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1. Introeduction

The Abyei project was surrounded by contrcversy from its inceptior.
Within the Sudan there were those who asked, "Why such special attention
t0 one small area and to that particular small area?™ 1In AID there was
concern that it would be seen as a pacification project (shades of Vietnam)
rather than a rural development project responding to the Congressicnal
mandate. At Harvard, some asked: “Why get inveolved in such a difficult
and risky undertaking?”

Subsequently there were those in the Sudan who felt strongly that
the project was a sop to divert attention from fundamental political issues
concerning the Abyei area, and that the project should not proceed until
those political issues had been resolved. Others sought to divorce develop-
ment activities from territorial disputes and to press ahead with a laxge
scale effort. Harvard wanted to proceed more cautiously, trying to under-
stand a complex and unknown environment before attempting to launch mador
development activities. AID wanted something tangible to be accomplished
but without investing much of its financial and human resources into the
venture.

Finally the controversies becams overwhelming and the project has been
at least set aside for awhile, if not permanently abandoned. At about the
same time that a concensus was emerging at Harvard that the project really
was producing some useful results, the pillers of support in the Sudan
Government were being replaced and the local opposition around and in
Abyei was becoming more aggressive both politically and physically. AID
called in some evaluators who pronounced th. project a failure and provided
a good excuse for aborting the effort without moving on into an Ehticipated
second phase that Harvard and at least some Sudanese had lorng been advocating.

Now in this final summing up, we try to address some key questions.
Was all the struggle, the controversy and the physical hardship worthwhile?
Was anything of significance accomplished? Was anything of importance
learned? Could the project have been handled differently so that it would
have been less controversial, less troubled and pcssibly have continved?

Should it be reactivated in some new form and even axtended to other areas?



This report with its many attachments suggests a positive answer
to all these questions. Much was learned. The basis of information and
infrastructure exists for an expanded project. On the other hand, many
things could have been done differently, and should be done differently
a second time. '

But the question remains: "How much differently?" Should a more
favorable locafion have been selected? Should the objectiwves have been
more modest? Or should the resources employed have been much greater?
Putting those same questions somewhat differently: Is Abyei an extreme,

_special case, or is it fairly typical of much of rural Africa and does it
exemplify the environment in which basic problems must be solved? If the
objectives are more modest or narrowly defined, is there a significantly
increased probability of missing the synergy that seems necessary to achieve
and sustain a self-perpetuating development process? And finally, if manifold
resources are applied to only a few small geographic areas, will this deprive
many similar areas of the potential benefits of development? '

We tend to believe that,while Abyei is more difficult than many areas,
it is far from unique; that development is the result of complex, mutually
reinforcing combinations of a nunber of different activities; that the best
set and level of activities for éach area is not intuitively obvious; that
development can be accelerated by some positive external stimuli, rather
than just waiting for a trickle out process; and that the human, material
and financial rasources that can generate those stimuli are relatively
scarce. Therefore they need to be economized.

The past decade has seen a vast increase in the flow of resources to
rural areas to "meet the basic needs of the poorest of the poor." Most
of these efforts have not been very successful. They have often done more
to feed the benefactors than the beneficiaries. A more efficient way must
be found to solve these rural development problems because the resources
are not likely to continue to flow without more tangiblé evidence of positive
accomplishment. Although the Abyeli project was not carried forward
very far into the tangible benefit phase, we hope that the experience of
Abyei, as summed up in these reports, will at least contribute something

to the learning process and to more successful development efforts in the future.
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2. Objectives

The objectives of the Abyei project, as stated in the memorandum
of understanding between the Government of Sudan and Harvard University,
were:

"To implement an experimental integrated rural development
project in the Abyei area of South Korcdofan Province for

a period of two years to test the feasibilitv of

1. alternative techniques for meeting basic
human needs, and

2. organizational arrangements for achicving
participatory rural development.

To apply the knowledge gained from this activity to the

continuation of development efforts in the project area

and the extension of such efforts to other parts of the

Sudan. "

At the time OI S1gning the memoranaum Of understanding by the
Undersecretary for National Planning on behalf of the Sudanese Governmment,
the USAID Director in kKhartoum informed AlD/Washington of that fact and
gave the following assessment:

"Meetings witk Senior GOS (Government of Sudan) officials

reveal their deep satisfaction that project has come to

fruition and field work about to begin. AllL parties

agree Harvard faces a veritably complex task under harsh

environmental conditions in an area fraught with political

and cultural pitfalls, but there is little doubt that GCS

Places great import on the success of this undertaking.”

{Telex Yhartoum 1324, March 30, 1978}

This passage indicates some of the unstated, short-run political
objectives of the project. The Sudanese Government, or at least the
President and some leading officials in the Sudanese Government, wanted
to produce quickly some tangible evidence of their interest in the

welfare of the troubled Abyei area. The U.S. Government wanted to activate

\)



1ts first aid project since the resumption of cordial relations with
Sudan and, in the process, to undertake a project that was of such

import to key Sudanese officials.



3. Project Approach

The basic approach of the Abyei project, as reflected in the statement
of objectives, was to try to find wavs of addressing the problems of
rural development that were both relevant and replicable; relevant in
terms of the prevailing conditions and needs of the people in this
particular part of Africa, and replicable given the financial and human
resources that are likely to be available for addressing such problems
more broadly across Africa in the foreseeable future. Thus there was an
element of exploration - of searching for answers - and two dominant
criteria for evaluating the paths to be explored - relevance and replicability.

This generalized approach was divisable into four sub-themes:

1) To combine action with research: to try-out various

technologies or organizational arrangements, to study
the results and thereby learn what made sense for the
particular problem and setting.

2) To start small and add on, 25 needs and potentials

become clearer.

3) To work closely and jointly with local people, to
learn from them and prepare them to carry on the
development activities once thev were proven feasible.

4) To give the field team maximum responsibility and
flexibility to adjust to changing circumstances
within mutually agreed goals.

These several aspects of the overall aprroach merit brief comsent,
because they depart from standard practice in some respects and this
caused some disagreerents, or at least misunderstandings, with some of ine
parties involwved in the project.

The action research approach, as developed in the United Kingdom, called
for one group to do the action and another to do the research. This was
intended to realize the benefits of specialization and protect the integerity
of the research. Given the scale, the remoteness and the interconnactedness

of project activities in Abyei, it did not seem practical to try to separate



these two functions completely. ﬂhilé some team members were mainly
engaged in action programs and others mainly in research, all the action-
oriented staff were expected to collect information and impressions on
their activities and to maintain an evaluative, learning-by-doing per-
spective. Similarly the researchers were expected to participate in,

and contribute ideas to, some of the action programs. This may have
affected the purity of the research, but it also made it more relevant
and brought the results into play more rapidly than if the two aspects
had been totally separate.

The notion of startihg small and adding on as things became clearer
seemed eminently sensible in a setting where so little was known and
there was a strong desire to get something started quickly. But this
approach did not fit well with the imperatives of large bureaucratic
organizations like AID and the Sudanese Government that have multi-billion
dollar budgets and elaborate procedures for evaluating and approving
expenditures in large chunks. Such procedures ideally call for considerable
prior planning, detailed specification of the operating program, regqular
reporting on and monitoring of implementation, and extensive justification
of any changes. The Abyei project, which requested from AID, and was
granted, $175,000 in 1977, $495,000 in 1978, $710,000 in 1979 and $105,000
in 1980, along with lesser annual appropriations of Sudanese Pounds, was
seen as a bothersome activity, always reéuesting dribs and drabs of funding
that still needed to be reviewed and approved by project committees,
assistant administrators and congressional committees. Either some more
flexible way needs to be found for handling such projects or the "start
small and add on" apprcach should be avoided despite its apparent relevance
for a place like Rbyei.

Working closely and jointly with the local recple is also an approach
that has both benefits and drawbacks. In the case of Abyei, it was
possible to recruit seven senior project staff members and most of the
semi-skilled and unskilled workers from the local Ngok Dinka population.
This gave the project strong links into the local community, many channels

for assessing community needs, interests and reactions, and assurance that

the incomes and new skills generated by the project were directly benefiting
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local inhabitants. But it also led to accusations of both intertribal
and interclan favoritism as well as a steady stream of special requests
based on family connections.

The fourth aspect of approach - giving the field team maximum
responsibility and flexibility within agreed guidelines - was the only
sensible option given the remoteness of the project and the severe limits
on communication between Abyei, Khartoum and Cambridge. This was especially
true during the first year of field activities when the project 4id not
have its own radio frequencies and had to use the Chevron networks sparingly.
Thereafter, the main weakness in the communication System was the link
between Khartoum and Cambridge, due to frequent outages of telex and
telephone lines. Mail exchanges required a minimum of one month in each
direction and were impossible for six months of each year. Allowing the
field team maximum Jdiscretion within bread gquidelines has been a consistent
practice of HIID for nearly 30 years. It works well when the project
director and field staff are well qualified and when there is basic agree-
rent on the approach of the project and mutual respect between the field
team and the heme office. These essential ccnditions did not exist during
the first year of field operations under the Abyei project and performance
suffered. The problem was addressed and corrected as quickly as possible
through selection of a new project director. Therezfter the relationship
between field staff and home office was ideal. There was mutual agreement
on project objectives and approach. Semi-annual visits to the field by
the home office coordinator provided opportunities to review these under-
standings and adjust programs. The project director in the field was free
to revise schedules, add or delete activicies within proorams and inform
the home office of his decisions and actions through regular meonthly reports.
The home office was mainly concerned with locating and sending to Abyei
the appropriate personnel and supplies and technical suggestions that were
requested from the field.

Clearly other approaches could have been used in Abyei - more careful
advance planning, a large and separate research program, starting out on a
much larger scale with more initial investment in housing, cffices, shops,

and equipment, more expatriate personnel to run the various programs, a



larger support network of vehicles, airplanes and supplies, and much

more home office supervision and backstopping. All of these elements

would have added significantly to the cost of carrying out the project.

They would also have directed a much larger share of the project expenditures
to expatriate personnel and suppliers of egquipment whether they would have
producea commensurate benefits in terms of the development of the Abyei area
is an important question. And if the human and financial resources that

are available and appropriate for the development of rural Africa are in

fact scarce, as we believe they are, then devising approaches to the

problem that economize on their use at least addresses the issue of repli-

cability.



4. Chronology of Major Events in the History of the Abyei Project

1972

1976 May

1977 Jan.

June

Sept/Oct.

Dec/Jan.

1978 Mar.

--Signing of the Addis Ababa accords ending the Civil War
between Northern and Southern Sudan.

--Prancis Mading Deng and Bona Malwal Ring, two Sudanese diplonats
assigned to the Sudanese Mission to the U.N. in New York, visited
Harvard University to explore Harvard's interest in working on

development problems in Southern Sudan.

~-Lester Gordon and Stephen Joseph of HIID visited Sudan and
Abyei, at the invitation of the Sudanese Governpent, and
proposed the outlines of a long term development project for

Abyei.

