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FOREWORD

On 11 February, 1977, Chemonics Industries, Inc. entered
into a contract (REDSO/WA 77-96) with the Government of the
Republic of Mali (GRM) whereby the International Consulting
Division of Chemonics would provide technical assistance to
the GRM in conjunction with certain development projects
financed by the Government of the United States through its
Agency for International Development (USAID).

Article I E 4 of the contract requires that the
contractor provide to the GRM and USAID a final report to be
due "not less than ninety days following the completion of
field services or termination of this contract." The
contract further requlires that the report "shall provide a
discussion of the progress of the Project(s), along with
recommendations of the Contractor for future GRM activities
and for other eventual contractors of the GRM if considered
desirable.” The chapters which follow constitute the report
called for by the contract.

The original intention of the contractor was to submit
the report in two parts, the first to follow shortly upon the
completion of the majority of the fileld work which occurred
in July 1981, and the second to cover the period 1 July, 1981
to 31 December, 1982. Because of the prolonged indisposition
of the author originally assigned to write it, it was not
poséible to submit the report in two parts. The complete
report 1s being submitted herewith to cover the entlre period
‘from 11 February, 1977 to 31 December, 1982.
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CHAPTER I
INTRODUCTION AND SUMMARY

A. Introduction

The International Consulting Division of Chemonics
Industries, Inc. has prepared this final report in order to
fulfill its contractual obligation set forth in Article I E 4
of the contract REDSO/WA 77-96 between the Government of the
Republic of Mali (GRM) and Chemonics Industries, Inc.
Although we have attempted to be thorough in our discussion
of contract activities, it 1s manifestly impossible to cover
all of the myriad detalls inherent in a project as complex as
the Mall Livestock Sector Project. The report does include,
indeed emphasizes, a "discussion of the activities of the
team and a discussion of the progress of the project, along
wilth recommendations of the contractor for future GRM acti-
vities and for eventual contractors to the GRM...."

Consistent with the above statement, and consistent with
the assumption that the report will be read primarily by
those who have had some direct involvement in the project,
the report is designed more to present lessons learned than
to provide an historical narrative of events. Some histor-
ical material 1s nonetheless essential to an understanding of
the project and has been included.

It 1s appropriate to poilnt out that from USAID's per-
spective, the Livestock Sector Project 1s an amalgamation of
two different projects: Mali Livestock I, ECIBEV, as the
marketing element, and Malli Livestock II as the production
element of an overall sector project. From the viewpoint of
the GRM, they are and remain two very separate and distinct
entities. 1In the 1interests of clarity and historical
accuracy, we treat the two elements as separate projects in
this report. 1In this connection, it should be noted that in



1975, the contractor responsible for providing technical
assistance 1o Mali Livestock I was Experience Incorporated,
not Chemonics. At the conclusion of its contract in June
1979, Experience Incorporated submitted a final report cover-
ing 1its activitles and those of the project up to 30 June,
1979. For this reason, the early period of Mali I, ECIBEV,
will not be covered in detail in thils report.

It is also important to state that for the greater part
of the period covered by the report, both projects, Mali I
and II, were under the direction of the Malian Office of
Cattle and Meat, OMBEVI (Office Malienne du Betall et de la
Viande), an entity of the Ministry of Rural Development.
This reporting relationship was particularly important with
respect to Mall II, whose director always reported to the
Director General of OMBEVI. With respect to Mali I, although
the Director General of ECIBEV was theoretically independent
of OMBEVI, he in fact reported to the Director General of
OMBEVI in most if not all respects until the GRM was
restructured in 1980. At that time, responsibility for both
Mali I and II passed from OMBEVI and the Ministry of Rural
Development to the Ministry of Livestock, Water and Forests
(Elevage, Eaux et Forets).

At the same time the GRM was restructured, supervision
of part of Project Mall II, the New Lands Actlivity, passed
from the Director of Mali II to the Director of the Central
Veterinary Laboratory. The latter had originally been
responsible only for technical supervision of the New Lands
Activity and for providing the activity with technically
qualified personnel.

The consequences of the organizational changes of 1980
were not only some confusion before things were more-or-less
sorted out but also some misunderstanding and difficulty
meeting the demands of three masters (four 1if one adds USAID)
instead of two, as was formerly the case. The difficulty



was, of course, compounded by the fact that each organization
had different interests and objectives.

In the report, we have triled to cover all aspects of the
different projects, although space and time have limited the
treatment in some areas. The report is divided into seven
chapters, of which this "Introduction and Summary" 1s the
first.

Chapter II discusses the Chemonics contract and its
history. Although the contract and i1ts amendments, thirteen
in all, are available in the files of the GRM and USAID, the
brief recapitulation in this chapter should help to set the
stage for the remainder of the report. Perhaps it will also
enable the GRM and prospective contractors to avoid similar
difficulties in the future.

Chapter III 1s the most detailed chapter of the report.
It discusses all major contract activities undertaken by
Chemonics between April 1977, when the first Chemonics
speclalist arrived in Bamako, to December 1982, when contract
activities ended. A limited amount of coverage is given to
the pre-contract period.

Chapter IV presents a summary of both accomplishments
and failures of the project, divided according to four con-
tract time periods and individual project activities.

Chapter V focusses on the main problems encountered by
Chemonics 1n carrying out its contract work. Some of the
problems highlighted deal with deficiencies in Chemonics' own’
performance. Thus, Chapter V leads directly into Chapter VI,
a self-evaluation of Chemonics' performance over five and
one~half years. This evaluation is particularly necessary,
in our view, because Chemonics never received a foimal evalu-
ation of 1its work for the entire contract period.

The final chapter, VII, presents a number of recommend-
ations which have come out of this work.



B. Summarz

1. Background

Livestock, whether cattle, goats, sheep, or camels,
has always been the mainstay of the nomadic and seml-nomadic
people of the Sahel. Dependent almost entirely upon the
avallability of grazing land and water, these people are at
the mercy of the rains which nourish the grasses and fill the
wells. Times of drought are times of death and disaster.
Until the early 1970s, the people of the Sahel in Mali
managed to eke out a living despite the harsh conditions and
despite occasional, severe droughts. Then, beginning in
1969, there occufred an almcst unprecedentced drought which
has continued with occasional relief to this day. The result
had been catastrcphic. In the Sahel, livestock and people
died by the thousands. The countries of the Sahel sought
international aid to feed thelr people, by now homeless and
without resources. Outside assistance was needed not only to
feed starving people but also to reconstitute their means of
Support: herds of 1liv stock. The United States, through the
Agency for International Development, began providing
immediate relief in the form of foodstuffs. Later, in
conjunction with the GRM, it began to examine ways to provide
long-term asslstance to the people of the area to enable them
to become self-supporting once again. Out of this
examination there grew, among others, two major projects
pertaining to livestock. The first was Project Mali
Livestock I, to be operated by ECIBEV. The second was
Project Mali Livestock II, or Mali II.

2. Project Mali Livestock I, ECIBEV

Mali I originated in 1971 from a request of the GRM
for U.S. Government assistance to overcome the annual



shortage of meat suffered by urban domestic consumers,
principally in Bamako, the capital city, and in the urban
area in and around Segou, a provincial capltal. The USG
acceded to the request. Following several studies, USAID
designed a project ostensibly to meet the needs expressed by
the GRM. The'project objectives were stated as follows.

° To support the overall economic and social develop-
ment objectives of the GRM through greater commer-
clalization of the livestock sector.

) To assist the GRM to achleve a higher level of
self-sustalning productivity in the livestock
sector for export and domestic consumption.

Further, the Grant Agreement whilich was later signed
indicated that the overall objective was to be:

° The development of livestock production and
marketing systems in Mali.

In view of the commonly accepted principle that to be
meaningful, objectives must be as specific and concrete as
possible, it is uséful to examine the objectives for Project
Mali I. It is clear to us that they are far too general to
be useful to the indilviduals or organizations actually
charged with the task of attailning them. Unfortunately, this
is a criticlsm that can be levelled at almost every objective
established in the baslic design documents pertalning to
livestock projects in Mali. More will be said on this matter
in a later section of the report.

In 1974, three years after the original request, tle
Grant Agreement was signed by the two governments. The
agreement provided financing for several cattle production
and marketing efforts to take place close to market centers.
Activities were to be carried out by a newly created state
organization known as the Etablissement de Credit et
d'Investissement Betail-Viande, or ECIBEV, with the technical



assistance of an American consulting firm. The project
eventually was entitled "Project Mall Livestock I" and

involved:

) A credit program to enable small, sedentary farmers
to undertake individual cattle fattening programs
(called "Embouche Paysanne').

® The construction of a one-thousand-head capacity
feedlot at Tienfala, together with a managed forage
production area. ,

° The construction of a second feedlot at Segou.

° The development of a range management and grazing

facility within the Doukouloumba Forest Reserve.

In the following year, 1975, a contract for technical
assistance was awarded to Experience Incorporated wi:h
Checchi and Company as the major sub-contractor. The con-
tract called upon Experience Inc. to provide a team or
experts composed of a Range Management Specialist (who would
also act as Chief of Party and team administrator), two
Animal Husbandry Specialists, a second Range Management
Specialist, and a Credit Speclalist.

Following the arrival of the experts, the GRM and USAID
insisted upon a modification of the contract with Experience
Inc. whereby the latter would build the Tienfala Feedlot
under "force account" procedures, e.g., without an outside
general contractor. The feedlot was completed in the spring
of 1979 but only after severe difficulties, especially with
respect to financlal matters, purchasing, and shipping of
heavy equipment from overseas. The feedlot at Segou was
never built, largely because adequate financing was not
provided, was not avallable, or was used for other purposes.

On the other hand, the embouche paysanne (small farm
credit) program was ar immediate success. Farmer partici-
pation increased over three hundred percent in three years.
According to an evaluation of the program, the cash income




for each participating farmer averaged between MF 10,000 and
MF 12,000. Loan recovery was almost 100 percent.

The grazing facility at Doukouloumba was never com-
pleted, although some ten thousand hectares were protected by
firebreaks constructed under the project. Some land in the
Doukouloumba Reserve was cleared for pasture, but work on the
waterpoints and the installation of wind-driven pumps has
been slow and incomplete. Fortunately, local herders have
access to the nearby Bani River which flows, albeit at a
reduced rate, all year in this locality.

Under Mali I, ECIBEV also made credit available to
entrepreneurs and livestock owners to permit them to buy
cattle for fattening for the local market. They were also
glven access to the Tienfala Feedlot. The object was to
ensure a supply of meat in the metropolitan market of Bamako
during the normally short supply period occurring in the
later months of the dry season. This credit and feeding
program has been less successful than the peasant credit
program largely as a result of poor financial controls over
funds, poor evaluation of credit risks, and the lack of
collection efforts on the part of ECIBEV.

For a variety of reasons, Experience Inc. declined to
bid for a renewal at the end of theilr contract in June 1979.
Chemonlcs was asked to provide the necessary technical
assistance, through the services of a Feedlot Management
Specialist, a short-term Agronomist to help with the forage
program at Tienfala, and later, a Marketing Specialist.
Chemonics' first Mali I contract perlod thus extended from
1 July 1979 to 30 June 1980. At the end of that time, the
contract was renewed for an additional year, and the services
of a Flnanclal Management Specialist were added. The con-
tract was again renewed for an additional year beginning 1
July 1981 but only for the services of the Feedlot Management
Specialist.



During the period of the Chemonics' Mali I contract
(which was then called "ECIBEV" and now called "Marketing"),
serious efforts were made by ECIBEV management to lncrease
the embouche paysanne program, to continue the development of
the grazing facllity at Doukouloumba, upgrade the physical
plant at Tienfala and increase the efficilency of feedlot
staff. At the same time, efforts were made to lncrease
the amount of forage grown at :“ne feeclot, and to bring the
financlal situation under cont:rol, but with only limited
success. These matters are covered in more detall in Chapter
III.

3. Project Mall Livestock II (Mali II)

The GRM Five Year Plan for the period 1974-78
established a stratiflication strategy whereby the Sahel was
to serve as a production area, providing young beef cattle
which would then be fattened in the more fertile areas of the
country, and from there, moved to both domestic and overseas
markets. In an effort to help the GRM implement this stra-
tegy, which was part of the larger program to rehabilitate
the livestock sector after the great drought of the early
seventles, the USG through USAID agreed to finance, 1in part,
a project with three dlstinct but complementary activities,
each having the characteristics of an independent project.

In 1975, a Grant Agreement was signed by the USG and the GB%
creating Project Mall Livestock II. Desplite the disparagg )
characterlstics of 1ts major components, it was to be managed
by one director and served by one staff. These taree
components were the Sahel Grazing Activity (Activite
Paturages Saheliens), the New Lands Activity (Activite Terres
Nouvelles) and the Training and Communications Activity
(Activite Formation et Communication). A Ffourth component,
although not initially an "activity" in the organjzational
sense, was a study of small ruminant herds in Malil. It



rapldly took on the attributes of an activity when the GRM
assigned a staff, a director, and limited resources to
undertake the study. It will thus be treated as an activity
for the purposes of this report.

a. Sahel Grazing Activity (Activite Paturages
Sahellens or APS)

The Sahel Grazing Activity was headquartered
at Dilly, some 350 kilometers north of Bamako at the end of
an extremely poor road which become practically
impassible during the rainy season. The primary objective of
APS was the improvement of livestock production in the
western Sahel. The activity overlapped to somé degree with
the UNDP-FAO Mali T71/523 project which got under way in 1971,
beginning with the construction of bulldings to house staff,
supplies, and administration as well as visitors. This
center, which became operational in 1973-74, was known as the
"Centre Pllote d'Elevage Sahelien de Dilly" or CPES.

The FAO project had been designed to persuade the popu-
lation in a test area near Dilly to adopt new methods to
improve their lives and their methods of railsing livestock.
In particular, the project staff made an effort to improve
animal health by providing not only information but also
medicines and animal health services. The effort at
"animation rurale" (rural extension) was considerable and
quite successful, but the lack of resources available to the
center restricted the overall effect. It was only natural
that the GRM sought to continue and improve the FAO effort at
Dilly by adding the new resources represented by the USAID
Grant Agreement of 1975. Thus, the FAO-financed effort,
which continued at some level all during the period of the
contract, was to be complemented by the AID-financed APS.
Indeed, the same staff that had managed the FAO project was
charged with implementing the APS. Unfortunately, the

10



overlap led to some serlous difficultles stemmling from what
might be termed professional jealousles. These problems were
eventually mitigated but never entlirely ellmlnated.

In any event, the APS, under the nominal direction of
headquarters staff in Bamako, undertook to introduce to the
local populatlon modern methods of range management, lnclud-
ing the bullding of firebreaks to protect the natural forage,
the development of cattlemen's assoclations, the improvement
of existing water points and the addition of new ones. A
major effort was also made to communicate with the population
on a two-way basis.

Over the period of the contract, the APS staff succeeded
in improving the exchange of information, increasing the
number of water polnts, persuading the villagers to form
assogclations, and creating over three hundred kllometers of
primary, secondary, and tertlary firebreaks, preserving
forage that in previous years would have burned 1in range
fires. That there was mismanagement of resources by the APS,
there can be no doubt: but there is also no doubt that a good
many of the difficulties encountered at Dilly were caused by
the 1nabllity of the project and USAID staff to meet
legitimate needs of the APS in a timely fashion and to a
satlisfactory extent. Desplte such problems, some progress
was made toward the objectives of the APS.

4b; . New Lands

The second major component of Mall II was the
New Lands Activity (NLA). The principal i1dea behind the
creation of thils activity was-its potential for recovery of
land rendered agriculturally unusable by the presence of the
tse-tse fly, the vector of the disease trypanosomiasis.
Thus, 1f 1t could be proved economically feasible to
eliminate or control the fly, more cattle could be moved from
the Sahel into a zone where they could be fed on relatively

11



good pasture (compared with that in the Sahel proper), with
ready access to water. From there, the herds could be
prepared for the move to markets, whether domestic or
forelgn. With this possibility in mind, the GRM designated
three specific areas or zones for preliminary study in the
900-1300 mm. rainfall belt. Following completion of the
preliminary study, a choilce of one of the three zones was to
be made for intensive entomologlcal, ecological, protozoo-
logical, and economi< study. Finally, the economic feasi-
bility of an eradication or control program in the selected
zone would be determined.

The NLA succeeded in attalning 1ts objectives but only
after long months of effort. There were serious delays due
to the lack of material and financial resources, and there
were numerous misunderstandings and personnel difficulties on
the part of both the GRM and the contractor. A major compli-
cation resulted from the creation by AID/Washington, without
reference to USAID/Bamako, of a trypanosomiasils research unit
at the Central Veterinary Laboratory (CVL), partially staffed
by experts from Texas A & M University. CVL was to furnish
trailned personnel and technical supervision of the New Lands
Activity, although the latter was to functlion under the
administrative control of the Director of Project Mali II.
This very evident confilct was in large measure overcome, but
there was always some waste 1nvolved in having two units so
closely allied in trypanosomiasis research. It would have
been better to have carried out the research at the Central
Veterinary Laboratory using all available resources. This
fact was finally recognized, and the NLA finally found 1its
home at the CVL, but the change occurred too late in the
project to have significant impact.

12



C. Training and Communications Activity

The third majJor activity of Mali II was Train-
ing and Communications (Activite Formation et Communica-
tion). 1Its two fundamental objectives were:

] To train livestock extension agents to transmit
information about new production methods to the
pastoral population and to act as agents of change

] To be the channel for two-way communications
between the GRM and the rural population

To achleve these ends, a training center was to be
constructed at Sotuba with a secondary, more austere, center
at Dilly. Both were to be manned by a fully tralned staff
capable of teaching and demonstrating the requisite subject
matter. Although a great deal of effort went into getting
Sotuba construction under way, it was not until 1981 that
real progress was made and bullding began. Even then, the
financial resources originally allocated for construction of
the center were no longer sufficlent, or available. The plan
for a center at Dilly was virtually abandoned. During the
period of the contrect, the activity was housed in temporary
quarters at Sotuba and was forced to share these quarters
with the Chemonlcs team for two years. Chemonics' partici-
pation in the activity ended on 30 June 1981.

In addition to the problems posed by inadequate office
and classroom facilities, Training and Communications lacked
the physical and financial resources to carry out its tasks
efficiently and well. Often reduced to begging transporta-
tlon for 1ts students and staff, chronically short of paper
and reproduction facllities, the activity nevertheless
managed to turn out graduates with a basic understanding of
thelr subject matter and tasks and with a remarkable
"egsprit," considering the conditions under which they lived.
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d. Other Activities

In addition to the three major activities
cited above, the project was expected to provide support to
certaln outslde agencies of the GRM. Among such efforts

were:
) The development of the Toronke station as a
research facility to support livestock projects in
the Sahel

) The improvement of staff capabillities of the

Institute of Rural Economy by provid-
ing on-the-job training to some of 1ts personnel in
the New Lands Activity

) The reinforcement of the Central Veterinary
Laboratory by providing on-the-job training to some
of 1ts personnel in the New Lands Activity

o The development and execution, by OMBEVI and
ECIBEV, of a marketing test in the context of
"stratification"

) The development of a language training program with
the object of teaching English to Mallians selected

for training in the United States and teaching
French and local languages to expatriate personnel
assigned to the project

With respect to the first four tasks above, neither the
resources nor the time were avallable to devote to them. In
particular, no formal on-the-job training was or could be
undertaken because of time and resource constraints, and
neither OMBEVI nor ECIBEV had the expert and material
resources to undertake a serious marketing test, although
recommendations to this effect were made by Chemonics'
Marketing Specialist, Dr. De Beca. On the other hand, the

development of a language school was successfully undertaken
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and even proved to be self-supporting. The Malian Directcr
deserves great credit for this success. He not only proved
to be a good manager; he proved capable of using technical
assistance to very good advantage.

e. Small Ruminants

Although addressed here as a separate
project, the Small Rum'nants Study was originally a part of
Mali II, in that 1ts origins lay in an amendment to the Grant
Agreement of 1975 between the USG and the GRM, which gave
birth to Mali II. While both Mali I and II addressed them-
selves to the livestock sector, no existing project cevoted
itself to a consideration of the small ruminant population in
Mall and 1its economic significance. Recognizing the need for
basic data, USAID agreed to provide tunds for a discrete
study of small ruminants.

Under the terms of the agrecment, the study was to be
carrled out under the aegis of Mali II but with a very
limited amount of technical assistance, provided by a
consulting firm from the U.S. under a host-country contract.
In fact, Mali II decided to "subcontract" the work back to
OMBEVI, using OMBEVI experts assisted to a limited degree by
Chemonics' short-termers.

The Small Ruminants Study got under way in mid-1979 when
the GRM appointed a director, OMBEVI assigned personnel, and
USAID provided funds and two recently purchased Toyota four-
wheel-drive vehicles. Over the months which followed,
Chemonics furnished, on demand, the necessary short-term
experts. The study encountered several difficulties,
however. One of the expatriate experts proved unacceptable
to the Director General of OMBEVI. Those experts who
remained found that the facilities needed to carry out their
work were not always immedlately available. This situatilon
led to delays and time overruns not acceptable to two of the
expatriates, who finally left without having had the oppor-
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tunity to complete their tasks. Follow-on work necessary to
complete the study was also not carried out.

4, General Observations

It should be apparent that the Livestock Sector
Project, combining as it did Mali I and II and the Small
Ruminant Projects, with their many, varied, internal facets,
was a highly complex undertaking. Subsumed under the sector
project were five very different activities each having
different objectives and making different demands upon the
human, material, and financial resources availlable. Adding
to the technical complexity of the project and its components
was the problem of communication in every sense of that word.
Almost all of the project activities were separated geogra-
phically and were served by very poor means of communica-
tions. An extreme example was the Sahel Grazing Activity,
located some 350 km. from project headquarters in Bamako at
the end of a road which 1is practically impassible at certain
times of the year and is bad in any case. There is no tele-
phone, the radio service is sporadic due to poor maintenance
and lack of parts. Another example was the Grazing Activity
at Doukouloumba Forest Reserve, over 200 km. from ECIBEV
headquarters in Bamalko. While the road is much better than
the one to Dilly, travel to the activity took time and
resources. There 1is also no telephone or radio communi-
cation.

Communications in Mali, whether telephonic, telegraphic,
radio, vehicular, rail, or aircraft are generally 1in short
supply. This one physical factor created a very serious, 1if
not the most serious, managerial problem for the project
staff and complicated to an almost impossible degree the
issuance of instructions on a timely basis, the movement of
logistic support, the proper supervision of project activi-
ties, and the receipt of feedback from the field. It is safe
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to say that the failure of the project design to allow for
these conditions resulted in delays in project implementation
and serious increases in cost. Even more lamentable is the
fact that once project personnel--both USAID and the GRM—-—
became aware of the problem, no real effort was made to ovepr-
come it. One instance alone is sufficient to i1llustrate this
gap. There was much talk about installing a radio net,
mobile and fixed, to tle together units in the field and the
project direction. Nothing was done. Lack of funds was
clted as the cause, but we belleve it to be insufficient,
given the very great need for such a system.

An additional complicating factor, this time consciously
built in from the beginning, was that managerial responsi-
blility for some elements of the project was assigned to
organizations outside the project. Thus, the Institute for
Rural Economy was not only required to furnish trained
personnel to New Lands, it was also supposed to provide tech-
nical supervision of the activity's Socio-Economic Section.
Similarly, the Central Veterinary Laboratory was supposed to
provide trained personnel to the Entomological and Protozoo-
logical Sections of New Lands and to supervise their tech-
nical efforts. Somewhat analagous situations exlsted with
respect to the Livestock Service (Service Elevage), Hydraulic
Service (Servibe Hydraulique), and the Rural Engineering
Service (Service Genie Rurale). It 1s also true that OMBEVI,
USAID, and various ministries of the GRM played roles that
inevitably affected, for good or ill, the livestock project.
Sometimes, the absence of appropriate action created an 11l
effect, and other times, outside intervention proved to be
excesslve, or detrimental, or not in keeping with project
goals.,

An early example of the above was the Earth Satellite
Corporation study performed at the request of USAID. The
study, based upon satellite imagery, was supposed to provide
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basic information on soils and vegetation in the Dilly area
for the following purposes:

° Planning and implementing an extensive grazing
project in the (Dilly) area

° Providing baseline data on the soil and vege-
tation resource for subsequent evaluation of
the ecological impact of project interven-
tions

° Providing the vegetation, soil, and entomolo-
glcal surface water information necessary to
permit an informed choice among the three
candidate areas in the New Lands Activity

From the point of view of project personnel in both the
New Lands and the Sahel Grazing Activities, the results of
the study were less than useful. From the point of view of
the project direction, the funds spent for the study would
have been better used for some less esoteric and more useful
product such as mobile two-way radios or cement for water
points in the Dilly area. It 1s certain at any rate that the
entomological information concerning tsetse fly distribution
proved erroneous compared with data collected by ento-
mological teams on the ground. And the range management
experts also found that ground reconnaissance provided more
accurate and extensive data than that contained in the
satellite study.

We have already mentioned the competitive overlap
between the Texas A & M research effort on trypanosomiasis at
the CVL and the efforts of the Entomological Section of the
New Lands Activity. Similarly, we have mentioned the overlap
between the Sahel Grazing Activity and the FAO project at
Dilly.

Fortunately, the problems of conflict of interes'. and
overlapping terms of reference were finally resolved, hut the
fact remains that problems did occur and had to be put to
right at some cost in time and temper--and sometimes money.
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5. Project Financing

Before moving to a discussion of Chemonics' role in
the project, it would be useful to point out the pro ject
funding arrangements. In accord with the approach used with
increasing frequency 1in the 1970s, the project involved the
transfer of ccnsiderable resources from the United States to
Mali, many of which did not pass through the technical
assistance contract and did not directly involve the
technical assistance contractor.

' Basically, there were three vehicles for resource
transfer: the technical assistance contract, which consisted
principally of personal services and a few commodities;
equipment and commodities financed directly by AID; and a
"Joint Fund," contributed to by both AID and the GRM
(although mainly by AID) which financed most of the invest-
ment activities and most of the operating costs. The con-
tractor was, of course, responsible for accounting for the
costs passed through the technical assistance contract. The
Joint Fund was operated jointly, as the name implies, by AID
and the GRM, with working-level responsibility in the hands
of the Malian Project Director and the USAID Project Officer.
Both were required to sign checks above FM 1,000,000
(generally about $2,000). The accounting for this rather
large fund was the responsibility of the Financial Director
of the project.

A major problem with this system was that it took some
time for the GRM to appoint a Financial Director, and then
there were problems in the accounting and financial manage-~
ment work done by both the initial appointee, Mr. Wague, and
hls eventual replacement, Mr. Frantao Cisse. As time went
on, Chemonics did begin to play a larger role in the account-
ing and management of these project funds, until June of
1980, when Chemonics' Administrative Officer, Mr. Richard
Pronovost, was actually appointed Financial Director of the
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project. Since that time, the quality of financial manage-
ment has markedly improved and, in Chemonics' view, the
project has become a model of financial management. But we
should stress, again, that for the first three project years,
when the largest sums were being spent, the operation of the
Joint Fund was essentially carried out by Malian project
personnel, with occasional help from USAID, and with very
little help from the contractor.

6. The Role and Responsibilities of Chemonics

Between 1977 and 1979 Chemonics had a contractual
responsibllity to provide technical assistance only to Mali
Livestock II. After 1 July 1979 Chemonics took or: the added
responsibility of the Mali I and Small Ruminants Projects.
As often occurs, the position of the contractor, Chemonics,
was somewhat ambivalent with respect to project activities
and varied between the extremes of providing advice and
executing tasks. Officlally, and despite the contractual
assignment of certain tasks to Chemonics, the projects were,
in fact, the responsibility of the agencles of the GRM,
monitored in all respects by the funding agency, USAID.

In the early days of the project, when there were
relatively few Malian counterparts, Chemonics personnel were
required to execute program tasks directly. Even though the
USAID-GRM program document called for a complete Malian
project organization to be in place prior to the arrival of
contract staff, in fact, in the first month following their
arrival, there was no Malian Project Director, and there were
no office facilities to accommodate him, his staff, and
Chemonics' team members. A temporary solution was to place
the contract staff at Sotuba, including the Chief of Party,
while his counterpart, the Project Director, and most of his
staff were housed at OMBEVI, some 12 km. from Sotuba, with no
telephone or radio communications. Coordination or
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discussion required the displacement of personnel from one
location to another. The consequences were misunder-
standings, delays, irritation, and more delays. Only after
more than two years were the two staffs housed together at
OMBEVI. In Chemonics' opinion, the delay cost a great deal
in the loss of human understanding which would have been
achieved had the two staffs been housed together from the
beginning. Fortunately for all concerned, the first
Chemonics Chief of Party was a man of ferocious energy and
considerable intelligence who gained and held the confidence
of the Malian staff. Unfortunately, not all his successors
possessed either his energy nor his extensive knowledge of
the project, nor did they have, initially, the daily access
to the Mallan Project Director necessary to establish bona
fides.

In any case, when the first Malian Director, Dr.
Almouzar Maiga, was appointed, he made abundantly clear to
all concerned that the responsibility for the execution of
project tasks lay with the Activity Chiefs under the rather
close supervision of the Project Director, Dr. Maiga, and the
Director General of OMBEVI, Dr. Boubacar Sy. The Chemonics
team members then reverted to the status of advisors,
although on some occasions, they were delegated
implementation authority for certain limited tasks. The fact
that responsibility and authority were vested in the Malian
Director and Chiefs of Activities meant that they also
controlled all project resources. In effect, this meant that
no task requiring resources could be carried out without the
prior approval of the Director or the Activity Chief,
including those tasks assigned Chemonics under the terms of
the contract, since Chemonics had no resources of its own.
This clearly constituted a major weakness in the contract,
since responsibility cannot be fixed if neither authority nor
resources are provided.
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The one exception to the general rule that contractor
personnel acted as advisors and not executants was that Mr.
Richard Pronovost, as mentioned above, was appointed to the
position of Director of Finances, Mali II, in 1980. This was
a line position reporting directly to the Project Director
and not to Chemonics' Chief of Party. This singular
exception was made at the insistence of USAID and the Malians
in an effort to develop an effective financial management
system which would permit the Project Director to exercise
adequate financlal control, something that was lacking from
the first days of the project.

In addition to providing technical assistance, Chemonlcs
also served as a procurement agent. Initially, Chemonics
procurement activities were limited to the purchase and
shipping of commoditiles financed under the contract, mainly
technical support items and audio-visual equipment. Other
support items were obtained directly by USAID (vehicles) or
through the Afro-American Purchasing Center (AAPC). In mid-
1977, however, Chemonics was asked to undertake procurement
of some project equipment not financed under the contract.
Thils activity gradually expanded over the life of the
contract as Chemonics demonstrated a high level of competence
in the work.

7. Host-Country Contract

At this point, 1t 1s important to underline that
the technical assistance was provided by Chemonics using the
mechanism of a "host-country contract," that is, a contract
negotiated directly between Chemonics and the GRM (as opposed
to a contract directly between Chemonics and AID or USAID).
AID's general policy 1s to use host-country contracts
wherever and whenever possible. The determinants of the
contracting mechanism are the ability and willingness of the
host country to enter into and manage a technical assistance
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contract, as perceived by the USAID Mission and
AID/Washington. Since the USAID-financed programs in Mali
began to expand 1in 1975, most institutional technical
assistance contracts have been of this type, in marked
contrast to most other West African countries. A major
result has been to put the contractor and the host government
Institutions 1nto a close contractual relationship and
greatly strengthen the role of these institutions in project
management. Later chapters discuss this and other aspects of

the contract.
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CHAPTER II
THE CHEMONICS CONTRACT

A. Pre-Contract Activities

In this chapter, we discuss the chronology of the
Chemonics technical assistance contract for the Mali
Livestock Project. This discussion is necessary because
Chemonics' contractual relationship continued over a five-
and-one-half-year period under the original contract and a
total of thirteen amendments. Many of the amendments,
especially those of June 1979, 1980 and 1981, which
essentially continued contract and project activities for .
additional years, also served to modify the level of effort
and the content of the work to be performed. It 1is not
possible to examine the work done over th;s five-and-one-
half-year period without an understanding of the contractual
changes.

The chapter 1is organized in two parts, the first, a
brief discussion of pre-contract activities by other entities
than Chemonics, and the second, a breakdown of the Chemonics
contract into the four major contract periods: 1977-79 (two
years), 1979-80 (one year), 1980-81 (one year) and 1981-82
(one and one-half years).

Over the course of these four major segments, the level
of effort and the areas of responsibility fluctuated rather
widely. In the first two years, 1977-79, Chemonics had
twelve long-term advisors and was responsible for the three
basic project components of Melli Livestock II, in addition to
project management and ancillary activities such as
marketine. The second period, 1979-80, was the busiest for
Chemonics, with fourteen long-term advisors, and
responsibility for additional marketing activities such as
ECIBEV management and the Tienfala Feedlot. The third
period, 1980-81, saw major reductlons in the level of effort
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for the three basic components, but contlinued activity irn
marketing and increased attention to vehlcle malntenance and
financlal management. Chemonics had ten long-term advlsors
during this period. The last perlod, the elghteen months
from July 1981 through December 1982, was basically a holding
period with only two long-term advisors, one in financlal
management for Mall Livestock II and the other in marketlng
for ECIBEV.

1. Studies and Participant Trailning

In June 1975, the GRM and USAID agreed to flnance a
project jolntly "to support the development of livestock
production and macketing in Mali." After signing the
agreement but before 1ssuing requests for proposals for
technical assistance, USAID and the GRM 1nlitlated activitles
which were, 1in the view of USAID, designed to prepare the way
for project start-up. Parenthetically, these "preparatory"
activities used up one full year of the three-year financing
originally allocated by USAID, an occurrence whilch was to
have serious consequences for the project, and contributed
little of real value toward the achlevement of project
objectives.

The preparatory activities involved, among other things,
three major studies. The first of these, mentioned earller,
involved the use of satellite imagery by the Earth Satellite
Corporation to inventory range and vegetatlon resources 1n
the Dilly Pastoral Zone for "the purpose of locatling project
investments and serving as a benchmark ecological study of
the area." The effort also used 1imagery interpretation for
the New Lands 1n an effort to predict tsetse fly habltat and
thus facllitate the work of ground teams making tsetse fly
surveys. The study was also to include complementary
"hydrogeologlic information avallable from various GRM
agencles and soclo-economic data gathered by UNDP/FAO experts
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stationed at Dilly." Not only did the survey not provide an
ecological benchmark, but the hydrogeological informatlon
proved to be ephemeral. Furthermore, there were no UNDP/FAQ
experts stationed at Dilly who were producing socio/economic
data. The one exception was a French Sociologist, Marilanne
Rupp, who did produce some outstanding material, which was
nonetheless of marginal value to the project.

The second study was an assessment of the financilal
aspects of the livestock secior performed by a team of U.S.
academiclans. Following its on-the-ground survey, this team
made several recommendations to increase GRM revenues, which
could then be used to finance livestock sector developments.
The study seems to have had little effect, however, upon the
ability of the GRM to finance livestock sector investments.
And, in any event, the GRM, over the course of project
implementation, found that it was unable to meet even those
financial obligations to which it had originally agreed.

The third study was designed to determine the ability of
the GRM to provide qualified personnel at upper, middle, and
lower levels to staff livestock development projects (such as
Mali I and II). According to the authors of the study, the
GRM was in a position to provide trained and competent
personnel at the upper level but it could not do so in
adequate numbers at the middle and lower levels. In
Chemonics' opinion, both Mali I and II and the Small
Ruminants Activity suffered from a severe lack of trained and
competent personnel at all levels, although there were, of
course, notable exceptions. In any case, the preliminary
study did not seem to have alerted either USAID or the GRM to
the practical impossibility of providing adequate numbers of
qualified staff to ensure the success of projects as complex
as Mali I and II. The shortfall in competent personnel had a
most deleterious effect on both.

The fourth major preliminary activity undertaken was the
design of a Project Performance Tracking System (PPT) "for
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planning and scheduling program implementation," and the
preparation of the first annual work plan and financial plan.
A U.S. consultant was employed to train Mallian staff at
OMBEVI in the use of PERT and PPT. Unfortunately, the
instruction seems to have been both superficial and
incomplete. The consultant does not seem to have played a
role in the creation of the first annual work plan or
financial plan, although a "schedule of events" was
ddeveloped by OMBEVI staff, based on the training they had
received. Further, neither USAID nor the GRM seemed to be
aware of the basic need for an operational plan setting out
the detalls of who does what, when, where, how, and with
what: 1in short, a detalled operations plan establishing
personnel requirements, tasks, and logistic arrangements. No
realistic financial plan could therefore be drawn up without
such a basic document. To the best of our knowledge, no such
document was ever developed nor was a valid financial plan
created.

Another preliminary activity was to determine the need
to send Malian personnel to the United States for training in
a number of technical disciplines. USAID and the GRM made
plans to send twenty-five students to degree courses and ten
to specialty training. Since training periods ran up to four
years, i1t was obvious that only a few Malians so trained
would be available to participate in the formative years of
the project. Thus, the benefit of the activity was to be
realized at some future date but not, unfortunately, during
the most crucial years of the project. Nonetheless, in
Chemonics' opinion, the need for qualified personnel in
Malian project implementation is so critical that we believe
that USAID funds are well spent in such efforts, better, in
many ways, than in the purchase of materiel or even in local
_ projects. Furthermore, we hope that future projects will
benefit from the training received by personnel under this
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In addition to the preparatory activities related above,
USAID financed certain others which, while not directly
related to the project, were considered by USAID as
complementary. Among these was USAID funding of space and
equlpment for the Central Veterinary Laboratory, which were
to be made available to the soon-to-be-created Entomological
Section of New Lands. The space never was made available,
and this lack of facilities hampered the New Lands Activity
from start to finish. Most of the equipment was eventually
acquired over the course of the project.

Another complementary activity was research to be
carried out by soclologists and economists assigned to OMBEVI
on questions related to livestock production and marketing.
The project does not seem to have benefitted from any such
research effort; at any rate, we have been unable to identify
the output of the research 1f‘indeed it was undertaken.
Knowing how few resources were ever made avallable to OMBEVI,
it 1s difficult to believe that it was able to carry out such
a task.

One complementary activity which did not have a direct
and beneficial impact on the project was the intitiation of a
language training course and the creation of a Mali iI
Language School. It was set up to teach English to Malians
selected for schooling in the United States and to teach
French to expatriates assigned to the project or to USAID.
This effort was and is a success for which the Malian staff
deserves great credit.

Another complementary activity foreseen by USAID as
preliminary to project implementation was the initiation by
OMBEVI of research studies into internal and external
marketing patterns in Mali. The purpose of the studies was
to identify and test means to foster market intervention to
improve linkages among the Sahel Grazing Activity, the modern
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domestic sector and the export channel. Again, these studles
seem not to have been carried out as antlcipated. If OMBEVZ
did carry them out, we are unaware of them.

2. The RFP and Chemonlcs Proposal

In September 1976, fifteen months after the slgning
of the Grant Agreement 688-12-130-203, *he GRM 1issued a
Request for Proposals from consulting firm: Judged capable of
providing the necessary technical asslstanc:=. Chemonlcs
International Consulting Division responded to the
solicitation with a detailed proposal dated Novamber 24,
1976. Chemonlcs proposed to carry out the work with several
subcontractors including Checchi and Company and Salut.

Chemonics response to the RFP was based upon the
provisions in that document as well as the results of a pro-
posal meeting in Washington D.C., on October 1l4th, 1976. At
that meeting, two major elements of contractor responsibility
were eliminated, and a modification of the New Lands Activity
was 1ntroduced as a result of the planned asslstance to the
CVL of Texas A & M Unilversity under a different contract.
Equally important to Chemonics' proposal preparation were the
discussions in Bamako between the Director of Chemonlcs
International, Mr. Teele, and GRM officlals in early November
of 1976.
In 1its proposal, Chemonics made clear certaln strong

reservations 1t had with the provisions of the RFP
regarding:

™ The manner in which the GRM and the contractor
carry out the work.

° Benchmarks whlich would measure progress.
o Benchmarks which would measure success.

