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Summary and: Conclusions

This report examines the structure and opurations of
Mauritania's public institutions, focusing on the rural-
development aspects., It is a companion piece to another RAMS
study on the Private Sector which should be consulted to
obtain a rounded view of Mauritania's overall institutional

framewaork,

As a general rule, documentation on +ihe public services
of governments that have gained their independence in the not~’
too-distant past is sparse. Mauritania, which gained its
independence in 1960, is no exception. The information-
gathering process for the compilation of this report has
consisted as much in personal ir*erviews ‘as in the diverse
and disparate collection of issues of the Journal Officiel,
other official pronouncements and newspaper articles, The
result is a subjective analytical treatise, the intention of
which is to provide a perception, in an historial context, of
the evolution of the government's organic make-up, An insight
into the lessons of the past, hopefully, will provide guidance
for the strengthening of institutions in the future. Wlth
this perspective, the ouca51onal critical observations may,

therefore, be forgiven,

The body of literature that has emerged 1n the past
35 years on what is commonly known as the "development process"
reveals inter alia a series of truths, that is, lessons that
have been learned through experience., Interestingly, developed
and developing countries, despite vast differences in levels
of technology and sophistication, have found that the same

principles of management and organization, as well as common



D

sense, have applied to their respective develbpment processes,
No magic formula has emerged, and no simple solutions have
been found 7nr cither or both groups of countries. What has
bacome clear, however, is that .each country must set theApécg

and manner of its own ‘development effort.

.Mauritania faces a number of wajor financial 5ndzecdnomi§
constraints in the development process. Within the limits of
these constraints the development potential is deterred to a
great extent by administrative and institutional problems

which center around issues of organization and management.

Public growth has been substantial over ths years as
indicated in Tables 1 and 2. The numbers of government émployéés
has increased on a yearly average of 7% since 1973. During:thé.
same pe;iod government services as a contribution to GDP

increased at a faster rate.

The major characteristics of Mauritania's public insti-
tutions and their operating practices may be summarized as

follows:

1« A highly centralized structure;
2. Frequent reorganizations to reflect short-term
modifications of political and economic policies;

Complex financial and other procedures;

Sow
.

Multiplication of institutions;

Lack of adaptability to meet the critical needs. of

[Bs]
.

“the rural population;

6. Absence of an effective nlanning mechanism; and
coordination between planning budgeting and
imglementation;

7. Meager operzting budgets;
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B IanTflCanCV of qualified personnel;.
9, No EffCCthL aplecatlon of national policy;
10, Official status and responsibilities of government
departments Lll defined;
11. Excess of external influence on development programs,
12..Lack of mechanisms for program evaluatlon and

measurement of investment impact.

While the foregoing is an es ssentially negative inventory,
it would be' a mistake to discount a number of positive elements.
Chief among  these is the avowed aim of the government to
decentralize authority and delegate‘responsibility to the
local levecls of government. Although this policy is yet
to be transformed into acticn, it is important to note and
underscore the significance of the government's political .
expressian, 'Furghermoré; régional governments are becoming
more involved in the development process. Mauritania's
administrative institutions, as will be seen from this report'

are still in a staue of trarsition.,.

Clearly, a long, perhaps even tortuous, road lies ‘
ahead to create a more efficient and responsive administration.

Clearly, also, a few short steps have already been taken,



Table 1. Growth of Civil Service Personnel, 1973-1960 l)

Year . - - Number of civil“serVanté. % Change
1973 7,939

1974 8,345 + 5.1
1975 9,235 + 10,7
1976 - 10,192 + 10.4
1977 11,155 + 9.4
1978 10,753 - 3.6 2
1979 11,482 + 6.8

1580 12,731 + 10,9

1) Excludes armed forces, police_and paréstatal organizations

2) Transfer of civil service personnel to parastatal organi-
zations is probably the reason for this decrease,

Source: National Budgets, 1973-1980,



Table 2, Contribution of Governmz=nt Services to Gross

Domestic Product in Current Prices, 1973-1979

(000 UM)
:Year GDP at Factor Government Services Government Services
Cost . _ as % of GDP
1973 10,874 © 1,327 12.2
1974 14,160 1,568 1.0
1975 16,252 : 2,087 12,8
1976 19,904 2,977 14,9
1977 21,100 3,947 18.7
1978 22,314 . 4,515 20,2
1979 25,985 4,740 18.2

Source: IMF Report, 1980,
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2. Introduction

"Economic and social planning is. an important. means

for fhépmob}%izatign“and_prqpﬂrﬂutiligaﬁion.of
productibe resources and an instrument for promoting
nationzl policy objectives., Experience has revealed
that the feasibility of plans. depends .not.only--om..
.proper cocrdination of their objectives and 1nstrument$,
as well as on _technical, _ccgonomic and.financial . -

factora, but also on the capability of the public

administrative system." (1)

In the absence of dynamic market forces, the.goal of :
equitable social and cconomic development in Mauritania is.
largely dependent cn the government for the mobilization and
allocation of productive resources, In this highly dualistiﬁ
economy where the contribution of 80% of the population in
the traditional .sector was only 21% ‘of ~the GDP in 1980
following a downward trend iver the past 20 years, public
intervention represents the only catalyst for the development
process, This situation is perpetuated by the absence of '
private savings for investment, the lack of technology suited
to the country's resource base and insufficient market

incentives,

Prior to the drought of the late 1960's, Mauritania's
traditional sector maintained a fairly stable equilibrium in

the context of an independent non-monetarized subsistence

(1) United Nations, Organizational Systems for Wational
Planiing New York, 1979.
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economy. Beginning in 1968 and continuing to the present, the
deterioration of the natural resource base has caused a major
transformation in which a majority of the population was
forced to seek a livelihood from resources outside of the
traditional sector. The mutations within Mauritania over the
past 12 years are well known and have been studied by RAMS
from various points of view: decline in productive activities,
demographic transformations (migration, rural exodus, urban
population pressures, etc.) social change, environmental

degradation, etc.

As a result, the rural =ector in Mauritania has become
totally dependent on a new set of resources which are to a
great extent the monopoly of the State. The government has
become, directly or indirectly, the motive power of different
initiatives to satisfy the needs of the population., Because
of its meager resources, the government has also become
increasingly dependent on foreign assistance; approximately

90% of the development effort is financed by external sources,

In the context of a traditional subsistence sector

which can no longer provide the means for its survival and

a modern ecor.omic sector responsive only to the urban communi-
ties, the govermment is undeniably the focal point of national
growth and development. This recognition is by no means an
indication that the development process will be undertaken in
the absence of private sector initiative or popular partici-
pation., It does mean, however, that public institutions and
public investments will creatc, in a medium-term perspective

the necessary conditions for any "take off" (2) of the

(2) W.W, Rostow uscs the term "take off? in his theory of
economic development in which an economy passes through
five stages of growth,
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Mauritanian economy;7'Thé evolution of tHe public secfof's;
role in the national economy will certainly depend on a |
myriad of factors too complex and uncertain to predict
accurately. Nonetheless, in preéent circumstances the pre—'
dominant position of the State and its institutions as the

mobilizing fozce of change and development must be aqc:pted;'

Public institutions in general are organized functionally
in terms of their arca or sector of rTesponsibility. Some are
outward looking in that they deal with activities that relate
to the population at large or with the exterior, while others
are more concerned with internal aspects within the public
sector itself. DBoth spheres of action are necessary, even
inextricably linked, and have in common the complexifies of
conservative and dynamic forces in a constantly changing
environment. This environment encompasses an important nuhber
of conflicting interests which continually place the State in 

a position of having to choose between various alternatives.

The criteria for decision-making are, in a formal sense,
based on public policy, which can be the result of é political
process (popular or otherwise) or based on technical consider-~
ations, or a combination of both. The structure and modalities
of decision-making in the public domain therefore depend to a
large extent on the political system of a country as well as
the capacity of its public institutions to provide information

of .a technical nature in a coherent and rational manner,

The Government of the Islamic Re.ublic of Mauritania
(GIRM) recently announced its intention to promote the |
creation of democratic political institutions in the nation.
This will in the long run undoubtedly influence the mechanism

of decision-making in Maurit~nia and perhaps alter substahtially



-9=

the position of public institutions vis-a~vis the populatibn
at large. At present it is, however, impossible to determine
with any degree of certainty the evolution of the democratic
process and, therefore, for purposes of analysis in this
report the existing structurc of public organizations must

be taken as a point ot departure.,

In placing the government and its institutions as the
forerunners in the devilopment process, a specialized role
is assigned to them as agents of change. The process of
social and economic mutation in developing countries is not
altogether understood, and inmanycases the errors committéd
by governments, even with the best of intentions, have at times
resulted in deleterious consequences of impoverished and
dependent masses, weakened national economies, political
instability and dependence on international assistance for

survival.

Although the preceding statement is made in & general
context, the description finds application to Mauritania.
Despite a national policy placing the rural sector as the
focus of development intervention, the productivity of this
sector as noted above, has declined over the past two decades,
resulting in a worsening of the living conditions of the |
people dependecnt on the sector for thcir livelihood. There
is a causal relationship between this situation and the
Sahelian drought of the late 1960's and early 1970's, with
the Saharan conflict which turned attention away from economic
and social priorities, and with the gencral worldwide economic
crisis of the past decade, These factors, however, can be
considered as regrettable events of history. The impoertant
lesson to be learned is that during this difficult period

government institutions were ill-equipped tc respond effectively
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to the needs of the Mauritanian psople.

There is safe ground in assuming that agancies,
departments, and organlzatlons exist for the benefit of the
majority of the population which, in Mauritania, means the
80% living'in the rural areas. Thé structure of these govern-
ment institutions must be such that their activities respond
to the needs and aspirations of this majority and that they
be Tlexible to the point of being able to adqut their actions

to the changing necds of the population.

~ The 1ns11tutronal structure of the GIRM is largely based
on a Western model inherited from the colonial periods It is
a complex system of public entities which undertake activities
in the context of a traditional sociesty having little in common
with these modern institutiong. These circumstances make it
inherently difficult for the State to carry out its misal on
for the benefit of tha society, and often results in the mis-

allocation and waste of scarce resources.

These assertions are by no means a revelation to those
familiar with the Mauritanian administratibn; It is widely
recognized that the public administration is not at the present
time adapted to fulfilling its role as the primary motive farce
in the development process. In an auto-critique, the Govern-
mant has gone as far as to say that there is no means by
which the situation can be improved within the present institu-
tional framework. (3) Despite this recognition, no comprehen-

sive study of the Government adminisztration has as yet been

(3) Ministry of Economy and Finance,"Metloddlogie de Preparation
dd IV Plan", May 15, 1980.
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undertaken, and the attempts to improve government institu-
tions through reorganizations and reforms have been sporadic
and inconclusive, The impact of the few measures taken has

been negligiblea,

This study represents a modest attempt to observe and
analyze the public administration in Mauritania in a
distinctly broader context and.with a particular optic on
the work flow within and between the various organizations
and institutions of the GIRM which intervene directly or
indirectly in. the rural sector. Essentially, therefore,
although the study deals primarily with .the public admindi-

stration, its responsibilities, and internal modus operandi,

the basic reference point is the rural population and the
improvement of their living standards. It would be ErTONeous

to deal with the administration in isolation from the pegple

who justify its very existence. The public sector is considered
in terms of its ability to inter-act with the local population
and create the necessary conditions which will allow the people

to become the masters of their own development.,

Moreover, this study is presented as an issues-related
analysis focusing on the most salient aspects of the public
sector's rolec in the development of thc Mauritanian gconomy.,
These aspects are demonstrated in part through case studies
and concrete cxamples as a mians of describing organizations

and the workings of the government machinery,

More specitically, the study ie concerned with:

1« The organization and responsibilitics of selected
ministerial departments and government institutions

at the national and regional levels;
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licy formulatiom, decisionmeking, and transmission

o
of <‘ecisions to implementing agencies:

3. vhe fiow of informatiorn and the mechanisms of
cowm~rication amony the various governmental
.denartments:
4, "he vole and influence of multilateral and bilateral
ovpanizations on development activities; and
5. The organization of public services, in terms of their
akility to promote direct involvement of the population

in the developmeni process.

In a functional sense the study is organized around an
integrated systen of poliey making, plamming and programming,
budgeting, and implementation as forces at play in the development
process. The intesration of these functions should be considered
as a circular Flov, in which the implerentation phase includes
control and meaturement functions feeding back into policy and
planning mechanisms which allow for the adjustment of programs and

budgetary allocations for the improvement of performance and outputs.

It is rocognized that a fuller analysis of public sector
institutions should include the element of manpower, particularly
its qualitative aspects. Although this study does not enter this
subject matter, its importance should not be ninimized. Personmel
administration. including the administrative management aspects,
is a field vhich is ripe for cxploration insofar as the Mauritamian
civil service is concerned. It is, therocfore, hoped that this subject

will be treated in the not:-too-distant future in a separate study.
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The stateHOfwthewart in the digeipline which has become
knéwn as ' development adm1n1atrat10n aoes not prov1de either
detailed or stancavd forrulas for the organization apd operatloné
of public administratioun in developing rountrieé._The functional
cycle adopte d in this study is5 entirely subjective and is 1rtended
to dissect various parts of the public service, diagnose its weal:-
ness and presciibe in analytical fashion the possible remedies to
help achleve ovprall developmnnr 0bJLCf1VGb. Yell-conceived deve-
lopment strateg'es implementzd through a coherent and reallst;c
national plan, accompanicd by corresponding budgetéry allocations,
remain thno*et'cal undertakings in the abgence of approprlate
organ1zat1ona1 structures for 1mp1emeptat10n, Th's is the underIV1ng

principle on which this study is based.

Methodology

A brief word is in order 6n the wethodology employed during
the research nhase of this study. Aside from the GIRM Official
Journals and ministry documente, little has been written on the
bureaucratic procedures and decision-making processes in the
goverrment. Rarer still are texts describing the mechanisms of
coordination amonpg various governmental departments and agencies.

It was, therefore, necessary to rely to a great extent on personal
interviews vwith a wide range of government officials and represent-
atives of international organizations. As a point of departure, hovever,
the Hauritanian Official Journals and the national press dating from
the late 19%0°s through the pregent: were systematically reviewed

for content on the organizational elements of interest to the

study. The national development plans were also useful sources of
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information, particularly in their allusion to problems of government
organization and recognition of the inadequacies of the government
machinery, Humerous documents of an official and non-official

nature were also consulted in the context of the case studies

presented..

In general, the interviews conducted over a seven-month
period from July 1980 through January 1531 wzre the most fruitful

source of information.

The percons contacted are too numerous to list but included
government officials and technical agsistants from national
institutions in Mouakchott as well as personnel in regional admi-
nistrations in the regions of Trarza, Guidimakha, Gorgol, Brakna
and Hodh El Gharbi. These ianterviews, together with relevant docu-
mentation provided insights from various perspectives, Regrettably,
senior levels of the GIRii were ipaccessible for consultation- and

their views are, therefore, notincluded in the report.
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fditorial Note

Although English organizational titles are used in the
text that follows, the French acronyms are usually used in
order to familiarize readers with those used in official, as

well as evecryday press and other usages in Mauritania.
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The National Level of Government

a. Its structure

The structure of yovernments, as a rule, follows certain

norms: sectoral and functional divisions of responsibility
define scparate departménts or ministries. The organization
of govermments, however, variecs depending esscntially on
their political personality. States that have had a leng
history of political institutions reorganize themselves less
frequently than those that have only relatively recently been
established. It is, therefore, not unusual to find constant
changes in the make-up of public administrations in "young"
governments., Mauritania created as an independent political

entity in 1960, is no exception to this rule,

The structure of the national government is depicted in
Figure 1. It reflects the latest organizational set-up (as
of April 25, 1981), the third in 1981 alone. It consists of
15 ministries, 10 parastatal organizations and 24 dependent

institutions,

It should, at the outset, be recognized that Mauritania's
institutional development is still at a relatively esarly age.
Institutioral "maturity" is an evolutionary process which keeps
pace with the development of a country's political processes.
Mauritania's public administration has, therefore, gone thfough
and, in fact, is still passing through, a transitional stage.
The transformations of the planning function in the past 20-odd
years, reviewed in this report, is but a reflection of this

continuing process.

Significantly, as will be seen, decisions are yet to be
takcn on fundamental adaptions of institutions (and procedures)
to make them more effective and responsive to the needs of the

socicty and economy.
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L.IST OF APBREVIATIONS

AMP Agence Mauritanienne de Presse
(Mauritanian Press Agency)
CAA Commissariat & 1'Aide Alimentaire
(Office of the Commissioner for Food Aid)
CFPP Centre de Formation et de Perfectionnement Professionnel
(Center for Professional Training and Skills Upgrading)
CNERV Centre National d'Elevage et de Recherche Vétérinaire
(National Livestock and Veterinary Research Center)
CNFCJS Centre National de Formation des Commissaires de la Jeunesse et
du Sport ‘
(National Training Center for Youth and Sports Commissioners)
CNH Centre National d'Hygiene
(National Public Health Research Center)
CNRADA Centre National de Recherche Agronomique et de Dé&veloppement
Agricole
(National Center fo." Agronomic Research and Agricultural
Development)
CNROP Centre :National de Recharche Oceanographique et de Pé&che
(National Center for Oceanographic Research and Fisheries)
CNSS Caisse Nationale de SScurité Sociale
(National Social Security Fund)
ENA Ecole Nationale d'Administration
(National School of Public Administration)
ENECOFA Ecole Nationale d'Etude Commerciale et Familiale
(National School for Commercial and Fome Lconomics Studies)
ENFVA Ecole Nationale de Formation et de Vulgarisation Agricole
(National Training and Agricultural Extension School)
ENI Ecole Nationale des Institute'rs
(National Teacher Training School)
ENISF Ecole Naticnale des Infirmiers et Sages-Femmes
(National School for Nurses and Midwives)
ENS Ecole Nationale Suverieur
(National Colleze of Education)
FND Fond National de Divelopnement
(National Develenment Fund)
IMRS Institut “auritanien de Recherche Scientifique
(Mauritanian Institute for Scientific Research)
IPY Institut Pedagogicue National
(National Pedagozical Institute)
LNTP Laboratoira lNational des Travaux Publics
(National Public “orks Laboratory)
oMC Office *auritanien des Céréales
(Mauritanian Cereals Office)
ONC Nffice Natinnal de Cinéma
(Mational File: 9ffice)
ONPP Office National pour la Promotion de la P&che
(Mational Fisheries Development Office)
OPT Nffice des Postes et Télecommunications
(Post  and Telecomrunications Rureau)
OTM Office du Tavis “auritanien

(Mauritanian Carpet “eaving Center)
PRARMARIM  Pharmacies de la 23publique Islamique de Mauritanie
(Pharmacies of the Islamic Renublic of Mauritania)
PMI Protection Maternelle et Infantile
(Maternal and Child Protection Centers)
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SAMIN Societé Arabe des Mines de 1'Inchiri
(Inchiri Arab #ining Corporation)
SMAR Societ& Mauritanicnne d'Assurances et de Reassurances
(Mauritanian Insurance Corporation)
SMPT Societé Mauritanicnne de Presse et d'Impression
(Mauritanian Printing Company)
SNIM - Societé Nationale Industrielle et Miniére
(National Industrial and Mining Corporation) .
SOMECOR Societ& Mauritanienne d'Elevage et de Commercialisation de Bétail
C (Mauritanian Livestock and Animal Marketing Corporation)
SCNADEFT. Societé National de Dé&v:loppement Rural
T (National Corporation for Rural Development)
SONEL:C Societ@ Nationale d'Eau ot d'Electricité
(National Utilities Corporation)
SONIMEX- -~ - Societ& Nationale d4'Import ot Export

(National Import Export Corporation)
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b. Rural Development Activities

The development of the rural areas in Mauritania is the
collective responsibility of an important number of ministerial
departments and public institutions. As the vast majority of
the population and geogrzphical area of the country falls
under the category of "rural", it is apparent that a large
segment of the public services are active, directly or in-
directly, in rural development. (Sce figure 2). For analytical
purposes, however, the responsibilities of only the Ministry
of Rural Development, the nctivities of which are most directly
concerned with the productive aspects of the rural scctor, are
reviewed herein.,  (See Fig¢re 3 for the organization chart of

the ministry). /

The rural sector has been the object of particular
attention of GIRM policy makers since 1968 when the national
development strategy adopted for the Second Plan focused on
this arca. (4) For over twelve years, despite the acceptance
of this basic strategy, the interventions of public institutions
in the rural sector have heen sporadic, fragmented, inadequate,
and to a large extent ineffective. The principal manifestations
of this neglect have been the decline in levels of production,
the decrease in its confribution to gross domestic product and,
as 2 direct conscquence, the impoverishment of the population

concerned,

In the Third Mational Development Plan the analysis of
the organizational deficisncies of the departments involved in

rural development activities cites the weaknesses of sectoral

(4) See section on the planning and organization and particularly
reference to the creation of Ministry of Planning and Rural
Development.
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relations. This recognition underlined the need for coherent
inter-sectoral planning and particularly on complementary
interventions such as transport, marketing, credit, training,
research, etc., as a means of achieving and sustaining improve-
ments in production. In addition, the Plan wisely sought to
make maximum use of the limited number of government agents by
regrouping functions to allow for a minimum number of admini-
strative services and parastatal organizatiens, and decentra-

lizing them through a small number of regional subdivisions (5).