--A joint team organized by the Sudanese Ministry of Agriculture
and H1ID, led by Sadek Cabashi and David Cole, visited Abyel
and prepared a collaborative plan for initiating studies and
development activities in Abyei.

—-Sadek Cabashi was killed in &n automobile accident near Kacdugli
while working on the start-up activities of the Abyei project.

—-ATIDb aporoved an initial operational program grant of $173,000
to fund KHIID's involvement in the initial field studies around
Abyei.

—-At USAID/Sudan's request, HIID prepared a project paper cdectailing
an accelerated impact project for Abyvei.

——The Development 5tudies Research Center (DSRC), at University
of Khartoum, and HIID carried out a baseline socio-eccnomic

and nutrition survey in the Abyei area.

-~-Harvard University and the Sudanese Government signed a memorandum
of understanaing defining the objectives, the main activities and
the broad responsibilities of the two parties for carrying out

the Abyei prolect,



May

Nov/Dec.

v

1979 Jan.

Mar.

July

Sept
Oct/Dec.

1980 Jan.

10

--AID approved a two-year grant of $495,000 to cover the first
phase of a longer term development project for Abyei.

The initial project team of 3 expatriate recruited by HIID
and 6 Sudanese recruited by the Ministry of Agriculture pro-
ceeded to Kadugli and Abyei to start-up the project.

--At meetings in Khartoum including representatives of the
Ministry of Agriculture,the Provincial Governor of Southern
Kordofan, the Ministry of Foreign Affairs, AID and HIID, the
roles and responsibilities of the various agencies in the
Abyel project were reviewed and redefined. The Provincial
Government insisted upon the separation of 'its development
activities in ARbyei from those of the project.

--A management and consultant team from HIID visited the project,
worked with the project staff on a detailed plan for the next
year and submitted the plan to USAID/Sudan and the project

review committee in ¥hartoum.

--Proposed amendment to project grant agreement calling for
additional funding and extension of the first phase of the
project by 16 months to June 30, 1981, submitted by HIID to AID.

--Ne&w team leader, Richard Fuller recruited by HIID éhd,
sent to Abyei. Construction activities initiated. AID initial
grant of local currency released (one year after start of field
activities).

--Review of Abyei project in AID/W by Assistant Administrator and
other senior Africa Bureau staff.

--AID approved project extension and additional grant of $702,000.

--Three new field team members and one consultant recruited by
HIID and sent to Abyei to work on training, health, construction

and water supply.

--Evaluation of project by AID/Khartoum. Results inconclusive.

No report submitted to AID/W or HIID.



Aug.

Nov.

Dec.

1981

Jan/Feb.

Feb.

Apr.

11

--Research on livestock,village economy, demography and land
use initiated.

--Evaluation ¢f project by team from Harvard. Reports positive
about project accomplishments and value to HIID, critical of
AID handiing of project.

--OSAID/Sudan advised HIID, there would be no further fumdinc
or extension of project beyond June, 1781.

-~Visit to Abyei by HIID management and consulting team noted
remarkable progress of project and solid base for continuation.

—-Brief visit by USAID Director and AID/W Sudar desk officer to

project.

--Evaluation of project for AID by team from Develcpment Altermatives
Inc. concluded that project not worth continuation.

--Based on DAI recommendation USAID again decided to terminate
project -on June 30, 1931.

--HIID field team left Abyei and returned to §.S. to compiete
Project reports.

--Final reports submitted to Sudan Government and AID by HIIDL.
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5. Constréints and Problems

There were a number of major constraints confronting the BAbyei project
from its inception and also several critical problems that arose during
the process of implementation. Some of the constraints were largely removed
in the brief period of three years that the project was in operation; others
continued to plague the project and contributed to its premature termination.

Undoubtedly the most severe constraint was the continuing political
or territorial conflict between the Ngok Dinka and Missiriya Humr tribes.
The Nilotic Ngok tribe and the Arabic Missiriya have shared and fought
over common and adjacent grazing areas and water points for several hundred
years. The tensions between them were exacerbated by the 15 year civil war,
from 1956 to 1972, and only partly resolved by the Addis accords. In fact
the critical issue, of whether the Abyei érea, somehow defined, should remain
a part of the North or be shifted to the South, was left unresolved at Addis
and it has continued to fester ever since. Fighting erupted between the
two tribes in May-June 1977, as the project was just getting underway, and
resulted in over 150 deaths. It resumed again at the end of the 1977 rainy
season when the socio-economic survey team was en route to the Abyei area.
These two bloody clashes led to an edict by the Provincial Commissioner that
the Missiriya people and their cattle must stay outside of the Abyei area.
This pattern held through the dry seasons of 1978, 1979 and 1980, but during
the rainy season of late 1980, Ngok cattle herds and villages along the
Northern perimeter of the Ngok area were attacked with increasing frequen.y
so that by early 1981 the Ngok had abandoned all their settlements to the
North of Abyei Town. A special Presidential Commission visited Abyei in
March 1981 and made proposals for reducing the tensions, but these seem
unlikely to have a lasting effect unless the provincial authorities can
establish a strong presence and apply restraint in an even handed way.

It had been hoped that the Abyei project would be able to work with
both the Ngok and the Missiriya, when they were in the Abyei area, and that
development, or the prospect of development would help to bring peace to the
area. It had been suggested by officials of the Ministry of Agriculture that

the project should cover the whole western district of South Kordofan province
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and thus serve both the Miss2riya and Ngok peoples, but this propossal was
opposed by the Ngok as likely to dilute the effort in their more remote and
less populated area. The Ngok wanted their area to be given special, sewi-
autonomous status, to which they would welcene the Missiriya as seasonal
visitors, but not permanant settlers. The Missiriya, fer their par:s, wanted
both seascnal grazing rights and permanent settlements in the Abyei area ard
a Northern security force to assure their access. The Ngok saw the Abyei
project as a direct undertaking of the Central Goverrment o make good on

the President's promise of a special effort fcr Pbyei. The Missiriya saw

the project as giving {avored treatment to the Ngok, =ssisting and encouraging
their independent hegemony, while providing no benefits to the Missiriya
people. A similar rural development project in a nearby Misci:riya area
aroend El Fuda was approved by the World Bark bu® nevar imolemented. #hether
any of these projects, i1if inplemented, or implemented differently, woclé have
had any impact on the irrertribal conflict, is an unresolwzd guestion: but
that tne tribal corflict had an adverse impact on the Abvel project is
abundantly clear. Whetter it should have been recognized at the outset as
not just a serious, but an insurmountable dbstacle ts the success cof the
project is still as much a matter of debate as is the quesiion whether the
recent fighting was a sufficient reason for terminatinc AID supporc of the
project.

The second major constraint for the Project was the dearth cf inforration
on the bagsic conditions of the Abyei area. There were several receni stycdies
of the sccial patterns, but no information on the economic, demographic or
environmer.tal parameters that might give scme basis for designing appropriate
development activities. The original project plan of Jaauary 1977 called
for a series of studies on soils, land use, water resources, population and
socio-econcmic conditions to be carried out over “he following months. All
but the socio-economic study were ro be Qdons by the Ministry of Agriculture,
but they were allowed to lapse after the death of Sadek Cabashi, the Ministry's
pProject coordinator. The socio-economic survey was carried oct by the
DPevelopmert Studies Rescarch Center of the University of Khartoum with tech-
nical assistance and financial support from HIID, in Decawbar 1977 and
January 1978, but it was dizrupted to some extent byboth colitical disasree-
ments cover the project at the iUniversicy and tribal fighting in the Abyei

area.
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A parallel nutrition survey, conducted by a joint team from HIID
and the Sudanese Ministry of Health, tried to cover too many questions in
too littlg time in an unfamiliar culture and produced results that were
not considered reliable. Both of these surveys provided some insights into
the socio-economic conditions of Abyei, but they contained conflicting
' informétion on some points and generally raised more questions than they
answered; Also these surveys were carried out during the: dry season
and they contained minimal information on either the farming or the livestock
rearing practices, which were the two most important facets of economic
life. The operational phase of the project started in 1978 despite these
information deficiencies which were ultimately overcome by studies carried
out under the project,as described in the following section on project
accomplishments, and as attested to by the annexes of this report. ‘

The third major constraint on any development activity in Abyei is
the natural environment itself. The climate combines continuous high
temperatures, six months of rain and six months of drought and gale-force
winds in the early rainy season. The terrain of flat alluvial clay plains
is too hard to work during the dry season, too soft to traverse in the rains
and prone to waterlogging in many areas. The troublesome insect and animal
species consist of anophiles mosquitos, biting flies, scorpions and poisonous
snakes that make life miserable for humans; termites, Quelea birds and
monkeys that eat up crops and wood structures; occasional hyenas and other
predatory animals that attack livestock. There is no rock or natural gravel
within 200 kilometers of Abyei ahd the clay soil is not well suited to making
brick or other types of building blocks. These and other elements of the
natural environment are discussed at length in the annexed reports along
with descriptions of traditional adaptations to the constraints and the
results of experimental efforts to relax some of them.

Turning to the problems that arose during implementation of the project,
the most troublesome was.the persistent lag in‘approval and release of operating
funds in the face of severe seasonal constraints on logistics and field activities.
The dry season in Abyei from November to May is the season for moving supplies,
building buildings, drilling wells‘and clearing land. The wet season, from
May to November, is the season for farming. If funds were available in a

timelv fashion, it was possible to order supplies in advance, deliver them



i+
[¥1]

to Sudan and to Abyei oy the least costly ncans and hawe them on hand for
the start up of activities at the beginning of tie appropriate season. If

p..

hde

funds were delayed, it weant either a rusn operaticr, with costly air sh
ments, crises over missing o) incorrect compornents ard pressurizea ficlé
work, or postponing the activity until the nert vear. Given the very limitel
time period for this first prase of the project, we qen2raliv opted for
going ahead on a crash basis, but this added significantly to the cost of
the project and the stress on project personnel while adwversely affecting
output.

The following takle illustrates the lag beiween funding reguests and
approvals and shows the proiect activities that had to await furdirng znd
were thus either rushed cr postponed, which often gut tnem out of chase with
other facets of the prolect. (See Table 1 )

Some, who know the RID procedures, may conclude from the table thar
the approvals,at least of the dollar portions, were -emarkably gquick Ly
norral AID standards, since they averzced about six mcnths betwesn inztial
regquect and final approval. The local currency delars, of 13 montl's Le-ween
initial request and actual release of funds, were Lore extrame. hevertilelsss,
both sets of delays posed severe problems, given the seasonal dearzds of the
project. If there is little prospect of speeding up the aporcval process,
ther other possible sclutions for carrying out thiz tvce of project are to
provide more funding no front, some of which is not comritted to specific
programs, or to operate on a more relaxed time schedvele that allows for
slippage by as much as a vear.

The second majior problem that piagued the oroject from its incecition
to its termination was the divergence of chjectiies .and sxpectaticns of
the different majoer parties invelved in the preioct. In part thas ferived
from unrealistic expectations on the part of evervrody about the specad with
which things could be accomplished in Abyei. Tais provlan was cowrounded
by the funding delawvs, bat, even if the money had been available ir a timely
fashion, more Lipe was needed to comprehend and beg:in L0 overccome +he
envircnmental, political, sozial and human rescurce constraints or this remute
area, A five-vear pariod of investigaciom, testirg, building ané training

would have mads much MOoTe Sense.



