, Economic Planning and Develcpment and ls
made up of representatives of the;

Ministry of Lands, Agriculture and Rural
Resettlement,

The Ministry of Trade and Commerce

The University of Zimbabwe .
The United Ctates Agency for International
Development :

The Natural Resources Board

The Department of National Parks and Wlldlife
Ministry of Education

Department of Rural Development

The Ministry of Education is represented on the Group to consider
aspects related to the Agricultural Faculty of the University.

It was first envisaged that the USAID Adricultural Development
Officer would serve as an «x officio member of the Group
(Zimbabwe Agricultural Sector Assistance Program Document page
50) in fact the Officer serves as a full member of the Group.

The Group meets monthly to cousider new project proposals, to
decide on the projects and to review progress. Tt is o lavee
committee, made up of nine permanent members. Fregquently there
Is additional attendance by invitation. This is done when thoere
is special interest. For exumple, a member of the Grain
Marketing Board attends when GMB projects are discussed.

s ivailable:Document
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Funds were released as follows;

1982 US$156 000 000
1983 Us$ 3 700 000
1984 US$15 000 00O
19886 Us$11 300 000

- g o o= - ———

A total of Z344 660 000 was generated from the Commodity Import
facet of the programme. By March 1987 Z$37 852 700 had been
allocated to projects with 72$6,8 million still to be allocated.

From the time of its inception to November 1986, 49 "ZASA"
projects, averaging Z$610 000, have been approved. Since then a
further Z$8 million has heen allocated tc four new projects.

5.1.2.4 BEST

The Basic Education and Skill Training Programme (BEST) was
designed along the same basic format as the ZASA Programme. The
programme was 2stablished specifically to benefit the education
sector in Zimbabwe, and LIn particular the Ministry of Education
and Culture, and the Ministry of Manpower Planning and
Development. The same features as the ZASA programme were
incorporated. Thus there was a commodity aid component to the
programme which was to generate a fund in local currency that
could then be utilised in development projects specific to the
sector. The programme is administered on the same working group
principal as ZASA and is chaired by the same person.

The programme was initiated in 1983 and is due to terminate in
1989. US$45 000 000 was granted to assist the Government of
Zimbabwe to expand its education and skills tralning programmes.

Of the foreign exchange, a minimum of US$36 000 000 was to be
used in a commodity aid programme for the purchase of U3
manufactured goods and raw materials, with eighty percent of this
going to the Zimbabwean privste sector, while the remalnder wau
to be used for technical assistance, training and commodities.
Unlike in the case with the ZASA programme this was not directed
specifically at a sector, but could be used for all the normal
commodities. US$9 000 000 was allocated to foreign exchange cost
of US technical assistance, training and commodities needed for
the support of the programme objectives. Local currency
generated by the BEST programme was and is to be used to support
the Government of Zimbabwe’s activities in reducing those.
constraints that inhibited the achievement of the Governments
goals in the basic education and skills training sector; viz;
limited financial resources, insufficient numbers of trained
teachers, inappropriate instructional curriculum, inefficient and
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5.1.5 Common procedure overview
5.1.5.1 Introduction

In general there is a marked degree of uniformity in the
procedures and practices adopted in the CIPs, ZASA, BEST and the
PL 480 Programme., This is not surprising as the sector
programmes both have Commodity Import Programme components BEST
was modeled closely on ZASA. The same officials in the Ministry
of Finance, Economic Planning and Development are involved in all
programmes.  The USAID agricultural and human resources officials
are independently involved in the sector of their interaest, and
are uctive with the commodity aid Programmes, when the
counterpart funds are allocated to projects in that sector.

Procedures that are common to all programmes are detailed belaw.

5.1.56.2 Identification of Projects

In all cases projects are initiated in the various operating
Ministries. Once a project has been identified by the
operational Ministry it is presented, in proposal form, to the
Ministry of Finance, Economic Planning and Development. The
Ministry's Project Appralsul Section then studies the proposal,
and if necessary refers back to the submitting Ministry for
clarification, expansion or modification. The decision as to
which projects should be implemented is made by the Aid and
External Resources section of the Ministry of Finance, Economic
Planning and Development. The Project Appraisal sectlion will
also discuss the proposed project with the other sections in the
Ministry of Finance, Economic Planning and Development. The
Ministry shapes proposals into an acceptable form. Depending on
the size and importance of the proposed project, it may referred
np to the hierarchy of the Ministry. Proposals that exceed

Z$10 000 000 are referred to Cabinet,

Provision for approved projects is made in the vote of Credit in
the Government’s Public Sector Investment Programme and is
presented to Parliament in the Government’s Annual Estimates of
Expenditure, A '
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In the case of USAID sponsored projects, once Zimbabwe Government
approval is obtained, the projects are presented to the Sector
Working Groups, or direct to USAID as the case may be, for final
concurrence.