Both of these elements (sectoral integration and functional
integration) have been the basis of study and reflection by
government authorities over the past several years. Unfortunately,
there has been a contrary trend, characterized by the dispersion
of activities, an increase in the specialization, sectoral
isolation, and centralization of various organizations and
departments operating in the rural sector. Moreover, the
effectiveness of the interventions has been reduced by the
absence of supportive measures anc financial allocations
corresponding to the primary objectives of the Plan. In this
context, it is evident that the rural sector has suffered
from a rupture between the policy-making centers of the goverr-
ment, its planning apparatus, the budgetary mechanism, and the

implementing agencies.

Clear examples of this situation can be found in the
size of the budqgetary allocations provided to the Ministry of
Rural Development (see below) and the lack of appropriate

actions to resolve the major problem of land tenure.

(5) Third National Uevelopment Plan, p. 98.
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Figure 3

Organization of the Ministry of Rural Development
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Table 3, Ministry of Ryral Development” (MRD)Opurqi;ngf_ggqet
(in thousand UM)

Y .~ Total National  Total MRD MRD Operating Budget
“ear Operating Budget Operating Budget as % of Total

1979 10,726,069 135,862 3,27

1980 9,947,317 164,877,5 1.68

1981 10,300,000 266,035 1.61

External sources of financing also bear a certain measure

of responsibility regarding the deficiency of rural institutions.

A number of factors have over the years contributed to
the fragmentation of policy, planning, budgeting, and implemen-
tation,not the least of which has been the government's notable
reliance on external funding and foreign technical assistance.
In the wake of the recent drought which focused the.attention of
the international community on the plight of the rural Sahelian
population, both the GIRM and the donor organizations have acted
urgently to mitigate the crisis. Yet, the investments made in
the rural sector for equipment, infrastructure, factors of
production, and technical assistance have had no solid institu-
tional foundation to assure thatl these investments would produce
long-lasting positive effects on the productive capacity and
well-being of the rural population. As most donor financing
is often confined to certain visible types of activity,
institution building and the improvemeni of the operational
efficiency of government services at the lc-al lesvel have been
left to a large extent tg government initiative. What has
unfortunately been ignored are considerations relating to the

GIRM's capacity for supporting counterpart and recurrent costs,
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its ability to pian and design projects, and its creation of
institutions capable of carrying them out. The pressures of
coordinating, negotiating, and implementing donor-funded
projects have regrettably drawn the GIRM's attent.on away

from fundamental questions of organization and managemeﬁt..
Government reorganizations have generally tended to concentrate
on top-heavy structures of the central government of fices,
with little thought to their operational efficiency in the
rural areas.

)

c,. Budget and Finance

An analysis of the role of Mauritania's budgetary and
financial institutions must be seen within the context of a
cycle of coordinated policy, planning, budgeting, and implemen-
tation. Ideally, the national budget is prepared in line with
stated policies and objectives of a national plan, the
coordination of which is reflected in the operations of the
Central Bank and the various credit institutions operating in
the country. Thus, the institutionalization of a strong
relationship between the finmancial institutions, in particular
the Ministry of Finance, with the central planning organization
is a pre-condition of successful implementation of development

policy.

As will be seen ir the chapter on planning organizations,
planning was integrated in 1980 into the Ministry of Finance
which became the Ministry of Economy and Finance. In principle,
such a fusion would seem axiomatic since planning, in order to
be effective, must function with full o operation and support
of the budgetary and financial processes. In Mauritania,
however, the situation is more complex.

In recognition of this, the government issued guidelines for

the preparation of the Fourth National Development Plan and
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specifically set forth as a primary objective the intégratioh
of the plan and the budget. The separation of thase two
functions in the past rendered the practical application of
this integration a difficult undertaking. The depencdznce of
the GIRM on foreign financial and technical assistance further
complicétes the problem as these contributions are uncertain
and most often do not coincide with the scheduling of plans

and budgets.

An examination of the actual system employed by the
GIRM for the annual preparation of the national budget will
be useful in determining how this system could be modified to

respond more effectively to development needs,

(1) The National Budget

The "Plan de Redressement Economique" (Economic
Rehabilitation Plan) has served as thc foundation of financial
policy since its institution in 1978, placing stringent
financial limitations on all Government activities. The
austerity program, adopted at the behest of the
International Monetary Fund, has guided the elaboration of
the national budget by the services of the Ministry of Finance
in the last three annual budgets. The ‘“Rehabilitation Plan"
has had two objectives: (1) austerity with regard to all
government expenditures to eliminate waste and absorb the
enormous budgetary deficit, and (2) improvement of budyetary
expenditures with theintention of optimizing the allocations
for a better contribution of public finance to the economic

development of the country.

For the annual preparation of the National Budget, the

Ministry of Economy and Finance (MEF) prepares an official
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communication in conformity with national policy which is
presented to the Council .of Ministers. Over the past three
years, the timing of this first step in the preparation of
the budget has varied. For the 1981 budget the MEF minister
outlined the general orientation and guidelines of the
budget in June 1980. (6) Immediately following the Council
of Ministers' approval, the Minister of Finance addresses a
circular to all the Ministries requesting the preparation of
individual ministerial budget proposals. In this notice,
more detailed guidelines are provided: limitations of the
new budget are cited, the levels of the preceding year are
indicated, a deadline for the submission of budgetary proposals
is established. (For the 1981 budget, the deadline was set
for the end of July 1980.) Specifically, terminology is
provided along with explanatory comments, and a check llst

is made available to justify budgetary requestq.

The preparation of ministerial budgets is the respons-
ibility of the Secretaries Gemeral. In the office of éach
Secretary General, there is an accountant who is named by and
is responsible to the Minister of Finance. It appears that

in a number of cases the budgetary exercise has taken place

(6) For the 1980 budget, the procedurs was initiwted in
September of thec preceding year, whercas for the 1979
exercise the minister's comaunication was not presented
until December 1978. According to the instructions
issued in conjunction with the 1981 budget, the relatively
early start was intended to allow the collection of better
information on budgetary requirements of the various
government services and to result in more vigorous
control.
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with little or no consultation among the Secretary General's
office and the various directorates and departments of the
ministry. It has been observed that the services of the MEF
in reviewing specific budgetary proposals; have called upon
ministerial directors who were unable to provide any | ‘
justification for certain items and.ﬁlaimed total ignorance

of the contents of the budget for their department.

In formulating budgetary requests, ministriss first
provide an inventory of the ministerial personnel. The
salaries of existing personnel are automatically carried over
in the following year's hudget, and a provision for ncw
personnel is made. As there is a ban on recruitment except
for students financed under State scholarships, the inclusion
of new personnel in the budget must be certified by the
Ministry of Employment and Professional Tfnining (which
include the civil service functions)., Additional control on
the increases of personnel is manifested through the authority
which the Ministry of Finance hes over its accountants in

geach ministry.

Aside from personnel expenses, the ministries tend to
maintain the line items and the levels of budgetary provisioné
from the previous year, There are cases, however, where major
increascs are requested, usually in the instance of an internal
ministerial reorganization in which a new service or function
is created., Most pressure for incrcases in budgetary alloca-
tions come as a result of such reorganizations which, as
previously noted, have been quite frequent during the period

of austerity.

There is a noteworthy peculiarity in the budgetary

process, this concerning parastatal organizations. Their
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budgets are submitted by the orgahiiations' executive council
directly.to the Minister of Finance when the organizations'
own capital is involved. The minister has the prer‘to
approve’ these budgets without recourse to a higher authority.
Parastatals requiring a special subsidy from the government,
however, submit requests to their titular ministry,and such

requests appear as a lump sum in the national budget.

‘As ministerial requests are submitted to the Ministry
of Finance, there is a phase of control and adjustment within
the established guidelines and the limits of projected
government revenues. An examination of existing staffing levels
and new recruitment, as well as the requests for operational
costs and expendable materials, is held. At this point there
is no formal consultaticn between the minister's staff which
reviews the proposals and the other ministries, although
certain elements may be discussed between them with regard to

new line items or extraordinary increases in budgetary levels,

For the 1979 and 1980 exercise a budgetary commission
was established to review all proposals., This commission
was composed of the Minister of Fimance and his cabinet, as
well as the Directors of Plan, Taxes, Budget, and the Central
Bank. For the 1981 budget this commission was not convened,
and the review was limited to the Director of the Budget, the

counselors of the minister, and the minister himself,

As there are no pre-cstablished allocations by sector
or ministry, the review process is conducted mainly by
analyzing the previous year's expenditures and overall
projected 5tate revenues., The end result is a unified
provisionary budget regrouping all the individual ministerial

requests with the adjustments which have been made.
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The provisionary budget is then reviewed in an inter-
ministerial council consisting of the principal ministers
of the government., This intermediate step is taken
gssentially to avoid an exccssive amount of detail and
arbitration during thc Minister's formal presentation of
the budget to the Council of Ministers. Thus, the inter-
ministerial council is the forum in which MEF explains any
major adjustments to individual proposals and/or changes in
the basic budgetary guidelines. Following this detailed
rzview, the budgetary presentation to the Council of
Ministers becomes more or less a formality in which anly the
major chapter headings are noted; approval is granted per-
functorily, The budget is then passed into law and ‘signed
by the Chief of State. ‘

(2) Expenditure Procedures

The centralizetion in the managehent of the national
budget and the procedures for disbursements are a severe
handicap to the functioning of government services; The main
actors in the execution of cthe budget are the accountants of
each ministry in the Secrctary General's office, the Director
of the Budget, the Finmancial Controller, and the Treasurer.
As no cash advances are provided to the different ministries,
the circuit described below and presented schematically in
Figure 4 precedes all expenditures at the ministerial level,
Aside from salary payments which are made aufomatically
through the data processing department of MEF, all cxpenditures
for goods and scrvices must pass twice through the ministry

before payment is made,

The first step in the expenditure process consists of

preparing a purchase order which must be submitted by the



~30-

accountant in the Secretary General's office to the Director
of the Budget. Here, the proposed expenditure is cheéked '
against the corresponding amount of the budgetary line item
and the balance remaining. The purchase order is then

passed on to the Financial Controller whose verification is

made: in- terms of applicable budgetary rules and regulations.

If the purchase order is approved following these two
steps, it is returned to the Secrefary General's office,
and the supplier is contacted for the delivery of the requested

goods or services,

The second step follcwing the delivery of goods or
services repeats the same circuit with a payment voucher from
the Secretary General's office through the Director of the
Budget who enters the item in his records, then forwards -the
voucher to the Financial Controller who makes a final verifi-
cation before instructing the Treasury to make payment to the

supplier,

This circuit is applicd to oll types oi expenditures,
thereby making any response to urgent processing practically
impossible. Projecting this system to a rural area gives
vent to the.imagination. The system, in effect, retards
the activities of public services and inhibits creativity

and initiative.

The prices paid by the administration for goods and
sgrvices are in many cases highar than those normally practiced
on the open market. The delays encountered by a private
supplier from the time of delivery to the time of payment
oblige him to demand highcr prices to cover the loss of working

capital, The system also discourages certain suppliers from
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dealing at all with government services.

The rate of budgetary cxpenditures is maintained at
a fairly constant ratc throughout the year., The system
allows 10% of a line item (or project) to be made available
at the beginning of the fiscal year; thereafter, expenditures
are limited to equal montly proportions. Government services
that have scasonal concentrations of activity requiring
higher expenditure levels at various times throughout the
year are faced with obvious problems. The integration of

programs and budgets would help alleviate this problem.

Within the MEF, controls are facilitated by the
Directorate of Data Processing which provides computer print-
outs with an analysis of the expenditures of all ministerial
departments every two or three days. The use of these modern
facilities presents a significant potential for the design

of a less cumbersome system for public expenditures,

While it is obviously necessary for the MEF to
exercise control over the expenditures of the National
Budget, implementing agencies encounter excessive delays in
acquiring the necessary weans to carry out their work.
Thus, the rigidity of the administrative apparatus thwarts
the operational efficiency of many government departments,
A more flexible system of advances with periodic controls
rather than one which obliges all ministerial departments

to follow an a_priori procedurs would seem to he in order.
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(3) The National Development Fund

In the face of rigid institutional mechanisms which
have repeatedly led to the inability of the financial agencies
to implement the credit policies of the State, the Government

in October 1979 issued the following dircctive:

"The Government should define the guidelines for an
increase in available credit. This increase is indispensable
for stimulating the economy. In this way the priority

sectors (agro-pastoral, fisheries) can be favored."

In the context of a restrictive and selective monetary
policy it was recommended that four specialized banks be
created with a priority being accorded to a National stelopmeﬁt
Fund (FND). (7). It was proposed that the FND be divided into
a fund for agricultural credit, for industrial credit and for

real estate. (8)

The proposal originated in a study by the Central Bank,
which pointed out that the financial institutions of the country
operated uniquely in the modern sector and, as commercial enter-
prises, were conczrned only with short-term profits and the
security of their investments. As a result, thec traditional
sector of the economy, as well as small- and medium-scale
enterprises and in general all development financing, were
ignored. The study concluded that, if the application of a
development-oriented credit policy was to be pursued, it was

imperative to sct up financial institutions which could

(7) Fond Natiomal de Dé&veloppcment.

(8) Supplémert Chaab No. 1318 October 24, 1979 "Communiqué
final du CMSN",
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provide the necessary impulse and support to the national
development effort. (9) It set forth a number of recommen-

dations concerning the crcation and organization of the FND:

- It would be under the direction of an cxecutive
committee composed of representatives of development
ministries, the Central Bank, and the Statec enter-

prises, which would provide the initial capital.

- In the initial stages of operation the Fund would
be managed by the Central Bank under the terms of

a contract to be signed by the two organizations.

- Despite the budgetary constraint on personnel, an
effort would be made to cstablish regional branch=s

of the Fund,

- A transfer of funds would be made from the deposits
of certain public enterprises in the primeary banks
to the Fund. The consequence of this meosurec would
oblige the banks to teke recourse to “discounting",
thereby increasing the control of the Central Bank

on the primary banks,

- 50% of specifically identified resources of fiscal
revenue would automatically be deposited in the Fund,
Foreign capital from international organizations would

also be sought.

- In order to be effective, the operations of the Fund
would have to be accompanied by certain institutional
measures (such as extension programs and land tenure

laws).

(9) Undated document entitled "Note Relative au Fond National
de Développement”,
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- = The interest rates applied would- be as low as:
possible and vary with the. duraticn amnd type of

loan,

- The Fund would.have the capacity to provide assistance
bnd.aﬂvice on fezsibility studies and project

management.

A number of years elapsed between the original proposal
of the Central Bapk and the enactment of the law in September
1980 which officially created the FND, (10) Although the |
basic approacﬁ pfoposed.by tHe Central Bank has been maintained;
the details cited above are not included in the official téxts.
It is, therefore, too carly to determine if the Fund will set
into motidh new flexiblc banking procedures which will enhance
thiz development process. The potential of the FND to
coordinate and assurc the application of national financial
policy is evident. If the proper linkages are created between
the Fund and the technical ministries operating in priority
sectors, the possibilities for the implementation of a coherent

development strategy are enormous.

Further, the attempt to liberalize 'the financial market
and to orient credit to produc tive sectoxss in the interest of
national development objectives will depend to a great exwent
on the creation. of an effective demand in the rural sectors,
accompanied by thc availability of appropriate technological
innovations, new types of organization for productive
activities, and a resolution of land tenurc and resource

ownership problems.

(10) Public law Mo. 142,
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The initial capital of the FND is 400 million ouguiyas
(under $10 million equivalent). Although a relatively small
sum, it is sufficient to make an importanmt contribution to
financing small- and medium-scale projects. In light of the
precarious financial position of the GIRM with its heavy
balance of payments deficit, it would seem questionable for
it to pursue a liberal credit policy or to monopolize the

financing of selected sectors by a public institution. (11)

The nccessary conditions must be present to make
alternative investments a viable choice for the limited
financial resources of the State. The injection of scarce
capital into projects in which such conditions are not present
will lead to the waste of valuable resources and an aggravation
of the alrcady difficult situation. The problem is not
noccessarily one of the availability of capital but of the
absorptive capacity of the productive sectors, and the
ability of th: government to coordinate, control ond implement

financial policy.

(4) Financial Institutions

As national and regional budgets provide the financial
means to public services to execute their respective respons-
ibilities, the banking system is instrumental in providing
capital to the private sector as a necessary complement to
the development activities of the State., Thus, the primary

banks and their official correspondznt, the Central Bank,

(11) The text accompanying the law which created the FND
stipulated that the activities of the Fund would supércede
Financial interventions of the BMDC in similar sectors
(see below).
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have a decisive role to play as financial intermediaries in
the promotion of economic development through the application
of credit policies in accordance with national development

objectives.