TABLE 1
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Timing of Funding Requests and Approvals and Consequences of Delays

ing program

Nature of Personnel Time of Time of
Funding Time of and Supplies Funding Actual Re- Consequences of
Requests Amounts Request Ready to Go Approval lease oflgl Delayed Funding

1.HIID Team to
prepare pre- not )
11m1nary.p1an $19,000 Dec '76 Jan '77 approved HIID paid the costs
for Abyei :
jointly with
Sudanese team

2.Field Studies Studies postponed 9 mos.
by HIID and U. til next dry season. Some
of Khart?um & $173,000 Feb '77 Mar '77 June '77 key.personnel shifts.
preparation of Project delayed 6 mos. &
cetailed pro- - project paper prepared w/c<
ject paper. results of field studies

3_First phase Field team arrived Abyei
of f%eld op- $495,000 Oct '77 Jan '78 Mar '78 in April; end ?f dry s?a—
erations for ‘ son. w/o supplies or time
initial 2 yrs,. to prepare facilities

before May rains.

4.Local currency _ Delayed start of '79 dry
from AID for £5225,000 Jan '78 Mar '78 Jan '79 Mar '79 season‘conﬁtructlon pro-
construction, S gram til mid-season.Forcec
local purchases curtailment of other fielc
&field operations activities.

5.Extension for 16 Delayed procurement of
mos. & expansion airboat & farming imple-
of first phase $702,000 Jan '79 Mar '78 Sept '79 ments resulting in expen-
field operations sive & unsuccessful effort
and studies ~ to deliver during rainy

season.

6.Local currency R Severly restricted const-
for field £S300,000 Jan '80 Jan '80 Mar '8l apr 'sl ruction program & all
operations from field operations in 1980~
PL480 funds 1981 dry season.

7.Continuation Supplies had to be shippe:
of well drill- $105,000 Jul '80 Sept '80 Dec "80 by air rather than by sea

Restrictions on air ship-
ment of hazardous cargo
prevented completion

of several wells.

Note a: HIID went ahead with commitments and expenditures of dollar funds on the basis

of funding approval without waiting for actual release of funds by AID.

This was not

possible with the local currency funding in BS (Sudanese Pounds) which had to await
actual provision of funds by AID or the Sudanese Government.
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But the more sericus prebler was the divzrgence of objectives. These
were recocnized early on - they were discussed at some length in a project
review meeting, atternded by AID representatives, in Cambridge, in June 1978;
and they were discussed again in the David Mavburry-lewis evaluation recort
of September 1980. Kev project documents such as the Preliminary Plan of
January 1977, the Project Paper of Octcber 1977, the Memorandun cf Unéerstandins
of March 1978, and the Proposed Amendment of the Prciect Agreemert of
Januyary 1979 sought to define ar aqreed set of abjectives and approaches to
those cbjectives. Each of those documents was revizved by the prirncigle
interested parties before it wa= approved. But ir nearly every case once
the document was approves some party would voice objzc-tions to it.

The Preliminary Plan of Jznuary 1977 was approveé by the Minister cf
State for Agriculture and represcntatives of other rolevant Ministries as an
action plan for starting up thz Abyei projert. Withia two months two officials
of the Ministry of RAgriculture wrote a critique of the Frelirminary Plan ssving
it was too modest an effort, and that it shculd ke focused on the whcle
Western District of South Kordofan (including the M ssiriya areas! nct just
Abyei.

The Project Paper and the related Memorandum of ‘nderstanding were
approved in January and March 2f 1978 by principal representatives of AIT
and the Sudanese Goverrrent ac the basis for the first phase of ths vroject.
In May 1978, the Provincial Commissioner of South Kordcofar, who had been
supplied all the docurents and fully briefed on the preoject two months
earliexr, threaten=d tc prohibit the prcject from orerating ir his vrevirnce,
and insisted on separating provircial activities from proiject activicies in
Abyei. This was in response td reguests frem Rbyei and khartoum for closer
coordination of project and vrovincial efforts. Subseguently a form of
informal coordinacion was worked out in Abyei but the provincial ard districe
officials in Kadugli and El Fula never ¢éild give much support or en-ouragerent
for the project, apparently becauvse thev savw it as an activity of th= certral
Government that was not under their contrel, but was boing responsive to the
demands of the Mook pecople in Abyel and their svokemn in Khertcum.

The rvioposed Msendment >f <ha 3Grant Agreerant was first crafted v tle

joint Sudanese-Anerican proisct team in Abved in Degemder 1979, It Jas
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reviewed and approved in Khartoum by USAID and the Sudanese Government from
January to March, 1979, and by the AID project committee in March, 1979. The
amendment provided for an extension of the first phase by 16 months, expansion

of field staff, field operations and field studies leading to preparation of a
plan for the second phase of the project toc begin In 198]1. Two months lateras
the AID Administrator for Africa was about to sign off on the proposed amendment,
Francis Deng, the Minister of State for Foreign Affairs, and the chief spokesman
for Abyei in the counclls of the Sudanese Government, and the key person for whom
the political officials in the U.S. Government were supporting the Abyei project
in the first place, visited Washington and ralsed basic questions about the scope,
scale and speed of the project. He advocated acceleration and expansion far
beyond what was included in the proposed amendment, These c¢riticisms led
ATD/Washington to ask USAID/Khartoum to make enquiries at the highest level as to
whether the Sudanese Government wanted the project to continue. Strong assurances
to that effect were received in August and the amendment was approved in
September, 1979.

Over the next year , as the project was making progress on many fronts
within the framework of the defined program, support for it seemed to wither;
Francis Deng moved from the Ministry of Forelgn Affalrs in Khartoum to the
Embassy in Ottawa, thus removing both a supporter and a critic of the project,
but perhaps most importantly an object of American political solicitude. The
USAID project officer undertook an evaluation of the project in January 1979
and wrote a critical report that was never circulated. The Minister of Agriculture
who had been a counsistent strong supporter of the project on its defined scale,
was appointed Governor of the Northern Region of Sudan. A new Provincial
Commissioner for South Kordofan, after saying he would give full support to
the project, proved incapable of even malntaining law and order in the area.

The local elite in Abyeil became caught up in the issue of political reslign-
ment of Abyel from North to South and felt that resolution of that issue was
either more lmportant than, or a precondition to, successful development
efforts. Thus the concensus of disparate Interests that had intersected
sufficiently to launch the Abyel project, and had withstood the disenchantment
of one or two parties at various points along the way, finally crumbled as key
supporters turned away. and the only remaining advocates were the project staff
and some of the local iInhabitants. This inability to build a concensus of
support for the project was a critical fajlure that will be discussed further

in Section 7.
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6. Accomplishments

The basic purpases of this first pnhase af the Abvsi project were to carry
out some experimental rural development zctivities and, -hrough such experiments
and related studies, tc learn what made sense for the future develcpment of Abyei
and similar areas. Detailed descriptions of waat vas done and what was learned
in each of the major spheres of project activity are contained in the arnexed
reports. These cover agriculture, livestock, watar sucnly, comstruction, traiaing
and support services, health, lccal organization and laad use. In tals susmary
report we will highlight the more significani accomplisixents and indicate <here

in the annexes they are discussed in decail.

a. Physical Infrastructure

In the three years from March, 1972 through March, 1981, the project
succeeded in building 26 buildings, twelwve cf traditional style and four-
teen modern, at a total cost of LS§104,000 or apout $125,000. ({Se=& Table :z}

As ot tae end of March, 1981, the adiipistratioca buildisn; was
still uncompletad aand grain storage bnildings nor siarted due to
shortage of funds te buy constructioa materials.

ALL of the coastruction activities were carried out with local
workers and supervisors who were trained on the job by the comstruction
specialist. No vutside contractors were uscd. Most buildings were =ade
out of brick which was produced locally by the project. Wocd and metal
window and door frames and roof trusses wer2 fabricated in che carpentry
and metal working shoss. All these faciors helped to kesp tosts low.

In addition fto this construction accivity, the proiect ccmplated
the drilling of one well which was operating successfully with z Robhins
and Myers hand pump whea the HIID team left Abyei in early apri:, 13§l1.

A number of other wells had bzen drilled at different locarions, and had
demonstirated the availahbility oi suitable greund water, but nore had bean
successfully ccmpleted for varionus reasons ranglng froe lack of PVC cemear
for fastening thue casing pipe together tov introductioa of foreign natter
tnat plugged up the well. These tribulatisns are documented im tne
water-supply report.

A') wells werc driiled with reiativaly inexpensive, merually
operated cquiprent by local workers vader the supervision of a drilling
specialist. Th:se tezhniques were tried after earljer atieapts to obtain

the services of cutside contractnars were unsuccescsful. The low rechuology



TABLE 2

Summary of Buildings Constructed by Abyel Project

Floor Area  Number Year Time Required Approx. Cost Total
Type of Structure Style ~~~ Square Meters ' Built Built For Construction Per Unit Cost
A. Traditional Buildings (Sudanede Pounds)
1. Houses mud with thatch roof 20 9 6 in '78 30 days each 100 each 300
‘ 12 4n '79 '
’ 1 in '80
2. Storerooms |mud with thatch roof 20 1 '78 20 days each 100 each 200
3. Luaks mud with thatch roof 40 2 '80 50 days each 1,000 each 2,000
R, Modern Buildings
1. Nouses 2 room brick with 36 3 2 in '79 60 days 6,000 each 18,000
metal roof 1 in '80
2. Small storage buildings |3 room brick with 52 2 '79 60 days 6,000 each 12,000
metal roof
3. Workshop -lopen with 4 £t. brick 328 1 '80 6 months 22,500 22,500
side walls metal roof
on wood trusses and
steel poles
4. Warchouse brick with metal roof 266 1 '80 4 months 18,500 18,500
5. Fuel storage ~ [Prefab metal sides and 63 1 79 15 days 5,000 5,000
roof on steel frame
6. Dining/meeting hall hexagonal with brick. 55 1 '80 3 months 4,000 4,000
and screen walls,
thatch roof
7. School classrooms open with brick side 48 4 '8l 15 days 4,750 each 19,000
walls and metal roof
on wood trusses and
steel poles )
8. Cenerator house brick with metal roof 11 1 '80 30 days 2,000 2,000
and steel door
TOTAL 1,283 27 104,100

Notes: Cost of construction includes all material, transportation and local labor costs.

" It does not include the cost of

the foreign techniclan supervising the construction activities and preparing the designs of the buildings which

amounted to $60,000

¥

over 3 years.

oc
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drilling system was relatively slow bur reauireld no fuel and reiatively
simple equipment that could be repaired in Abyei. The three types of hand
pumps tested in Abvei for brief periods all worked successfully. They
included thz Robhins and Myers puap from the U.S., the Agricola PVC pump
from Canada, and the Mark Ii frem India.