Once the projects are approved, the relevant monies are then
transferred from the Vote of Credit to the implementing
Ministry. Thereafter the Ministry can commence implementation.

5.1.5.3 Implementation

In all cases responsibility for project implementation lies with
the appropriate operating ministry.

5.1.5.4 Reporting

In all programmes the implementing Ministries report to the '
Ministry of Finance, Economic Planning and Development. In most
cases these reports are in the form of a monthly report on
expenditure and a quarterly narrative report on the progress made
on the project.

5.1.6 Differing procedures
5.1.6.1 Project Selection

In the selection of projects there are two main differences in
procedure between the CIP and Sector programmes. The first
relates to the time when this is done and the second relates to
who is involved in the selection decisions.

In the case of the commodity import programmes and the PL-480
programme, the projects to be supported should be decided before
the programme begins. Officially it is the Ministry of Finance,
Economic Planning and Development that makes the decision. In
fact this is frequently done in consultation with USAID officials
and other interested parties.

A list of the projects that are to be supported is drawn up and
submitted to USAID for approval. This being a "condition
precedent” to the release of the foreign currency funds for the
commodity import programme. While it is true that the submission
of the list of projects, and its approval by USAID, is required
before the CIP programme can begin, there are provisions, for
alterations to the list, either in the budgeted amount or time
required, or indeed in the projects themselves. Changes to the
list of local currency projects was provided for in CIP
613-K-605, where each project was to have been given a start date
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and period of grace. If the project was not under implementation
by the expiry of this period it was to be dropped from the list
and substituted by another project.
(Sources; Zimbabwe CIP 613-K-605

Zimhabwe CIP 613-K-603

Interviews, MFEPD, USAID/Z)

Projects for funding by the Sector Programmes are bLrought by
their Working Groups from the appropriate operating ministry,
through the Ministry of Finance, Economic Plannling and
Development. It does happen, though, that the operating agency
secking project support will first discuss project idess with
members of the Working Group. In this way the Group can epnsure
that the correct iuformation necessary for a decision is
presented. At the same time, the seeking agency can determine
whether or not the project proposed meets the Sector criteria.

Projects for implementation under the Sector Programmes are
selected by their Working Groups. Selection is done on the basis
of the priorities within the Zimbabwean development strategy.

The Working Group examines proposals against the criteria
specified in the programme zgreement. Approval of a project
requires <oncurrence from USAID. As USAID is represented on the
Working Group, however, this is a formality. Budgets of approved
projects are finalised by the Sector Working Groups.

There is no requirement that the projecis to be implemented in
the sector programmes need to be identified before the beginning
of the programme. New projects can be proposed and selected
after the local currency fund has been generated.

5.2 Comparisons and Contrasts

5.2.1 Basic aims

The commodity aid programmes are aimed primarily at supply of
foreign ecxchange for capital and manufactured goods.‘ The support
for public sector programmes with the local currency generated is
of secondary importance. The sector support programmes, on the
other hand, are aimed first at the generation of local currency.
This is used for budgelary support of Government of Zimbabwe
projects in the appropriate sector. The local currency is raised
through the commodity aid component.

The basic aim of the PL-480 programme, on the other hand, is the
relief of hardship caused primarily through disaster. Local
currency generated through the sale of food is directed at
projects that are aimed at the alleviation of hardship.

Y|
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5.2;2 Administration

The main administration difference between the Sector Programmes
and the Commodity Aid Programmes to the degrec of involvement of
USAID and the Ministry of Finance, Economic Planning and
Development and the operating Ministries in the selection,
implementation and evaluation processes.