As noted in the Third National Development Plan (see
below), the composition of credit available to the private
sector is not directed towards the productive sectors of the
economy and, therefore, does not favor development-oriented
investments, Short-term credit for speculative ventures in
commerce and real estate characterize the attractions of the
banking system. Ths Third Plan proposecd that interest rates
be structured to encouragec private savings and to favor
investments in activities which would have a potential impact

on social and economic development. (12)

The basic structures for 2 dynamic financial sector
are prescnt in Mauritania, but they do not function as a
development recsource because of the lack of financial and
monetary policies and the absence of integration and coordi-
nation of the public financiel institutions., The principal
institutions that have a potential contribution to a develop-

ment-oriented financial scctor arc:

- The Ministry of Economy and Finance (MEF) and its
various services
- The Central Bank of Mauritania

- The primary banks (13)

(12) Third National Development Plan, p. 135.
J

BMDC-Banque Mauritanienrne de DEveloppement et du Commerce
BAAM=~Banque Arabe-Africaine de la Mauritanie

SMB-Société Mauritanienne de Banque

DIMA-Banque Internotionnale de 1a Mauritanie

BALM-Banque Arabe~lLibienne de la Mcuritanie
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“Mauritanian Bank for Development and Commerce (BMDC)
The Arab African Bank of Mauritznia (BAAM) '
The Mauritanian Banking Corporation (SMB)

The International Bank of Mauritania (BIMA)

The Arab Libian Bank of Mauritania (BALM)

-~ The National Development Fund (FND)

The MEF has thc ultimate responsibility for estabiishing
the basic orientation of maonetary and financial policy '
(including credit) in the country. Its power to control the
implementation of policy n~mong the various 7+inancial institu-
tions operating within Mauritznia, however, is limited by '
several factors. The GIRM's limited capital resources impose 
a severe restriction on the volume of the working.capital of |
the primary banks which constitute Mauritania's principal
credit institutions. In most cases this lack of indigenous
capital is substituted by foreign capital and, as ~ consequence,
there is a loss of government control in tying credit policy

to national development objectives.

The Central Bank has an important part to play in the
country's financial mechanism, while the MEF has an overall
responsibility in this field. The relations between these
two important entities nre unclear and lead to a lack of
coherent policy of formulation and implementation. 1In its
management and daily operations of the national currency,
the Central Bank is mot in a position to contribute
significantly to the promotion of priority sectors of
activity as may be determined by the planning organization

and financial serviccs of the MEF.
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Created:by'pUblic law No. 73.118 of May 30, 1973, the
Central Bank's mandate provides for the control of credit and
transfers of the national currency in order to establish
favorable conditions in the ‘management of the national economy.
Its responsibilities within this general cvontext include a
contribution to the mobilization of productive resourcgs‘and.
the protection of the internal and external stability of‘the
national currency in the framework of natiohal ecbnomit_poliCyr
More specifically, the Central Bank is charged with the
control of the monetary flow, the control and distribution
of credit, and supervision of the operations of the banking .

system.

In the area of credit policy, the Central Bank has the
power to fix interest rates and the commission that banks and
financial institutions can demand on loans. " In addition, they
can determine the purpose for which loans can be granted, the
maximum delay of repayment, and the types and value of
collaternl to guarantee credit. The volume of outstanding
loans for any local bank, as well as the upper limit 2llowed
on 211 categories of loans, advances, and other credit

operations, aru also dectermined by the Central Bank.

These responsibilities are corried out in consultation
with the MEF, although the institutional mechanism for thise
consultation is unclear. The important aspect to consider,

howaver, is the result of credit policy.

As noted earlier, short-term credit consists essentially
of minium-risk speculative enterpriscs: imports, construction,
and rcal estate. Long- and medium-term credit is largely
absorbed by the mining scctor, petroleum_prodhcts, and water

and clectricity distribution. The Third Plan clearly
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indicates that current credit policy does not favorize -

investments in development-oriented activities. (14)

The potential for productive investments in Mauritania
is limited to the traditional agricultural sectors (crops,
livestock, fisheries, forestry) and to industries for
transformation of local products and natural resources
(artisan, milling, conservation, etc.). The level of
technology available and adaptable to the skills of the
population in these sectors, not to mention the fragile
state of the environment, place such investments in a
category of high-risk ventures. The creation of financial
markets in these sectors is a prerequisite to the active
participation of credit institutions in financing productive
undertakings. However, it is also the responsibility of the
financial institutions to assist in establishing the neces-
sary conditions for the monetarization and thus the demand

for credit in these fields of activity.

The factor inhibiting the adherence to financial and
mone ¢ary policies directed towards the development of
productive activities in Mauritania include several institu-
tional elements. The Central Bank, in its mission to protect
the stability of the national currency, is obliged to follow
a fairly conservative policy witl regard to the volume of
credit from the primary banks. It is also the correspondant
of the International Monetary Fund (IMF) whose power and
control in supporting the national currency predetermines
the policies of the Central Bank, In respecting the finan-

cial and monetary criteria established by the IMF, the Central

(14) Third National Development Plan, p. 135
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Bank is forced to minimize the risks of the investments'
financed directly by it or by the primary banks under its
control. As avprincipal shareholder in several of the primary
bank, the Central Bank extends its control and the appllcatlon
of low-risk use of capital to the financial intermediaries

much the same as do the foreign interests in these banks.

The BMDC (The Development and Commercial Bank of Mauritania)

The BMDC is o semi-public 1nst1tutlon- whoSe mandate
was fixed by ministerial decree in 1974, The official texts
determined the principal objective of the bank as the promotion
of ecoromic and social developmené through technical and
financial assistance to viable projects in the fields of
industry, commerce, agriculture, livestock, fisheries,
housing, as well as to cooperatives, and other professional
organizations. Its statutes provide for a wide range of
savings and loan activities within the private and public
sectors, including financial participation in parastatal enter-
prises. At the time of its creation, the operations of the
bank were under the watchful eye of the Ministry of Plan and
Industrial Development. At the present time its relationships
with the planning organization are for éll practical purposes
non~existent., The Hank is governed by a Board of Directors
composed of the Director Genernl of the bank and its principal.
shareholders which include the Central Bank and a Tunisian

banking corporation.

In its eﬁrly years of operation the BMD, the Banque
Mauritanienne de Développement (predecessor to the BMDC),
because of its official mandate and under pressure from the
government, loanpd out a2 large part of its original capltal

for various enterprises, including loans to the agricultural



-2~

sector. The absence of a legal framework in which the Bank
could pursue the repayment of these loans, many of which were
invested in unprofitable or non-existent ventures, resulted

in a severe drain of the Bank's capital. Without any judicial
recourse, the BMD was obliged to suffer losses. The govern-
ment in the meantime failed to adopt policy measures and
create institutional mechanisms supportive of the objectives

of the Bank.

In this situation the newly created BMDC was provided
with new working capital by a Tunisian banking corporation,
accompanied by technical perscnnel who maintained tight control
ovérvthe uses of its resources. The Central Bank has also
loaned additional capital to the BMDC but, in the event of
defaults on loans made with this capital, the BMDC will be
obliged to reimburse from its own funds. These faclors have
lcad the BMDC to reduce its credit program to a minimum of
low-risk investments and to.limit its major activities to

dirzct transfers from its depositors to pay import bills.

In 1979, the MEF negotiated an %8 million loan with
the World Bank for the development of small- and medium-scale
enterprises, irrigated agricultural perimeters, and crafts.
The management of $2 million of this loan was given to the
BMDC's Development Service insofar as the small- and medium=-
scale businesses were concerned, in accordance with loan
criteria developed by the World Bank, Moreover, project
dossiers must be approved by the IBRD staff in Washington when
loans are oxtended. The circuit for the approval process is
as follows: A project proposal is submitted directly to the
BMDC by individuals or through a government ministry to the
BMDC. A prec-selection and prefeasibility study is performed

by the Development Service of the BMDC and resubmitted to the
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Director General who may or may not authorize a complete
feasibility study and financial evaluation of the proposed
projoct, When a project undergoes a thorough evaluation

and meets established criterin in terms of its internal

rate of return and its contribution to nationzl development,
it is presented to the BMDC's Board of Directors for decision,
Approved at this level, the dossier is sent to Washington for

final approval.,

It should be pointed out that, prior to secking credit,
a loan applicant goes through an equally complicated procedure
with an Investment Commission to determine if the cnterprise
is eligable for certain fiscal exonerations. This step is
essential, as the decision of the Investment Commission can
alter considerably the costs of an undertaking and, therefore,
be a determining factor in its financial viability. The
decision of the Commission on any single applicétion has been

known in certain cases to take several years.

Since the start of the loan program, 108 project
dossiers have been presented, Only 5 out of this total were
considered viable investments, and amang these some required
considerable fimancial review before being judged favorable
in Washington., Of the total $2 million available, only 40%
has been loaned by BMUC. The balance remaining constitutes

the only source of investment capital of the Bank.

The Development Service of the BMDC is composed of two
individuals, a Mauritanian and a consultant of the World Bank,
In light of the situation described above, it is cvident that
consicerable promotion i¢ necessary in order to assist the
privatec sector in the identification and formulation of

viable investmznt projects. The BMDC has requested the
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Ministries of Commerce, Finance, Plan, Rural Development and
Industry to collaborate in this effort, but despite the
interest expressed by them, close working relations have

apparently not been developed,

The problems associated with the credit operations of

the BMDC indicate that certain improvements could be effected:

- Streamlining the procedures for loan approval within
the confines of acceptable economic and financial
criteria;

-~ Rapid processing of applications by the Investment
Commissian;

~ Increase in the number of technical pcersonnel of the
BMDC specialized in management, agriculture (production
and'agribusinees), light industry, and appropriate
technology;

~ Closer collaboration between Government ministries
and the BMDC;

~ Liberalization of credit accompanied by an effective
legal framework and guarantees by individuals, or

preferably by cooperatives.

Interest rates and repayment schedules should also be
flexible and applied on a case-by-case basis, depending on
the nnture of the enterprise, its potential returns on the
investment, and its relation to the priority sectoxrs as
established by government policy. Effective coordination
between the MEF, the BMUC and the Central Bank is also indis-
pensable for the adjustment of interest rates and the appli-
cation of subsidies for certain priority sectors and for

employment-gencrating enterprises.



45~

d. Plenning Organizations

. The gquotation introducing thls report underllnes the
utility of economic and social planning as a means of deflnlng
and promoting national deveclopment obJectlves and the importance
of having an effective organization for the formulation and
implementation of national development plans. The section
that follows deals with the complexities of the planning
function and its organization in the Mauritanian Government.

As the cxperience of national planning in Mauritanins has been
rel:tively unsuccessful, the analysis focuses on the fundamental
problems faced and provides a perspective within which correc-

tive measurces could be considercd,

Organization and Evolution of the Planning Function

The use of national planning as an instrument for develop-
ment and the administrative structure to carry it out were
introduced at the time of Mauritania's independence in 1960,

The planning functinon was imtially combined with lands/
property, housing, and tourism in a single ministry. In 1962,
a Ministry of Planning was créatod, respcnsiblevfor the
formulation of the First Natiomal Development Plan (1963-1966),

The importance the govecrnment placed on the First Plan
led to the creation .f a special burcau in February 1963
headed by 2 Commissioner Gencral attached to the Presidency.
The "Commissariat Général au Plan", as the organization was
known, was made responsible for the administrative services
and consultative agencies dealing with the formulation,
application and control of the plan document. The bureau was
composed of a secretariat, a planning unit and a statistical

service.
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In 1965, the Commissariat Général was dissolved and
shifted to the Ministry of Finance along with thé Department
of the Civil Service. This reorganization was short-lived,
as in late 1966 the planning function was integréted into the
Ministry;of Foreign Affairs. Mr. Richard M. WCStBbbB; a
World Bank consultant who came to Mauritania in 1967, made

the following observations of the situation at that time.

"The (planning) organization had no authority to
coordinate the development activities of the various
parts of the government, nor coulc it supervise the
execution of projects. Even the process of studying,
gaining approval, and finding finances for new '
projects often =scaped its control, since individual
ministries frequently dealt directly with higher |
authorities and external sources of fimancing. Finally,
the organization was inadequately staffed to perform
real planning functions. There were neither qualified
personnel to draw up new plans, which involves
examing the alternatives and selecting the optimum
way of using scarce resources to achieve objectives,
nor people capable of evaluating the economic impact

of programs under way.” (15)

A change in development strategy focusing on rural
development, which was to become the central theme for the
Second National Develaopment Plan, brought the planning
function to a new home as part of the Ministry of Planning
and Rural Development in 1968, (16) Recognizing the
necessity to coordinate the planning and financial processes,

the government created two new bodies:

(15) Westebbe, Richard M., The Econcmy ~f Mauritania, ps 31
(16) Presidential Decree No. 68.091 dated March 16, 1968,
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To An Inter-ministerial Programming Committee,established
in May 1968 to:
Study the technical problems of planning and

.programming of social and economic development;

Lxamine the legal, technical, administrative,

economic, and social character of projects to be
" included in the national plan and in particular

review requests from the business community to

benefit from special fiscal dispensatimns;

Coordinate the design and implementation of programs,

and;

Study the National Investment Budget and provisions
of the Operating Budget to ensure conformity with

overall plan objectives,

The Committee was a purely technical body, conceived only
to prepare dossiers and proposals for submission to the
political authorities and/or the Council of Ministers.

Due to a léck af decision-making responsibilities and

of adequately trained personnel, the Committee never
became operational. While it was a conceptually sound
undertaking it could not effectively coordinate government
programs nor evaluate specific proposals and undertake

special studies. (17)

In 1972, the permanent members of the‘Committee were
expanded to include a broader spectrum of offices engaged

in economic and political activities. (18)

(17) Westebbe, R,M., p. 34.
(18) Decree No, 72,063,dated March 16, 1972,
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2, A Budgetary Coordinating Committee, was set up in 1969 to
evaluate all spending proposals affecting the national .
plan, The Committee was chaired by the President and
included the Minister of Planning and Rural Development
and the Minister of Finance as permanent members. It
was organized to reduce the conflicts in budgetary alloca-
tions and to ensure that development targets were duly

considered in relation to cther national objectives.

Despite the apparent attempt to harmonize the annual
budget with the national plan, the two coordinating
committees proved unsatisfactory. The Budgetary Committee
existed for only one year and was unable to fulfill its
role, and the Programming Committee, as previocusly noted,
never became truly operational and served primarily to

approve special fiscal benefits for new private enterprises.

In August 1971, as part of a general government regorga-
nization, the planning organization was placed in a separate
ministry, the Ministry of Planning and Research (MPR).

(The Rural Development Ministry reverted to a single agency. )
In December of the same year; the MPR modified the organiza-
tional structure it inherited. Its responsibilities included
the formulation of national development plans as well as the
funding and control of programs. In addition, the ministry
was authorized to undertake surveys, produce statistical
documentation, and coordinate and supervise all gconomic,
financial and technical rescarch in the country. Importantly,
the minister was designated as Chairman of the Interministerial
Programming Committee and charged with the responsibility of
maintaining liaison with the Mauritanian Jevelopment Bank

(predecessor to tho #MDC).



49

After approximately one year of existence, in December
1973 the MPR was fused with the Ministry of Industrial Develop-
ment, becoming the Ministry of Planning and Industrial
Development (MPDI). (19) The functions of the MPR were
attributed to the Directorate of Planning and Research and
broadened to include specific responsibilities for the '
Tisheries, livestock and mining sectors. The MPDI was given
responsibility for formulating the Third National Economic
and Social Development Plan which was originally scheduled to
cover the period 1975-1979. Its completion was, however,
delayed until 1976 because of a government-wide reorganization
in which several State Ministries, including a Ministry of
State for the National Economy under whose jurisdiction was
a new Ministry of Plan, were created. The Third Plan was
signed into law on October 16, 1976, under the acgis of the

new entity.

During the period of the plan's implementation, the
planning organization absorbed additional functions in the
course af further government reorganizations. In 1977, the
departments of Crafts and Tourism were combined with the
planning organization and in 1978 the Ministry of Plarming and Mines
was crrated. This fusion was maintained until 1979 when the
mining sector became part of Industry and Commerce, and the
planning function was included in thc Ministry of Planning,

Economic Studies and Funding,

In 1979, as a means of implementing a new policy for

the development of the country's naritime resources, the

(19) Decree No. 73.93 of December 18,1973,
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government combined the fisheries sector with the planning
or ganization and renamed the new ministry Planning and

Fisheries, The fisheries sector was removed from planning
in 1980, when the Ministry of Finance was brought together
with the planning organization to form what is now called

the Ministry of Economy and Finance.

It is apparent from this brief review that the GIRM
has always treated the planning function and the national plan
as important elements in the government's organization. In
analyzing the eFFiciéncy of the planning function, however,
it must be viewed in the perspective of an organizational
system for national development. Such a system ranges from
the central decision-making bodies responsible for public
policy to the sectoral departments in the technical winistries,
to the territorial administration, and to the technical
planning/statistical units. The planning unit should consti-
tute the nerve center, responsible for the coordination of
the system, ensuring consistency in and harmonization of
decisions, unity of action, integration of effort in terms
of identified objectiveg. This coordination becomes impossible

without the proper linkéges to centers of authcrity, -

The planning function should be viewed as a continuous
process recognizing that, to be effective, it has to be
conceived as a government-wide function and not isolated as
a unique function of technical units. The internal mechanisms
of such a system are highly complex and rcquire years of
effort to develop. In this context, the nomadic rotation of
the planning organizations among various government bodies
in Mauritania has been an impediment to the evolution of a

dynamic planning system. (See Table 4).
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1981
1980
1979
1978
1977
1976

1975
1974
1973

1972

1971

1970
1969
1968

1967
1966

1965

1964
1963

1962

1961
1960
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Evolution of the Planning Organization and its

Ministerial Affiliations, |960<1981

 Ministry

Ministry
Ministry
Ministry
Ministry

Ministry
Ministry

Ministry

Ministry

Ministry

Ministry

of
of
of
of
of
af

of

of

of

of

of

Economy and Finance
Planning and Fisheries
Planning, Economic Studies and Funding
Planning and Mines

Planning, Crafts and Tourism

Planning
Planning and Industrial Development

Planning and Research

Planning and Rural Development

Plan and foreign Affairs

Finance, Plan and Civil Service

Commissioner General's Office for Planning

Ministry of Planning

Ministry of Plan, Lands, Urbanization and Tourism
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The various organizational arrangements through
which the planning function has evolved over the past 20 years
have been aimed essentially at two principal objectives:
(1) The promotion of a particular sector of the economy through
planning, and (2) the preparation of a national plan.
The result of the numerous shifts, however, has weakened the
orderly process of developing planning as a tool to manage
and control the national economy. The institutional maturity
which should have grown from an otherwise well-defined system

has, unfortunately, never evolved,

In order to examine in more detail the tasks and
responsibilities of the planning organization within an overall
system of policy-planning-budgeting-implementation, it will be
useful to analyze briefly +“wo important functions of the
planning process which have regrettably been undertaken as
scparate functions; these concern the formulation of the

national plan and project preparation and financing.

National Plan Formulation

The practice of government-wide consultation for and
popular participation in national planning dates back to
1969 when the formulation of the Second Economic and Social
Development Plan was undertcken. The leaders of the national
political party insisted thet local party representatives and
regional administrators participate in the formulation of the
plan. The Director of Flanning held meetings in the regional
capitals with the political and administrative personnel to
solicit their views and opinions on development priorities
and objectives., In addition, the national government services
received questionnaires from the Director to recommend sectoral

programs which, subscquently, were the subject of detailed
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discussions between the services and the planning

organization. (20)

For the preparation of the Third Plan a more elaborate

and formal system was devised with the creation of several

national Consultative Planning Commissions, as well as
Regional Commissions, Five consultative commissions were '
created (21): Rural Development, Industrial Development,
Human Resources, Territorial Management and Infrastructure,
and Economic Relations and Finance plus a Synthesis
Commission, The five commissions were given responsibility
for: reviewing the different sectorsof the national economy;
identifying the growth constraints; proposing policies for
interventions in the key sectors of the national gconomy;
and fcrmuléting options and priorities for each sector.
Each sectoral commission was chaired by a minister. In
addition, directors of private businesses, representatives
of the planning directorate, and members of a United Nations
planning mission pafticipatcd The designation of addltlonal
members, as well as the adoption of operational modalities,
were left to . the discretion of the Minister of Planning
and Industrial Development. The official decree establishing
the commissions also stipulated that they would cease to
exist on the date the government officially approved the

Synthesis Commission's report.