° Project plans presumably drawn up by the GRM, but
of which Chemonics was 1ignorant.
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Hindsight 1s always better than foresight. As a
consequence of several years experlence with Mali I and II,
Chemonics feels that 1its reservations should have been more
extensive and specific. Comments to thils effect appear
later. '

B. The Contract (1977-79)

1. Negotliations

Following negotiations between representatives of
the GRM, USAID, and Chemonics in January and February 1977, a
contract was agreed upon between the GRM and Chemonlcs and
approved by USAID. The contract, REDSO/WA 77-96, became the
legal basis for the performance of work by Chemonics on
behalf of the GRM.

2. Terms

Under the terms of the contract, Chemonlcs was
required toc "provide a fleld team conslsting of long- and
short-term experts as well as the services of the
headquarters (home office) in order to ensure to the GRM
technical assistance, asslstance in administration and
project ﬁanagement" In four specific areas.

These have been introduced 1n Chapter I, and discussed
In detaill in Chapter III. Here we outline them 1n contract
terminology.

The first of these required the "establishment and
operation of a training, communicatlions, and research program
centered at the National Center for Zootechnical Research
(CNRZ) of Sotuba with an outreach center in the Dilly area.
The program to be orlented toward suppcrt of the develcpment
of livestock production.™ The principal objective of the
program was to train a corps of extension agents or "agents
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of change" who were to act as intermediaries between Sahelian
herders and the GRM in its efforts to introduce new and
better ways of livestock production. This element of the
project was designated as the "Training, Communications and
Research Activity" (Activite Formation, Communications et
Recherches).

The second area involved the "further development of a
livestock research and development center at Dilly in the
Sahel and the development of water polnts, firebreaks, roads,
cattle tralls, and one market elther in the Dilly area or of
influence to the Dilly area, and the furnishing of other
needed equipment. In addition, the institution of improved
technological practices (nutrition, Health, etc., and
management of the range resources, carried out in part
through an expanded extension program in which the herders
(local population) participate." This unit was designated as
the "Sahel Grazing Activity" (Activite Paturage Sahelien).

The third area involved a series of studies in two
phases pertaining to the tsetse fly problem. In Phase I,
studies were to be carried out on the tsetse fly and 1its
elimination, on development requirements to optimize the
economic returns from an eradication program, and the cost
benefit of an eradication and land development program.

Three possible sites were to be examined and the most
promising selected for detailed study and a possible pilot
fly eradication program in Phase II. Studies on the tsetse
fly and trypanosomlasis were to include the following: fly
surveys, ecological studies, and geographic studles regarding
access and studies of tryanosomes. Some studles were to be
carried out directly by the contractor; others were to be
carried out by other institutions and the results used by the
contractor ahd others as 1nputs to the overall research
effort. This program unit was designated as the "New Lands
Activity" (Activite Terres Nouvelles).
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The fourth area called upon the contractor "to assist
the GRM, mainly the Project Director, in the overall
management of the project." Project management was confided
to a Malian Project Director assisted by a Deputy and a small
administratlive staff, including a Director of Administration
and Finance. Each of the major activities cited above was
headed by a Malian designated as the Chief of Activity. The
GRM made clear to the contractor and his personnel that
responsibillity for the project remained in Malian hands in
the persons of the Project Director and the Activity Ch.efs
who held executive authority over all aspects of project
implementation. The contractor, on the other hand, was to be
fully "responsible for the administration of his personnel
and for the management of equipment and commodities put at
his disposal."

3. Tasks (1977-79)

The tasks set out in "Article I - Scope of Work" of
the initial contract were prefaced by the statement that the
contractor would be "responsible for assisting the GRM in
carrying out a large number of individual but interrelated
tasks" which would be developed in annual plans to be drawn
up in December of each year of project implementation.
Nevertheless, certain tasks were listed for which the
contractor would be largely or solely responsible. The
contradiction between "assistance" and "execution" would
create problems of considerable dimensions during the course
of project implementation, as will be seen later. (In later
amendments, the wording was changed. to make it absolutely
clear that the contractor assisted, rather than executed,
tasks.)

The contract tasks were originally divided into two time
periods, "1977" and "1978 and beyond." For 1977, exceptions
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to the general rule that the contractor was to assist the GRM
were llsted as follows:

Article I B 1. Specific Tasks for 1977, para. b.
Livestock Development in the Sahel, (35 Research on

Sahel Animal Product and Management: The contractor

shall plan and initlate a program of research 1nto the
best techniques for animal production and management 1in

the Dilly area.

Article I B 1. Specific Tasks for 1977, para. c. New
Lands (1) Studles in the Three Projected Areas: In
order to permlt the GRM to select one area from among
the three candldate areas for detalled study and
posslble test eradlcatlon program, a serles of studles

willl be carrled out. The studles wlill be carried out
under the overall directlon of the Central Veterlnary
Laboratory. The contractor will be responsible, under
the CVL and the Project Director for the New Lands
Actlvity, for ensuring that the studles are carrled out,
elther through hls own efforts working with project
staff, or by coordinating the studles carrled out by
other entitles, Mallan or forelgn. The studles 1nclude

(a) overall studles of the three areas already carried

out by Earthsat, (b) tsetse fly surveys, (c) research
into the impact of trypanosomes, (d) ecologlcal studles,

(e) geographlc access studles.

Contract terms under "Tasks for 1978 and beyond" (1.e.
to 30 June 1979) retalned the term "assist" with three

exceptlons, as follows.

The contractor will be responsible for the development

of a communlcatlons program and for the preparation of
communicatlons materlals. Thils program and these

materlials wlill be used in the extension program 1in Dilly
and 1n other parts of Malli. (TC & R Activity)

After the cholce of the test area, the contractor will
conduct detalled studles which wlll include: ecologlcal
studles, entomologlcal studlies, and the preparatlion of a
distribution map of tsetse fly specles. The contractor
Ww1lll collaborate with the Texas A & M project, located
at the CVL, which will determine improved eradication
techniques for tsetse flles.
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The contractor will be responsible to assure that the
research on the two types of cattle (trypano-tolerant
and trypano-susceptible) 1s being conducted. (NL
Activity)

y, Level of Effort (1977-79)

Under the terms of the contract, the contractor was
to provide 288 work months of long~term expert assistance and
72 of short-term assistance. In actual fact, 321 total work
months were provided.

5. Personnel, (1977-79)

The contract provided for a total of twelve long-
term advisors as follows: Training and Communications, three
advisors; Sahel Grazing, three, including one hydrogeologist;
New Lands, three, including two entomologists and one
economist; other areas, three advisors, including a Chief of
Party, one Construction Englneer and one Marketing
Speclalist. As noted above, the contract also called for a
large number of short-term assignments in several different
flields.

The original intention was to have all long-term team
members 1n Mall by June 1977. Thils was much later than the
GRM or USAID had originally intended, since the concracting
process had taken longer than expected. In any event, the
first team members arrived on May 1, 1977, and the last in
late August 1977. The delays were caused by recruiting
problems and difficultles coordinating selection and approval
of candidates by the GRM. In reallity, the delays were
advantageous in that, in May, very few elements of the
project were in place: there were as stated, no Malian
Project Director, counterparts, housing, office space, office
equipment or any other facilities to support the team's
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operation. These were all acquired over the summer, through
hard work by the team and Malians assigned to assist.

Almost as soon as the twelve-member team was in place,
changes began to occur in personnel. In November 1977, the
Dilly Range Management Speclalist, Mr. Marchal, left at the
request of the Project Direction. He was replaced by Dr.
James Naylor. In December 1977, Mr. Teele, the original
Chief of Party and Director of Chemonics International
Consulting Division, departed and returned to Washington as
planned, and was replaced as Chief of Party by Dr. Robert
Reeser. In April 1978, the GRM requested the replacement of
Dr. Jerome Baiman, the Economist on the New Lands Team. This
position was filled by Dr. Robert Reeser, who stepped down
from the Chief of Party position to take up the economics
work. As Chief of Party, Dr. Reeser was temporarily replaced
by Mr. Dave Dupras of Chemonics' home office, and then by Mr.
William Crosson. In July, 1978, it was decided that a
Business Manager/Accountant was needed both to manage
Chemonics' affairs on the project and to serve as an advisor
to the Financilal Manager of the project. Mr. Lewis Norton
took the position, which resulted in a significant
improvement in Chemonics' administration. The GEM did not
view Mr. Norton's responsibility as extending to the
financlal management of the Joint Fund and the overall
project, however; thus the hoped-for improvements in those
areas were not made.

In the summer of 1978, continuing problems in the Sahel
Grazing Activity resulted in a GRM request for the removal
and replacement of the Animal Husbandry Advisor, Mr. Voelkel.
He departed in October 1978 and was replaced by Mr. Gary
Blocombe, who was relirved in turn in April 1979, also at the
request of the GRM. Mr. Naylor left Mali in September 1974,
and decided not to return as a long-term team member; he did
return periodically as a short-termer. This series of events
meant that, toward the end of the first contract period,
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Chemonics had no effective long-term technical assistance at
Dilly, which severely weakened the program there.

In addition to its long- and short-term expatriate
staff, Chemonics engaged a large, local-~hire support staff
which was essential to 1ts operations. Included were a
bookkeeper, bilingual secretaries, translators, an office
assistant, drivers and others. The local staff grew slowly
as the contract progressed but was rather large by the second
contract year., Its size was necessitated by the fact that
Chemonlics was responsible for virtually all of its own
logistlc and production support, since neither USAID nor the
Mallan agencles with which Chemonics worked (OMBEVI, CVL,
etc.) were in a position to provide support. For example,
Chemonics' office in Bamako had to translate and produce the
large volume of reports, training materials and daily
correspondence generated by a project of this size.

C. The Contract (1979-80)

1. Negotlations

During the first year of project implementation, it
became increasingly apparent that the original estimate of
the time needed to carry out tasks for all components of the
project had been extremely optimistic. By the end of 1978,
it was apparent to all that drastic revisions would have "to
be made in the tasks and the time allocated to achieve them
and that an extension of the contract with Chemonics would
have to be negotiated. Finally, USAID agreed to find the
financing necessary both to carry on project work and to
extend the contract termination date. USAID insisted that
the project and contract be funded for only one year and that
the time would be used by USAID to redraft a livestock
project to replace Mali II. Thus, the "interim" year
indicated a period during which Mali II would "mark time" or

36



"hibernate" while awalting rebirth in a somewhat different
form after 30 June, 1980,

During the spring of 1979, desplte assurances by USAID
that an extension would be funded, nothing concrete
transpired. Neither the GRM nor Chemonics was 1in a position
to carry on beyond June 30 from a legal or financlal point of
view, and 1t was 1mpossible to obtaln guarantees, other than
unofficlial ones, with respect to contract funding.
Nevertheless, the Director of Chemonics International decided
that the chances for continuation were good, and that
terminating work on the project in March or April would have
a devastating effect on the project. Therefore, Chemonics
contirued to provide personnel and to carry out project work
through June, accepting an exposure of approximately $300,000
had the contract not been renewed and had Chemonics been
faced with closing down operations and repatriating the team
In July. Ultimately, USAID and the GRM declded to contilnue
the project, on a one-year, Iinterim basis. Chemonics and the
GRM negotlated a contract amendment in early July, and the
amendment was slgned on July 12, 1979, retroactive to July 1.

The negotlations themselves were carried out in a few
days but were rather heated at times. The GRM negotilators
stressed delays 1n implementation and deficlencles 1in the
performance of some Chemonlcs team members. Chemonlcs
accepted these criticlisms to some degree, but also stressed
the deflclencles 1in project management by the GRM, partic-
ularly in the areas of vehicle management and maintenance,
Slowness in decislon-making, slowness in disbursing operating
monles from the Joint Fund and frequent mlsuse of technilcal
asslistance personnel. The resulting contract amendment, and
verbal understandings reach:d during the negotiatlons,
appeared to pave the way for improvement 1in several areas.
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It should also be recognized that despite Chemoniecs'
willingness to accept the risk of continuing operations with
no assurance of a contract amendment, the uncertalntles did
cause a disruption and slowdown of the work in the final
months of the flrst contract period. Several team members
were planning to leave the project, or declded to leave 1n
face of uncertainty, local staff were in a similar positien,
leases had to be terminated and, 1in general, attention was
" diverted from the work to termination and renewal problems.

2. Terms

The baslc provisions of the amendment remalned much
the same as the original contract. It extended the
termination date to 30 June, 1980; however, 1ts scope was
increased to include technlcal assistance to Project Mall
Livestock I (ECIBEV) and a very limited amount of technlcal
agssistance to the Small Ruminants ProJect. As mentioned,
Small Ruminants, technically an element of Mall II, was belng
controlled by OMBEVI, acting as "sub-contractor" to Mall II.
In addition, the'need for a rational malntenance program for
equlpment and vehlcles was recognlzed and an auto maintenance
expert appolinted. There was also-a change 1n emphasis to the
effect that the contractor was principally responsible for
providing technical experts to assist the Mallan officlals
responsible for executling project tasks. The change was made
to conform to Mallan views that Mallan officials were
responsible for all aspects of adminlistration and execution
of project tasks desplite the ambigultlies contalned 1n the

contract.

3. Tasks (1979-80)

The contract extension called for the contractor's
assistance in furthering the Training, Communications and



Research Progrgm both at Dilly and Sotuba. Unfortunately,
perhaps, the contractor was again held responsible for the
formulation of the communicat:ons program and the preparation
of materials. Although this issue 1is covered in the next
chapter, it is appropriate to point out once again that the
contractor never had the necessary authority to-allocate
resources (human, material, or financial) to fulfill this
obligation. Such authority rested entirely with the Malian
directors and chiefs of activities, as it should have. With
the shortages of project funds that became more and more
pronounced with the passage of time, adequate tunds never
were avallable to carry out the communications program as
originally envisioned.

In the case of the Sahel Grazing Activity, the tasks for
which the contractor was to provide assistance were reduced
to range management and participation in certain market
activities in the Dilly area carried out by Malian
personnel.

Assistance to the New Lands Activity was to bring about
completion of those tasks which had been delayed and
completion of cost benefit study of a control or eradication
program.

With respect to ECIBEV, or Mali I, the contractor was to
provide assistance in managing the Tienfala Feedlot.
Provision was also made for the services of a marketing
speclalist 1f needed, to assist in the marketing and
purchasing programs.

The Small Ruminants sub-project was to be given
technical and administrative support by the contractor,
although again, no provisions were made to enable the
contractor to provide administrative and logistics support.

The extension also confirmed the contractor's
responsibility to assist the Project Direction in the
execution of 1ts administrative and managerial tasks.
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4y, Level of Effort (1979-80)

The contract extension called for an effort of two
hundred work months. Of these, 168 were to be long-~term
(fourteen people) while short-term experts were to account
for thirty work months and the home office was to provide an
additional two work months.

5. Personnel (1979-80)

As noted above, the level of effort for this
"interim" year was actually higher than in the first two
years: fourteen long-term advisors rather than twelve. The
lncrease was accounted for by the fact that Chemonics took
over some of the actlvlities under Mali Livestock I formerly
carried out by Experience Inc.

The basic long-term staff was allocated as follows:
Training and Communications: three advisors (two in
training, one in communications); New Lands, three advisors
(one in entomology, one in protozoology, one in economics),
Sahel Grazing, no long-term, short-term only; Mall Livestock
I, three (one in feedlot management, one in forage crops and
marketing, one 1in financlal management); and other areas,
four advisors (Chief of Party, Buslness Management Advisor,
Construction Engineer and Vehicle Maintenance Advisor). In
fact, thils totals only thirteen advisors; the final position,
that of Range Management Speclalist for Sahel Grazing, was
never filled as a long-term position; it was covered by Dr.
James Naylor as a short-term specialist.

The changes from the filrst contract period to the second
reflect the change of emphasils noted above in sc 1e areas of
the project. However, the actual personnel changes were even
more drastic, which reflected in some cases decisions on the
part of team members not to continue with the project, and,
more 1importantly, dissatisfaction on the part of the GRM with
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the performance of some team members. In Chemonics' view,
some of this dissatisfaction was justified by the quality of
the performance, or the unfortunate personality tralts of
some team members; in other instances, however, 1t was not
Justified and resulted from GRM selection of unsultable
candidates when given a choice by Chemonics, or untenable
working conditions faced by some of the advisors.

In any event, the following team members departed during
the summer of 1979: Citron, Communications (replaced after a
long gap by Daniel Dravet); Souder, Hydrogeologist (position
abolished, replaced by short-term); Reeser, Economist
(replaced by Philippe Ballan, who was replaced in turn by
Alexandra Shaw); Van Wettere, Entomologist (replaced by Malik
Awan, a Protozoologist); Norton, Business Management
(replaced by Richard Pronovost). Chemonics was faced with
the need to replace these five 1ndividuals, elther long-term
or short-term, and recrult staff members for the new
positions of vehlcle maintenance advisor, three Mali I
positions, and numerous short-term positions.

To f111 these positions, and to do so in a way which
would respond to the GRM's desire for high quallty staff,
many home~office resources were devoted to recrulting and a
very extenslve screening process carried out for all
candidates. In addition, an effort was made to coordinate
recrulting with the visit of Dr. Fernand Traore, then Project
Director, who was in the United States for an AID-funded
Sseminar. In thils way, Dr. Traore had the opportunity to
interview candidates 1in Washington (and Paris) prilor o
making a flnal selection. At the end of the process,
Chemonics was able to provide a number of excellent
candidates for all positions.

In addition to replacing the team members Qho were
leaving theilr positions, several new poslitions were filled.
These 1included Mr. Mike Asselin, who was selected for the
post of Feedlot Management Specialist (ECIBEV) and Dr. Tito
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de Beca for the post of Forage Expert and Agronomist,
ECIBEV. The latter was also an expert in marketing and thus
provided in one perscn the services of two speclalists. Mr.
Marcel Adam was selected for the post of Financial Management
Specialist (ECIBEV), but for a variety of reasons, he left
the project early to return to Canada. To occupy the new
post of Automotive Expert (Mall II), Mr. Nicholas Louis was
selected. Held over from the original contract were: Mr.
William Crosson, Chief of Party; Mr. John Wagner, Englneer;
Mr. Kay Wilkes, Range Management (TC&R), Mr. Joe Spatrisano,
Animal Husbandry (TC&R), and Dr. Sam Okiwelu, Entomologist
(NLA).

In early September, Mr. Dupuy jolned the team as a
short-term expert in hydrology. He remained until mid-
November. In October, Drs. Paul Martin (D.V.M. and
Specialist in Animal Surveys) and De Vivies (Socio-Economist)
Jolned the team as short-term experts to assist the Director
of the Small Ruminants Project and to carry out the ground
work with Malians assigned to that project. Mr. John Lippert
arrlved shortly thereafter to provide statistical assistance
to Small Ruminants but left after only a few weeks of work.
Dr. de Vivies left in mid-November following serious delays
in his work due largely to the lack of transport. He was
replaced by Dr. Bardet on 6 March, 1980, who also left
shortly after arrival, finding the conditions and facilities
provided for the work inadequate. He dild, however, leave
behind a very capable report of his work. Dr. Naylor arrived
in September and left in January 1980, having spent the
interim at D1illy as the Range Management Speclalist with the
Sahel Grazing Activity.

D. The Contract (1980-81)

Negotiations

The period 1 July, 1979 to 30 June, 1980, or the
"interim year," was to be used by USAID to deslgn a new
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project which would encompass the entire livestock sector,
taking into account the work already done in the two major
livestock projects, Mali I and II.

In spite of the fact that, during the 1979-80 period,
Chemonics was supplylng its highest level of effort under the
contract, and covering the widest range of activities, the
livestock projects themselves were largely on hold. USAID
continued to provide significant sums of money, but
uncertainty about the follow-on effort had a deleterious
effect on progress. Thus 1t was a difficult period for all
personnel--Malian, Chemonics and USAID.

By the end of 1979, 1t was apparent that USAID and the
GRM would not be able to launch a new project in time to have
a new team in place by July 1980, when the Chemonics contract
was due to expire. And again, USAID and the GRM were unable
to guarantee to Chemonics any continuation of the contract
beyond June 1980. Therefore, it was necessary to begin
planning for an orderly shutdown of project and contract
activities, a task which generally requires several months
lead time. In March 1980, Chemonics began making
administrative arrangements--terminating leases, turning in
equipment, furniture, generators, etc. These measures cost
the project a great deal of money but were essential to an
orderly termination. At the last minute, USAID agreed to
fund another interim year, and on the basis of that agreement
Chemonics and the GRM negotiated another renewal.

During negotiations, Chemonics was informed that only
slightly more than $1 million was available for services in
the followlng year, and that a level of effort of ten long-
term advisors was. desired. Chemonics' Director, Mr. Teele,
advised that the amount of money was about $300,000 short,
and that a new amendment would have to be negotiated early in
1981 or the team would have to terminate long before June 30,
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1981. The observation was noted and Contract Amendment
Number 5 was signed on July 20, 1980, almost a month after
the explration of the prior amendment. As predicted, more
money was eventually needed, and another amendment, Amendment
Number 7, was negotlated and signed in March 1981, adding the
necessary monies to carry the project through June of that

year.

2. Terms (1980-81)

The terms of the new contract were generally the
same as had been obtained in the original one, but there was
a further clarification of the advisory role of Chemonics.
The company was to provide specialists who would assist and
advise GRM officlals charged with the implementation of
project tasks. No longer was Chemonics assigned any
executlive responsibilities which 1t had neilther the means nor
the authority to carry out. This change represented the most
concrete acceptance to date of the advisory role of the
Chemonics specialists. In short, a de facto situation
recelved de jure recognition.

There were, however, stlll exceptions to this rule. One
was officlally recognized 1n an amendment to the contract, 1n
that the Automotive Maintenance Expert was to be fully
responsible for the supervislon of the new project garage and
1ts malntenance activities. The second exception arose from
the desire of USAID and the GRM to bring order to the
financlial management of Malli II. Thus, in Amendment 6 to the
contract, an expatrlate filnancial expert was provided by
Chemonics to man the post of Flnancial Manager, Mali II. The
third éxception, at the behest of the Director General,
OMBEVI, called for the Feedlot Expert to assume the direction
of the feedlot at Tienfala.

Another new provision in the .1980-81 amendment was the
asslignment of speciflc project vehicles to the contractor for
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use by contractor personnel 1n the discharge of theilr dutles.
This was a much needed reform. For a long time, the lack of
transport at the immediate disposal of the team had hampered
many of thelr efforts.

3. Tasks (1980-81)

Mor the first time in the contract, the term
"marketing" was used to describe the Project Malli I (ECIBEV)
and the term "production" to describe Mall II. The tasks 1n
the original contract and amendments (to June 30, 1980)
remalned, but the scope of work asslgned to the contractor at
this stage was much more limlted than before.

a. Marketing

The contractor was to assist ECIBEV by
providing an expert 1n feedlot management as an advisor both
to the Director General and the Mallan designated as Feedlot
Manager. In fact, the Director General flnally authorized
the Chemonlcs speclalist to direct the feedlot operation
himself 1n order to improve the sltuation rapldly, but with
the intent of finding and appointing a competent Mallan
manager. In addition, the contractor was requlired to provilde
an agronomist to assist 1n the expansion and 1improvement of
the forage program at Tlenfala and an expert 1n financlal
management to assist ECIBEV 1in developing sound accounting
and financlal management systems. The three experts were
expected to asslist ECIBEV 1in the expansion of the feeder

program for entrepreneurs as well as the embouche paysanne

program.
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b. Production (Mali II)

The contract called upon Chemonics to provide
expert assistance and advice under several headings. The
first was the Sahel Grazing Activity (Activite Paturage
Sahelien or APS). The commitment was to provide short-term
specialists, at the request of the Project Director, to APS
staff in continuing the development of the "test perimeter"
at Dilly. Potential developments included completion of
water points, maintenance of firebreaks, implementation of
range management plans, and studies of the ecology and
conditions of the range.

The commitment to Training, Communications and Research
was to provide a Communicatlons Speciallst to help the Chief
of Activity in the development of and training in
communications technlques both 1in Bamako and in Dilly.

With respect to New Lands, Chemonlcs was to provide the
services of a Protozoologlst and a Land-use Economiét to
assist the Chief of Activity to complete the work started in
1977 and, particularly, to complete the cost-benefit analysils
of an eradlication cr control program.

With regard to project management, the contractor was to
provlide the services of an Automotive Maintenance Expert to
advise on malntenance of equipment and vehicles and to
establish a project (Mali II) garage. In addition, Chemonics
was required to f11ll the post of Financlal Manager, Mall II,
who would functlion directly under the ProJecf Director,
occupylng what had previously been a Mallan post. Expert
assistance was also to be provided the Language School.

by, Level of Effort (1980-81)

The level of effort called for under the contract
extension was 121 work months of which 108 were long-term,
twelve short-term and one for home-office support.
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5. Personnel (1980-81)

The contract renewal called for a reductlion in
personnel to a level of ten long-term advisors. Among the
positions abolished were: Construction Engineer, Range
Management Speclalist (TC&R), and Animal Husbandry Specialist
(TC&R). As a consequence of the reduction, Mr. Wagner
(Engineer), Mr. Wilkes (Range Management), and Mr. Spatrisano
(Animal Husbandry) left the project. Mr. Louls, the
Automotive Specialist, declined to remain on the project on
the grounds that he had neither the means nor the authority
to develop and enforce a proper maintenance program. On the
other hand, Dr. de Beca remained as Marketing/Forage
Speclalist, ECIBEV, as did Mr. Theriault, the Financial
Management Speclalist. Mr. Therlault was later replaced by
Mr. Paul Carbonneau on a short-term basis. To replace Mr.
Asselin as Feedlot Speclalist, Chemonics recruited Mr. Joe
Feffer, a man of considerable experlence 1in his field. Dr.
Awan, the Protozoologist for the New Lands Activity,
remained, as did Ms. Shaw, the Land-Use Economist. Dr.
Okiwelu, Entomologlst for New Lands, left the project in
August 1980 after a short extension to complete some field
work. To replace Mr. Louils as the Automotive Specialist,
Chemonlecs recruited Mp. Henriey, like Mr. Louls, =z French
“ational. Mr. Dravet remained as the Communications
Speclalist in TC&R, the last Chemonics expert assigned to
that activity. Mp. Pronovost, who had occupied the position
of Business Manager for Chemonilcs and Financial Advisor to
Mali II, moved to the newly created position of Director of
Finance for Mall II. He was temporarily replaced in the
Business Manager position by mrs. Joy Lucke and later by Mr.
George Desllets. Mr. Crosson remalned as Chief of Party.

Upon the conclusion of the contract extension, all of
the above personnel left the project except Mr. Pronovost and
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Mr. Feffer, who were retained under another contract
extension for the period 1 July, 1981 to 30 June, 1Y82, and
later to 31 December 1982.

E. The Contract (1981-82)

1. Negotlations

During most of the contract period, 1 July 1980-81,
both elements of the project, Mali I and II, suffered serious
financlal difficulties. These, in turn, called into question
USAID financing for a continuation of activities.
Consequently, there was little hope of restructuring the two
projects to consolidate the gains that had been made and
"starting over" under better conditions. USAID had, in fact,
inaugurated a study which was intended to be the precursor of
an entirely new, and greatly expanded, project which would
encompass exlsting elements. But as time went on, it became
clear that USAID could not complete 1ts study anu process it
thrdugh AID/Washington in time to ensure the continuation of
Mali I and II on the same terms as before, with a fairly
large technical assistance element.

Finally, shortly before the close-out date of the
contract, another extension was agreed upon by both USAID and
the GRM to retain the services of Mr. Pronovost as Director
of Finance, Mali II, and Mr. Feffer as Feedlot Management
Specialist, Mali I. These two speclalists thus remained for
the period 1 July 1981 to 30 June 1982, later extended by
several amendments to December 31, 1982.

2. Terms
The terms of the contract extension called upon

Chemonlcs to provide the services of a Feedlot Management
Specialist to assist the Director General of ECIVEB in the
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operation of the feedlot at Tienfala and a Financial
Management Specialist to act as Director of Finance for
Mali II.

3. Tasks

The tasks assigned to the Financial Management
Specialist for Malli II were to "assume the duties and
responsibllities of the position of Director of Finance,
Project Mali Livestock II" and to be "directly responsible to
the Director of the Project..."” The task assigned to the
Feedlot Management Specialist at ECIBEV was to "assist in the
management of the Tienfala Feedlot."

4, Level of Effort (1981-82)

The level of effort called for under this extension
(Amendment No. 8) was twenty-four (later thirty-six) work
months of long-term time and one month for home-office

support.

5. Personnel (1981-82)

Mr. Pronovost was carried over from the previous
period as the Director of Finance, Mall II, and Mr. Feffer
was carried over as the Feedlot Management Specialist for
ECBEVI.
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CHAPTER III
CONTRACT ACTIVITIES, 1977-1982

A. Tntroduction

This chapter represents a major undertaking. It
attempts to provide a coherent description of contract
activities over a five-and-one-half-year period and to do so
in a way which will hold the reader's attention. The
material 1s organized both chronologically and by activity.
The chronological division is the same as that used in
Chapter II, i.e., according to the four periods of the
contract: (1) the original contract 1977-7/9; (2) the period
covered under Amendment 3, 1979-80; (3) the period covered
under Amendment 5, 1980-81; and (4) eighteen months during
which Chemonics had only two advisors on the project, July
1981 through December 1982.

As 1s described in the first two chapters, the Mali
livestock project was highly complex. Substantively, it
involved a minimum of three, and usually more components,
some divided into sub-activities (for example, Training and
Communications). It required management on the part of the
contractor and the Project Direction of many, varied
resources beyond the normal human resources involved in any
technical assistance project. Further, it included several
ma jor and minor construction projects, none of which were the
direct responsibility of Chemonics; but with which Chemonics,
through the Construction Engineer and in other ways} was
closely involved.

Each of the four contract periods is described in
accordance with the following list of activities.

e Contract and Project Management

¢ Training and Communications
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e Sahel Grazing

e New Lands

e Marketing

e Construction

e Small Ruminants

e Procurement

e Participant Training

e Evaluation

B. First Period, April 1977-June 1979

This was the period of the initial contract. At the
time of negotiation and signing, in February 1977, this was
to be the period of performance of the entire contract,
altnough Project Mali Livestock II was designed as a five-~
year project, and it was the inltial intention of tne GRM and
USAID to continue for considerably more than two years. As
noted in Chapter II, the contract team was to be twelve
long-term advisors (one Chief of Party; three in Training and
Communications; three in New Lands; three, including the
Hydrogeologist, in Sahel Grazing; and two centrally located
in Bamako, the Marketing Economist and the Construction
Engineer). The project in this period consisted of three
basic activities: (1) Training and Communications; (2)
Sahel Graming; and (3) New Lands. There was also a
marketing activity and considerable peripheral work.

There 1s a temptation to discuss both contract and
project management in great detall. Contract management
demanded a major proportion of Chemonlcs' time and energies
during most of the flve and one-half years of the contract,
and certainly during the first two years. Chemonics had
notable successes and failures in this area, and the lessons
learned were many and valuable. Project management by the
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Malian Project Direction, with some input from USAID and
Chemonics, was charaterized by serious problems and
deficlencies which had a major impact on the results of the
overall effort. These lessons and recommendations are
highlighted in later chapters of the report.

Despite the lmportance of management, however, we prefer
to focus 1in Chapter III only on its most fundamental aspects
so that we can give adequate coverage to the substantive work

of the project.

1. Contract and Project Managzment

a. Contract Management

(1) Requirements

The requirements for contract management
were very heavy indeed. The contract was initiated during
the period when AID was taking the position that contract
teams were essentlally on their own with respect to support
of field personnel. Therefore, the Chemonics team, aided by
the home offlce, was almost entirely independent of USAID or
GRM support. A twelve-person team, plus short-term special-
ists, in a country with many logistic problems, created a
very heavy management burden on Chemonics. Since this was
the fTirst completely autonomous contract team Chemonics and
its Director had ever managed as a company, a great deal had
to be learned "on the job." Chemonics was responsible for
flnancial management, housing, transportation, both
international and in-country, communications, formalities
with the GRM, shipping and most other support requirements.
In certain areas, the American Embassy or USAID did provide
support, as in the case of medical assistance, check cashing
and limited pouch perivileges, but since a major percentage of
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the Chemonics team was non-American, these benefits did not
apply to the entire team.

(2) Personnel

To provide a high level of contract
management, Chemonics initially had a Chief of Party assisted
by a small local staff and home-office personnel who,
however, were not charged directly to the contract. The
initial Chief of Party was Chemonics Director of
International Consulting, Mr. Thurston Teele. In December
1977, after nine months in the position, Mr. Teele was
replaced by Mr. Robert Reeser, and Mr. Teele returned to
Washington and became, in addition to Director, the Home-
office Supervisor for the project. Mr. Reeser served as
Chief of Party until December 1978, when he was replaced by
Mr. William Crosson. In the spring of 1978, 1t became
obvious that the contract management requirements were too
much for a single Chief of Party supported by a small local
staff, and Chemonics was authorized .o add a Business
Management Advisor/Accountant to the team. This individual
was able to assume the accounting duties and much of the day-
to-day administration, freeing the Chilef of Party for more
substantive work. We should stress, however, that even this
two-person management staff 1is a bare minimum for a project
and team of this size and complexity.

(3) Financial Management

Under this contract, Chemonics had very
extensive financlal operations in Mali. In addition to
normal project operating costs, such as local per diems,
local staff salaries, fuel, supplies and services, equipment
and spare parts, Chemonics also managed and financed an array
of procurement activities both within and outside of the
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contract. Chemonics was also required at times to advance
consliderable sums to the project itself, when releases from
the Joint Fund were delayed. This called for very heavy
advances from Chemonics in the United States to
Chemonics/Mall, and very extensive and occasionally difficult
accounting. The first Chief of Party, Mr. Teele, did the
accounting himself; since he i1s not an accountant, the
results were not terribly good. Mr. Reeser is not an
accountant elther, and it became obvious that a professional
accountant was required. It was intended that this
accountant or Business Advisor, initially Mr. Adams and
subsequentl;, Mr. Norton, would also assist the Project
Financial Director with accounting for the Joint Fund, but
this assistance was not welcomed and therefore, not

effectively given.

(4) Housing

During this filrst period, the project
rented houses for the Chemonics team members and the Project
Director. Chemonics was initially responsible for major
initial modifications to make the houses acceptable for
expatriate use and then for subsequent repairs. This was a
major undertaking, since it 1is difficult to obtain such work
and even more difficult to ensure good quality. Some of the
repairs were financed by the landlords under pressure from
Chemonics (very few, however, since Chemonics was not paying
the rent), some from the Chemonics contract, and most from
the Joint Fund. Tor the day-to-day repairs, after attempting
several approaches, Chemonics settled on a maintenance
contract with the Central Veterinary Laboratory.
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(5) Furniture and Appliances

The contract required Chemonics to supply
furniture and appliances for the team. (It did not provide
for generators, due to an oversight in the negotiations.) As
soon as funding for the contract was in place, in April 1977,
Chemonlcs home office started the lengthy process of
procuring twelve sets of furniture and appliances. Since
the Chemonics Procurement Department had not yet been
established, procurement went rather slowly. The items were
not assembled and packed until August, although the team had
been arriving in Bamako over the summer, and were anxious to
vegin normal living. WYSAID approved a request by Chemonics
for air shipment to speed things up, and two flights of a C-
130 were chartered to bring in most of the furniture.
Chemonics 1itself handled the movement through customs,
movement to leased warehouse space and delivery to the
individual houses. This was a very large operation, and the
ailr freight was certainly expensive. It appears to have been
Justified, however, since the last four units, sent by sea,
sat in Abidjan for an extended period of time, and then were
cleared and brought to Bamako at great expense. Generators
were obtained using the Joint Fund with the approval of the
Project Director, and were eventually installed in the houses
and some of the office locations.

Parenthetically, we would like to note that the
furniture and appliances originally provided in 1977, and
managed since that time by Chemonics, are still largely
serviceable in 1983. This in spite of numerous movements in
and out of storage facilities and houses and use, in most
cases, by more than one family. We believe this is an
excellent record, a tribute to our team members over the
years, and an example of what can be done by responsible
people who know that replacements for misused property will
be hard to obtain.
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(6) Vehicles

As with many projects, vehicles
represented a very major problem in this project. Since
vehicles were under the control of the Project Direction, not
Chemonics, they are discussed under Project Management,

below.

(7) Communications

Communications between the team and
Chemonics/Washington were mainly by telex, supplemented by
pouch mail and telephone. As with most projects,
considerable use was made of "hand-carried" mail by travelers
between Bamako and the United States. Generally,
communications between Washington and Mali were
satisfactory.

(8) General Backstopping

The Chemonics office in Washington
provided a very wide range of backstopping services to the
team. These 1ncluded procurement, recrulting short-term
personnel, orientation and briefings, transportation trom the
United States to Mali, shipping of personal and project
effects, etc. In common with other contractors, Chemonics
often used a system of shipping large numbers of footlockers
via excess baggage, thus avolding delays and customs
problems, and saving large amounts of contract funds.

Another important backstopping task performed by the
home office in Washington was maintaining relationships with
the three subcontractors who provided personnel to the
technical assistance team: Checchl and Company, SaLUT and
Pan African Development Corporation. In Mali, all personnel
were supported and managed by Chemonics, but several of the
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team members were actually recruited, employed and paid by
these other firms. This fact occasioned considerable liaison
between Chemonics/Washington and the home off'ices of these
companies in Washington, Columbia, Maryland and New York
City, respectively. Chemonics' home office also managed the
cash flow to the team, and in several instances to the
project itself, performed the necessary accounting and
prepared the detalled monthly invoice for approval by the GRM
and payment by AID. During the 1977-79 period, contract
backstopping was handled at various times by Dr. Philip
Moeller, Mr. Teele and Ms. Sandra Miller. The Accounting
Services were provided first by Ms. Cheril Thomas and then by
Ms. Merita Howard Jackson. The extensive procurement work
(see Project Management below) was carried out mainly by
Chemonics' then Procurement Manager, Mr. Lester Hook.

(9) Management of Substantive Work

The above 1s a somewhat superficial
listing of the activities which comprise contract management
in a project such as Mall Livestock II. Another activity
would be the supervision of the substantive work, which 1is
shared by the contractor, the Project Direction and USAID.
The contractor's responsibility in this area is vested in the
Chief of Party and, to a lesser and more remote extent, the
Project Supervisor in the home office. It is typically
exercised through (1) work plans, (2) day-to-day supervision
of the team and (3) the reporting function. The three Chiefs
of Party provided by Chemonics carried out these functions
with varying degrees of success.

With respect to work plans, the initial work plan was
purportedly for the entire two years of the contract, and was
set out in the contract, mainly in Annex A. The contract
itself was set out in fairly general terms, whereas Annex A,
derived from work done in the PERT planning process carried
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out before the contract was negotiated, was extremely
specific (and, as 1t turned out, far too optimistic). From
April 1977 to April 1978, the Chemonics team, led by the
Chiefs of Party, made évery effort to adhere to the work
plan. 1In April 1978, after several months of effort, a new
work plan was prepared, with targets which were considerably
scaled down. Many of these reduced targets were met before
the end of the first contract period.

The contract reporting system, instituted in May 1977,
consisted of a detailed monthly report in English and French.
It provided specific information on progress directly tied to
the activities, targets, and "Critical Path Indicators"
listed in the work plan, Annex A to the contract. Although
it was not possible to meet all of the targets, Chemonics
believes that this reporting mechanism was excellent in that
it required the contractor to report problems and failures as
well as accomplishments. Monthly reports were prepared for
each month during the first contract period.

In view of the difficulties of directly supervising
eleven other team members, the geographic and substantive
spread of the work, and the fact that Mallian personnel were
in charge of each activity, much of the Chief of Party's
supervision was exercised through the Activity Chiefs, one
each for Training and Communications, New Lands and Sahel
Grazing. By this means the Chiefs of Party made every effort
to provide substantive supervision of the work, especially
to ensure adherence to the project goals and work plans and
to review the written work produced. The sheer volume of the
written work made it difficult at times and impossible at
others to ensure a high degree of quality control. 1In later
stages of the contract, Chemonics' Publications Department in
Washington assumed much of the quality control and production
responsibility for major reports.
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b. Project Management

As noted above, and elsewhere in the report,
project management, its style and its deficiencies, had, in
Chemonics' view, a very heavy impact on the project. Whereas
we analyze management problems extensively elsewhere, here,
we attempt to provide a basic, summary description of the
main elements of project management as we view them. We
divide the discussion into seven subsections: institutional
arrangements, management personnel, counterparts and lines of
authority, financial management, facilities, vehicles and

commodities.