In the Sector Programmes there is a established committee system
that ensures that all interested parties from the relevant scotor
are kept informed. This feature has been commended by the
officials of the Ministry of Finance, Economic Planning and
Development.. In the CIP programme administration there is less
communication. USAID officially learns of projects selected
under the CIP system only when they receive the list for
"condition precedent” approval. Communication on matters
relating to CIP Programmes within the Ministry of Finance,
Economic Planning and Development itself is not as good as that
relating to the Sector Programmes. There have been instances
where, for example, the Aid Accounting Section of MFEPD have not
been aware of a project until after implementation has
commenced.

5.2.3 Flexibility

In the case of the commodity import programmes and PL-480,
approval as to which projects are to be supported are made
between officials of the Ministry of Finance, Economic Planning
and Development and USAID. This is a time efficlent procedure.
On the other-hand, the committee approach of the sector Working
Group can lead to considerable delays. Problems of this nature
have been experienced in both the ZASA and BEST groups. These
have been exacerbated, especially in the case of the BEST Working
Group, when the individual officials who represent the Ministries
change from meeting to meeting. (Source; Price Waterhouse;
Report on Aspects of Project Management related to the BEST
Program, 1986).

5.2.4 ZASA and BEST compared

There is no doubt that the Working Group approach in the Zimbabwe
Agricultural Sector Assistance programme has been a success. At
the same time there are reports that the BEST working group has,
to date, been less successful. Specific reasons for this have
nol been identified but several have been suggested, these
include;

The representative Ministries on ZASA have considerable
experience in project administration.
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The issues of agricultural production are far less
likely to be politically Lontentlous than those of education and
training.

L]

The personalities involved, both in the Ministries and-
USAID may have had some influence.

The degree of direct involvement from USAID Uffluials
has been greater in the case of the BEST programme.

The procedures for the project identification, =nle0tlnn, ‘
implementabion and reporting follow closely those adopted for thu

ZASA programme.

5.3 Opinions and Impressions

'5.3.1 Rushed proposals

It is felt by Ministry Officials that in relation to the
Commodity Import Programmes, the requirement that counterpart
funds tou be generated had to be committed to projects before the
foreign currency was rc¢leased led firstly, to a rush for project
approvals possibly leading to ill-conceived projects, and
secondly, to delays in the use of the aid. Evidence of this is
not conclusize as the projects are usually drawn from a list
already complied in the Public Sector Investment Programme and
the provision for changes to be made once the CIP programme has

begun.

5.3.2 Distortions

The opinion was put forward that the Sector Programmes, through
their specific sector targets, are distorting the pattern of
development in Zimbabwe. Thus, it was felt that education and
agriculture were developing at a faster rate than other sectors
of the economy, and, it was felt this was not desirable. Another
expressed disadvantage of the Sector Programmes was the belief
that the beneficiary Ministries did not have an efficient
approach to project proposal as they were assured of the funds
and were not in competition with other sectors.

5.3.3 Buccess of Agricultural Projects

It is freely acknowledged by Ministry Officials that the Zimbabwae
Agricultural Sector Programme has been, as is continuing to be,
an exceptional success, This is endorsed in the three formal
avaluations of the programme that have been done annually. In
"the case of ZASA the "working group approach” has function:d
effectively and efficiently. A large number of projects have
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been implemented; many are already completa. These projects
represent a wilde range of disciplines within the Agricultural
Sector,

However, the success of projects in the Agricultural Sector is
uol confined to the ZASA projects. Projects funded by the PL-480
and the CIP funds, und therefore administercd differently. have
also shown considerable success. Fossible reascns for Lhis gpae
given above; it ls suggested that the experience ard capaclty of
Lhe implementing agency plays an lmportant part. Howover, the
egffect of the approach used by the USAID agricultural officiuls
should net be overlooked. This has been commended in several
Quartecs, from Ministry Officials to engineers supervising
projzcts. It is evident that the USAID officials acquire a solid
background knowledge of the technicalities and implications of
the projects proposed. Projects with a high probability of
suceess are thus seclected. Because of this there is no need for
“continued monitoring,  Apart from the regular standard returns
the implementing agency is allowed to proceed unhindered.

“ Uy
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5.4 Other Commodity Aid Programmes
5.4.1 Introduction

¢
During the Zimbabwe Conference on Reconstruction and Development
lield in Harare in 1981 many couatries pledged to assist the
Government in its reconstruction effort. A large proportion of
the assistance was offered in the form of commodity aid
programmes.

