o’ _
L \ CAISICICZT ON i _ _
: PEOJECT EVALUATION SUMMARY '?EQ\ - PART ! Aeport Syrwol Uuid?
~ .7 S.PACJECT TITLE Z. PROJECT NIMBER 13 ARSI NiAIDW UFFICE
. : £21-0143 USAID/Tanzania
s 1 : 2 -2 P a4, SJALUATION NUNMSELTA (:n'nr TRE ATMLIT Maintanea sy Uis
Arusna f ~annng . anc V;llage reporting ul‘\T! 3., Countrs o7 A0 A..:nn IStrstive c.»<'z,
Development Project Fiscal ¥ suz, Serisi No. beginning witn Naw ! eieis FY) 81 /83
. CYREGULAR SVALUATION (T SPSCial SVALUATICE
i
~ 5 KEY PROJECT IMPLIMENTATION CATES T8, ESTIMATED PRCLJECT T7. PERIOD CC¥YIEES AY GVALUATION ;
A, First 8. Flnei S Fing | FUNDING 23,361,300 Erom imonuv/yr.) vTulV 79 H
PRC-AG ar Shiligetisn Toure I A Tewl 4 L4 ! . ) 3 June 81 ;
Equbugnt -xpméz? On..vgévz < £,> QiTe imemTh/vn i
) 3. U . 3 ;
‘ - N Bavte SSE4EOY Tune 81 /
2. ACTION CECISIONS APPROVED 3Y MIESION OR AID/W OFFICE DIRECTOR :
e \ A, LT ducisions end/ar unresnived imuer; cite thcls ilams nesalng further ohicy.. E‘o;‘:?&igg & 0ATE Ac" ON
' {NOTE: Mission cocltions which snticiosts AlC/W or. regionel oftics action nouie ZEIONSIB L E T3 H
i J " °! ! n . RESPONSIBLE ccwu.,rsc- i
~ pecily type ot Iument, 4., sirgram, SPAS, PIQuwhich will 3reiont cetsilad rzquavt,) FQ a_éCTION :
.
1. AVDV? and the Regiomnal - Regional Aug. 8L
Planming O0ffice should produce Development
a single document which incorporates Director
the Region's long term Develop— (RDD) )
ment Plam.. This should include . ) i
at a minimum: a) ARUSHA TODAY; ;
b) STRATEGTIES AND BRIORITIES FOR : ’
THE YEAR 2000 and; c) INFORMATION -t <
STRATEGTES: PAST aND FUTURE !
o=~ i .
o/ ’ - ; . 3
3 The . pLan strould al.so J.rrclude,_ as ! .
it , am anmex, a description of v ! )
projects identcified by the [ 2
Planning Process for which the '
Regiom will pursue addi-~ ¥ ' -
tional Zfunding resources.’ - ) A -
2. APVDP should assess and APVDE [ Aug 81
report on alternative sources & RDD
of investment money which can ]
be used to provide additional
Palin sources of fundiang to those ;
v 5 of the project. !
=
i
. INVEINTGRY CF UCLUMRNTS 10 3¢ AEVIBED FER ASOVE GECISIENS - — - 0 .. |16 A..ﬂg'u:r've DECISIGNS ON FLTLAE
- JzzT
3 ation P}
:} Peciaes Pagar D L':.’,'g;l’?:wl::rk *n D Ctier (Bpeeity) A, ca'mmt =mh¢~ vmra.r Qanane
= G - I Sl
L.J Finsnoial Fian Pl’.?/. - . I Shenge Proj2at Daslgn sad/sr “
~-~ el . ‘Chengs imet ataticn P i
P} teataat Framaworc | P10/ gy D . Othecipsay) j Chenes imelemuntanien Tun
1 trcreon Azrormane C] riom - - T — 4G L] Blzesminue Prajeey
s - Y S - .-
v ST OFFILE AND <051 SOUNTAY CA CTHRA RANKING PART ICIFANTS, x;,/;foc,-,,,,;,-.« Gty Cirees. - P r
e St HF ’lof"c AT : {™Nzre3a fms Titla) N - o k v
; mhomas Luche, USATD Project Manager - Sigparern
: ° E.P. Mazalla, Regional Planninc Oz:i T, P \/\—‘/‘ 1. -
AN ; IR - ~ = [Tydraams
c : - 71
Arusha Recicn Sarrv Ril }

TSR —

BEST AVAILABLE

copy




TABLE OF CONTENTS

Recommendations

Summary

Methodology

External Factors

Inputs

Qutputs, Purposes, Goals

Regional & District Planning

Village Planning & Project Implementation
Agricultural Production

Rural Industry

Roads

Water
_Irrigation

Traiaing

Implementation

Expansion of Project Activities

Benefits
Unplanned Effects, Lessons Learned

Substantive
Procedural

Special Remarks

Implementation Issues
Followon Funding

Annexes
A. Summary Briefing Paper
B. Persons Contacted/Interviewed
C. Comparison Between PP Financial
Analysis & Actual Project

11

12
15
21
24
25
27
29
28
30
32

32
34

34
38

40

40
43

L
48

50




' MISSING PAGE




Recommendations

3. An additional experienced
agriculturalist is needed to
provide technical support to
district staff in their identifi-
cation and promotion of
improvements in the farming of

the region. 1If GOT is unable to
assign an additional professional
agriculturalist to the region,
consideration might be given to

use APVDP resources to hire an East
African who is not presently in the

government service to fill this role.

4. APVDP should present a

plan to USAID/T to meet the
intent of the project agreement
regarding the roads component.
The plan will state deployment
of T.A. staff to the region, and
the three districts and will
conform to the "Project Approach

(Page 31-38 of the P.P.). Recognizing

the formidable constraints to
achieving these objectives the
plan should address contingencies
1f the region or GOT cannot meet
the minimum requirements. In
particular the GOT should provide
counterparts as stipulated in the
project agreement with assignment
of the Regional Roads Inspector
receiving the highest priority.

5. USAID/T should provide to the
region its updated plans to improve
procurement practices over the
remainder of the project.

6. USAID/T with REDSO/EA
concurrence should specify
REDSO/EA responsibility regarding
project implementation; and
REDSO/EA should make every effort
to maximize continuity of personnel
servicing the project.

Action

RDD &
DAT

APVDP

USAID/T

USAID/T
REDSO/EA

Aug 81

Sept 81




7. Serious consideration USAID/T FY 82
should be given to inclusion

of the Masai Districts in any
follow-on project. Particularly
in view of past USAID experience
in pastoralist areas (such as
the Masai Districts), person(s)
with experience with pastoralist
development projects should be
included on any proposed PID
design team.

8. Specific plans should be RDD & Sept 81
made for aceomplishments that APVDP

can be expected during the

remainder of the project:

a) 1f a follow-on project

appears highly likely, the

present project completion

date should be extended to

Dec. 82, resources permitting. -

b) If a*follow=-on is not
foreseen, the project
completion date should be
extended to June 83, resources
permitting.

¢) USAID/T should select a team
to review project status and
the plan within 9 months.

9. The APVDP water advisor should mainly RDD and July 81
concentrate his activities on helping DAI
the Water Department address

rehabilitation and maintenance

problems through developing a system

of inventory, rehabilitation identifi-

cation procedures, design and planning

for procurement of replacement parts.
Consultant services may be necessary

to facilitate these tasks. This

emphasis is not to exclude the shallow

wells and training programs.

10. Due to delays in imple- USAID/T Aug 81
mentation of water-projects and RDD

and the lead time necessary

for their completion, funding




should be authorized to end
of fiscal year 83 for water
projects.

11. Prior to further obligation of
funds for project activities, including
those discussed in Section 23,

Special Remarks, USAID/T must

review and approve such project
activities against criteria set

forth in the project.

12. A record of financial costs by
ProAg obligation and disbursement

be completed by line category as in
the ProAg {(see Annex C). This record
should form the basis of a full review
of the project, as discussed in the
Implementation Section of this :
Evaluation.

13. USAID/T should assign a full
time Project Manager at Arusha who 1is

‘familiar with project history and imple-

mentation, is highly knowledgeable of
AID procedures and has perception of
when to call on other AID personnel

for technical or other required backup.

14,USAID/T should be more explicit
in defining its implementation pro-
cedures (in particular regarding
project approvals, submission of
annual plans and deviations from
project paper design) and the
regional government and the contractors
be more responsive concerning these
procedures, including satisfaction of
project approval criteria set out 1in
the ProAg.

15. Assuming that the preceding
recommendations can be met

in substance in the time

frame specified, and USAID/

Tanzania continues to develop,
justify and document specific
procedures appropriate to the design
of this project, the Evaluation

Team sees mp meed for a revision of
project authorization.

RDD, Con-
tractors
and USAID/T

USAID/T

USAID/T

USAID/
Tanzania,
RDD and
Contractors

USAID/T

Aug. 81

Aug 81

Aug 81

Aug 81




EVALUATION OF THE ARUSHA PLANNING
aND
VILLAGE DEVELOPMENT PROJECT

13. Summary

The goal of the APVDP is to improve the production,
income and well-being of rural people in the three relatively
better endowed agricultural districts of Arusha Region. The
purpose of the project is to strengthen the capabilities of
Arusha region, the three project districts and the villages 1in
these districts to identify, implement and evaluate development
activities within the framework of the policies and priorities
of the Government of Tanzania (GOT). A second purpose 1is to
provide the micro-data which will assist in the preparation of
the Arusha Region Integrated Development Plan.

The project has made commendable progress since its
startup in July 1979. 1In general it is well integrated with and
has received good support from the GOT at the regional and
district levels. The project approach - based on a "process'
model - is innovative, ambitious, fand well suited to Tanzania.
It has successfully integrated the development of an improved
regional planning capacity with the strengthening of Tanzania's
"bottomup'" style of village development, generating considerable
support among regional and district leaders for significantly
changed development priorities.

The APVDP staff are highly motivated and professionally
competent. All have prior African experience; most speak
Swahili. The staff include rural development advisors assigned
to the planning office in each of the three districts, sector
specialists assignment to government ministries - agriculture,
water, rural industry and roads - and planning/management
advisors working within the Regional Planning Office at regional
headquarters. All but the roads component staff, which includes
five expatriates working under separate contract, are part of an
implementation team working under a U.S. Government contract.

The financial aspects of the.project are summarized in
Table 1, Section 16; the table indicates almost total obligation
of funds, projected cost overruns in some categories, and cost
variations for them. Detailed cost data and recommended break-
down by categories are included in Annex C. ©Project progress to
date has been hindered by a number of factors. Most important
of these are: delays in project startup and procurement;
manage- ment difficulties between USAID offices and the
contractors; insufficient recurrent funds and government.staff;
- and an unfavorable economic environment.
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It is too early to predict whether the project will be
able to achieve all its objectives, particularly given the
above-mentioned constraints and limited project funds. Based,
however, on progress to date, the fit of the project within
Tanzania, and USAID's policy priorities, the evaluation team
strongly recommends that the project receive priority attention
for extension of funding and project completion date, and
consideration for select follow-on activities.

l4. Methodology

This midterm evaluation was scheduled in the project
paper. - It has been preceded by one special "in-house'" formative
evaluation initiated and conducted by three members of the firm
which assisted in the project design and has the major responsi-
bility for project implementation. The findings of the special
evaluation (which addressed some serious internal start-up
problems) have been considered in this evaluation. A third
evaluation is called for at project completion. The members of
the evaluation team are listed below. The team included three
representatives from AID, two government officials from Arusha
Region, one consultant with extensive knowledge of Tanzania,
plus three observer/participants: a member of the Development
Alternatives, Inc. (DAI) APVDP team, a University lecturer from
Dar Es Salaam, and the USAID APVDP project manager.