(1) Institutional Arrangements

The insticutional arrangements for
Project Mali Livestock II were complex. Three institutions
had direct responsibility for implementing parts of the
project: OMBEVI, the Central Veterinary Laboratory (under
the Livestock Service), and the Institut d'Economie Rurale
(IER). PFortunately, all three were elements of the Ministry
of Rural Development. The lead institution was OMBEVI, which
provided the Project Director and was the institutional home
of most of the activities including Training and
Communications and Sahel Grazing. The CVL and the IER were
presumably jointly responsible for the New Lands work, the
former for the scientific side, the latter, the economic. 1In
fact, the IER played a very small role in the activity.
Other institutions with which the project had to work, and on
which it depended for important contributions, were the
Service Hydraulique, the Service Elevage and Genie Kural (the

Rural Engineering Department).

As noted, OMBEVI provided the Project Director. This
Director had a line position within OMBEVI, but during most
of the perlod, devoted the bulk of his time to the management
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of the project. The overall project supervisor and signatory
authority was the Director General of OMBEVI. The Project
Director was responsible for securing the cooperation of the
other institutions, which was done through a combination of
informal day-to-day contacts, formal meetings of various
types, and the interchange of memoranda, letters and
documents requesting and granting approvals of various
requests and proposals. This coordination rarely involved
Chemonics directly, but 1t did have a major impact on our
work. Although the two Project Directors who served during
the first period made strong efforts to ensure adequate
coordination, and considerable coordination actually was
achieved, ggére were nonetheless breakdowns 1n coordination

which hurt the project.

(2) Management Personnel

At the start of the contract period, the
senior GRM officlal involved in the project was Dr. Boubacar
Sy, Director General of OMBEVI. Dr. Sy had participated in
the design of the project and had been the chief negotiator
tfor the GRM on the Chemonics contract. There was no Project
Director; the intended Director, Dr. Allasane Toure, was
unavallable because of injuriles suffered in a traffic
accident in Paris. After the Chemonics team had been in
Bamako a month, Dr. Almouzar Maiga was named Project
Director. 1In a similar manner, the project had no Financlal
Director for some months until Mr. Baba Wague was named in
July 1977. Midway through the first two-year period, all
three of these individuals were changed: Dr. Sy left to
become Directeur de Cabinet of the Ministry of Rural
Development, Dr. Malga was promoted to the post of Director
General of OMBEVI, where he continued to be closely involved
wlth the project, and Dr. Fernand Traore, formerly Director
of the CNRZ at Sotuba, became the Project Director. Mrp.
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Frantao Cisse replaced Mr. Baba Wague as Financial Director.
Eventually, Dr. Allasane Toure Jjoined the Project, initially
as Deputy Project Director.

The 1list of management personnel should also include the
chiefs of each of three activities. (These are discussed
more fully under the individual activity sub-sections.)
There were considerable delays in appointing these Activity
Chiefs; as with other counterparts, but once they were
appointed, there was a reasonable degree of stability in
their tenure.

The Training and Communications Chief was initially Mr.
Mory Coulibaly. Within a relatively short time, in February
1978, he was replaced by one of the other counterparts in
that activity, Mr. Oupre Berte.

In New Lands, the eventual appointment was Dr. Ahmadou
Telly, who remained in the position for the entire life of
the contract. Dr. Telly, an energetic individual with a
strong desire to see the work progress, was, however, in an
anomolous position in that he was officially required to
report to the Director of the Central Veterinary Laboratory,
Dr. Sylla, but was physically separated from Dr. Sylla and
had the tendency, political strergth and bureaucratic skill
to operate largely independently. This mode of operation,
independent of CVL, coupled with the complication of having a
second tsetse fly research project in country with
Texas A and M University as the contractor, tended to result
in continual confusion, disagreement and some duplication,
which all the efforts of Chemonics and TAMU contract
personnel could not completely eliminate.

With respect to Sahel Grazing, the Activity Chief (also
the Chiler of the CPES or Dilly Center and the 1,300,000 ha.
pastoral zone) during mcst of the period was Aboubacrine Aya
Ayala, a native of the Sahel and a herding expert who, in
Chemonics view, was unqualified and unable to manage a
program as complex as this one.
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Although often well qualified technically, virtually all
of the management personnel assigned to the project lacked
specific management training and experlence and were
seriously unprepared for the management tasks thrust upon
them. An exception, in our view, 1s Dr. Sy, who remained
with the project only a short time. More importantly, these
individuals lacked the resources needed to manage such a
project properly. Nevertheless, Chemonics believes that,
with the exception of the Sahel Grazing Activity Director,
all made real efforts to manage the project as well as
possible.

(3) Counterparts and Lines of Authority

In addition to the management personnel
mentioned above, the GRM provided a variety of other
counterparts to carry out the project. Some Cheronics team
members had a counterpart during the entire perlod; others,
such as the Hydrogeologist and Construction Engineer, had
them more sporadically. Virtually all counterparts were
exlsting GRM employees of OMBEVI, Livestock Service, IER or
some other agency. There were frequent changes for various
reasons, 1ncluding depariures for participant training under
thls or other projects.

The management styles or lines of authority are
discussed in Chapters I and II, and are important because of
the impact on project operations. The riroject was a Malian
project managed by Malian personncl. Chemonics was working
under a host-country contract, which removed the ambiguity,'
often found under direct AID contracts, concerning the real
client for Chemonics' services. Therefore, the Troject
Directbr was 1n charge of the proJject, under the general
supervision of the Director General of OMBEVI and the even
more general and sporadic overview of the "Conseil
Parlitaire." The Chemonics' Chief of Party had the Project
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Director as counterpart, but it was not a relationship of
colleagues or equals, but of supervisor and subordinate. The
same was true with other counterparts, especially at the
level of Malian and Chemonics Activity Chiefs. The Malian
was the chief; the expatriate, the advisor and subordinate.
The fact that the Chemonics advisor was supposed to be
providing, inter alia, on-the-job training to his

Supervisor, obviously made for a difficult situation. The
result was that Chemonics' advisors had to depend, 1in most
cases, on Malian personnel working in the Malian bureaucratic
system for key decisions and much of the implemenving action.
This meant that the management skills of “he Chemonics team
members were underutilized or lost, and that the project and
1ts resources were not managed as well as they could have
been,

Thls management style evolved during the early months of
the contract, in 1977. 1Initally, there were few counterparts
and the Project Direction was new. Chemonics initially had
control of mc.v of the available resources, since its
contract was activated and the Joint Fund was not. 1In the
early months, the Chemonics team operated relatively
independently under the direction of the Chemonics Chief of
Party. However, as the Malian Project Direction put 1its
personnel in place and the Joint Fund was activated, thereby
glving control of most of the project resources to the Malian
Project Direction, the management style described above was
introduced. During the rest of the contract period, the
project was managed by the Malian Project Direction with
relatively little management lnput from Chemonics. Chemonics
frequently made suggestions, provided staff assistance and
pushed for a bilgger role, but with limited success.
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(4) PFinancial Management

As discussed 1n Chapter I, the financial
management of the project was, for'the first three years,
entirely 1n the hands of the Malian staff with some input
from USAID. Thus, during the 1977-197Y period under
discussion here, Chemonics had virtually no financial
managerial role. Chemonics did (1) provide financial support
by making some 1initial advances to the project before the
Joint Fund was activated, (2) spend considerable project
funds by making approved purchases and then getting
relmbursement from the Joint Fund, and (3) provide very
limited technical assistance to the Financial Director,
especlally after the arrival of the Chemonics Business
Management Advisor in the summer of 1978. This minor input
was 1nadequate to prevent serious financial mismanagement of
the project which tended to impede progress and result in
considerable waste, as determined in later reviews by USAID.

(5) PFacilities

The provision of facllities for the
operation of the project was a responsibility of Project
Management. Facllities were inadequate for the entire first
two years, and thils inadequacy had a very serious effect on
the achievement of project goals. 1In essence, when the
Chemonics team began to arrive in May 1977, there were no
facllities at all available for them. Chemonics was obliged
to try to find office, laboratory and storage space for a
twelve-person team, short-termers and a local Malian
staff, all working on several different activities. It was
even necessary to find space for some of the counterpart
staff.

The project plans called for the construction of a new
second floor (premier etage) wing in the OMBEVI building to
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house the Malian and Chemonics Project Direction and some
other activities. This work had barely started when the team
arrived, and was not finished during the first two years of
project/contract activity. Further, although a major element
of the project called for establishing and operating a
training and communications ceater on the property of the
Sotuba National Livestock Research Center (CNRZ), and for
constructing an elaborate facility to house the center, no
progress whatever had been made on the construction when the
team arrived. Indeed, during the initial visit by Chemonics
to prepare the proposal for the contract in late 1976, and
again during negotiatlons for the contract in February 1977,
the GRM took the position that, since there was no training
and communicatlons facility constructed, and since the plans
called for the construction of the facility within a year or
so, 1t would be preferable to delay the start-up of the
Training and Communications Activity for a year. Chemonics
disagreed, and with the help of the Assistant Director of
CNRZ, located a small compound of warehouses and storage
buildings on the CNRZ site which were being used in a minimal
way by the national milk company, Mali Lait. We obtained
tentative agreement that these facilities could be used as a
temporary Training and Communications Center. The GRM
accepted the ldea, arranged for the warehouse to be made
available and agreed fto a prompt start-up of the Training and
Communications Activity.

With the arrival of the first members of the Chemonics
team in May 1977, it was quickly determined that there was no
space avallable at OMBEVI or anywhere else in Bamako to house
personnel. It was therefore declded to use the Sotuba
warehouse for the Chemonics team as well as the Tralning and
Communlications Activity. With the assistarce of the first
Malian counterpart assigned, Mr. Diarra Kieta, Chemonics
undertook to transform the warehouse into an office and
training facllity, initially advancing the project over FM
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3,000,000 for the purpose, since the Jolnt Fund had not been
actlvated. This very small facility, located eleven km from
Bamako and without a telephone, served as the site for all
project activitles except those at Dilly for the first nine
months of the project. In January 1978, the New Lands team
moved out, but Chemonics' maln office remained there, sharing
the limited space with the Training and Communications
Activity, until July 1979, a period of over two years.

The New Lands Activity was intended to be housed in the
Central Veterinary Laboratory, also at Sotuba but two km from
the CNRZ, with the soclo-economic activity possibly at the
IER office in Bamako. However, although the CVL had a numbepr
of empty laboratories, it had little or no spare offlce
space. Further, the CVL was desperately short of operating
funds and 1ts Director, Dr. Sylla, took the position that any
activity housed at the facility would have to contribute
heavily to the operating cost. The sum required was far
beyond the resources which Malili Livestock II had allocated
for office space. Finally, the Activity Chief, Dr. Telly,
preferred a Bamako location. Therefore, until space 1in
Bakamo could be made avallable, the New Lands team had to
share the Sotuba space with the rest of the team. This meant
no laboratory could be established, and storage space for the
large amount of equipment needed was inadequate. In January
1978, space in the Virology Lab of the Livestock Service in
Bamako was made avallable, and the New Lands team was able to
have minimally adequate space there. This relocation allowed
the trailning center to be established using the vacated space
at Sotuba.

At D1lly, the facllities problems were never solved.

The Dilly Center was financed and constructed under an FAO
project, as discussed 1n Chapter I. Project Mall Livestock
II included plans and funds to carry out further construction
at Dilly, including offices and quarters for expatrlate and
Malian staff members. Although numerous plans were made (see
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Sahel Grazing and "Construction" below), nothing was built by
the project. During the early days of Mali Livestock II, FAO
financed the construction of three additional small "banco"
(mud) builldings, one of which was used as living quarters for
a Chemonics technician. Otherwise, Chemonics personnel used
the guest quarters at the facility which were never
satlsfactory. No office space was ever made available.

Thus, during the first two contract years, all Chemonics
personnel, expatriate and local, and many of the counter-
parts, were housed in temporary and generally substandard
facilities. We should add that, without considerable
innovation and energy on the part of Chemonics personnel,
there would have been no facilities at all, and the project
would have been greatly delayed.

(6) Vehicles

The project was reasonably well supplied
with vehicles, financed not by the Joint Fund but by AID and
also procured by USAID. In the first few months of the
contract, vehicles were assigned directly to Chemonics and
placed under the control of the Chief of Party. After
several months, official control reverted to the Project
Direction, which made certain vehicles available to the
contractor but limited the numbers of such vehicles and their
use. PFurther, and most important, vehicle maintenance was
carried out by the Project Direction using the repair
facllity at OMBEVI, a faclility which was grossly inadequate
in terms of both personnel and equipment. The rest of the
large project vehicle park was used by Malian project
personnel, Thils situation continued.for most of the contract
period.

It quickly became clear that vehicles were being abused
and that malntenance was totally inadequate. Some of the
abuse was by Chemonics personnel, in large part because
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vehicles had to be shared among team members so that no
individual member was responsible for the condition and
maintenance of an individual vehicle. Much of the abuse was
by Malian proJect personnel and especially drivers, who drove
at excessive speeds and generally failed to provide daily
water and oil checks. The result was a very rapid
deterioration of vehicle condition, with large numbers of
vehicles "down" for extended repairs, all too frequent
destruction or "redlining" of vehicles as economically beyond
repalr, and consequently, a serious shortage of vehicles to
carry out the work,

The above 1is the briefest summary of the vehicle problem
on this project. It has been repeated, in our experience, in
other projects where control over vehicle management was not
retained by expatriate personnel. The problem is documented
In much more detail in various reports made by Chemonics
staff, especially Mr. William Crosson, during the course of
the project.

(7) Commodities

The proJect required, from the beginning,
a large number of commodities. During negotiations, the GRM
‘made an initial decision not to procure most of the
commodities through the Chemonics contract; the contract
provided only for technician support commodities (furniture,
appliances, etc.) and a large supply of audio-visual
equipment. As noted, USAID handled the procurement of
vehicles directly. Office furniture and some classroom
equipment was ordered by USAID th.ough AAPC. It took a year
to arrive.

Initially, no provision was made for the procurement of
other commodities, including camping equipment, office
supplies, sclentific equipnent, etc. In the early months of
the contract, a system was developed under which Chemonics
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handled all of this procurement. Local procurement, in Mali,
was handled directly by the team, with reimbursement from the
Joint Fund. Overseas procurement, in the United States, was
handled by Chemonics' Procurement Manager, using dollars
advanced by Chemonics and reimbursed in FM by the Joint Fund
in Mali. Chemonics then used these FM to finance its local
contract oper .ions, thus reducing the requirement to send
dollars to Mali for this purpose. Needless to say, this
procedure required considerable accounting, some major cash
advances and attendant risk by Chemonics. Chemonics' only
reimbursement for the effort was the direct and indirect
charges for the time of the Procurement Manager 1in
Washington. The system worked very well and the project was
well supported in this respect.

This concludes the outline of the systems which evolved
for contract and project management during the first contract
period, 1977-1979. Significant changes are recorded in a
similar, although much briefer, sub-section under the second,
third and fourth contract periods below. We now proceed to
an accounting of the work done on the individual activities
during the first period.

2. Training and Communications

The Training and Communications activities are
normally grouped under a single heading because they are very
closely assoclated. We prefer to discuss them as a single
entity first, to set out the pre-contract evolution of these
activities, and then to treat each-activity individually for
purposes of clarity.

a. Pre~Contract Evolution and Contract
Provisions

The basic purposes of the Training and
Communication Activity in the project were (1) to contribute
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to the creation of a trained cadre of personnel in the
livestock and range management fields to staff this and other
livestock projects; and (2) to develop and implement methods
of two-way communication between project personnel and the
target population (livestock herders, mainly in the Sahel) to
introduce new methods and improve the quality of those
methods.

As 1s usually the case, the training and communicaticn
concept evolved during the planning and early implementation
years of the project. For purposes of this discussion, we
take only the first and the last of the project documents,
the original 1975 Project Paper and the Chemonics contract,
leaving out other intermediate documents such as the Project
Agreement, the Request for Proposals and Chemonics' proposal,
all of which revised or commented upon the same concept.

In the May 1975 Project Paper, the Training and
Communications Activity is summarized as follows:

2. Training and Communications: Through in-country
training programs, assure that well-trained Government
personnel are avallable for the livestock sector
activities to meet needs over the next several years;
also sensitize herder groups and train select herder
group leaders, especlally as a means to facilitate
execution of the Sahel Grazing Activity. Considerable
participant tralning is also included.

This rather general statement 1s amplified considerably
on pp. 53-59 of the Project Paper. The paper states that two
main groups are to be trained: technical personnel who
already have general training and background in livestock, to
be trained as broad-based livestock and range management
extension agents (six months of trailning); and actual
participants in the livestock system (herders, traders,
etc.), who would receive lower-level training in environment
and animal production. The communications program was to
complement the training program, and by opening up good
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communications between the techniclans and the herders, lead
to mutually agreeable approaches to improved animal
production and range management.

Returning to the technleclan training, the Project Paper
states that the objective was to trailn one hundred engineers
and two hundred techniclans in animal production and range
management. (Such training was stated not to exist in Mali
at the time.) The trainees would then work in two-man teams
with the veterlnary nurses to provide a broad range of
services to the herders. The intent was clearly to use
individuals already 1in the employ of the GRM ministries as
candlidates for training, because it was assumed they already
had considerable prior training, but were underutilized for
lack of funded programs.

The Project Paper comments that 1t would be best to use
an exlsting training 1institution, and mentions three: the
IPR (Rural Polytechnic institute) at Katibougou, the School
for Veterinary Nurses in Bamako and the Sotuba Research
Station. The decislon was to place thls project-financed
Tralning and Communications Center at Sotuba and thereby
strengthen the exlsting program through the addition of a new
one, 1lncluding new resources, and a very elaborate new set of
buildings and facilities--dormitories, library, classrooms,
etc.

This rather vague statement of an elaborate training
program, aiming far beyond the boundaries of the rest of Malil
Livestock II, was conslderably transformed in subsequent
discussions and documents. But the maln lines remalned the
same: a new trailning and communlcations effort, centered at
Sotuba with additional work at Dilly, aimed at tralning
personnel for the Livestock II and other livestock projects
in Malli. In its proposal, Chemonlcs elaborated on these
themes considerably, adding a variety of other training
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courses. These included short courses for more senior Malian
officlials who were administering livestock/range management
projects and who were not fully acqualnted with some of the
technical subjects. One example was a short course in range
management, which 1s not taught or fully understood in either
Mali or France, where many Malians have been educated. The
later documents, and Chemonics proposal, also lntroduced the
concept of project personnel carrylng out livestock and range
management research at Sotuba 1in connection with the training
program, a reflection of the American concept that teaching
and research should be assoclated.

In contract negotliations, the GRM made 1t clear that the
project was golng to be a tenant at the CNRZ/Sotuba, ard not
be 1nvolved in any way 1n 1ts operation. Also, it was made
clear that the research component would not be included,
except possibly in a very limited way. It was agreed that
only three advisors, including the Communications Advisor,
would be assigned to thils activity, rather than the four
which had been envisaged.

The initial contract broke down the tasks for each
activity into "specific tasks for 19Y77," for which there
already existed a work plan, and "tasks for 1978 and beyond"
for which detailed work plans were to be prepared each year.
The pertinent sections of the contract are set out below.
They show that the target of the <ffort was considerably
narrowed, aiming at the elaboration and implementation of
tralining programs for "encadreurs" and, in connection with
the marketling program, for traders and marketers. In 1978,
the requirement to help organlize the training center is
introduced. We also wlsh to note that, 1n splte of the
admonitions auring the negotlations, the responsibility for
carrying out research (without defining either the kinds of
research or the resources) remained. Chemonics accepted this
clause because we still believed that research should be
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carried out and hoped that we could find the resources to do

it.
The pertinent paragraphs of the contract follow:

1. Specific Tasks for 1977

a. Training, Communications and Research

(1) Elaboration of Programs

The Contractor will assist in the
preparation of training, research and communications
programs at Sotuba and Dilly, as follows:

) teaching programs

) teacher training prograns

] training programs for women

] communications program aimed at livestock

development and marketing at Dilly (included in
this 1is the production of communications
mate *ials)

o long~ and short-term research programs into
livestock and forage production located at Sotuba
and at Dilly.

(2) Program Implementation

(2a) Teacher training:

The Contractor will assist in
organizing a training program for
teachers for the training centers at
Sotuba and Dilly.

(2b) Training of "encadreurs"

The Contractor will assist in the
training and the assigning of a
first group of encadreurs in the
Dilly area. During the same time
some of the "encadreurs" already
working in the field will be
retrained.
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(2c) Livestock marketing

The Contractor will assist in
initiating a program for the
collection, analysis and diffusion
of market information, including
supply, demand, prices and other
int'ormation from various livestock
markets. Further he will assist in
the training of cattlemen, cattle
traders and butchers.

(2d) To the extent possible, the
Contractor will assist with the
implementation of all the other
programs mcntioned above relying on
the existing physical and logistic
infrastructure.

For 1978 and beyond:

a. Education, communicatlon and research

The Contractor will continue to assist with
the ongolng teacher tralning program and with curriculum
development. He will give hls assistance to the
implementation of the training program for extension
personnel including "encadreurs", "animateur" and
"animatrices", herders and other personnel assoclated
with the project and working in the Dilly area and in
other areas of Mali.

The Contractor will assist with the
organization of the training center and with the
communication center to be established for the
production of audio-visual materials and other training
materlials at Sotuba. The Contractor will be responsible
for the development of a communication program and for
the preparation of communication materials. This
program and these materials will be used in the
extension program in Dilly and in other parts of Mali.

A limited program aimed at animal production
research and range management research will be worked
out and implemented at Sotuba and Dilly.

The Contractor will give his assistance to the

collection, the analysis“and the diffusion of animal
marketing information.
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b. Training Activities

(1) Organizing the Approach

The contract language above does not give
any guldance about the zontent of the training programs or
thelr participants. The whole question of the program's
.organization, and the details of establishing a training
institution wereyléft to be worked out. It is important to
underline, however, that although the training program was
theoretically being grafted onto an exlsting training
institution at Sotuba, in fact this was not the case.
CNRZ/Sotuba's sole contributioa to the program was to
provide, on loan, an empty warehouse and some aricillary
buildings, with very limited amounts of water and
electricity. It was left to the project to establish a
training (and communications) institution complete with
administrative and teaching staff, facilities and
curriculum.

Since 1t seemed clear that Chemonics' role was mainly
curriculum development, teacher training and training
monitoring, the first step, in May and June, was a study of
the livestock and range management environment and the
existing training institutions in Mali. Visits were made to
livesrtock installations 1in the Bamako area and in Dilly, as
well as to the IPR in Katebougou and the School for
Veterinary Nurses in Bamako. Preliminary ideas for the
curriculum and the overall program were prepared, although
they were not completed until after the arrival of the third
T & C starff member, Mr. Wilkes, Range Management Specialist,
in July.

Nevertheless, in early June, after the appointment of
Dr. Almouzar Maiga as Project Director, an important meeting
was held to determine the broad lines of the tralning
program. Chemonics was advised that the first cycle of
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encadreur trainees would be ninth grade graduates, not
twelfth grade graduates as plann:d. Chemonics had proposed
using some or all of the sevi1 existing encadreurs 1n the
Dilly area, hied under the FAO project, as resource persons.
They would, at the same time, receive some technical
tralning, but this proposal was rejected. Decisions had not
been made as to the identity of the tralners to be trained,
but it was agreed that Chemonics specilalists would begin to
lay out the broad lines of their ideas on curriculum.
Chemonics noted that, since there was no tralning instltution
in place, the project was going to have to establish one, a
ma Jor undertaking. This was clearly a Malian responsiblility,
to be carried out with advice from Chemonics. Since such a
large effort was required, 1t seemed unfortunate to limit the
use of the training institution, even in the first year, to
the training of twenty low-level technicians. Chemonics
suggested a varlety of oﬁher, shorter training efforts. The
declsion, hcwever, was to restrict activities to the training
of encadreurs only.

Over the summer, the Mallan counterparts were appointed,
and 1t was decided that these individuals (MM. Coulibaly,
derte, Cisse and Kieta) would also be the teachlng staff.

M. Mory Coulibaly was also appointed Activity Chief and,
theoretically, Director of the training institution. Also
over the summer, Chemonics and Malian staff, and Dr. Walton
Johnson, short-term Specialist in Non-Formal Rural Education,
spent considerable time in Dilly wcrking with the herders and
exlstlng encadreurs to determine the best approaches for
trraining. It was agreed that the ideal training program
would be 1in the same format and use the same systems as the
encadreurs would use to impart information to the herders.
This was, of course, an ideal. Given the traditional
attitudes about classroom teaching methods and the preference
for the lecture system, 1t was not possible to carry the
approach very far. In August, another major meeting was held
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between Chemonics and Malian training staff, the Chief of
Party and the Project Director, during which the main lines
for the curriculum were agreed upon. A full range of topics
in li?estock (including virtually all animals), range
management, communication techniques, civiecs, first aid and
even French language was requested.

(2) Curriculum Development and Teacher
Training

During the fall of 1977 and the first
month of 1978, a great deal of time was devoted to combined
curriculum development and teacher training. Essentlally,
working together on the curriculum was intended to, and did,
result in slmultaneous teacher training. Thls method was
forced on the project by lack of time and personnel, and the
inappropriateness of more conventional training by the advi-
sors, given that the Malian '"tralnees" were 1n charge of the
work. The curriculum development approach was essentially
based on a review of technlical and teaching material from the
United States and elsewhere, comparisons with the Malian
situation, and the preparation of written lesson plans for
translation into French. At the same time, the curriculum
provided a conslderable amount of field work even in Bamako,
with visits to the Sotuba Station facllitles, the Poultry
Project, slaughterhouse, etc. The program also provided for
an extended, practical field training program at Dilly at the
end of the Sotuba session.

(3) Establishing the Center and Program

Simultaneously with currlculum develop-
ment and teacher training, Mallan and Chemonlcs staff estab-
lished the center and training program. After considerable
difficulty, M. Coulibaly, in cooperation with the Dilly Cen-
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ter, arranged for examinations to be held in Dilly in order
to obtain students from that area for training and subsequent
return to Dilly as encadreurs. The availability or training
for employees of other projects was advertised, and candi-
dates were nominated by those projects. Students were to be
named and brought to Bamako in December, to permit the pro-
gram to begin in January 1978, but various delays resulted in
a PFebruary start. In the end twenty candidates were se-
lected, ten from Dilly and the others from Projet Riz Segou
(two), Haute Vallee (five) and OACV (three). Of these,
elghteen eventually finished the program, an excellent

record.

Great efforts were made to prepare the physical space.
The New Lands team moved to Bamako in January, allowing the
Chemonics' office to move into the vacated end of the
building and Training and Communications Center to occupy the
rest, with offices and a large classroom. An ancillary
warehouse was emptied and converted into a dormitory for the
twenty students. Minimal food service arrangements were made
with a woman living on the'premises, a small outddor movie
theater was set up by the communications team, and a major,
not entirely successful, effort was made to improve the
sanitary facilities. These efforts, carried out with very
few resources and very slow decision-making on the part of
the Project Direction, consumed a great deal of the time and
energy of project staff and Chemonics advisors.

(4) The First Training Cycle

The first training cycle for the eighteen
encadreurs took place from February 6 through July in Sotuba.
The subJjects were presented, normally by the Malian team
member, using the course materials prepared by Malian and
Chemonics staff and written, in most cases, by the Chemonics
advisor. Material covered included livestock, crops, range
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management, communications and marketing. During much of the
period, the communications team assisted by taking
photographs and preparing visual aids. Communications
personnel also handled training in communications, which
included interviewing techniques, note~taking, presentation
of material, use of visual aids, grcup dynamics and the like.
The Sotuba portion of the cycle ended in mid-July, 1978.
Earllier, in June, Chemonics and Malian staff began very
extensive preparations to carry out the practical training
segment at the Dilly Center. As noted, the logistics and
administration at Dilly were very weak even with respect to
its own program requirements, and thus 1t was not possible to
depend on the center to provide logistics for the lengthy
training program involving eighteen students and several
teaching staff. Minimal cooperation with the center was
arranged, inclnding the use of some facilities, but it was
necessary to procure and amass a large number of supplies,
including tents, camping equipment and cots as well as
teaching and technical equipment. Some equipment had been
procured in advance from the United States, and some was
borrowed from other project activities, notably New Lands.
In late July, the move to Dilly was made, and the logistical
arrangements immediately put to the test by a violent sand
storm which blew down many of the tents and generally
disrupted proceedings. '
Nonetheless, the practical phase of the training was
accomplished. A variety of field exercises in range and
livestock management were conducted. Students were then
divided into four groups and stationed in villages with an
existing encadreur. They were visited in rotation by the
teaching staff and put through various technical and
communications exercises. The students also participated in
a broader exercise put on by the communications group on
preventing and fighting forest fires. Practical training was
completed in late October 1978, and the trainees and staff
returned to Sotuba for an evaluation of the program and
graduation on November 3. '
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Evaluation of the program indicated that it was a very
good first effort. The encadreurs received a great deal of
training and were adequately prepared to be effective 1in the
fleld. Problems included inefficiencles caused by the
logistical problems, and the unsuitable nature of some of the
course materlial, which turned out to be too academic for the
needs of the students and somewhat beyond their capabilities
to absorb. It was also concluded that Chemonics personnel
should particlpate more 1in the daily training, 1n spite of
the weak French language capabllity of two of the three
advisors. 1In general, however, Chemonics and Malian
personnel worked well together.

(5) The Second Training Cycle

Based on these evaluations, Chemonics
advisors and Malian staff spent November-January revising
course material and publishing it in more permanent trailning
manuals. Several of these were issued in the spring of 1979
and used for the second cycle.i/ That cycle began with

i/ These training manuals represented a significant
undertaking on the part of Malian and Chemonics staf'f, which
was not fully appreciated by the Project Direction or US~iD
at the time. Flve manuals were prepared in both Eng: ish and
French. Four were authored by Joseph Spatrisano, Chemonics
Animal Husbandry Specialist, and Oupre Eerte, his technical
counterpart and simultaneously Chief of Tralning and
Communications Actlvity. The fifth, on Range Manap:ment, was
by Kay Wilkes, Chemonlcs Range Management Specialist, and two
counterparts, Oumar Cisse and Kalidou Diallo. The manuals
were:

e Livestock Production, Part I, 138 pages
e Livestock Production, Part II, 115 pages
e Crop Production, 85 pages
e Livestock Extension Methods and Techniques,
13 Pages plus questionailre
® Range Management, 100 pages including annexes.
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twenty-four students in late PFebruary 1979 and was scheduled
to continue, with a shorter and more focussed segment at
Dilly, until early September. During the revision of the
materials, the elght first-cycle encadreurs were taken to
Dilly by Mr. Wilkes and M. Diallo and, with the assistance of
Dilly Center personnel, placed in thelr village locations.

At the same tlime, zcnter personnel, with whom the encadreurs
worked, and to whom they reported, were given a thorough
briefing on the content of the training program and the

accomplishments of the encadreurs.

The second cycle was carrled out at Sotuba 1in much the
same manner as the first, with the improvements 1in teaching
materlals and methods having a positive effect. The material
was considered more practical 1in orientation and at a more

approprliate level for ninth grade graduates.

c. Communications Actlvity

The communications activity was designed to
estahrlish a two-way communication system between the herders
and Malian livestock and rangé management technicians, and
government generally, and to provide audlo-visual supnport to
the training program and other parts of the project. As
such, the activity was rather diffuse and beyond the
capabilities of a single advisor. Chemonics' advisor, Mr.
Jon Citron, an audio-visual speclalist, was selected because
of the specific hardware requlrements of the communications

These manuals were written, translated and produced in two
languages under the very difficult conditions which prevailled
at the temporary Training Center - An impressive performance.
They were far from perfect in content and did require
revision followling their use in the second training cycle.
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activity. To cover the various elements of communications
theory and the development of comprehensive communications
approaches, Chemonics also supplied the services of short-
term speclalists, notably Mr. Ben Tisa. Mr. Tisa performed a
number of useful studies and contributed a steady stream of
communications ideas to Mr. Citron and his counterpart, Mr.
Keita, but was unable, because of the short-term nature of
his assignment and overall lack of project resources, to see
many of his 1ideas through to implementation.

(1) Physical Developments

. An immediate requirement for the
communications program was a facility for performing audio-
visual work, including a darkroom. Shortly after the project
got under way, Messrs. Citron and Keita established a baslic
studio in one of the Sotuba offices and a temporary darkroom
in a used packing case placed in a corner of the office.
Lacer, a more permanent darkroom was established in one of
the small ancillary buildings near the warehouse. Using
these facilities, and camera equipment and materials
purchased by Chemonics under the contract, Mr. Citron
conducted an on-the-job training program for Mr. Keita and
prepared a stockpile of photographs and slides on all aspects
of the nroject and its work. The compiling of this visual
library continued throughout the first contract period. The
photographs and slides were put to a wide variety of uses in
the training programs, in communications programs and with
the herders in the Dilly area, in promoting the overall
project and for a varliety of outside functions requested by
the GRM or USAID.
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(2) Training Programs

As suggested 1n the discussion of the
training program, the communications team provided
considerable input. For each cycle, the communications team
handled the communications training anc¢ provided audio-visual
support to the other curriculum segments. Because of Mr.
Citron's excellent French and rapport with the trairices, he
greatly asslisted in maintaining their morale during the long
period in which they were living under poor conditions at an
isolated spot (Sotuba) away from home. This included
arranging a weckly film showing, using films borrowed from a
variety of sources. ‘Mr. Cltron was also instrumental in
managing the Dilly segment of the training and in supporting
and training the students when living in the villages.

(3) Specific Communications Activities

Rather than attempt to describe all of
the communications work undertaken by Messrs. Citron and
Keita, other personnel assigned or hired, and lab and short-
term ekperts such as Mr. Tisa, a few sample activities are

selected.

(a) Test Tapes and Visual Aids

Early in the project, in July 1977,
a taped message was prepared in Bambara and Peulh concerning
the project and the need for communications with the herders.
Copies were delivered to target villages where it was known
that cassette recorders were avallable. On a later visit to
the villages, feedback was obtained on the effectiveness of
the message. At the same time, a nwnber of visual aids were
prepared and tested in Dilly area villages. The results
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were, 1in some cases, unexpected and led to modifications in
the visuals.

(b) Audio-~Visual Demonstration

In January 1978, as part of an
evaluation of the Training and Communications Activity, a
demonstration of the use of photographs and other visuals was
made for the Project Director, USAID personnel and others.
It was highly effective.

(c) Photographic Support--New il.ands

In March, a series of over forty
photographs of New Lands tsetse survey activities was
prepared and published to illustrate the report of Dr. Crans,
short-term Entomologist on the project. In the same month,
photographic work was done to assist in the commemoration of
the fiftieth anniversary of the Sotuba Center.

(d) Posters to Support Sahel Grazing

Over a several month period in mid-
1979, the communications team worked with DNAFLA on the’
production of a series of posters to be used as part of the
program of sensitizing herders in the Dilly area to improved
production and range management themes being promoted by the
project. '
(e) Campaign Against Fire

To support an overall campaign
against range fires in the Dilly area (including firebreaks,
fire-fighting equipment and training provided by the Sahel
Grazing Activity), the Communications Activity prepared and
delivered an integrated campalgn on fire prevention and fire
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fighting including cassettes, posters and themes for village
meetings. Over a longer period, film footage on fire
prevention and fighting was shot, then sent to
Chemonics/Washington for developing, and returned to Mali for
review and editing. It was also used as the basis for taking
additional footage. This activity eventually resulted in the
completion of a lengthy film prepared in several languages
during later contract prriods.

(f) Livestock Seminar, Dilly

In March 1979, the communications
team helped put on a three-day livestock seminar for Dilly
herders. In addition t~ logistic support, the team provided
audio-visuals 1including slides and films, and in turn, filmed
much of the proceedings for use in future seminars of this

type.
(4) Comments

The Communications Activity accomplished

a great deal in the first two years of the project, but was
always troubled by disagreements among the varicus partiles,
including the Project Direction and USAID, as to what its
main role should b=. The usefulness of the training and
audio-visual support to Lhis project and others is very
clear, but progress in establishing effective communications
between the techniclans and the herders was slow at best, as
1s frequently the case. In retrospect, it might have been
preferable té have a long~term communications specialist in
addition to the audlo-visual specialist, Mr. Citron.

In July 1979, when the seccnd contract period got under
way, Mr. Citron decided not to continuve with the project and
Mr. Daniel Dravet, a communications specilalist, replaced him.
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Mr. Citron's contribution to the project during his two-year
assignment was a major one.

3. Sahel Grazing

a. Introduction

The Sahel Grazing Activity represented an
effort by the GRM and AID to carry out a direct impact pro-
gram to respond to the damage caused by the drought. It was
almed at rationalizing and improving animal production and
range management systems to produce more meat while causing
less damage to the range resource. For AID, it was the one
project element in both Mali Llvestock I and II which actual-
ly impinged directly on the Sahel. For the GRM, it was one
plece of an overall project to improve livestock production,
range management and, generally, the well-being of the
herders in the entire Western Sahel (Sahel Occidental).

b. Pre-Contract Evolution and Contract
Provisions :

As with Training and Coﬁhunications, we first
present a brief summary of the evolution of this activity,
using the original 1975 Project Paper and the Chemonics
contract as two ends of the evolutionary process. In this
instance, it should be pointed out that the Mali Livestock II
Project included a number of actions under the Sahel Grazing
rubric which did not concern the contractor. One sizablez
activity was the animal health program; the project was to
supply large amounts of pharmaceuticals and feed supplements
with little or no assistance from Chemonics. Therefore, the
statement of work in the contract should not be taken as the
entire project statement of work at that stage. Nonetheless,
the comparison is interesting.
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(1) Project Paper

The summary statement on Sahel Grazing
was brief indeed:

1, Sahel Grazing Activity: Selective interventions in
a defined project area within the Sahellan Zone and
programs to increase communications with livestock
owners and obtain thelr cooperation on phased
modifications of rangeland use. The area agreed upon by
the Ministry of Production (later Ministry of Rural
Development) for this activity is the Dilly arca in the
Western Sahelian Zone.

A detalled presentation of this activity 1is considerably
longer and is found on pp. 42-53 of the Project Faper. The
document states that the interventions would be carried out
in an extensive manner within the administrative capability
of the GRM. That 1s, they would not be equivialent to an
intensive, tightly controlled livestock and range management
scieme. They would include a full range of activities:
water development, firebreaks, access roads, herder
organ. zation, administrative infrastructure (for management
and training--housing 1is not mentioned), vehicles, other
inputs such as pharmaceuticals and salt supplements. There
was conslderable d*scussion of the communications
requirements, and the tie to the Training and Communications
Activity was stressed. Most importantly, the entire effort
was to be experimental. The document recognized that there
are many unanswered questions. about the feasibility and
effectliveness of such interventions, and this uncertainty was
to be dealt with by planning, experimentation (with various
approaches to water develcpment for example) and evaluation.

In subsequent discussions and documents, the feasibility
of various interventions was discussed in detail, usually at
a high level of sophistication. Naturally, Chemonics was not
involved in most of these discussions, but we did participate
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in the pre-proposal conference held in Washington in the fall
of 1976, and covered many of these points in detail in our

proposal.

(2) Chemonics Contract

During negotiations for the Chemonics
contract, relatively little time was devoted to sophisticated
discussion of the feasibility of given interventions. The
intent of the GRM was to obligate Chemonics to e¢ssist in
carrying out the project work, as set out in the initial
project work plan prepared during the planning and PERT
exercise described in Chapter II. Thus, the 1977 tasks
included assistance with the Dilly Market, cattle trails,
research and the development of improved technical packages,
and preparation of a developmer.t plan for the area, including
water points and firebreaks. The "1978 and beyond" contract
version was essentially the same. During the negotiations,
Chemonics' objective was to arrive at a reasonable contract,
and we were not disposed to try to devote large amounts of
time to a further debate (based on our proposal arguments) on
the merits of the work.

The contract language follows:

1977
b. Livestock Development in the Sahel

(1) Dilly Market

The Contractor will assist in the various
phases of the development of the animal market at Dilly,
including planning and design, ordering of equipment,
and price estimation and, if necessary, the ordering of
bids for construction work and supervision of construc-
tion and installation of equipment.
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(2) Cattle Trails

A cattle trail, with watver points, hold-
ing pens and other facilities, from Dilly to Narua and
from Nara to Kati, with a possible spur to Banamba, is
to be established to support the development in the
Dilly area. The Contractor shall, using available data
and supplemental study, assist in the preparation of
plans and cost estimates.