The Synthesis Commission was charged with the task of
establishing the relationships between the objectives formulated

by the five sectoral commissi ons, arbitrating any.conflicting

(20) Second Nationnl Dcvclopment Plan, p. 11-12.
(21) Decree No. 73.102 of April 24, 1973.
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recommendations and formulating a global development strategy
and objectives, It was made up of the chairman of the
sectoral commissions and presided over by the Minister of
Planning and Industrial Development. The Director of Planning
was also an important member of this commission and was made
responsible for the commission's final report; The Regional
Commissions, chaired by the governors, were asked to study

the particular problems of their respective regions and ‘to
make proposals for activitiés'to be included in the plan

document,

The lack of detailed socio-economic information on the
country and the lack of technical knowledge on the part of fhe
government officials were definite constraints to the formu-
lation of the plan document. Organizational and administrative
problems regarding the implem ntation of the plan, however,
were chdefly responsible for the GIRM's failure to achicve
its targets. During the preparation of the Thizd Plan, there
was a conscious attempt by the government to mobilize itself
in a common effort, but the lack of attention to details to

carry out the plan transformed it into a static entity.

In essence, the creation of national and regional
commissions can be considercd to have bacn the first step in
developing a planning system. They were, unfortunately,
disbanded at the moment the plan document became operational,
and the system reverted to a group of fragmented sectorally-
oriented operational units with little vision of an overall
development strategy. In effect, no institutional mechanism
remained to measure and evaluate progress against objectives
and targets which, at a later date, could be used as .a basis .

for the preparation of future plans., It is clear that planning
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must exist as a continuous process within a government-wide
system, with the plan itself used as an instrument to manage

and control the national economy.

The Fourth National Economic and Social Development
Plan (1981-85).is currently in preparation. Consultative
commissions at the national and regional levels have becn
organized along the same lincs as those under the Third Plan,
Explicit instructions and guidance have been provided by the
coordinating unit, the Directorate of Studies and Programming,
These directives include a resource inventory (intended to
indicate potentialities), a definition of constraints, and
a planning horizon extending to the end of the century. In

this framework a global strategy is to evolve,

A schematic presentation of the planning "system" fer
the Fourth Plan is shown in Figure 5. The flow chart reveals
a deficiency similar to that of the Third Plan: no provision
is made for the follow-on to the execution of the plan. The
institutional and organizational constraints, in offect,
remain unchanged, The planning capacity of the sectoral
departments is inadequate, and proposed projects camot be
controlled or evaluated periodically., Also lacking is the
financial aspect which, ordinarily, should be part of the

checks and balance system.

The dependence of the GIRM on external sources of
financing for the execution of its development activities,
as previously noted, creates n situation in which the national
effort is substituted by foreign organizations. Each funding
sources has its own set of institutional mecchanisms and

procedures which are superimposed over those of the Government,



Figure 5

GIRM Planning System

(Approval Process)

(Coordination).
, DP ‘ Mlnlgtet_ ' Plan Prime . CMSN
DEP . ° ' 5 Proposal Minister
Finance =
. l Official
4 Synthesis N
. . Development
Commission
‘ Plan
Sectoral Rural . Territorial Economic
. Human Industrial .
Planning. Develop- Resources Development Management and Relations
Commissions ment P Infrastructure and Finance
Regional Planning
Commissions

DEP - Direction des Etudes et de la Programmation

DP =~ Direction des Projets



-~57-

creating an extremely complex set of administrative dynamics
and. stifling an otherwise orderly seslf-generated planning

Process.

One of the most deleterious consequences of this
situation is the amount of hUmaﬁ’energy expended by the
scarce number of qualified professionals in the government
dealing with external organizations in the search of financiel
resources., In the planning and technical services a signifi-
cant proportion of man/hours is spent in receiving donor’
missions, negotjating projects, and satisfying the admini~
strative requirements demanded by the foreign fundlng sources,
This observation is intended only to underline the 1mportance
of the national plan document as a working document fox
channeling donor assistance within a development framework,:
rather than using foreign contributions to construct the
framewprk itself, There is a clear need - for the GIRM to
establish a strict set ofi-criteria for the selectipni'of

projects.

Piojebt Preparation and Financing

At the present time, the planning function in the GIRM
is conducted by three directorates in the Minis%ry of

Economy and Finance:

- The Directorate of Studies and Programming
~ The Directorate of Projects

- The Directorate of Statistics and National Accounts.

The Directorate of Studies and Programming is a
pervésive'entity, involved in many diffecrent aspects of the
government's activities. Its most important task is to

cooxdinate the formulation of the plan document and to initiate
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socio-economic studies to generais information of use to the
national planning effort. Theoretically, it has a decisive
role to play in passing judgment on all proposed development
projects in terms of their impact on macro-level targets and
their concordance with the objectives of the national plan.
The Directorate maintains relationships throughout the govern-
ment and with donor organizations through a variety of formal
and informal procedures. Its capacity to control and
coordinate development activities is, however, limited by

three main factors:

1. Its hierarchical position as a Directorate among many
others within an important ministry and vis-a-vis a broad

spectrum of other government services;

2. The weak linkages which exist between the Directorate and

the centers of policy-making and decision; and

3. The limited number of staff assigned to the Directorate
and the predominance qf expatriate techmical advisors.

The Directorate of Projects was essentially the creation
of a number of major donor organizations. Their necd for a
direct financial contact within the GIRM was its principal
radson d'étre., Given the volume of foreign assistance
entering Mauritania, the Directorate's role has been distorted,
and its most important responsibilities, notably the control
of disbursements and project implementation, are not Being
fulfilled.

There is a lack of clarity in distinguishing between

the boundaries of responsibility between the two directorates.,
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As noted above, major donor: have their own programming
and budgetary cycles which do not zlway coincide with that of
the GIRM or with one another. The consequence is that in the
process of allocating funds to Mauritania, they negotiate
project proposals at various points in time. The process is
handled either through one or the other directorate in the
absence of pre-determined procedures. Proposals in some cases
may not be sufficiently studied or analyzed. At times, project
identification and design may bc carried out directly with the
technical department of the goverament without the participation
of either directorate. Joint programming exercises with the
participation of the planning organizations and the operational
units aré, however, sometimes conducted by donor agencies.
There is rogrettably no systematic annual programming procedure
involving both donorsand the GIRM, and too often cach ministry
operates in its own interest and without regard to sectoral
integration, devclopment policies and strategies, and financial

implications.

Figurc 6 outlines a possible system for the control and

utilization of national and external financial resources.

The Statistical Service

Anotkor componcnt of the planning organization is the
Directorate of Statistics and National Accounts. The funda-
mental role of the Directorate consists of the srganization,
storage and analysis of data. All statistical information on
the economic, social, and cultural state of the country falls

within its purview,

The absence of viable statistical information is often

a handicap to the planning process. Since the late 1960's
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the GIRM has recognized this deficiency and in the Second
National Development Plan placed a priority on certain studies:
the rural sector was a special area of attention, Nonetheless,
the Directorate has paid scant attention to this need., 1Its
Survey Division has concentrated mainly on demographic
statistics, cooperating with the Census Bureau in the national..
census of 1976/77.

Due to lack of means and personnel, the Directorate.
relies on a number of sources in an effort to centralize data
on the various scctors of the economy. This necessitates a
certain number of formal procedures and administrative linkages
which are, for the most part, inadequately developed., For the
modern sector the system is fairly well established, with
information on trade, priccs, employment, etc., being published
in a quarterly bulletin., National accounts statistics, on the
other hand, suffer from a lack of information on the traditional
rural sector. Data are not forthcoming from the sectoral depart-
ments of the government (agriculture, livestock, fisheries,
forestry) since they have little capacity to undertake surveys

and collect statistics on the rural sector.

The expansion of the statistical service in the
Ministry of Rural Development, which includes thc establishment
of regional agricultural statistical bureaus and the organi-
zation of surveys to generate information on land use,
production, prices of agricultural produce, =nd livestock,
should eventually strengthen the statistical, hencé planning,
process, providing there is recognition of a common purpose

in the sharing of information.
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4, The Territorial Levels of Government

The authority of the central government extends  to the
interior of the country through threz administrative layers:
regional, departmental and district. While the terriatorial
divisions have been modified somewhat since independence, the
regional boundaries remain much the same as those estzblished
by the French colonial government. Public Law 80.144 of July
5, 1980, established the most recc.t regulations concerning
the organization of the territorial administration. The
following diagram depicts the organizational levels and

titles of the presiding officer.

Regional ; - Governor
Department - Prefect
| District | - District Chief

There are 12 regions in Mauritania, plus the District of
Nouakchott. Each region has a capital where its administrative
headquarters is situated under the authority of the regional
governor, The regions are divided into departments which differ
in size and number among the various regions. There are 44
departments in the country, cach under the administrative
authority of a prefect. The departments are, in turn, divided
into 36 districts headed by a district chief. (Some depart-
ments, therefore, have no districts.) The goOvEINOr OVersees
the activities of all of thc prefects and district chicfs in

his region,
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The 2,343 towns and villages listed in the national census
of 1977 are the home of over 80% of the rural population and,
The territorial governments are, therefore, of ﬁrimary ihportance
to the nation's economic and social developmunt as they are the
closest link between the rural population and the'ggcision-making

centcrs of the government.

In seeking to establish an appropriate organization of the
government and its institutions to foster a participatory
development process, there is no doubt that local governments
should set into motion a continual dialogue with the rural
population, Such contact would assist the government in
rosponding more effectively to the needs and desires of the'
people. In the present context, the over-concentration and
control of human and financial resources in the national govern-
ment makc this objective difficult to attain, In a country as
diversified and dispersed as Mauritania, where communicétions and
transport are poorly developed, decentralizad dccision-making

would enhance the development effort.

While thec national government has set forth a policy of
decentralization, few institutional measures have as yot been
carried out to put this policy into effect. There arec none-
theless signs of increased initiative by both the regional
administration and the national governmcnt to allocate more
resources to the local level and permit the evolution of a
"bottom up" development process. This evolution, however,

faces several fundamental constraints, notably:

- The prevailing oriecntation of local authoritics
towards non-dcvelopment activities;
- The absence of formal linkages between local organi-

zations and government institutions;
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- The government's reliance on external capital resources
which are, by-nature, the responsibility of national
governmeént ihstitutiqnsﬁ”ﬁ

- Thé preference of civil servants for assignments in

" Nouakchott in the absence of career incentives:for -
field: level personnel;

~ Poorly developed communications systems and infra-
structure which isolatz regions from one another and

cven areas within their own boundaries.

Deépite these‘factors, the process of decentralization
appears under way as expérience has shown that investments
and projects in the rural areas can not effectively be managed
from thc capital city, often hundreds of kilometers away..
As the implementing structurcs are decentralized to ensure that
development activities are well managed and that the population
is benefiting, the importance of the foregoing constraints will

diminish.

In the section that follows regarding the organization
of the territorial levels of government, attention will focus
on the more dynamic and effective aspzcts of administration
which give rise to a certain amount of guarded optimism,
The meaningful application of policy measures, the planning of
programs and projects, the rational allocation and utilization
of financial and human resources--all neccessitate a system
which relies principally on the smallest units at the local
level., These units ideally should play a role of the inter-
mediary between the people and the State to incite the popu-
lation to participate in the developmont effort. The intensity
and the quality of this participation depend, to a great extent,

on the local politico-ndministrative structures.
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a, Their Structure

(1) The hegions
(See Figure 7 for the names and capitals of the 12 administra-

tive regions).

The governors exercise two parallel functions. They are
simul taneously the representatives of the national government
and chief executives of the rcgional communities, thereby reflecting
the diffusion of central power and, at the gsame time, a decentrali:-

zation of authority and decision-making powers,

Arong the attributions of the povernors as the representatives

=

of the national government arc:

=~ the application &f the laws and regulations of the State;

- the coordination of regional technical services;

- the maintenance of law and order:

- the co:trol over the use of financial resources delegated
to tiie region through the national budget (including tax
collection):

= the anplication of the prograws and strategies of the
national economic aad social development plans,

including the formelation of regional plans.

The governor of each region is the official correspondent
with 211 national government mimistries.In this capacity he coor-
dinates and controls all official personnel and public institutions

operating in his region.
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His dominant role in fact as well as in practice, is
that of representative of the national government. The governor's
regional role per se is somewhat  diminished
because of the meager financial rcsources and the small numbser
of pursonnel working under his juriadiction. The salient fact
is that the governors owe their allegiance to the Min%ster of
the Interior who officially nominates them, subject to approval

by the Council of Ministers.

The governors are in most instances assisted by a deputy
for administrative affairs, and a deputy for economic and
social affairs. The deputies are designated in the same manner
as the governors. A typical, though not standard, organization

chart of theigovcrnor's office is illustrated in Figqure 8.

As noted from the chartj=%ﬁc technical departments of
the majority of the national ministries are represented at the
regibnal level. They also may be represented in departments
or éistricts ana, in some ﬁaseé, iy the villages, While the
governors are officialliy respéhgible for the coordination and
control of all services within their territorial jurisdiction,
tht majority of thése services execute their functions in the
context of a program of aﬁtivitiesvdctermined by their
directorates in Nouakchott. Thué,;service heads are responsible
to both the regional authority and their ministry. This can be
a source of a certain ambiguity particularry‘in the light of
shared f’nancial participation and, atrtimcsiﬂ£ﬁéfpaiélle;
existence o regionally-sponsored'acti@itiaéﬁ |

Regional representaiives maintain direct lines of communi—
cation with their national directorates. However, the majofity
of the service chiefs interviewed by RAMS hdygvindicatedfa'

preference for corresponding through their governor. 1In any
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event governors freely exercise their authority to communicate
directly to a minister or national service director on any
matter, Tha governors, as a rule, address copies of all

corresppndance to the Ministry of the Interior.

, - It should, however, be noted that certain programs and
operations escape the authority of the governor, making total
coordination of regional activities impossible, These concern
the parastatal organizations, such as SONADER., Given the
significant financial and technical resources of thesc organi=
zations, the implications of such autonomously operated units
on the ability of local governmental bodies to control and
thereby generate or motivate local actions should not go

unnoticed,

With the promulgation of Public Law 80,144 in 1980, a
new form of consultative group was established at the regional
level with the title of Regional Council, A similar type of
organization was created the previous year not only at the
regional but also at the departmental and district levels but

was never implemented.

The 1980 law provides for thg election of 15 to 20
members for each council for a period of three years, although
during a transitional phasc before elections the council
members can be designated by the national government. The
members must be originally from the region to which they are
designated but not necessarily in residence at the time of

nomination.

The councils meet at least twice a year for ordinary
sessions and may convene for several extraordinary meetings

if deemed necessary. One of the two ordinary meetings is
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devoted principally to the review and approval of the regional
budget as prepared by the governor, The council votes on the
proposed budget and gives its approval on the accounting of the
previous year's expenditures. It may also deliberate on loans
taken by the region and on the acquisition or exchange of
State-owned property. In addition, the councils review regional
development plans, the use of investment capital, as well as

the implementation modalities of various undertakings financed

by the region.

An anomaly should be noted in the workings of the
regional councils; their decisions have no legal status and
can be modified or annulled by the Ministry of the Interior
at will. The law specifically limits their consultative

functions to certain prescribed matters.

(2) The_ Departments and Districts

The departments and districts of each region are headsed
by prefects and district chiefs, respectively. (See Figures
9 and 10 for the names and capitals of the departments and
districts, respectively.) As previously noted, the prefects
and district chiefs are represantatives of the national govern-
ment and operate undecr the direct authority of the governor in
their respective regions. As in the case of the governors,
they are nominated by the Minister of the Interior, and are
assigned by an official decree signed by the Council of

Ministers.

Despite their important representational role, the
prefects and district chiefs have no autonomous powers, Their
functions are strictly limited by law and in practice. As a

rule, these officials adhere closely to the commands of their
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Figure 10

Administrative Districts of Mauritania
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immediate supervisors, the governor. Moreover, their small
operafing budgets are derived from the regional purse which

is monitored by the govefnor.

(3) Villages and Encampments

The existence of smaller administrative units at the
‘level of the village and the nomadic encampment has undergone
a numbq; of modifications in the official texts. Although
the most recent law (Public Law 80.144 of July 1980) provides
for these basic administrative units, their creation necessi-
fafes'the issuance of a decree which, as far as is known, has
not been issued. Nor were they officially established as

operating entities at any earlier time.

In the colonial era the power of the foreign government
over the population was maintained through the traditional
chieftain whom the Mztropole itself designated. The establish-
ment of basic administrative units for villages and encampments,
though first enacted in 1968 in Public Law No. 68,242, were
never officially organized. - The authority of the traditional
chieftain as the principal interlocutor between the State and
the population remained until 1973 when a national decree
stipulated that, upon the death or abdication of any chieftain,
the administration of the village or tribal unit would be assumed
by the "Djemma" (village council), the members of which were

designated by the principal heads of households.

As the Djemma's role was purely consultative, the
administrative hierarchy came to depend on the prefects and
the district chiefs whose local jurisdiction werec officially
established and rccognized. History has, therefore, turned

full circle with the recent recreation of the basic edmini-
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strative units at the level of villages?and encampments but

still without their having seen operational existence.

b. Rural- Development Activities

Basically, as illustrated in Figure 8, the services
rendered at the regional level of government, and to a lesser
extent at the department and district levels, emanate
essentially from the national government, As previously
indiéated, thc parastatal ofganizations, as well as the

financial institutions, are not represented at local levels,

The coordination of development activities at the regional
level among the various technical services is severely

constrained by a number of institutional factors:

- Programs are by and large conceived at the national
level and handed down to the regional services for
implementation;

~ Personnel assignments are not under the control of
the regional authorities; '

- Financial allocation is controlled by the national
administration;

-~ Management of extzrnal assistance resources by inter-
national or bilateral organizations is situated in
Nouakchott;

~ Coordination of services at the national level is
lacking; and

~ Parastatal organizations operate autonomously from

the regional and national administrations.
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The most significant factor which reduces the autonomy:
of the territarial administration in coordinating and integrating
the activities of the regional services 1s the limited financial
resources of the regions. The concentration of authority at the
national level has created a situation in which the initiatives
of both the local communities and the rggipnal agents have been
thwarted by the continuous need to addr@sé“requests,to the
national government. Such requests are channelled'through a-
long administrative circuit, often terminaiing in frustration,

or in soma cases, totally ignored.

The scrvices generally represented at the regional level

are listed below along with their national ministerial affiliation:

Service | Ministry .
Agriculture Ministry of Rural'Developmcnt
Environmental Protection Ministry of Rural Developmont
Livestock Ministry of Rural Development
Primary Education Ministry of National Educatian
Health Ministry of Health and Social Welfare
Taxes Ministry af Economy and Finance
Treasury Ministry of Economy and Finance
Customs Ministry of Economy and Finance
Justice Ministry of Justice and Islamic
Orientation
Labor Ministry of Employment and Profes-

sional Training
Hydrology Ministry of Water and Housing
Public Works Ministry of Equipment, Transport:
and Telecommunications :
Post Office Ministry of Equipment, Transport
and Tclecommunications
SONIMEX Ministry of Industry and Commerce
Youth and Sports Ministry of Culture,Youth and Sports
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The services of the Rural Development Ministry, the
Education Ministry, the Hydrology Service and, to a certain
exteht, the Public Works Division are those which are most
directly concerned with rural development activities, Due to
the small numbers of personnel, their meagcr operating budgets,
and the general lack of logistic means, they uniformly face
serious problems, Not only is the support from the national
government limited, but these services seldom benefit from

cxternal assistance for their operating requirements,

Ces Budget and Finance

The administrative regions of the country have autonomous
budgets which do not come directly under the laws governing the
annual National Budget, These budgets are prepared by the
governors and his services in accordance with an astablished
format fixed by decree and submitted for approval to the

Regional Councils (seec above).