The scope of work for the evaluation essentially follows
the project logical framework matrix, and is on file in
USAID/T. The evaluation extended over a month, and included
discussions and a preliminary review of materials by team
members stationed in Nairobi, two weeks of intensive work in
Arusha Region (including preparation of an issues-oriented
discussion paper), followed by an analysis and write—-up phase in
Nairobi. All team members were present and assisted in the
writeup in Nairobi. The final draft of this document plus a
briefing paper included as Annex A were reviewed in Arusha by
government officials, project implementation personnel and USAID
staff from both the Arusha regional office and USAID/T based in
Dar Es Salaam. : :

Data were collected through reviewing project-related
documentation, attending briefings and village-level meetings,
conducting interviews, and -field investigations. Members of the
team visited each of the three districts of project con-
centration - where extensive interviewing of government and
project staff was combined with village and project site
visits. A list of persons contacted is included as Annex B.




Team Members:

Ned Greeley

Alan Johnston

I. O0Ole - Karyongl

P. K. Kitema

Elizabeth Kleemeier

David Leonard

Dennis Light

Thomas Luche

Thomas Worrick

15. External Factors

Behavioral Science Advisor and Team
Leader, REDSO/EA, Nairobi

Rural Development Planning Advisor,
Arusha Planning and Village
Development Project (APVDP)
(Observer)

District Development Director,
Arumeru District, Arusha Region

Planning Officer, Arusha Regional
Planning Office

Lecturer Political Science,
University of Dar Es Salaam
(Observer)

Professor Political Science,
University of California, Berkeley

Engineer and Planniag Advisor,

REDSO/EA, Nairobi
USAID Project Manager of APVDP,
Arusha (Observer)

Agricultural Economist and former
member of the APVDP Project Paper
Design Team, USAILD/Kenya.

The economic counditions in Tanzania as in other
countries in the region have declined steadily since this
project was designed in 1977. In particular, the war with
Uganda, the continued rise in petroleum prices and drought
have resulted in a severe squeeze on resources for both
recurrent and development programs. In additiom, the GOT has
pursued some policies (pricing, input supply, marketing,
taxation, etc.) which have not necessarily been conducive to
the full development of the economy.

The decline in the ‘demand for primary products by . the
industrial countries during the same period has added to the

economic problems.

The net result of these problems has

been a gradual decline ian regiomnal infrastructure,



commercial agriculture and the supply of inmputs to agri-
cultural production, traansport, construction aand industry.
Consumer goods are in short supply or unavailable in many
areas.

These conditions caused by factors external to Arusha
Region have had a major impact on development activities in
the region, including those supported by the APVDP. The
priorities of the GOT to promote rural development, for
example, have not changed but the ability to finance pro-
grams has been severely limited. In addition, a number of
inputs required by the region for development and
maintenance purposes have not been able to be supplied.

Also significant for success of the APVDP is the
changing validity of many of the assumptions underlying
project design. If current trends continue, several
assumptions critical to project success may prove overly
optimistic; the final evaluation team should evaluate these
closely. At the goal level, it is apparent, for example,
that the assumption that "a decrease in the need for agri-
cultural imports'" is not going to be fulfilled. At the
purpose and output levels, there are similarly several .
assumptiofis related to current economic conditions which are
probably not going to be met and may influence final attain-
ment of project objectives as discussed in the sections
below. These assumptions include the following:

»

~ adequate demand exists for the
increased supply of agricultural production;

- the Tanzania Govermment will continue to increase
and make effective use of the recurrent costs
portions of its budget; and

~ production activities in the project area will
generate sufficient revenues to cover recurrent
costs.

The assumptions concerning the likelihood of a
positive response of villagers to development possibilities
and the benefits accruing from their participation, appear to
be well justified. The Evaluation Team is generally
impressed with progress made toward the project objectives of
strengthening capabilities at all levels.

Overall, external factors have caused, -and are
expected to continue to cause, real problems for this pro-
ject. At the same time the effort made to overcome the
constralints 1s commendable.




16. Inputs .

The main project inputs are technical assistance,
training, and commodities. Details of the budget are
included in Table 1., This table shows total obligations,
practically equalling total funding including that of tech-
nical assistance. The item "other costs'" includes fuel. The
obligations and expenditures relate only to technical
assistance, commodities, training and other costs and do not
indicate by category the purpose for which the money was
used. Because of the complexity of this project, the
Evaluation Team recommended that USAID/T prepare a breakdown
by category in obligations and expenditures. Annex C
provides additional details (including examples of cost
breakdown by category.

Provision of technical assistance has slightly
exceeded the amount planned in the project paper; there have
been two additional persons ( 5 vs 3) added to the roads
component of the project. Commodities have also been pro-
vided as planned, although there have been significant delays
in some procurement: for example, 60 motorcycles are on
order but not yet delivered and completion of an additional
order of 60 motorcycles is pending review. There has been
also some recategorization of funds to enable construction of
warehouses and the Agricultural Implement Production Facility
(an issue discussed in section 23). Because of other
priorities and delays in presentation and review of plans,
construction of district housing for the rural development
speclialists will not be undertaken.

Regarding training there has been a slight reduction
in planned inputs. A maximum of eight (rather than 10) MA
candidates will be sent to the U.S.; depending on budget
constraints and commitment of regiomal personnel, this number
may be reduced to seven or even five., Short-term U.S. train-
ing will be deemphasized, and greater emphasis will be placed
on local training.

Other costs not foreseen in the project paper include
petrol, oil and lubrication, maintenance and operation of
vehicles, casual road labor, and various costs, per diem sup-
plements, travel and other staff costs, office equipment, etc.




TABLE 1
FINANCIAL COSTS

AID ARUSHA
Projections

Expenditures

Obligations

P. P. . May 1981 March 1981 June 1981
Item in million $ in million § in million §$ in million §$

Total FX L.C Subtotal Total FX LC Total FX LC
TECH. ASSIST. 5.4 5.1 0.3 6.5 6.1 0.4 2.8 2.8 5.1
A. Roads 0.9 0.9 0 1.2 1.2 0 0.5 0.5
B. DAI (non Roads) 4.6 4,3 0.3 5.3 4.9 0.4 2.3 2.3
COMMODITIES 8.4 3.5 4.8 6.3 3.6 2.7 2.9 4.6
A. Roads 2.8 2.3 0.5 2.7 2.3 0.4 1.6 1.5 0.5
B. DAI (non Roads) 5.6 1.3 4.3 3.6 1.4 2.2 1.3 1.0 0.1
TRAINING 0.7 0.5 0.2 0.6 0.3 0.3 0.2 0.1 0.1 0.3
A. Roads 0 0 0 0 0 0
B. DAI (non Roads) 0.7 0.5 0.2 0.6 0.3 0.3 0.2 0.1 0.1
CONSTRUCTION 0 0 0 0.3 0 0.3 .04 0.04 0.2
A. DAI (non Roads) 0 0 0 0.3 0 0.3 0.04 0.04
OTHER COSTS 0.1 0.1 0 1.9 0.8 1.1 0.7 0.0 0.7 2.6
A. Roads 0 0 0 0.8 0.8 0 0.2 0.0 0.2
B. DAI (non Roads) 0.1 0 0 1.1 0 1.1 0.5 0.0 0.5
GRAND TOTAL 14.6 9.3 5.3 15.6 10.8 4.8 6.64 5.40 1.24 13.9
A. Roads 3.7 3.2 0.5
B. DAI (non Roads) 10.9 6.2 4.7
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17. OQutputs; 18. Purposes; 19. Goals

As an integrated rural development project with a
number of interrelated components and a field of activity
which addresses village, district and regional level needs,
APVDP has a complex series of objectives. The goal of the
APVDP is to improve the production, income, and well-being
of people in the rural areas of Arumeru, Mbulu and Hanang
Districts of Arusha Region. The project purposes are £o
strengthen the capabilities of the region, the three project
districts, and villages in the three districts listed in the
goal; identify, implement and evaluate development
activities within the framework of the policies and
priorities of the GOT; and provide the micro data that will
assist in the preparation of the Arusha Region Integrated
Road Development Plan. There are 41 specific outputs
identified in the PP Logical Framework; these are organized
within four general components: planning, implementation
and evaluation; agricultural production; other economic
activities, and social and economic infrastructure. In the
interest of clarity, we have combined our discussion of
outputs, purposes and goals, and have elected to address
these three sections (17, 18, 19) in relation to the APVDP
major topical areas. These include: regional and district
planning; village planning and project implementation,
agricultural production (including natural resources); rural
industry development; roads, water and irrigation; and °
training. Additional discussions of procedural issues
related to pro- ject implementation follows evaluation of
the major topical areas.

One general observation applies to all the sectors
and should be made first. With the exception of the roads
component of the project, APVDP is exceptionally well
integrated into the regional government structure. The
Technical Assistance (T.A.) staff provided by DAI not only
all have local counterparts; they generally are working with
large numbers of local staff and rarely will go to the field
without at least one of them. It is clear that the DAI team
has made a special effort in this regard. As a consequence
regional and district staff must receive much of the credit
for accomplishments of APVDP that are listed below. This
integration and training of local counterparts has not been
provided by the roads team and this is one of the primary
criticisms of it made below. While praising DAI for this
effort, one note of caution is necessary. Though GOT staff
are ultimately respounsible for and are involved in APVDP
efforts, the T.A. staff are not involved in all comparable
GOT work. Thus from this perspective one can distinguish
between the programs of the region and those of APVDP.



If APVDP is successful in training and motivating
their counterparts, the new methods should be increasingly

evident beyond the boundaries of APVDP, If this is not
accomplished there is a danger that the impression will be
given that T.A. 1s necessary to achieve results. Such

dependency is evident at present but somewhat more effort
beyond the already commendable DAL effort at institution-
building should minimize this potential problem.

Thus, although it is essential that APVDP focus its
attention to achieve results, the evaluation team hopes that
the distinction between APVDP and GOT work will be harder to
make 1n the final evaluation,

REGIONAL AND DISTRICT PLANNING

This sub-section evaluates APVDP regional and
district planning activities in light of the government's
expectations for a regioual plan and in comparison with the
approaches to regional planning taken by other donors in
Tanzania.:

The policy of the Prime Minister's Office (PMO) to °
request donors to assist with the preparation of regional
integrated development plans (RIDEPs) represents a GOT
response to two factors. First, the 1972 decentralization
reform put a tremendous strain on regional finances and
manpower. Second the perception was that the lack of
sufficient numbers of project proposals "in the pipeline"”
was the main constraint to larger foreign assistance inflows.

From the perspective of the PMO, therefore, the
preparation of a regional plan represents the first phase in
a long~term foreign assistance commitment by one or more
donors. The purpose of a RIDEP is to provide a plan for
donor development finance and technical assistance, and a
methodology for planning sectorally-integrated projects.

Donor response to the PMO request has ben twofold.
The majority of donors have provided an expatriate team to
do comprehensive surveys of a given region's resources and
to write project proposals of varying scope and detail. The
regions, however, have rightly perceived the resulting docu-
ments as investment plans for foreign assistance rather than
decisions about the allocation of domestic resources. The
plans are seen as wasted efforts when no foreign donors
agree to finance them.




- 3 -

APVDP has taken a unique approach to RIDEP in not
viewing it primarily as a tool to attract and manage foreign
assistance, although it is attempting to assist the region
to obtain additional donor resources. Instead the objective
has been to assist governmment and party officials in
thinking about their policies for the development of the
region. The "process approach" to planning has resulted
from selecting DAI as the prime design, and subsequently
implementation, contractor for APVDP.

Since the national government does not itself view
RIDEPs as primarily a by-product of autonomous regional
policy~ making, i1t has not established the national policies
and structures supportive of APVDP efforts. The
centralization of financial control, and the very large
number of detailed guide-lines from the GOT has made the
APVDP objective a difficult one to pursue.