The radio communication system installel in Abyei proved to be
remarkably effective. It consisted of a Trans World Zonmmunications
single side-band transceiver powered by a 13 x 22 inch Solar Power
Corp. photovoltaic solar panel and 12 volt battery. This equipmert re-
quired minimal maintenance and provided regular. relianle service with
Khartoum, Juba and Kadugli.

The ailrstrip at Abyei was realigned, extended frem 600 to 1130 mecters
and equipped with a windsock. All this was done by the projact with the
approval of local military and civilian authorities. The improved air-
strip together with the radio communications meant that light plames couic
land at Abyei throughout most of the rainy season because pilots could
be advised in advance whether the strip had dried encugh for use. A
directional radio beacon that would help pilces locate Abyei in dusty
or rainy wzather weuld further improve alr services. This waz progosed
by USAID once it started regular alr service to Ahvei, but ha2d oot
been installed at thne time the team hefr. fuch a beacon operazad off 2
solar panel similar to that used for the radio woulc assure continuous

scrvice,

b. Organizational Tnfrastructure

The organizational arrangements for carrying out the Abyel project
that evolved over time were more informal than formalized. This was
mainly due to the conflicting objectives and interests of different
parties at the national, previncial and local! level, as discussed in
Section 5. The infoimal arrangements proved successful in carrying osut
the work of this phase of the project, but they did aot create a solid
basis for the continuation of development activities, as will be discussed
in Seection 7.

The project was the responsibility of the Minfistry of Agriculture
and Natural Resources, which anpointed all Sudanese staff and arrargec
for the funding fron the Sudan Governmant budget and froa AID. The

-

Ministry in 1972 appeointed a national lavel supervisory committee

M
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consisting of the Provincial Commissioner and several concerned ministers,
but this committee never met. The Minister of Agriculture, who tock a
personal interest in the Abyel project and was always available and
helpful in solving any problems, preferred to operate on the basis of

ad hoc meetings with relevant parties as needed rather than through

formal committees. The Director General of Planning in the Ministry of
Agriculture operated in a similar manner. He convened one meéting of an
interministerial technical committee in December, 1978 to review the
ﬁrogress and new proposals for the Abyel project, but thereafter dealt
with project matters personally., This facilitated decision making but not
cross-ministerial coordination.

The Provincial Commissioner appointed a provincial-level committee
to oversee the project in March, 1978, but none of the committee members
ever visited Abyel. Disagreements between the province and the project
over the responsibility for, and focus of, the agricultﬁra}"ﬁtggram,and the
absence of direct communication between Abyeil and Kadugli during the
rainy season in 1978 contributed to a breakdown in coordination. Also the
mishandling, by the Provincial Government, of the inltial grant of Abyei
project fundé from the Central Government budget, led to the assignment
of accounts and financial responsibility directly to the project director,
who was an employee of the Ministry of Agriculture, rather than through
the Provincial government. )

At the local level, original proposals for the creation of an Abyel
Peoples Development Organization foundered on the shoals of local
factionalism and the question of which authority should create surh an
organization: the Ministry of Agriculture, the Province, the District
or the Local Rural Council. The Province seemed 1iké the most logical
level, but there was concern that,'with_the power to create went the
power to control or destroy, and most people in Abyeil were reluctant
to see the Province rather than the Ministry of Agriculture controlling
the project.

Consequently informal arrangements prevailed at the local level
~and they proved effective. The Sudanese co-director of the project
shared a house and maintained close working relations with the local
representative of the Provincial Government. Seven of the eight other
senior Sudanese staff of the project were from Abyei and were related to

the families of the traditional local leaders. Thus there was ample
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the souk lorries, or privately owned trucks, that made the
trek of more than 600 miles from Khartoum to Abyei in about
5-6 days carrying 5 tons of supplies and charging ¥ 600-800
($800-1,000) per trip depending on the season.

the purchasing and shipping offices in London (Relief and
Development Services, Inc.) and Cambridge (HIID and the
Harvard University Purchasing Office) which had standardized
catalogues and parts lists similar to those in Khartoum and
Ahyei so they could order equipment and parts by number rather
than description.

At its best, this system could deliver parts from the U.S. to Abyei
within two weeks of their initial request. The system broke down from
time to time because of:

a)

b)

d)

e)

lack of funds--that forced postponement of procurement and
then air shipment, which was always more costly and often more
uncertain. '

breakdowns in telex and telephone commumication between
Khartoum and the outside world.

mishandling of shipments in England.

strikes of transport workers in the U.S. and Sudan that left
shipments stranded for long periods.

customs clearance in Sudan--the project had to use AID's
system of customs clearance--first through the U.S. Embassy
(where AID contractors were considered lowest priority).

Later AID had a system that was handled by a private contractor
who was unreliable and eventually replaced. Shipments of
crucial items could disappear for weeks in customs and/or

the U.S5. Embassy warehouse.

Abyei 1s generally described as a remote and imaccessible area that

is perhaps too remote to be the focus of such a rural development

project.

On the other hand, it is typical of wmany parts of the Sudan

and Africa that are far from the very limited road. rail and navigable

river network and are inaccessible duriag the long rainy season. The
logistic system for the Abyei project demonstrated that, with adequate

advance funding and appropriate organization, there is no reason why

such a project in such an area cannot be adequately supported at

reasonable costs.
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discussion of project ideas and activities in the local community and

a steady stream of local residents to the project vffice to request
services or supplies from the project or to object to project activities
such as the use of local cattle as draft animals,

The one type of formal organization that was developed at Lthe locol
level was the group farms. These were greups of farmers from 30-35
families who joined together to clear land [or tractor cultivaticu and
then shared the weeding and the barvzst cof their common field. As des-
cribed in the zgriculture and the pcpular parrticipation and locatl
organilzation reports, the group farms worked better when members were from
one subtribe rather than several, and when a traditionzl leader was in
charge and effective. Two of the four group farms were successful
organizations and although the rationale for their existence as groups
to carry out tractor-based farming was largely discredited by the demcn-
strated inefficiency of tractor cultivation zround Abvyel, thelr role ia
arranging for cocperative development of weils and prain storacnz
facilities or purchase of simple farm toonls, graip mills, oxcarts aznd pedilcal
supplies for borh pecple and animals lroks move preomiging.

soet of orgon

FAe

mational “nfrastructura

(%)

The grher, highly cffoctive a g
of the project was the logistic svstem that stretched from Anyei to
Muglad to Kharteum to London and Cambridge. After a disastercus first
year in which none of the links betweesn Abvei and Cambridge were
functioning, the system was established step by step. The kev elemerts
in the system ware:

a) the wareliousing and inventory system at the project in Abyei
that alerted the project staff to diminished stocks and the
need to reorder. -

b) the radio contact from Abyczi to Khartoum and secondarily to
Muglad, that made it possible for the people in Abyei to maks
requests on a daily basis and kzep track of the movement of
supplies en route to Abyei.

¢) the project office in Khartoum which received the daily radio
messages, arranged for local putchase and shipment of supplizs,
transmitted orders to London or Cambridge that could not be
filled in Khartoum, rerceived and cleared the shipments from

- overseas and sent them on Lo Abvel, and finally koot Abye:

informed of the status of these activities.
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Production

Production activitiez in this first phasz of the Abyel project weie
oriented more to finding out what could be proivced and how best to
produce it than to achieving output targets. Thus the emphasis was on
a range of products and tectnologies rather thia increasing production per
se. Nevertheless, production activities organized by the project did
result in output of the following types of commcdities:

1. Agricultural Products

a. Sorghum
b. Sesane
c. Cowpeas
d. Pilgeonpeas
e. Miscelianeosus {ruits and vepetabies
2. Wood Products
a. Furniture (tables, chairs, storage shelves, etc.)
b. Ox yokes
c. Beehives
d., Window and door frames
e. Charcoai
f. Tcols ané tool handles
3. Metal Products
a. Tools (for farming, woodworking, welldrillirg)
b. Window and door frazmeas
. Workben<ches
d. Watertanks
e. Oxcarts and tractor tiailers
f. Charcoal retort
4, Ceramic Producis
a. Bricks
b. Cement zirs for grain and water stcrage
c. Latrine platforms and covers
5. Compiex Products
a. Thresh?a; machire for sorghum

—_ b. Wood lathes
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Learning about the Environment

As suggested in Section 4, one of the main constraints facing the
Abyei project at its inception was lack of Information about the physical
and human environment of the area. Several surveys of the physical
environment, that were proposed to be done by the Soil Conservation, Land
Use and Water Resource Programming Division of the Ministry of Agriculture
and Natural Resources in the spring of 1977, were never carried out. The
soclo-economic and nutrition surveys that were conducted at the end of
1977 were of limited value because they were done in a hurry, under ad-
verse circumstances, by inadequately supervised surveyors. Therefore, as
field operations got underway in April, 1978, information on the environ-
ment was mainly impressionistic and many of those impressions proved to
be wrong. |

Because of the difficulties of transporting and accommodating large
survey teams in Abye{ and because of the inadequate results of previous
such efforts, the approach to gathering information on the envircnment
and traditional practices was shifted from short-term intensivé studies
to a carefully designed set of longer term investigations, each of-wHich
was carried out by one or two persons under the supervision of the
project research coordinator, Richard Huntington. Huntington, a faculty
member of the Harvard Anthropology Department, and a visiting professor
at University of Khartoum, divided his time between Abyei and Khartoum
throughout 1979 and 1980, designing, guiding and participating in the
field studies. A particular advantage of these longer term studies was
that they permitted the investigators to observe conditions througn a full
annual cycle rather than just abserving dry season conditions, as had
generally been the case in the past.

The second important contributfion to better understanding of the
environment resulted from trying to carry out certain project activities
such as farming, constructing buildings, drilling wells and transporting
goods. These gave a more immediate awareness of the influences of climate,
soils, animals on such activities as well as the responses. of the local
populace to such factors.

Four key perceptions of the environment were significantly changed
or clarified as a result of these investlgations and project activities.

The first had to do with the human population of the Abyei area,
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Inirial estimztes from some of the local {nhabitants in 1976 and 1377 raziged
from 80,000 to 100,000 veople. At the otlier extreme, an aeriel survey cf
livestock and human settlements by R. Murray Watson and Associztes had

given an estimate of 16,000. We now have twe indaperdent estimstes that
converge on 30,000. One presented by Jane Hayes in her report, Land Use
Analysis/Population Survey, uses information from -a household strvey on
family size and number of registezred voters per household along with rhe
number of registered voters in the Abyei area to give an estimate of

29,500 for the total population. The secoad estimate prepareéd by Maryan
Niamir, in conjunction with her work on iba livestock survey, uses a ground
level count of houses in the main inhabited areas and her own survev reswvlts
of average family sicze to produce arn estimate of 31,100.