These budgets are submitted on an annual basis to the
Ministry of Interior for review before being presented for
final approval to the Council of Ministers., Aside from the
participation of the Minister of Economy and Finance in the
Council of Ministers, the controls over the preparation and
execution of the regional budgets are decentralized and performed
by the Treasurer of the region with periodic checks by national
government controllers. As in the case of the ministerial
accountants, the principal financial agents of thec regions are
personnel of the Ministry of Economy and Finance. The
governors, nonetheless, carry the ultimate responsibility

for the management of the regional budgets,
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Until 1973, one of the most important sources of revenue
for the regional administration was the head tax imposed on
livestock., Following the devastating effects of the drought on
livestock and on the families engaged in animal production
activities, the national government suspended the application
of this tax in the 1973 fiscal year and for a period of five
years, a suspension since extended to the present time,

As compensation for +he loss of resources, the national govern-
ment has provided since 1973 a fixed subsidy to each région
known as the'Wonds «fInterventions Conjoncturelles®(FIC).
Theoretically, the FIC is based on the amount the regions
collected through this tax in 1971.

The supression of the head tax on livestock has increased
the regional imbalances concerning public finance and nlaced
certain pastoral regions in a position of dependence on the
central authorities. The level of the FIC has remained
virtually unchanged since its institution, as a result of which
the subsidy has not taken into account the dramatic changes in

the livestock sector over the past 10 years,

The disparities among the regions are shown in the
following table which covers the years 1978 through 1980 and
includes the District of Nouakchott., A comparison with the

population of each region underlines the imbalances,

The fiscal resources of the regional administration come
- from various taxes, such as refunds on national taxes which
return to the regional treasuries, various market taxes and
taxes on the use of public facilitics (e.g., slaughter houses),
businesses, sales, and other commercial transactions, hese
revenues are largely consumed hy the nperating expenses of the

regional administration, the maintenance of public infrastructure,
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contributions to the operating ecxpenses of the regional govern-
ment services, and a number of linec items related to the
education system. The latfcr constitute the "obligatory”
expenditures of the region as opposed to the category of
discretionary expenditures which can be reduced or excluded

by the authoritics of the Ministry of Interior withoutvconsul-
tation with the regional administration in order to balance

the regional budgets.

While the regional authorities exereise a certain level
of financial autonomy in the collection of revenues and their
utilization, three factors greatly limit the extent of this

autonomy:

- The dependence of the regions on the FIC:

~ The categories of obligatory expenditures imposed by
the national authorities; and

-~ The requirement for national-level approval of annual

budgets,

The Region of Hodh E1 Charqui, for example, was dependent upon
the FIC for over 50% of its total budget in 1980, although the
potential for collecting revenues from livestock is substantial
in a region such as this onec where the animal population is

estimated at 24% of the national herd,

The volume of financial resources available for the
regional budgets is disproportionally small in relation to that
of the national buudget., In 1980, the total sum of the regional
budgets (not including the District of Nouakchott) was only 3.4%

of the national operating budget.

The procedurc for the implementation of the regional

budgets arc much thec same as those for the national budgzt.
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(see section 3.c). The regional tax collectors and acCoqntants
responsible for the management of the regional budget ars
representatives of the Ministry of Economy and Finance and are
directly responsible to the National Treasury. Parallel to -

his responsibility for managing the regional budget, the regional
treasurer is also responsible for the handling of funds allocated
to the regional services from the national .budget....A poftion of .
each of thec ministerial operating budgets is allocated to regional
offices, These funds are deposited periodically in the regionél
treasury. The amount reserved for usc at the national level is
appreciable: in the case of the Agriculture Service, it
constitutes 30% of the total budget, and for the Livestock

Service it is almost 50%.. (22)

These figures serve to demonstrate the difficulty faced
by the regionai technical services, The regional contribution-
to techniéal activities is, for the most part, marginal end is
effected on an ad hoc basis. The amounts in regional budgets
reserved for capital investment are not sufficient to allow the
territorial levels of govcrnhent a decisive role in'promoting
economic and social development. Although the regional budgets
are prepared and executed autonomously, the local authorities
are required by the State to make adequate provision for
continuing expenditures, limiting the allocation of budgetary

resources to initiate and carry out local activities,

(22) These percentages deo not includeo salaries and social
security payments. - In the case of the Livestock Sexvice
the purchasc of "produits biologique'" is excluded from
the calculations,
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Tab.ie 5

RegionallBudgets (000 UM) and Population (Mid-Year) 1578 - 1230

Region 1978 1979 1980
Population Budget Population Budget Population Budget
tirar 5,730 14,775 58,850 17,548 56,400 16,138
Asszba 133,600 19,599 135,220 12,609 127,000 15,361
Rrara 156,600 13,156 158,350 14,603 150, 10¢ 15,514
Jakhlat-Fouadhihou 25,200 24,609 27,720 - 30,2¢C0 84,350
Corgol 154,700 17,716 156,900 15,324 152,100 18,252
Zuidis-zka 84,100 7,832 £8,35C 9,856 9C, 600 9,704
Yodh-El-Charqui 1£2,100 25,737 164,650 - 1£7,2C0 33,273
Yodh=El-Charbi 128,500 15,319 125,700 19,166 130,500 16,947
Inchiri 13,200 -5,333 17,650 - 17,100 7,671
Tagant 77,600 9,250 78,100 11,035 73,500 13,627
Trarza 223,500 28,370 224,550 33,000 225,600 29,538
Tiris Temmour 23,300 16,838 24,750 - 254,200 25,363
District of HNouakchott 122,400 152,370 155,900 211,250 174,400 213,808

Source:

Population - RAMS estimates based on 1977 population statistics from the National Census Rureau.

Budgets - Didier Miewiadowski, "L'Admiristration Territoriale de 1z République Islamique de Mauritanie",

ENA, 1981.
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As evidence of its intent to decentralize authority, the
Council of Ministers in 1980 created a Regional Development
Fund.. Approved initially &t a level of 100 million UM {equi-
valent to slightly over $2 million), the Fund was intended to
permit more control of financial resources at the regional
level and to allow the funding of small locally-conceived
development activities, The Fund is administered‘b&-fhe
Ministry of the Interidr,"in consultation with the Ministry of

Economy and Finance,

Criteria for the distribution of the Fund's resources

among the regions include:

- their demographic size

- their developnant potential

-~ their relative state of advancement

-- the availability nof other sources of funding for

development projects.

On the basis of these criteria the region of Hodh E1 Charqui
was allocated 13 million UM, Hodh EL Gharbi receivid 12 million
UM, the Gorgol 7 mdllion UM and the Trarza 4 million UM,

- When the Regional Development Fund was established, the
Ministry of the Interior informed the governors of its existence
and requested them to integrate .the amount which had been. .
attributed to their region as part of the 1980 budget. When
the proposals were reviewed at the ministry, it was found that
the additional funde had not wholly been budgeted in the context
of a regional development effort but rather earmarked for
general operating expenses. As a result, it was decided that
the allocations from the Fund would be excluded from the
regional budgets and were to be justified separately with the

submission of a development program,
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The Fund's 100 million UM have been reserved for the
1981 fiscal year, The majority of the regions have since
responded to the national government's initiative by formulating

regional development plans.,

d., Planning Organizations

Prinr to the existence of the Regional Development Fuﬁd
there was little motivation for the regional authorities and
technical services to program specific activities in the context
of a regional plan. As the financial resources of the regions
were at best able simply to meet operating casts and as there
was no certainty that regional initiatives would be considered
as part of a national planning process, development activities
in the regions have essentially resulted from the efforts of

the national government.

Regions have utilized different mechanisms to formulate
their regional development plans. Some.(e.g., Trarza, Brakna)
have established cdavelopment committees among the administrative
and technical personnel of the region, and others have employed
less formal structures. In general, regional authorities have
travelled widely to villages and encambments in each depakrtment

to establish "censuses" of development needs of the population’
Regional plans have reflected such collective views,

The regional plans, however, do not form part of an overall
national development strategy, and priorities have not yet been
established, For example, there is a total lack of recurrent
cost analysis for the various nublic works which are the
principal elements found in these plans. As increasing numbers .

of wells, dams, dispensaries, schools, vaccination parks, etc.,
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are established, their maintenanceand operating costs-must
obviously be considered before investments are selected.
Given the complex nature of the planning and budgetary func=-
tions, such a problem can eventually be overcome as proper
linkages between the national level planning organization

and local technical services are strengthened.

At present, the GIRM is in the formulation stage of
its Fourth National Development Plan. This effort is being
coordinated by the Directorate of Studies and Programming in
the Ministry of EcoanyAand;Financec.,A‘parallelieffort;~.
coordinated by another directorate.in the:Ministry of the
Interior (Direction de la Tutelle des Ré&gions), is concerned
with the regional planning effort. (The responsibility for
overseeing territorial administrations was formerly under a
service of.the Presidency, but in 1978 the government transferred
this function over to the Ministry of the Interior.) There is
an urgent need to coordinate the eftorts of both directorates
to achieve a better coherence between the variousz plans and
to establish an institutional mechanism which will permit the
flow of information from the "bottom up’ and from the "top

down',

The establishment of the Regional Development Fund,
although relatively insignificant in terms of the financial
envelop available, is a positive and important step towafds-
reducing imbalances and thrusting more responsibility onilocal
authorities. At thec same time, the regional planning effort
has great potential for bringing the population closer to the
conceptualization of projects, thereby enhancing their

chances of success.,
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Adapting Institutions to Rural Needs

As previously noted, the GIRM has actively considered
certain institutional reforms. In some cases, extensive
professional studies .have been undertaken; in others, a
policy of benign neglect has been apparent, Three specific
areas of fundamental concern to rural development are
examined below: the Ministry of Rural Development, agricultural

credit and education.

a, Restructuring the Ministry of Rural Development (MRD) and
Its Parastatal Affiliates

Any organizational change in the public institutions
responsible for rural development should ideally embrace two

major principles: integration and decentralization.

As previously noted, sectoral integration has been a
major concern of the government since the late 1960's., The
socio~-economic realities of the rural sector and its productive
resources are such that an integrated approach to development
is essential if the living standards of the rural populatidn
are to be improved., The organization of public services and
institutions must be the reflection of this integration in
order to provide a coordinated and complementary effort to
minimize the utilization of govermment personnel and to

maximize the participation of the rural population.

In October 1979, the government announced that the
decentralization of the administration constituted a majoxr
policy objective, Nezdless to say, the decentralization
process would in any event he a very slow process. A major

effort on the part of the public institutions in splitting
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a great number of centralized bureaucratic mechanisms and
modifying procedural arrangements to transfer decision-making
to the field wouldbe required, The effective -application

of such.a transfer of. power would necessitate increased control- -of

financial resources-by the operational units,

Previously, in the mid 1970's, attempts to integrate
sectoral departments were undertaken on a purely administrative
(hence perfunctory) basis and had no real impact on the opera--
tions and organization of the regional services, Moreover, if
the example of the Hydrology Service were to be taken, one
could reasonably question the government's intent in establish-
ing a coherent set of programs to foster in%erééctoral planning
and implementation: the Ministry of Water Resources was created
in 1975, subsequently absorbed by the Ministry of Rural Develop-
ment in 1977 in the form of a Hydrology Directorate; this
Directorate was transferred to a new Ministry of Urban Affairs,
Housing, Hydrology and Energy in 1980, and in the following

year it was part of the Ministry of Water and Housing.,

To achieve the objectives of integration and decentrali-
zation, it is clear that structural changes must take place.
A distinction must also be made between reorganization and

restructuring. The changes cited above represented only

cosmetic (or superficial) ones which modified func*ion.,
created new subdivisions and eliminated old ones. \23)

The decrees concerned made clear the nature of the actions,
viz., to restate the functions of the Ministry of Rural Develop-

ment (MRD) at the national level. Interestingly, thesc

(23) Decree Nos. 48,76/PR of May 3, 1976 and 95.80 of
September 29, 1940,
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decrces are unclear as to .the offic , ch govezrn
the ministry's internal operations and lack @ functional
organizational chart which places all of the departments of

the ministry’ in relation,to one another,

The organization of 1960 is reflected in the organization
chart found under Section 3.b. above., Although a number of
changes brought about were designed to respond to new priorities
and activities of the ministerial departments, field-level

operations and structures remained virtually unchanged.

The late 1970's were marked by a concerted effort to
study the possibilities for structural changes in the ministry
at the national and regional levels, Two sets of proposals
were elaborated by a National [ommission and by an expatriate
team from the United Nations Food and Agricultural Organization

(FAQ) which merit some brief attention.

On the occasion of the biennial programming exercise
at MRD in January 1979, two commissions were established, one
of which was mandated to study the restructuring of the
ministerial services., Their work resulted in a proposal which
was to have been used in a broader context of a government-wide

reorganization requested by the Chief of State.

The MRD commission based its work on a genmeral restruct-
uring scheme which had been presented b the MRD Minister in
Uctober of the previous ycar. Recommendations were rationalized
on an analysis of the situation in the rural sector and on a
number of global and more specific short-, medium- and long-
term objectives. Majour institutional deficicncies in support

of rural sector production woere addressed as follows:
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1« The crcation of a pastoral code, supported by an
institutional and judicial framework;

2. The establishment of a land tenure code with
appropriate legislative and judiciql support
mechanisms; _

3. Institution of support measures (public and private)
-Tor production inputs (credit, supply of féctors of
production) and outputs (marketing, transformation,
storage);

4. The promotion of research and training;

5. The diffusion of information to and training of
farmers and herders to foster more direct partici-
pation; and

6. The formdlation and application of policies for the

control and rational exploitation of water resources.

The commission proposed three measures of a financial
and fiscal nature in an effort to create a development-oriented
administration: (1) Financial autonomy for cach department,
with budgetary ménagement responsibilities intended to
eliminate the existing long and complex circuit; (2) allocation
of cash advances for each service allowing them to respond to
certain urgent exbenditures; and (3) customs exoneration of

supplies and waterials for agricultural production,

In general, the profound measures to rehabilitate the
rural scctor economy were to be carried cut through structures
designcd to respond in 3 dynamic and flexiblz manner to the
principle of integration of all activities. Production support
was to be organized on the basis of the ecosystems in which

the principal types of productive activities were located,
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Five operational zones were identified:

Zone 1 - Hodh El Charqui and Hodh El Gharbi

Zone 2 - Tagant, Assaba, Guidimakha, Gorgol

Zone 3 - Trarza, Brakna

Zone 4 - Inchiri, Adrar, Tiris Zemmour

Zone 5 - The Atlantic coast line influencing portions

of the Trarza, Inchiri and Dakhlet Nouadhibou,

The zones were intended to constitute the organizational frame-
work of integrated activities by nature of their homogeneous
production systems and recsources, Zones were divided into
operational units and into sub-zones having responsibility

for the control and programming of activities. Planning,
research and training remained the responsibility of each:

zone,

Aside from the zonification of operational units a
restructuring of the national administration and the para-
statal organizations and their public institutions was proposed.
Figure 11 presents an organization chart depicting the entire
system as recommended by the commission. Recognizing the
implications of the recommendations in relation to the
territorial administration set-up, the commission proposed
to coordinate the delails of the restructuring plan with the
national commission unaertaking the study on the reorganization
of the regional administration. It also suggested that
foreign expertisc be sought to study certain aspects of the
proposals, cost implications, the definition of stages through
which the new structure would become operational, and the
description of functions and qualifications recquired for
staffing all levels of the administration., The MRD Minister
thereupon requested FAO to furnish a techmnical assistance team

to accomplish the above-mentioncd tasks (see below).
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In April of 1979, still another committee was set up,
this one composed of several key members on the staff of the
MRD published a document "Proposal for an Integrated Rural
Development Program", Due to certain deficiencies of the
commission's report, particularly with regard to the integration
and coordination of the proposed restructuring with the biennial
plan, the committee was asked to réfine and complete its

recommendations.

It subsequgntly~recdmmended that the proposed Studies,
Legislation and Planning Service be modified to become. a
Directorate and include a service for rurél statistics. The
Artisan Fisheries Service was eliminated in the pioposed prga-
nization chart and was slated to become the responsibiiity of
the Ministry of Plan and Fisheries. Confusingly, the Commission
felt that the national administration should conserve the
functions of conceptualization, coordination and control of
the national departments while relegating management respons-
ibilities to the decentralized level of the zonal units.
Another weak elcment of the commission's proposal was the
definition of the relationships between the parastatal orga-
nizations and the zonal units, viz., that while they both
collaborate, thcy were to follow programs formulated by the
MRD's Rural Production and Studies, Legislation and Planning
Directorates under the overall supervision of the Directorate
for Parastatal Organizations and Support Insitutions. The
commission also failed to provide details on the cost and

personnel implications of its overall recommendations,

Following the foregoing preliminary study and recommen-
dations of the MRD commissions, it was apparent that outside
expertise was required, and the government decided to ask

FAOD for the requisite assistance. The terms of reference
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for the FAD mission included an analysis of the existing
administrative structures and the socio~economic situation
in the rural sector, the implcmentation modaiities, as well
as the financial and human resources requirements., The team

began its review in April 1979,

The document produced by the FAO mission, "Projet de
Restructuration du Minist®re de Développement Rural", includes
what is probably the most complete and detailed description
and analysis of the MRD. It covers the official attributions,
the national- and regional-level organizations, their principal
activities, staffing patterns, and points out major operational
deficiencies. The second part of the report is the most relevant
and significant. While conserving the principles of integration
and decentralization as the major conceptual elements, the FAO
proposals represented a major departure from the recommendations
of the MRD commissions, In general terms, the recommendations
centered around maximal utilization of technical personnel for
technical tasks, as opposed to the present situation where
technicians arec preoccupied with administrative and financial
responsibilities. The organizational set-up was based on total
sectoral integration at national and regional levels, as well
as the decentralization of responsibilities to regional-level
rural development units; an increased number of parastatal
organizations and public institutions for specialized infra-
structure and production support activities werc envisioned;
financial autonomy was prbposed for the MRD departments,
specifically by decentralizing national budget procedures and
by allowing these departments to generatc their own revenues

through the participation of the rural communities.
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The zonification of the local-level units, as recommended
by the MRD commissions, was modified to coincide with the
regional administrative organization. In view of the limited
number of personnel to staff the regional units, however, a
regrouping of these units into five zones was recommended as
a provisional measure until such time (estimated at five years)
as sufficient technical personnel would be available to staff
a rural development directorate in esach of the twelve admini-
strative regions, It was explicitly recommended that regional
directorates liaise with the regional governors but not be
directly respensible to them., Rather, the regional rural develop-
ment directors were to act as technical advisors to the governors
and to the parastatal organizations operating in their territory.
Administratively, they were to be representatives of the
Minister of Rural Development and placed directly under his

authority.