The process approach to planning involves intense
initial collaboration between Tanzanian officials 'and the
technical assistance team to establish the priority areas
for research, followed by extensive (and in the early phase
excessive) use of expatriate consultants for data collection
and analysis. (APVDP is now making effective use of local
consultants from the University of Dar Es Salaam. This has
institution-building benefits as well as feeding into the
national policy-making process.) There have been over 150
different pieces of documentation, including 6 district
long=-term development strategy papers and a regional
strategy paper produced to date (see Annex A for a
listing).. Finally the creation of forums (workshops and
planning committees) for party and government officials has
been utilized to raise and discuss the policy issues
identified in the research findings. The "process" has
represented a methodology to increase interaction between
the Tanzaniaans and the expatriate assistance team, in
contrast to a methodology replicable in other Regional
Planning offices without foreign assistance. Under APVDP,
six person years of technical staff assistance were required
for this effort as well as an additional 54.9 short-term
consultancy months.

The remarkable achievement of APVDP has been the fact
that the long-term development priorities and strategies
produced through the process truly reflect Tanzanian
officials' decisions and attitudes, and that the planning
exercise has focused policy on issues which formerly were
only vaguely articulated as problems, e.g., population
growth and soil conservation. The Evaluation Team in 1its
discussions with Tanzanians in the regions and districts has
been impressed by their commitment to the planning decisions

and the extent to which the priorities reflect Tanzanian




attitudes. Thus, APVDP has achieved one objective which the
project paper (PP) set for it. It has been a catalyst to
raise Tanzanian consciousness about regional policy issues
and problems. Moreover the actual cost of APVDP planning
activities, approximately US $1 million in technical
assistance and. consultancies, 1s substantially less than
that incurred by other donors to produce plan documents.
(The cost figure, however, does not include training
expenses, which are a part of planning and a major cost.)The
Team recommends that the achievements of the planning
process now be consolidated with a series of district
leadership seminars which would produce a still broader
consensus on 1ts policy conclusions.

Two planning innovations are worth note. One is the
use of Eco systems to do an agro-ecological aerial survey
and census of the region. This proved cheaper, faster and
more reliable than traditional ground surveys. Secondly,
the introduction of planning committees with both government
and party members into the regional and district structure
increased the involvement of the Party in the earliest
stages of plan formulation, a move towards greater popular
participation. Nevertheless, the Final Evaluation will have
to assess whether the outputs stated in the PP - district
development plans; district and regional planning methods
and procedures ~ have been satisfactorily achieved.

One question concerns the district and regional
commitment to translate policies into changes in the Annual
and Five-Year Budgets. The Evaluation Team has been struck
by the need for the region to stress maintenance and
rehabilitation of existing investments. Indeed the regional
strategy calls for '"the concentration of efforts on the
better utilization of existing resources.'" Yet this is in
tension with the original Tanzanian understanding of RIDEP,
to attract increased levels of foreign development capital.
The Final Evaluation should examine the Budgets to see
whether the region has succeeded in emphasizing maintenance
and rehabilitation over new development investments, as well
as progress in other priority areas.

A second question comncerns whether the district and
regions can develop a method for placing priority on
specific projects and project locations in a rational
fashion, increas=- ing the sectoral integration of project
design and using project evaluations as the basis for

"further funding decisions -- in short whether APVDP assisted
in the development of a more technical planning and
budgeting methodology. Such a methodology has already been

developed for APVDP's Annual Work Plan for USAID. This
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year the first step was taken to integrate the preparation
of the Work Plan into the region's own annual planning and
budgeting exercise. This will produce some tension between
Tanzanian and USAID requirements for these documents but 1is
a step in the right direction. The planning methodologies
developed by APVDP should be continued to be extended into
the other submissions for the region's own Annual Plan. The
final evaluation should look at technical assistance to the
RPO/Planning and Evaluation Division in order to judge 1its
effectiveness in this area.

Related to the foregoing is the character of the
information systems used by APVDP in the planning exercise.
Landsat photographs and an aerial survey were used to define
agro-ecological zones and to generate basic data about agri-
cultural production in the region. This was the quickest
and least expensive method to generate basic reliable data
for planning and will prove useful for future planning
efforts as well. Field’ surveys were conducted of villages
and civil servants whicH produced quite useful information.
(The man- power survey in particular was widely quoted.)
Finally the above-mentioned consultants (mainly_expatriate)
wer® brought in to do gtudies with existing data on special
problems. (Those done on population trends and land use
have been especially influential.) This combination of
methods has been quite efficient in generating the data for
integrated regional planning and for setting regional
strategies. APVDP will commission studies of additional
problem areas in the future but its major efforts now will
turn to the government reporting systems. The studies which
have been done have been good. There have been certain
holes, however, in the coverage--most notably on the
performance of parastatals in the region. APVDP also has
not been successful in creating on-going data collec- tion
systems that would support future Tanzanian efforts at
integrated regional planning, although some pilot attempts
were made.  This would have been difficult and expensive to
do, however, and given the shortage of remaining -APVDP
resources, we do not recommend significant efforts in that
direction now.

VILLAGE PLANNING AND PROJECT IMPLEMENTATION

The largest portion of the time of the three Rural
Development Specialists has been devoted to the process of
planning, project development and implementation in APVDP's
pilot wards. An unspecified but considerable amount of
govern~ ment staff time at the district and ward levels has
been devoted to this process as well. Two local hire
personnel also have. devoted about 5 person months to the
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development of a land use planning approach for the six
villages in one ward. An average of perhaps a quarter of
the time of three of the regionally=-based project
specialists has supported these activities.

The process of general village planning and small
project implementation has been quite distinct from that of
land use planning. The former has focused on the identifi-
cation of those constraints to development which small self-
-help or government projects might overcome. The latter 1is
concerned with those constraiats which affect or are
affected by the village's management of its land resource
base.

APVDP began village land use planning in late 1980.
Extensive organizational work has been done in Olkokola Ward
(Arumeru) this year and similar work has just begun in
Karatu Division (Mbulu) and Gallapo Ward (Hanang). Problems
of popu~- lation pressure, land scarcity, overstocking with
livestock, and soil degradation emerged from the regional
planning exercise as critical issues and these wards were
chosen by their districts as needing first attention.
Although the need for land use planning was first identified
in the regional planning, APVDP has used extensive village
dialogue to create local support for it as well. As yet
there 1s not much concrete change as a result of the land
use planning efforts. It seems clear that the people of
Olkokola Ward have a clearer consciousness of their resource
scarcity problems now than they did before. Village
committees have requested and received visits from a family
planning agency. Also, some dry season grazing has been set
aside; people agree there is overgrazing and there is talk
of keeping cattle from other wards out of the area. The
changes 1in awareness are impressive. Change in behavior
will be much slower in coming, however, especially as this
is an area with substantial communal grazing and the
"dilemma of the commons” is one of the most difficult
resource management problems for a community to solve.
Resource conservation is very much easier to achieve where
there will be a single party responsible for the management
of a piece of land over time than when there are several,
potentially competing, users. The prospects for observable
change appear to be much better for Karatu, where there
already 1s concern about erosion. We believe that the
subtle and difficult attitudinal changes which land use
planning dialogues can create must be accompanied by some
visible changes in land management if the process is to gain
momentum and legitimacy in Tanzanian eyes. We recognize
that fundamental social change is being attempted, that no
easy results can be expected and that a remarkable degree of
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official support for the program has been developed so far.
That support is still fragile, however, and needs
consolidation. Hence we recommend that areas 1in which there
is a good prospect of producing some visible changes, such
as Karatu, be the early targets of this program.

The other type of village planning work in which
APVDP engages has been the identification of small
projects. This planning began early in APVDP and will
continue as a focus of the Rural Development Specialists.
Both GOT policy and development theory stress the importance
of popular participation for these types of projects. In
order to extend Tanzania's accomplishments in this area,
APVDP initially adopted the facilitator approach to the
identification of small projects. This involved intensive
consultation by Tanzanian facilitators with a broad range of
villagers. The first object was to identify villager
priorities that might be different from those expressed by
their leaders. This proved unnecessary. The Tanzanian
Government has stimulated a very strong desire on the part
of villagers for development, a clear sense of what that
would mean, and high expectations that the state will
provide material assistance in its achievement. Thus
Tanzanian villagers can articulate a list of priority needs
quite easily. The degree of socio-economic differen-
tiation within the villages also is sufficiently small that
leaders generally express the same priorities as do other
village groups. (APVDP has done separate consultations to
develop women's projects. However, it has not yet tackled
villages in which there are pastoralist minorities who could
have different perceptions from those of their .
agriculturalist leaders.) APVDP therefore has coancluded
that when one is dealing with standard development
initiatives, consultation with village leaders is an
acceptable and efficient method for identifying local
constraints and the actions needed to address them. When
one 1s attempting to create a consciousness of new problems
or to mobilize mass support where it has previously been
absent, a more intensive consultation process is appro-
priate. The second object of the facilitator approach was
to stimulate village efforts to solve their problems
themselves where possible -which is an object of GOT policy
as well. It proved extremely difficult for someone
associated with the Tanzanian Government and a foreign domnor
to do this. The government has made strong promises of
assistance for village water, school and health facilities,
and in the past often was generous with .aid in other areas
as well. Villagers expect the foreign donor to provide the
help which the government has not yet delivered. Thus for
many categories of projects, village self-nelp is held back



pending some form of matching government or donor
contribution.

APVDP's use of the facilitator approach was intended
as an experiment. Once its problems were identified APVDP
switched to an approach of working with village leaders and
identifying those projects which the villages could
undertake with a small amount of outside assistance and a
significant contribution of their own efforts. This
approach 1is similar to the standard Tanzanian Government
approach but involves much more extensive consultation with
the village leaders and a more thorough evaluation of the
project's feasibility. APVDP has developed a standard
format for reporting on project feasibility to its regional
review committee and this format was adopted by the region
this year for use in its project budget review process on
all government projects. Some of the features of the
facilitator approach have been incorporated in the land use
planning efforts, where a broad-based commitment to new
concepts and actiomns 1is needed. :

The projects developed and funded by APVDP for
villages have included a variety of water, comnservation and
productive projects. Shallow wells, a bore hole, two small
gravity flow systems, a minor dam and a small-scale
irrigation system are under way or shortly to begin. 1In
natural resources, village tree nursuries have been started
in several places and the planting of trees for timber,
fruit and conservation has been promoted quite
successfully. Livestock work has included cattle dip
construction, the development of some local beef marketing
facilities, and training for veterinary staff. Agriculture
activities have focused on soil conservation, grain storage,
development of ox-drawn equipment and extension staff
training. Small-scale industries will include maize milling
and the manufacture of ox-drawn equipment, soap, brick and
tile., The preceeding list is not comprehensive but gives a
good idea of the range of projects undertaken.

In striving to keep to the GOT commitment to popular
involvement, APVDP has overcome the usual donor bias toward
the technocratic identification of projects. In fact the
APVDP process for the identification and development of
village projects is somewhat more participatory than is the
standard goverunment one. We reviewed the history of
development of most current and proposed APVDP projects and
government projects budgeted for 81/82 in the areas of
Agriculture, Livestock, Natural Resources and Cooperative
Development. In the three APVDP districts the idea for 517%
of the 76 APVDP village projects first came from villagers
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themselves whereas only 18% of 114 government village
projects were so initiated. (A project that affected X
number of villages was counted as X village projects.) 1If
one removes the National Maize Programme, over which the
region has no coantrol, from the counting, the government's
ratio of village initiated ideas rises to 50% of 42
(although most of the village initiative comes from the
historically more active district of Arumeru).

Both the government and APVDP try to consult with
villagers about project ideas that have come from outside
technical analysis but APVDP has been more thorough in doing
so. We believe that the result has been better village
understanding of and commitment to APVDP projects and that
as a consequence they have a better chance of loag term
success. It 1s true that there have been failures. The
negative features of the Kikwe Housing Brigade outweigh its
accomplishments. The attempt to save the Dongobesh piggery
also failed. Projects in the productive sectors, however,
have a very high failure rate ian Tanzania. (See Leonard,
Hyden, Maeda, and Mushi, University of Dar Es Salaam
Decentralization Paper.75.8) It seems to us that APVDP 1is
likely to do considerably better than the average. We
believe that the important thing is not so much that
villagers initiate project ideas as that they approve of
them, feel fully involved in their development, and
committed to their success. As APVDP has been training
regular government staff and involviag them in their
activities, we would hope that both APVDP and regular
government projects would show higher levels of full village
consultation and subsequent success in 1983 than they did 1in
1979. Such a comparison should be used as one basis for
evaluating the effect of APVDP.