France was the first country to provide commodity aid, but the
United States, through USAID was the first of the donors to
introduce the counterpart fund facet to the Commodity Aid
programme in Zimbabwe., The procedures established by USAID for
the counterpart fund generation and administration have been
followed closely by the other donors, with faw minor differences,
and this has been encouraged by the Ministry of Finance, Economic
Planning and Development. This Ministry has actively worked to
standardize the procedures along the USAID lines.

The main differences identified in the programmes are;

1. United States and Swedish assistance is in the form
of outright grants. Other donors pledged either loans or aid in
the form of a loan, grant combination.

2. USAID uses the counterpart funds mainly to support
development projects aimed at extending Government services in
the agriculture, education and health to the communal sector.

The United Kingdom favoured resettlement and rural development
projects. All other donors use the counterpart funds in support
of the Zimbabwe national budget and are not particularly
interested in the performance of such monies. As a general rule,
those donors who have given grants are interested in the
application of the counterpart funds, while those who have given
loans leave this entirely to the Government.

3. The United Kingdom has as a condition that the
Government must contribute an equal amount to the resettlement
and rural development projects funded by the local currency from
their commodity import programme. No other donorihas this
condition, and it appears that the British are in 'the process of
relaxing the condition.

4. The United States Agency for International
Development’s mission in Harare has authority to make decisions
on the deployment of aid. Most other donors offices in Zimbabwe
are obliged to refer decisions to higher authority. USAID is.
thus most efficient and effective in approving projects.
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USAID Local Currency Programmes.
Summary and Conclusions

5.5 Summary and Conclusions

In this brief overview of the USAID Local Currency rrogrammes the
following points have are highlighted:

1. Monitoring and control over the counterpart
fund projects under the Sector Programmes has
been greater than that for the CIP
Programmes. This has led to improved
communication and awareness between all
interested parties, but has curtailed
flexibility.

As the Sector Programmes have a Commodity
Import Programme component, there are very
great similarities between the Sector
Programmes and the Commodity Import
Programmes. In addition, as BEST was modeled
on ZASA, these also have minor procedural
differences.

[\

3. USAID has led the other donors in counterpart
fund projects, not only in the size of the
funds generated, but also in the adoption of
procedures. Most other donors have adopted
the USAID methods, and it appears that the
others will follow suit. One difference may
remain however, that being the lack of
autonomy of the Local Offices of other
donors.

8 Statement of Work and Terms of Reference

6.1 ©Statement of Work

The contractor will undertake an evaluation of projects funded
from local currency generated by the AID Commodity Import
Programs in Zimbabwe. The USAID program in Zimbabwe has funded
over 100 individual projects using local currency generations
which cover a wide range of sectors, including agriculture,
education, health, small businesses, and water and natural
resources.

The Zimbabwe dollars are deposited in a special account managed
by the Ministry of Finance, Economic Planning and Development
(MFEPD) in conjunction with USAID. In two programs - Zimbabwe
Agricultural Sector Assistance (ZASA) and Basic Education and
Skills Training (BEST) - projects are recommended by Working
Groups chalilred by MFEPD and made up of representatives from
various Government of Zimbabwe ministries and USAID. Local
currency projects under the other programs - the Commodity Import
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Program (CIP) and the PL-480 program - are recommended by MFEPD
and a list is provided to USAID fro approval, prior to the
disbursement of funds from the Commodity Import Program.

Over the past year, MFEPD and USAID have undertaken a review of
financial management procedures in the principal ministries
responsible for implementing these local currency programs. A
review was also made of the procedures for administering the BEST
program, and USAID and MFEPD have held a number of discussions
regarding financial progress reporting for local currency
projects., However, no comprehensive examination of the
activities supported by the local currency program has been
carried out to evaluate the similarities and differcnces of
procedures ander the USAID programs (ZASA, BEST, CIP, PL-430),
the impact the local currency projects have had, and management
improvements that might be made to maximize the development
Lenefits of funds remaining to be used under these programs.

Thus, the purpose of this contract is to carry out such a study..
This evaluation will be comprised of the following parts:

(1) An overview of the process of identification,
selection, implementation and reporting on local
currency projects under the CIP, ZASA and BEST and
PL-480, comparing and contrasting procedures used in
each program. In addition, a comparison will be made
between procedures used for local currency generation
and programming under these USAID programs and similar
commodity ald programs of other donors, with a view to
determining their respective implementation
performance.

