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13. SUMMARY 

This project was terminated a f t e r  nearly two years of operation because of 
near to ta l  f a i lu re  t o  accomplish i t s  s ta ted goals and purposes. The f a i lu re  
was the r e su l t  of a multitude of factors.  The project was badly conceptualized 
and designed i n  the  Ma1 ian context. A t  1 east  three of the four par t ies  respon- 
sib1 e f o r  project imp1 ementation (GRM, contractor, USAID) performed poorly. 
The beneficiaries commonly performed poorly a1 so, b u t  t h i s  could have been the 
resu l t  of misunderstandings and bad preparation by t h e  other actors.  

The project was designed t o  establ ish a ser ies  of decentralized regional 
of f ices  to  jo in t ly  ident i fy economically useful sub-projects w i t h  the  benefic- 
ia r ies ,  and coordinate and support the jo in t  GRM/beneficiary e f f o r t  to  complete 
them. In f a c t ,  the processes fo r  identifying, designing and approving sub- 
projects was so complex, cmbersome, authoritarian and centralized a s  to  make 
the i r  timely implementation irnpossibl e. Communications and 1 og i s t i c s  were 
d i f f i c u l t  and slow even i n  the context of an underdeveloped Ma1 i. The regional 
of f ices  were hidely disbursed over the  country, cut off  from normally poor; 
transport routes-and systems for  par ts  of  the  year. Most of the  technical 
assistance s t a f f  and vehicles were assigned t o  the  national o f f i ce  i n  Bamako. 

The Regional of f ices  were inziequately manned f o r  the job. Project personnel 
tended to be incapable, unabl e o r  u n w i l l  ing t o  do the work, and many apparently 
never understood what had to  be done. Trained s t a f f  were i n  short  supply and 
supervi sion was poor. Whil e some of the  advisory team were c l  earl y incompetant 
t o  do t h e i r  jobs and were relieved of t h e i r  posts, others  were blocked from doing 
what was necessary by the  cumbersome administrative systen, some very authori- 
tar ian oriented personal i t i e s  in key rol es,  and the host country contract mode 
t h a t  relegated the  contractors to  a passive role. The s i tuat ion was reinforced by 
a GRM a t t i t u d e  t h a t  an advisory team was unnecessary and t h a t  they should be ;ro- 
vided project funding without technical assistance or  supervision. There .iJas a 
high r a t e  of personn~l turnover among a1 1 parties. 

As a closing gesture t o ' t h e  local populations and pol i t ical  s t ruc ture  tha t  had 
.realized heightened expectations of the project, heretofore f rus t ra ted  because. 
of inact ivi ty ,  the  project staged a f inal  accelerated construction perlod dur- 
ing the  l a s t  hot season (May - September) before termination which met with 
limited success and a misunderstanding by the GRM of the  motives. During t h i s  
pe?liod, 11 we1 1 s ,  an i r r iga ted  small -town vegetabl e: garden, a water channel t o  
aid i r r igat ion flooding and the  repair  of 3. dike were completed. Before t h i s ,  
three sub-projects had been completed--two well s and a water channel. The to ta l  
costs  of this project was approximately $1.2 mill ion averaging $75,000 per sub- 
pro j ect. 

The lessons t o  be learned from t h i s  experience include: 
a. Do no spread meager resources too t h i n  over wide areas,  especially i n  the 

context of poor transport  and communication systems. T h i s  includes ski1 1 ed 
personnel. 

b. A decentralized system of project management i s  d i f f i c u l t  t o  establish 
within a" highly central ized and authoritarian-oriented government. 



c. A decentral ized system of project rranagement assumes ski1 1 HI and motivated 
personnel. The present systems fo r  recruitment and assignment of capable 
personnel of t h e  GW, USAID and contractors  do not guarantee such personnel. 

d ,  I n  the context of t h i s  project ,  i f  not of Ral i  as  a whole, t he  Host 
Country Contract does not meet the needs of USAID. 