The second key perceptiorn that has been revised as a result of project
activities is the asscssmont of available cuitivable land. Initial impres-
sions were that the supply cf such land was practically unlimited, that
existing farms were occupying only a fraction of the potential. Current
estimates, as discussed In Secrion 3 of Richard Fuller's Agriculture Reporr,
indiciate that cultivable land is much more limited, perhaps ocly about
30,000 feddans or douvle the 14,000 that he estimatss as curreatly culti-
vated. The majo; factors limiting the supoly of cultivable land are water-
logging and poor drainage of low lying areas, and the need for bush fallow
periods of 30 years to alininate infestation of striga that takes over in
sorghum fields after 8 to 10 yesrs. If some way caz be found to com:rol
striga and to maiuntair fertility of fields in continruous preductior, thea the
potential cultivatel area may increase by as much as four feld, but it will
still lie in relatively nmarrow bands between the "sandy ridges"™ and low-lying
rainy -season marshes.

A third perception that now is questioned is whether the carrying
~ capacity oi rangeland in the Abye{ area is being 2xczeded. Earlier assess-
ments based on notions c¢i cesert-crcep and Iacregsing pressure cof terds
moving in from the Nortiwest suggeusted the li%elihood of overgrazing in the
Abyei area Niamir's investigarioas, described in Chapter 5 e¢f her report
on the livestock survey, sugges: that is not the case, but she iz less
certain about the commcn dry season grazing of several tribes to the soull
and east of Abyei. Ehe suggests these areas need further stuéy before any

decisions are made to expsnd herds of the Xgok and their neighbers.
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The fourth perception of Abyei that has changed zs a result of our
studies is that it 1s a sleepy backwater, far removed from the main lines
of trade and transportation. Analysis of transactions in the livestock
market in'Abyei, as reported in Chapter 9 of Niamir's report, indicate that
roughly ESlmillion of cattle sales occured in that market in 1980. Many of
these cattle come from the South and are exchanged in Abyei for food and
other commodities from the North. The cattle in turn are bought by Northem
merchants and herded up to Khartoum. Thus Abyei is one of perhaps three or
four major commercial connection points between North and South Sudan. It
therefore has more potential as a communication point than previously
realized and conversely a potential for disruption of commerce if the area
is plagued by intertribal conflict.

Much additional information about the Abyei environment is contained
in the attached reports, such as rainfall patterns, soil characteristics,

plants and trees identified and groundwater avallabilities.

é. Learning What Works

The fundamental objective of this first phase of the Abyel project was
to leamn what does and does not work in that environment., This concept of
workability has a technical and an economic dimension, and also a social
dimension. In the limited period of roughly three years of effective field
operations, it was not possible to probe all dimensions deeply, and the
rigor of the data collection under difficult field conditions and limited
staff left much to be desired. Nevertheless, as the attached reports show,
it was possible to test the technical feasibility of, and the social
response to, a number of activities. Rough assessments of economic
feasibility were possible for a few activities, but most require more
extensive experience, data collection and analysis.

One of the most important findings of the project, as discussed in
Fullers report, Sections 6 and 7, was the almost total uselessness of
mechgnized farm tillage either with tractors or with draft animals. Plowing
and harrowing contributes little to seedbed preparation or weed control.

The plastic soil conditions in the rainy season preclude mechanical weeding
when that is needed; and large scale mechanical planting is not suited to

the narrow bands of adequately drained land. Given the technical limitations
‘'of mechanized farming and the high costs of tractors, implements or mainte-

nance of draft animals, the economiec returns to mechanization are extremely

negative.

Hp



The traditional farnming system on the other 2und seems tc represent a
relatively efficient accoumodation to the lcca. environment that yields
reasonably hizh returns to lzhor and land in an average year.

Some very preliminary tests of z new zero tiilage technology, developed
by the International Tostirtute cf Tropical Agriculture in Ibadan, XNigeria,
suggest the possibility of doubling or trigpling the area farmed per
household without any increase in labor inputs. Tiis technology, that uses
an ultralow volume herhicide spray in place of hardweeding, appears to it
in reasonably well with traditicnal farming practice, and to vield pesitive
economic returas, hut 1t needs to be tested more extensively in the Abyei
area before it can be considered for local adoption. Also 1f this technology
is to lead to a significant increase in the area planted to sorgihum, sone
means will bave to be found to control the parasitic weed, Striga.

In the realm of water supply the report by Zcle and Eaton indicates tha:
the manually operated drilling system and the thrce types of handpuap toxied
at Abyei all worked. How they would stand up uader cortinued use, or whethar
they are too complicated or demanding of huaan eflort :eméins to be reen.

The drilling program did not run lcng enough to train local workers who

could carry it or independently. If it is to be coatinued, outside *ezfnfcal
assistance wili be needed. Als- sonewhat more complicated motcr-driv
drilling rigs might be tested if the program is to be implemented quickly.
Cost estimates fer the drilling of wells are still very preliminmary Gut
appear tc be in the area of LS2,060 or $2,3C0 ser well including che pump.
Use -of the first well complered was very intensive (16 bours cf ccatinucus
operation per day), but whether grouns of househoalds will be willing to
organize themszlves, to pay part or 21l of the cost of a well and tc maintzia
it also remains to be seen.

The construction program demonstrated the necessity of dz2p fourdations
in the crackirg clay sciis of Abyel and of construction technigues ¢uch as
metal window and door frames, to withataad the temmites. The twe incovatlons
that worked best in Abyel were the designs of th>» dining hall/meezing hail
and the workshop. The former structure, which was also labeled a zazebo, or
a luak after the local cattle byres, had a hexagonal floor plan and a zonical
thatch roof that resembled local housas and caitle byres. But it differed
from the local structures in that the walls were constructed of bri~x--
instead of mud and wattle; it had ample cross-veatilation froa iarge windows-
instead 3f a single saall door; and it did not reguire central rcof poles
as the large luaks did. All of ihesz2 design festures seemed appealing to

lccal inhabitants who came coasideraidle distonces ro see now it worked.

/]
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The work shop was designed to serve multiple uses in an open structure
that gave good cross-ventilation and protection from the sun during the hot
daytime work hours. 1Initfal construction of a wood truss and sheet metal
roof on three inch steel pipe supports set in 1.5 meter deep concrete bases
provided an area protected from sun and rain in which further construction
coulld take place. Low 4 foot brick walls provided adequate barriers to
keep observers from wahdering through the shop while still permitting them
to see what was going on, The same basic structure was used for primary
school buildings constructed in two outlying villages. It proved very
flexible and efficient to construct,as different crews could work on different
aspects of the undertaking as material and other demands permitted.

These two designs could serve as models for future construction in the
Abyei area. The hexagonal luak design would be suitable for houses or
offices that need to be closed in with screens and shutters. Several units
could be connected with inside passages or outside covered walkways. The
rectangular, open workshop design is also suitable for schools, dresser-
stations and covered market areas that are used mainly in the daytime. It is
possible to build secure storage areas for tools, school supplies, medicines
and merchandise within thegse open structures.

Finally with respect to construction, the project did succeed in pro-
ducing a serviceable kiln-fired brick, but the nature of the clay around
Abyei and the difficulties of maintaining adequate controls over the molding, -~
drying and firing processes all contributed to the mediocre quality of the
product and relatively high cost per useable brick. There remains a need
to explore alternative building techniques and materials(such as cemernt
blocks and asphadobe) to see how they would compare in terms of economic
efficiency. '

Transportation was initially seen as one of the main constraints cn
development of Abyei and one goal of the project was to explore this
constraint and see how it might be moderated. A first significant finding
was that much of the cowmercial activity moves on foot, Livestock are led
into and out of the avea in large numbers throughout the year and would
not be transported by any other means even 1If they were available., The
ﬂissiriya use thelr cattle as a principal means of transport;ng thelr
household belongings; the Dinka do not, but instead carry poods to and from
their homes on their heads. This means that among the Dinka all commodities
other than livestock are transported in relatively small quantities over

relatively short distances. The existing production and consumption structire

WY
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among the Dinka does not create much demand for transportation.

The movement of zcods—-other than livestock—and of people, between
Abyei and the outside wecrld, does depend on modern transportation. At present
consumer goods such as cloth, sugar, tea, cigarettes are brought into Abyei
from the North by truck in effect in exchange for the cattle which move
north on the hoof, A similar trade pattemn occurs between Abyei and the
South although more grain moves south from Abyei in exchange fer cattle, and
more of it is transported by humang than by truck .

Most of this transporting takes place during the dry season and will
continuz to do so for the foreseeable future. The cost »f btuilding an all
weather road plus bridges and ferries to carry traffic north and/or south
throughout the rainy season would be infinitely greater than the cost of
building increased storage for goods transported casily during the dry
season.

The major unmet need is for urgent or emergency human transportation
during the rainy season. Within the Abyei area this nced can ba met wmost
readily with tractors and small trailers fer the foreseeable futura. Land-
rovers and other 4-vheel drive vehicles are either ineffective or very
expensive. An airboat, which was tested oo a very liamited basis, caa onerate
effectively on the rivers and seasonal streams throughout most of the rainy
season, but it is a costly and relatively iaflexible conveyance. The best
prospect for meetirg rainy season demands for travel in and out of the area
is through berter drainage and surfacing of the airstrip at Abyel, maintenance
of radio communications and directioral beacons to bring iv plamas as
nesded, and improvement of air secrvices out of Khartoum or Wau that .could
serve Abyei and similar towns that are iscolated duriag the rainy scason.

In addition to these major findings with respect te agriculture, water
supply, construction ard transportation, much was learned about existing
practices and possible igprovements in animal husbandry, health zare, food
storage and processing and simple aanufacturing. These arc discussed irn the

attached rsports.

f. Training
The preliminary plan for the Abyei project, prepared in January, 1977,

called for a substaatial invovlement in formal ecucaticn. This inciuded
essistance in transferring the Abyci jurior secondary schoor back to Abyei

from El Fula, nearly 206 miles awvay, where it had been Incated during the

W%
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civil war; and also working with the three primary schools to make their
curriculum more relevant to local needs. Nothing much came of this plan for
several reasons. The primary schools were barely functioniung. They lacked
teachers, food for the students, supplies of all kinds and were not much
interested in considering curriculum changes or new activities, The
provincial education authorities did not want the project involved in the
Abyel school program. The province did build a new secondary school building
in Abyeil but lacked funds to complete the ancillary facilities so continued
to operate the school in El Fula for boarding students from Abyei.

Given these barriers to working with the formal education system, the
project focused instead on non-formal on-~the-job training. These training
activities were taken up as needed to carry out other aspects of the project.
Brick makers were trained as part of the brick production process. Masons
and carpenters were trained as the buildings were constructed. Semi-skilled
blacksmiths and welders were hired and their skills improved on the job.

The project was unable to find any trained mechanics or well-drillers who
were willing to live and work in Abyei, so it was necessary to select some
promising candidates from the existing workers and train them from scratch.
As William Donovan states in his report on training, these workers were also
taught how to solve precblems and become more self reliant.

Such on-the-job training was an important aspect of every facet of the
project from agriculture to health to well-drilling. 1In a few areas, such
as health, formal curricula were prepared and a group of health workers was
given a regular set of lessons, but even these were for people who were
already employed for that type of work.