(3) Research on Sahel Animal Production and
Management

The Contractor shall plan to initiate a
program of research into the best techniques for animal
production and management in the Dilly area. This re-
search will include a study of existing practices to
determine those which are the most successful and a
review of research results 1n Mali, elsewhere in Africa
and other parts of the worlc, and discussions and work-
shops with the herdsmen themselves. On the basis of
this research, the Contractor will assist the project
staff in the preparation of a package of recommended
techniques for use by extension agents and 'encadreurs'
in the Dilly area, after arproval by the GRM. The Con-
tractor will assist 1n the elaboration and implementa-
tion of a test animal buying program. Tl.e animals will
be destined for a feedlot program under management of
ECIBEV. The Contractor will also assist in carrying out
research into motivations of the herdsmen, particularly
constraints and possible incentives to increasing the
offtake rates among the herdsmen in the Dilly area.

(4) Water Points and Firebreaks

Using to the extent possible previous
studies, the Contractor will assist in the preparation
of a basic plan for the development of water points,
temporary or permanent, and firebreaks in the Dilly
area. The plans shall include cost estimates. In this
connection the Contractor shall assist in discussions
and negotiations with "Service de 1l'Hydraulique et de
1'Energie" or other possible contractors regarding costs
and terms of a prospective contract for the development
of water points.
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1978 and beyond:

b. Livestock Development in the Sahel

The Contractor will assist in the elaboration
and implementation of extension programs consisting of
animal production and range management techniques.

Baced on technical and soclological studies
that are already available, the Contractor will organize
workshops for herders and cattlemen involved in cattle
marketing. The Contractor will assist with the creation
of the first herder associations.

The Contractor will assist with the supervi-
sion of the construction of water points, firebreaks,
cattle tralls, vacclnation corrals, and dipping vats.

The Contractor will assist with the construc~
tion and equipping of the Dilly market.

To meet these requirements, the contract provided a
Range Management Specialist, an Animal Husbandry Specilalist,
a Hydrogeologlst (to assist on the water activity) and a
Construction Engineer whose assignment was to give engineer-
ing support to all project activities, not Just Sahel
Grazing.

C. Resource Constraints and Problems

Before moving ahead to describe Chemonics'
undertakings in response to ﬁhese contractual requirements,
we believe 1t necessary to provide a summary of the difficul-
tles faced by Mall Livestock II aand Chemonics 1in trying to do
the work. This 1s one of several discusslons of such
problems, and we r-gret the apparent preoccupatior. with such
matters to the detriment, perhaps, of a discussion of the
work. However, it is not possible to understand the work
without a clear idea of the context. Further, an under-
standing of the context ls perhaps more useful to future
progjgect planners than a knowledge of accompllishments.
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(1) Controversial Nature of the Work

Any program of interventions (as opposed
to research) in the Sahel is controversial. After several
years of work in the field, and the preparation of our own,
self-financed study of the subjecti/, we are convinced that
there are virtually no range management actions which one can
take in the Sahel which have the unequivocal support of a
majority of the experts in the field. It should be
understood that lack of agreement on the validity of each and
every action makes any attempt to implement a program very
difficult. This would not have been the case, of course, if
all parties had accepted the fact that the interventlons were
experimental and if the resources had been provided to
conduct base line studies, control groups, evaluation, etc.
However, the target population, the herders, could not be
expected to understand (or accept) an experimental project,
and the GRM did not eilither. The feelling of the GRM was that
the research had been done, and that the Sahel Grazing
Activity represented the implementation stage.

(2) The Pre-Existing Project

The Sahel Grazing Activity of Mali

Livestock II was grafted onto a pre-existing FAO-financed
project. In theory, the FAO project was paving the way for
the larger AID-financed project. It was sensitizing the
herders to intervention and carrying out a variety of small,
somewhat experimental interventions of 1ts own, including
fire-flghting, animal feeding, vegetable gardening, millet
milling and very small-scale reforestation. The FAO project

i/ Range Management and Livestock Development in the Sahel,
Pirie M. Gall, April 19d2.
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had financed the construction of the Dilly Center, including
a small office, small warehcuse, three large individual
family houses, a guest block with three sleeping quarters, a
kitchen and bathroom block, an automotive garage, a deep well
and a generator. There was no housing for lower-level Malian
staff. The facility was well designed for the FAO project;
it provided reasonably comfortable living for a small
expatriate and Malian staff, and basic survival and working
facilities. It also provided excellent support for the
sensitizing and small intervention intent of the FAO project,
but was not satisfactory for the kind of major mobilization
Sahel Grazing was supposed to bring. PFurther, the GRM was
very pleased with the FAO project, in part because 1t did
provide a very impressive physical facility in a diffilcult,
isolated location, and in part because the main expatriate
advisor, a French soclologist well acclimated to the Sahel,
was able to assist in implementing minor i1nterventions with
little friction with the Malian staf{. Finally, these small
interventions were also non-controversial and, almost by
definition, feasible and effective within their modest
targzets.

The FAO project had established a "test zone" within the
overall Dilly Pastoral Zone, and was concentrating 1its
efforts within that zone. The test zone had been selected
with the small intervention project in mind, and was the most
highly favored part of the zone with respect to ecology and
human and animal population. When the Sahel Grazing Activity
came to select 1its test perimeter, i1t had to choose an area
with the opposite characteristics, one which was under-
populated and underutilized.

To summarize, Chemonics and the Sahel Grazing Activity
were required to carry out a complex, controversial project
on top of, and uslng the facilities of, a popular, relatively
straightforward and relatively successful FAO-financed
project. This situation definitely put Sahel Grazing and
Chemonics at a dlsadvantage.
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(3) Environment at Dilly

The Dilly area is a very difficult place
in which to work and live. It is in a 500 mm. rainfall area
with a short rainy season in the summer, when movement is
extremely difficult because of mud, and a long dry season
which 15 extremely hot. The area is 350 km. from Bamako over
poor roads, and there are few supplies to be found locally.
Both non-Sahelian Mallans and expatriates must bring in most
of the food and all of their other supplies. There are few
diversions. Most people, Malian or expatriates from outside
the area, find it difficult to live and work there for long
perliods of time. Most would find it necessary to have a high
level of imported infrastructure--housing, electricity,
etc.--in order to be comfortable. A few individuals, Malian
and expatriate, are able to accept the environment as a
challenge; they are the successful ones. Fortunately, the
project had some of these individuals on both the expatriate
and Malian sides, but not enough.

(4) Personnel

To carry out its responsibilities under
this activity, Chemonics furnished four advisors: a Range
Management Specialist, initially Mr. Marchal, then Dr,
Naylor; an Animal Husbandry Specialist, initially Mr.
Voelkel, then Mr. Slocombe; a Hydrogeologist, Mr. Souder; and
a Construction Engineer, Mr. Wagner. A certain amount of
short-term specialist support was also availables All of
these individuals were able to make A contribution to the
project to varying degrees. None was entirely satisfactory.

In range management, Chemonics was faced with the
continuing problem of finding a French-speaking range
management speclalist. There are few available now, and
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fewer in 1977. Those who do exist are much sought after, and
usually for positions in locations far superior to Dilly.
Chemonlcs recruited several individuals more or less sulted
to the Job, but none was entirely suitable because of either
technical or language deficiencies. Offered the choice amorng
them, GRM selected Mr. Joseph Marchal, who had little formal
knowledge of range management, but considerable practical
knowledge of African livestock production. As a Belgian,

he was fluent in French. His inadequacies 1in range
management caused hils dismissal after a few months. He was
replaced by Dr. Naylor, who had no French but 1s extremely
knowledgeable in range management and extremely well
acclimated to work in the Sahel. His work was invaluable.
Unfortunately, his dissatisfaction with the management of the
Dilly Center and the lack of resources for work (see below)
resulted in his r=quest to change from a long-term member to
a short-term one, moving back and forth between the project
and his home in New Mexlco, resulting in a loss of
continuity.

In Animal Husbandry, the first advisor was Mr. Travis
Voelkel, a well-qualified expert on African livestock
production. Mr. Voelkel made significant contributions to
the project, but differing philosophies of work and
management, and Mr. Voelkel's difficult personality,
eventually made his working relationships intolerable, and he
was asked to leave. His replacement, Mr. Slocombe, turned
out to be completely unsuitable to the position, and he also
left. Chemonics ended the first contract period with no one
in the position.

The Hydrogeologist position represents an interesting
case. The position was not in the original project design or
in the RFP. During negotiations, Dr. Sy decided that the
provision of water wells was so important to the project, and
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therefore the project was so dependent on the Service
Hydraulique, which was not under the Ministry of Rural

Development, that the project needed its own technical expert
in this area. The intent was to hire a project
hydrogeologist to liaise with the Service Hydraulique, to
ensure that priority was gilven to the project's water-seeking
and well~drilling requirements. The expert was to provide
quality control over the work of the Service Hydrauligue and

generally represent the project's interests.

Chemonics agreed to the desirability of this post, and
provided the GRM with four candidates. Three were relatively
young Frenchmen with varied but limited experience in desert
water projects. The fourth candidate was an American
hydrologist, senior in age and experience, but without
French. The latter, Mr. Souder, was selected. As project
implementation began, it was obvious that Mr. Souder, lacking
French and bureaucratic experience in the French-African
milieu, could not fill the role envisaged. Therefore, he was
assigned to carry out preliminary water surveys and field
liaison with the Service Hydraulique when that service moved
into the project area to drill test and production wells.
This role, while useful, did not accomplish what was
originally desired, and this fallure was at least partly

responsible for delays and errors in the project's water
development activities.

With regard to the Construction Engineer, Mr. Wagner was
well qualified for his post, but he was responsible for all
aspects of the project, not only Sahel Grazing. Thus, his
time with Sahel Grazing was limited. As discussed under
"Construction," he did do a great deal of design work for
construction projects at Dilly, most of which were never
funded by USAID and so were not implemented. He also managed
the construction of the airfield at the center, which
Chemonics believes was a major contribution to the goals of
the project.
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(5) Philosophy

Philosophical differences between
Chemonics personnel (and Chemonics as a firm) and Malian
management caused many problems in the proJject, and
especially, Sahel Grazing. A few examples will suffice.
Although there were differences even among the expatriate
personnel, the general view of the Chemonics team was that,
in carrying out fileld work away from the center, techniclans
should be inde:;pendent and their field work made easier by
certain minimal amenities. These included ample camping
equipment of good quality, vehicle modifications, radios and
support personnel, such as a fleld cook/camp servant. The
Malian approach was to travel very light, stay in the
villages and have the villages supply food and lodging.
Consequently, Malian management opposed and largely impeded
Chemonics' efforts to equip its team members for field work
(calling it the "East African safari complex"). Since
Chemonics personnel generally rejected the inefficiencies
involved in staying in the villages, where social obligations
consume much of the working time, they were obliged to follow
their "safari" system with grossly inadequate equipment. The
same philosophical differences applied at the Dilly Center
itself. Chemonics argued for maximum comfort given the basic
situation, in order to promote efficiency. An example was
a proposal to install screens on the windows to allow the use
of interior lights so that paper work could be done at night.
The Malians considered screens an unnecc sary luxury, and
generally opposed most suggested physical improvements.

(6) Management

Differences in philosophy were closely
assocliated with differences in management approach, a
constant problem in the implementation of the Sahel Grazing
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work. Basically, the Activity Chief, who was also Chief of
the Dilly Center and of the Pastoral Zone, was not skilled in
management. Even with the best will, there would have been
serious management problems. Philosophical differences
aggravated the situation. The management of the center was
essentially designed to allow for survival of personnel in Q;
the environment, the implementation of small interventions -~
under the FAO project and the provision of certain services,
mostly transportation, to important members of the wider

Dilly community. Requirements such as effective support for
Malian technical personnel at the center, and effective
support for the work of Chemonics and Malian personnel on the
demanding interventions of Sahel Grazing were a low priority.
Thus, little attention was pald to the needs of the Malian
technicians (for whom Dilly was a real hardship post) »r the
encadreurs (who were treated like very low-level civil
servants, rather than as the vanguard of the project, as they
should have been). Further, in the all-important area of
vehicle maintenance and vehicle allocation, the management
falled disastrously. As discussed elsewhere, vehicles were
seriously abused and badly maintained. Despite the fact that
most of the vehicles at the center were furnished under
Project Mali Livestock II (a few were from the FAO Project)
the needs of Mali II, especially those activities headed by
the Chemonics team, received ve.sy low priority.

Consequently, the work was frequently delayed for lack of

transportation.

d. Project Management Style

The Sahel Grazing Activity was managed in a
rather interesting style. On a day-to-day basis, management
was carried out through dialogue and in some cases conflict
between the two Malian Sub-Activity Chiefs, Messrs. Lamine Ba
and Muslim Maiga, and their Chemonics counterparts, with
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ultimate control over resources, personnel and vehicles,
exercised by the Chef du Centre, Mr. Aboubacrine. Policy,
general guidelines and review were exercised from Bamako,
predominantly by the Project Director and/or Director General
of OMBEVI, and to a much lesser extent Ly the Chemonics Chief
of Party. Periocdically; meetings were held at Dilly to
review work plans and performance and set new directions.
These meetings were large, involving twenty to thirty people
including USAID, Chemonics, FAO project personnel and Malian
staff, and lengthy, usually several days. Normally, there
were no prior agenda, few specific action assignments and
weak follow-up. It was not, in Chemonics' view, an ideal way
to direct a project of this kind.

e. Activities
With this background in mind, we proceed to an
account of the main elements of the work performed, and not

performed.

(1) Dilly Market and Cattle Trails

Virtually no work was done on these
activities, specifically mentioned in the contract, either by
Chemonics or any other project element. With respect to the
Dilly market, the major design effort was not made because,
in agreement with the Project Direction, the Chemonics
Construction Engineer had many higher priorities. Chemonics
did not pursue the issue, because, based on the observations
of' the Marketing Advisor, Mr. Balmir, and many other
observers, lmproved cattle markets are essentially a waste of
money in Mali. They require extensive management and
government control, and are perceived by traders as
interference in the marketing process. The traders simply
set up informal, parallel markets and avoid them. A proposal
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by Chemonics 1in 1978 whereby the Marketing Advisor would
carry out a detailed study of this issue was rejected by
Project Direction.

On the matter of cattle trails, the requirement for
Chemonics' assistance seemed to be inserted into the contract
by the GRM almost as an afterthought. In any case, there was
never any serlous effort to request Chemonics' assistance.
Certain studies, which consisted of putting in water points
and cattle-holding areas at strategic points along the way
from Nara to Kati near Bamako, were carried out by FAO-
financed advisors at OMBEVI in Bamako, and Chemonics'
Marketing Advisor provided some assistance. To our
knowledge, the actual construction work was never dune.

(2) Research

The contract provided for extensive
research into herder motivation and existing livestock and
range management practices, to be followed by preparation of
technical packages for the encadreurs to use once trained and
placed in the field.

The sociological research requirement was essentially a
sequel to the excellent work done earlier in the Dilly area
by Mlle. Marianne Rupp, and elsewhere in the Sahel by other
scholars. Although this requirement was in the contract, the
Malian Project Direction did not give 1t a high priority, and
Chemonics was allowed no long-term sociologist to provide a
continuing research effort. Chemonics was able to provide
several short-term specialists over the first two years,
including Dr. Walton Johnson, Mr. Ben Tisa, Ms. Gladys Kuoksa
and Mr. and Mrs. Gerald Cashion. These individuals were
asked to conduct research specifically aimed at the needs of
the project, especially, to study probable responses to the
work of the encadreurs, and to propose changes and make
recommendations for range management interventions. With the
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exception of Ms. Kuoksa, who became seriously 111 early in
her assignment, all of the short-term specialists carried out
thelr studies and contributed useful reports which added to
the body of knowledge about the Sahel and its people.
Unfortunately, Chemonics did not do an adequate job of
integrating the research results into the encadreur training
or range management programs.

Research on livestock and range management practices
el se was never done, although a great deal of livestock
production and range survey work was carried out. The
failure to make a concerted effort to study existing
practices, prepare preliminary technical packages, and follow
these with trials, modifications and more trials, is '
regrettable. An attempt was made. Mr. Marchal, the first
Range Management Specialist, did begin a study of existing
practices during the first few months of his service at
Dilly. His efforts were opposed by the'Dilly Center
personnel and were percelved to be interfering with the
herders, and perhaps "spying." This opposition was confirmed
by the Project Direction. It 1is an understandable reaction
of African officials who have seen many critical studies of
thelr culture, and it was no doubt aggravated by Mr.
Marchal's approach, particularly because he was not a trained
research specialist.

(3) Forage Research

Although not included in the contract,
and not supported or desired by the Project Direction, a
certain amount of applied research on range and forage was
carried out. These efforts can be cited as another example
of the differences in philosophy between expatriates and
Malian administrators. The expatriate frequently wishes to
try grasses or systems (such as haymaking) which are
successful elsewhere. He 1s also normally unwilling or
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unable to take the time to review any previous research
results which might be pertinent, often because the documents
cannot be found or are written in a language he does not
know. The Malian attitude 1s that all necessary research has
been done (this 1is normally untrue), that expatriate advisors
always prefer to do research rather than implement a project,
and that now 1s the time to implement. 1In this instance,
another project, the "Production Premiere du Sahel," Dutch-
financed, was carrying out extensive surveys and some
research on Sahelian grasses, and the Chemonics team was able
to share results and make the effort more efficient.

In any event, one major, practical research effort was
the making of hay at the Dilly Center. A hay nieadow was
cleared of undesirable bushes. At the proper time, the hay
was cut (by hand the first year, with hand-operated Jari
mowers procured by Chemonics the second), dried and stored.
Subsequently, nutrition tests were run throughout the year on
the hay and on the grass from which the hay was made which
was left standing through the dry season. The results
evaluated and reported by Mr. Voelkel showed that the hay
retained nutritive value far better than the grass. In
further testimony of the value of hay, the several tons
produced each year were used throughout the dry season for
feeding the animals of highest value in the Dilly zone, the
horses used by village chiefs, encadreurs und others.

During the 1978 rainy season, Mr. Voelkel added another
feature to the haymaking effort by building a barbed wire
fence around the hay meadow. The purpose was to protect the
hay from casual grazing and to demonstrate quality fence-
making techniques to the herders. The fence proved to be
extremely well made and an effective demonstration.

Although from a scientific point of view, the haymaking
was successful, it would require a more comprehensive
approach 1if large-scale haymaking is to be introduced as a
method of keeping more animals in the Sahel during the dry
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season, thus avolding the losses of weight and condition
occasioned by the long transhumance. A main problem 1is that
haymaking comes at the same time as the millet harvest, which
is much more important. Chemonics proposed to do a more
comprehensive study to find ways to resolve the constraints,
but the prejudice against haymaking is widespread in Mali and
approval, and resources, were never obtained.

Messrs. Marchal and Voelkel also carried out several
trials of introduced grasses. The first-year trials were not
successful because they went in too late in the rainy season.
At the October 1977 project meeting at Dilly, the Project
Direction decided that very little if any forage research
should be done because Dilly 1s not a research station. It
was agreed to construct several enclosures to permit long-
term observation of the progress of undisturbed vegetation
toward climax, and also to continue with the hay experiments,
both activities to occur under the direction of the Research
Station in Niono.

Additional forage research was done in 1978 under the
leadership of Dr. Naylor, working with Mr. Ba and Mr. Zeze
Dembele. The team sampled, clipped and weighed 105 one-meter
square plots 1n areas that had been lightly grazed and
unburned. The average yleld was 2,000 kg per ha, similar to
other findings. It was then determined that, in a range
management plan with twenty-five percent of the land resting
each year, the area could support one animal unit per four
ha. Further studies, in the form of strip transects 2 x 100
meters, were carrlied out to obtain data on forage
composition. These data and others were eventually used as
part of the range management plan for the test perimeter
prepared under the leadership of Dr. Naylor.
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(4) Initial Water Surveys

During the first year of the project,
from June 1977 to June 1978, basic water survey work was
performed by Mr. Souder, the Chemonics Hydrogeologist. As
noted, since Mr. Souder was not qualiflied to handle the
liaison between the project and Service Hydraulique in an

effective way, he used his time to carry out water surveys.
Methods included the study of existing wells, shallow
augering in the Valley of the Serpent and other likely spots,
the study of air photographs combined with extensive ground
surveys, discussions with well-drilling crews operating in
the Dilly area under other projects, etc. Most of this work
was done with inadequate equipment (and transportation). Mr.
Souder also spent considerable time in Bamako trying to
acquire better equipment. By June 1978, he had acquired a
great deal of knowledge about the hydrogeologilc
characteristics of the area, and had prepared a series of
maps showing both the Service Hydraulique and che project's

range management personnel where the most likely ground water
sources would be., This work was helpful in planning the test
perimeter, but less so than expected because of the political
requirement to put most of the new wells 1n places where they
could be used as village wells as well as stock wells, with
new villages springing up around them in some cases.

(5) Test Perimeter Planning

At the October 1977 meetings at Dilly,
the. tenor of the conversation foreshadowed the eventual
decision to concentrate Sahel Grazing Activities on a smaller
test zone, also referred to as the "test perimeter" or
management test area. Chemonics' proposal for a series of
pllot interventions in such an area, generally the
underinhabited area south of the Vallee du Serpent (and thus
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from ten to fifty km from the center) was sent back for
refinement and a closer relationship with existing
conditions. The period from then until March 1978, a period
which saw the first Range Management Specialist, Mr. Marchal,
depart and his replacement, Dr. Naylor, arrive, was devoted
in part to surveys of the potential test perimeter by both
the range management and livestock personnel. In addition to
the forage studies mentioned above, livestock population and
herd structure studies were carried out by Mr. Voelkel, while
Mr. Souder concentrated his hydrogeological studies in the
area. The area was also surveyed for possible surface water
point locations. In March 1978, the Chemonics team and
counterparts presented a detailed recommendation for the
establishment of a test perimeter of about 140,000 ha (about
ten percent of the entire Dilly Zone) in which a full
complement of interventions (wells, surface water points,
fire breaks, limited re-seeding and a simple rest-rotation
system managed by herder associations) would be conducted.
The approach was agreed to, and the Director of OMBEVI, Dr.
Sy, gave his full support and agreed to devote considerable
time to the effort. Dr. Ousman Guindo was named as his
special assistant to follow the work.

The following month, April 1978, an extended meeting
took place at Dilly, chaired by Dr. Sy, where more detailed
plans were made, including plans for the delimitation of the
test perimeter south of the Vallee du Serpent, the
development of herder associations, and draft agreements
between the associations and the project for cooperation on
firebreak construction in return for wells. Dr. Naylor and
his counterparts immediately began more detailed planning
including laying out the courses of the firebreaks, of which
nearly 500 km were needed. Further water surveys focussed on
the test perimeter, and further herd composition studies were
also made. Since the entire area is at a considerable
distance from Dilly, many days were spent in the field, still
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with 1nadequate field equipment and unreliable vehicles. On
one occasion, a single landrover containing Dr. Naylor,

Mr. Ba and a driver broke down in the morning in a very
1solated spot. Dr. Naylor, a man in his sixties, had to walk
thirty km through the desert, under a cloudless sky with very
high temperatures, 1n order to get help. Although this
incident graphically 1llustrated the need for better vehicle
malntenance and moblle radlios, and Chemonlics renewed its
efforts to obtain both, there was no action.

The final plans were completed and presented in June
1978. They included range management plans with maps and
rest-rotation systems, a limited re-seeding program for badly
disturbed areas, plans for surface water points and wells,
loyout of the prilmary, secondary and tertiary firebreaks,
proposals for construction methods, and other possible range
management interventions (various water capturing systems for
example). The package included cost estimates, draft
organization documents and bylaws for the herder associations
(prepared by the FAO advisor, Mr. Baudry, and the OMBEV1
sociologist at Di1lly), various approaches to finishing wells
and extracting the water from them and plans for herd

management.

(6) Test Perimeter Implementation

The implementation of the test perimeter
plan was the mailn focus of the Sahel Grazing Activity durlng
the second contract year, from June 1978 through June 1979.
Although resource limitations of all kinds made progress'
difficult, considerable progress was made nonetheless.

(a) Firebreaks

The first prlority 1in the test
perimeter was firebreaks, since it was considered imperative
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to reduce the amount of forage lost to fire, and also because
the firebreaks serve as access roads. Firebreak delineation
actually started as part of the planning process. Once
delineated, the following procedure was used. Firét, crews
were sent in to clean out the trees and larger brush, growth
which would resist a scraper blade. The primary firebreaks
were bullt by the project entirely, the others were built in
part through the efforts of the newly formed grazing
associations. Once the major brush was removed, the breaks
were marked with colored flags (procured in the United States
by Chemonics) and generally prepared for the scraper. In
some cases, the flagging had to be repeated, as the local
population removed. the flags for their own purposes, not
knowing their significance. It had been hoped all along that
the project would purchase a grader or front end loader to
complete the firebreaks, but this was not approved by USAID.
In October and November 1978, the services of a contract
grader were obtained and thirty km of primary firebreaks were
cleared. The system was to clear two blade-width strips five
m apart, and subsequently, when conditions were right, to do
a controlled burn in the center. An additional forty-five

km of primary firebreak was cleared in one strip, when the
driver quit, thus halting operations for a considerable
period. Secondary breaks were cleared by the grazing
associations, using the following procedure: two strips were
cleared by oxen and plowed three km apart, with the center
strip burned when conditions were right.

In all, some 330 km of firebreaks were constructed
during the fall of 1978 and spring of 1979. This fell short
of the nearly 500 km planned, but was a very major
accomplishment given the location of the area, 350 km from
Bamako and ten to forty or more km from the only source of
supply, Dilly. It involved setting up camps in the test
perimeter for the labor crews and occasionally the team
members, supplying them with landrovers and a truck, always
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subject to breakdown and totally without radio communication.
The program was successful. Observations indicated that
range flres burned over much less of the range than normally
and therefore, there was more forage than usual. Based on
further observation, the cattle feeding in the area which did
not go on transhumance, or 1n any case remained longer in the
zone than usual, were in much better condition that those
from other parts of the Dilly Zonc. Unfortunately, there
were neither resources nor authority to prepare any sort of
objective study to verify these observations.

(b) Fire Prevention and Control

In addition to the construction of
firebreaks, a major effort was made to improve the overall
fire prevention and control program in the test perimeter,
and the Dilly Zone as a whole. Workling with the
communications team, meetings were held with village leaders
and the encadreurs (the original encadreurs, since the first

cycle of new encadreurs were not yet 1in place) in November
1978. Newly designed and manufactured fire swatters (made
from scrap leather) were demonstrated and glven out and fire
suppression training given. The extension effort included a
number of schools in the area as well.

(c) Wells

With the decision to move forward on
the test perimeter, arrangements were made for the Service
Hydraullque to bring its equipment into the test perimeter to
locate the exact polnts for well drilling and, eventually, to
drill test and production wells. The seismic crew began work
in June of 1978 and carried out geophysical surveys using
three methods: electrical resistivity, sounding and
refractory surveys. Mr. Souder, armed with his annotated
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aerlal photographs and maps, worked with the crews and
indicated where the surveys should be made. Work contilnued
until 1t was shut down by muddy conditions in August. The
work started up again in October and continued into December.
Numerous positive locations were found and marked for test
drilling as soon as the drilling rig could be made available.
The rig was, in fact, made avallable in December and test
drlills were done. Test drilling continued sporadically until
April 1979. Although there were numerous dry holes, a
conslderable number also gave 1ndicatlons that useful amounts
of water could be produced. After additional aralysis, 1t
was determined that a total of seventeen posslble points
could be developed as producing wells. The development
itself could not be started until after June 1979, which puts
it into the next contract perlod.

(d) Surface Water Points

Surface water points, which are made
by deepening a natural depression where water tends to
collect durlng the rainy season and, sometimes, lining 1t to
prevent or reduce drainage, are highly regarded in range
management because of their relatively low cost, the absence
of operating costs and mechanical breakdowns (as opposed to
pumps, for example), and because they are not "permanent."
This means that they do not, or need not, provide water year
round and can be programmed to run dry at a certaln point so
that livestock wlll move away. From the standpoint of range
management, this system stops further consumption of the
forage 1n the area, permitting 1t to survive and regenerate.
During the early months of the contract, considerable
attention was given to surveylng existing surface water
polnts (marres) to determine whether they might be made to
last longer into the dry season through deepening and/or
lining with bentonite or plastic sheeting. No actiovn
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resulted, but when the test perimeter was planned and laid
out on maps, severecl surveys were done to locate potential
sites for surface water points.

The original range management plan called for fourteen
surface water polints. As time went on and emphasis was
placed on the firebreak program, the number was scaled down
to five and eventually to one. The detalled design work for
the water polnt was done by Dr. Naylor, Ms. Wilkes and the
Constructlion Engineer, Mr. Wagner. It was determined that
the soll at the site chosen was such that it could not hold
any reasonable natural slope under pressure from grazing
animals; thus, an arrangement to keep the animals away would
be required, along with a hand pump to deliver the water. It
was further devermined that no mechanical equipment could be
obtained; 1t was necessary to design and build something by
hand, a very largec undertaking. The design called for three
inter-linked cisterns with a total capacity of 1,500 cubilc
meters of water, enough for five hundred animal units for one
hundred days.

Construction started in April 1979 and did not go well.
Trying to construct a clstern of this size by hand, thirty
km from the base of operation with limited supplies and
transportation proved to be slow work. It was not completed
by the time the rainy season came, and when the rains came,
the cisterns started to fill up and then caved 1n, since
there had not been any opportunity to provide lining. Repalr
work and lining with mud bricks continued after the rains,
but the whole effort turned out to be a lesson in how not to
build surface water points. Unfortunately, it was not
possible to bulld any additional, improved surface water
points during the 1life of the contract.

(e) Grazing Associations

As noted above, planning and
assistance in forming herder grazing associatlons was the
responsibility of the Malian staff and Jacques Baudry, the
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FAO soclologist, but the Chemonics team, mainly Dr. Naylor,
provided some technical input. The program appears to have
been qulte effective: the assoclations did provide large
amounts of labor to build the secondary and tertiary
firebreaks. Over the months, as the various interventions
were being implemented, Dr. Naylor met with the associations
to present the range management plans and especially the
rest-rotation schemes which were to be put into etfect once
the new wells were in operation. Generally, the plans were
well recelved.

(f) Comments

During the first two years of the
contract period, Sahel Grazing was considered to be the most
troubled and least effective of the three major project
activities. Certainly the management and logistics problems
which plagued the project as a whole were most serious with
respect to thils activity. Further, Chemonics' personnel were
less sultable and less effective in this activity than in the
other two. A notable exception to this statement is Dr.
Naylor, but unfortunately, he came late to the activity and
all too soon reverted to the status of short-term specilalist.
Thus hils service on the project was intermittent. On the
other hand, as the above narrative shows, a considerable
amount of work was done and the stage was set for a great
deal more in the final years of the project. Unfortunately,
USAID decided that although the Mali Livestock II project
should continue on an interim basis, initially for one year
and eventually for three and one-halif years, very limited
resources would be devoted to the Sahel Grazing Activity
because of management difficulties and what were perceived to
be meagre results. Thus, after June 1979, Chemonics was
limited to short-term personnel in Dilly, notably Dr. Naylor
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and Mr. Dupuy, Hydrogeologist, and ﬁheir work merely served
to complete that which was begun earllier (e.g., the wells).
Form the perspective of 1983, this result seems to be
regrettable.

4, New Lands

a. Introduction

The New Lands activity was a separate
activity, not really related to Training and Communications
or Sahel Grazing, but grafted onto the Mali Livestock II
Project for administrative convenience. We believe that this
was a good approach. New Lands required a very high level of
logistic support, which could be given with relative
efficiency under the umbrella of a larger project.

Attempting to implement this project independently would have
been extremely costly.

New Lands represented a very innovative approach to
dealing with the problem of trypanosomlasis, the vector-borne
cattle (and human) disease which prevents large areas of
Africa from beilng effectively used for livestock production.
Two approaches are used to combat it: eradication or control
of the vector, the tsetse fly (Glossina); and the treatment
of cattle, elther to protect them from the disease or to
attempt to cure it after infection. Tsetse fly eradication
or control programs are lnevitably expensive and not always
successful, especilally in the long run, because of
reinfestation. They also have serious ecologilcal
consequences.,

Large areas of Mali, in the southern, higuer rainfall
areas, are known to be 1nfested with tsetse flies, which does
inhibit the production of cattle, especially the more
productive Zebu cattle. There is, therefore, a definite
desire to reduce or eliminate the disease. The New Lands
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activity was aimed at determining the extent of tsetse fly
infestation and trypanosomiasis 1in southern Mali and the cost
of eradication or control. Further, 1t was 1lntended to
determine the benefits of such a program, by determining,
first, the costs of infrastructure and other developments
needed to take advantage of disease control, and then, the
economic benefits which would result. In other words, it
represented a possibly unique effort to make an economic
decislion whether to embark upon a tsetse fly eradicaiion

program.

b. Pre-Contract Evolution and Contract

Provisions

The 1975 Project Paper summarized the New
Lands Activity as follows:

3. New Lands Activity: Through tsetse fly eradication
and land use management, open new lands to cattle
production. In a two phase program: (a) develop Malian
capacity in tsetse fly survey and eradication and aid in
the completion of 1in.tial ecological and land use
planning studies, and; (b) financial and technical
assistance 1n tsetse eradication and land development in
an area to be selected 1in the higher rainfall zore.
Funding for the first phase 1s included 1n the present
Project Paper and would be obligated upon conclusion of
the Grant Agreement. Funding for the second phase is
recommended for authorization in the Project Paper with
obligation (by means of an amendment to the Grant
Agreement) subject to the completion of the necessary
technlcal and socloeconomic studies and the preparation -
of detailed plans.

The New Lands Activity 1s discussed in detaill on
pp. 29-42 of the Project Paper. It provides interesting
reading. Phase I actlvities, essentially :he survey and
analysis phase, are further described as follows.

a. Conduct general fly surveys and map location of the
different fly specles and assoclated vegetation

conditions;
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b. Conduct studies of fly ecology, identifying
preferred habitat and feeding and breeding patterns in
order to identify the most sultapble technique of
eradication, prevention of reinfestation and
survelllance to assure sites remain fly free;

c. Develop land use plans and estimate cost of fly
control/eradication and those of necessary physical
improvements; and

d. Select 1nitial site for test operations, conduct
detailed site survey and develop plans lncluding cost
estimates and feasible analysils for the test site.

Activities a and b will be carried out by the Entomology
Section of C.V.L., activity c¢ jointly by OMBEVI and IER
and activity d in a collaborative fashion between the
three agencies and AID.

An important aspect of the preparatory work related to
the planning of a test site will consist of the plans
and preparations carried out by the GOM for the
management of the site after 1t has been developed.
Such plans will, of course, be based in part upon the
results of the surveys and the physical planning of the
project. In addition, however, the GOM will need to
address such questions as the utilization of the site as
between livestock and crop production purposes, which
ethnic groups will be eligible to utllize the sites,
pastures and land and 1n what manner, how the site will
be administered, including the participation of
communities themselves, and what incentives, facilities
and regulations will be required to protect the newly
opened areas from overstocking and environmental
degradation.

Phase II 1s described as the test control/eradication
activity, in other words, implementation of an actual
eradication program to test 1ts effectiveness. Three
alternate sites for the test eradication work are suggested,
with a map giving the general locatlions. The map is
reproduced on the following page because the three alternate
zones were the basis of the project work performed by
Chemonics and Malian staff. However, 1t should be noted
that, in the Projéct paper, the three zones were offered as
part of Phase II, the test eradication phase. Apparently,
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they were not to be used as a basils for Phase I, which was to
be carried out either without geographic limit, which is
difficult to imagine, or in all three alternate zones.

The 1institutional organization of the work, as set out
in the Project Paper, called for entomological studies to be
carried out by the Central Veterinary Laboratory (CVL), and
economic studies by OMBEVI and IER. It was recognized that
the management of a large fly survey effort would put a
severe strain on CVL, which was not set up for such field
operations, but the conclusion was that CVL would benefit
from the experlence. The plan callec for CVL to employ three
senior tsetse fly speclalists, including one survey and one
ground spray officer, although there was no indication where
these three Malian officials would be found. For technical
assistance, a three-person entomologlical team wac proposed,
one Glossinologist, one Protozoologist (to study the
incidence of the disease) and one Tsetse Eradication
Operations Officer. Significantly, although the Project
Paper recognized the importance of the Protozoologlst, the
position was not provided in the AID funding; it was to be
financed by "another donor." Eventually, no other donor
was forthcoming and the position was added to the Chemonics'
team, but unfortunately not until late in 1979. With respect
to the economic and land-use studies, the Project Paper was
not very clear on the technical assistance requirements,
because it was thought that this work could in some way be
combined with other land-use survey and planning work
contemplated for AID flnancing. Clearly, at the Project
Paper stage, economic and land-use work was expected to be
very elaborate indeed.

By the time the Chemonics contract was negotiated in
February 1977, the New Lands Activity had evolved to a
considerable extent. Another contract, with Texas A and M
University, had been negotiated and signed in AID/Washington,
with little consultation with AID/Bamako or the GRM. It
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provided for research into tsetse fly behavlior and potential
eradlcation and was also based at CVL. The idea of including
economic and land-use work in the large, AID-financed, land-
use program had been discarded, presumably because that
project was delayed. Thus, the economic work was included in
the Chemonilcs contract. The concept of three alternate zones
" was retalned, as were the exact locations of the zones, 1in
splte of adjustments 1n the boundaries made by the Earthsat
Corporation Study. The use of the three alternate zones was
moved forward to Phase I. Chemonics was asked to provide
threes advisors: two Entomologlsts, one of whom was
experlenced 1n eradication and control, and one Land-Use
Economist. No Protozoologist was 1ncluded, as indicated
above, largely because the position was omitted from the
Request for Proposals and because none of the negotiators of
the contract, American or Malian, was fully aware of the
importance of that position. The scope of work set out in
the contract follows:

1977
Ce New Lands

(1) Studles in the Three Projected Areas

In order to permit the GRM to select one
area among three candlidate areas for detailed study and
possible test eradicatlion program, a serles of studles
wlll be carried out. The studies will be carried out
under the overall direction of the CVL. The Contractor
will be responsible, under the CVL and the project
director for the New Lands Activity, fo. ensuring that
the studies are carried out, elther througzh his own
efforts working with project staff, or by cocrdinating
the studles carried out by other entlities, Malian or
forelgn. The studles include (a) overall studles of the
three areas already carried out by Earthsat, (b) tsetse
fly surveys, (c) geographlc access studies.

(2) Land Use Studies

The contractor willl assist in
establishing a supplemental tralning program in land use
studles at the IER and will assist in land use studies
in the three candidate areas.
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(3) Selection of a Test Area

On the basis of the above studies, the
Contractor shall assist the GRM to select one of three
projected areas for further intensive study and possible
eventual trial eradication program. ’

(4) Further Studies and Cost Benefit
Analysis

Following selection of the area, the
Contractor shall assist in the planning and
implementation of a series of more detailed studies into
the approach and costs of an eradication program, the
development requirements and development costs needed to
optimize the returns from the eradication program and
the benefits to be realized for the selected area.

(5) Studies of Trypano-Tolerant and Trypano-
Sensitive Animals

The Contractor will assist in the
planning and implementation of a research program
comparing the performance of these two types of animals
under traditional and improved livestock production and
management conditions in tsetse-infested areas.

1978 and beyond

C. New Lands

After the choice of the test area, the
Contractor will conduct detailed studies which will
include: ecological studlies, entomological studies, and
the preparation of a distribution map. of tsetse fly
species. The Contractor will collaborate with the Texas
A&M proJject located at the CVL which will determine
improved eradication techniques for tsetse flies.

The Contractor will assist with the cost-
benefit determinationc of an eradication program in the
test area.

The Contractor will participate in the
training of Malian personnel involved in the eradication
program.

The Contractor will assist the IER in the land
use planning studies to determine the optimum
utilization of the new lands in the test area.

The Contractor will participate in testing the
eradication techniques on small parcels of land to
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determine the efficlency of the eradication techniques
and their effects on the environment.