Figure 12 outlines the reorganization plan proposed by
the FAD team. It represents a streamlined conception with a
clear designation of technical, legislative, administrative,
financial, planning, and implementation functions among the
various MRD departments. O0Of particular interest is the proposal
of Regional Rural Development Directorates and their implemen-
tation units in the form of "intervention brigades" and
"surveillance brigades" and two new parastatal organizations
to undertake spocific development activities: National
Corporation for Agro-Pastoral Development (or SONADAP), and
the National Corporation Tor Oasis Development (SQNADO).
In addition the creation of an office responsible for livestock
marketing (OMB) was proposed., New policy and coordination
mechanisms were also proposed, notably the National Rural

Development Council and the National Committec for Agricultural



Figure 12
1979

MRD, Reorganization Plan

Proposed by FAO

Central Level

National Rural Development
Council ‘

Committee on Agricultural
Credit

/Lqecre tary Gene rn\

Minister

Judicial Bureau

~ Rural Legislation
= Land Tenure

~ Cooperative Statutes /
e Administrative and
Planning Directorate < / | Financial Directorata
P A - Personnel Management
- Statistics 7 / R
- Plan Preparation and - / Budget Management
- Contracts
follow up - Contol of Parastatels |!
~ Studies and Economic / onto. of rarastatals
Evaluation / I '
- Funding and International / !
Cooperative [ I
l { / ! '
I | / I \
Regional Level | t / [ i
| Regional Rural Development Directorates |
|
I Mandate : Integrated development I
Program identification
| Participation in plan elaboration |
l Program implementation
Resource management I
| Operational Unit :
| Implementation Brigades : Agriculture I
l . Livestock )
Forest, environment l !
| Rural engineering !
Hater resources l
I Surveillance Brigades : Control of inputs and produce
| Protection of forests and |
wildlife |
1 H '
s -

Technical Bureau
(Multidisciplinary)

Research and Training
Institutes :

ffiliated Organizatione
National Corparations : - SONADFR

~ SONADAP
-~ SONADO

Markating Organizations: - OMC

- OMB (liveltock)

¢ = Mauritanian Institute for Agricultural
Research

- « CNRADA

+ CNERV

ENFVA

State Production
Enterprisns

M'Pourié Farm




-94

Credit, to'be chaired by the Minister of Rural Development or
his Secretary General and to include appropriate government

departments and institutions other than MRD.

The FAQ plan was adopted by the MRD, hut the important
financial and bureaucratic changes noceq51tat1ng pr851dentlal
approval were never accorded. Presumably, a magor overhaul
of the rural development orqanlz:tlons did not enJDy a prlorlty
at that point in time. Pence, none of the measuros proposed

have been put into practice.

Despite the sound pr1nc1ples of 1ntogratlon and
decentralization which lay at thc foundation of the FAD and
MRD commission proposals, it would be useful to cite some h
. fundamental weaknesses in them which might in the futdre'be
considered by the government should further con51doratlon be
given to a reorganization:

First and foremost, both proposals appeai to havo'ooeo
conceived in the absence of realistic conSioeratiohswof foe"
target population: rural herders and farmers, 'While the
proposals would give additional respon51bllltlos to 1mplemen-
tatior units at *the local level, they contain nothlng uo'
relicve the government of the programs it undertokes and
place responsibility for them among the intended boneficiariés.
Neither scheme pays any attention to how rural development ‘
activities are plannezd and implémcnted, nor specifically on .
means by which local populations can be included in the
eloboration and execution.of development programs, (A central
theme ‘of this paper is the need of the government to introduce
plocnssos by which the needs of tho rural population can find.

oyprosalon through local govermment services up to the national
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level during the planning and execution phases of programs.
Much of the failure of rural development activities can be

traced to inadequate knowledge of local constraints.,)

Secondly, proposed structures are not sufficiently
coordinated with the regional administration. The reéional
governors in Mauritania arc powerful authorities in their
respective localities and attempts to side-step them will
inevitably encountcr substantial resistance. While the
establishment of homogencous zones bascd on the predominant
ecosystem and productive activity of the arca has merit on a
tecchnical level, the existing geopolitical divisions of the
country are cqually important for administrafive and financial
reasons, Scetting up parallel administrative systems which

overlap jurisdictionally introduces an unnccessary complication,

It would .also seem advantageous, given present and
anticipated short-run staffing problems to regroup MRD services
with those of the social services (health and education) to
make up inter-sectoral regional mechanisms that would he
capable of programming and implementing deveclopment activities
in an integrated fashion. Such an arrangement would obviously
require high~level support of the nctional government. The
process could be undertaken gradually as additional trained

personnel become availableo,

Thirdly, as implied above, the reorganization of MRD
services in isolation from a broider government restructuring
is inadequate if better overall administrative performance
is to be achieved. Even a restrictcd reorganization, i.e,
one limited to a single agency, impacts om other elements of

the government. The budgetary function is but a case in point,
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It is evident,vtherefqre, that any reorganization must have broad-

based support if it is to succeed.

Fourthly, Mauritaniafs reliance on foréign aid to finance
a large proporticn of its deVelopment'écEivities poses a problem
when radical organizational measures are considered. Donor and
lending agenciés, for Ehe most part, seek tc finance identifiable
projects, avoid covering administrative and operating costs, and
do not, as a rule, finance ovganizations. New structures must be
operational to the point of being able to implement projects before

attracting the necessary "growth" capital.

Despite the fact that no major structural changes have
taken place in the MRD following the two proposed plans, there are
a number of nopeworthy recommendations which could be retained and
possibly utilizéd within the present organization to improve the

overall effectiveness of government programs:

- There is an urgent need to create a department in
the MRD with responsibility for legislative matters
which relate to rural areas. This would include study
6f legislation on land tenure and cooperatives, among

other functions.

~ ‘As discussed in the sector on the planning organizations
and as demonstrated in Figure 11, there is a need to
coordinate the overall planning effort with project
design and implementation in a system combining the
efforts of the MRD technical departments (both national
and regional levels) with the centers of policy making
-and the Directorate of Studies and Programming and

Projects. The overalldsystem should be established
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so as to allow a flow of information from on~going
projects to the national government and from the
central planning organizations and technical

 departments to the operational field levels.

- The ministry should have a department specifically
responsible for the coordination and control or
all its affiliated parastatal organizations and
support institutions. Such control would be
limited to financial and administrative

questions.

- If sectoral divisions among departments of the MRD
are to be maintained, they should be limited to
national-level structures and have only a technical
role to play. In the regions every attempt should
be made to create integrated teams which would act
as a unified whole to communicate with the local
communities as well as with national--level
departments. This could be achieved through the
governors, or, as proposed in the FAO plan, through

- a Regional Rural Development Director.

- An autonomous institution should be created for the
promotion of and assistance to production cooperatives. (24)
Such. an institution would have a potential for being
the most influential force in developing and improving

the productive capacity of rural farmers and herders.

(24) The RAMS study on the "Private Sector" recommends the creation
of a directorate in the MRP for cooperatives with an ovarall
scheme for the organization of cooperativ: “unions at the
regional and national levels.
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Its scope of work would be defined so that the
interests of the cooperatives are its principal

CONcern,

- Although it would be unnccessary to create an
umbrella organization for all research and tralnlng

.vact1v1t1cs, it is es sential that appropriate
‘coordlnatlon be effectively maintained through
proper institutional mechanisms, It is especially
important that implementing and planning departments
have a direct input in the design' of researth

programs and training curricula,

b, Institutionalization of Aqricultural Credit

In the section on the financial institutions mention
was made of some of the problems facing the 1nst1tutlonall-
zation of a credit system to provide capital for the develop-
ment of the productive activities in the rural sector. As
previously noted, the National Development Fund, with its
agricultural credit department, is to become .the .center
piece of this system. .The operétional details of how the
system is to function are still undefined but the government
has, since Early 1979, made a concerted effort to study the
practical application qf.agricultural credit and has proposed

appropriate institutional measures,

The process through whlch the GIRW has attempted to
define its agricultural credit pollcy resemoles closely the
one reviewed in the section above on restructuring the rural
develooment services. In both cases a general orientation
was decided ﬁpdn on the basis of which concrete policy

measures and an implementation program were to be proposed.



~-99.

As background information leading up to the proposals
which are now under review by the central decision-making
ahthbrities, a summary of the history of agricultural credit

in Mauritania would be useful.

The first financial institution created following
independence to have responsihbility for agricultural credit
was the "Caisse Centrale de Cré&dit Agricole Mauritanien",

It terminated operations after one year when its functions
were transferred to the Mauritanian Development Bank in 1962,
The Bank began its operations with a project in the Hodh E1
Charqui extending credit to farmers for plows and seeds,

The new inputs provided through the Bank credit codncided-with
an abundant rainfall year, and a substantial suxrplus was
produced in thé'project arca. Unfortunately, the marketing

of the surplus had not been adequately considered in the
project design and a dramatic fall in the price of cereals

left the farmers unable to repay their debts.

The Bank's initial efforts to finance projects in the
rural sector included a tannery and refrigerated slaughter
house in Kaedi both of which had not bzen sufficiently
studied in terms of their cconomic viability. In 1974, the
Bank became the present day BMDC with the addition of
capital from a Tunisian banking corporation. Since then,
however, the Bank has not pursued a policy of agricultural
credit and has participated in this domain only in the role

of depository for credit funds managed by the SONADER..

It was the addition of loan capital through the
World Bank's Intcrrnational Development Association publicized
in the local mass media, that provoked an important number

of requests for loans to the BMDC. Many of these requests
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came from cooperatives in different regions of the country.
Some of the projsct files were elabecrated with the assistance
of the regional agricultural agents., At present, there are
over 50 such files in the offices of the BMDC, The Bank has
‘been unable to act on any of these requests, however, because
of thb lack of capital, as.well as the absence of an agri-
cultural credit policy and the PBank's own limited technical
cépacity to undertake the necessary studies to determine

the viability of the proposed projects. The personnel of the
BMDC Development Service recognizes the need for agficﬁltufal
credit but maintain that its successful implementatipn is
dependent upon an overall policy providing for the complementary
infrastructure necessary to assure the marketing and processing

of agricultural produce,

In February 1979, the Government decided to form an
inter-ministerial working group whose task was to formulate
an agricuitural credit policy and define the means and measures
necessary for its application, Under this directive the
Minister of Rural Developﬁent inyited the Ministers of Finance,
Plan, Industry, Mines and Commerce, the Governor of the Central
Bank, the Director of the BMIC and the President of the
Confederation of Employers to designate representatives to
the working group. The initiative was continued with the
formation of a Cummission on Agricultural Credit which
conducted a series of meetings in May, June and July 1979,
To this Commission representatives of OMC (O0ffice Maurita-
nienne Hde Cérfales) and several parastatal organizations
(SONICOB, SONADER, and SONIMEX) were added to the original
group, as well as an expert provided by the "Caisse Centrale

de Coopération Economique® of the French Governménf who}
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wrote an independent report. (25) The.synthesis report of

the commission was published in July 1979 regrouping the
studies of the three sub-commissions which had been established
to study: the orientations and global strategies for rural
development; the mechanisms and organizations for a credit
system; and the funding of the factor:of production and the

marketing of agricultural produce,
It included the Tollowing recommendations:

The establishment of a Rural Development Fund to be

managed by the BMDC, and to be supervised by a national
committee to include all government departments and
institutions whose activities involved the rural

production sec’ors,

- The Fund would work with cooperatives to determine what
inputs are required and would provide loans to +them
through specialized organizations responsible for the

supply of these inputs.

- These specialized organizations would receive advances
to purchase inputs which they would sell for cash or
on credit. Credit would only be accorded to cooperatives,
and each request for credit would be reviewed by the

management committee of the Fund,

~ Credit would be granted on condition that the fammers
and herders sell their produce to the OMC or the OMB

(25) Pince, G. Rapport de Mission sur le Cr6dit Agricole
en Mauritanic, Caissc Centrale de Coopération
Economique, September, 1979,
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which would also receive loans from the Fund for its
purchasing operations. Thus, the loans would be ropaid
by cooperatives through the sale of their produce at

guaranteed prices.

A security fund would be establlshed as an 1nsurance .
to cover the loans taken out by cooperatlveq in the
event of poor harvests due to adverse climatic condltlons

or other calamities beyond their control.

The report stated that the weaknesscs of the existing.
cooperative movement would necessitate a repJacument of
4coopurat1ve functions by the spec1allzcd organizations for an
initial period. The functions of these organizations would
eventually be assumed by the cooperatives or other priVate
proFéssional organizations themselves. In the long run the
commiséion_proposed that the agricultural credit services |
within the specialized organizations become progressively“
more aytonomous and eventually evolve into a docuntrullzed
agrlcultural credit institution, operating as a credit and ‘
savings bank for the cooperative movement. It was in these
terms that the commission defined the majof principles of
the proposed agricultural credit system, stipulating that,
upon approval by the central decision-making group, the
formulation of the operational details of the system would

be undertaken by the commission.

In September 1979, the Minister of Rural Deveiopment
convened the commission to.prdvide fur ther operétionai details,
The commission's final repor:t was presented in May of the
follOW1ng year., During the time which elapscd between the

reconvening of the rcommission and its final report, the
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government created the National Development Fund with an
-agricultural credit component. Assured that an agricultural
credit system was adopted, the commission in September 1980
presented its final report to the Council of Ministers through
the Minister of Rural Development, This final report
reflected the basic clements of the commission's earlier
proposal but provided more details for the practical appli-
cation of the credit system. This system is schematically
presented in figure 13, Besically, the system places OMC,
SONADER, and SONICOB as the intermediary supply and credit
organizations between the FND and the cooperatives on the
grounds that the cooperatives are not yet able to manage the
supply of inputs and handle the production and marketing
functions. The necds of the cooperatives are to be determined
in collaboration with the regional extension services which
would also assist in the formation and training of cooperatives.
Requests for assistance are to be grouped by one of the three
parastatal organizations which would act on behalf of the
coopcratives and borrow necessary funds from the FND to
purchase the production inmputs, The parastatal organizations
would have contracts with producers obliging them to sell a
predetermined quantity of their produc tion at fixed prices

in order to assure the repeyment of the loan.

In the case of rice producing cooperatives using‘the
services of SONADER, this organization would purchase the
paddy from the cooperative and sell it to OMC., The receipts
from such sales would allow SONADER, to repay the FND, The
OMC would take the paddy bought from the SONADER, the
M!'Pourie Farm, and other rice producing farms and mill it in
its own facilities., GONIMEX would then be obliged to purchase
the entire stock of milled rice at a fixed price, to be resold

through its commercial channels at a subsidized price,.
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The other cereals (millet, sorghum, etc.) would be
purchased by OMC and sold on the free market in order to

stabilize the prices of these traditional cereals.

SONICOB would undertake a similar operation to that

of OMC in the livestock sector. It would provide crerdit to
herder cooperatives for inputs such as feed supplements,
veterinary products, vaccination parks and cattle dips.

The cooperatives would be tied to SONICOB through contracts
obliging them to deliver a certain tonnage of animals on the
hoof at guaranteed prices. SONICOB, which would market the
animals, would also borrow from FND for the purchase of the
inputs and reimburse the fund from the proceeds of its

marketing operation,

The system is dependent on the fixed prices for live-
stock and cereals to be determined by the National Price
Commission. This commission would also be responsible for
determining the perequation among the products sold by
SONIMEX to allow this organization to sell rice at a
subsidized price and, at the same time, allow OMC and SONADER

to pay a renumerative price to the producers.

The following institutional measures were included in
the commission's recommendations as the first step for the

operations of the credit system.

-~ Creation of the FND and its agricultural credit fund;
- Formulation of the official texts institutionalizing
the necessary mechanisms of the agricultural credit

systemg
- Obligation of the SONIMEX to purchase the production

of rice;
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- Mechanism to finance any deficit -created hecause of.
the need to offer guaranteed prices to the producers
Aét'supSidized consumer prices; ‘

- Monopoly control on rice milling by OMC;

- Establishment of a MRD production ‘and extension
service;

- Allocation of necessary Flnanc1al resources from the
‘sale of donated food, from State revenues, and FAQ
assistance to the FND and for operating funds for
'OMC and’ JDNICOB

-~ Choice of priority zones and assignment of necesSary
personnel;

Q‘Tralnlng of specialists for the management of "the
agricultural credit fund in the FND and for the

cooperative division of MRD.

In its conclusions, the commission noted that a condltlon
for any loan approvals under this system would be the
undisputed legal land ownership of the beneficiary. To avoid
the inevitable problems of land tenure within the credit
system, it was therefore recommended that a land tenure law

be formulated and applied.

The Minister of Rural Development presented the report
of the commission to the Council of Ministers which gave its

approval on September 13, 1980, (26)

(26) See interview with the Minister of Rural Development
CHAAB No, 1594 of September 26, 1980.
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Analysis of the Proposed Agricultural Sredit System

- One of the primary probleis with credit of any kind in Hauritania
is the poor repayment history of a great majority of horrowers. The pro-
posed systeuw talkes this problem into account and structures all.of its
wechanisms to provide the best guarantee that loans will be repaid.
Although it is undeniably the role of the State to provide the original
capital for the L1iD and to initiate the mechanisms for commodity supply
and the marketing of produce, the estabiisﬁment.of such a system depandent
on State-run organizotions has, in umany countries, proven to be an in-
efficient and costly undertaking. Covernment policy should seck to
stimulate the demand for commodities needed for production, simultaneously
focusing atteni:ion on the supply of thesz items through the already well
developed commzrcial private sector,

This eifort tco include private initiative in rural production
activities can also be apnlied to the processing of agricultural produce.
For example, the proposal to give OliC a monopoly of rice milling is a
disincentive to enterprencurial talent in rural areas. The build-up of
the cooperative rovement and the reduction of rural-urban migration will
depend to a great extent on providing diversified opportunities for employ-
ment in the rural areas. Economic studies have shown the advantages of rice
milling operations using tachroloyy adapted to the rural environment,
allowing cooperatives and rural businesses to prcfit from the value added
in the milling process. Tying cooperative loans to marketing contracts
with the parastatal organizafions.and exéluding the private sector from
the grain market may be unwise, espcéially'in a country where commerce
and trade represent 167 of rural incomes.(27) The collection and
distribution of agricultural produce can be managed more

efficiently and at ’ess cost by the privata ‘sectdfr than

2
fob }
=
.

(27) See 43 revort on Yural Income. 1f
4 .
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by a public organization. There are, however, four major

constraints to such an arrangement:

1. The difficulties with the repayment of loans by
Tarmers and herders. .
2. ' The speculative tendencies of private trade to the
'disadVantage of the producers and concumers.
3. The problem of distribution of cereals to deficit
areas,
aq. The: zendency to seeb foxe:gn_g;ch@nge through:-tha -expoxt, of v,
ggrlcgggqral,prqduce.

The government may wish u wake a more judicious choice
Tur channeling its energies intw zontrol and regulacion
measures to relieve these constraints rather than undertaking
the complex task of collecting and markcting the cou. ity
agricultural produce., If a considerable effort is pL: ‘rio
strengthening the cooperative movement and encouragin: -w-al
savings, the debt problem could be reduced to a minimur.
In addition, the price mechanism could be controlled by glVlng
the government muarketing organization the possibility of
pu:chasing local production at renumerative prices and
.allowing the private sector to compete with the State
organization and perhaps allow the producer to sell his

produce at a price superior to the official one.