The project, in most instances, did not push on to generalized formal
training programs that were not job relsted. It was felt that the kinds of
skills in which training would be most appropriate for people in Abyei
was not yet clear, and the project wanted to aveoid simply training people
who would then leave the area to use their new skills, The one exception
to the pattern of job-related training was the maternal and child health
courses for mothers that were conducted during the first few months of the
project partly as a means of learning about the health problems of the
community. Subsequently this type of training was taken over by the staff
at the Abyei Health Center/Hospital and by the project-trained health

workers at the four group farms.
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No tests were given to the on-the-job trainees to determine how much
they had learned or whether their skills were appropriate. But, as Donovan
suggests in his report, all of the fourteen modern buildings thar were con-
structed, all the vehicles and machinervy that were being maintained and
operated were the results of on-the-job training of previously unskilied
workers who had been trained and guided by the half-dozen foreign and
Sudanese technicians. The training had probably not preogressed to the point
where those workers would be able te function on their.oun, but that had not
been the original intention or plan of the project. Rather, this first phase,
in which we learned what made sense for Abyei, was to lead to a second phase,
in which the training would be extended and the subpbort systems created to
undergird a self-sustaining development process that could spread out
throughout the area and beyoné. If that second rhase does not ccme to pass,
some of the prcject-trained workers will returr to their traditicnal pursuits,
some will move orn to other areas where their new skills are §a1ued, and
probably a few will find it possible to continve on, producing their new

good or service for the Abyei community.



33

and build coalitions to make things happerr. Throughout 1977, they tried a
number of combinations that faiiod untfl finally near the end of the year

they gained the support of thke if.§. Axrbassador and the Minister of Agriculture
for the project and got it moving,

But this coalition inevitabiy stirred up theyopposition of che Provincial
Cormissioner in South Kordofan vioc saw the project as one more political
maneuver by the people of Abyei to put themselves iu a special status of
senjautonomy with direct links to Khartoum that bypassaed his authority.

Similarly USAID saw the c¢cnalitfon 2s an unholy alliance that gave RIID
direct access to senlor oificizls in the Sudanese government and presented
the AID mission with a political project that it kad nct designed, but still
kad to fund. Little wonder that bdcth the precvinciai authericles and the AID
mission wera walting for the firat misstep or sizn of breaidowvn iz the coaliticn.

The provincial commissicner found his early cn, within one month of the
start of field operations in April 1978, when he received simultaneously s
request from the Abyeil project director to take over cortrol of the provirce's
mechanized farming activity in Abyel and a lecter frce Francis Deng criticizing
the Provincial Administration for not giving more support to the project.

At subsequent mestings with the Acting Minister of Agricuiture, Francls

Deng, AIL and EIID representatives in Khartoum, the frevinclal Commissiorer
first threatened to force termination of the project, then relented and allowed
it to continue, but with the clear understanding thatr if it was not under his
direct control then he wovld z2ive it minimal support, which is exactly what

ke did.

The AID mission's opportunity came the following year as the leaders
of Abyei became increasingly dissatisfied with trhe HIID aprprcack, which they
considered much too slow and too ncdest.: While on one hané the AID missice
was not much interested in an acceierated and expanded project in Abyei, and
on the other they couldn't just close dowm s political project without good
reason, they saw the disagreements becween HIIL and the Abvel leaders as
providing an opportunity focr them io take a stroager hand in what was now
classified by AID/washington as a troubled project, ard Lo redirect it im
ways that would be more manageable, or at least less troublesome and out of
their control. But any nctions of either expanding or redirecting the project
were ruled out by the Minister of Agriculture, who had direct responsibility
for the project, and who seexed to feel iL was moving ahead on the zppropriate
scale and schedule. When queried by the AID mission in August, 1979, he

indicated his strong support fcr contiruation of the prcject as it was going. /1
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Six months later when Francls Deng had to leave his position in the Ministry
of Foreign Affairs for health reasons, the political constraints on foreclosing
on Abyei were removed for both USAID and the Provincial Government in
Radugli. Subsequent changes in the U.S. Amtassador and the Minister of
Agriculture merely helped to clear the way. Within a few months Deng's
assoclates and relatives in Abyel were being harassed and arrested by provincilal
authorities and their homes and herds were being attacked by unidentified
raidars from the North. Activities of the project were curtailed to some extent
because of the unsettied conditions.

Also during the spring and summer of 1980 USAID/Sudan sent a series of
messages to AID/Washington indicating a growing disinclination to continue
the Abyel project and finally culminating in a leccer to HIID in August
stating that there would be no further funding for the project beyond June, 1981.
These decisions were taken without consulting the Sudanese authorities, but
apparently it didn’t much matter because the ilndividuals who had supported
the project were all gone, and there was no longer an effactive spokesman
for Abyel in Khartoum.

Subsequent visits to Abyei by a Presidentizl Commission of Enguiry into
the political conditions in Abyei and by an AID-hired team to evaluate the
Abyel project did little to change the course of events. The Commission
confirmed that Abyei would continue to be within South Kordofan, and not be
shifted to the Southern Region. The Dinka of Abyel would have to make peace
with their neighbors to the north and give up theilr aspirations for special
status. The project evaluation team concluded that the project in Abyei should
not be continued for reasons that will be discussed in Section 8. This
reccmmendation was quickly accepted by the AID mission. Thus any special
impetus or effort for development in the Abyel area will have to be in some
new form and undoubtedly linked much more closely to the Provincial
Government in Kadugli.

The second and related failure of the project was in terms of its
impact on intertribal tensions in the area. It had been hoped, perhaps naively,
that the project would be ahle to work with both the Dinka and the Missiriya
people and that this would help the two tribes to moderate their differences.
Clearly the notion of trying to reach the Missiriya people from a base in
Abyel was unworkable, especially after the provincial authorities barred

the Hiss}?iya from bringing their livestock into the Abyei area.
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In retrospect it seems as though it would have been adviseable to have
had a second base camp as Maglad, the center of the Missiriva tribe. Not
only would this have giver year round access to at least part of the
Hissiriya people, but it alse would have helped to support the operations
in Abyei, Whether working with both groups would have made any difference
in terms of the broader political issues affecting the project is hard to say.
It certainly would have nacessitated a much larger and more complicated
project., And it would bave required a constant sensitivity to the

nuances of intertribal relaticns.

8. Evaluation

Several evaluations were made of the Abyel project between January 1980
and February 198l for the dual purpose of deciding whether and hew the
project should be centinued and what lessons could be learned from this
experimental undertaking. Despite their similar intent, the evaluations
errived at significantly different conclusions &nd the question arisas as
to whether tae evaluators perceived different things cr whether their
premises and criteria differed. The threc main eviiuvations were mude 27
AID, HIID and DAY (Develcopment Alternatives Incorperatad, a coasclting firm
hired by AID).

a. AID's Evaluation

The original memorandum of understandirg betweea the Government of Sudan

and Harvard stipulated that the Government, Harvard and gSaAID /Sudan would
“conduct an evaluation of the project within 15 months of the signing of

this agreement (March 1978), to assess whether sufficient progress had been
made to warrant an extension of the project.”™ This evaluaticn was postponed
by six months vntil January, 1980 when the first phase of the project was
extended for 16 months in mid-1979. Although the evaluation was conceived
of as a tripartite undertaking, GSAID/Sudan assumed responsibility for the
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arrangements, The Sudanese Government either was not invited to participate
or was unable to send a suitable participant. HIID was represented by the
project coordinator from Cambridge, the research coordinator and liaison
officer from Khartoum and the team members in Abyei. AID was represented

by the project officer from Khartoum, who had made one previous visit to

_Abyei in May, 1979 and was the only AID official who had visited the

project since a brief inspection by the U.S Ambassador, the AID Director

and the AID Program Officer in April, 1978, two weeks after the arrival of
the first field team. The AID mission evaluation officer in Khartoum did
not participate in the field evaluation.

The ground rules for the evaluation were set by the AID representative
and basically consisted of trying to draw up a logical framework for the
project and then determine to what extent various goals and quantifiable
objectives had been achieved. Such a formal log-frame had not previously
been prepared for the project, in part because the project had not evolved
through AID's standard project development process, and in part because the
project designers from HIID thought that a more flexible, open-ended
framework was better suited to the limited information available at the
design stage and the experimental approach of the project. The original
project paper of October 1977 had defined the objectives and indicated
the main areas on which the project would concentrate. The approved
amendment of the project paper, drafted in January, 1979, had contained a
more detailed set of action plans and a long list of questions that the
project was hoping to answer, but it did not lay out a detailed plan showing
how specific actions were expected to lead to specific results, oﬁ answers to
specific questions. HIID saw the working out of this detailed plan as the
responsibility of the project co-directors in the field on a day-to-day
basis in response to the latest information on obstacles and opportunities,
A detailed advance plan was seen as a triple waste of time: first to prepare
it; second to revise it; and third to explain why it had been revised or
why specific targets had not been met. So long as the field staff was doing
this effectively in the field, both HIID and the Ministry of Agriculture
were willing to rely on regular monthly reports to be informed of decisions
taken and results.

The AID mission was not satisfied with this approach and therefore the
main focus of the evaluation seemed to be to impose a log-frame on the

project two-thirds of the way through its expected life. The AID project
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officer/evaluator quizzed the field team members cn their views as to the
priority of different goals and their estimates of quantifiable targets and
input requirements for their respective activities. At the end oi this
process he appeared to reach the following conclusions:

1) That the goals of the project were too ambitious and should be scaled
down.

2) That there was basic disagreement between the Sudanese (Dinka) and
HIID members of the project team over the relative priority to be
given to aciion programs and to researca,

3) That the project was trying to work on foo nany activities and in-
stead should concentrate cn a few well-defined action programs and
set other objectives aside or get cothers ro take them up.

4) That the project had accomplished little in terms of tangible results
over the first two years and was unlikely ta do so unless efforts
were concentrated onm a few activitles.

5) That it was premature to consider the planning of a second phase of
the project becavse there was not enough hard information on which
to base such a plan.

The results of this evaluation were presented orally in Kharrarm in late
January, 1980, but, although alluded to in several messages to AID/Washington,
were never, sc¢ far as we know, released in an official! written repert. Wwhen
these conclusions were corveyed, orally, to the Ministry of Agricuiture
officials, as the results of the evaluation, they were received with bemused
wonderment. A4s noted, in the previous secticn, the Ministry at this stage
felt the project was making reasonable progress.

HIID also disagreesd with the conclusioas of the AID evaluarion and
argued for continuvation e¢f the project on its established course including
wmoving ahead with the planning of phase two so that there would rot be a
loss of momentum rasuiting from a hiatus between the two phases. The AID
Mission rejected these proposals from HIID and considered terminating HIID's
role In the nroject, taking over direct responsibility for administering the
project but retainiag the HIID field staff. When the field staff refusec
to go alomg with this proposal, USAID decided to call in another
evalcation tear to suggest what should be done with the project. HIID also

decided it was time to undesrtake an assessment of the project.