Some complaints have been voiced by district and
regional officials about the small projects activities to
the effect that APVDP time and resources should be addressed
to large projects and perhaps less to village organization.
These complaints seem to derive from several different
causes., One is a misunderstanding on the part of many about
the nature of APVDP, mistakenly believing that it was
intended to make large capital ianvestments. Another is a
frustration with the slow start-up of other parts of APVDP
on water systems and (in Arumeru District) road
construction. A further cause is a legitimate concern that
the very scarce time of the Rural Development Specialists
not be frittered away on projects that can have only a very
small impact. (Thus we recommend that attention be focusead
on small and medium projects that, if successful, can be
extended to other villages with ever diminishing marginal
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effort by APVDP staff, e.g., maize mills to be funded by the
Tanzanian Rural Development Bank). Finally, however, we
believe the complaints may derive in part from subtle, but
significant, differences in perception about the constraints
on village development in the region. The critics tend to
view the problem as a shortage of funds and technical
expertise for capital investment. APVDP staff are more con-
cerned that villages develop the commitment and organization
necessary to maintain and keep productive these capital
investments. Thus to the critics, village organization can
be an inefficient use of time and a constraint on the rapid
movement of capital; to APVDP staff, it addresses a core
problem. ©Neither the critics or APVDP discounts the
position of the other-~the regional government has
identified maintenance problems as a high priority. The
difference is one of emphasis. We believe that APVDP staff
time should be invested as efficiently as possible and that
projects with more potential for spread are sometimes
appropriate. At the same time we believe that the critical
problem facing the region is the maintenance and productive
use of its own investments and that even more organizational
work 1is appropriate to help villagers assume the maintenance
burden that the government simply cannot handle in this time
of scarce resources, )

APVDP proposes to help the regional government
develop a simple set of forms for reporting on the progress
and success of all projects. This will assist the region in
identifying implementation problems and will provide a basis
for evaluating future project proposals. If the system 1is
kept simple enough so it can be maintained easily by
district functional managers, it promises to make a
significant contribution to the quality of regional
decision-making. We would encourage APVDP and the region to
consider asking for evaluation reports on projects one year
and three years after the cessation of support from
government development funds, as many activities collapse or
disappear when this occurs. If this reporting system 1is
developed and 1if it is applied as an experience- generating
exercise to projects the region undertook three years ago,
the reports can be used easily and reliably to evaluate
APVDP's work in the small projects area.

The other information gathering activity on which
APVDP proposes to work in the next two years 1s the
reéporting of village statistics. Villages already are
required to report a range of facts but this is not done
particularly well. There is a need to focus village.
reporting on the most important statistics which it 1is
feasible to collect reliably and to assist them in
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performing the task well. This will involve paring away the
demands for information that is less useful or which
villages cannot collect reliably. It has been thought that
a better village consciousness of population trends would
result from their keeping good records of births, deaths and
migration. Reporting on the operation of basic village ser-
vices (e.g., number of days the clinic or water system have
not functioned) also could be used to focus attention on
their problems by the government. As we propose that the
APVDP Rural Development Specialists devote more time to
working with district staff to organize villagers to
maintain their recurrent services and to sustain their
collective productive investments, these reports would
provide a good basis for evaluating the effectiveness of
their work as well.

AGRICULTURAL PRODUCTION

The project paper recognizes the dominant role of
agriculture in Tanzania and the regional economy. '
Development is dependent on increases in agricultural
production and improved efficiency in the support and
service sectors of research, training, input supply,
marketing and (indirectly) an increase in the supply of
consumer goods.

During project design it became clear that there were
no major technological packages which could be used to
achieve a quantum leap in agricultural output. The project
was, under these circumstances, to seek incremental
improvements in existing technologies through testing,
training, improved extension, increasing credit and
agricultural supplies and to attempt to improve the related
support structures = primarily in marketing.

During the early phases of project implementation,
project inputs have focused on data collection and macro
analysis and interpretation. To date the agricultural
specialist assigned to the regional offices of Agriculture
and Livestock has concentrated on analysis and planning
primarily at the macro level, while the Rural Development
Specialists posted to the three target districts, assisted
by district staff, have provided most of the backup for the
specific agri- cultural projects. It was decided very early
to focus on land use planning as the first step toward
combined programs in agriculture, livestock, forestry,
beekeeping, fisheries, game and natural resource use 1in
general.

The analysis of existing production systems for agri-
culture and livestock (research base, input supply, manpower
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and extension, economic policies, infrastructure and other
constraints) is considered good. Analysis of the role of
para—- statals has been less thorough.

It appears that the project has accepted the con-
clusions of its analyst (and others) that national policies
and outside constraints place unsurmountable obstacles 1in
the path of any major program to increase general levels of
production and income in the villages in the region. This
conclusion has resulted in a concentration on projects which
are not '"directly productive" in the sense that they do not
lead to immediate increases in marketed output, ilmproved
autrition or the like., It has also reinforced the adoption
of a land use planning approach to village development,
which promotes integration of the full range of agriculture
concerns, including crop production, livestock, forestry,
solil and water, and natural resources.

The major agricultural output expected, "Increased
livestock and food crop production ...", is not being
pursued directly, and we do not see much that can be done
under present circumstances. *

« We endorse the present project approach which results
in activities which have longer term payoffs, stresses
resource conservation and provides a base for growth should
constraints be relieved in the future. Such activities
include tree nursery and reforestation programs, small scale
irrigation, storage unit construction and development and
testing of ox drawn equipment and food processing
facilities. Those few cases which result in real increased
income, such as small farmer barley production, should be
given highest priority.

"The second major agricultural output for the project
is stated as follows: '"Agricultural related technologies,
identified, tested and produced by village enterprises and
extended through Farmers Centers."

Progress has been made in this general area but it 1is
not as envisaged in the project paper. Major changes and

partial explanations relate to changes and needes within the

region's emerging development plans.

The Appropriate Technology Center was never designed
and made functional apparently because it was seen as a dup-
lication of an existing small facility. (Some team members,
however, doubt the existing small facility will ever cover
the range of programs originally planned for this
component.) The APVDP has helped develop an alternative
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program which is designed to produce ox drawn equipment .
(ploughs and carts) by supplying parts to the district
production and assembly facil- ities. This change in itself
is acceptable but it puts limits on the idea that the A.T.
Center would provide more wide rang- ing support.

In many respects the original ideas for activities to
be promoted under the "Farm Centers'" concept are as planned,
even though it was hoped they would have had more focus on
production. Examples include village transport, processing
equipment, training of artisans, small scale enterprises in
woodcutting, etc.

It must be stressed that the major effort to date has
focused on the planuning activities. While this has not
resulted in programs to increase production significantly,
it has resulted in an awareness of constraints and resulted
in a set of policy recommendations which can be used by the
Regional Planning Committee in its discussions with PMO and
the national government.

Within the formidable constraints already discussed
the team feels more effort is needed in agriculture. How to
make this effort effective 1s the major question. Proposals
have been made for farming systems research and/or the
develop- ment of a farming systems information system. Such
efforts would require considerable expertise and only have
benefits in the long term. They, therefore, seem
inappropriate to us within the remaining life of this
project. On the other hand a farming systems approach to
agricultural extension is desirable and we would encourage
its testing in the land use planning work. In our
conception this approach would involve the selec- tion of a
limited number of farmers within each land use unit, the
regular informal observation of their farming practices, and
the testing out with the farmer of improvements within the

context of his system as a whole. The objective would be to’% -

develop a simple method for observing farming systems and
for adaptive learning from attempted innovations that could
be practiced by agricultural and livestock officers.
themselves.

Clearly the districts also need assistance in the
analysis of projects and programs and the use of existing
resources. To this end we suggest more support in the form
of: 1) a full time experienced agriculturalist or 2) one
or more full time local experts. Although timing
counstraints may not permit the use of Peace Corps or other
volunteers, they would be very useful in such activities as
forestry and land use planning.

oL
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In summary, given national policy constraints, low
producer prices, the deteriorating infrastructure, the poor
marketing system and the lack of consumer goods,
opportunities to increase production and incomes under the
project are very limited. We recommend that: 1) the region
continues to lobby GOT to relax above constraints; 2) the
APVDP agriculture team be expanded so as to be able to
conduct in-depth reviews of potentials at the district and
ward level, 3) a simple farming systems and adaptive
learning approach to agricultural exten- sion be developed
for use in the land use planning work; 4) and, if other
potentials are not found, emphasis be continued and
increased on:

- soil and water conservation
- reduction of storage losses
- testing and improvement of tools
- promotion of animal traction
- promotion of tree crops, especially for
timber and firewood, but alsoc for fruits, and
- further development of small-scale irrigation.

RURAL INDUSTRY

L

The project paper included a relatively small "other
economic activities" component, which called for provision
of a technical specialist, establishment of a relatively

'small appropriate technology center in one district,

training in management and appropriate technology, and
activities to support development of technology appropriate
to the village setting. TFollowing an initial period of
uncertainty, the Rural Industries Specialist established
himself with the Small Industrial Development Organization
(S1IDO) where he has been working as advisor to the regional
representative, (SIDO is the government link between small
industries, government agencies and banks.) After first
completing a fairly compre- hensive analysis of the wide
range of factors which have an impact on small industries
development in Arusha Region (such as credit and materials
availability, GOT regulations, manpower needs and
availability, training needs, incentives, coordin- ation
with other institutions involved in introducing appro-
priate technology, procurement, etc.), the specialist has
initiated a vigorous and innovative plan of action to
promote rural industry.

The main focus of the program has been on promoting
agricultural production (such as by introducing improved ox
drawn equipment, but also includes promotion of grain
grinding mills, local manufacture of brick and tile, and



- 25 =

soap. Attempts have also been made to develop sources of
income - loans and grants, etc. — to enable more efficient
investment in this area. This has been done through the
Tanzania Rural Development Bank (TRDB) which is solely
funded through external sources. A major omission to date,
however, has been the relatively few studies relating to the
various means by which villagers and/or villages can obtain
and utilize investment capital from various sources.

Commendable progress has been made in developing
rural industry in Arusha region, and much of the credit from
the APVDP side goes to the technical specialist. The
initiative displayed, however, has led to certain
developments not foreseen in the project paper. The most
problematical of these has been the establishment of the
Agricultural Implement Production Facility, which - as a
small factory - is a considerable departure in size and
concept from the small appropriate technology center
envisaged in the project design. This issue is discussed 1in
Special Remarks.

ROADS

In the case of this component, inputs have been
greater than planned and outputs have been less than antici-
pated. OQOutputs consist of about 85 miles of rehabilitated
district roads out of 476 targetted in the project paper.
Fifty miles of road are in Mbulu District, 35 in Hanang, and
10 more are underway. There is no road comstruction in
Arumeru District. Comstruction of roads was delayed over a
year by late arrival of equipment, replacement and spare
parts. This was compounded by early arrival of the roads
team. Procurement was initially attempted by AID and then
through the services of DAI, approval of which was further
delayed in Washington.

Roads as constructed have minor faults, such as
excessive camber in places which prevents full use of
roadway, wooden bridges which were not replaced, and
culverts not in place. Provision of culverts is inadequate
as only concrete molds for three lengths of culvert were
procured. (A culvert team is beginning comstruction work
immediately.) The present practice of doing clearance and
earthworks far in advance of pavement results in problems of
existing use of the right of way during the rainy season.
Additionally, the operational style of the technical
assistance team approach as outlined in the project paper
requires a construction superintendant in each district.
Without one, no roads are constructed as in Arumeru
District. {(The roads superintendents were omitted in the
project paper.)