The success of an agricultural credit system relies
principally on the organization of dynamic cooperatives,
Unfortunately, neither the reorganization plan nor the
proposed agricultural credit system pays sufficient attention
to the formation of cooperatives and the training of coopera-

tive managers. The RAMS report on the "Private Sector"
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proposes a national structure of cooperatives in which local
entities’ would be members of regional associations which,
in turn, have representation at the national level through a
National Coopérative Federation. (28) If the strategy for °
rural development adopted by the GIRM includes the active
participation of the population, the efforts of the government
should be focused on ‘encouraging the evolution of a’ dynamlc
cooperatlv& system., In this mannexr the producers themselves
could part1c1pate in deflnlng the structure and institutions
to fulfili®the varisds fuhctidns 1n. upport of agrlcultural
production based on their owr. needs ond dea;res. “If such a
strategy were adopted, the government could be assured of. the
support'ahd pollective,effort of the productive masses to

contribute to the country's economic development,

Mauritania could well draw on its experlence to 1mprove
the govcrnmen+'9 approach to stimulating agrlcultural produc-
tion. The creation of cooperatives at the government!'s
1n1t1at1vc has met W1+h considerable difficulty. The country
is faced with a real dilemma in that there is a pressing need
to increasc agricultural production in order to meet national

~

objectives ¢ 7 food uself-sufficiency and Lconomic independence.,
The creation and evolution of 1ndlgcnou€ local organlzatlons
capable of managing a monetarized ajrlcultural production and
improved technologies is a slow process and, in the short-run,
may not respond to the “imperatives of national development
pollcy. To achieve long-laatlng, self~promoting production.
yQtEmu that contribute fo the national cconomy, it is -

apparant that more time will be required,

(28) See RAMS report on the Private Sector, 1981.
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c. Education as a Development Tool

" A striking oxample of conflicting poliéy measures"
resulting from lack of harmony among polizy-making centers
and coherent linkages botween the planning organization,
political powers, and the departments of government with
sectoral responsibilitics is the structurc and organization
of thc educational system, Thcrelis no one singles factor
which is more influential in the development process in a
society than the public education offered to its people,
RAMS! roport on Formal Education points out how ill~-adapted
the education system is to the needs of the population and
to the requirements of the economy (29) which briefly will

be portrayed in this section,

The work flows which can be obsesrved in the organization
of the Ministry of National Education and other ministries
involved in academic or professicnal training are secondary
te thacanalysisof the fundamental weakness ofnthese,q p': -
public institutions and the need to reconsider their role in

the development process.

A number of issues recur in reviewing the constraints to
development and the major consequences of a lagging rural
sector economy: lack of trained technical personnel, low
skills levels, high illiteracy, massive-dnd uncontrolled rural exodus,
@tc.. L Bdueation must be seen as a basic . tool of development and,

thareford;, the .orientation of all activities:in the sector

(29) RAMS report on Formal Education, 1980,
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should be such as to relieve the 1dent1f1able constralnts

confronting the objectives of social and economic progress.

The objectives for the educational sector in the Second
National:- Development Plan (1970-1973) centered mainly around

the following issues:

- the number of schools and classrooms;
- the number of teachers and the level of their educationg
- the enrolment rate in primary education; and

-~ the costs of the education system.,

An explicit priority was given to the extension ‘of secondary
education to satisfy the needs of the public services and of
the modern private sector. Education was treated in isolation
from nther sectors, desplte the frequent mentlon of training

needs in the tradltlonal productive sectors.,

In the Third Natlonal Development Plan (1976~ 1980),'.
government expllc1tly recognlzed the problem of thé educational
structures which were not adapted to the realitie’s of the
country. The development strateqy for the period of the Third
Plan included an integration of all forms of education and
training into one system, This change in educational philo-
sophy, however, remains theoretical to this day as there is
no prograh or reorganization (even in the planning process)

which translates this strateqy into effective action.

The basic thrust of educational policy over the past ten
years has nndergone little modification despite the stated
development objectives of the Second and Third National Plans,
The basic approach has been to increase enrolment in primary

edupation and, thus, the number of students who continue on
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to the secondary level. As a result, the construction of new
classrooms and the training and recruitment of teachers have

been regularly programmed,

In the Third National Plan the government aspired to
offering a level of education which would have, on the one
hand, permitted the progressive elimination of illitsrapy,
whi?e, on the other hand, training the necessary manpower for
the ecorumic development of the country. (30) The literacy
rate of the rural population, however, increased by only
.6% during the period 1975 through 1977, bringing it to
11.5%., (31) It is obvious that the two objectives cannot
be achieved solely through increasing primary schofl enrolment,
The adult literacy division in the Ministry of National Education
could make a substantial contribution to increasing literacy rateg
bat  ig at a low level organizationally and receives only
a modest budgetary allocation,

The major policy measures taken during the pasf several
years in the®education sector have centered around the educa-
tional reform of 1973, Without dwelling on the details of the
reform, its implications in terms of the organization of the
Ministry of Nationmal Education and its alignment with general

development objectives should be noted.

The.application of the reform was the responsibility of
an organization created especially for this purpose, the
Institut Pédagogique National (IPN). It was created by

Presidential decree in August, 1974 and assigned the tasks

(30) Third Nationel Development Plan, p. 70
(31) RAMS report on Formal Education, p. 79
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of research, experimentation, teacher training and the develop-
ment of pcdagoglcal materials. The 1nst;tut§:malntalns a
priviliged position in the ministerial hierarqhy,_having'é
direct link to the minister's office and exercising its‘
functions in relative autonomy from:the mln;qtry's pr1nc1pal

directorates.

The potential role of the IPN .in revising the educatlonai
system in relation to the. objectives of social and economlc
development is evident. .Its accomplishments since 1ts creatlon,
however, have been disappointing;. (32) thp,rqurm s basic
objectives remain unchanged despite the ingreased applicétibn
of* the ‘Arabic!language and the utilizationjpf fexts written
‘by a natiohal-government institution, . Moreover, if the IPN
'is to revitalize the educaticnal system as a tool for.rural
development, its responsibilities will have to be thendéd
beyond the process of the educational reform and its role 1n

the formulation of educational policy strengthened,

At the present time there is a dlffuslon of educatlon
sector responsibilities among a number of dlfferent government
ministries, making the harmonization and coordlnatlon of
educational objectives very difficult, if not impossible,
Ministerial reorganizations which have transferred educational
institutions from one ministry to another have further com-

plicated their integration into an overall cooidinated syétem.

A case in point and one of great importance to fural

development is the National Agricultural Training‘and,Extension

(32) Institut Pédagoqgique National,"Rapport sur les Act1V1tés
de 1'Institut Pé&dagogiiue National de 1975 A 1979+, -
May 1979.
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School in Kaedi, Following fifteen years of activity in. ~
association with the Ministry of National Education, this
school was transferred to the Ministry of Rural Development.
While this measure permitted the MRD to coordinate its efforts
to training future agricultural cadre, it has, unfortunately,
cut the links.the Education Ministry previously had with the.
school, and it currently suffers by not having the support

of the public:institutions specialized in the field of
education, (Its agricultural and pedagogical staff is made
up of a FAO-financed foreign technical assistance team and
Mauritanian personnel.)The school, in other words, operates
in isoloation from the education sector, making it difficult:
for it to coordinate its training policy with the various
institutions responsable for education and training. The
element of integration is obviously essential but lacking in

this situation,

The formulation of an oducational policy oriented towards
national development goals will require a distinctly new
orientation on the part of the government., To achieve this,
objectives will have to.be established from which would flow.
a common educational policy and.an aphfopriate strategy.

The establishment and execution of specific programs within
the adopted strategy would have to be coordinated through the
Ministry of National Education with the support and technical
inputs from other concerned ministries, Furthermore, a
significant improvement in the use and allocation of personnel
and infrastructure would result from the fusion of -formal and
non-formal types of education and training, whenover possible,
The responsibilities of thc regional education directorates
would also have to be re-examined in an effort to give a-
voice to local authorities and communities. On a more tech-

nical level, the IPN could be expanded to permit the
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institution to design the programs and educational materials
for 21l the areas of formal and non-formal education, as well

as the programs for teacher training.,

It is clear that there are several fundamental issues
affecting the organization of Mauritania's educational
structures, 1In light of future employment prospects in the
country, it is apparent that the majority of available sources
of employment and: revenuc will continue to rest in ihe tradi-
tional productive activities of the rural sector. (33) The
rate of rural-urban migration has been estimated at TD%vper'”
year for the period 1961 to 1975 and represents a tendency
to abandon these traditional forms of employment. (34)

As a result, the GIRM is attempting to stem the population

flow from the rural areas.

The existing organization of the educational system in
Mauritania is not structured to prepare its studenis for a
useful role in society nor to meet anticipated employment

opportunities or needs, In these circumstances an urgent

reorientation and’ restructuring of the system is required.

(33) RAMS report on the Employment Situation, 1981
(34) RAMS repor’ on Demographic Projections, 1960
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Project Case Studies

Previous sections of this report have dealt with the
organization of the technical services of rural development
and the rccognition by the SIRM of the wcaknesqed of its
ministerial departmenis and support 1nst1tutlons as esvidenced
by its attempts to strengthen their operational effectiveness
through restructuring and by the institutionalization of an

agricultural credit system.

In order to illustrate more clearly the problems still
confronting the rural development services, two case studies-
of on-going projectgwgpe'presented in analytical fashion,
These projects arc difféfent from one another in their
activities and conception. Moreover, they involve different

government organizations and external fundinqg sources,

The objective in uhdertaking theése case sfudics is to
underline the importance to the government of providing a
broad range of effective services and, at the‘samé time, of
inducing the population to participate actively and directly
in rural development activities. The forms of orgahizétion
fot ‘Ehe 1nplﬂmentatlon of rural development programs is an
important policy issuc FoL the GI IRM. " The. comparlnon of the
two casc studics should reveal altermative ch01cc for '

government actions. in this ATEA

The "Petits Périm2tres Villageois" managed by SONADER
is the object of the first of the case studies. The other
concerns the Barkewol Integrated Rural Development Project
under the Ministry of Rurﬁl Devclopment, .. It ,hould be

pointad out that the accompllshment” and the 1nvestmcnts
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made in these projects are of little concern to the analyses;
rather emphasis is placed on their background, management -

organization, and implementation modalities.

a., omall Villace Irrigated Perimeters

Backq;ouhd anc Evolution

The introduction of a modern intensive form of agri-
cultural production, less dependent on erratic rainfall
patterns, has been onc of the major development objectives
of the GIRM since the early 1960's. In order to ensure a
stable revenue for rural farmers and in the long term to meet
the food requirements of the country, the strategy of the
government has concentrated on the .development of irrigated
agriculture in the Senegal River Dasin. A major portion of
the investment capital for rural development has been
allocated to this type of agriculture, as it is secn as the
only possibility for attaining the goal of food self-
sufficiency and providing a guaranteed source of employment
for an important propoxtion of the rural sedentary

population. (353)

Before ‘the institution of the Seconmd - Hational Development Plan-
(1970-1973), Mauritenia undertook severalipilot projects to test the
viability of irrigated plots -ard to determine the most appropriate technology to
apply to this type of production system, This first experience
at sites such as Dar E1 Barka, Keur Macene, and Lac R'Kiz was

not sufficient to provide the guidelines for a program of

]

(35) See RAMS report on Irrigatcd Agriculture for a quantitative
analysis of thc investments, the production, and employment
potential of this sub-sector.
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large~scale investments, and it was realized that the
excessive capital investments required for irrigation did
not present a comparative advantagc aver other forms of

agricultural production.

Nevertheless, the wmodernization of Mauritanian agri-
culturc was maintained as a principbl bbjective in the Second:
National Development Plan in which the studies for a number
of major irrigation schemeswere envisioned, As an interim
measure leading up to the creation of the large-scale
irrigated perimeters which required feasibility studies and
major capital investments, the GIRM adopted a stratzgy of
rapid development of small village-based perimecters. The
contribution of the Europcan Development Fund (FED) was |
solicited to provide financial and technical assistance,for

this progrdm.

The FED-financed project was called "Opération Petits -
PErimd@tres Irrigués" (DPPI).and was placed under the super-
vision of the Agricultural Service and the Rural Engineering
Servuice of the [MRD. Uﬁder this project, which later réceived
additioral funding from the French aid organization (FAC) and
the World Bank (IBRD), a total of 14 small perimeters were
implemented between 1966 and 1975, covering a total of
500 hectares. The perimcters were censtructed by the villagers
themselves with the assistance of expatriate project personnel.
The idea was to maintain the most simple technology to
facilitate the introduction of irrigated agriculture to
traditional farmers and to utilize lands which were rarely

cultivated and, therefore, presented few ownership problems,.
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During the 1966 to 1975 period, progress on the small
perimeters was slow. Ideally, provision should have been
made for the development of an institutional framework in
support of this new type of agriculture. Unfortunately, the
attention given to extension services and training was
inadequate, resulting in a perpetuation of many fundamental
problems of a technical, organizational, managerial, and
institutional nature. As noted elsewhere in this report, the
unwillingness of external aid organizations to finance the
operational components of a project, and the inability of the
GIRM to do so, inhibited the cevelopment of thec support
services necessary to maintain the physical infrastructure

and equipment provided.

In 1975, the Mational Corporation for Rural Development
(SONADER) was created and was given the responsibility for
the study, execution, and control of hydro-ogripultural
projects. SONADER became operational in 1976, following an
initial period for thc organization of its services and
recruitment of personncl., International aid organizations
were attracted to this new semi-autonomous parastatal
organization, suspecting that this non-burszaucratic form of
public institution could act more efficiently and dynamically
than its ministerial counterpart.

In 1977 and 1978, SONADER undertook 18 new small perimeters,
financed principally by the FAC under a program which came to
be known as the "Petits Périmdires Villageois" (PPV). In

May 1979, the 14 perimeters of the OPPFI were brought under

the responsibility of the SONADER and thus, with the additional
FAC-financed perimeters, the SONADEf initiatasd the 1979 rainy
seasén campaign with 32 small perimeters covering a total of
679.5 hectares.
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The number of small perimeters controlled by SONADER
doubled for the 19BD—crop:seéson és additional financing was
made available from the FED, the IBRD, and Dutch bilateral |
aid. (It should be noted that there are an equal number of
small perimeters that are either in private hands with no
public "institutional support or that are managed under other
projects financed by'Various private voluntary or non-
governmental organizations(e.g. Lutheran Federation, COSOC, .
CARITAS.) S

There are two main points of interest in this analysis
which are related to the change-over of management. respons-
ibility from the Agricultural Service to SONADER: (1) the
rapid increase in the number of small perimeters as of 19773
and (2) the difference in the implementation modalities

between these two organizations,

Betwecen 1977 and 1979, SONADER experierced an extremely
rapid expansion af its activities, The number of projects
under its control tripled, its personnel increased on an
average of 94% per year, and its financial resources went
from 103.9 million UM in 1977 to 734.5 million UM in 1979,
(36) This explosion of resources has to this day dispersed
SONADEIi's activities to such an extent as to inhibit a
rational progression of its cababilities and has placed the
organization in a position of perpetual crisis management,
In over-cxtending itself to absorb the massive volume of
financial and material contributions from external sources,

the organization has been unable to generate the necessary

(36) SONADER COP - Présentation de la SONADER, January, 1960,
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support facilities, evaluate its activities, analyze the
major constraints, and undertake corrective measures to
alleviate its problems, This has been the case with regard
to the PPV's.,

Under the direction of the Agricultural Sexrvice, the
small perimeters were managed under a rather liberal philo-
sophy in terms of the farmer's responsibilities in the
operation., The village cooperative organizations were
raquested to reimburse only the costs of production at thé
end of each crop season and at subsidized prices which did
not include transportation costs. Payments covering the
amortization of the pumps were not ;slaimed during the first
year of cultivation. Even the FED was willing to finance
many of the production inputs as gifts to the farmexrs during

this initial period (e.g. spare parts and pump repairs),

As an autonomous enterprise having a commercial status,
SONADER applied @ different formula vis-a-vis the farmers
when it took over the management of the small perimeters.
With the objective of astablishing a viable commercial enter=-
prise, SONADER sought to charge the farmers for the real costs
of the perimeters and the factors of production, They
required payment prior to delivery for the seasonal inputs,
including transportation, and attempted to amortize the
pumps at the end of each crop season. The farmers were also
charged for the extension and maintenance services provided
by SONABDER. The cooperatives, unable or unwilling to honor
their debt payments, were peiialized by having the delivery

of inputs and services withheld.

These levies were, however, not applied on a uniform

basis, as the SONADER inherited many perimeters whose



-122~-

cooperative organizations had been initiated under the OPPI
system, and the abrupt change-over presented scrious problems,
A variety of conditions prevailed in the various perimeters
from Rosso to Selibaby, and a thorough analysis of the
production costs was necessary in order to establish an
acceptable arrangement with each village depending on the
physical condition of the perimeter and the financial situation

of the cooperative.

Onc of the major problems encountered wus due to the
inadequate attention given to the pumping reqUiremenféfof“.
each perimeter, The height and distancc of the perimetars
from thc river vary from perimeter to perimeter and within
individual perimeters at differcent times of the year., The
size of the perimcters also varics and pump specifications’
must match the physical characteristics of the individual
perimcters to obtain maximum efficiency. In standardizing
the pumps throughout the valley, many perimcters cither have
an excess pumping capacity for the surface area, leading to
excessive pdsts, Er,havo pumps which are not of sufficient.

power to provide watcer for the untire nerimeter,

The example of this particular technical pfoblem is
closely linked to the financial and managemert difficulties
of SONADER and the village cooperatives, This example is
used to demonstrate the complexities faced by SONADER and to
underline how the rapid cxpansion of the small perimcters has

served only to cxacerbate an alrcady complex situation,

Thus, the transition from the cx-0PPI to the SONADER
PPV has been fraught with problems. Many of these, which
were cxperienced over the past three years which still exist

today in one way or another, are the result of management .
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decisions taken for the development of the small irrigated’
perimeters. Another series of problems which have plagued
"both SONADER as well as the farmers relate to factors
external to SONADER. Some of these internal and external
problems are reviewed below in an attempt to draw some
corclusions which hopefully will contribute to the improve-~
ment .of the development of irrigated agriculturae and other

forme of rural production in Mauritania,

Problems of the PPV's

Following the 1979 crop season, SONADER undertook a
thorough evaluation of the PPV projects. The results of this
evaluation were prescnted in a number of documents which
reviewed the situation from various points of view and proposed
corrective measures for the rehabilitation of the small peri-
meters.  These documents indicate that over the fifteen years
that the small perimeters have been in operation many of the
fundamzntal problems have yet to be addressed. A lack of
well-defined responsibilities among the various rublic services
and the continual pressure to preduce a financially viable
operation has obliged SONADER to concentrate on its own
internal problems and its relationships vis-a-vis donor
organizations rather than thosc confronting t'ie farmers them-
sclves., The farmers have rarely been included in management
decisions affecting their perimetexs and, unfortunately,
SONADER has not sufficiently considercd the capacities of

the farmers before taking decisions.

Fxtension Services:

The availability and quality of extension services
provided by the Agricultural Service on the OPPI and by
SONADER on the PPV's have had a significunt impact on the
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success of the small perimeters. Under the original FED
project the Agricultural Service furnished an extension'
worker for each perimeter. As rosidents of the village,

they worked in close contact with several farmers designated
by their pucrs te diffuse the techniques of irrigated rice
cultivation. In many cases, -although the services offered
were generally adequate, the quality of some agents was
questionable and the farmers contested their authority and

technical know-how,

After the transfer of this operation to SONADER, the
increased number of perimecters and the limited funding made
it impossible to provide one agent for each perimeter,
SONADER even questioned whether the efficiency and produc-
tivity of the perimeters was necessarily dependent on the
number of extension workers. The organization wished to
avoid increasing the costs of its opcration and creating a

situation in which the farmers were overly dependent on it.