HIID's Evaluation

HIID asked two people from Harvard who had not previously been involved

with the project to make the trek to Abyei to review and evaluate performance,

A
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identify the crucial issues for its future and its implications for HIID
in the field of rural development. The two who agreed to go were
Professor David Maybury-Lewls, Chairman of the Anthropology Department and
a member of HIID's Faculty Council, and Dr. John W. Thomas, Institute Fellow
of HIID and former Director of HIID's project with the Ministry of Agriculture
in Kenya. Maybury-Lewis and Thomas were the eighth and ninth members of
the Harvard Faculty to visit Abyei in conmnection with this project, the
highest ratio of faculty participation relative to the size of project of
any HIID undertaking. '

Thomas concentrated on the project's organizational infrastructure and
the issues the project raised for HIID. He concluded that the organizational
questions were totally dominated by the broader macro political issues of
North-South relations in the Sudan, and that until those were at least
clarified not much could be done to improve the organizational arrangements
for the project. His views about the value of the project for HIID and
HIID's conduct of the project were basically positive, but these views were
mainly of interest within HIID.

Maybury-Lewis looked at the project in broader terms of what various
groups had expected from it, and what had actually been achieved through

May of 1980. His conclusions were as follows:

"The Abyei project, like most development projects, was approved as a
port of compromise between the desires of various interested agencies.
Since the Sudanese had high hopes for its political role in an area of con-
flict, it was very risky to adopt a low key, low cost action research
strategy.
Such a strategy had another drawbacx. It was likely to provide an
inconclusive test of the action research concept. If such a project were
to be launched, nevertheless, it would have been prudent to insist on a
higher level of funding than was made available for Abyel, and to use some
of those funds to tilt the action research strategy in favor of some initial
action, to build goodwill for the project. In fact, this may be a serious
difficulty in the whole action research concept. People may accept research
with a promise of action to come. They are more likely to be anxious about
a low level of action, especially if there are alsoc failures to report,
while research is in progress and that anxiety may not only prejudice the

research but the continuance of the whole project.
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The project has been underfunded from the start. If this was the only
way to get it launched quickly, then at least evaluators of it should make
allowances for that fact. If it was a deliberzte strategy to se2 what could
be done in remote areas at low cost, then the strategy was miscoaceived.
Low—-cost developument if supposed te be the end product., Projects to deteraine
how to induce this must have additional funds for experimentation and for
the exploration of alternatives when one strategy or piece of equipment is
tested and found unsatisfactory.

Once the project had been launched, there were a series of disappointing
inicial failures. The first field team did not work out. Early prograss
did not succeed. The most positive thing that can be said about this stage
of the project is that the relative success of thz later period is probebly
due tc the lessons that were learned at the beginning. Meanwhile AIID has
learned a great deal about the= art of gatting equipment across the world and
through the chaotic Sudarese transport system to Abyel, and the Sudanese
staff have shown remarkable skill in managing these logistics within the
Sudan. .

Now the project is deing good research which amay well becomz a model cf
its kind for the understanding of the relatiomship between Pinka econoay,
ecology and society. 1t Is beginning to gain the enthusiastic support of
participating Dinka, who see tnat scmwe things are going well. It is at ihe
point of beirg able to design development strategies for the Dinka which
could be cof general interest to students of development possibilities in
areas of pastoralism and small farming, i.e., throughout mucnh of Africa. It
stands a good chaace of being able to suggest developmenr strategies for the
area which are cost effective and which could be gelf-sustaining.

1t cannot guarantee that such strategies will be effectively institutiona-
lized but it {s unreasonable to demand such a guarantee for an area where
reneved fighting has broken out between Missiriya and Diaka and the political
situation is extremely tense. Yet {t i3 precisely this renmewal of bhostilities
which makes it more important than ever that the project should be continued.
The Dinka could be forgiven for feeling apprehengive at this moment. The
one indication thar they still have of government concern for them is the
Abyei project. The political consequences of phasing out the project would
thus be very severe.

Nor would this make much sense iu developmental terms. Tha Abyei project

Is beginning to pay off. Its successes to date may be modest, bLut then so

too are its fafilures. Indecd, 1f it were compared with the more visable

/)
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development projects elsewhere in the Sudan, many of them alsc funded by
USAID, whose failures are both notoricus and exceedingly expensive, then

the Abyei project comes out looking very well.”

DAT's Evaluation

DAI was initially asked by AID to "review alternatives for a second phase
project,” and to produce a report that "would serve as a basis for (a) PID
(Project Identification Document) should Abyel II be deemed viable.' (USAID
message to AID/W number 3073 of 5 May, 1980.) Subsequently in a message
dated 18 June, 1980 the terms of reference were revised to eliminate the
consideration of continuation of the project and just concentrate on what
had been accomplishad and learned so far.

HIID was invited to send along a participant in the evaluation team, but,
given the adversarial relationship that had developed between the AID project
officer and the HIID project coordinator, it seemed to HIID that the best
way to get an objective evaluation would be for DAL to go ahead on thelr own
after being briefed by HIID in Cambridge and the AID mission in Khartoum. As
it turned out, the DAI team leader was unavailable to attend most of the RIID
briefing and the AID Director was not in Khartoum to brief the team on their
way to Abyel.

The absence of any mention of terms of reference in the DAI evaluation
report suggests that the team was not given any in written form, and even
their oral guidance is not very clear from the report. They state that:

"This evaluation was designed to provide analysis and recommendations
for decisionmaking by AID and the Government of Sudan on the status
of the Abyei Development Project beyond June 198l1. The 'experi-~
mental' nature of the project and the management arrangements that
were used helped to define the evaluation task...The evaluation

team acknowledged that the two elements {(research and action)

are interwoven in the ADP and that this poses certain contradictions
in ass~ssing project achievements. The evaluation team determined,
however, that research activities should be evaluated in terms
specific to the projects structure, setting and objectives. This

is the only objective basis for assessing the magnitude and signi-
ficance of what has been learned.

Since no logical framework was ever completed and almost no
quantifiable outputs were formally agreed to by HIID and AID, progress
towards objectives required thorough qualitative assessment.'

(DAI Evaluation Report P.5)

As regards the analysis and recommendations for decisionmaking, the
evaluation team suggested four options:

Termination of the project as of June 1981;
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Extension of the existing project fer ome or two years, thereby

deferring a decision on Phase II;

Extensfion of the existing project with a fire commitment and schedule -

for Phase 1i; ot

Support of a redesigned project vith a pre-ivplementation phase under a
new coantractor.
They concluded that:

"The demonstrated shortcomings in evidence under the existing
project lead the evaluation team to advise rejection of the
second and third altermatives. The difficulzies likely to te
encountered in a search for a substitute contractor and the
political uncertainties and insecurity manifest in the area
lead us to recommend the termination of the effort.™

As regards overall performance of the project, they concluded:

"The achievements of the Abyei Development Project fall seriously
short of the objectives expressed in the original and amended
project documents....Tangible results are evident in the arz2as

of health and building construction and in the experiments

related to local agracultural counditions. YHowever, these

results seem relatively insignificant in content and haphazazd

in scope in relation to the expressed goal of integrated
developaweui assistauce....the projectrs research results have

been disappointing in terms of quantity and jquality. (DAL Report,P.l)

A fundamental defect of the DAL evaluation was that the DAL teaam
members did rot attend the HIID briefing in Cambridge on the Abyeil research
program to which they were invited in early January. As the principal HIID
researchers had all recently returned from the field and had not yet written
up thelr results, the information was available ac the time (Januazy, 1981)
only in preliminary and oral form. It was useless for the evaluation teaam
to try to collect information in Abyei on the design, implementation and
results of the research program. That should have o2en done in Cambridge.

To then express such sweeoing judgements of the quality of the research was
irresponsible. The attachments to this report may help ro set the record
straight.

In terms of the physical accomplishments of the project, it ls difficult
for those who visit Abyei only once and them brieily during the dry season to
appreciate what has been accomplished and against what odds. Those who
wade the trip more often had a more realistic perspective. But the greater
irony {3 that the project had completed the testing of a aumber of techniques
and designs and was ready to move ahead with a substantially expanded

program in well drilling, comstructior, grain storage and grindinp, and

(H
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extension of agricultural trials. These activities were curtajiled somewhat
in early 1981 by both funding delays and political imsecurity in the area,
but they were subsequently largely brought to a halt by DAI's recommendation
and AID's decision to terminate support for the project.

A comparison of DAI's and HIID's views on purpose achievement of the
project is presented in the following table and needs little further comment.
Support for HIID's position is presented throughout this report and its
attachments.

There are, however, a number of serlous misrepresentations of fact in
the DAI report that should be corrected.

1. The report states (p. 15) "there is no formal statement of the ADP's

purpose to which HIID, USAID and the GOS offiecially subscribe.”
Fact: The Memorandum of Understanding between the Government of
Sudan and Harvard University was signed by representatives of the
two bodies in March, 1978. It was reviewed and approved by the
USAID Director and was included as part of the documentation on
the basis of which AID made its grant to Harvard.

2. The report states (p. 24) too many key operational decisions were

made outside of the field setting.

Fact: Operational decisions were made in the field as discussed in

Section 3. The project coordinator made semiannual visits to the
field to participate in the decisionmaking and then scught to
support those decisions. The only exception to this was when
technicians were heading out to the fleld and had te decide in
consultation with the project coordinator and, if possible, the
project director vwhat kind of equipment to take with them.

3. The report states (p.25), "shortage of HIID institutional expertise
produced a flawed (project) design that grossly underestimated the
significance of the livestock sector.”

Fact: The initial project design team contained a specialist on
the cultural aspects of livestock (Huntington) who was acutely
aware of the importance of livestoeck in the Ngek culture, and
wrote about it in the January 1977 preliminary plan. 1t was due
to the fact that the Ngok spokesmen in January 1977 did not include
livestock in their list of areas in which they wished assistance
that it was not designated as an initial area of project activity.

The initial plan (January, 1977) did call for a range management
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survey by the Minlstry of Agricuelture, but this was not carried out.

In Novegber i978,in the joint planning sessions in Abyei on the 1379

program, HITD preposed tne' livestock survey. It was egreed to by the

Sudanese cotnterparts, iacluding loczi Dinka representatives, at thar

timc, and was implemented in 1930-193%!, rasulting ia the voluminous

report in Attachment B. As the DAT report states ?p. 25)

"Project designers must carefully weizh the timing and secquencing of

multiple compornents in an IRD project.”

“4., "“The sponsoring institution undertaking an ‘action research' project must
accept the full burden of implementation support. HIID never formally
accepted that burdemn: 1t did not undertake similar projzcts elsewhere.
nor did it make a long-term investment to develop {n-house cepabilities
in logistics or perscnnel recruitment. The AUP has remalned a peripheral
activity, and only the energy and dedicatior of the groject cocrdinatcr
have mainiained support at a survival level.™ {p. 26)

Fact: BIID in 1376 accepred the report of its Rural Developmeat Croup
including propnsals to become involved 12 field level interdisciplinary
actlon projects. In 1972 HIID did taka uyr two such proiects, one
concerned will rural heaith delivery systens im Mali, and the orher,
the Abyel project in the Sudan. 3IITE made specisl efforts to locate
appropriate staff for these projects and vorkad out special logistic
arrangenents with the Harvard Prcecurecment Office and local shippevs.
The fact that not all persornel or logisti: arrangements have workcd
out to periection is aof Jdue to lack of commitment. HIID has not

taken on cay additicnal projects of this type uatil there wes an
opportunicy to evaluate BIID's capacity to implecent, and the educationzl
benefit frox» iwplementing such projects.