The second major output in addition to the rehabili-
tation of district and village roads is the improved institu-
tional capability of the region in all areas of construction,
maintenance, spare parts inventory, etc. Little has been
accomplished regarding this output. Relations between the
Regional Engineer and the roads TA personnel are amicable, but
actual interchange of ideas, work methods and systems 1is
limited due to noncontinuous physical presence with regional
counterparts. There is in addition a lack of qualified
counterparts to work with the roads team especially the
Regional Roads Inspector and to an exteunt the district
engineers. There is also an independent construction oriented
work style which characterizes = and to a great extent -
separates the roads team from regional works personnel as well
as other APVDP personnel who are concentrating on institution
building. (This is less applicable to the Equipment
Maintenance Specialist.) Working with the districts 1is,
however, made difficult due to the absence of personnel below
the district engineer level, lack of replacement and spare
parts, vehicles, equipment, fuel, workshops and inadequate
budgets which effectively reduce the district capability to
labor intensive operations only.

The project paper omitted the provision of trucks for
use by section maintenagce camps along the newly coanstructed
road during construction operations together with initial
training. Section camps would consist of approximately 25
laborers with picks, shovels, barrows and 1l or 2 trucks per 100
miles of road; their task would be annual maintenance. This 1is
an especially critical omission for countries like Tanzania
where a large amount of roads are to be rehabilitated. Pro-
curement of these trucks should only be considered if the pro-
ject is extended or a second project initiated as there is only
a short remaining time period in this project and procurement
time is lengthy.

The district roads as proposed in the project paper
have also been changed to reflect the need to select roads
which will link district headquarters to the regional road
network. This has resulted in the feeder roads component (200
miles) having to be reorganized to function as feeder/district
roads. (District planners are now prioritizing these roads.)
In addition these feeder roads have to be considered from the
designation/maintenance viewpoint. District roads are main-
tained by the district; village roads are maintained by the
villagers.

‘Recommendations are that the roads team: 1) occcupy
desks in the Regional Roads Office when available in July and
integrate with the regional roads staff; 2) that GOT appoint a
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Regional Roads Inspector; 3) that the team prepare a detailed
work and cost schedule which will complete the overall road
construction objectives with limited overruns; 4) that plaaning
roads for counstruction be done in conjunction with the planning
officers; 5) that an equipment, parts report with recommenda-
tioas be completed; 6 that reports be made for a training pro-
gram, regional road maintenance and repair of vehicles; 7) that
the formation of an Arumeru roads brigade be immediately funded
with or without an additional T.A. roads person; and, 8) that
the roads contractor review and report on the best means for
the districts to do road maintenance including what types of
equipment, backup facilities, etc. are needed and to what
extent cost savings by culverting or bridging village feeder
roads 1s preferred rather than total rehabilitation.

WATER

APVDP is providing a Water Specialist, commodities,
trainiag and other costs for the water component of the pro-
ject. The specialist 1s working with the Water Development
Department to improve water system maintenance procedures as
well as develop and construct new systems. APVDP water pro-
jects have been confined to shallow wells, deep wells with
electric or diesel pumps aund distributiom system rehabil-
itation. Some nine shallow wells have been completed; develop-
ment of two boreholes and rehabilitation of one system are in
progress. Of the three shallow well construction teams pro-
posed, only one is currently working, and this one has
experienced delays in provision of transport and commodities
(ring molds).

The overall problem at present is the fact that exist-
ing supply and/or distribution systems throughout the region
are becoming ilnoperative at a rate faster than new ones can be
added. Presently 30% of existing systems are inoperative. In
additiom it is GOT national policy that every village should
have a water supply by 1991. Although this is an impossible
task, 1t 1s taken seriously by the Water Department, hence
funding and manpower has been directed to new systems instead
of trying to keep existing services in operation through pre-
maintenance and training. Reprioritization, therefore, 1is
essential. (A Summary Sector Paper by the Regional Water
Development Department lists a daunting series of regional
tasks requiring completion to meet the 1991 deadline.)

For APVDP funded projects, prioritization should be
concentrated on shallow wells and rehabilitation including
inventory of village water systems. This should be done in
spite of logistic problems with manpower, supplies, vehicles
and fuel.
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Twelve projects are planned for 81/82. 1In addition,
prefeasibility study has been made for a hydroelectric project
at Hainu, near Mbulu in Mbulu District. The funding require-
ment and scope of this is outside the AID project paper and it
should be funded by others. An increased emphasis on training
of villagers for maintenance has been proposed, however, train-
ing programs to date have been inadequate to meet the needs.

Due to the complexity of problems facing the Water
Department, and its slow rate of project completion, it 1is
anticipated the the APVDP budget for water will be considerably
underutilized. In order to maximize completion of water works
already underway, consideration should be given to funding
water projects to the end of fiscal year 1983, including order-
ing of commodities for systems rehabilitation, even if other
contract work 1s completed prior to the end of that fiscal
year. Consideration should also be given to provision of short
term technical assistance from, for example, the Ross Institute
in London to address the subject of systems rehabilitation.

IRRIGATION

Irrigation on a sm=ll scale is the digging of a small
width canal from a river intake around some 500 to 3000 acras
of land and balk to the river. The enclosed land can then be
irrigated by lateral ditches. Project work would consist of
headworks plus surveying and assistance on paper work. Excava-
tion of canals and their maintenance would be done by the
villagers. These systems exist and function effectively and
are the same type as those proposed to be constructed. They
are more efficient than the large-scale dam type which require
greater funding cost. However, assistance should be given to
water rights requests by villagers from government river
authorities, such as at Maroroni, Arumeru District and
Dongobesh in Mbulu District.

TRAINING

A broad range of training activities were incorporated
into APVDP as an essential element on upgrading the capabil-
ities of government officials at all levels and of village
officials in planning, project development and implementation,
and evaluation. Achievements to date are on target within the
framework of the project paper, with only minor modifications
based on manpower and training needs identified through the
regional planning activities. There has been good progress
toward the goal of "developing processes, systems, and capabil-
ities in up to 75 villages, 18 wards, three districts and the
region to plan, implement and evaluate development activities
from the village level upwards". 1In addition to the formal and
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in-service training programs detailed below there have been
extensive acivities involving village dialogue designed to
familiarize village officials and leaders with the planning
process and upgrade their capabilities to analyze counstraints
and potentials at the village level and formulate and implement
village development activities.

The Rural Development Specialists were given a
catalytic role in the project design to work with district
staff to develop and eventually institutionalize an improved
participatory approach to planning and project implementation.
Development of this approach 1s proceeding satisfactorily.
Since their role in developing and sustaining a participatory
planning approach is a relatively new and demanding one, the
Rural Development Specialists should now shift their efforts to
building the institutional capacity among the supporting staff,
particularly at the district level to sustain this approach
beyond the duration of the project. This will involve not only
additional work in training but the establishment of a regular
training program and suitable career incentives for the appro-
priate civil servants especially in the planning office. 1In
this area the GOT will need to give .increased priority to fill=-
ing positions in the planning and productive sectors with
personnel capable of and mandated to undertake these training
programs. .

While the project intends to continue extensive direct
investment in the training programs, no assessment has yet been
made of the impact of the training activities, e.g. in terms of
improved quality of performance of goverament or village
officials. The Division of Planning and Evaluation of the
Regional Planning Office should formulate a simple workable
plan for this assessment, possibly based on reports from the
planning activities, and the results of the assessment should
be used in the design of future training programs.

Specific accomplishments in the area of training to
date include:

Overseas:

Three regional officials are in their final semester
of studies for Masters degrees in regional planning at Cornell
University with the selection of the next group of participants
to be completed within the next month. In addition six
regional officials have had short term training in the U.S. and
England on planning and communication.

Africa:

Eight regional and district officials have been on
study tours on rural development in Africa (Botswana and Zaire).
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Within Tanzania 26 regional and district officials
have participated in study tours to other regions to review
other regional integrated development plans or to study partic--
ular projects, while up to 20 officials from each of the pro-
ject districts participated in aerial tours of their districts
as part of the district planning exercise.

Arusha Region:

There have been 22 formal regional and district work-
shops or seminars on planning, data analysis and development
planning, and communication skills. These workshops and
semlinars have had a total attendance of 520 officials, and an
additional 30 officials have attended national workshops.

Two additional regional workshops in forestry and soil
conservation have been held, each with 25 participants. There
have also been 11 formal training courses involving 200 exten-
sion staff from Agriculture, Livestock, and Ujamaa and Cooper-
ative Development. Much of the effort in training has involved
on-the-job in-service training, particularly for planning
officials but also for the extension staff.

All 53 villages in the 12 pilot wards have received
some assistance with planning through the village dialogue
process, and at least 25 villages have received more intensive
support and training through the facilitator approach, land use
planning and project development activities.

While the impact and effectiveness of these training
activities will have to be the subject of a continuous assess-
ment during the remaining life of the project, the Evaluation
Team feels that the needs for this training were so great that
the benefits can be assumed to be significant.

Implementation

This project design was one of the earlier attempts to
be responsive to the "New Directions' mandate within the Africa
Bureau of AID. The problem of approval and authorization are
reflected in the project documents. There was an effort to be
responsive to the concepts of participation and bottom up
planning and implementation of development but little guidance
was glven in how to provide the flexibility needed given AID
legislation and other formal structures. There are, because of
the process involved in getting approval, numerous ambiguities
in the content of the project paper. Interpretation of the
intent of a number of passages in the project was made more
difficult due to the almost complete turnover of involved
USAID/T staff which occurred between project design and
implementation.
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Because of these contradictions and various interpre-
tations of the intent of each (and the changed cast of actors
most of whom were not part of the PP preparation and project
authorization), there have been serious problems in implementa-
tion. Most of these have been or are being resolved over time
and some remaining ones are addressed in other parts of this
evaluation.

Some of these problems in particular project manage-
ment and interpretation of the PP objectives require special
attention so that the project can proceed smoothly and so that
the problems are not repeated in future designs.

L. Communication and recording of actioms by USAID,
the contractor and region appear to have beemn inadequate. This
is a problem which has been raised previously, and on which
there is considerable documentation (on file in USAID/T).

USAID should have spent more effort in monitoring the
contractors -and in documenting the controversial changes from
the PP. On its part, the major contractor should have been far
more forthcoming in communicating and justifying its
interpretation of the project paper and for the departures from
the paper (which was designed with the assistance of the major
contractor) which were deemed necessary due to changes in local
conditions, etc. In short, the APVDP, and swregional staff
should have carefully justified the program changes to ease AID
approval. While we realize that time spent on this detracts
from actual program implementation, it 1s, nonetheless,
essential to getting the work donme. This area requires further
attention given the expected transfer from the Arusha office of
the direct hire currently responsible for AID management of
APVDP, and the planned abolishment of the second direct hire
position im the Arusha Regional AID Office. The Evaluation
Team recommends that USAID/T be certain that the sole direct
hire remaining in the Arusha office be provided the adequate
time, respoasibility, and resources to manage what is in
reality a very complicated project requiring a wide range of
technical knowledge and in-depth familiarity with AID
procedures.

2. Regarding interpretation of PP objectives, the
Evaluation Team strongly endorses, in principle, a flexible
approach to project design and implementation, and believes
that such an approach as utilized in this project has resulted
in impressive progress towards the completion of project
purposes put forth in the PP Logical Framework. It does note,
however, that certain midcourse corrections are necessary
regarding certain some of the project, and recommends that
USAID/T use this evaluation and previous documentation on file
at USAID/T (referred to in 1l above) to hold a midpoint review
of the project.
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Topics to be reviewed would include those identified
in the Special Remarks Section (23) of this evaluation. Of
special importance are those related to: L) changes in the
levels of funding for specific line items in the budget
(activities in the water component, for example, will probably
not require the funding amount targeted); 2) the increased
importance given to the actual funding and implementation of
the project's development aspect of APVDP; and, 3) the likely
need for development of a mechanism for small projects funding
which may well include explicit establishment of a revolviag
fund or other type of general development fund not presently
provided for in the PP.

Expansion of Project Activities

Given the constraints on the project budget, further
expansion of activities to nonproject districts would not be
appropriate at this time. During the proposed PID team stay in
the region to investigate possibilities of a follow=-on project,
the potentials in the Masai areas need careful revaluation.