The Contractor will be responsible to assure
that the research on the two types of cattle (trypano
tolerant and trypano susceptible) is being conducted.

It is understood that, if the results of the
studies mentioned above establish the feasibility to
conduct an eradication program on a larger scale, a
contract extension will be put into efffect.

C. Preliminary Work--Summer of 1977

Because of changes 1in personnel and prior
commitments of those eventually selected for the three
technical assistanc2 posts, the three long-term New Lands
team members did nc¢t arrive in Mall until late August and
early September 1977. To avoid a five-month loss of time,
Chemonics brought in a short-term Entomologist experienced in
eradication techniques, Dr. Wayne Crans. Dr. Crans spent
considerable time with the newly appolnted Chief of the New
Lands Activity, Dr. Telly, laying out general plans for the
tsetse surveys. He also prepared and obtained approval for a
long list of supplies and equipment, from camping equipment
to small boats to laboratory equipment, needed for the
surveys and subsequent analysis. Although these had to be
financed out of the Joint Fund, not the Chemonics contract,
Chemonics was asked to undertake the procurement. (This
procurement incidentally resulted in Chemonics' establishing
a Procurement Department and undertaking procurement work
outside its technical assistance contracts.) The advance
work done by Dr. Crans permitted the survey operations to
begin relatively quickly after the arrival of Drs. Okiwelu
and Van Wettere in August 1977.

d. Personnel

As noted, the long-term personnel arrived 1n
late August. Two Glossinologists, Dr. Okiwelu and Van
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Wettere, were responsible for the tsetse surveys, working
under the direction of Dr. Telly and, initially, with only
wne. counterpart, M. Boure. The team was well chosen 1in that
Dr. Wettere was very field-oriented and did an excellent job
of organizing and managing the logistics of the field work.
Dr. Okiwelu was an experienced scientist who ensured the
quality of the survey work and eventually, the laboratory
work, and undertook most of the report writing. The Land-Use

Economist was Dr. Jerome Baiman.

e. Selecting the Zone: Entomology

The first task was to conduct entomological
and economic surveys of the three candidate zones in order to
recommend to the GRM and USAID a single zone for detailled
study and, presumably, eventual tsetse fly eradication and
economlic development. Since the entomological and economic
activities followed separate paths and resulted in separate
reports (and even different recommendations), they are

discussed separately.

(1) Extent of the Task

The task of conducting tsetse fly surveys
in three candidate zones was very large indeed, much larger
than had been imagined at the time of contract negotiation or
project formulation. We suspect that none of the individuals
actively involved in the project design had undertakgn
on~-the-ground tsetse fly surveys over a large area (totalling
over 40,000 sq.km. or 4,000,000 ha.) in a country like Mali.
Most tsetse surveys are either from the air, based on
vegetation patterns, etc., plus very small area ground work,
or are carried out on the ground in relatively small areas.
These New Lands surveys had to be detailed enough and cover
the area well enough to permit solid analysis of the location
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and intensity of the tsetse fly population. The Chemonics
team, working with Dr. Telly, had to assemble all necessary
equipment, engage a team of capturers, techniclans and
support personnel, train them, and mount extended trips of
twenty or more persons in 1lsolated areas of the country to
collect flies in sufficient cguantity to permit analysis.
Under primitive field conditions, field notes had to be
prepared, specimens preserved and initial analysis

performed.

(2) Organizational Arrangements

The original intent was to have the CVL
manage this work and, presumably, to house the activity at
CVL's modern laboratory facilities. However, the individual
appointed as Activity Chief, in July 1977 was Dr. Ahmadou
Telly. Dr. Telly had a strong preference for locating the
work in the compound of the Livestock Service in Baiiako, '
largely because he wanted to operate as independently
as possible from the Director of the CVL. At the same time,
although the CVL had laboratory space, it did not have office
space in surplus and, as noted elsewhere, the Director felt
the need to collect major financial contributions from any
activity using the facilities in order to meet the CVL's very
large operating costs. Thus, there was no question of
locating at CVL. For the flrst several months, the activity
was located at Sotuba with the Training and Communications
Activity; in January 1978, it moved to newly vacated space in
the Virology Lab of the Livestock Service in Bamako. This
provided space to support the survey work, and also the
economic work, but was inadequate for a laboratory. It was
not until late 1979 that more space could be made available
and a laboratory set up. '

The activity was directed by Dr. Telly, who exhibited
vast energy in obtaining resources to hire and clothe the
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capturers and other field personnel, provide training and
keep the survey work going. 1Inevitably, there were never

enough resources.

(3) Preparations

In September and October 1977,
preparations for the fleld work were carried out. These
consisted of receiving and organizing equipment sent from the
United States, designing the traps (a minor modification of
Challier traps developed in Upper Volta) and supervising
local manufacture of over one hundred of them, selecting and
training capturers &nd general planning. In October, several
one-day trial surveys were undertaken in various locations of
Zone 1. Numerous riverene species of tsetse (G. palpalis and

G. tachinoides) were caught, but none of the savanna species,

G. morsitans. The trilals were excellent practice and also
demonstrated the need to live 1in the field, because flies are

most active and subject to capture in the early morning.

(4) Methods Used

Survey methods differed over time, and on
the basis of local conditions, but were generally as follows.
A survey team consisted of one Chemonics team member as
leader with one counterpart, (either Dr. Okiwelu, Dr. Van
Wettere, or Dr. Crans, who returned and participated as a
short-termer) one or more techniclans, up to twelve or
fifteen capturers, plus support personnel (camp boys, cooks
and drivers). They would move to and set up camp in a
preselected location. Movement would be by truck, when there
was one avallable (Chemonics rented trucks on numerous
occasions when the project truck was broken down or diverted
to other use) and several landrovers. Each morning or
evening, the capturers would put out the traps or, if they
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were already in place, would check the baskets for flies.

The flies would be collected and brought to camp for
preliminary identification and storage. The traps were moved
frequently and generally visited every twenty-four hours. 1In
addition to the traps, a variety of other collection methods
was used, including capture by hand net using as bait either
a black cloth carried by two other capturers, the back of
another capturer, the back of a vehicle or a cloth carried on
the back of a bicycle. The team requested balt oxen on
numerous occasions, since these are very effective in
attracting tsetse files, but the project never supplied them.
The capturers were also trained in the art of searching for
pupae of flies on the ground or on trees, and this method was
used at times. Obviously, 1t was important to keep exact
field notes on where traps were placed, what flies were
caught on what day, and the detailed results of the other
search mehtods. Because of the difficulty of field
operations, and human error, there were instances where field
records were 1lmproperly kept or lost. It became evident that
strict quality control is difficult but essential in surveys
of this kind.

The specimens were dissected and analyzed, and reports
written on the results back at the office. Chemonics
personnel, particularly Dr. Okiwelu, were kept busy providing
reports on various aspects of the surveys and their results.
In all of this work, close liaison was maintained with the
Texas A & M team working at CVL.

(5) Surveys

) Full-scale surveys started in November
1977 (only two months after the arrival of the team) and were
carried out as “ollows: Zone 1, November, re-surveyed in
March 1978; Zone 3, December; and Zone 2 in January and
February. 1In March 1978, an evaluation of the survey work
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was carried out at OMBEVI, and the work was well accepted.
During the evaluation, the team took the opportunity to point
out the logistical problems it faced in carrying out these
surveys. They centered around inadequate transportation,
including the frequent lack of an appropriate truck to carry
equipment (carrying the equipment by landrover was tried, but
was most unsatisfactory), lack of personnel, inadequate
equiprnent for personnel (even boots for the capturers, who
had to work all day in the bush) and, most importantly,
radios for the vehicles. Some improvements were made, but
the supplies and equlpment were never really adequate for the
task.

(6) Report and Recommendations

A report on the results of the surveys
was prepared in April and May, and submitted in June 1978.
Writing, translation and production under the conditions
which prevailed was a major task. The fifty-page report set
out all of the results, including notations where inadequate
recording of data left blank areas, and made its
recommendations. The recommendation was that Zone 1, along
the Niger River north and east of Bamako, be selected on the
basis of the probability of a successful tsetse control
operation (it has a northcrn edge free of tsetse),
comparative costs and other factors. The report noted that
1t might be desirable to adjust the boundaries of the zone,
since the original boundaries were arbitrary and provided no
natural barrier to reinfestation to the south.

f. Selecting the Zone: Socio-Economics

The work of the economics team did not go
necarly so well, in part because of difficulties with the
institutional arrangements, and in part because of problems
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with the first Land-Use Economist, Mr. Baiman. Although the
socio-economic work was to take place at IER, and IER was to
provide both counterparts and 1ndiv1dgals to be trained in
land~use surveys, IER did neither. 'The project was advised
that no office space was available at IER and no trainees
could be provided. Only one counterpart, Mr. C. Kamate, was
provided, meaning that the entire soclo-economic team
consisted of two people,

Nevertheless, the team started work on three fronts.
First, library research was performed on the economic
parameters of each of the three zones, mostly by M. Kamate.
He faced many problems, including the unavailability of
coples of existing reports and refusal in many cases to
release documents. Another major problem which made all of
the economic work much more difficult was the fact that the
boundaries of the candidate zones did not follow
administrative boundaries, so that existing data, alwa&s
based on administrative units (cercles and arrondissements)

never colincided with the candidate zones. Chemonics made
several efforts to change this, by proposing zone
realignments to conform to administrative boundaries, but all
such proposals were rejected. It should be noted that the
zone boundaries were not particularly well-sulited to the
ecological work either, since they followed neither natural
ground features nor possible natural tsetse fly barriers.
They were totally artificial lines on a map, like many
political boundaries.

The second approach was field work. A questlonnaire was
prepared by Messrs. Balman and Kamate. With the land-use
team travelling and sharing camping facilities with the
entomological teams, the questionnaires were admlnistered to
large numbers of villagers in the zones. In January,
Chemonlcs was able to employ Dr. and Mrs. Gerald Cashion,
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Bambara-speaking sociologists, to assist in the surveys,
which helped considerably. A great deal of raw data was
collected.

The third thrust, proposed by.the Chief of Party, was to
interview !"nowledgeable people. living in Bamako but
originating from key areas of the candidate zones, on the
soclo-economic aspects of their home areas and the attitudes
and desires of the people. This was tried once or twice, but
was opposed by Mr. Baiman and others as not being adequately
scientific.

In March 1979, the New Lands evaluation meetinyg was very
critical of the socio-economic work, commenting unfavorably
on the lack of involvement of IER and also the content of the
questionnaire and some of the survey methods. It was also
felt that the process was taking too long and that the
selection of the zone would be unreasonably delayed. This
prophesy turned out to be all too true. The field surveys
were completed in April and Mr. Baiman began the task of
tabulation and analysis of the data. Although he worked on
this effort through May and into June, little progress was
made, in part due to i1llness and in part to personality
problems which finally resulted in a Jjoint GRM/Chemonics
declision to remove him from the project. This was done in
late June, and Dr. Reeser, the Chief of Party, took over the
work, with Mr. Dupras from the Chemonics home office taking
over the Chief of Party duties on an interim basis.
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With Dr. Reeser in charge, the land-use effort was
considerably reorganized. A comprehensive report outline
was prepared as well as a new research plan, based in part
on Mr. Baiman's data, but also on a great deal more document
research. Some input was obtained from IER, in the form of
discussions and approval of the research plan and outline,
and the provision of two new IER counterparts, Messrs.
Klengolo Traore and Ousmane Sanogo. Dr. and Mrs. Cashion
remained to assist in the reformulated effort. Following
the research, sixteen criteria for zone selection were
developed, scored 1 0 10, and applied to each of the three
zones. Jn the analysis, it was determined that Zone 2, the
Boucle de Baoule region, was the first choice, followed by
Zone 1. The actual report, in English and French (as with
all Chemonics reports under the contract) was submitted in
September with the above recommendation. The report,
submitted in fifty copies, was about 160 pages long. It
included, for each of the three zones, estimates of area,
population, crop production, livestock numbers (by type),
and descriptive material on water resources, infrastructure
and socio-economic parameters. The report was discussad and
evaluated in October and the content and methodology

approved.

g. Selecting the Zone: The Decision

The Malian Committee for the Coordination of
Studies in Agricultural Development, charged with the
selection of the zone based on the recommendations of the
New Lands Activity, met on November 28, 1978, and selected
Zone 1, thus basically accepting the views of the
entomological team over the socio-economic team. The effort
of carrying out the preliminary surveys and writing the
reports to assist in decision-making, and the
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decision-making process itself, took fifteen months from the
arrival of the Chemonics team members assigned to the worl.
In the course of doing the work, however, a great deal was
learned, both about the socio-economic and tsetse fly data
in the areas and about the process of carrying out surveys

in rural Mali.

h. Detailed Studies in Zone 1l: Entomology

The entomological team took advantage of the
six-month period between the completion of its initial
report and the decision on Zone 1 to provide more training
to personnel and to carry out additional surveys and
research on various aspects of tsetse fly infestation in
this part of Mali. One output was a twenty-two page paper
by Dr. Okiwelu on tsetse control, as well as shorter notes
on the control of trypanosomiasis and animal health in
general. Time was also spent iu working with Chemonics'
Procurement Department to purchase additional laboratory
equipment to support the surveys and related research.

Once the zone was selected, it was necessary to begin
detailed surveys in that zone, but the team was faced with
very serious shortages of personnel and materiel. The main
problems, as usual, were vehicles and camping equipment.
The camping equipment had been subject to very hard use
during the initial surveys, and some of it was damaged,
destroyed or lost. With larger teams, and the
socio-economic team as well, it was necessary to order more,
as well as more durable, equipment, able to take the heavy
punishment involved.

In January, the entomological team began extensive fly
surveys in the area to the south and east of Zone 1, in an
effort to obtain fly distribution data and, more
importantly, to find a natural barrier to reinfestation

which would justify moving the boundary of the zone. The

127



surveys lasted most of the spring. Valuable data was
obtained, but no natural barrier was found, so it was
decided not to change the zone, at least not for
entomological reasons. A twenty-six-page report of the
surveys and results was presented in May.

With the Chemonics contract coming to an end in the
spring of 1979, and no assurance that it would be renewed
or, if renewed, that the New Lands Activity would continue,
no major effort was made to carry out the detailed surveys
in Zone 1 itself. Rather, efforts were concentrated on
finding laboratory space, training new personnel recruited
and hired by Dr. Telley, and planning for the detailed
surveys should the contract be extended.

Thus no detailed entomological studies of the selected
zone took place during the initial two-year period of the
contract. The preliminary studies aimed at selecting the
zone had taken far more time than planned, although, in
retrospect, the planned time frame had been unreasonably
optimistic. Six months were lost while the socio-economic
team caught up, and the zone was selected, and the final six
months were used for the important, although secondary, task
of surveying outside the zone in hopes of finding the
all-important natural barrier to reinfestation. Finally,
the Fact that the contract was coming to an end cost time

due to uncertainty about future funding.

i, Detailed Studies in Zone l: Economic

In January, 1978, Dr. Reeser and his
counterpart made an extensive analysis of the requirements
and available resources for the economic study. As noted
above, the requirement was to prepare a development project
for the zone which would allow Mali to derive maximum
benefit from a tsetse fly eradication program, or some other

program to reduce the incidence of trypanosomiasis. The
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program was to permit a major expansion of Zebu livestock
production in the zone. Based on that production effort,
and the trypanosomiasis control program recommended by the
entomological section, cost estimates for both programs were
to be prepared and a calculation made of the potential
benefits in order to justify both programs. Dr. Reeser and
his counterpart determined that there were too many gaps in
the information available in Mali (on costs of production
for example) and too many variables in the equation to
permit the job to be done in any reasonable length of time
with the available resources. They proposed to begin the
overall work, but at the same time, design and implement a
series of mini-projects in a single area (Segou Cercle) to
yield some of the basic data. Coénsiderable work was done on
this concept, including field work in the Segou area during
the spring. However, in late spring, the Project Direction
decided against the mini-project concept and decided that it
wished to remain with the original approach, assuming the

renewal of the Chemonics contract.

j. Trypano-Sensitive/Tolerant Cattle

The Chemonics contract contained a require-
ment to carry on research on the relative productivity of
trypano-sensitive (mainly Zebu) and trypano-tolerant (mainly
N'Dama and N'Dama crosses) cattle in a tsetse fly area. The
objective was to determine if improved animal husbandry with
the tolerant N'Dama breed, which can survive in the tsetse
zone, could accomplish increases in livestock productivity
which would otherwise be obtained through tsetse cuntrol.
Chemonics considered this an interesting project activity,
and was more than willing to undertake it. 1In our contract
proposal, we suggested adding a young, French-speaking
veterinary paramedic to the team to work with local staff
and, if possible, counterparts from CVL, to carry out the
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work. In negotiations, the GRM left the requirement in the
scope of work, but declined to approve the assignment of the
para-vet on the grounds that Mali has many under-employed
veterinarians. As the project progressed and the Chemonics
team, especially the Chief of Party, became heavily burdened
with the work at hand, Chemonics decided it preferred not to
undertake this work without an expatriate coordinator.
Therefore, with the assistance and cooperation of the
Project Direction, the task was shifted to CVL and the Texas
A&M (TAM.I) Leam,

k. Comments

Although the work was considerably delayed,
the New Lands Activity was able to produce two excellent
reports on the selection of the zone. As the first coatract
period ended, the entomolocical section was ready tc proceed
with the detailed surveys. The need for a protozoologist
had become obvious and the Project Direction was prepared to
add one if the contract was renewed. The sccio-economic
work, which had been off to a good start, came to a
standstill. The situation was made worse when the GRM
advised Chemonics that, even if the contract were renewed,

it preferred another Land-Use Economist to Dr. Reeser.

5. Construction

The Mali Livestock II project called for a large
investment in construction, mainly of the new Training and
Communications Center at Sotuba, and additions, including a
small training center, at Dilly. Other construction
requirements included the surface water points at Dilly, the
Dilly Market, cattle trails, etc. It had been decided
before the preparation of the RFP that the technical
assistance contractor would not be asked to do the
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construction work. The decision was doubtless influenced by
the problems encountered under Project Mali Livestock I,
where the technical assistance contractor had been asked to
do construction, despite the fact that technical assistance
contracts are neither priced nor designed for this purpcse.
The construction was to be handled by the GRM and USAID,
and, incidentally, was to be well underway by the time the
contractor arrived., 1In fact, it was not. In an effort to
expedite the construction work, Chemonics was then asked to
provide a Construction Engineer whose role, essentially, was
to act as a catalyst among the Project Direction, USAID, the

consulting engineers (normally Genie Rurale, the Rural

Engineering Service of the Ministry of Rural Development)
and the construction contractors. Chemonics provided the
services of Mr. John Wagner, who arrived in July 1977 and
did serve as an effective catalyst in the process.

In the following discussion, each of the major
construction projects is briefly presented, with emphasis on
the role of Chemonics. It should be noted that, in addition
to the major construction projects, Mr. Wagner assisted with
a great many other activities, such as house and =—ehicle

maintenance programs.

a. Sotuba Center Construction

This was a very major construction
undertaking. The plans called for a total of over twenty
buildings to house the center. It had been decided to
engage Genie Rurale to do the detailed design work, prepare

the tenders, select the contractor, with input from the
project, and oversee the construction. For well over a

year, Mr. Wagner worked with Genie Rurale to motivate them

to complete the design work and to help settle disputes
between Ger.ie Rurale and the project over fees and similar

matters. In December 1978, the plans were completed and
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submitted to the Project Direction and USAID for approval.
The USAID Agricultural Development Officer requested a
number of changes. For two months, Genie Rurale refused to
do any further work until both USAID and the Project
Direction agreed that the changes should be made. Agreement
was transmitted to Genie Rurale in March 1979 and the plans
were finished in June 1979. A very long delay indeed.

b. Sotuba Center Boxcar Storage

The project and its various activities were
always short of storage space. Chemonics rented warehouse
space for much of its equipment, and in the beginning,
material was stored in one of the rooms at the temporary
center at Sotuba. In an effort to alleviate the shortage,
USAID took advantage of an offer of surplus American boxcars
available for the cost of transportation only. USAID
ordered the cars and they were delivered in March 1978. Mr.
Wagner spent several months on a part-time basis arranging
the assembly of the boxcars at the rail yards, preparing the
site and installing the concrete platforms to hold the cars.
After installation, a further effort was reguired to punch
and bar ventilation holes and install shelving. When the
work was completed, the boxcars made quite serviceable small
warehouses, but it was undoubtedly a rather time-~consuming

and expensive way to obtain storage space.

c. Dilly Construction

Over the two-year period, numerous efforts
were made to (1) upgrade the newly built banco buildings at
Dilly, (2) improve the guest houses used by Chemonics
personnel, (3) build at least two new, quality houses for
Chemonics expatriates and (4) build a training center and
support buildings. Chemonics succeeded in upgrading the
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banco houses to some extent, and one served as housing for
Dr. Naylor during his entire assignment at Dilly. The guest
houses were never improved, mainly because the Project
Direction objected to Chemonics' changing buildings provided
by the FAO. On the major construction projects, Mr. Wagner
prepared numerous basic designs and spent considerable time
both with Genie Rurale and with private contractors trying
to get detailed designs and cost estimates. Although much
work was done, the actual construction was not performed
because USAID became disenchanted with the Sahel Grazing

Activity and was reluctant to finance major construction.

This failure to finance major construction at Dilly was
greatly resented by the GRM and made it even more difficult
for Chemonics to continue working in the area after June
1979.

d. Dilly Airstrip

The Dilly airstrip was the one construction
project on which Chemonics essentially acted as general
contractor, managing the entire project, doing the design,
obtaining approvals from the Civil Aviation Department,
contracting the heavy equipment and supervising the work.
The airstrip was not originally part of the project.
However, as work began at Dilly, Chemonics was concerned
about the amount of time and transportation required to get
people to and from Dilly, either by road (eight hours each
way) or by air (a flight to the Nara airstrip, met by a
landrover, and a ninety-minute drive to Dilly, thus a
three-hour round trip for the landrover, plus waiting time).
Among other things, this meant that a one-day visit to Dilly
allowed only four hours at the site, since it was necessary
to take off and land in Bamako in daylight. The
alternative, for a one-~day visit, was a three-day trip, one

day each way for coming and going by road. Further, there
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was a potential danger in having to evacuate someone who was
sick or injured within a reasonable amount of time and in
acceptable comfort.

Therefore, Chemonics proposed that the project build a
small-plane, laterite-surfaced airstrip at the center. The
proposal was accepted by the Project Direction in October
1977. Mr. Wagner worked with the Civil Aviation Department
and Public Works on the plans, and with Dilly Center
personnel on selection of a site, quite close to the main
buildings of the center. The assistance of the center was
also obtained in locating a source for laterite within a few
kilometers. In November, Mr. Wagner, who had been working
very closely with Public Works, discovered that a Public
Works bulldozer had suddenly become available in the Dilly
area and quickly made an agreement to use it and some trucks
to move laterite to the site. The agreement with Public
Works required Chemonics to supply all fuel, lubricants,
spare parts and food for the crews. These were assembled by
Chemonics in Bamako and loaded on a Public Works truck.
Unfortunacely, 10 km. out of Bamako, the truck collided with
a train, resulting in a total loss of the truck and cargo.
Chemonics had to replace all of the supplies, locate another
Public Works truck, and repeat the shipment. This event
delayed earthmoving operations until December.

The construction work was carried out in December and
completed in January. The resulting airstrip was 910 m.
long by 30 m. wide, with an additional 600 m. of taxiway.
The strip was laterite filled to a depth of 15 em. At the
same time, additional earthmoving was done at various points
around the center and a stockpile of laterite established to
support future construction projects. The entire cost of
the airstrip was about $50,000. It served as a model of
construction work, demonstrating what can be done if a
project is pursued with energy and efficiency.
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For the balance of the contract period, the airstrip
was used to support operations at Dilly. There were
maintenance problems, notably the frequent failure of the
center to keep the grass cut after rains.

Another annoying problem was - the tendency for project
drivers to use the airstrip as a drag strip, a practice
which damaged both the airstrip and the vehicles. It
ultimately resulted in a column by syndicated American
columnist Jack Anderson, who featured an article about an
"airstrip built in the desert by AID and used only as a drag
strip."” The criticism, used as part of a larger
condemnation of the AID program, was, of course, manifestly
unfair. In a single instance in the summer of 1978, the
airstrip justified the effort and expense when it was used
for the medical evacuation of a Chemonics team member, Ms.
Barbara Cashion, who was very seriously hurt in an auto

accident. The airstrip may well have saved her life.

6. Marketing

The marketing component of Mali Livestock II was
very limited. Chemonics' scope of work in this area was
buried in the contract under Training, Communications and
Research, as follows (see also the section above on Training

and Communications):

1977
(2¢) Livestock Marketing

The Contractor will assist in initiating a program
for the collection, analysis, and diffusion of
market information, including supply, demand

prices and other information from various livestock
markets. Further, he #ill assist in the training
of cattlemen, cattle traders and butchers.

1978 and Bevyond

The Contractor will give his assistance to the
collection, the analysis and the diffusion of
animal marketing informaticn.
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Chemonics provided the services of a Marketing
Economist, Mr. Louis Balmir, to carry out this scope of work.
Mr. Balmir arrived in Mali with the first group, in May
1977, and was requested by the Chief of Party to assist in
the project start-up work by interviewing candidates for the
local staff. Thus, he was somewhat delayed in embarking on
the marketing tasks.

In any event, he was in a difficult position. OMBEVI
had in place a marketing office, staffed by a combination of
Malian personnel and expatriate advisors under other,
non-AID projects. They were undertaking a variety of
research projects in marketing. There was considerable
skepticism, well-taken, about OMBEVI's chances for setting
up an effective marketing service, given the difficulty of
existing market controllers, stationed at improved markets,
in getting meaningful price and quantity information.
Chemonics decided that if would be best if Mr. Balmir, and
his counterpart, visit as many livestock markets as possible
as a first step. Accordingly, over the next several months,
field trips were made to three different regions of the
country and over twenty livestock markets were visited. At
the markets, which were mostly unimproved, local markets,
but sometimes improved and controlled markets, Mr. Balmir
and his counterpart observed buying and selling operations
and talked with the participants--herders, middlemen, final
buyers and butcher:. Considerable information was gathered
and put into detailed field trip reports. A fourth field
trip, to the Gao area, was postponed indefinitely in April
1978, when the Project Director requested that Mr. Balmir
concentrate his energies on the marketing aspects of the
Dilly program. Mr. Balmir accordingly spent much of April
in Dilly working with other team members and with Dr. Sy on
the plans for the test perimeter (see Sahel Grazing). He
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prepared a proposal with fifteen recommendations in
marketing cattle from Dilly. The proposal was subsequently
rejected by the Project Direction as too general. It was
revised to incorporate more specific suggestions, and at the
same time, a series of questionnaires was prepared to enable
market controllers in the Dilly area to gather market
information for broadcast by Radio Mali. Eventually, both
the overall program for Dilly and the specific program for
collecting and broadcasting information were rejected, and
it was decided that Mr. Balmir should leave the project.

In retrospect, Mr. Balmir's assignment was
ill-conceived. There was little chance that OMBEVI could
mount a market information program no matter how much
research and planning were done. Given the limited
resources available to OMBEVI, to do so would probably not
have been justified, unless a donor was willing to
underwrite the entire process. Even then, given the
preference of marketing participants for secrecy, and their
distrust of government intervention in the marketing process
because of the danger of taxation, such a program might not
have been very helpful.

It should also be stated that Mr. Balmir was not the
man to undertake this assignment. He carried out useful
field research, but his background and experience did not
prepare him for the bureaucratic manoeuvering which would
. have been necessary to get an action program launched. Nor
was he able to come up with proposals sufficiently specific
and detailed to permit others to take action. |

This form of marketing assistance was not continued in
subsequent contract periods. Chemonics' subsequent work in
marketing took the form of assistance to ECIBEV in the
feedlot and related marketing programs of Mali Livestock I,
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7. Small Ruminants

Small ruminants, mainly sheep and goats, are
important to the economy of Mali and other Sahelian
countries, but tend to be ignored by livestock development
projects. Such was also the case with Mali Livestock II.
This fact was recognized, belatedly, by USAID and the GRM,
and a special project aimed at small ruminants was developed.
The project was to take place in three phases: (1) the
collection, in Mali, France and elsewhere, of documents on
the subject of small ruminants, coupled with analysis of
their contents and the major gaps in the information
available; (2) an extensive field survey in Mali, following
the lead of a recent study by the French organization,
CEDES; and (3) a series of small, pilot development
interventions in the field designed to test possible
development projects. The project was designed to be
carried out almost entirely by Malian staff, with a total of
only twenty-four work months of foreign technical assistance
over a three-year period, compared with more than 700 work
months to be provided by Malian professional staff.

At the time of contract negotiations in February 1977,
and again during project start up in May 1977, Chemonics was
asked if it would be willing to undertake technical
assistance for Small Ruminants as an adjunct to its regqular
work under Livestock II. Although Chemonics had serious
doubts about the practicality of the project design, and the
ability of OMBEVI to mount the large efrort required, we
advised that we were interested.

A few months later, we were informed that
AID/Washington wanted to make the Small Ruminants Project a
Section 8A set-aside, i.e., for minority contrac’ors.
Chemonics pointed ou* that, although the potential contract
was a small one, it was definitely not suitable for a
set-aside because of the extreme difficulty of supporting
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the contractor's personnel in Mali, if not done as part of a
larger project, and because the contractor would have too
little input to be able to exercise control over the results.
Nonetheless, the project was made an 8A set-aside and RFPs
issued to 8A firms. Three responded. All recognized the
inadequacy of the twenty-four work-months of technical
assistance, and proposed much higher figures, the most
realistic about 123 work-months. The GRM rejected all three
as unresponsive and returned to the idea that Chemonics do
the work. This entire process was very lengthy, with delays
at each step of the way (including a month or more lost when
the proposals were mishandled between Washington and Mali).
The matter was ultimately left for the Chemonics' amendment

in the spring of 1979, covering the interim year.

8. Procurement

Chemonics established a Procurement Department in
the home office in Washington during the summer of 1977 in
order to respond to the request of the Project Director to
handle equipment procurement for the New Lands Activity.
During the balance of the first two-year period, Chemonics
was asked to carry out a wide variety of project
procurement, some of an emergency nature. One example was a
rush procurement, with delivery within a few weeks, of a
cattle scale needed for a marketing effort at Dilly. Before
the end of the period, Chemonics was also asked by the Chief
of Party of Mali I to undertake some procurement for that
project. This was done by charging time and other
procurement services costs to the Chemonics contract under
an agreement with the Project Director. 1In general,
procurement services were well performed and the project
enjoyed good support. Materiel shortages, which were
serious, were generally caused by the unwillingness or
inability of the project to authorize purchases rather than

by failures in the procurement system.
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9. Participant Training

The project included a significant level of
participant training, whereby Malians were sent to American
universities for training in range management and other
subjects. Some of the training was initiated before the
Chemonics team arrived. 1In any event, the project did not
require any assistance from Chemonics in this area, and, in
fact, Chemonics was frequently not informed of selections or
impending departures. We believe this is a mistake, since
the technical assistance contractor can play a useful role
in the process even if he has no formal responsibilities.

As the project progressed, some of Chemonics'
counterparts were selected for training in the United
States, such as Oumar Cisse, counterpart to Mr. Wilkes, and
Diarra Kieta, counterpart of Mr. Citron. In these cases,
Chemonics had a greater influence and the training was tied
more closely to the needs of the project. Chemonics staff
discussed the training with the candidates and made program
recommendations. These recommendations were discussed with
the USDA training personnel contracted by AID to handle the
training, and with personnel in the universities selected.
On the arrival of the participants in Washington, Chemonics'
home office supplemented the support given by USDA to ensure
that the participants had a meaningful experience while in
English language training. Once the Malians were at their
respective universities, contact, mostly of a personal and
supportive nature, continued. When they returned to Mali,
they were assisted with re~integration into the project by
Chemonics personnel. All of this assistance was provided as
part of Chemonics' normal work, and did not result in any

increased cost to the project.
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10. Evaluation

The Mali Livestock II Project had its early and
only evaluation during the first contract period, in the
summer of 1978, after one year of activity. The evaluation
was part of an overall livestock sector evaluation which
included Mali Livestock I and II, the CVL assistance program
(staffed by PASA personnel) and the TAMU contract. The
evaluation was a joint effort, with a large American
evaluation team assembled by the Consortium for
International Development and an even larger Malian team
with personnel drawn from every participating and interested
agency.

In Chemonics' view, stated at che time, the American
team had serious deficiencies. Its eight members were all
well qualified in their technical areas (agronomy, animal
science, sociology, veterinary medicine, entomology,
extension anl economics) but virtually none had ever had
extensive field experience in Africa under a host-country
contract, and only the team leader could speak reasonably
fluent French. Thus, the team was well able to detect
deficiencies in the relevant technical areas, but unable to
make recommendations for improvement which were feasible in
the context of the project. To our knowledge, only one team
member, the Economist, Mr. Sieber, gave significant
attention to this factor. Further, the Malian evaluation
team could not be expected to recognize the importance of
management deficiencies as a fundamental problem.

A second problem was the limited contact the evaluation
team had with the Chemonics team. The Chemonics Director,
and former Chief of Party, spent a few hours with the
evaluation team in Washington and again in Bamako, and the
team made brief visits to various activities, including the

one in Dilly, but this was not really sufficient.
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The third and most important problem was that the
Chemonics team never derived any benefit from the evaluation
work. There was no formal or informal meeting at the end of
the evaluation when the evaluation team gave its findings
and recommendations. Because of several controversies
between the evaluation team and USAID, no evaluation report
was ever published and even informal versions of the
individual papers were not made available. 1Instead, the
USAID Agricultural Development Officer decided to use the
results of the evaluation first as an input to a master
evaluation which he intended to issue, and then as an input
to a new Project Paper. The latter was finally completed,
some years later. The evaluation team did publish
informally a document entitled "Mali Livestock Sector
Redesign Report" (undated), which summarized very briefly
the redesign recommendations of the team and then included
copies of papers by the individual team members prepared in
August and September 1978. This document was never provided
to either Chemonics or the GRM in a way which could lead to
a consideration of the recommendations.

Nevertheless, Chemonics has reviewed this document with
some care. The comments and recommendations relating to
Mali Livestock II and Mali Livestock I (which is also
pertinent since Chemonics became technical assistance
contractor for that project in July 1979) are very uneven.

A few were followed by the team. But the great majority
represented good ideas which nénetheless would have required
major amendment in the project agreement and technical
assistance contract, the latter principally by adding more,
and more academically qualified, staff. There is no
recognition in most of the recommendations of the time and
intricate steps required to accomplish the changes. And, of
course, there was no comprehensive, integrated proposal, so
many of the recommendations are mutually ircompatible.
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As a result, a very expensive and time-consuming
evaluation had little or ro impact on the course of the
project for the next three years. It presumably had some
impact on the design of the follow=-on project, which finally
got underway on January 1, 1983.

We conclude our summary of activities, accomplishments
and failures during the first two years of the contract.

The following section covers the activities of the first

interim year, 1979-80.

c. Second Period, July 1979-June 1980

Amendment No. 3 funded technical assistance for the
first "interim" year, or third year of the contract.
Briefly, it stated that Chemonics would assume several new
responsibilities, notably, work for Mali Livestock I
(operation of the Tienfala Feedlot and accounting assistance
to ECIBEV) and the Small Ruminants Activity. On the other
hand, work on Sahel Grazing at Dilly was sharply curtailed,
and, in fact, had to be handled with short-term assignments
only. Training and Communications continued as before, and
New Lands was expanded with the addition of a long-awaited
protozoological component. Below we continue the discussion
of activities, following the general pattern of Section B

above.

1. Contract and Project Management

Amendment No. 3 provida2d for relatively little
change in contract and project management. The mcst
striking change, discussed under "Financial Management"
below, was a severe shortage of operating funds from the
Joint Fund. This shortage had a major impact on project

progress.
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a. Contract Mangement

(1) Personnel

Mr. William Crosson remained as Chief of
Party. In September 1979, Mr. Richard Pronovost replaced
Mr. Lewis Norton as Business Management Adviéor. In the
home office, Mr. Dupras was replaced by Ms. Sandra Miller as
Project Administrator; Mr. Teele remained as Project

Supervisor.

(2) Housing

One significant change in Amendment No.
3 was that Chemonics assumed the responsibility of providing
housing, which greatly strengthened Chemonics' hand in
dealing with the landlords. However, the uncertainties
regarding contract continuation in the spring had caused the
termination of many leases, and several new houses were
required. The task of getting them ready for occupancy,
without significant funds from the Joint fund, was onerous.
The problem was complicated by the fact that the electric
power supply in Bamako was very bad that year, rendering

uncomfortable housing even more uncomfortable.

(3) Furniture and Appliances

Although the size of the team increased,
it was not necessary to purchase additional furniture and
appliances; Chemonics was able to take over and recondition
a few sets used by Experience Inc. personnel under Mali
Livestock I. The poor power situation, which meant serious
power fluctuations, did cause severe damage to appliances

and required extensive repairs.
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(4) Vehicles

The vehicle situation in the project
remained poor, but the problem was at least acknowledged by
the addition of an Automotive Specialist to the team. This

topic is covered elsewhere.

(55 Supervision of Substantive Work

The task of supervising the substantive
work became even more difficult than before because of the
addition of more activities. Rather than three main
activities, there were five, plus several sub-activities and
support functions. They included: Training and
Communications; New Lands (Entomology, Protozoology and
Economic sub-activities); Sahel Grazing (Range Management
and Hydrogeology sub-activities); Marketing (Feedlot
Management and Business Management sub-activities); S3mall
Ruminants; and the vehicle maintenance and construction
support activities. This very wide range of activities put
a serious strain on the ability of the Chief of Party (and
the Malian Project Director) to provide substantive
supervision. The Project Supervisor, Mr. Teele, also did
what he could to assist from Washington and made several

tr.ps to Mali.

(6) Support gctaff

The increasing complexity of the work
resulted in a major increase in document publication, which
required bilingual secretaries and translators.
Unfortunately, for much of the period, the secretarial
situation was poor, with the top Malian secretary, Mme.

Guindo, on extended matern.ty leave, and anocher, Mlle.
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Danyoko, leaving Mali. There is a shortage of qualified
secretaries in Bamako, and the poor working conditions at
the OMBEVI office made Chemonics noncompetitive. The Chief
of Party did what he could with part-time help and other

imaginative solutions to the problem.

b. Project Management

(1) Institutional Arrangements and
Personnel

The only change in the institutional
arrangements for the second contract period was the
addition of ECIBEV, the implementing agency for Mali
Livestock I. Although the technical assistance contract
tended to lump together Projects Mali I and II (and Small
Ruminants), the GRM resolutely, and correctly, insisted that
they were separate projects. Therefore, it was necessary
for Chemonics to deal with three separate project directors
rather than one: Dr. Fernand Traore, Director of Mali II;
Mr. Macky Diallo, Director of Mali I and ECIBEV; and Dr.
Almouzar Maiga, Director General of OMBEVI, the de facto
Project Director for Small Ruminants.

At the activity level, the:e were few changes. M.
Sangare replaced Aboubacrine as Chief of the Sahel Grazing
Activity. Unfortuntely, the change did not bring a major
improvement in the management of that activity. Mr. K.
Wague was named Deputy Director of the Small Ruminants
activity, and a Deputy Lirector for New Lands, Dr. S. Maiga,

was also named, with good results.

(2) Lines of Authority

As a result of the amendment
negotiations and, to some extent, the amendment language,
the fact that Malian personnel were in charge of the project

work was somewhat clearer and better understood than before.
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(3) Financial Management

The project faced very severe financial
problems during the first interim year. There were at least
two reasons. First, because of high expenditures from the
Joint Fund and poor financial management and reporting,
USAID became more demanding of documentation before it would
release monies to the Joint Fund. Further, the Joint Fund
protocol called for ever-increasing Malian contributions to
the operating costs of the fuud (the other cost elements
were one hundred percent USAID-financed). The GRM had
difficulty meeting its increasing share and did not do so,
with the result that USAID had another reason to delay
payments. Secondly, since it was an interim year, USAID
insisted on minimizing costs, both capital and operating, as
much as possible. The result was a lack of operating funds
in every activity, which caus:d work to be seriously
delayed.