.53. The teport gtates (p. B-3) "the inclusion of asimal tractiom activities
in the proiect appears tc have resulted from the assiganunent of an animal
traction specialist, Creiy Wyan, as RAIID's first acting team leader.“

Fact; The proiect paper, drafted by BIID in Cctober, 1977, well before
initiation of any selectlon of project staff, contaias tne following
statemenc. "Under this project it is proposed to test alternative
technigues of land preparation....Thes2 would include various types

of impleaenis feor the tractors....They would also include craft

aaimals and 2lows (4f the cuitural barriers to use of catile for such

purpeses do not appear to be ovecr-riding).”

1
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Subsequently Cralg Wynn was selected as a team member Iin large part
because he was experienced in the training and use of draft animals.
His experiments with draft animals in Abyel demonstrated that there
was strong opposition from many of the local residents to such use
of cattle. And Fuller's experiment with mechanized farming, using
tractors, demonstrated that such techniques produced very little if
any benefit at much cost in the Abyei environment.
The report states (p. I-7): "The decision to purchase the airboat was
quickly taken in early 1979,...little time was given to examining
alternative modes. While Unimogs, Hovercraft and airboats are all
reportedly used in the Sudan, the Harvard team did not witness an actual
demonstration....It has subsequently been foﬁnd that the local people
build small dams(bunds) or fish traps (weirs) on nearby watercourses
which would have limited the airboats usefulness had it been operable
on arrival. The airboat saga is one of inexperience and misfortune.
Nevertheless it is also an example of how action research should not be
conducted."”
The facts are: That information on alternative modes of rainy season
transportation was collected throughout 1978, brought to Abyei in
November, discussed with the field team and with the AID Director
and staff in Khartoum in December, and as a result of zll these
discussions, the decision was made in the AID Director's presence
to go shead with the airboat as the most promising alternative.
This declsion was incorporated in the January, 1979 proposed amend-
ment to the project which was reviewed, discussed and approved in
AID/Washington in March by the project committee, at which time the
airhoat choice was considered at some length. It was only after all

this that the airboat was purchased.

‘Previously, when consulted by Harvard, the Director of the Nuba
Mountain Agricultrual Production Corporation In Kadugli had advised
that,on the basis of his extensive fileld experience, the Unimogs 7
would not operate successfully in the Abyei area during the rainy
season. Similarly the British suppliers of hovercraft that had been
tested in the Malakal area informed Harvard that their existing small
craft (4 passengers) had a tendency to get stuck on waterhyacinth and
they were developing a new model with a more powerful engine that
would not he available for 6 to 12 months. Several other military

type vehicles were considered and rejected because they were either



too expensive, too experimental or no longer available. The airboat
was selected after extensive discussions with organizations that had
used them in various parts of the world including the Sudan. They
were a well established means of water transport with a long record

of use that scemed best suited to navigating the shallow, grass filled
waterways around Atyei. The airboat was envisaged more as a meaans

of explaring tha potential for rainy season water travel by less

costly convevancas than as a permanent means of transportation iiself.

The bunds and w2irs are built only at the end of the rainy season te
catch the fish as they move down stream with the receeding waters.
If the bunds fully blocked the waterways throughout the rainy seazsoa
they would prevant the movement of fish upstream from the permanent
watercourses where they live during the dry season. The weirs are
built with sorghum stalks which are only available after the first
harvest which occurs in about the fourth month of the rainy season.
Thus the bunds and weirs would not, and did not, in fact, obstruct
the movement of the airboat in the middle of the railay season. This
DAY assessment is typical of the dry season visitor's misreading of

rainy seasoc conditions.

DAL has been quick to draw "lessons” from the "failures" of the Abyei
project. In a recent DAT “"Research Note" entitled "Implementation
Issues in Integrated Fmral Development: A Review of 21 USAID
Projects," the Abyei project is cited as exemplifying failure ia
seven of the nine critical implementation problems that DAI has
identified as plaguing integrated rural Jjevelopment projects around
the world. Setting aside the question of the validity of this sort
of "research™ based on briaf field visits by "reseazchers” with pre-
conceived lists of implemwentation problems, the implication of their
analysis is that if these problems had just been dealt with more
effectively in Abyei, the project would have been a success.

All of the problem areas that they ideatified did in fact exist
in connection with the Abyei project, and they were all perceived
as preblems early in the design and implementation process. But
recognizing a problem, such as differing project agendas of different
parties, does not mean that it is readily resolvable. Sometimes the

.magnitude of a problem can be reduced through various modificatioas
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of a project. Sometimes it just has to be lived with. It is a question of
trade-offs between competing, important objectives.

All such projects have to be viewed in their particular context and
the most appropriate design and implementation worked out for that context.
It seems easy for some evaluators to say after the fact that more of this and
less of that should have been done. But if they fail to take sufficient
account of the context and the constraints under which a specific project is
operating, then their assessment of that project, or their suggestions for
how to redesign it, are worse than useless, they are positively harmful, for
they imply that there are simple solutions to complicated problems. &nd if
the Abyei experience, as recorded in this report and its attachments, teaches
us anything, it is that the problems of rural development are complicated.

The fundamental message, that emerges from both the DAI evaluation of
the Abyei project and so-called research notes on implementation igsues, is
that DAI and HIID have very different philosophies about how small-farmer-
oriented development must be approached in rural Africa. The use of similar
terms such as "process" and "action-research" and the similar focus on the
traditional sector hide these fundamental differences. Almost all of DAI;s
suggestions as to what "should have been done"” call for significant increases
in inputs and personnel. While we grant that this would have helped in scme
aspects of the project (but not all) and we concur that the project was under-
funded and repeatedly tardily funded, we maintain as a central tenet that the
kinds of human resources (ex~patriot, natural and local) required are in
international short supply. Rural development that continues to be predicated
on a large measure of scarce inputs cannot in any broad or long-term sense
take place., The approach favored by DAI is to play safe with rural develcp-
ment, to be overly-scientific with research, and more management—oriented with
the operations. Such an approach is understandably welcomed by harried donor
agencies because it serves to channel more money into rural development at
less risk, but there is so far no evidence that this leéds to a solution of

the great problems facing much of rural Africa.

LN



9, Conclusion

The original objectiva of this first phas: of the Abyel project -
to lay the foundations feor a lovpger term development program for that and
similar areas - has been only partially achieved. On the pesitive side,
a2 base station has been built which, as of April, 1981, contained the supoort
facilities needed to carry on and expand the praject. The information base
already accumulared is sufficient to plan operaticnal programs in agriculture,
snimal husbandry, water supply, manufacturing, comstruction and healtk
services, and aiso to identifv aspects of trnose activit!=s where further
testing and experimentation are called for. The senior Sudanese staff peabers
have aaired two to three years of experiencs in the managea=rt of such a
project, and cver cne hundred workers have been trained in all arezs of praject
operations.

But this phase hac also highlighted the many prcblems that must be dezit
with when attempting tr carry out a develcpment proiject in that area. Scme of
these, such as logistizs anc¢ communication, have been soived. Others renair.
Theyr include: the rzzcoratisn of peace ond osvder in the project arag;
agreemeat o a set of relationships with the various levels of government that
will te workable, constant and supportive of lccal development sctivicies;
provizsion of sdequate incentives to attract and retain competent pecple In
such remofe areas; and finally the provision of timely and sufficient Ffunding
to pernit project activities to respond to seasonal imperatives.

If ussessed in purely political terms, the Abye{ project has prooezbly
falled ir. the sense that thers has baen no improvement, and perhaps a worsening
of relations between Abyel ard the provincial authorities, and of ietertri:cal
strife ia the area. On the other hand, prcject activities may have generated
some awareness of the potentials for development among the peoples of Souti
Kordefan and Northera Bahr ¥1 Ghazal that will generate political pressure for
sccomodaticn and stability so that they caﬁ get on with their development.

To have expected ary more substantial poiitical berefits from the project in
the short term was probablv anrealistic.

if, however, the assessment is more in ecoromic terws, the approzch followed
in the Abyei projeci has been successful in that it accoaplished much at
very low cost, It produced information as well as some infrastiucture that
wzs relevant to the prcoblems of development irn that aresz, and it provided toth

a model and set of developumental activities that could be replicated in ocher

W,
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ereas. The emphasis on efficiency and cost-effectiveness could make possible
the extension of such projects to many more areas than could be reached by

the typical capital-, infrastructure-, technician-, and management-intensive
rural development project. If the human and firancial reso;xrces that are likely
to be committed to rural development in the Sudan and more broadly across

Africa are indeed limited, then the approach of the Abyel project may be

worthy of further consideration.
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CONSULTANTS AND SHORT TERM STAFF Role in Abyel Project

{Cont,)

Lina Fruzzetti

Davi@ J. vail

Pater pParr

John Cohen

Jonathan rischer

¥eith J. Prodie

Bruce Faon

W.J.A. Payne

Jane Jedd Hoyas

William R. Claybaugh

David H.P. Maybury-Lewis

John W, 1lhomas

A

Consultant on Socio-Economic
Survey

Agricultural Econcmics

Constructicn Specialist

Project Raview and Dasign
Health and Conatruction Specialist

Alrhoat Operator/Trainer

Water Well Driller

Livestock Consultant

Goonrapher

Water Well Driller
Congultant on Rusearch Activitles

Consultant on Local Organization

Current or
Previous Position

Assistant professor
Brown tUniversity

Associate Professor &
Chairperson, Dept. of
Economics, Bowdoin College

H.I.I.D PFellow
Harvard Univarsity

Researcher. H.I,.I.D
Harvard University

Aarocnautical Engineering
Degree Candidate, Mass.
Inztitute of Techuology

thief Drilling Supervicor
Operation Waterhole, Zalre

Consultant to U.N.D.P.
F.A.O., 1.U.R,D,,I.R.D.,
fluntings Technlcal Services

Candidate, Clark University
Graduate School of Geography

Peace Corps Voluntear, Sita
Superviwor, Kairocuan Wells
Project, Tunisia

Chairman, Dept. of
Anthropology
Hervard University

H.I.1.D, Fellow
Harvard University

Pericd of
Participation

Mov. 1977-April 197

Jan. 1980

Oct. "'D&C. 1978
Mar.-Mey 1979
Dec, 1978-~June 1379

May-June, 1279

June~hug. 1979
May-Rug. 1989

Qct., 1979«Jan. 1980
Dec. 1980-Mar. 1l9ll
Jan. 1980

Nov.=Dec. 1930

Feb.-May, 1980

M&!.' » -MQY 1980

May, 1980

May 1980
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