AID provided substantial resources over a ten year period to
development activities in Masailand. Evaluatioas of that
effort have generally concluded it to be a failure, hence
additional USAID funding proposals will receive especially
careful scrutiny.

The proposed PID team may be able to identify innova-
tive approaches to address the development problems in these
largely pastoralist areas, and these should be carefully
considered.

20. Benefits

APVDP has generated a number of tangible and intan-
gible benefits for the region. Most of these have been dis-
cussed in one way or another in the preceding pages. The tan-
gible benefits have been in the form of roads, water and small
income generating projects. With respect to roads, 32 of the
193 villages in Mbulu and Hanang Districts are now directly
benefitting from reconstructed routes (that is, are on or
within 5 km of one). The opening of the district road to Mbulu
town has benefitted additional villagers. The roads component
of APVDP is behind schedule, however, and the villages of
Arumeru have not received any services from it as vyet.

The achievements of APVDP with regard to agricultural
production have been very small. This is largely as the result
of unfavorable national economic policies and poor performance
by national economic institutions. The APVDP planning process
has helped to call attention to these constraints and has
resulted in the regional government having forwarded



- 33 -

recommendations on them to the Prime Minister's Office. To
date APVDP has not been successful in devising more than a few
productive initiatives that escape these comstraints. The
evaluation team believes that the national constraints prevent
any significant project results in agriculture but does hope to
see more small initiatives by the end of APVDP.

Fifty-three pilot villages were designated in the PP
for small project assistance and the number was to rise to 75
by the end of APVDP. (The three districts have 324 villages
altogether, with an average population of just under 2000).
The PP projected that 30 to 40 villages would have received
small project assistance by this stage in APVDP's life. All of
the 53 pilot villages have received help with planning and 34
also now have received assistance with one or more water or
income-generating projects. Thus APVDP is well within its
targets. Of course, ultimately, the criterion of benefit will
have to be not only whether assistance was provided but also
whether it resulted in a functioning water system or a
satisfactory income-stream. It is too early in the life of
these small projects to judge those benefits, however.

Another tangible benefit of APVDP has been the train-
ing of government staff. Three regional staff are pursuing
their Masters Degrees at Cormell and. the final selection for
the next cohort are almost complete. Over 800 staff of various
levels have received 1ln-service courses and seminars organized
by APVDP. A rough assessmeunt will need to be made as to
whether this training has resulted in improved government ser-
vices. The needs for this training were so great that we are
quite prepared to assume the benefits for the present.

The intangible benefits of APVDP at this point may be
at least as important as the tangible ones. The GOT stresses
"the importance of popular participation and the pilot villages
have been able to participate much more fully in development
decision-making as a result of APVDP. Fifty-one percent of the
ideas for APVDP-~funded small projects came from villages them-
selves as opposed to 18% for the '"government'
(non-APVDP~funded) ones in the productive sectors. Further-
more, APVDP consulted more thoroughly with villagers on the
remaining projects than the government did. This is remark-
able, as the Tanzanian decision-making process involves a very
great deal of village consultation already. For this aspect to
be judged a success, however, over the life of APVDP, the
improved methodologies will have to be adopted by the regular
civil servants and translated into better consultation by them
as well. "Equally important will be the tangible demomstration
that this consultation has resulted in the better commitment of
villagers to the maintenance and productive use of projects.
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Another set of intangibles has been the quite remark-
able change in the consciousness of regional leaders on a whole
range of important policy issues, which has been generated by
the regional planning and village land use planning processes.
The issue areas involved include: the need for migration
policy and family planning; the importance of protecting the
region's resource base; the necessity of devoting more
attention to the maintenance and productive use of existing
capital investments; and others.

Certainly one can say already that the 'process
approach'" to planning used at the regional level has produced a
much more thorough and changed awareness of critical issues by
leaders than the traditional planning approaches are able to
provide., Similarly the participatory approach to village land
use planning gives evidence of subtle but significant changes
in consciousness at this level as well. These attitudinal
changes are the first step in a long process of social change
and they therefore are exceedingly important in their own
right. The institutionalization of the more basic of these:
changes would require that APVDP be extended into a follow-on
project. Nomnethegless, if the processes which will produce
these changes are to be legitimated in the Tanzanian context it.
is important that they produce some tangible consequences as
well in the remaining life of APVDP. Regional Development
Plans should look different; increased regional resources
should be devoted to the Recurrent Budget; other policy
decisions should be influenced by the planning priorities, and
so on. At the village level as well, at least some concrete
changes in land use practices should be demonstrated in the
villages in which the approach is to be pilot tested in the
next two years.

In summary we believe that when the tangibles and
intangibles of APVDP are added together a quite satisfactory
stream of benefits has been generated. This should not divert
attention, however, from the disappointmerts, especially with
regard to the roads, water and agricultural components. Our
appreciation for the intangible changes wrought so far also 1is
accompanied by a desire to see them translated into more tan-
gible benefits by the time of ADP's final evaluation.

21. UNPLANNED EFFECTS; 22. LESSONS LEARNED

Substantive

One of the major unplanned aund positive effects of
APVDP has been a significant change in the consciousness of
regional, district, and local leaders on a range of important
"policy issues generated by the regional planning aund village
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land use planning processes. This change and the source of ‘it
has been discussed in the Benefits Section above . Most impor-
tant among these issues are the concerns with the rapid pop-
ulation growth in Arusha Region, the emphasis being placed on
land use planning both for increasing productivity and for
conserving the land resources in order to sustain the pro-
ductivity of these resources, and the necessity for placing the
highest priority on maintenance and rehabilitation of existing
capital investments and on developing this maintenance capacity
at the district and village levels.

The extent to which awareness of the implications of -

population growth has been developed at all levels (regional,
district, and village) is almost unique in this region. Pop=-
ulation issues were raised in the context of limited land
resources,, the sustainability of agricultural productivity and
medium and long term land use planning. Although population
growth was presented along with a wide range of data for
regional planning, the district and regional planning
committees all came to identify population growth as one of the
major constraints to long term development. Although popula-
tion awareness and support for initiatives in such areas as
migration control and family planning has been developed,
priority efforts should be made in analysis, education and
communication to solidify this support with programs being
gradually and carefully developed based on regional support and
support from a range of international donors and voluntary
organizations.

Unplanned effects have derived directly from the use
of the "process approach" to regional planning and village
development. The process approach involves a flexible design
which incorporates on-going information collection and analysis
and which supports a collaborative, participatory
decision-making process. Within this system, planning ideally
becomes an evolutionary process of evaluating development
efforts and incorporating the results of this evaluation into
each ongoing phase of the planning process. The flexible
nature of the process approach is supposed to handle unforeseen
developments in a much more responsive manner than the more
structured, "blue print" approach to regional development
planning; it is also, theoretically, better able to take crea-
tive advantage of new opportunities as they arise.

As far as can be determined, the approach to date has
generally proved its value by facilitating achievement of pro-
ject objectives and helping to. generate additional development
opportunities. These have been discussed elsewhere in this
evaluation.  In many ways this project is a particularly
interesting test of the utility of the process approach because
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of the many assumptions in the original project design which
have proved incorrect (see External Factors section) and

because of the difficulty of operating in a context of a deter-

iorating economic situation and declining resources for
development.

This flexible process approach has not been pursued,
however, without fairly serious difficulties from the point of
view of AID/contractor implementation responsibilities. These
difficulties are discussed in the implementation sectiom and
are clearly a cost of undertaking such an approach. To avoid
repetition of some of the problems associated with design and
implementation of a flexible project approach, it 1is
recommended that persons with direct experience with this
project be included on both the PID and PP design teams of any
follow-on effort.

An important task of the Final Evaluation will be to
assess the extent to which AID/contractor difficulties are an
inevitable outcome of a contractor implementing the process
approach, or whether the difficulties which have arisen in
implementation of this project are more or less situation
specific and hence could be avoided, for example, in a *
follow-on project.

There are a number of lessons to be learmed regarding
the process approach to regional planning and project develop-
ment as these have been introduced in Tanzania.

1) The definition of agro-ecological zones utilizing
a combination of satellite imagery, aerial photos and survey
with limited. ground reconnaisance and with consultation with
GOT officials 1s a reliable and cost-efficient method for data
collection and analysis at the regiomal level.

2) A participatory mode of land use planning in which

villagers, planners, district extension staff and goverument

party members collaboratively review and define the ecological

parameters, resource constraints, and development potential of
their village environment provides an effective, although
labor-intensive, means for generating local development plans
and increasing awareness of constraints upon village develop-
ment of which many villagers are only partially aware, such as
the development implications of a limited land base and a
steadily increasing population.

3) The process approach to planning requires careful
sequencing for maximum efficiency. A preferred sequence would
seem to be:

S o e S . C e e e g s PO . - . C e e
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a) a definition of agro-ecological zones; b) a
population study cross-cutting administrative units and
agro-ecological zones; c) sector assessments; d) a set of
village profiles utilizing data from a-¢ plus a follow-up
village survey; e) a synthesis of a-d utilizing skilled
analysts with a focus on information needed for
decision-making; and £) discussion and write-up based on the
collaborative efforts of villagers, district level government
and party workers, and planners in structured situations such
as workshops. '

4) A process approach to planning utilizing the
methods outlined above maximizes the degree to which data
collection and analysis can lead to collaborative informed
decision~making involving broad segments of the population.

A related set of lessons concerns the methods to be
used for generating village participation in project planning
and development in countries such as Tanzania.

1) APVDP initially used the very time-intensive
"facilitator approach'" to help villages identify their prior-
ities and to generage self-reliant village development. It
subsequently changed to a less intensive consultative process
with village leaders. In countries such as Tanzania, in which
rural socio-economic differentiation is modest and partici-
pation is already encouraged by the govermnment, it is
unnecessary to by=-pass village leaders and go directly to the
people for identification and implementation of standard
development activities. Very broad and intensive participation
is warranted, however, where one is trying to generate a
commitment to new priorities. Such has been the case with the
use of land use planning to create new awareness and action on
resource scarcities. It also is desirable to avoid using
village leadership as the basic channel of participation when
one is generating projects for women or minority groups within
the community.

2) . Another lesson is that it proved difficult for the
agents of a donor to stimulate pure self-reliance through
participation. Villagers are too conscious of the donor's
resources to undertake activities completely on their own under
donor auspices.

3) Finally, it seems to the Evaluation Team .that it
is more important to generate projects which address critical
constraints and have villager commitment than those whose
characteristic 1is only that they have been initiated by
villages. The latter orientation may lead to resources being
spent on doubtful projects solely because of their village
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origin. The former permits substantial technical assistance in
identifying the most important directions for village develop-
ment. The important thing then is not so much that villagers
initiate project ideas as that they approve of them, feel fully
involved in their development, and committed to their success.
Such an interactive mode permits broad participation in the
pursuit of new directions but it requires considerable flex-
ibility in village planning and implementation.

Procedural

There are also a number of lessons to be learned
regarding the difficulty of designing and implementing a pro-
ject which adopts a process approach to development. An
unusual amount of time and resources were spent on preparing
the design and securing the approval of this project. This
occurred in large part because of the attempts of project
designers (which included the firm currently responsible for
project implementation) to design an innovative project based
on the process approach to support planning and village
development described above.

The considerable (and costly) effort expended in the
design phase was expected to result in relatively trouble-free
implementation despite the unusual demands this type of project
placed on satisfaction of AID regulations and procedures (such
as 6lla). This effort included the development of a set of
concepts and "understandings' by the project design team which
enabled them to design a project which was approved in
Washington following long discussions and compromises on the
meanings of the project concepts. It also included development
of specific procedures during implementation not clearly
defined in the PP.