(2) The contractor, in cooperation with USAID and MFEPD,
will select a representative sample of ten local
currency projects to be evaluated in-depth. The
evaluation will describe the management and determine
the present and potential developmental impact of each
project. The range of evaluation criteria may be as
wide as the range of sectors representing local
currency projects. However, the contractor may wish to
use some of the following standards:

- the project’s originally-stated purpose and aimsg;
- changes in the project’s objectives;
- the goals and expectations of the project’s .
administrators, participants, and beneficiaries;
- the GOZ’'s policy objectives in the relevant
sector;
- the GOZ’s overall development goals, including
plans outlined in the First Five-Year National
: Development Plan;
- USAID’s CDSS (Country Development Strategy
Statement.
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These criteria are not comprehensive, but serve as a
starting-point for an evaluation. Many projects are
still in thelr early stages, so thelr developmental
impact may be more difficult to determine.

(3) A final section will summarize the major conclusion of
the evaluation and formulate recommendations for
improving the management of the program and for making
most efficient use of funds remaining under the three
MSAID programs.

The Statement of Work will be carried out in a manner consistent
with the contractor’s proposal of August 23, 1986, which is
incorporated into this contract by refgrence. '

6.2 Letter of Invitation
August 15, 1988

Agriserve (Pvt) Ltd
P.0O. Box HG 357
Highlands

Harare

Attention: Mr. M. Boyd-Clark
Dear Mr. Boyd-Clark:

U.S.A.1I.D., in coordination with the Ministry of Finance,
Economic Planning and Development, is currently planning an
evaluation of certain activities and projects in Zimbabwe which
have been funded by the local currencies generated under the
J.5.A.1.D. Commodity Import Programs and PL-480 agriculture
imports.

Accordingly, we would like to invite you to submit a technical
proposal to carry out this task. To assist you in preparing your
proposal, enclosed is the statement of work to be covered by the
contract,

Since we are not in a position to define the exact quantity of
work to be undertaken at this time, it is our intention to use a
labour-hour type of contract. Under this arrangement, the
contractor would be paid on the basis of the number of hours
charged for each individual working on the evaluation, wusing an
agreed upou rate for the services of each individual. Therefore,
when preparing your proposal, we request that you provide the
hourly billing rates for the personnel who would be assigned to
the task, as well as ldentifying the individuals and their
qualificatlions.
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Since it is 2ur intention to finalize the contract by the end of
August anc commence work soon thereafter, we also reguest that
you provide information on the availability of the personnel you

propose.

The proposals will be @valuated by the U.S.A.I.D. on the basis of
the understanding of the requirements demonutrated by your
proposal, your proposed approach to conducting the evaluation,
the professional qualifications and experience required to meet
the needs of the statement of work, and the availability of the
personnel who are proposed. :

Proposal must be received at the following address not late than
9:00 p.m. on August 23, 1986: -

Deputy Director
USAID

No. 1 Pascoe Street
Belgravia

Harare

Proposals received after the due date, but prior to the
completion of the selection of the contractor, may be.considered

at the option of the USAID.

If you have any questions concerning this request tor proposals,
please contact me at the telephone number 720757.

Sincerely yours,

Scott E. Smith
Deputy Director

Encl: A/S

7 Work Plans
7.1"Introduction

In the original statement of work it as stated that the
consultant would, in consultation with USAID and the Ministry of
Finance, Economic Planning and Development, select the ten
projects for evaluation. In fact these were selected by the
Ministry. The following list of projects was presented un
September 29th;

Chegutu Bulk Grain Depot

Adult Literacy Campaign

University of Agriculture Faculty Expansion/hdrm
Staff Development Planning

Kwekwe /Mupandawana Housing DeveloPment
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Co-operative Credit

Co-operative Marketing and Supply
Co-operative Warehousing Development
Drought.Relief Crop Packs

Small Industries Development Corporation

The Drought Rellef Crop Packs programme, the University Expansion
and the Kwekwe/Mupandawana Housing Development were selected as
the first three to be completed.

Soon after the start of the evaluation the Staff Development
Planning project was replaced with the Distance Education
project. Later this was removed due to problems with the
Ministry of Education. The Chibero College of Agriculture
replaced Distance Education. Thus projects from the Basic
Education and Skills Training programme were not represented in
the study.

The evaluators soon discovered that an evaluation of the housing
scheme projects had already been done. While a decision as to
whether this project should be removed from the list to be
evaluated was taken, the Small Enterprises Development
Corporation was substituted for one of the first three for
evaluation.