The shortcoming of the Agricultural Service and SONADER
was to concentrate uniquely on- the agronomic aspects of rice
cultivation and not to diffuse through the extension services
the organizational and managcment, as well as mechanical
skills, nccessary for the farmers to master the new form of
agricultural production. This problem has been cited in
numerous SONADER papers, - The solutions proposed consist of
one-time training programs of short duration for pump -
attendants. and coopcrative managers, as well as o decentrali-

zation of the management rosponsibilitics within SONADER.

It is evident that the GIRM and SUNADER could consider.

the reinforcemont of the cooperative structures to deal with
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all clements of the production system.. The majority of the
cooperatives at the present time exist uniquely because they

are officially required to exist when a perimeter is created;
they have little relationship to other activities of a community,
The SONADER operated under the assumption that cooperatives must
exist but, in actuality, they are disparate pseudo village
mutuals whose only purpose is to satisfy the management

organization,

In the absence of a dynamic government department whose
role would be to stimulate coopcrative organizations and
provide the necessary institutional and legal framework to
permit the devclopment of a multifunctional cooperative system,
the efforts of SONADER to date will have little success in
developing such a truly independent system. (37)

Pumps and the Physical Infrastructure:

Problems concerning the size of the pumps installed on
the various small pcerimeters were noted above, but this is
only one dimension of the situation, as the maintenance and
repair of this equipment has been a major difficulty since
the days of the OPPI. The most critical issue facing the
PPV's has been thec maintenance and repair of the pumping
equipment, contributing not only to substantial reductions
in yields but also to incrtasing overall production costs,
Pump attendants arc not sufficiently familiar with the main-

tenance procedures required for the proper functioning of

(37) As of 1980, only five of the oldest village mutuals
involved in irrigated production with SUNADER had official
lecgal cooperative status and were registcred with the
cooperative division of the Ministry/of Rural Development.
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the machinery and are unable to handle necessary repairs,

The perimeters are totally dependent on SONADER for repair
services and spare parts which are often unavailable, In

some cases the inaccessibility of the perimeters during the
rainy season has caused a complete loss of the harvest because
a pump has broken down. It should be noted that SONADER is
providing only one pump repair workshop, situated in Boghé,

for the entire river vealley.

The complexities of supply and management of an adequate
spare parts inventory for ths pumps that are in operation on
the PPV's has caused serious problems not only for SONADER but
for the farmers as well., Rather than following a systematic
approach, including a needs assessment and proper timing for
ordering and delivery of spare parts, SONADER has performed

this function on an ad hoc basis,

The Credit Svystems:

In the absence of an operational credit institution
for the rural sector, SONADER has been obliged to perform
this function for the PPV cooperatives. Due to the different
conditions imposed by thc various external aid organizations,
there has been little consistency with regard to the type of

credit arrangement offered to the farmers,

The policy-making centers of the GIRM- have offered
little assistance to SONADER on important issues relating to
the type and amount of subsidies to be provided, Credit
policy has been the object of routige management decisions
based on inadequate information and socio-economic analysis.,
As the viability of the entire nroduction system is dependent

on the efficiency of the operation and on the credit and
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price policy of the government, it is obviously essential
that these policy functions be coordinated between the

appropriatc departments and implementing agencics.,

In deciding on a credit system, SONADER is caught
between the requirement of presenting a profitable venture
for the farmers and, at the same time, recovering the maximum
portion of their capital outlays in order to contiﬁhc its ‘
efforts with the minimum of public and foreign assistance.
These two objectives are incompatible due to the high
operating costs of the organization, the mounting priqcs'of
equipment, and the small profit margin obtainable by.thﬁﬁ
farmers withinh the present price structure of rice in

Mauritania.

There is an urgent need to study in detail the PPVS‘
financial and economic parameters of production and to hake
this information availablec to the policy~making centers of
the government. In this way, a more viable credit‘system
can be established with appropriate subsidies applied to the
benefit of both consumers and producers. Without such
measures, decisions of this nature, which are mot in its terms-
of refercnces, will continue to be made by SONADER whose -
objectives of improving thc living standards of rural farmers'

and enlarging irrigated. lands are not always compatible,

SONADER and National Government Services

Besides thc issuc of credit policy, the promotion of
a modern agricultural production system is dependent for its
success on a number of suppert mechanisms which ordinarily
are the responsibility of the governme:.:. The gbvernment in

this sense is meznt as those public institutions other than
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the SONADER wh¥ch have a decisive role to play in the irrigated

agriculture sub-sector.

The production system depends on a number of basic and
complementary functions. Once the initial infrastructure isi
established, these functions consist of the supply of produc-
tion inputs, credit, extension and training, and marketing,.
Several of these functions have already been discussed but, in
the context of institution-building and evolution of the
agricultural support sector, it is essential to view these

from another perspective.

The fundamcntal question remains: should all of these
various functions be the responsibility of a single organiza-
tion, should they be divided among several public institutions,

or should they become the rusponsibility of private organizations?

SONADER's premise is that, as the cooperatives =re not
sufficiently mature at this point in time and in consideration
of the experience and rcsources of the parastatal organization,
it should encompass all of these functions. This arrangement
has the advantage of reducing the need for coordination among
severtl institutions and saving on personnel and other common
operating expenses. There are, however, definite disadvantages
in terms of the farmers' perspective in that the samc organi-
zation is providing thec physical infrastructure, selling the
production inputs, providing loan capital, collccting on the
loans in cash or by purchasing their produce, in addition to
providing the technical advice and training for the various
aspects of the production systcm. In this context the multi-
functional organization has a built-in conflict of priorities.
The ever-present danger is that it can, and often does, lose

the confidence of the farmers. Such an all-encompassing
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operation puts SONADER in a position of having to sombine its
various functions, and at the same time disassociating itself’
in the @yes of the farmers as a credit organization and as a
development organization., This is essentially the framework

within which ‘SONADER is operating at the presént time,

Rather than concentrate on developing the necessary
institutional capacity of a marketing institution, such as the
OMC, and a credit institution (FND), it would appéar more
appropriate to consider applying a strategy which placed much
of the responsibility on the cooperative'merment. ‘The growth
of production on the irrigated perimeters may be slower than
if State-supported institutions assumed all of the support
functions, but a more sclf-sustaining system could be deVeldpéd
through the creation of local and regional cooperative unions
and a national cooperative federation which could act as a
credit intermediary and also recpresent the farmers on questions

of a policy nature., (38)

Conclusions

‘The transition from traditional forms of agricultural
production to more¢ modern intensive forms, such as practiced.
on the PPVs, requires not only a significant capital invest-
ment but also an important change in the attitudes and gocial
organization of the produccrs. In the wake of a number of.
years of severe drought, farmers in Mauritania urgently need
to have a securc mcans of production to fulfill their
consumption and marketing requircments, The rapid prolifcré-.

tion of irrigated perimcters has not been undertaken without

(38) Sce RAMYS report on the Private Sector for a discussion
of the advantages of a cooperative system,




-130~

encauntering major difficulties, Rather than attempt ta
concentrate on alleviating the problems of input supply,

pump repair and maintenance, credit, the managemeht and tech-
nical capabilities of the farmers as well as those of the
managemcnt nrganization, SONADER has focused essentially on

multiplying the surface area under cultivation.

The complexities of irrigation comparcd to the methods
and inputs employed by farmers in the cultivation of dié;i
and walo necessitate government suppert, The GIRM realized
that a non~bureaucratic form of organization was needed to
give that support and, therefore, created SONADER, As a young
organization faced with an c¢normous responsibility, SONADER has
made @ monumental effort in the face of a number of major
obstacles. The organization, however, has never been able to
catch its breath becausc of the rapid cxpansion of irrigated
perimeters in the country, as well as face up to a number of
other additional responsibilities which have been confided

to it.

The problems of the PPVs demonstrate that the efforts
of SONADER have not been sufficiently directed towards fcstering
local participation in the management of the production system.
Mastery of the technical and organizational compléxitics of
irrigeted agriculturc by the farmers of the river valley should
ideally constitute the primary goal of this institution., The
loss of motivation or even the abandonment of irrigated agri-
culture may be the unfortunate outcaome of an apprnach which
ties the farmers into a decpendent relationship with a govern-

ment organization.

The promotion of intensive agriculture requires an

important sct of inputs from public agencies. For this purpose
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the instifutional framework is still in the early stages of
development, A balance must be sought in which the respons-
ibilities of the public organizations and those of the farmers

and their ccoperative organizations are well defimed,

RAMS reports have inter alia described the various forms

of traditional social organization among the different ethnic
groups of the river basin. These societies are highly
structured and are expefiencing rapid social change in varying
degrees.and_on different levels., WNevertheless, it is a

risky undertaking to attempt to impose.a single preconceived
form of organization on these groups or to assume that a major
productive activity can take place outside of the context of

traditional social relationships.

The criteria for the creation :and management of small
irrigated perimeters have been predeminantly financial and
gconomic and often based on faulty assumptions and inadqqﬁate
information. Under the pressure of achieving a quick impact
on the volume of cereals produced in the country, the govern-
mént may be endangering its objectives by alienating the
farmers‘and discouraging their participation in this form of

agriculture,

In order to gain the support and active participation
of the farming communities, the development of irrigated
agriculture should be integrated into a broader strategy
which aliows the local population more choice and avoids the
establishment of a dependent relationship vis-a-vis the

government,
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Traditional farmers if the Sahel are, for the most part,
living on the margin of subsistence and will certainly be’
amenable to any arrangement which can 1mpr0ve their lot,

The government shoulu move cautiously 1n presentlng new
production systems’ which, when unrefined and of queqtlonable
benefit to the farmers, will reduce the enthusiasm of the
rural people to support and participate in publlcly-sponsofed

programs designed for their benefit.

be The Barkewgl Integrated Rural Developmenf Project

In contrast to the irrigated agriculture sub—sector, dry-
land agriculture (including rainfed and recessionary forms of
cultivation) constitutes the principal type of crop production
practiced in Mauritania, 'For the different varieties of
traditional agriculture (diéri, wadlo, barrage) which‘are all
classified under the term "dryland", the active population ‘
numbers 600,000 or 71% of the total rural populatlon. As this
form of agricultural production depends’ entlrely on rainfall
for iis water supply, the surface area under cultiyation can

vary from a minimum of 90,000 to about 230,000 hectares.

Approximately 70% of all the villages in the country
practice dryland cultivation for the production of basic food
crops (cereals and legumes) which are, for the most part, auto-
consuned by the farming families. This tradltlonal forn of
agrlculture represents an enormous potentlal Cdpable of a .
significant contribution towards the.national goal of food
self-sufficiency. Unfortunatecly, this sub~sector :has not
benefitted from significant private or public investmznts.

The efforts which have been undertaken in this arca have-been
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sporadic and have had little long-lasting impact on

production. (39)

Since the period of the Third National Development. Plan,
the majority of public investments in agriculture have gone
into the development of irrigated perimeters with only a small
par tion of the available investment capital allocated to the
traditional types of agricultural production, A rough
comparison of these two sub-sectors in terms of investments
reveals that the major projects in dryland agriculiure since,
1976 ‘totdlled 238.7 million UM (40) whereas the investments in
irrigated agriculture undertaken by SONADER between 1976 and
1979 have been on the order of 2,401 9 million UM, (41)

The GIRM has recognized the importance of dryland agri-
culture and has declared its intentions to give priority to
the improvement of traditional agriculture produc tion systems
in the medium term. (42) RAMS' assessment .ndicates that
significant increases in yields can be achieved with the
application of relatively simple production techniques,
providing that the need for institutional support in terms of
input supply, agricultural credit, extension services,

research, prices and marketing, can be assured,

(39) For an in—depth review of all aspects of this sub-sector,
see RAMS study Dryland Agriculture, 1980

(40) 1Ibid, p. 120

(41) Préscntation de la SONADER-COP/SONADER, January 19860.
(Corplete list of on-going and completed projects,
Annex 3)

(42) See interview with the Minister of Rural Development,
CHAAB No. 1594 September 26, 1980.
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A small-scale integrated rural development project has
been selected for the second case study, one which deals
essentially wi th traditional agrlculture. The size of the
activity, its organization, and 1mplementation modalitiéé
are vastly different from what was observed in the SDNADER
PPV projects. As in the provious case tudy, it is useful
to review the organizational and managerial aspects of the
project in an attempt to draw some conclusions which can

help to improve the design of future similar activities,

Background

The Barkewol Integrated Rural Development Project is
funded by the Lutheran World Federation (LWF), a hon-
governmental organization operating in Mauritania, This
organrization operates mainly in liaison with the Mauritanian
Red Crescent Society (MRCS) which is its lecal counterpart
agency. The official status of the LWF in Mauritania is
established through a general agreement with the MRCS, In
the context of this agreement LWF participates in various
development activities, such as forestry, a socio-medical
center, village development, food distribution, and the
Barkewol Rural Development Project, by providing funds,

commodities, and tzchnircal assistance,

The decision to become involved in the integrated rural
development project was taken in 1978, Specifically, LWFE
committed itself to assisting traditional fammers engaged in
recessicnary agricultupe, using small water retention dams
in the Assaba region. A first attempt at project identifi-
cation was undertaken by a hydrologist hired by LWF in colla-
boration with technicians from thé Rural Engincering Services

of the MRD, as well as the agricultural service chief and the
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Governor of Assaba., During the project design phase the
regional, departmental and national authoritiss, as well as
the local population, were consulted to identify the types
of interventions and the specific localities which would be
the most keneficial to the area., Through this process, a
mutual agreement was reached te. concentrate the project on
a specific number of dam sites in the Aftout Department of .

the region.

A second engineer was brought in by LWF to do a
feasibility study on the proposed activities, His report.
was submitted to the regional authorities and the nationél‘
Agricultural Service Director. Following acceptance of the
major conclusions of the report by these officials, LiF
procecded to draw up a project proposal whicH was endorsed
for impiementationqby the Agricultural Service.

[ ]

The formal agreement for the project was made by;a
simple exchangec of letters between LWF and the Agricultural
Service through the intermediary of the MRCS. No other
government departments were associated in the negotiations
or the agreement on this project. The LWF .made a commitment
to finance the project over a four-year period for a total
of $850,000 (38,250,000 UM).

Organization of Proiject Mnnagement

A management committee was established with represen-
tatives from the Agricultural Service, the MRCS, LWF, and
the regional administration for overall project supervision
and policy-level decisions, Responsibility for project
implementation was assigned to the Director of the Agricultural
Service who delcgated daily management responsibilities to aﬁ

project chief who resides in the Aftout Department headquarters
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at BarkBWOi{ The chief of the project, working in collabo--
ration with the regional Agricultural Service chief in Kiffa,
is assisted by scveral Agricultural Service field agents. '
During the second year of the project in 1980, LWF hired an
expatriate agronomist who serves as agricultural coordinator
and technical n"91stant to the project.. Close working
ralatlonshlps are malntalned with both the regiocnal governor

in Kiffa and’ the dcpartmental prefect of Barkewol,.

The projeét hcédquarters in Barkewol, including office
space, houéing,'and‘a tree nursery, constitute a departmental
sub—division-of the'Agricultural Service and thereby contribute
to increasing the capacity of the overall national agricul-
tural extension service, Financial management, ineluding the
purchase of supplies and 6dmmodities,,is handled by the LWF
office in Nouakchott., A monthly report with a financial
statement and technical section is drawn up by LWF personnel
and sent to each member of the management committee. Any
changes in budgetary prDV151ons are made in consultatlon with

the Director of the Agrlcultural Serv1ce in Nouakchott,

Project Interventions

The principni activities of the project concern the
improvement of traditional rccessionary agriculturé as
practiced with the instailation of earthern dams and the use
of environmental protection and .regeneration techniques. In
1980, a total of 10 farming communities were assisted in
reinforcing their traditional dams by the distribution of tools.
and the proffering of technical advice from the project staff,
Approximately 2,000 familics benefitted from this abtivity to

improve dam construction and maintenance, water management,
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and cultural practices for millet and sorghum, as well as vegatable

production.

The participating communitics have been organized into 35 coope-

rative groups with 435 families, This first aitempt to organize

production within tha community has been fairly successful, and the

project has begun o request partial payment for the tools provided

treated and stored for sowinp the following ycar. In addition, the
collective activities include the nlanting of various tree varieties

as live fencing avound the cultivated arveas and elsewhere, The seedlings
are distributed from the tree nursery set up by the project in its

headquarters at Barkewol.

The attempts to organize these farming cormunities have been
marked by a number of social problems. Disputec over land tenure have
surfaced when irmroverents are introduced and have been an obstacle

to an equitable distribution of henefits.

As the majority of the farmine communities are also involved in
herding animals, the project envicions introducing the production of
fodder crops to improve animal production and encouraging the integra-
tion of the agricultural and livestock sectors. The project has also
extended its activiries into the cducational sector by establishing
vegetable gardens in several of the area’s primary schools. The
project participates by providing seeds, tools, and technical advice

to the children involved in cchool gardens.

Coordination with Other Projects and Public Institutions

Cn an informal bLasis the project has devaloped a number of insti-
tutional contacts vhich serve to ephance the effectiveness of its inter-
ventions by calling uoon technical expertise readily available in
the country. 7n order to profit #rom the exwerience of similar rural
development pirojects operating in the country, the project

maintains close contact: with the
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Integrated Rural Development Projects of the Guidimakha

(USAID and War on W1nt) and the "Projet COSOCY" in the Trarza,
These contacts are extremely beneficial through the sharing

of experiences and ideas among vewious projects having similar
types of activities. The project has also developed relation-
ships with the agricultural school at Kagdi, which has provided
invaluable - technical advice, as well as fruit trce seadlings
for sal®'tal the farmers in the project area. ~The project
receives students from the school during their practical-
training sessions. The newly created Technical and Profes-
sional Training Center - (CFPP) in Nouakchott.is:undertaking a
collaborative effort with the LWF to produce hand tools and
train local blacksmiths to manufacture them., This activify'
has great potential for reducing the costs of imported tcols

and for providing employment for the rural blacksmiths,

In this same collaborative spirit, LWF has recently
undertaken an evaluation of the Barkewol project with the '
assistance of the Environmental .and Agricultural Development
Organization (ENDA)., The asvaluation involves the Agrlcultural
Service, the Rural: Engineering Service, and agricultural
school at Kaédi, in addition to ‘the personnel f'rom LWF and
ENDA,

conclusigans

The organization and management of the Barkcwol
Integrated Rural Development Project presents scveral

advantagus which can be summarized as follows:

-~ Autonomous management which is non-bureaucratic but,
at the same time, well integrated into both national

and regional level administrations;
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level of participation by the local communities;

Coordinztion with other projects and public institutions for

exchangs of knowledge and resources.

The Barkewol IRD Project has benefited from the personal initiatives

,

of several expatriztes from the Lutheran World Federation., Their ponitive
role in the successful implementation of the project points to the need to
develop an institutional project management capacity within the DR,
Consideration should, therefore, be given to training a core of MDR non-

technical managers to assume similar-type.administrative functions.

The proliferation of this type of smalliscale project which concen-
trates on traditional forms of apricultural production and which requires
relatively small capital inputs is a develorment strategy which could be
replicated by the CGiM%, The structure of the project is such that foreign
aid activities can have an immediate impact on the poorest level of society
and can contribute to the self-sufficiency of uany rural villages. There
are definite advartage to decentraiised authority with the delegation of
project ranagement decesion-making to the racional and local levels. Inter-
ventions of the type presented do not necescitate the creation of new ingti—
tutions or agencioc and can significantly contribute to reinforcing existing

local public gervices.
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