The major lesson learned is that implementation
guidance must be clearly set forth in the PP, particularly in
projects utilizing a flexible process approach in which
difficulties in meeting AID's statutory and other requirements
(e.g., environmental and 611(a)) are likely to occur. Such
effort in the design phase must be accompanied by procedural
clarity (in Project Implementation Letter, correspondence with
contractors and internal mission records), careful management
and continulity of personnel during the implementation phase;
otherwise implementation complications can arise.
Unfortunately all of these circumstances were lacking 1in
certain respects. This has resulted in a series of
misunderstandings regarding project implementation,

Understanding of the purposes -and agreed-upon pro-

cedures 0f the project is even more difficult when a large
number of actors are involved in project implementation. Three
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different AID offices are involved, together with two con-
tractors with separate implementation responsibility: the firm
which helped design the project, and five road specialists with
separate personal services contracts with AID to implement the
roads component of the project. Unfortumnately, the roads
"subteam" does not share the operational style or commitment to
the process approach which characterizes the overall implemen-
tation team, thus there 1s built in conflict between the two
firms.

An additional related lesson 1s that day-to-day
management from the USAID side requires a high degree of
knowledge of AID procedures and constant communication with
those responsible for implementing the project. In addition to
the extra effort required given the flexible and relatively
unusual nature of the process approach, there are other reasons
why APVDP demands considerable USAID management imput. The
project 1s a complex integrated rural development effort with a
number of interdependent components including planning and
project implementation from the village through to the region
level with activities in a number of different sectors. The
project paper reflects this complexity; and thus requires ‘
considerable interpretative skill on the part of the USAID
manager to guide project implementors. This skill is all the
more critical given the style of the prime contracting firm
which is characterized by strong, occasionally unyielding
commitment to a specific style of flexible project design and
implementation which, while innovative, has tended to require
considerable extra effort on USAID's part to ensure that the
interests of all parties are served and that compliamnce with
necessary implementation procedures is observed.

In the future, every effort must be made in the design
of such an innovative project to assure that the number of
parties responsible for implementation are relatively few, that
there be continuity in key personnel, and that they share a
common understanding of the purposes of the project and the
procedures necessary to implement it,

One USAID procedure deserving special mention 1is
6l1l(a), which normally applies to a single project or sub items
of a single project and addresses the adequacy of design, cost
estimates and planning of activities to be financed by AID.

In a complex project such as APVDP where imple-
mentation depends mainly on the output of a flexible planning
process and only the basic infrastructure is generally known,
it is necessary to keep the cost scale of each subproject in
mind and develop simplified approach procedures for: small
implementation items, repetitive items, simple buildings
designed by goverument agencies, and AID reviews of procedures



carried out by host governments on their own. Such procedures
were eventually worked out in the field, but could have been
developed at a much earlier point in time had the issues
involved been better understood by those sresponsible for
project management.

Procurement for road equipment, replacement and spare
parts, building commodities and vehicles was critical for
APVDP; thus streamlining procedures for responsive procurement
action was necessary. Delays, inefficiencies and additional
costs have occurred because of inefficient procurement actious
in Tanzania and Washington.

23. Special Remarks

Implementation Issues

This project has generated a series of issues related

to implementation which merit special comment.

1. 6l1(a). Africa Bureau of AID has recognized pro-
cedures in relation to projects and subprojects. These are
that review and approval of subprojects must bea made in terms
of adequacy of design, cost and conformity to the project
paper. - Guidance for satisfaction of these requirementss is
contained in the Project Authorization and Agreement. DAI, in
combining the review process between villages, districts and
region, tended to ignore this process and consider that
subprojects approved up through regional level were approvals
to spend. To address this oversight, simplified review
processes that tie into regional reviews should have been
worked out early in the project to the mutual satisfaction of
AID and the Region. Steps towards working out such procedures
have taken place recently.

2. Implementation of Subprojects. In certain

sections the project paper was ambiguous in relation to imple-,

mentation, a narrow view being that apart from roads and water
little in the way of implementation of sub-projects was
permitted. A broader viewpoint, which reflects the intent of -
the PP's emphasis on flexibility, is that implementation of
small pilot subprojects is a natural outgrowth of the planning
process and as such should be permitted. This would include
extension of pilot subprojects elsewhere in the districts
through other funding or loans. The Mission has endorsed this
view and has attempted to respond accordingly, at times after
the contractor had already taken action.

3. Implementation of Small Industries as Related to
Agriculture. The Project Paper referred to farm centers, etc.
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DAI interpreted this as subprojects related to agriculture as
in 2 above and had maize mills and grain storage buildings
constructed. These are essential to wvillage agriculture.

4. Implementation of Large Industries as Related to
Agriculture. The project paper included an Appropriate Tech-
nology Center. DAI quite rightly said that an A.T. center
already existed in Arusha and a second one was not necessary.
They proposed a steel manufacturing facility for production of
agricultural plows, steel wheels and equipment for ox carts,
including a steel foundry. This project was introduced to the
region by DAI with the help of SIDO and TRDB and has progressed
rapidly. Unfortunately the data to support such a venture
appears to be inadequate although the market 1s there in the
whole of Tanzania.

Problems that need to be answered are ownership,
administration, and authority in the factory, bookkeepers,
accountants, selection of craftsmen, factory assembly of dies
and machinery, production integration between the subprojects,
production interrelationship between craftsman, ordering of
supplies, removal of wastes, delivery of assemblies or finished

products, transferring of assemblies within factory. Who, for
example, will address attaianment of product quality, time lag
for build up of efficient production , and/or production

stoppages due to delays in supplies? Sales appear to be
related to one fixed cost without a sensitivity analysis of
what happens to demand if costs rise rapidly due to internal or
external causes? There is also the question of capital costs
and recurrent costs. Should AID be paying for both costs and
in the event AID does not have a second overall project, would
the regional budgets be sufficient to pay such recurrent
costs? These are some of the practical items which should be
addressed by DAI and the region. The question for AID is
should they go ahead with the project. A detailed study 1is
necessary in addition to the DAI incomplete backup data.

The wooden components of the ox carts are proposed to
be manufactured in each of the three districts. This, again,
should be reviewed in detail. Total cost range is $400,000 to
500,000.

The procedure of DAI and region not providing full
working details on manufacture, process, ownership and finance
prior to construction and ordering of materials is not normal
to USAID especially on major manufacturing facilities.
Detailed submissions are required prior to approval. The
direct involvement of SIDO does, however, lessen the risk of
failure of the Agricultural Implement Facility.
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Full working details for the Agricultural Imple-
mentation Facility on manufacture, process, ownership and
finance should be submitted to USAID for approval by August
1981.

5. Other Industries Not Related to Agriculture.
Other industries are a brick and tile works in Arumeru
District, and a soap works; these are not shown in the project
paper. The brick and tile works use Indian presses with a
Scotch kiln which were provided previously by other donors.
Location in the Ameru District is appropriate, that is, ad-
jacent to a forested area, clay deposits and brick and tile
housing. It should function efficiently and effectively but a
detailed study is necessary, as is a detailed study of the soap
factory. Cost ranges are about $50,000 each.

6. Warehouse, Garage, Workshop. This was not shown
in the project paper but is presently being comnstructed in
Arusha. Cost range is about $80,000.

7. Contracts. Contracts have been prepared and
executed between the region and Public Works for construction
of the warehouse, and between the region and a private con-
tractor for construction of the steel manufatturing facilities
building. Both contracts should have been reviewed by AID
(e.g. ACO/RLA) prior to signature.

8. ©Low Cost Housing. A low cost housing project of
15 houses in each of five villages was proposed which included
short term training on building skills followed by incorpor-
ation of trained villagers into building brigades. The
building brigades were to build houses for villagers who would
be given a loan funded by the project. Site investigation of
six partly completed houses revealed serious problems in
building skills, construction and outputs. Prices of materials
also increased so rapidly as to make the loan inefficient.
This subproject should be totally revaluated including AID
procedures before considering going forward on a reduced scale.

9. General Development Fund. The project paper
stated that no general development fund should be established.
Instead subprojects have been financed on a revolving fund
basis. A review of that action should be made which will lead
to revision of project documentation if the funding mechanism
is to be continued.

10. Documentation;‘ Documentation on controversial
implementation issues and procedures is on file with USAID/T.



Followon Funding

Despite the difficulties in implementation, this pro-
ject offers USAID and the Tanzanian Government an unusual
opportunity to demonstrate the effectiveness of a bottom up
strategy as well as to develop new approaches for planning for
the critical needs of Tanzania over the next decade. The
reasons for this are several. When combined, they provide
ample justification for according this project the highest
priority for followon funding.

1) The process approach closely fits the Tanzanian
strategy of growth with equity. The project is located inm one
of the regions of high growth potential and hence stands a
better than even chance of achieving sustained progress within
the Tanzanian context. It 1is thus well placed to serve as a
testing and proving ground for a number of innovative
approaches to development at the regional and local levels. It
also is in a region with considerable social, economic, and
ecological diversity, which increases its utility as a "pilot"
area. It has also been identified as a priority area of USAID
concentration in the USAID Country Development Strategy State-
ment.

2) This project was explicitly designed to achieve
"new directions basic human needs" type goals within a regional
framework following a flexible mode of implementation. This
design has demanded a relatively high and costly input from
USAID and other sources; however, to a significant degree the
promised level of achievement has been attained. The potential
for a basic human needs participatory focus which takes the
rural poor as a starting point has been demonstrated; with
additional time and project resources - plus a relatively
favorable development context = this potential should be more
fully realized. The value of a flexible approach has also been
demonstrated, for example, regarding the projects capacity to
respond quickly and constructively to changing circumstances,
such as a deteriorating economic environment.

3) The project design which integrates a "bottom-up"
approach with regional planning programatically addresses a
number of USAID priority concerns. These include an emphasis
on growth with equity; the ability to achieve more (and wider)
impact with fewer resources, the development of national and
regional institutional capability, (including an emphasis on
training) and collaborative donor/host country efforts leading
to improved policies for socio-economic development.

In sum, it is an innovative project which could well
serve to guide USAID and the Tanzanian Government in its search
for more effective and appropriate development assistance 1in
the 1980's. '
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ANNEX A
Arusha Planning and Village Development Project
Project Evaluation
Summfry Briefing Paper

June 1981

The goal of the APVDP is to improve the production,
income and well-being of rural people in three relatively
better~endowed agricultural districts of Arusha Region. The
purpose of the project is to strengthen the capabilities of
Arusha region, the three project districts and the villages 1in
these districts to ideatify, implement and evaluate development
activities within the framework of the policies and priorities
of the Govermnment of Tanzania (GOT). A second purpose 1s to
provide the micro-data which will assist in the preparation of
the Arusha Region Integrated Development Plan.

The project has made commendable progress since its
startup in July 1979. In general it has received good support
from the GOT at the regional and district levels. The project
approach -- based on a "process'" model -- is innovative, ambi-
tious, and well suited to Tanzania. It has successfully inte-
grated the development of an improved regiomal planning cap-
acity with the strengthening of Tanzania's "bottom-up" style of
village development, generating considerable support among
reglional and district leaders for significantly changed
development priorities.

The APVDP staff are highly motivated and profession-
ally competent. All have prior African experience; most speak
Swahili. The staff include rural development advisors assigned
the the planning office in each of the three districts, sector

"speclialists assigned to regional departments - agriculture,

water, rural industry and roads - and planning/management
advisors working within the Regional Planning Office at
Regional Headquarters. All but the roads component staff,
which includes five expatriates working under separate con-
tract, are part of an implementation team working under a U.S.
Government contractor.

Progress to date has been hindered by a number of
factors.  Most important of these are: -delays in project
start-up and procurement; management difficulties between USAID
offices and the contractors; inadequate recurrent funds and
government staff; and an unfavorable economic environment.




These factors and others have resulted in a number of concerns
which were addressed by the evaluation team and are reviewed
briefly below.

There i1s some disagreement over the appropriate geo-
graphical focus for the project. The Project Paper (PP)
specified that concrete development activities were to be
restricted to Arumeru, Hanang and Mbulu Districts, although the
preparation of development plans was authorized for Kiteto,
Monduli and Ngorongoro Districts as well. The region feels
strongly that the latter districts also should recive concrete
benefits from the project. Given the shortage of project
funds, the Evaluation Team feels that the present project must
continue to focus on the original three districts. The team
does recommend that serious consideration be given to the
inclusion of the entire region in any follow-om project.