One example was the New Lands survey program; many
months were lost because there was no money to pay per diems
for Malian staff, to purchase fuel, basic equipment or even
medicines for the first aid kits. 1In a few instances,
Chemonics resumed the practice of making advances to
activities so that the work could go on.

With respect to management of the funds, considerable
improvement was achieved in ECIBEV finances, which in prior
years had had no expatriate management whatever and had
fallen into serious difficulties, requiring a very expensive
outside audit. In Mali Livestock II, there was little
improvement until the spring of 1980 when Chemonics'
Business Management Advisor, Mr. Pronovost, was asked to
study the situation and provide some technical assistance to

the Project's Financial Director.
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(4) Facilities

Facilities remained inadequate, although
there were some improvements. The second floor wing of the
OMBEVI building was completed, which permitted several
menbers of the Chemonics team and support staff to move in
from Sotuba. The move resulted in greatly improved
coordination between Chemonics and the Project Direction.
There remained, however, the serious problem of frequent
power outages, which knocked out the lights, air
conditioning/fans and electric typewriters, bringing
production work to a standstill. The problem of facilities
obviously aggravated the problem of support staff mentioned
above. At New Lands, it was eventually pussible to obtain
more space at the Virology Laboratory so an
entomology/protozoology laboratory could be set up. There
was no improvement in the facilities at Dilly; instead,
serious and continuing deterioration was no ed by the

short-term personnel who worked there.
(5) UVehicles

As noted, USAID and Chemonics succeeded
in persuading the Project Direction of the need for an
Automotive Specialist on the Chemonics team. M. Nicholas
Louis was appointed. M. Louis did achieve some improvement
in the situation, but was hampered by the lack of facilities.
The OMBEVI garage was not improved, either with respect to
equipment, tools or personnel. Nor was M., Louis given any
authority over vehicle assignments, routine maintenance,
hiring and training of drivers or driver discipline, except
in the case of drivers hired directly by Chemonics.
Therefore, little significant improvement was achieved. 1In

the spring of 1980, deteriorating conditions and the
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persistence of Mr. Crosson resulted in the approval of the
Project Direction to establish a project garage and repair
facility, to be reimbursed eventually with monies from the
Joint Fund. The facility was not operative until late 1980,

in the following period.

2. Training and Communications

a. Contract Provisions

Amendment No. 3 called for a continuation of
the training and communications activities started during

the first period. 1In the words of the amendment:

The Contractor will continue to provide assis-
tance in the further training of teachers aad the
expansion and improvement of training programs for
Malian livestock personnel carried out at the Training
Center at Sotuba and at Dilly. To the extent approved
by the Project Director, the Contractor will assist in
introducing additional training programs for personnel
other than encadreur trainees, while still continuing
training programs for such trainees.

The Contractor will give special attention to
assisting in the up-grading of the training given to
encadreur trainees in extension methodology suitable
for conditions in Mali.

The Contractor will continue to assist in
expanding the communications programs, including but
not limited to the audio-visual program support to
encadreurs and others involved in livestock and
related development in Mali.

The Contractor will be responsible for the
formulation of the communications program and the
preparation of material necessary for this program.

The Contractor will assist Malian project
personnel, including encadreur trainees and serving
encadreurs, to carry out applied research projects into
animal production techniques, forage production and
range management. The GRM will ensure that reasonable
space is available for this type of research at
CRNZ/Sotuba and the APS at Dilly.
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The only new element in this package is the
requirement to assist encadreur trainees and other Malian
project personnel to carry out applied research projects.
As noted below, the team made extensive proposals for

research, but the resources were never made available.

b. Completion of the Second Cyrle

The second cycle of the training of
encadreurs was completed in December 1979. The range
management segment was given at Dilly, based on extensively
rewritten training manuals and a great deal of field work.
This segment was taught by Kalidou Diallo assisted by Mr.
Wilkes. The course also used the plans for the test
perimeter at Dilly as a model for range management planning.
Trainees worked directly with the firebreak clearing teams
and the herder ‘associations, and then in the villages.
Groups of four trainees were sent to six different villages
where existing encadreurs were in residence. Here they
worked to understand the existing livestock and range

management methods and approaches to introducing change.

c. Applied Research

In response to the new contract requirement
to assist with applied research projects, Chemonics'
advisors in Training and Communications submitted a lengthy
list of potential research projects, with suggested steps to
carry them out, in September 1979. Research was proposed
for Sotuba and the Dilly Center. Each proposal included
estimates of the equipment, materials, personnel and
operating funds required. The proposals were not acted upon

by the Project Direction.
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d. Third Training Cycle

It was hoped to begin the third training
cycle early in 1980, and examinations were given in December
1979, to forty—-two potential candidates from the Dilly area.
The team made further modifications in the training manuals,
and the new Communications Advisor, Mr. Daniel Dravet,
prepared a new communications course for use in the third
cycle. However, there were no operating funds available to
start the cycle in February as planned. In fact, it was not
until May, just before the end of that segment of the
contract (and, as it turned out, the departure of two of the
three Chemonics advisors to the Activity) that operating
funds were found, logistical steps taken and the program
started. This was a significant delay, because it meant
that the third cycle had to be conducted with little or no
input from the Chemonics advisors. It is also true,
however, that by that time, the Malian counterparts had
developed a good understanding of the material and good

teaching methods.

e, Communications

With the departure of Mr. Citron in July, the
Communications Activity had no advisor until Chemonics could
recruit and field a replacement. The post was difficult to
£ill, requiring as it did a solid, practical knowledge of
all aspects of communications, African experience and fluent
French. Mr. Daniel Dravet, a Canadian ci:izen, was
eventually selected, approved and posted to Mali in November
1979.

Mr. Dravet and his counterparts proceeded to carry out
the communications work on a broad front. An inventory was
made of all communications equipment, and missing items
noted and sought. An improved inventory card system was
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established to control the use of the equipment. 1In
December, Mr. Dravet and M. Keita spent two weeks at the end
of the field training of the encadreurs, monitoring the
training and their interaction with the villagers. The
monitoring included three-hour discussions with each of the

twenty-four encadreurs, further discussions with village

leaders and others, and some observations of the interaction
of the two. A number of problems were noted. One was that
most of the students had had, even at the end of their
training, only one extension session with the villagers.
There should have been more. There seemed to be a
reluctance, and lack of opportunity, for the student
encadreurs to have useful contact with the people of the
villages in which they were living. Various suggestions
were made to correct the problem.

As an additional step to monitoring the program, MM,
Dravet and Keita participated at a monthly meeting between
the encadreurs and the supervisory staff at Dilly Center.

At those meetings, the encadreurs were required to present a
monthly report of their activities and findings. It was
found that the reports were extremely superficial and that
the encadreurs had not been given any guidance or format.
The discussion of the reports was equally superficial.

Since this meeting was considered an essential link in the
two-way communications process, the communications team made
several strong recommendations for improvement and designed
a reporting format for subsequent use.

The communications team also reviewed the brush fire
film footage made earlier, re-worked the script with M.
Baudry and others at Dilly Center, identified the gaps in
the story and started the lengthy process of shooting
additional footage. The film was completed in the following
period.

Finally, the communications team experimented with a

varinty of communications approaches. One was the
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broadcasting of a pre-recorded cassette, in Peulh and other
local languages and using local music. The broadcast
occurred from a landrover and covered a variety of points on
brush fire-fighting. It also announced an upcoming program
on fire-fighting organized by the Dilly Center and Chemonics
personnel. In this instance, the result was poor as few of
the villagers came out of their houses to listen to the
tape.

In summary, however, considerable progress was made by
the communications team in furthering the capabilities of
the Communications Activity and its Malian staff. The
monitoring of the encadreurs and trainers was also very
helpful to the future direction of the program, although
discouraging in its immediate effect. 1In fact, it served to
illustrate just how hard it is to prepare a young technician
to work effectively among traditional herders.

3. Sahel Grazing

a. Contract Provision

As noted above, at the end of the first
contract period, USAID was sufficiently discouraged by the
management problems at Dilly, the extreme difficulty keeping
advisors working effectively there, and the relatively
sparse results, that the activity was downplayed in
Amendment No. 3. The amendment did call for a long-term
range management specialist for Sahel Grazing, but the
Project Direction made it clear that the only person who was
acceptable was Dr. Naylor. Dr. Naylor had made it clear
that he was available only for periodic visits as a
‘short-term specialist, so the use of a long-term residential
advisor was effectively ruled out,

Nevertheless, the contract itself required a rather

high level of activity, as follows.
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b. Livestock Development in the Sahel

The Contractor will participate in
collaboration with project personnel, and especially
those of APS/Dilly, to carry out improvement work and
to make any other mcdifications necessary to put into
operation range management and animal production plans
in the Test Perimeter in the Dilly Pastoral 2Zone.

The Contractor will participate with project
personnel to carry out range management and animal
production plans in the Test Perimeter and the Dilly
Pastoral Zone as a whole, through the encadreurs and
herders associations. This will include, but is not
necessarily limited to, assisting with the location and
development of water points appropriate to the needs of
the range management plans, the construction of fire
breaks, the location and improvement of cattle trails,
the provision of technical assistance to the Malian
staff and the herders in the operation of range
management plans, and the carrying out of other
interventions which will improve livestock production
in the area.

The Contractor will participate in the trial
purchases of animals by weight at Dilly, in the
training of Malian professionals and in the improvement
of the infrastructure cf the Dilly cattle market.

b. Range Management Work

In the end, Dr. Navlor had only one
short-term assignment during this period, from September to
December 1979. Upon his arrival in September, Dr. Naylor
found the following situation. The range management plan
which he had left had not been put into operation. The
surface water point constructed before the rainy season had
not been completed and had partially caved in when the rains
came. He noted, however, that it had held water, did not
leak and could be repaired before the next rainy season. 1In
fact, repair work was never done. The wells which had been
drilled as test holes had not been completed for
exploitation (this task was being worked on by M. Dupuy, see
below). The work of maintaining the primary firebreaks had

not started.
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Dr. Naylor then organized and carried out a major
program of maintaining the firebreaks, working with crews
from the center and from the village associations. A great
deal of training was also carried out in the process. A
total of 430 km. of firebreak was maintained, including
fresh burning of the center strips in some cases and six km.
of center strip mowing with the jari mowers supplied to the
center by the project.

Considerable time was also spent implementing a
recommendation for the construction of exclosures, or fenced
areas, approved earlier. Exclosures were to be one ha. in
size and were designed to keep the range undisturbed by
grazing or fire in order to study the natural evolution of
the range toward climax. The fencing was a considerable
task, working with laborers entirely unfamiliar with the art
of barbed-wire fence-making. Two exclosures were completed.
Training was also given in sampling vegetation in the
exclosures.

Dr. Naylor also spent considerable time redesigning the
range management program in the test perimeter to meet some
of the objections of the herders. He re-surveyed the area
and made recommendations for adjustments in the test
perimeter to make its management plan more rational, and
made a lengthy list of recommendations for the step-by-step
implementation of the plan. Finally, Dr. Naylor spent
considerable time giving on-the-job training in fire
fighting to personnel from the center and the village
associations while actually fighting fires in the area.
Inevitably, in the absence of an energetic, experienced
technician following the departure of Dr. Naylor, no
significant progress was made on implementing Dr. Naylor's

recommendations or the management plan.
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c. Water Development

Chemonics provided the services of an
extremely well qualified Hydrogeologist, M. Jean Dupuy, from
mid-September to mid-November 1979. M. Dupuy spent time in
the test perimeter visiting the seventeen test wells which
showed promise, testing their output, and preparing plans
for their completion as producing wells. M. Dupuy was to
return to Mali for a second short-term assignment in the
spring to supervise the completion of the wells and the
possible installation of the hand pumps. However, for
family reasons, he was unable to do so. The work on the
wells was continued without him, but with a significant

delay.

d. Study of Options for the Test Perimeter

In the spring of 1980, it became clear that
aside from firebreaks and wells, it would not be possible to
implement the full program in the test perimeter within the
life of the amendment. Therefore, the Project Director
asked Chemonics to undertake a study of optional approaches
to the development of the perimeter to be used as a
decision-making guide should adequate funds become available
at a later date. At that time, of course, it was not known
whether there would be a second interim project year, nor
whether there would be a full-scale, new project. After
considerable discussion, the Project Director issued a scope
of work for a comprehensive study of the test perimeter
which would include an analysis of the possible approaches.
Chemonics assembled a team composed of three regular members
of the Chemonics team, Mr. Wilkes, Mr. Wagner and Ms. Shaw
(the New Lands Economist), and two short-term specialists,
Mr. John Topik, Hydrogeologist, and Mr. Tom Griffin, Rural
Engineer. The team made several trips to Dilly and prepared

the rough draft of a report by the time the period of
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Amendment No. 3 ended. In.the following period, the report
was sent to Washington for re-writing, editing and
publication. Unfortunately, the report had little practical
utility, since USAID remained unwilling to make major
investments in the test perimeter.

The only real progress in the Sahel Grazing Activity
during the 1979-80 period was in the continued maintenance
of the firebreaks, with further evidence from the herders
that they effectively reduced the amount of forage lost to
fire and thus improved the dry-season condition of their
animals. Work on the exclosures was continued, and should
have long-term research benefits if there is any follow up,
and some progress was made on the all-important development
of the wells. Little enough progress all in all. On the
other hand, what progress there was was directly as a result
of the efforts of the short-term personnel supplied by
Chemonics. The experience demonstrated, if demonstration
were needed, that one cannot expect anything significant to
happen in an activity like Sahel Grazing without energetic,

long-term technical assistance.
4. New Lands

a. Contract Provisions

Unlike Sahel Grazing, Amendment No. 3 of tke
Chemonics contract provided for a heavy emphasis on the New
Lands Activity. The services of two entomologists and one
economist were continued, and a protozoologist added to the
team. The objective was to complete the detailed surveys,
including the survey of the incidence of trypanosomiasis in
the zone relative to the tsetse fly population and other
factors, and the economic studies. Unfortunately, shortly
after the start of the amendement period, Dr. Paul Van
Wettere was recalled by his home institution in Belgium, and
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had to leave in November 1979. He was not replaced, because
by that time, operating fund shortages were disrupting the
survey program. The provisions of the contract were as

follows:

c. New Lands

The contractor will work with CVL and IER
to carry out a comprehensive study of the cost-benefit
and feasibility of a tsetse fly eradication or control
program and, with the approval of the GRM and AID, of
other programs aimed at reducing the incidence of
trypanosomiasis, in the selected New Lands Zone. This
work will include the following:

Assisting in the final delineation of the selected
zone, the delineation taking into account the needs of
the economic study and possible subsequent livestock
and other development programs as well as those of the
entomological study and possible subsequent control
programs.

Using the material already collected on the -
subject of tsetse flies in the zone, determine the best
method of eradicating or controlling the tsetse fly in
the zone and the estimated cost of such a program. At
the request of, and with the approval of, the GRM and
AID, determine and describe alternative methods of
attacking trypanosomiasis in the zone. Determine the
cost of these alternative methods.

Calculating the cost-benefit ratios and the
feasibility of the recommended programs and, if
requested, the alternative programs. Making
recommendations to the GRM and USAID as to which, if
any, package of programs should be implemented.

In the course of working with CVL and IER in the
accomplishment of the above tasks, the Contractor
personnel shall provide training for Malian personnel
assigned to the Activity. The GRM shall provide
adequate personnel from CVL and IER to ensure that the
tasks can be carried out.

Interestingly, although USAID believed that it was
necessary to design and cost a development program for the
zone which would complement thé tsetse control program, the
contract amendment did not so state. The requirement became
simply to determine the best method, its cost (and the cost
of alternative methods) and the benefit. This was a more

reasonable goal.
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The discussion of accomplishments and prokblems for New
Lands is divided into three components: entomological
surveys (including both tsetse population surveys and
ecological surveys), protozoological surveys and the

economics work,

b. Entomoiogiczal Surveys:
Detailed Surveys of Zone 1

Because of the preparatory work which was
done in the spring of 1979, it was hoped that the detailed
surveys could begin as soon as the contract amendment was
signed. The intent was to spend most of the 1979-80 year on
the surveys, in order to have ample time to cover the area
in both the rainy season and the dry season. Unfortunately,
much of the equipment still needed repair or replacement
(tents, cots, etc.) and the necessary operating funds were
not available. At the same time, the team pointed out that
the Challier traps, used the year before, and other
auxillary methods of trapping flies, were inadequate for a
detailed survey, and they urged that bait oxen be supplied.
The gestionable reliability of any detailed survey without
the use of bait was stressed. Ac the delays in funding and
furnishing supplies continued, the team advised that there
was a serious risk of losing the rainy season survey.

Finally, in early September 1979, a minimally adeguate
fund was assured and the rainy season survey started.
Personnel were divided into three sections, two allocated to
tsetse population survey, starting from the northern part of
the zonz and moving south; the third was used for detailed
ecological studies on the tsetse fly, needed as a basis for
a sound recommendation for tsetse control. Dr. Van Wettere
led one survey team, and Dr. Okiwelu, the second survey team
and the ecological team working in the Monts Mandingues
Forest Reserve, a known habitat of the key G. morsitans

savanna species.
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The surveys continued until November 13, 1979, when the
funds ran out and work had to stop. ‘The tsetse population
surveys, Which had been designed to cover the entire 20,000
sq. km. of the zone, covered only the northern part.
Further, because of a combination of the usual problems--
inadequate transportation, breakdowns, bad weather, bad
roads turned impassable by the rains, illness aggravated by
the lack of medicines, a shortage of traps and the like--
much of of the area surveyed was not done so adequately, and
an unreasonably small number of flies were captured. The
ecological studies, less dependent on long distance travel
and bad rcads, went considerably better and good information
was obtained.

Following the termination of the rainy season surveys,
the results were tabulated and considerable laboratory work
was done. Dr. Okiwelu also carried out extensive laboratory
training, on fly dissection among other topics. It was
hoped to begin the dry season surveys in December, ited by
Dr. Okiwelu alone because of the departure of Dr. Van
Wettere. However, once again, there was the problem of
operating funds. None were made available until April 1980,
near the end of the dry season. The result was a short
dry-season survey in April and May. Since the roads were
better, there was less trouble in that area, and a
reasonable number of flies were caught.

In June and July, Dr. Okiwelu and his counterpart
completed the tabulation of the data and the first draft of
the report. Very extensive mapping work was performed by
the counterpart, and that work extended into the fall.

The survey results were obviously far from what vas
hoped for at the beginning of the year. They showed once
again the folly of providing expensive technical assistance

without adequate transport, equipment and operating funds.
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c. Protozoological Surveys

The protozoological work was the new element
of the New Lands Activity, and was designed to determine the
incideilice of trypanosomiasis in the zcne. As there was
virtually no experience in large-scale surveys of this kind
in Mali, the work was dependent on Chemonics' proto-
zoologist, Dr. Malik Awan, who arrived in early September.
Dr. Awan started by establishing a small laboratory among
the cartons of laboratory equipment still awaiting larger
space so they could be unpacked. He also gave basic
training in survey procedures to his counterparts and
capturers. _

The surveys began in October. The basic system was to
arrive at a village and, with the often grudging permission
of the herders and farmers, draw three blood samples from as
many different animals, of as many different types, as
possible. The process was laborious because the animal had
to be put on the ~round first. In order to secure the
cooperation of the farmers, a certain amocunt of veterinary
treatment of sick animals was offered by Dr. Awan and the
counterparts. Treatment, of course, required supplies of
veterinary medicines which were difficult to get, given the
funding shortages.

As with the tsetse surveys, it was important to get
samples from both rainy and dry seasons. However, since so
little was left of the rainy season because of the late
start, it was necessary to continue the work during the
following rainy season in the summer of 1980. Dry season
surveys were beset with the same shortages as the tsetse
surveys. In November, Chemonics advanced FM 1,000,000 to
allow the work to continue. The work did continue
sporadically through the rest of the year, and in the end,
about 10,000 slides had been collected and many had been
analysed. It was obviously necessary to continue the work
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beyond the period of Amendment 3 and this was possible when
Dr. Awan's position was included in the amendment of July
1980 (Amendment No. 5).

d. Economic Work

Unfortunately, little economic work was done
during this period, mostly because of the deficiencies of
the economist provided by Chemonics to replace Dr. Reeser,
M. Philippe Ballan. M. Ballan arrived in Mali in late
September 1979, having been recruited in France by Mr. Teele.
He remained on the project until mid-February 1980.

Although apparently a capable economist, M. Ballan «xhibited
an excessive concern for his housing and other personal
matters, to the detriment of his work, and further exhibited
a serious inability to work in a team situation as was
required for the New Lands work. Mr. Ballan did some
interesting background research on the economy of the zone
and wrote some useful papers, but was never able to get
started on the core of the work. At the same time, he
tended to disrupt the work of the other New Lands personnel.
Eventually, it was agreed by the Project Direction and
Chemonics that he should be replaced.

Chemonics was fortunate to recruit, as Mr. Ballan's
replacement, Ms. Alexandra Shaw, an American economist from
Reading University in England. Ms. Shaw had considerable
e'perience in the economics of animal health programs in
Africa with particular reference to trypanosomiasis. She
was a member of a group at Reading which is associated with
the Departments of Animal Science and Economics, and
specializes in the economics of animal health. She is also
bilingual in French and English. Ms. Shaw immediately began
to make up for lost time. In April she and her counterpart,
Mr. Kamate, prepared a basic working paper for the studies
to be done, a paper which noted that in the short time
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remaining in the contract amendment, concentration would
have to be on methodology and models with rough data, since
time would not permit the collection of precise data.
Assuming there would be a continuation of the contract after
June 1980, it would then be possible to obtain the precise
data and complete a proper report.

The paper, entitled "Aspects to be Considered in
Developing a Cost/Benefit Approach to the Tsetse/Trypano-
somiasis Problem and to Strategies for Dealing With It in
Mali and Zone 1," took the position that the best approach
would be to determine the financial magnitude of a program
to control or eliminate the tsetse vector compared with the
existing practice of limited chemoprophylaxis, and compare
these costs with the anticipated benefits. These would
include the direct benefits from a reduction in losses from
morbidity, mortality and treatment costs, and indirect
benefits from changes in land use and production methods
which would be facilitated by effective control of the
disease. There was general agreement with this approach,
and the economic team spent the following three months

elaborating upon the approaclh and gathering data.

5. Marketing: Feedlot Management and Accounting

a. Background

Originally, prior to Chemonics'
participation, Mali Livestock I had several components,
notably the Tienfala Feedlot, the development of the
Doukouloumba Forest Reserve near Segou fpr more intense
livestock use, and embouche paysanne, or the small farmer
feeding program. By June 1979, the status of Project Mali
Livestock I was, very briefly, that the Tiewnfala Feedlot had
been constructed but had operated only in a very limited way.

There had been no technical assistance since early 1979.
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Embouche paysanne had been a considerable success, and was

being operated without technical assistance. Work on the
Doukouloumba Forest Reserve had seen some progress, but had
not been completed. The technician, supplied by Checchi and
Company under subcontract to Experience Inc. had
unfortunately died on the job and was not replaced. Little
if any further work was done. Project financial management,
and financial management of ECIBEV, the implementing agency,
had not received any technical assistance under the
Experience Inc. contract and was in very serious disarray.
USAID had financed a very comprehensive restructuring of the
accounts by an outside auditor, and it was obvious that
technical assistance was needed in this area.

Chemonics had worked closely with the project since
1977 and had carried out some procurement work for it. The
company was pleased to have the opportunity to take over the
technical assistance when Experience Inc. decided it did not

wish to continue.

b. Contract Provisions

The contract provisions orn this activity w=are

the following:

d. Feedlot Managemont and Marketing

The Contractor shall work with ECIBEV to
provide professional management to the Tienfala feedlot.
The Contractor will assist ECIBEV with all phases of
feedlot management, iacluding planning, establishing of
fees, construction, repair and maintenance of
facilities, arranging for feed and other inputs, and
financial management. The Contractor will be
responsible for providing technical assistance to the
forage and sileage production operations carried out by
ECIBEV in support of the feedlot operation.

The Contractor may provide the services of a
livetock marketing specialist to assist ECIBEV in its
livestock purchase and marketing program, including but
not limited to operations related to the feedlot.
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The intent, in Amendment 3, was to provide a long-term
Feedlot Management Specialist for one year and a short-term
Agronomist/Forage Specialist. The latter was to ensure that
the production and storage of sileage were properly carried
out for the 1979-80 feeding campaign. He was also to
develop a feed production program for future years. The
final item, marketing assistance, was included in the
amendment. because Chemonics' candidate for Agronomist was
also qualified in marketing, and could fill both positions.
Amendment No. 4 was later signed to implement this idea.

Although business management and accounting assistance
was obviously required for ECIBEV, and the contract provided
a technical assistance position for the work, the scope of
work in the amendment did not specifically mention this
requirement. It was clearly intended and was carried out,

however.

C. Feedlot Management

Chemonics recruited a very well qualified
two-man team for work at the Tienfala Feedlot, Mr. Michael
Asselin as Feedlot Management Advisor and Mr. Tito de Beca,
Forage Agronomist, both of whom arrived in early September
1979. They found that the feedlot had been sadly neglected
since the departure of the Experience Inc. personnel in
early 1979.

The two-man team embarked on a multi-faceted program to
prepare the feedlot for the 1979-80 feeding campaign. One
element was repair of the equipment. The feedlot had
several tractors, wagons, a manure spreader and a sileage
chopper. Most had been misused and were very much in need
of repair. Fortunately, both technicians were skilled in
equipment ma ntenance, and were able to carry out the repair
work themselves while simultaneously training the feedlot
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mechanic. This activity took considerable time and
ingenuity, especially in seeking out spare parts, making
them themselves in some instances, and locating specialized
equipment. To illustrate the extent of the work, the
following is taken from the September 1979 monthly report:

All wagons placed in operating condition, welding done,
tires replaced, bearings lubricated, grader welded,
repaired and modified for proper use, manure spreader
assembled (Ed.: it had been in the possession of the
feedlot for some time and used as a wagon--no one had
known how to assemble it as a manure spreader), mower
assembled, adjusted, parts replaced, disc plow
assembled and adjusted and lubricated, tractors
repairs, adjusted, tires replaced.

The maintenance work on the feedlot was also started,
with the garage cleaned out, organized, spare parts
inventoried, and the feedlot pens cleaned up and repairs
started. Repair work on the feedlot and the equipment
continued in this vein for several months.

The process of cutting, chopping and preparing sileage
for the campaign was also started. By December 1979, when
Mr. de Beca left, corn had been harvested from about seventy
ha. of land and six hundred tons of sileage chopped and
stored in four pit silos, three of which had been dug
earlier. Two new silos were prepared closer to the feedlot;
the original silos were 2.5 km., from the feedlot, thus
requiring extensive transport of sileage to feed the cattle.
In addition, about one hundred tons of hay were cut and
stored loosely to be used as roughage in the ration. The
lack of a hay baler made it difficult to make quality hay.

A total of eleven fields were scheduled for land preparation
for the uext growing season, but b-.cause of the lack of
labor and the slow pace at which they worked, only four
fields could be completed. Work consisted of leveling and
cleaning of prior crop residue, trees, roots and the like.

In December and January, the feeding operations started.

More than four hundred animals were fed in the main feedlot,
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for a period of several months, and others were held in the
separate quarantine feedlot. The ration (per one hundred
kg. live weight) consisted of 3.6 kg. sileage from the pit
silos, 1.8 kg. of cotton seed purchased from the cotton mill
at Koulikoro, .08 kg. of molasses, and hay and minerals on
demand. According to the records maintained at the feedlot
(which were of questionable validity) the animals gained an
average of 932 . . per day on this ration. The four hundred
head were far below the capacity of the feedlot, of course,
but given the small amount of time in which to repair the
facility and get ready for the campaign, the small amount of
feed available, the severe shortage of operating funds which
affected this activity as well as the others, and the very
serious management and personnel problems at the Eeedlot, it
is probably just as well that the animal population was
relatively low.

The problems were, indeed, numerous. Many stemmed from
the basic fact that the feedlot represented an attempt to
run a business operation by a government entity, a difficult
proposition in any country. The feedlot was overstaffed in
some areas, understaffed in others, had endless maintenance
and operator problems with the equipment and the logistics
problems any operation in Mali would have 60 km. from Bamako
and dependent on Bamako for all support. 1In addition, the
Chemonics personnel were only advisors, and did not have the
authority to impose decisions and methods on Malian staff.
They certainly could not hire and fire staff. Some of the
staff were nonetheless well motivated; others were not.

Specific problems included disagreements over methods
of providing feed (supplying the components separately, as
the Malian manager preferred, or -mixed, as Mr. Asselin
wanted), animal handling methods (Mr. Asselin felt that the
Malian staff handled the animals too roughly, with resultant
injuries and general loss of condition), care and fidelity
in the animal record keeping system, approaches to culling
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undesirable animals, and the design and use of the dipping
vat.

During and after the campaign, Mr. Asselin supervised
another clean-up and repair of the facility, and some small
capital improvements such as a loading ramp for cattle.
Land was prepared and seeded to grow forage for the
following year's campaign.

In summary, 1978-79 was the first year significant
operations took plce at the feedlot, the construction of
which started in 1975. The costs were high and, obviously,
the operation was not profitable in a commercial sense, but
the effort did serve as an excellent demonstration of the

feeding process and the operation of a modern feedlot.

d. Business Management

The objective of this assignment was to
resume the work started by Deloite, Haskins and Sells,
auditors from Abidjan, and to design and implement a
workable accounting and financial management system for
ECIBEV which would produce auditable records and useful
management information to ECIBEV and USAID. Before he left
Mali in the summer of 1979, Mr, Norton, Chemonics' Business
Management Advisor, went over the Haskins and Sells report
and made several recommendations. Basically, he found the
proposed accounting system too complex. Mr. Marcel Adam,
recruited as a Chemonics advisor to ECIBEV, arrived in late
September and also reviewed the Haskins and Sells material.
He too found the recommended system unsatisfactory and
proposed a series of changes, and ultimately a new system
altogether. In December, the new proposal was accepted by
ECIBEV and USAID, and Mr. Adam was asked to bring the ECIBEV
accounts up-to-date using the system. He did so. He also
made a series of proposals for increasing the accounting

staff of ECIBEV and for changing its mode of operation.
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These were not accepted. Mr. Adam decided, for personal
reasons, to terminate his assignment early and departed at
the end of February. He was eventually replaced by Mr.

Adrien Theriault.

6. Construction

a. Contract Provisions

After two years of work, the project
construction program was finally getting underway. As a
result, USAID and the GRM agreed tht Chemonics should
continue to provide the services of a Construction Engineer
to serve as a catélyst to the process. Mr. Wagner agreed to
remain with the project after home leave. The contract

amendment provided specific language on the subject:

£. Other Tasks

The Contractor shall assist the GRM in
carrying out other tasks related to the project. This
shall include construction. The Contractor shall not
be directly responsible for construction activities
under the project but shall participate in the
preparation of plans and will collaborate in monitoring
the construction work. Further, he will assist in the
preparation, and the evaluation of requests for
proposals and the drafting of construction contracts
with the construction contractors.

Considerable progress was made on the construction
program. It is described below under the following
headings: Sotuba construction, Dilly water distribution,
Dilly vaccination parks, and smaller assignments including
New Lands storage, the Dilly Market and Dilly solar pumps.
Some of these activities did not get beyond the design

stage.
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b. Water Distribution at Dilly

The Construction Engineer, Mr. Wagner, was
appointed leader of a small Chemonics team to prepare a
preliminary report on the best methods of completing the new
wells at Dilly and providing for water distribution in a
manner which would best contribute to range development.
This type of study was especially important because, for
local political reasons, most of the wells had been drilled
near villages, or sufficiently near that they could be used
for human as well as livestock consumption. Thus the
danger existed that the range management objectives for the
wells--opening up areas previously unavailable for
dry-season grazing--would be lost. The report was presented

to the Project Director in late August.

C. Sotuba Construction

Construction work on the Sotuba Training
Center got under way in this contract period. Mr. Wagner
served as an effective catalyst in each step of the process.
Sealed bids from potential construction contractors were
opened in August 1979 and analysed by both Genie Rural and

Mr. Wagner. Before contractor selection, USAID advised that
the scope of the construction had to be cut back, and so it
became necessary to negotiate these reductions with the
bidders. As a result, the contractor was not selected until
November 22, 1979. The contract, with the Malian firm,
Enterprise Generale, owned by M. Aliou Deita, provided four
dormitory units, a dining hall/kitchen combination, one
classroom building and a library/audio visual facility, an
administration building, a "grand standing” house for the
Director of the Center, and all utilities. The contract
cost was FM 397 million, something over $800,000 at the time.
The actual contract was signed in December, and the

construction work started in February 1980. Part of the
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delay was occasioned by the fact that, in spite of the long
lead time, IER, the owner of the CNRZ on which the Training
Center was to be built, had not formally allocated the land.
The construction work progressed during the spring, with Mr.

Wagner putting pressure on Genie Rural to provide an

adequate level of supervision over the contractor.

d. Dilly Vaccination Parks

The Project Direction suddenly put high
priority on the design and construction of three vaccination
parks at Dilly, and Mr. Wagner was asked to carry out the
work. He designed the facilities in December and January
1980, and submitted the design for approval. The Project
Directior. approved and USAID agreed to make project funds
available for construction of these facilities according to
the designs. Tenuers were issued to local centractors, bids
were received and analyzed and a contractor selected, Metal
Kouyate. The parks were then constructed under Mr. Wagner's
supervision, up until his departure from the project in June
1980.

e. Other Construction Projects

Work was performed on several other
construction projects. The idea of building an improved
livestock market at Dilly was revived, and Mr. Wagner asked
to prepare the designs. Before doing so, he visited the
recently completed livestock market at Nara near Dilly,
financed and built under a non-AID-financed project. He
found very serious deficiencies in the design and workman-
ship, and reported these to the donor. He proceeded to
design the Dilly market, taking advantage of the lessons
learned from Nara. The plans were submitted to the Project
Direction and USAID before Mr. Wagner's departure. To our

knowledge, the project did not finance actual construction.
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Mr. Wagner also assisted in preparing plans for the
expansion of the New Lands space to permit the establishment
of a proper project laboratory. The laboratory was finally
established in early 1980.

Also in early 1980, USAID and the Solar Energy
Laboratory of Bamako agreed to the experimental
establishment of two solar-powered pumps in the Dilly area.
Mr. Wagner was asked to prepare designs and assist in
planning the related civil works. This work was also

carried out before his departure.

7. Small Ruminants

a. Contract Provisions

The genesis of the Small Ruminants Project is
described earlier. Work on this project was carried out in
the first interim year, 1979-80, by grafting short-term
technical assistance onto the Chemonics contact in Amendment
No. 3. The contract language was the result of rather hard
negotiations between Chemonics and the GRM. Chemonics,
benefitting from two years of experience with the problems
of resource availability and control, insisted that it could
take very little responsibility for project results with so
little input. It was further pointed out that the
supervisory and logistics support which Chemonics could
provide was limited. Supervision had to come from the Chief
of Party, already overburdened, and the Chemonics home
office, very far removed from the scene. The Malian
negotiators favored giving Chemonics a great deal of
responsibility for the final product, but remained unwilling
to approve a major increase in the level of effort because
USAID funding was not available. They also did not wish to
give Chemonics authority over the course of the work. The

resulting contract language was a compromi se.
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e. Small Ruminants (Petits Ruminants)

The Contractor shall provide technical
and administrative suppert to the designated entity of
the GRM in carrying out the activity known as the Small
Raminants Study. The parties recognlze that this
stu.ay, as designed by the GRM and AID, is to be carried
out largely by Malian personnel. The Contractor will
be responsible for training, planning and the
implementation of the various phases of the study. He
will provide administrative and logistics support.

During the period July 1, 1979 to June 30, 1980,
the Contractor shall assist the GRM with Phase One of
the Small Ruminants study and the first portion of
Phase Two. Phase One shall be the collection and
analysis of the information available, identification
of gaps, and the formulation of plans to fill these
gaps. It will be required for contractor personrel
and/or Malian personnel to travel to third countries
and perhaps the United States to seek information.
Travel and related costs for Contractor personnel shall
be provided under this contract, after having been
submitted Eor the approval of the Project Director.

Phase Two of the study shall be a technical
analysis of Small Ruminants production in Mali. It
will involve extensive surveys throughout the country.
The detailed planning and methodclogy shall be
developed by the GRM with Contractor assistance after
the completion of Phase One.

b. Start-up

The contract called for three short-term
specialists to provide Chemonics' input to Phase I and Phase
IT of the Small Ruminants Project during the 1979-80 vear
(which in theory encompassed about one-third of the total
calendar time to be devoted to the Small Ruminants Project):

an Animal Husbandry Specialist and Team Leader, a
Socio~Economist and a Statistician. Chemonics recruited Dr.
Paul Martin as the Animal Husbandry Specialist, Dr. Martin
de Vivies as the Socio—-Economist and Mc. John Lippert as the
Statistician. All three were fluent in French.

Chemonics Home-Office Project Supervisor arrived with

the first two team members in October to svart up the
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project. Mr., Lippert joined shortly thereafter. From the
start, it was apparent tht resources were not available to
carry out the project as it was designed, especially the
extensive survey required in Phase II. OMBEVI as the
implementing agency had designated Mr. Karamogo Wague as the
Project Director, operating under the Director General of
OMBEVI, Dr. Almouzar Maiga. But there was virtually no
other staff, no vehicles, no office space and very few
operating funds. Further, within a very short time, OMBEVI
dismissed Mr. Lippert and shortly thereafter, the
Socio-Economist left on the grounds that the working
conditions were not acceptable. Chemonics replaced the
Socio-Economist with a very senior, experienced French
Socio~-Economist, M. Leon Bardet, but Dr. Bardet also found
the working conditions impossible and left the project after
a few weeks. Thus, Dr. Martin had to carry out the bulk of

the work on his own.

C. Work Performed

Dr. Martin was able to do a considerable
amount of useful work, completing Phase I, a major document
search and analysis, and identification of gaps in available
information, and part of Phase II, the design of a
preliminary survey prior to undertaking the major survey.

Dr. Martin first spent time conducting a document
search in Mali before returning to France in December to
survey the very large collections of documents on the
subject in French institutions. His contacts with key
personnel in such institutions, including CEDES and IEMVT,
were extremely helpful. Chemonics had proposed that at
least one Malian member of the Small Ruminants team
accompany Dr. Martin to France to gain experience in
docu -« :t search and make useful contacts in the
institutions, but this proposal was rejected by the Project

175



Direction. Ultimately, Dr. Martin provided two reports as a
result of his work: "Report on Existing Documentation" and
"Report on Insufiiciencies in Documentation and Means to
Remedy the Situation.”

His preliminary survey approach was presented and
accepted by the Project Direction in late November 1979. The
objectives of the preliminary survey, based on direct
collection of information from veterinary posts in rural
areas of Mali, were: (1) to obtain basic information needed
to consider any immediate actions which might be taken, and
to prepare for the more detailed survey; and (2) to give the
Malian staff experience in conducting such surveys. Dr.
Martin was able to design the preliminary survey and assist
in its start-up phase, including a review of some of the
early returns of questionnaires filled out by the surveyers
at the veterinary posts. As virtually all of these were not
prepared satisfactorily, he conducted further training
before his assignment ended at the end of March.

With the departure of Dr. Martin, Chemonics was asked
to provide no further technical assistance to Small
Ruminants in spite of the fact that less than twenty-four
work-months of technical assistance had been provided. We
understand that the Malian staff continued with the
preliminary survey, and a great deal of information was
collected. We further understand, however, that at a
certain point it was not possible to proceed with the
tabulation and analysis of the information, and no further
effective work was done. Chemonics believes that this
experience corroborates its original contention: that the
lack of trained Malian staff absolutely demanded significant
amounts of expatriate technical assistance in all phases cof
the study. And the failure to provide this technical
assistance was a fatal weakness in the project design.
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D. Third Period, July 1980-June 1981

The first interim project year (1979-1980) had been
intended to keep project activities going until a new
livestock project could be developed. The new project was
not developed during this period, however, and so AID and
the GRM decided to continue to work on the project design,
and to approve a second interim year for Chemonics. The
negotiations, scope of work and personnel are described in
Chapter II. In summary, the contract was amended in July
1980 (Amendment No. 5) to permit limited operations to
continue for another year. Small additional amendments
(Nos. 6 and 7) were later approved to permit Mr. Pronovost
to become the project's Financial Director and to provide
additional funds. The long-term team was reduced from
fourteen to ten, with only New Lands and Marketing (Feedlot)
receiving heavy attention. Sahel Grazing and Training and
Communications were given only limited assistance. A major
effort was made to correct the vehicle maintenance situation

by establishing an operational project garage.