Work progressed on the projects, with the enviable changes to the
schedule primarily to accommodate the implementing agencies.

A two week time extension was requested and granted for the
submission of the final draft reports.

The revised work plan of 1st November is included below.

7.2 Revised Work Plan 1 November 1986

7.2.1 Introduction

It is necessary for us revise the work plan for a number of
reasons. Firstly, we have been unable to commence work on the’
BEST Projects as there have been misunderstandings at the
Ministry of Education. Secondly the Kwekwe/Mupanduwana housing
project has been re-included in the evaluation and the Chibero
Agricultural College has been removed.

We have noted that the records and documentation on the ten
selected projects are very scanty indeed. We have had great
difficulty in locating original project documents. We anticipate
problems in determining, for example, the original purpose of a
project or changes in the project objectives. While it was our
intention to present in this work plan, the selected evaluation
criteria for at least the first project to be evaluated, this
Wwill not be possible. Because of the paucity of records there
will be a need for a search, firstly for and then through files
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for each of the projects before the evaluation criteria and
evaluation plans can be developed. To this end we have allocated
10 person hours per project during which time the evaluators will
endesavour to collect as much relevant information as possible.
From the information thus collected we will select the evaluation
criteria appropriate and compile a plan for each project. We
suggest that these plans are individually presented to MFEPD and
USAID for approval before field work begins.

The time budgeted for each project is limited. We have estimated
that the preliminary information search and the planning for each
project will take approximately 30 person hours., The same amount
of time wlll, we believe, be needed for report writing on each
project. Some 110 hours remain for the field work and analysis.
This amount, of time will be limiting, and it may not be feasible
to present much more than an overview. It will not be possible
for us to submit a detalied report such as, for example, the one
we did on the Sanyati Cotton Gin. While detailed and in-depth
evaluation of each project will not be the output of this study,
we expect that areas for further work will become apparent during
the course of the study and these we will highlight. We believe
that it is important that the minimum amount of time is spent on
"dead activity" such as travel. We will therefore minimize field
work away from the main centers.
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Time (Person Hours) budget for the Evaluation

person hours

Inception 1856
Individual projects 1710
Report Writing 215
Typing 350

2460

A -y " o - -
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Time (Person hours) allocated to each project

person hours

Review of files 20
Evaluation planning 10
Field work _ 110
Report writing 30

170

- o —— = - =
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7.2.2 Methaods

As each evaluation will have to be carried out at speed, and
because there are a large number of implementing ministries
involved, planning, control and liaison will be of utmost
importance. It is suggested that throughout the study, weekly
meetings between Agriserve’s Team Leader and Officials of the
Ministry of Finance, Economic Planning and Development and
Representatives of the United Stetes Agency for International
Development be held. At these meetings Agriserve will present
progress reports and will respond to requests and direction from
the MFEPD and USAID.

After the initial review is complete and after evaluation
criteria are selected and agreed, each will prepare a work plan
whereby each task will be broken into steps that will last not
longer that one day. If a task is not completed this will be
reported immediately to the team leader and a reviewed plan will
be implemented. In this way we will avoid time and budget
overruns.

It will be important that the evaluators spend as little time as
possible in searching for information and documents.
Co-operation from the various ministries in this regard will bhe
essential for the successful completion of the project. We.
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hasten to say that the co-operation that we have already enjoyed
from the Ministry of Finance, Economic Planning and Development
and the other Ministries with whom we have so far had dealings,
have been exqmplary and augurs well.

We relterate our proposal to carry out evaluations and not
audits. We will not be looking for fault. We will focus on
factors, both positive and negative, from which something can be
learned. We will highlight lessons for the future operation of
the projects evaluated, and for other similar programmes.

Thus we propose to present:
For qu ipdividual EIQjQQiﬁ;

1. A description of the project, detailing its
purpose objectives, beneficiaries etc.

2. A brief history.

3. A description of the procedures adopted for
each of the projects.

4., A description of the management of each
project.

5. The evaluation criteria selected and the
reasons for their selection.

6. Analysis of the performance of the project
against the chosen criteria.

7. A narration of factors or occurrences from
which lessons may be drawn.

For the overall evaluation:

1. Major conclusions of the evaluation.

2. Recommendations for improved management.

3. Comparisons and contracts between projects and
procedures.
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