A related issue is the focus of project activity
within Arumeru, Hanang and Mbulu Districts. There was a
consensus that project resources should be concentrated so as
to maximize the likelihood of achieving a noticeable impact.
This means that priority attention should be given to three
sets of wards: (1) the pilot wards designated in the PP; (2)
those wards that are contiguous to the pilot ones and in the
same ecological zone; and (3) those wards that have been
designated for intensive land use planning work. The latter
two emphases follow from the Region's decisions to use eco-
logical zones as a basic planning tool and to make resource
conservation arnd land use planning major priorities. The team
notes that land use planning will be a long=-range process with
few immediate returns in most areas. It is important to
legitimize the process in those areas where visible accom-
plishments are possible in the near term. Therefore land use
planning efforts should focus initially on those areas with
dramatic population and/or land stresses. Attempts to deal
with communal grazing systems should be deemphasized for
present, as they present particularly difficult problems on
which immediate, visible impact is unlikely.

Dissipation of project resources needs to be avoided
in the choice of types of activities as well. 1In general the
constraints on road construction and on village production and
water projects are shortages of GOT technical support and a
poorly developed capacity in the system for keeping investments
maintained and/or productive. Thus the maintenance theme was
given high priority by regional officials in their statement of
Strategies and Priorities. ©Project resources must be committed
in .such a way as to use existing technical capacity
efficiently, teo build new technical competence, and to
strengthen the ability of the system to keep things running.
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With respect to village projects the team believes
that the PP commitment to small activities 1s appropriate.
Tomake APVDP investments in small projects efficient, however,
a criterion for an activity's selection should be that, if it
is successful, it will lead to a series of similar projects
with decreasing marginal effort on the part of the districts'
professional staff. Similarly APVDP should expand still more
its efforts to build the capacity of district technical staff
to support village projects. Finally, APVDP should give a high
priority to helping district staff to assist villages 1in
organizing the maintenance and productiveuse of their projects.

The Water Department 1is significantly behind schedule
in water development. Originally its focus was to be the con-
struction of new systems but thirty per cent of the existing
water systems are not operating at present. the appropriate
priority for the remaining life of APVDP, therefore, is the
maintenance and rehabilitation of existing systems and the
construction only of systems which are very simple to maiantain,
such as shallow wells,

The roads component of APVDP is over budget and behind
schedule.. There is a great danger that the investment in roads
rehabilitation will be wasted due to the GOT's inability to
maintain them. The team, therefore, recommends that the orig-
inal conception for this component be adhered to, viz, that the
APVDP roads personnel be integrated into the regional
engineers’' offices, that the GOT meet its commitment to provide
adequate professional staff for these offices, that APVDP give
significant attention to institutionalizing a GOT maintenance
capacity, and that villages be enlisted to assist with road
maintenance in their areas. At the same time the Evaluation
Team believes that the promised road rehabilitation work for
Arumeru should be begun immediately and that a roads brigade
therefore should be developed there.

APVDP's activities in the development of small
industries have been well conceived but the agricultural imple-
ments, brick and tile, and soap factories have inadequate feas-
ibility studies. In one case this has contributed to poten-
tially serious procedural problems with USAID. The Region
should be fully briefed on USAID's requirement for the funding
of construction activities,

Agricultural development was to have been a major
focus of APVDP but has been seriously hindered by GOT policy,

price, supply and infrastructure constraints., APVDP should
continue to assist the region in pressing for actiomns to
relieve these constraints. It also should continue with those

activities that are possible despite the constraints (e.g.,




- 47 -

forestry and ox-drawn equipment). Finally, more APVDP
resources should be devoted to the identification of local
agricultural activities that are profitable despite generally
unfavorable economic conditions.

In conclusion, 1t is too early to predict whether the
project will be able to achieve all of its objectives, partic-
ularly given the above-mentioned constraints aund concerns and
limited project funds. Based, however, on progress to date,
the fit of the project within Tanzania, and USAID's policy
priorities, the Evaluation Team strongly recommends that the
project receive priority attention for extension of funding and
project completion date, and consideration for selected
follow=-on activities in a second Arusha project
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ANNEX B

Persons Contacted/Interviewed

A. Regional Commissioner's Office, Arusha
Mr. E. Mwambulukutu - Regional Development Director
Mr., E. P. Mazalla -~ Regional Planning Officer
Mr. C. G. Hatibu - Regional Liv.Development Officer
Mr. N. M. G.Sabuni - Regional Nat.Resources Officer
Mr. J.G. Shayo - Planning Officer
Mr. P. K.Kitema - Planning Officer (Team Member)
Mr. Davis - FAQ Liv. Advisor
Mr. Neema - Ag. Reg. Agric. Qfficer
Mr. Myovela - Regional Engineer
Mr. Hassanli - Regional Water Engineer
Mr. B. E. Njau - Executive Engineer,Water Development

Department

Mr. Finda - Technical Informatioan & Support Unit
Mr. Charlie Sweet - Regional Planning Advisor (DAI)
Mr. Mike Sarco - Management Officer, APDVP (DAI)
Mr. Hugh Allen - Industries (DAIL)
Mr. Joe Gadek - Water (DAIL)
Mr. Alan Johnston - Rural Dev. Planning Advisor (DAIL)
Mr. Ian Walton -~ Agricultural Specialist (DAI)
Mr. Alex Powers - Roads Advisor
Mr. Henry Eng - Roads Advisor
Mr. Thad Peterson - Short term (DAI)

B. Area Commissioner’'s Office, Arumeru

Mr. I. Ole = Karyongi - District Dev, Director
(Team Member) .

Mr. Y. R. Tessua - District Planning Officer

Mrs. Joyce Stanley - Rural Dev.Specialist (DAI)

Mr, M. Sabaya - Planning Assistant

Mrs. Rhoda Madulu - Ag. District Agric.Officer

Mr. Ryoba Makaya - District Ujamaa and Cqops
Development Officer

Mrs. Massae - Ag. Dist. Liv., Officer

Mr., Kimambo - Liv. Field Officer

Mr. Nanai - Dist. Natural Resources Officer

Miss Sakina Galle - Liv. Field ‘Assistant.

Mr. Edward Olitai - Ward Secretary, Kikwe

Mr. Elvis Mbaga, Education Officer, Kikwe

Mr. Hussein Iddi, Village Chairman, Kikwe Village
Mr. Julius Nsukik, Village Chairman, Maweni Village




Area Commissioner's Office, Mbulu

Mr. A. Kisenge — Area Commissioner

Mr. Msuya - Dist. Dev. Director

Mr. Kajale - Dist. Planning Officer

Mr. Bangula - Planning Assistant

Mr. Lukumai - District Agric. Officer

Mr. Kombo - District Natural Resources Officer
Mr. Moshia - District Forest Officer

Mr. N. M. Nanyaro = Dist. Liv. Officer

Mr. P. Sulke = Divisional Secretary Dongobesh
Mr. S. Q. Sabida - District Chairman, CCM

Mr. A. Deengu - Member of Parliament

Mr. M. M. Anselmi - Ward Secretary, Murray

Mr. S. Slawe - Village Chairman, Kwermusl

Mr. P. Kondi - Village Secretary, Moringa

Mr. Lynn Schleuter - Rural Dev. Specialist (DAL)
Mr. Msengi - District Engineer

Area Commissioner's Office, Hanang

Mr. Mambo ~ Area Commissioner

Mr. W. T. Kisanji - District Dev. Director

Mr. W. A. R. Mgalula - District Planning Officer
Mr. D. Lyimo - Planning Assistant

Mr. Malisa =~ District Natural Resources QOfficer
Mr. Kiteo =~ District Livestock Development Officer
Mr. John Wheeler = Rural Dev. Specialist (DAI)

Mr. €. G. Bilanni -~ Divisional Secretary, Bashanet
Village Secretary, Ayamango Village

Mr. T.Lawe, Divisional Secretary, Mbugwe

Village Chairmen: Magugu Village, Madunga Kati
Village, Utwari village

Mr. Gwimo = District Agriculture Officer

Mr. Lesironga - District Engineer

AID/Arusha

Mr. Tom Luche - Arusha Area Coordinator
Mr. Barry Hill - Area Agricultural Advisor
Mr. Barry Riley - Ag. Mission Director

Parastatals

Mr. Evarist S. Mgatta - SIDO



ANNEX C

COMPARISON BETWEEN PP FINANCIAL ANALYSIS AND ACTUAL PROJECT

The PP gives the following category line items as well
as costs by T.A., Tralning, Commodities and Other Costs. It
also shows a PP variation of 15% on each line item 1in order to
obtain flexibility of process and development of the project.
See Table 2 for comparison purposes.

Table 1 in i1tem 16 Inputs gives items by Technical
Assistance, Training, Commodities and Other Costs only for PP
obligations and expenditures. While this is sufficient for
most projects which are relatively simple in nature, the Arusha
Village is complex in its nature and different categories of
output. It 1s, therefore, recommended that the costs be
categorized according to the Project Grant Agreement (same as
PP) and that this be continued forward into obligation and
major items of disbursement. Table 2 gives a recommended
example.




IT.

IIT.

1v.

Planning Imp.

Increased Ag.

Other Econ. Act.

Social and Econ.

A. Roads

B. Water

C. Construction

GRAND TOTAL

FLEXIBILI

TABLE 2
TY OF P.P COSTS BY ACTI

VITY

T.A. Training Commodities Other Total
+15% 2.47 0.52 0.41 0.14 ' 3.55
0 2.15 0.45 0.36 V12 3.09
-15% 1.83 0.38 0.31 0.10 2.63
+}5% 0.99 0.16 2.44 0 3.56
0 0.86 0.14 2.12 3.11
-15% 0.73 0.12 1.80 0 2.64
+157% 0.76 0.04 0.34 0 1.13
0 0.66 0.03 0.29 0.98 '
~-157% 0.56 0.02 0.24 0 0.83
15% 2.01 0.07 6.44 0 8.52
0 1.75 0.06 5.60 7.41
-157% 1.49 0.05 4.76 0 6.30
+15% 0.99 0 3.22 0 h.22
0 0.86 .0 2.81 3.67
-15% 0.73 0 2.38 0 3.12
15% 0.60 0.00 3.22 0 3.83
0 0.52 0 2.80 3.33
-15% 0.44 0.00 2.38 0 2.83
+157% 0.41 0.06 0 0 0.47
0 0.36 0.05 0 0.41
-157% 0.31 0.04 0 0 0.35
+157% 6.23 0.77 9.64 0.14
0 5.42 0.67 8.38 12 _ 14.59
-15% 4.61 0.57 7.08 0.10
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TABLE 3

FINANCIAL COSTS BY CATEGORY
(in $ willion)

June 381

ProAg Obligation:

Disbursement

I. Plaunning Implementation & Eval.

A. Technical Assistance 2.15
B. Training 0.45
C. Commodities 0.36
D. Other Costs 0.12

3.09

II. Increased

Agricultural Production

A. Technical Assistance 0.86
B. Training 0.14
C. Commodities 2.12
D. Other Costs 0.

3.11

III. Other Economic Activities

A. Technical Assistance 0.66
B. Training 0.03
C. Commodities 0.29
D. Other Costs 0.
0.98
Iv. Social and Economic Infrastructure
A, Technical Assistnce 1.75
B. Training 0.06

- C. Commodities 5.60
D. Other Costs 0 _
7.41

In addition IV.
subdivided into:

Social and Economic Infrastructure 1is




Roads

1. Technical Assistance
2. Training

3. Commodities

4., Other Costs

Water

1. Technical Assistance
2. Training

3. Commodities

4., Other Costs
Construction

l.
2.
3.
4.

Technical As'sistance
Training

Commodities

Other Costs

-
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ProAg

0.86
0
2.81
0.

3.67

0.36
0.05

0.41

Obligations

Disbursement
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