1. Contract and Project Management

As noted in Chapter II, a significant change in
the wording of the scope of work took place with Amendment
No. 5; Chemonics' responsibilities were couched in terms of
"providing the services of a ____ specialist who will
assist ." This wording made the "assist" and "advise"
relationship clearer. More importantly, it tied each
element in the scope of work to a team member. If a team
member or his position were eliminated at any time, the work
he was to do was also, de facto, eliminated.
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a. Contract Management

There were few changes. Mr. Crosson remained
Chief of Party. 1Initially, Mr. Pronovost was the Business
Management Advisor. In October, when Pronovost officially
became Director of Finance, Mr. Georges Desilets replaced
him in the former position. Ms. Joy Lucke served in the

position as an interim measure.
(1) Vehicles

The major change in the area of contract
management (and project management) involved the use,
management and maintenance of vehicles. Amendment No. 5
provided that specific vehicles be assigned to the
contractor for the use of specific individuals, and there
were enough vehicles to take care of the needs of the
reduced team. Although the vehicles assigned were, for the
most part, in poor condition, this was still a major
improvement and one which, we believe, should have been in
effect from the beginning.

Secondly, the scope of work provided for definitive
efforts to solve the vehicle maintenance pronblem. As part
of Chemonics' responsibility for providing management
assistance, the company was to provide an Automative
Specialist to direct the operations of the Mali II garage.

The actual contract language was:

(1) The Contractor will provide the services of a
Chief of Party and a Business Manager. These
individuals will direct and administer the work of the
contract team in Mali. 1In addition, these individuals
will be available to the Project Direction to provide
assistance in the planning and management of all
elements of the project, although it is expected that
the majority of such assistance will be provided to the
Production activity.

(2) Further, the Contractor will provide an
expatriate automotive specialist (mechanic) who will:
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(a) direct the operations of the Mali II
garage,

(b) train a garage and maintenance manager,

(c) train mechanics,

(d) direct and supervise the training of
drivers, and

(e) advise the Project Direction on such
matters as veiicle maintenance,
repairs, stockage of spare parts,
and maintenance scheduling.

With the departure of M. Louis, the task fell to M.
Henriey, a skilled mechanic whom Chemonics had hired locally
several months earlier to manage the maintenance of the
generators and other appliances. Eventually, Chemonics
submitted M. Henriéy as the replacement for M. Louis on the
team, and he was accepted by the GRM and USAID in August
1980. Over the summer and fall, a complete maintenance
facility was established and equipped. The Joint Fund did
not have the money to finance the construction ana
equipment, or the large numbers of spare parts which were
required for the maintenance work, so Chemonics advanced the
funds, the total eventually reaching FM 32,000,000, or over
$75,000. This money was not reimbursed by the Joint Fund
until USAID made a special deposit in the fund in April 1981.
Thus Chemonics made an interest-free loan in this amount for
several months in order to keep this phase of the project
moving.

The effect on the vehicle situation was salutary.
Although most of the vehicles provided to Chemonics were
among the older ones on the project, they were kept ia dood
operating condition and were rarely "down" for very long.
Further, a program was started of towing inoperable
landrovers from Dilly to Bamako, and rebuilding them at the
garage. This was an expensive process, costing perhaps
$2,500 per vehicle for parts and cutside services alone, but
it did restore the vehicles to project use. WNote that new

landrovers cost, at the time, about £15,000 plus shipping.
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Unfortunately, not all project vehicles could be
handled by the garage because of manpower shortages and,
more importantly, lack of funds for spare parts. Chemonics
was not able to finance spare parts for all project vehicles.
Further, the Chief of the New Lands Activity was reluctant,
for a long time, - to send his "down" vehicles to the garage,
presumably because it was not an official facility. Thus,
New Lands continued to have vehicle shortage problems in
spite of the availability of the garage.

Until Chemonics was reimbursed for the costs of
establishing and equipping the garage, it continued to be a
"Chemonics garage" operated entirely by Chemonics. It
became a fully fledged "Project Garage" as soon as the
payment was made to the Joint Fund in April 1981. From that
date, there were some conflicts between M. Henriey and the
Malian Chei du Garage over management of the facility.
Still, the garage continued to operate efficiently and to
enéure a reasonable level of maintenance to project

vehicles.

(2) Management of Substantive Work

With the reduced team, and with the main
objective in most cases of simply finishing the work, or
keeping activities in existence pending completion of the
new project design, the breadth of substaintive supervision
was much reduced. Mr. Crosson was able to devote more of
his energies to administration and management assistance to
the Project Director (as provided in the scope of work for
Amendment No. 5). Further, a significant proportion of the
project work at that time involved the publication of
several major reports in two languages, including three for
New Lands. The extensive editing and production
requirements were considered to be beyond the resources of

the Chemonics/Bamako office, which was fully occupied with
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day-to-day typing and translation work. Also, the Chemonics
team did not have, in Mr. Crosson or any other team member,
a skilled and accomplished editor in either French or
English. Therefore, it was decided to do the major editing
and production work in the home office. Unfortunately, with
the exception of the New Lands Economic Report, by Shaw and
Ramate, the work had to be completed in the absence of the
authors, who had submitted their drafts and left the
project, and were essentially unreachable. The specific
reports are discussed below under the appropriate

activities.

b. Project Management

(1) Institutional Arrangements and
Personnel

In November 1980, Dr. Fernand Traore was
assigned to a six-month position outside of Mali, and Dr.
Allasane Toure, who had been associated with the project for
some years, replaced him. For the New Lands Activity, the
Central Veterinary Laboratory took a more active role in the
supervision of the work, replacing Dr. Sylla with Dr. Mody
Tcure. CVL's main interest was in the entomological and
protozoological work; much less interest was displayed in
the economic work.

The Director of ECIBEV was also changed, with the
departure of M. Macky Diallo. After an interim period, Dr.
Ousman Guindo, who had been Deputy Director of Mali
Livestock II, was named as the Director of ECIBEV and was
thus in charge of the Mali I feedlot and other operations.
M. Diallo eventually became Directeur du Cabinet of the
Ministry "Elevage, Eaux et Forets."

In the fall of 1980, there was a major change in the
WM with the splitting of the Ministry of Rural Development
into two ministries, Agriculture and "Elevage, Eaux et
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Forets." The Mali II Project was removed from the overall
control of OMBEVI and its Director General, and placed with
the Directeur du Cabinet of the Ministry of Elevage, Eaux et
Forets, and the Director of the Direction Nationale
d'Elevage. The project personnel remained housed at OMBEVI,
owever, and Dr. Toure remained as Directc~ of the Project.

(2) Financial Management

From the date of the signing of
Amendment No. 5, and even before, Mr. Pronovost had been
working very closcly with the Project Director and Financial
Director in an effort to improve the project's financial
management and accounting. He had considerable success, and
the reports made to USAID were much improved. It had
generally been agreed that Mr. Pronovost should be
officially appointed to the Financial Director position,
leaving M. Frantao Cisse as the Administrative Director, but
this could not be done at the time Amendment 5 was
negotiated and signed. It was later accomplished in October
1980 through Amendment No. 6,1 which specifically appointed
Mr. Pronovost to the position, and added money to the
contract to finance the assignment for the balance of the
year. Once officially in the Financial Director position,

lnphe Contractor will provide the services of a
financial management specialist who will assume the duties
and responsibilities of the position of Director of Finance,
Project Mali Livestock iI. The Specialist so provided will
be directly respunsible to the Director of the Project and
will not be a member of the Chemonics team in Bamako
although he will receive logistic support from the Chemonics
element in Bamako."
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Mr. Pronovost became a line employee of the Project and came
under the supervision of the Project Director. In order to
maintain an arms-length relationship with Chemonics, he was
removed from Mr. Crosson's supervisory control, although the
Chemonics team continued to provide his administrative and
logistic support. Mr. Teele, in Washington, became Mr.
Pronovost's Chemonics supervisor. In this direct-line role
and authority, Mr. Pronovost was able to bring a high level
of financial management to the project such that it became a
model for other AID-financed projects in Mali.
Unfortunately, although Mr. Pronovoist was able tco
provide good financial management, and even to locate funds
in various accounts which could be used for project
operating purposes, a severe shortage of operating funds
continued throughout the period. The reasons were the same
as during the prior period: the GRM had difficulty meeting
its financial obligations to the Joint Fund, and USAID, to
maintain pressure on the GRM, doled out its funds very
slowly.' The shortage of funds continued to interfere with
project operations, even at their reduced level, and forced
Chemonics to advance funds tu keep some activities going.

(3) Language School

The project had been providing language
training to both Malians and expatriates since its inception,
It was one of the more successful project elements. Until
Amendment No. 5, Chemonics had little official respon-
sibility with respect to the language program, or language
school, except Lo procure a great deal of equipment and
materials. This procurement support continued under the
amendment, but in addition, Amendment No. 5 provided that
Chemonics was to employ the expatriate advisor to the
language school locally. Also, as Financial Director of the
project, Mr. Pronovost provided assistance in the financial

management of the school.
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2. Training and Communications

a. Contract Provisions

Amendment No. 5 retained only a single
advisor in this activity, Mr. Daniel Dravet, the
Communications Specialist. The scope of work required him
to assist the activity in developing communications
techniques for the extension program. The contract also
suggested the possible use of short-term specialists in
animal husbandry, range management and education. These
were never requested and therefore were not provided. The
relevant contract language follows:

2. Training, Communications and Research

(a) The Contractor will provide the services
of a Communications Specialist to assist the Training,
Communications and Research Activity (at both Sotuba
and Dilly) in the development of and training in
communications techniques in the extension program.

(b) The Contractor will provide the services
of part-time and short-term specialists as may be
required by the Project Direction in the fields of
animal husbandry, range management and education
(training).

A secondary purpose for retaining Chemonics
representation in the T&C Activity was to ensure that the
training program continue. This task was not set out as
such in the scope of work, but Mr. Dravet did assist in the
completion of the third training cycle and the start-up of

the fourth.
b. Activities

As required by the contract, Mr. Dravet worked
with his counterpart and other Training and Communications
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staff in developing additional training aids and presenting
communications training to third-cycle trainees. He also
spent time in Dilly visiting the first- and second-cycle
encadreurs in their villages and monitoring their
presentations to the herders and other villagers.

Monitoring included taping many of the sessions. The tapes,
in Peulh and other African linguages, were transcribed and
translated for review. The results, which still showed many
deficiencies in the presentations, including the accuracy of
the information being dispensed, were set out in a report,
and were the basis of extensive recommendations for

improving the training and supervision of the encadreurs.

Supervision, by the moniteur/animateurs at the Dilly Center,

was obviously a major problem. .The moniteur/animateurs did
not visit the villages with any regularity. When they did,
or when the encadreurs came into the Dilly Center, the

supervision was not of a high level, since the
moniteurs/animateurs were insufficiently trained for their

work.

Finally, Mr. Dravet continued the extensive work
necessary to complete the range fire (feu de brousse) film
started by Mr., Citron. 1In the spring, the filming was
completed and the forty-five minute film edited and
assembled. It was sent to Washington for sound mixing in

Peulh, a very long and difficult job given the
communications problems between Bamako and Washington, and
the difficulties in working with languages not understood by
any of the technicians. The film was not completed until
the following period, but has been judged to be very well
done, and an effective method of sensitizing herders on the
subject of fire. It has since been translated into Sarakole
and Bambara, and has been widely shown in rural areas of
Mali.
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3. Sahel Grazing

a. Contract Provisions

The contract provided no specific personnel
for the Sahel Grazing Activity, reflecting continued USAID
reluctance to invest significant sums of money under the
existing management conditions at Dilly. The scope of work
simply required the contractor to be prepared to provide
short-term specialists as required. The contract language

follows:

(1) Sahel Grazing

The Contractor will provide such
short-term specialists as may ke required by the
Project Director. This personnel will assist the APS
with (a) the continuing development of the Test Peri-
meter, (b) the completion of previously dug wells,
(c) the maintenance of fire breaks, (d) the wonstruc-
tion of surface water points, (e) the development
and implementation of range management plans, and
(£) the study or studies of range conditiouns and
ecology using, among other things, the previously
built exclosures.

b. Installation of Pumps at Dilly

The only major work done under the contract
in this period was t™e installation of hand pumps in
thirteen project-dug wells in the test perimeter which were
considered to be worth putting into operation. The work was
done by two short-term Chemonics engineers, supported by M.
Henriey and Mr. Pronovost. The second engineer was required
because of problems and deficiencies with the first.

In December 1980, Chemonics was asked to provide the
services of a French-speaking engineer to carry out the
installation of hand pumps on the thirteen wells. The
pumps, made by Robbins-Meyers cf lincinnati, were of a new
design based on a deplacing cavity, which means they could
operate at very considerable depths. Chemonics recruited
Mr. William Zahalka, an engineer of many years' experience,
French-speaking. He first spent several days at the offices
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and factory of Robbins-Meyers, learning about the pumps and
acquiring the necessary tools for installation, and tools
and spare parts for repair. This precaution was necessary
because the same pumps had been installed elsewhere in Mali
by other projects and virtually none of them had worked
because of faulty installatirn.

Mr. Zahalka arrived in Bamako in February 198l. After
gathering the necessary equipment in Bamako, he moved to
Dilly for the installation. He was initially assisted by
Messrs. Henriey and Pronovost, but the logistic suppcct from
the Dilly Center was again poor, as was the labor supolied
by the center. Several of the pumps were nevertheless
installed before Mr. Zahalka became involved in a fight with
a driver and was asked to leave the country. Chemonics
provided a second engineer, Mr. Andrew Karp, who went to
Mali in April and completed the job. He found that some of
the work done under Mr. Zahalka's direction was inadequate
and had to be done over, particularly che cement slabs
around the pump bacres. The final installation consisted of
putting the pump in place over the well, using a pipe with a
double-helix lifting system which extended down to the water
level, a large concrete slab around the top of the well and
a piping system leading to a watering trough some fifty m.
away from the wellhcad. This system provided water delivery
to cattle and people far enough away from the wellhead to
avoid pollution by surface water or animals, as is
frequently the case with Sahelian wells.

The effort at installation was difficult and
time-consuming, but it resulted in operating wells using
hand pumps. In the following period, it became necessary
for Mr. Pronovost to supervise the repair of many pumps put
out of action by misuse. They have since been repaired and
continue to give good service and provide water to a

water-deficient area.
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4, New Lands

a. Contract Provisions

The task in the New Lands Activity was to
complete the studies, including the protozoological studies,
and submit reports and recommendations. The scope of work

was quite clear.

c. New Lands (CVL)

(1) The Contractor will provide a
Socio-Economist and a Protozoologist, who will assist
the CVL activity or other designated entity of the GRM
in the completion of the on-~going
feasibility/cost-benefit studies and related studies
for a tsetse fly control or eradication program in Zone
1. This assistance will cover protozoological and
socio~economic aspects.

(2) The Protozoologiut will also
assist in the continuing detailed studies of the
incidence of trypanosomiasis and trypanosomes in Zone 1

and elsewhere in Mali as required.
(3) The Socio-Econnmist will also

assist in the establishment and initiul operations of a
socio-economic unit for thas economic impact of animal
disease and animal disease control programs in the
Republic of Mali.

b. Protozoological Studies

The amendment provided the services of the

Protozoologist Dr. Awan for the entire year. It permitted
him and his colleagues to complete the rainy-season studies
which were only partially performed during the prior period,
and to do the vast amount of laboratory work necessary to
complete the survey.

The rainy-season survey was carried out between
July and November 1980, with the usual, severe difficulties
in operating funds and personnel. The same approach was
used as in the dry-season survey: villages were selected
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for study based on geographic and ecological considerations.
In each village, blood samples were drawn from about fifty
animals, with a representative sampling of the breeds
present, plus a few sheep and goats. Three samples were
drawn, a thin and thick blood smear from the ear and another
from the lymph node (lymph node biopsy smear). In each
case, the animal had to be put on the ground in order to
draw the samples. For each herd sampled, a questionnaire
was filled out covering herd composition and status, general
condition of the livestock, history of disease, morbidity
and mortality, clinical observations and use of trypanocidal
drugs (which is often indiscriminate in Mali). 1In all,
during the rainy-season survey, 3,542 head were sampled
(three samples each) which, coupled with the 3,758 done in
the dry season, resulted in a total of over 7,000.

The laboratory work started soon after the survey
started, and continued for many months. Although Dr. Awan
was assigned and had trained laboratory assistants, he
viewed and analyzed most of the 21,000 slides himself. The
microscopes supplied by the project were excellent, but the
laboratory conditions were poor, with the usual power
outages knocking out the microscopes and air conditioning.
Dr. Awan's report, prepared in association with his two
counterparts, Messrs. S. Maiga and S. Boure, was drafted in
the spring of 1981 and the detailed maps prepared. The
draft was then sent to Washington, after Dr. Awan departed
from the project, and edited in both English and French
before production. It was delivered in the summer of 1981.

Chemonics believes it to be an excellent report; it
provides important information about the incidence of
trypanosomiasis in Mali not previously available. The
information is analyzed in several ways: by area, animal
type, trypanosome type, and in relation to tsetse fly
species, among others. The report found that over three
percent of the cattle sampled in the dry season were
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infected with trypanosomiasis, and over five percent in the
rainy season, and that the disease was much more virulent,
with more clinical evidence, in the rainy season. The
report makes numerous recommendations about future surveys,
approaches to control by chemotherapy and chemo-prophylaxis
(which need to be rationalized) and the establishment of a
Trypanosomiasis Research and Diagnostic Unit at the CVL,

based on the lead provided by this work.

cC. Entomological Studies

Chemonics had much more difficulty with the
completion of the entomological work. The entomological
team, led by Dr. Okiwelu, had written numerous interim
reports, as discussed above, and had made the results of the
final analysis available to Ms. Shaw and the economic team
in the summer of 1980. The draft was also submitted to Dr.
Telly for approval in late July 1980, before the report
could be edited and translated, and before completion of the
numerous maps, which were the responsibility of his
counterpart. As with Dr. Awan's report, Chemonics decided
to do the editing and production work in Washington.
Editing, however, required the availability of the maps, and
Chemonics made repeated requests to Dr. Telly to send them.
Unfortunately, the maps were not made available until the
spring of 1981, almest nine months after Dr. Okiwelu's
departure. At that point, work resumed in Washington and
the report was typed in both languages. However, during the
edit and review, inconsistencies were discovered between the
maps and the text, and others between the text and the
tables included in the text. These contradictions could not
be settled without Dr. Okiwelu, then teaching in Nigeria.
After lengthy efforts to reach Dr. Okiwelu, he agreed to
work on the report to resolve the contradictions, but
because of his very crowded schedule, he advised there would

be a significant delay.
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Chemonics had the choice of publishing the report as
written, with the contradictions included, or waiting.
Since the key information had already been provided to Ms.
Shaw and included in the cost/benefit analysis, which was
its primary purpose, and since the report could expect a
wide and critical readership because of the importance of
the subject matter, Chemonics decided it would not be in
anyone's interest to publish a defective report. Dr.
Okiwelu is still working on the report. As of the date this
final report was written, he had not completed *the work.

d. Economic Studies

The economic studies, set out in Ms. Shaw's March

1980 report, were completed during the 1980-81 period. Ms.
Shaw continued on the prcject as a short-term specialist,
but as a result of other commitments, she had to leave the
project for a few months between October and February.

During her first assignment, from July to October 1980,
Ms. Shaw and her counterpart, M, Kamate, continued field and
desk research on the report and the calculations of the cost
of a tsetse fly control program in the zone, based on the
work of Dr. Okiwelu and the Entcmoloyical section. She and
M. Xamate also prepared first drafts of many of the report
seccions. When she departed Bamako in October 1980, M.
Kanate continued the research in areas where additional
information was required. Ms. Shaw returned to Bamako in
late February to complete the work. After a short time, she
and Chemonics decided that it would not be possible to do so
in Bamako given the difficult working conditions and lack of
secretarial support. Accordingly, in March, Ms, Shaw was
brought to Washington and worked with Chemonics' editor and
other home-office staff to produce a 280-page report in both

English and French.
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The report, delivered to the CVL and USAID/Bamako in
July 1981, covers the following areas: a detailed
description of Zone I, including the cattle population,
agriculture and land use; an analysis of the costs of
possible strategies aimed at reducing the incidence of
trypanosomiasis in the zone (including treatment and
prophylaxis, costs of protozoological work and the costs of
a tsetse fly control program); an analysis of the direct and
indirect benefits of the eradication of trypanosomiasis; and
conclusions. The report compares the costs and benefits of
several different strategies (combinations of eradication of
the vectcr, prophylaxis and treatment) and concludes that
vector control or eradication is not cost beneficial under
the circumstances, and that the strategy of choice is
stragey No. 4, prophylaxis of work oxen plus treatment of
other cattle (assuming better organized treatment and an end
to clandestine injections of animals). The report further
states that a definitive answer on vector control would
regquire more information about the costs and effectiveness
of the barrier along the southern edge of the zone, required
to prevent re-infestation, or the establishment of a much
larger zone with or without a natural barrier.

Chemonics believes that the rerort is excellent and is,
in fact, a model of research work of this kind. We fear
that it has been insufficiently studied by GRM and USAID
officials charged_with the responsibility of making
decisions about further work in this field. In any event,
for Chemonics and the requirements of the contract, it
represents an appropriate conclusion to the first phase of
the New Lands work. It should certainly be the basis of any
future work, should the very conciderable sums of money to

finance such work become available.
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5. Marketing

a. Provisions

The marketing work received considerable
attention during this second interim year, with three
advisors assigned: a Feedlot Management Advisor, a
Marketing/Forage Specialist and a Financial Management
Specialist. The contract language follows:

4. Specific Tasks for the Period July 1,
1980 - June 30, 1981

a. Marketing
The Contractor will assist ECIBEV by:

(1) Providing a Feedlot Management
Advisor to assist in the management of the Tienfala
Feedlot.

(2) Providing a Marketing/Forage
Specialist to assist in the expansion and improvement
of the forage production and storage program at
Tienfala carried out in connection with feedlot
operations. He will assist ECIBEV in obtaining data on
costs and effectiveness of various types of forage.

(3) Providing a Financial Management
Specialist who will assist in the financial management
of ECIBEV.

(4) The Marketing/Forage Advisor and
the Financial Management Specialist will also provide
assistance to ECIBEV efforts to expand the Embouche
Paysanne program. This assistance will be concentrated
on the buying and selling activities of ECIBEV and on
the introduction into the program of farmer-grown
forage crops as a partial replacement for cotton seed.

(5) The Contractor will provide the
services of a Financial Management Advisor who will
provide financial management services to ECIBEV (in its
various programs such as the Tienfala Feedlot and the
Embouche Paysanne program as described in sub-section a.
above) and to the Central Veterinary Laboratory.

b. Feedlot Management

The feedlot management work was quite similar
to that in the prior period. Initially, it was handled by
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Mr. de Beca, who remained from the prior year. Mr. Asselin
had decided not to return, so Chemonics eventually recruited
Mr. Joe Feffer, who arrived in November 1980. Prior to Mr.
Feffer's arrival, Mr. de Beca had provided technical
assistance to the feedlot operation and supervised the
harvesting and chopping of corn, sorghum and other forage
crops. In spite of difficulties with the equipment,
exacerbated by shortages of funds for speedy repairs, a
total of 360 tons of sileage was prepared for the campaign.
With the arrival of Mr, Feffer, efforts were
intensified to prepare the feedlot for a much increased
level of use. Repairs were made to many of the structures
and some were redesigned for more efficient operation. An
effort was started to build a new quarantine pen in a new
area, because of the poor location and dilapidated condition
of the existing facility; however, this effort was stopped
by the Director of ECIBEV. 1In late December 1980 and
January 1981, the campaign started with 970 head of cattle
in the program. At the same time, because there was no
qualified Malian feedlot manager available, Mr. Feffer was
appointed to the post. However, he was not given the
necessary authority, and extended negotiations were required
before he was given that authority. The feeding season
continued for several months, and although problems
continued with equipment, personnel, inadequate operating
funds, lack of feed and the concomitant need to change
rations frequently, significant weight gains were recorded.
During the feeding season, Mr. Feffer and, until his
departure, Mr. de Beca, continued to carry out improvements

in the operations and facilities.

C. Financial Management

Mr. Theriault provided day-to-day financial
management services to ECIBEV during most of the period. 1In

194



February 1981, there were disagreements between Mr.
Theriault and the ECIBEV Director, Dr. Guindo, over the
amount and quality of the work being done. Although
Chemonics attempted to take remedial steps, Dr. Guindo
requested his replacement. Mr. Theriault departed on March
15 and was replaced by Mr. Paul Carbonneau, who remained
with the project until the end of the amendment period, June
1981.

E. Fourth Period, July 198l-December 1982.

As discussed in Chapter II, despite effort by both
USAID and the GRM, it was still not possible, during the
1980-81 period, to design a mutually acceptable continuing
livestock project for Mali. A major problem was a general
view in AID/Washington, and USAID/Bamako, that livestock
development projects in the Sahel had not been successful.
This view was expressed in many forums, including the second
livestock and range management conference sponsored by AID/W
in November 1980, following up the larger conference at
Harpers Ferry in November 1978. A major problem was a
continuing inability to obtain agreement among the experts
on the best technical approaches, or even whether any
approaches, except possibly direct animal health improvement
projects, could be counted upon to do any good. Faced with
this uncertainty, and falling AID expenditure levels for the
Sahel, there were serious questions as to whether such
projects should continue. The GRM took the position, with
considerable justification, that livestock was still a
mainstay of the economy, that progress had been made and
that AID should follow through on its commitment. All
parties agreed that livestock projects of any kind require
very extended periods of time in order to bear fruit. USAID
(and Chemonics) felt that any new project should include
provisions for much stronger management of project

resources.
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In any case, it was clear that, if there was to be a
new project of any kind, it was important not to lose all
momentum gained under Mali Livestock II. Thus, both USAID
and the GRM favored a minimal continuation of the project,
including a minimal level of technical assistance until a
new project could be put into place, or until a decision to
terminate such assistance was taken. Two positions, that of
Financial Director, Project Mali Livestock II, and Feedlot
Management Advisor, were selected for continuation, because
(1) they were key to preserving the momentum and integrity
of project resources, and (2) the incumbents, Messrs. Feffer
and Pronovost, were very well regarded and willing to stay
on as a very small team.

Unfortunately, the funds provided in Amendment No. 8,
designed to retain the services of these two individuals for
another year, were not sufficient to do so. A series of
amendments were required, first to allow the technicians to
remain in Mali through the end of June 1982, and then,
because the new project was still not ready, through the end
of December 1982. At that point, the new project was
finally ready. The new project, which provided technical
assistance largely through a PASA with USDA, plus other
contracting arrangements, also provided for the continued
services of a Financial Management Advisor and a Marketing
Advisor. Chemonics was requested to provide Messrs. Feffer
and Pronovost for these positions through a new contract
directly with USAID.

1. Project and Contract Management

With the contract reduced to such a low level of
effort, with only two team members and few financial
resources, project and contract management became much less
demanding. Since Mr. Pronovost was still serving in a

direct line position as Financial Director of Mali Livestock
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II, Mr. Feffer became Chief of Party. 1In addition to his
technical duties at the feedlot, Mr. Feffer represented
Chemonics' interests and managed the project equipment and
materials assigned to or owned by Chemonics. This included
collecting, inventorying and storing furniture and
appliances, signing over most of the office furniture and
equipment to the GRM and shipping most of Chemonics'
documents, especially financial records, back to Washington.
Mr. Feffer was also responsible for clearing up loose ends
from the prior period, including settling with the
landlords, settling utility bills and some outstanding
accounts. These were demanding tasks which Mr. Feffer
performed very well. Mr. Pronovost assisted when necessary
and, in Mr. Feffer's absence, took over the representative

role.

2. Marketing

Mr. Feffer devoted most of his time to the
management of the Tienfala feedlot. Under his direction, a
good sorghum crop for sileage was harvested and put in the
silos in the fall of 1981. Considerable effort was also put
into cleaning and repairing the facilities and equipment for
the new feeding season. Unfortunately, when the season
started in January, ECIBEV had severe cash flow problems and
was unable to purchase cattle or cotton seed and.molasses,
so only about three hundred head could be put into the
feedlot. Since enough sileage had been produced, at great
effort, for two thousand head, this was very unfortunte
indeed. Mr. Feffer was able to take advantage of the low
numbers of cattle to introduce improved handling and animal
health measures, with a resultant drop of mortality and an
excellent demonstration of the methods. Experimentation
with the growth stimulant Ralgro was carried out,

demonstrating the effectiveness of such practices. 1In the
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spring, as usual, considerable time was devoted to land

preparation for the next rainy season.
In short, Mr., Feffer was able to assure the continued
operation of the feedlot, but the cash shortage prevented

the operation from reaching maximum size.

3. Financial Management

Mr. Proncvost continued to serve as Financial
Director during the entire eighteen-month period. There is
little specific information to add regarding this work; he
continued to perform at a very high level. 1In March 1982,
he assisted a team of auditors provided by AID/W in their
investigation of the financial management status of several
AID-financed projects including Mali Livestock II. By
coincidence, the former Financial Management Advisor to Mali
I (ECIBEV), Mr. Carbonneau, was also in Mali at the time of
the auditors' visit, serving as Financial Manager of ODIPAC
under a new Chemonics contract financed by the World Bank.
He was also able to assist in the auditors' review.

This concludes the narrative discussion of the work
carried out over five and one-half years, during which
Chemonics provided technical assistance to the livestock
projects in Mali under Contract REDSO/WA 77-96. In the
chapters which follow, Chemonics provides an evaluation of
the project and its own performance, including lessons

learned and recommendations.
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: CHAPTER IV
ACCOMPLISHMENTS AND NON-ACCOMPLISHMENTS

A, Introduction

The purpose of this chapter is to distill, in summary
form, the accomplishments of Mali Livestock II and Mali
Livestock I (after June 1979). It also treats project
failures, or things that were not done successfully. The
presentation is organized according to individual activities.
For each major failure, we offer a very brief statement of
what we believe to be the causes. These reasons are
discussed in somewhat more detail in Chapter V on "Main

Problems Encountered."

B. Training and Communications

1. Training Results

Three cycles of trainees were trained as
encadreurs in livestock and range management. The total
number, about sixty, was far less than originally intended,
but a reasonable number considering the capacity of the GRM
to absorb them into the various development programs
including the Sahel Grazing Activity.

Based on Chemonics' own monitoring of the trainees, the
training was sometimes of questionable quality. The
trainees do not appear to have retained or been able to use
much of what they learned. The quality of the training did
improve over time, however.

Reasons for the questionable quality of the training

are several: the academic level of the trainees, the
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failure to adapt the training materials adequately to the
level of the trainees and the Malian context, the reluctance
of both Chemonics and Malian staff to use sufficiently
imaginative training methods and, to some degree, the weak
training skills (as opposed to subject matter knowledge) of
some of the Chemonics personnel.

Virtually no other types of training were provided, in
spite of the availability of other training resources,
largely because the Project Direction did not feel it was

justified.

2. Communications Results

Three cycles of trainees were trained in
communications as well. The impact of this training seems
to have been minimal, for the reasons stated above. Very
useful experimentation and demonstration work was done in
communications under both Mr. Citron and Mr. Dravet. It
included audio-visual systems for outward communications,
and interviews and taping for inward communications. No
coherent, comprehensive communications system was
established, however. The main reasons were: (1) there was
never real agreement among the parties as to what such a
system should be; (2) any such system would have been far
ahead of the rest of the project, particularly the Sahel
Grazing Activity, or any other development project currently
in Mali; and (3) there were inadequate resources for any
comprehensive communications program, including Chemonics
resources—--no single advisor could be expected to carry out
a comprehensive program--Malian counterparts and financial
resources.

Some specific communications outputs were achieved. A
good example is the feu de brousse film which has been

judged to be excellent by many outside observers and has
been used to good effect in Mali.
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3. Results in Institution-Building

The project did establish a training institution
of good quality which was able to provide a meaningful
educational experience to its students. This was done with
very inadequate resources, including physical facilities.

It was done by people with little experience in setting up
and operating a school. With somewhat more resources--the
additicn of an expatriate advisor with specific experience
in establishing training institutions in developing
countries, and a Malian counterpart with similar
experience--the institution~building could have been very
effective.

No institution-building was achieved in communications,
for the same reasons stated above, i.e., the failure to
develop a comprehensive, coherent communications program.

In our view, the reason additional resources were never
provided was that all parties were unclear as to just how
much institution-building was desirable. A basic gquestion
was whether the project should establish a new training
institution, or whether it would be better to work with an
existing institution. The documentation made it appear that
the logical method of working with an existing institution
was being followed, by placing the activity at CNRZ Sotuba.
But CNRZ was not in any way a training institution; Sotuba
was never more than a landlord to the program. Perhaps,
once the new buildings were in place, Sotuba would have been
glad to claim the institution and provide it with some
institutional legitimacy, but the project effectively ended
before the construction was done. Thus, in effect, the
project ended up establishing a new institution, withcut
quite enough resources and without a real understanding of

the requirements for doing so.
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4. Impact on Livestock Development

The impact of the Training and Communications

Activity on livestock development in Mali is difficult to
evaluate. If the program continues, improves and expands,
the impact could be considerable, assuming graduates have
solid projects and real resources with which to work. The
training program could, in fact, make a major difference in
the effectiveness of all livestock development projects in
Mali. On the other hand, if we assume the program achieves
no more than it did during the life of the project, that is,
trains some sixty lower-level encadreurs, then the impact

would be quite small.

C. Sahel Grazing

1. Livestock and Range Management Improvements
in the Sahel

A plan of physical developments and range
management was prepared, on the ground, for the 140,000 ha.
test perimeter in the Sahel. Herders associations were
formed to work toward implementation of the plan. The
minimum, basic physical improvements were made, several
hundred km., of firebreaks and about thirteen drilled wells,
some in locations where they would increase the area of
dry-season forage. Considerable training in fire-fighting
and somewhat less in range management was provided. Scme
increase in animal health services was achieved, although
this task had little Chemonics involvement.

These improvements took an unreasonably long time to
achieve, with the result that significant project funding--
and technical assistance services--dried up before
improvements coald be effected or evaluated, and before the
range management plan could even be tried. Further, many
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other possible physical developments, such as surface water
points and vaccination parks, were not installed. The
effort, therefore, was not really completed or given a fair
test.

The reason for the delays and failures was in large
part the very weak management of the Malian agencies and
personnel, including the management of the Dilly Center, and
its "rear base" from Bamako. Also, confusion and
competition between the "American" project and the "French"
FAO~financed project in the same area, and the resultant
disagreements about approaches and erratic
decision-making,had negative results. Finally, several of
the expatriate staff sent to the Dilly zone were unsuitable

for the work.

2. Additions to the "State of the Art"

The Sahel Grazing Activity offered an excellent
opportunity to test approaches to range management and
livestock in the Sahel and thus to shed some practical light
on longstanding debates and disagreements on the subject.
There were some achievements, many of a negative nature.
Examples include the impracticality of trying to construct
surface water points by hand, and the political necessity of
providing humans with water before or simultaneously with
livestock. Longer-term examples include the exclosures
constructed to permit the range to move undisturbed toward
climax. 1If these are followed up, they could provide very
useful information.

Generally, however, experimental opportunities were
lost. Little rigorous information was obtained about
current practices, and no study of the effect of
interventions was made. No real forage research was
accomplished, and the hay-making research was aborted before

it could be completed. WNo resources were available to make
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any sort of rigorous study of the impact of the firebreaks,
water points or the grazing associations. Thus, Chemonics'
own study of range management and livestock in the Sahel was
able to profit very little from the lessons of the Sahel
Grazing Activity.

The main reason for this failure, in Chemonics' view,
was that the Project Direction rejected serious research
proposals, on the grounds that: (1) all necessary research
had already been done; (2) Dilly was not a research staticn;
and (3) research would become the goal to the detriment of
implementation. Thus, research was simply not permitted.
Secondly, the management problems at Dilly made research
very diffi~ult if not impossible. Thirdly, no resources
were provided for serious research. We should add that most
of the team members sent by Chemonics to Dilly were capable

of and interested in carrying out applied research.

3. Impact on Livestock Development

Although we are unable to quantify it, the work of
the Sahel Grazing Activity did have a significant and
immediate impact on livestock and range management in the
test perimeter. Water was made available, previously
unavailable forage was made available, and forage was saved
from fire. Cattle in the area were maintained in better

condition than would otherwise have been the case.
D. New Lands

1. Additions to the "State of the Art"

The New Lands Activity had two objectives: (1) a
comprehensive series of surveys and studies, both scientific
and economic; and (2) some experimental tsetse control work.

Both were designed to increase knowladge about the subject
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and, possibly, to lead to major efforts to reduce the impact
of trypanosomiasis on the Malian economy.

With respect to the first objective, the studies were
carried out essentially as planned. The only major change
was that the idea of designing and costing a development
project to complement trypanosomiasis control was discarded.
It remained in the plan for almost three years, but was
neither realistic nor practical, and its deletion was a
major improvement. The surveys did, indeed, add greatly to
the knowledge about tsetse flies, trypanosomiasis and the
economics of the fight against them.

The second objective was not achieved because: (1) the
accomplishment of the first objective was a necessary
prerequisite of the second, and the first was completed only
at the end of the project; (2) even had this not been the
case, it is unlikely that USAID would have financed a major
tsetse control trial given the negative cost/benefit
findings of the study and the overall shortage of project
funds.

Although the studies were completed, they required
about twice as long as planned. We believe that the
original planning was overly optimistic; completing all of
the required work in two years was highly unlikely. On the
other hand, if the first step, selection of the two zones,
could have been done on the basis of very brief studies
only, which was certainly possible, then a great deal of
time would have been saved.

Apart from overly optimistic planning, the work did
take much longer than necessary. On the scientific side
(entomology, protozoology), the main reasons were the very
late recognition by all parties, including Chemonics, of the
need for a protozoologist, and the very serious twin
problems of poor management and inadequate resources. The
impact of iunadequate resources is amply described in Chapter
III.
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With respect to the economic studies, part of the
reason for the delay was the impractical design calling for
an overly elaborate and demanding cost/benefit study
including the creation and costing of a hypothetical
development project. Perhaps the principal reason, however,
was the inadequacy of some of the economists supplied by
Chemonics to carry out the work. A second reason was the
failure of IER to participate seriously in the work or to
provide enough counterparts. O2f the four economists, two
were incapable of recognizing that the design had to be
changed, or of making any meaningful progress toward getting
the work done. Between them, they caused about eighteen
months' delay. A third economist, Dr. Reeser, did a
credible job in getting the initial report done so that the
zone could be selected, and also recognized that the design
for the detailed effort was faulty. He was unable to come
up with an alternative acceptable to the Project Direction,
however. The final economist, Ms., Shaw, was ideally suited
to the task. She achieved an acceptable re-design and

carried out the work with excellent results,

2. - Institutional Development

A great deal was accomplished in this area. The
project created excellent field research and survey teams in
both entomology and protozoology. Eventually, they were
backed with a very fine laboratory in spite of its location
in inadequate facilities. An excellent capability was thus
created and should have been used for the continued survey
work. But with the end of the project, much of the
institutional development was lost. Further, the
institutional capability should undoubtedly have been
located at the Central Veterinary Laboratory, and it is
unfortunate that personality and bureaucratic problems
prevented this from happening. With respect to the econcomic
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side, Ms. Shaw made a major effort to institutionalize the
economic research work, but the lack of interest on the part
of IER and its unwillingness to work closely with another

agency, the CVL, prevented any real progress in this area.

3. Impact on Livestock Development

Since the New Lands Activity was a study activity,
it had no immediate or direct impact on livestock
development in Mali. The potential, however, was and is
great. The work points the way toward an effective,
cost-beneficial program of animal disease reduction in Mali
and provides the economic justification which donors need to

provide financing.

E. Marketing

This activity was carried out in two entirely separate

phases and so is discussed in that way.

1. First Period: Market Research and Information
System

The work in this period, consisting of the efforts
of one Chemonics advisor, Mr. Balmir, accomplished virtually
nothing. A few reports of some interest were prepared but
were basically rejected by the Project Direction and their
information and recommendations ignored.

The reasons for the failure were two: (1) the manner
in which the activity was designed, calling for the
establishment of a market information system, of
questionable value, and with virtually no resources; and (2)
the deficiencies of the advisor, who lacked the flexibility
and energy necessary to carve out a useful role and carry
out the work. It should also be stated that the Chemonics
Chiefs of Party, including the two authors of this final
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report, failed to give adequate leadership in this area and
to assist effectively in defining a reasonable scope of work

for Mr. Balmir.

2. Second-Fourth Period: Feedlot Management and
Financial Management

a. Feedlot Management

The management of the Tienfala feedlot was
theoretically a straightforward, operational task, involving
the production of sileage, purchase of other rations,
repair, maintenance and actual operation of this facility.
The fact that it was a government enterprise with many,
bureaucratic inefficiencies, made the task much more
difficult. Still, the main objective was achieved: the
facility was operated, cattle were fed and there was weight
gain, rather than the usual weight loss, during the dry
season. Bamako and the export markets benefitted from more
and better meat. The technical (if not financial) benefits
of dry-season feeding were demonstrated.

Obviously, the cperation did not go smoothly. There
were relatively minor problems with some of the Chemonics
personnel, but generally they did a good job. The
management was, as noted, erratic. And cash shortages
prevented the feedlot from handling the number of head for

which it was designed virtually every year.

b. Financial Management

With Chemonics' assistance, the financial
affairs of ECIBEV, in very poor disarray in July 1979, were
put into good order. The effort took longer than it should
have because ECIBEV resisted giving Chemonics' accountants
sufficient authority and because there was excessive
turnover among Chemonics personnel--three advisors in two

Years.
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F. Small Ruminants

1. Additions to Information Available

The Small Ruminants Project, in Phase I, did make
a small contribution to the information available on small
ruminants in Mali and West Africa. It was achieved through
the two reports by the Chemonics short-term specialist, Dr.
Martin. 1In our view, the rest of the project work, a par-
tial survey carried out by the Malian staff of the project,
was poor and did not constitute a genuine achievement. We
believe that this experience demonstrates the need for
leadership of experienced personnel, Milian and expatriate,
strong management of resources and energetic, high-level

support in order to conduct successful surveys of this kind.

2. Institutional Development

This project might have resulted in the creation
of a strong small ruminants development unit at OMBEVI. It
did not. It did not because resources and management were

not provided.

3. Impact on Livestock Development

Since the study did not yield significant useful
information, and since no development interventions at all
were carried out, or brought any closer to being carried out
by the project, we conclude that there was no impact on
livestock development, actual or potential.
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G. Construction

A certain amount of construction work was accomplished
by the project, notably the Dilly Ajirstrip and the Sotuba
Training Center. The former was used to further the aims of
the project and thus had a definite impact. The latter was
completed after the effective end of the project and thus
had no direct impact on it. It may prove of considerable
value in the future. Numerous other construction projects
were planned and carried through the design stage. Most of
them were not actually built because of delays and because
USAID declined to provide funds. With the exception of the
Dilly Airstrip, the construction work was very slow to
materialize. The need to coordinate work through the Malian
Project Direction and USAID, working thorough Genie Rurale,

proved to be very unwieldy and slow. Chemonics' role, to
provide a single engineer as a catalyst, with no power and
few resources, was useful but inadequte to speed things up

sufficiently.

H. Financial Management, Mali Livestock II

Once Chemonics was able to have a direct impact on the
financial management of the project, when Mr. Pronovost
became Financial Director in the fall of 1980, a great deal
was accomplished to give the project high-quality financial
management. This was significant, not only because of the
improvement in project management, but also because it
demonstrated that an AID-financed project could have the
benefit of good financial management if the right expatriate
specialist could be given the authority to provide it.
Since poor financial management in projec*s in general was
threatening the entire AID assistance program in Mali, this

was an important contribution.
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I. Summary Comments

In spite of all of the problems, the projects did
register significant accomplishments, some of which had a
direct impact on the livestock sector of Mali. Many more
have poﬁential impact if the basic work can be followed up

in the coming years.
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CHAPTER V
MAIN PROBLEMS ENCOUNTERED

The previous chapter alludes to numercus problems
encountered by Chemonics (and USAID and the GRM) in carrying
out the Mali Livestock Projects. 1In fact, all previous
chapters discuss these prublems; they were, after all,
serious impediments to progress and always uppermost in the
minds of most project participants. Here we attempt to
organize the discussion of the main problems by discussing
them individually, in an orderly if summary manner. The
final problem listed, deficiencies in the contractor's per-
formance, leads into Chapter VI, which is a self evaluation
of Chemonics' performance on the project.

The main problems covered are: (A) Project Design,

(B) Contractual Ambiguities, (C) Conflicting Philosophies,
(D) Project Management by the GRM and USAID, (E) Lack of

Resources and (F) Contractor Deficiencies.

a. Project Design

The design of the project, carried out over an extended
périod in the miA~1970s, was deficient in three general
respects: it was overly optimistic in its estimates of what
could be done in the time available; and it was based on a
misunderstanding of the situation, particularly the
resources provided; and it did not tie outputs to respon-
sibility and reponsibilitity to authority and resources.

On the first point, we have already indicated where the
project design was overly optimistic. All examples need not
be repeated, but repetition of two notable ones may be
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useful. The New Lands Activity is perhaps the most striking
example. Contractor and counterpart personnel were first to
carry out two sets of surveys and studies, including a
monumental cost/benefit study, and then, after review and
approval by the GRM and AID, they were to mount a tsetse
control program, based presumably on air and ground
spraying, all in the space of two years. Tha time frame for
the livestock and range management developments in che Dilly
Zone, which were originally intended to impact on the entire
1,300,000 ha., was also far too short, even if management,
personnel and other problems had not intervened.

Before proceeding, we should state that Chemonics
shares some of the responsibility for excessive optimism.,
Although in our review of the project and our proposal
preparation, we noted that some points seemed overly
optimistic, and made suggestions for improvement, we
accepted many of the goals at face value and undertook to
meet them. We had an exaggerated idea of the speed at which
things could be done.

Our second point concerning the project desig:. --that it
represented a misunderstanding of basic realities--is best
illustrated by the example of the training program. As
discussed above, the project design opted cfor the sensible
approach cf using an existing training institution and using
project resurces to strengthen that institution. Therefore,
the training program was sited at CNRZ/Sotuba. But, in
fact, there was no training capability at CNRZ/Sotuba, and
so Sotuba only provided temporary facilities to house the
activity, with no institutional connection at all. 1In fact,
although there was some cooperaton from individuals at
Sotuba, the institution as a whole did not really provide
good support for research, training demonstrations, etc.

A second example was the failure to foresee the
inevitable conflict between the FAO project at Dilly, which

had built the center and resented the American invasion, and
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the Sahel Grazing Activity. Using the benefit of hindsight,
it would have been preferable, no doubt, to establish or use
a separate facility.

On the third point, the association between outputs and
responsibility, authority and resources, virtually all
activities provide examples. The project design did not
attempt to clarify relationships, leaving it to the imple-
mentation phase. The project plan, prepared before
Chemonics became involved, purported to assign responsibil-
ities, but did not assign authority or resources. Project
designers frequently take the position that it is not in
their province to assign responsibilities, authorities and
resources. It may not be; they don't have the authority to
do so definitively. But Chemonics believes that it should
at least be done in the form of a recommendation, in order
to show what is needed. Otherwise, the participants begin

with differing expections or in a vacuum,

B. Contractual Ambiguities

A problem which is closely related to the third point,
responsibilities and resources, is the ambiguity about
roles, responsibilities, and authorities, which resulted
from the contract as negotiated between the GRM and
Chemonics, and approved by USAID.

Chemonics was well aware of this potential problem
during contract negotiations. The GRM wanted to "engage the
contractor in the success of the project." We pointed out
that we would be so "engaged" but that, unless we controlled
the means and the resources, we could not really be held
responsible for results. Consequently, the final contract
document was open to numerous interpretations.

It was our experience that, in the course of
implementing the contract, the signatories and interested

parties began to have a better understanding of the motives
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which lay behind the contract provisions, and it was often a
surprise to find that the interpretations of contract
clauses by the various parties was less juridical than
subjective, based upon what might be termed a hidden agenda.
As a consequence, the differing interpretations were
difficult to reconcile. Chemonics, the GRM and USAID often
had serious differences, usually stemming from their
subjective motivations.

The GRM felt that the contract provided it with
technicians who would execute certain tasks for which they
were responsible while simultaneously advising and assisting
Malian personnel to execute theirs. The officials of the
two projects Mali I and II were definite in their view that
the experts provided by Chemonics under the contract were
employees of the GRM who were to follow the direction of
appointed Malian officials. Dr. Almouzar Maiga reiterated
this point on many occasions both while Director of the
project and later when he became Director General of OMBEVI.

USAID officials, on the other hand, considered the
contract as the means by which professional staff would
carry out projects designed by USAID and at the same time
provide on-the-job training for local or host-country
personnel. USAID in many ways considered contractor
personnel as "responsible" for execution not merely of
contract provisions as written but also for meeting AID
requirements for project progress.

Chemonics and its personnel regairded the contract as
the basis for collaborative execution of tasks leading to
development in specific areas of interest. We found,
however, that this view conflicted with those held by USAID
and Malian officials. We believe the differences existed at
least partly because of the conflicting provisions and '
ambiguities that occurred in documents basic to the project
and, indeed, upon which the contract was based. Admittedly,

the contractor had a responsibility for ensuring that
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contract provisions were clearly understood by the parties
to it but it was only in execution that we realized the
great differences that existed in "intzrpretation" of at
least some elements of the contract.

The issue of responsibility, authority and resources,
again, is a case in point. The contract called upon the
contractor to execute certain tasks yet remained silent on
the issue nf the allocation of resources and authority.
Chemonics finally came to the conclusion that the
responsibility for execution could not be split and that it
could only lie with the officials who exercised authority
and disposed of material means, in other words, Malian
project officials. On the other hand, USAID officials
insisted that the contractor personnel should be held at
least partially responsible for execution. Our final
conclusion was that the contractor could be held responsible
for the provision of expert advice, but for execution only
when provided with authority and resources, both human and
material, by the Director of the project.

Thus our experience has led us to believe that only
host-country contracts which carefully relate authority,

resources, and clearly defined tasks can succeed.

C. Conflicting Philosophies

A third general problem was the existence of
conflicting philosophies between the Americans, both
Chemonics and USAID, on the one hand and the Malians on the
other. This conflict marifested itself most strongly in
differing perceptions about research and experimentation.
The detailed accounting of the five and one-half years of
project activity set out in Chapter III makes this conflict
clear. The Americans believed that the project should be
geared simultaneously to bringing about improvements in
livestock and range management in the Sahel and trying to
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resolve the many questions on the subject about which there
is little agreement. Although the project design was not
entirely clear on this point, it certainly did provide a
basis for believing that some level of research and
experimentation would be involved. Chemonics followed this
lead in its proposal and initial planning efforts. To a
small degree, we were able to carry through with some
research.

The Malians, however, took the position that this was
in no way a research project and, except for New Lands, they
opposed any attempt to obtain data in a rigorous way, or to
experiment with various interventions. Indeed, the Malian
leadership felt that experimentation was actually dangerous
to the project tecause failure, which is an inevitable
result of some of the experimentation, was bad for the
project image and would discourage the herders from
participating. The Malian view was that this was strictly
an implementation project, and that the main benefit was the
construction of facilities and the provision of water
resources, improvements which the herders and other
beneficiaries could easily appreciate. The Malians were
therefore continually displeased with the slow rate of
development in these areas, and most especially with the
failure of the project to carry out major construction work
at the Dilly Center.

This difference in philosophy resulted in many
misunderstandings and differences between the Americans and
Malians, and considerable wasted effort. It also meant that
very little real information was obtained to shed further
light on approaches to improved livestock and range
management. It is instructive that, in the new Livestock
Project, USAID has insisted on a much higher level of
research and experimentation and has, we understand,
provided more resources specifically for this purpose.
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D. Project Management

Project management was provided largely by the GRM,
with some management input from USAID. The contractor's
role ir project management was very small, except late in
the project when the contractor did provide direct financial
management service.

Chemonics' view that project management by the GRM was
deficient is clearly stated throughout this final report.
It was also stated equally clearly through the life of the
project itself, in Chemonics' monthly reports as well as
numerous other reports. An example of the latter is a
memorandum from the Chief of Party, William Crosson, to Mr.
Robert Shoemaker, USAID, dated March 16, 1981, which covers
the matter of management problems in considerable detail.

As pointed out in that document, an effective
management system for a complex project such as Mali
Livestock II requires at least the following: (1) a
management staff in adequate numbers and with appropriate
skills; (2) a system for delegating authority and
responsibility, and a system for evaluating performance; (3)
a planning capability; (4) an information system with
feedback; (5) financial controls and procedures; (6) a
logistic support system; and (7) a maintenance and repair
capability for vehicles and equipment. Each of these is
discussed briefly.

1. Management Personnel

In Chemonics' view, the project was never staffed
to provide an adequate level of management. Although there
were too few Malian personnel in management positions, the
more serious problem was the lack of management training and
experience of those assigned to management positions. The
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problem varied in seriousness from activity to activity.
New Lands and Training and Communication were led by
individuals who lacked training in management, but who had
leadership ability nonetheless. The Dilly Center, on the
other hand,.and the Sahel Grazing Activity, suffered from
management staff who had neither ability nor training.

It is interesting to note that American and Malian
perceptions are very far apart on this point. 1In 1975, two
years before Mali Livestock II began, the senior author of
this final report was assisting in the negotiations for the
Mali Livestock I contract. The contractors, Experiment Inc.
and Checchi, had proposed an additional team member in the
form of an administrator and management advisor. The
Malians rejected the notion on the grounds that "we already
have too many administrators." It may be that there are too
many administrators, but there are far too few managers,
people who are.skilled at assembling resources, human and
materiel, and applying them to the implementation of a

project in an efficient way.

2. Delegation of Authority and Responsibility

In common with senior personnel in many countries,
the Malian Project Direction was always reluctant to
delegate authority to lower-level personnel, such as the
Chiefs of Activity. They did delegate responsibility, or
attempt'to do so, but obviously one cannot be delegated
effectively without the other. It must be admitted that in
many instances, Malian middle management personnel were not
particularly well qualified to manage their project
activities effectively had authority been delegated. We
believe nonetheless that the project would have been better
served in many cases had delegation tak«n place, since the

alternative was no action at all.
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3. Planning Capability

Outside of an initial PERT training and planning
exercise, carried out before Chemonics' arrival, the Malian
staff received no significant planning training. There was
no capability. Little real planning was done, if we mean
plans which include a clear allocation of personnel and
material resources to carry out the work. Chemonics was, by
and large, not invited to participate in real project
planning, except to prepare its own work plans. Chemonics
staff were asked o1 a few occasions for assistance in budget
preparation, but the assistance was superficial and not

really used at thz decision-making stage.

4, Information System

Again, although Chemonics prepared regular monthly
reports (not always on time), we were not part of any true
project information system. This was theoretically the
province of the Activity Chiefs and the Project Direction.
In fact, there was no real system, if by system we mean
periodic reports from bottom to top, coupled with feedback,
and procedures to reach decisions and allocate resources on
the basis of the information generated. The result was
frustration at all levels and fregquent decisions taken in

absence of information and without reference to reality.

5. Financial Controls and Procedures

Until the advent of a Chemonics Financial
Director, the financial controls over the project were very
weak indeed. Budgets were either not made, or were not
realistic and not followed. Controls were loose and
financial reports were not made or were without meaning. 1In

this particular area, USAID shared some of the responsi-
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bility, since the requirement for adequate financial
reporting under the project was not enforced, and there was
very little effective contact between the USAID Controller's
Office and the Malian Financial Director. Chemonics was
aware of these problems very early in the project, but had
no authority to provide assistance or play any real role in

financial management. .

6. Logistic Support System

This is an area of special weakness. The project
required a very high level of logistic support, involving as
it did a great deal of field work in remote areas of Mali.
Chemonics provided much of the support but did not have the
authority or the resources to do everything required. The
general support for the Cilly Center and its activities, for
example, was a Malian responsibility. A "rear base" was
established to support Dilly, and tied to Dilly by two-way
radio. Such a rear base, and the project generally, needed
the capability to do the following: plan materiel needs,
acquire, receivé, provide storage, inventory, issue and
transport of materiel and personnel. These are specialized
functions which require skill, hard work and resources.
These requirements were ignored from beginning to end. Wo
organized systems for procurement, storage, inventory or
issue and control were ever established, except by Chemonics
for some of the equipment for which we were directly
responsible. The project documents ignored this aspect of
the project, and thus no provisions were made for expatriate

advisors or even specialized Malian personnel.
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7. Maintenance and Repair Capability

The project required a great many vehicles and a
great deal of equipment, equipment which is costly in Mali
and which is inevitably subject to hard treatment by
relatively unskilled personnel with little incentive to
careful use. No provision for operator training or
maintenance was included in the project or contract.
Chemonics made major efforts in these areas, for example, in
finally establishing a project garage and concentrating on

maintenance and repair of feedlot equipment and facilities.

8. Summary

In summary, Chemonics believes that weak project
management was one of the major problems encountered in this
project, and that it was responsible for many of the
project's failures. Further, it is unfortunate that the
project did not provide significant assistance in management
and thus take the opportunity to serve as a model project in
this respect. Since weak management is endemic in many
developing countries, a key by-product of AID-financed
development projects should be to demonstrate good manage-
ment. We are pleased that there is a growing realization in
AID of this point.

E. Lack of Resources

The problems caused by progressively more severe
shortages of resources, mainly financial, have also been
clearly shown in Chapter III. 1In the first two years, there
' were reasonable amounts of money available to finance
project operations, or there would have been if the
resources had been better managed. But thereafter, just
when the various activities were beginning to make real

222



progress, resources became scarce and most activities were
delayed as a result. Obviously, poor management and lack of
resources were closely related; had management been better,
fewer resources would have been wasted, and also USAID would
have been more willing to make additional resources
available. Still, the final three and one-half years were
characterized by expensive technical assistance and some
material resources (vehicles, etc.) which were seriously
underutilized for lack of relatively small amounts of

operating funds.

F. Contractor Deficiencies

A final problem encountered in the implementation of
this project was deficiencies in the contractor's
performance. Although Chemonics rates its own performance
on this project above average, given the conditions, our
performance was far from perfect. The imperfections
contributed to the project's failure to accomplish all cf
its goals. The main deficiencies were in the areas of: (1)
initial planning, specifically, failure to foresee the
impact of the inadequacies in the project design, project
resources, contract ambigquities and the like; (2) its
leadership; and (3) the personnel provided. These points

are covered in some detail in Chapter VI which follows.
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CHAPTER VI
CHEMONICS SELF-EVALUATION

Chemonics' performance on this project was never
formally evaluated during the five and one-half years of the
contract. The one project evaluation, in the summer of
1978, was early in the contract period, covered three
separate projects and contractors and did not focus
specifically on contractor performance. Finally, it was
never published as a formal evaluation. Therefore, we
believe it would be useful to include in this final report a
brief and, hopefully, frank evaluaticn of our own perfor-
mance. The purposes are to shed further light on the
problems encountered in carrying out the project and to
guide Chemonics' future work on projects of this kind. We
discuss Chemonics' performance under five headings:

(A) project planning, (B) leadership, (C) personnel, (D)
contract management, field and home-office, and (E) overall

performance.

A, Project Planning

A technical assistance contractor like Chemonics,
especially one which concentrates on project implementation
rather than design, usually enters into a project after the
basic design is complete, and is expected to assist in the
implemention of a project as designed. The only
opportunities to influence the design, and the planning, are
in the preparation of the contractor's proposal, in contract
negotiations and then in the preparation and implementation
of work plans. 1In this instance, Chemonics did try to
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influence the project design and planning through its
proposal. In the negotiations, however, Chemonics clearly
failed to pursue design modifications adeguately or to
insist that ambiguities be cleared up, and resources
identified and assigned to the implementation of each
activity. This failure was paritially a failure to foresee
the magnitude of the resource requirements, both within and
outside of the contract, and partially the shared optimism
of the project designers, USAID and the GRM. It was also
caused to some extent by the need to arrive at a negotiated
contract.

The result was a contract which was insufficiently
clear as to who was responsible for what. Also, an
associated work plan prepared earlier as part of the PERT
ex2rcise did not identify and assign resources and was
excessively optimistic. Subsequent work plans were somewhat
better in that they scaled down the targets. They weZe not
prepared in close association with the Project Direction,
however, and thus failed to assign specific responsibility,
authority and resources.

In short, Chemonics could have made a much greater
contribution to the project planning work, especially in the
early years when there were reasonable levels of resources
to do the work.

B. Leadership

Leadership in a contract such as this is provided
mainly by the Chief of Party. Chemonics provided three
Chiefs of Party between 1977 and mid-1981, when teams of
significant size were fielded. Their performance was
decidedly mixed.

We should first point out that the role of Chief of
Party for Mali Livestock II was extremely demanding. The
role required large amounts of the following: leadership
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and charisma, management skill, administrative skill,
diplomacy (vis-a-vis USAID and the host government),
supervisory skill in many subject areas, writing and editing
ability, communications skills, bilingual in this instance,
knowledge of AID procedures and regulations, and long hours
of work. 1Individuals with all of these attributes are
extremely rare and not easily found.

Chemonics' first Chief of Party, for nine months in
1977, was the principal author of this report, which makes
objective evaluation virtually impossible. However, we
believe it is fair to say that, despite the planning
deficiencies discussed above, he got the contract off to a
reasonably good start. Basic management and administrative
systems for the contract (not for the project as a whole)
were established and operated with reasonable efficiency.
However, they were rather rudimentary and had to be made
considerably more sophisticated in later years. Relations
were good wtih the GRM and USAID and reporting requirements
were well met. In the area of substantive supervision,
strong efforts were made to provide it to each of the
activities, but it was already clear that a single Chief of
Party did not have time to provide an adequate level of
substantive supervision while carrying out all of the other
required tasks. This led to the assignment of a Business
Management Advisor on the team in 1978.

The second Chief of Party, Mr. Reeser, was not very
successful. The demands of the position, including most of
the areas enumerated above, except for the long hours, were
to some degree beyond his capability. This fact was
recognized within a few months by Chemonics and steps were
taken to replace him as Chief of Party, while retaining him
on the team as an economist. Unfortunately, the recruitment
of a new Chief of Party tool an inordinate amount of time,
largely because Chemonics put too much stock in a single
candidate who was considered excellent but who eventually
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declined the position. 1In rétrospect, Chemonics should have
recruited several good candidates in order to ensure that
one could be fielded in a timely manner.

Mr. Crosson, the third Chief of Party, served for two
and one-half years, and thus covered most of the level of
effort under the contract. Mr. Crosson had excellent
management and administrative skills, and upgraded these
aspects of contract performance to a considerable degree.
Indeed, the internal management of the Chemonics team was a
model under his leadership. However, Mr. Crosson was
somewhat deficient in other respects. The most striking was
in substantive supervision of the team; Mr. Crosson provided
very little.  This was attributable in part to lack of time,
since contract administration was very time-consuming, and
in part to lack of interest or inclination. It is, of
course, difficult to provide substantive supervision in
areas where the supervisee is more knowledgeable than the
supervisor. Still, this type of supervision is vital and
its absence resulted in very poor quality control over some
of the work done. Mr. Crosson was also weak in the area of
diplomacy, particularly vis-a-vis USAID, which hampered the
effectiveness of the team to some extent.

C. Personnel

Providing high quality, effective personnel for
development work is extremely difficult. Personnel must be
qualified in their professional areas, able to work under
difficult conditions and be effective in the ambiguous
position of advisor without authority but with some imputed
responsibility for results. And in Mali, they must be able
to work in French if at all possible.

The provision of technical assistance personnel was a
major element of Chemonics' responsibility under this
contract. As in the case of leadership, Chemonics judges
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its own performance as mixed. We do believe that
performance gradually improved over time and in 1980-1981,
the last year in which a significant level of effort was
provided, we believe it was quite good. This improvement
was a result of experience gained and very hard work on the
part of Chemonics' home office in recruiting personnel.

Both the relative weakness of the first team and the
strength .of the later ones are easy to explain. The first
team members were largely those included in Chemonics'
proposal. The proposal was necessarily prepared in a very
short time and the recruiting was also done very rapidly.
Tn many cases, Chemonics was unable to interview candidates
directly or obtain adequate references. Later team members
were all recruited with more understanding of the
requirements and more time, All new team members from 1978
onward were interviewed in person, in some cases by GRM
officials as well as Chemonics, and their references were
carefully checked. A large selection of candidates was
identified and both Chemonics and the GRM had a wider
selection from which to choose. Some mistakes were still
made, of course, since it is never possible to know for
certain how an individual will perform under given working
and living conditions.

The general weakness of the first team was aggravated
by the fact that Chemonics had no opportunity to provide
their orientation before they arrived in Mali. During
contract negotiations, Chemonics requested two weeks of
orientation which is normally provided in the General
Provisions for direct AID contracts, but the GRM declined to
grant any orientation at contract expense. Chemonics
provided a brief orientation at its own expen.e, but it was
clearly inadequate. We believe a full, two-week orientation
would have improved the team's understanding of the project
and Mali and would have improved their initial performance

as well.
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In fairness to the personnel Chemonics provided, we
should point out that deficiencies in project management and
in contract leadership may have aggravated the performance
problems. In several instances, we are certain that
individuals would have done better had they received
adequate management and supervision. Deficiences in the
project design and ambiguities in the contract relationships
also had an adverse effect on the performance of some of the
team members, who went to Mali with incorrect perceptions

about their real duties and working environment.

D. Contract Management, Field and Home Office

We believe that Chemonics provided very good contract
management in both the field and the home office. The field
management is covered to some extent under leadership above.
Generally, Chemonics managed its personnel and the resources
assigned to it in a commendable manner. Contract finances
were and are in good condition. Although an in-depth audit
of contract finances has not been done by AID, the accounts
were always kept in auditable form, and detailed invoices
were submitted monthly to the GRM. Project equipment was
well-maintained and there were relatively few
disappearances, considering the numbers of people and
activities involved and the conditions under which work had
to be performed. We are particularly proud of the fact that
furniture and appliances, most of which were put into
service in 1977, are stiii largely serviceable.

Contract management and backstopping from Chemonics®
Washington office was also of high caliber. Chemonics' team
was generally considered to be the best supported in Mali.
The company also made a special effort to provide
procurement support, both within and outside of the
contract, and was asked to extend this service to Mali
Livestock I even before taking over the technical assistance
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for that project. 1In the latter part of the second and
third contract periods, Chemonics' Publications Department
provided excellent support, editing, translating and
producing several very lengthy reports including those which
made up the main contribution of the New Lands Activity.

E. Qverall Performance

Overall, Chemonics rates its performance as good but
with the reservations mentioned. During contract negotia-
tions and in the first months of contract implementation, a
"honeymoon" period in which we had our best chance to
influence events, we clearly should have insisted on
detailed project planning to establish realistic time frames
and to assign specific resources to specific tasks. Also,
we clearly should have done a better job providing and
supervising team members in the early years, when the basic
directions of the project were being laid down and when
resources were reasonably adequate. This is especially true
in the Sahel Grazing Activity, where specific,
resource-based planning was particularly lacking, and where
Chemonics' initial personnel assignments were particularly
weak. The lack of good planning and good personnel, coupled
with all of the other problems in Dilly caused the
activity's momentum to be lost, and with it, USAID's taste
for major investments in the Jahel. On the other hand,
Chemonics was not in a strong position to insist on
detailed, resource~based planning, and recruiting top
personnel for long-term assignments at Dilly, under the
circimstances, was particularly difficult. In other areas,
we believe our performance was quite good and justified the
confidence placed in us to continue service for five and
one-half years and to remain involved in the new livestock

project.
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CHAPTER VII
RECOMMENDATIONS

Chemonics could make a great many recommendations as a
result of its experience in Mali over the years. Indeed, we
have made numerous recommendations in various reports on the
project activities. For this final report, we prefer to
concentrate on broad recommendations in three areas: the
general content of livestock range management projects;
project planning and management; and technical assistance
contracting for this type of project in Africa. With
respect to specific conclusions and recommendations on
livestock and range managemeat in the Sahel, we refer the
reader to Chemonics' monograph on the subject, Range
Management and Livestock Development in the Sahel, first
draft November 1981, final draft, April 1982.

A, General Content of Livestock and Range Management

Projects

1. Inteqgrated Projects

The Mali Livestock I and II projects were
integrated projects in that they provided for water
development, construction of facilities, and training as
well as specific range management interventions and, in the
New Lands Activity, large-scale surveys and studies, AID-
financed capital costs, operating costs, commodities and
technical assistance. Such livestock and range management
projects have earned a poor reputation at AID because of
their apparent lack of success and the very serious
management problems which have surfaced, as well as
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continuing disagreement among experts about virtually any
imaginable intervention which might be tried. We recommend
that AID persevere, and continue to provide assistance in
this area. Livestock remains a key economic sector in the
Sahelian countries. Livestock production methods and range
management improvements remain vital to the continued health
and effectiveness of the sector. The fact that integrated
projects are difficult to implement should not discourage
AID from trying; a project which is not integrated, which
does not include construction and water development, for
example, will have an even smaller chance of success.

2. Quick-Impact Activities

An important element to include in all such
projects is activities which are of immediate, perceived
benefit to the target population. Livestock and range
management projects are of necessity long-term, i.e.,
considerable time passes before the benefits of most
interventions become apparent. In the meantime, they tend
to demand sacrifices, real or perceived, from the target
population, for example, in the form of labor or changes in
the way things are done. If the project can bring some
immediate benefits, such as human or animal health
improvements through medicines and medical services, village
water sources or improved agricultural methods, these can
serve to encourage project support while the longer-term
interventions are moving .forward. The GRM did attempt this
in the Dilly area, mostiy through small interventions
financed under the FAO project. Unfortunately, in
Chemonics' view, many of the project participants lost sight
of the fact that the small interventions were supposed to
pave the way for the major interventions of the AID-financed
project, and the two projects ended in competition.
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3. Research and Implementation

Chemonics recommends that all major livestock and
range management projects include research as well as
implementation. It is important to avoid either extreme:
projects which are excessively oriented towards research,
and require such lengthy studies that no implementation gets
done; and projects which eschew study and research such that
there is total uncertainty about the validity of the
implementation work, and there are no resources to check on
its effectiveness afterwards.

This Point is easier to recommend than to achieve,
particularly given the distrust for expatriates who want to
experiment (possibly at the expense of local populations)
and carry out research rather than implement improvements
which are "known" to be valid. The study and research
components must be specifically written into the project and
specific resources made available to do the work. This
approiich probably requires separate technical assistance
personnel, since it is rare that the skills and inclination
for research and implementation are found in the same
individual. 1If separate personnel are provided, it is vital
that they receive adequate orientation and supervision to
ensure that each understands, and respects, the role of the
other.

B. Project Planning and Management

1. Project Planning

To recommend that AID-financed projects,
especially those which involve major investments and
operations, be planned more realistically and that the plans
include specific responsibilities and resource allocations,
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is perhaps to recommend the obvious. But we do recommend
resource-based project planning, strongly. 1In our
experience, this level of project planning is rarely done
for the Project Paper and Project Agreement, when it should
be done. Failing that, it should be done as part of the
process of contracting technical assistance, initially by
inviting the prospective contractors to carry out this level
of planning in their proposals (and giving them time to do
so) and then including resource allocation in the contract
negotiations and, therefore, in the contracts themselves.
Note that this recommendation does not apply to all
technical assistance projects, but only those in which the
project itself is integrated and thus involves the
management and utilization of extensive resources. If it is
not considered feasible to perform detailed, resource-based
planning as part of the contract negotiation process, it
should be the first order of business when the technical
assistance contractor begins work, and ample time should be

made available for the purpose.

2. Project Management

Chemonics recommends that project management be
given the highest priority in planning and implementing
integrated development projects. It must be recognized that
few host-country project personnel are experienced in
management and that certain functions, such as financial
management and management of maintenance facilities, pose
especially difficult problems. This priority should be
reflected in management training programs for host-country
personnel. Furthermore, it is important to provide
technical assistance persnnnel with the talent and the
mandate to assist directly in the management of the

projects.
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Such assistance can take several forms. Management
specialists can be provided by the technical assistance
contractor as park of his regular team. Management.
personnel can also be provided outside the basic technical
assistance contract and assigned to assist several projects.
Finally, direct assistance can be provided by USAID itself.
We are pleased that AID has recently demonstrated an
understanding of the importance of project management and is
trying out some of these approaches in new projects in the
Sahel. Chemonics would submit that there is room for
several approaches, but a major one should be the direct
involvement of *he technical assistance contractor in all

phases of project management.

3. Operating Resources

Integrated development projects such as Mali
Livestock II require very considerable operating funds. If
these are not provided in the technical assistance contract,
they must be effectively provided outside of the contract.
Keeping them outside of the contract, as was done in the
case of Mali Livestock II, may result in an imbalance, with
technical assistance personnel unable to function
effectively because of a lack of operating funds. The
easier solution, therefore, is to put very considerable
operating funds into the technical assistance contract, and
we recommend that this be done, for projects such as this
one. If USAID or the host government elect to use other
methods, it is imperative that ways be found to avoid
shortages of the kind tha' adversely affected this project.

4, Capital Resources; Construction

Capital costs for construction are another matter.
In the Mali Livestock II project, Chemonics had a catalyst
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role in the construction work, but not a direct contractual
role. The construction work went very slowly indeed, except
in the two cases, the Dilly airstrip and the maintenance
garage, where Chemonics escentially acted as an ad hoc
general contractor. It is quite possible that construction
work would be done faster and better if the technical
assistance contractor also served as a general contractor,
with full responsibility, but only if the contrctor is given
adequate personnel and financial resources. Basically,

- technical assistance contracts are normally not very
suitable for construction work, but they can be made
suitable with the inclusion of enough resources. We
recommend that, unless it is possible to have the project
construction work well under way before the arrival of the
technical assistance contract team, then consideration be
given to making the technical assistance contractor the
general contractor as well; in that case, the contract would
be modified to provide adequate personnel (engineering,
accounting) and advances of funds to make it feasible for

the contractor to accept the responsibility.

5. Project Timeframe

There is general agreement that livestock and
range management projects must be long-term if they are to
have any hope of success. Having a long-term project means
staying with a program on a sustained basis for several
years., It does not mean that there cannot be redesign of
the project details if necessary, but it is important to
avoid too frequent changes in direction and too much
uncertainty. The Mali Livestock II Project suffered from
these problems. We recommend that AID project managers
remember the requirement for sustained effort and provide
assurance ot project personnel that they have a reasonable
amount of time to produce results before the funding is
reduced or cut off.
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C. Technical Assistance Contracting in Livestock and
Range Management Proijects

1. Private Sector Contracting

Our first recommendation is somewhat self-serving.
However, based on our experience in Mali and elsewhere, we
recommend that technical assistance to large, integrated
livestock and range management projects be provided through
private sector firms such as Chemonics, either individually
or in collaboration with universities or non~-profit,
research institutions. Private firms such as Chemonics have
the flexibility to perform widespread recruiting needed to
obtain well-qualified, multi-disciplinary teams. They are
also more likely to be able to provide the type of
management personnel which are so badly needed, and to
provide the necessary procurement support and/or
construction support. Further, private consulting firms are
~ less likely to have preconceived development theories, or
institutional imperatives to satisfy than some research
institutions and universities. They can concentrate on
giving the host-government and AID the type of personnel,

management and support which the project requires.

2. Host-Country Contracting

In spite of the difficulties Chemonics encountered
in the Mali Livestock Projects, many of which were directly
or indirectly attributable to the host-country contracting
mechanism, we believe on balance that the mechanism is a
valid one. 1Its major advantage, of course, is that
host-country staff are far more likely to be ( mmitted to a
project for which they have contractual responsibility.
Chemonics has witnessed many projects where the
host-government has no contractual role or voice, and where,
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largely as a consequence, the expatriate team performs its
work in isolation, virtually ignored by host-country staff,
achieving no impact whatsoever on the institution they
supposedly serve. This was certainly not the case in Mali,
with the possible exception of the Sahel Grazing Activity.
On the other hand, we strongly believe that host-country
contracting cannot mean that the contractor relinquishes all
control over project resources and management. We have made
this point elsewhere at some length. We wish to reiterate
it as a caveat to our overall support for the host-country

contracting mode.

3. Length of Contract

We recommend that technical assistance contracts
for projects such as this one be of a reasonable length, at
least four years. The projects should be of considerable
duration, and so should the contract. The Chemonics
contract for Mali Livestock II was initially for two years
only, and then extended for periods of one year at a time.
Each time, the contractor, the team members, the
counterparts and USAID all had to live under several months
of uncertainty before the contract was extended. Vast
amounts of time were lost each year in preparations to close
down and then to get started again. The reason for the
short contract, according to the GRM, was to give the
contractor an incentive to perform well in order to be
awarded a contract extension, but this is a very expensive
and inappropriate way to provide such an incentive.

4, Contractor Personnel

We do not believe there is any easy solution to
the problem of providing effective team members for projects
such as this one. A review of the performance of the team
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members provided under this project shows few obvious
lessons, since the effective team members were young and
old, American and non-American, French-speaking and
non-French-speaking. However, we do conclude that there is
no substitute for solid professional experience in the
technical field. Further, recent practical experience in
the technical field appears to be important. A second
requirement seems to be a history of effective work in
difficult environments, with individuals from another
cultural background. Personality plays a strong role in
success. The effective team members seem, in most cases, to
have the ability to get along well with virtually everyone
with whom they come into contact, including the other team
members, other foreigners and virtually all Malian
associates. The least successful project personnel were
either technically incompetent or had difficulty getting
along with people, or in some cases, both.

We recommend that the contractor be encouraged to
examine both the technical competence of candidates for
field positions, their experience in carrying out their
technical work on a practical level and in culturally
varying environments, and their personalities, as
demonstrated by their ability to get along with their peers.
This examination requires detailed interviewing and, most
importantly, careful checking of as many past references as
possible, including some not suggested by the candidate
himself. We further recommend that USAID accept the
contractor's judgment on personnel, once the contractor has
followed the above course, and make every effort to ensure
that the host government does likewise. Clearly, this type
of examination is more useful in predicting success than a
comparison of years of experience or academic degrees.

Chemonics also recommends that contractors such as
Chemonics be encouraged, if not required, to provide new
team members with at least two weeks of orientation at
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contract expense. As noted, the General Provisions to AID
contracts allow such orientation but do not require it.
Host-country contracts frequently do neither. Even when AID
contracts allow it, the usual result is a much shorter
orientation with relatively little specific information
provided on either the country or the project, especially
since such information is sometimes difficult to find.

USAID should be more demanding on this point.

5. Contract Management

The question of contract management, and support
for contractors in this field, is a very live question at
the moment. USAIDs aré currertly seeking innovative ways to
provide support for contractors. 1In the mid-1970s, however,
AID shifted in most countries from a posture of providing
full ‘support to contractcrs and contract personnel, to
requiring the contractor to be largely self-sufficient.

This was the situation which Chemonics faced in Mali, and we
were indeed largely self-sufficient. Although we had from
the start a full-time Chief of Party position, we did not
have an administrative or business management position until
about one year later, when the need became acute.

Subsequent contractors in Mali have had the two management
positions if the team and project were large enough to
justify them. Chemonics is quite satisfied with this
arrangement and believes it proved to be quite successful.
It is important, however, that USAID and the host government
recoynize how much work is involved in contractor
self-sufficiency and provide funds for adequate personnel
and other support. Indeed, we pelieve that, in the years
since 1977, we have developed project/contract management
techniques which are very effective and should be used as
widely as possible. In cases where contractors are less
willing and able, or where contracts are too small to
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justify self-sufficient operations, however, we recommend
that USAIDs continue to seek other solutions, such as

establishing contractor support units on a contract basis.

6. Contract Performance Evaluation

We believe that it is most regrettable that Chemonics
did not have a formal evaluation of its performance over the
four years of large-scale contract operations. We recommend
that, even if it is not possible tv schedule full-scale
project evaluations, that the contractor be evaluated on an
annual basis. We recognize that this is the normal policy
of AID, but, as can be seen by the present case, this policy

is not always followed.
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