e .  Rural development projects  must be coordinated with the beneficiar ies ,  
local government o f f i c i a l s  a n d  local  pol i t i c a l  systems i f  they a r e  expected 
t o  function without confl i c t .  

f .  Local communities have a social s t ruc tu re ,  a re  organized t o  some degree, 
and a r e  not ignorant of t h e i r  development and survival needs. 

g .  Projects  must be designed with a  c l e a r  picture  in mind of t h e  national and  
local sodial , pol i t i c a l  and ~ d r n i n i s t r a t i v e  s t ruc tures  to  be involved, and 
what can o r  cannot be implemented. Project  resources must f i t  with the  
planned needs f o r  imp1 ementation. 

14. EVALUATION METHODOLOGY 
Funding f o r  t h e  Flal i Rural Works Project was terminated by USAID on 30 September 
1980. I t s  termination was cpposed by the  GRM fo r  a  var ie ty  of reasons, none o f  
which r e l a t e  t o  the successftil implementation of the,lproject.  The project  fa i led  
in imp1 enentation and t h i s  f ina l  evaluation i s  an attempt to docur,rent what went 
wrong, 

The scope-of-work f o r  the  evaluation (a t tached)  was drafted in June 1980 which 
out1 ines c l e a r l y  t h e  comprehensive approach. The r e s u l t s  will be s ta ted i n  
qual i t a t i v e  r a the r  than quant i ta t ive  terms s ince there was not much to  quantify.  
The evaluation reviewed the  re1 evant documents of the  project.  Three evaluation 
memorandums were written by project  r e l a t ed  personnel: Contract team leade r ,  
mission anthropologist  and the  act ing USAID project  manager. Many o ther  .imp1 e- 
mentation mmoranda were used a s  sources of  information. Huch more information 
f o r  t.he evaluation was gathered through interviews and conversations w i t h  v i r t u a l l y  
a1 1 project re la ted  personnel. The GRM has sutmitted G n  evaluation repor t  
(a t tached)  t h a t  suppor t s ' i t s  position n o t  t o  terrninatc the  project.  The GRM would 
n ~ t  concur with much of what i s  presented in t h i s  evaluation a1 though many of the  
probl em points raised a re  the  r e s u l t s  of the ear l  i e r  conversations with project  
r e l a t ed  o f f i c i a l  s  who were the  ear ly  1 eaders in project c r i t ic i sm.  GRt.1 o f f i c i a l s  
will n o t  be asked t o  sign o f f  on t h i s  repor t  because i t  would not be appropriate 
f o r  any o f f i c i a l  t o  do so given the present GRM o f f i c i a l  stance. Thus, the  method- 
ology i s  qual i t a t i v e  in nature -descr ip t ive .  The descr ip t ive  statements will  be 
supported by a var ie ty  of mmoranda and documen.ts mostly produced during the  l a t t e r  
s tages  of the  project.  There seens t o  have been some hesi ta t ion t o  document ear ly  
pro jec t  problems by project personnel. This hes i ta t ion ,  n o t  uncomnon w i t h  o ther  
projects  as  wel l ,  very 1 ikely resul ted i n  t he  prolonged 1 if.e of a project  t h a t  
from t h e  s t a r t  had major design and iimpl ementation problems, i . e . ,  some kind of 
i n e r t i a  t o  take potent ia l ly  unpopular ac t ions .  The par t ic ipants  i n  t he  evaluation 
were 1 imited t o  t t n s e  persons t h a t  were s t i l l  present a t  the time t h e  decision 
was made t o  terminate the project:  USAID, cont rac tors ,  and GRM. Of course, many 
of the  documents reviewtul o r ig ina te  with t h e  p ro jec t ' s  inception, i.. e. ,  t he  
Project  Paper. Where possible, the  time frame of the  evaluation s t a r t s  with t h e  
f i r s t  stages of t h e  project ,  a period of about 3 years,  2 of which was t h e  period 
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of impl mentat ion.  
June 1980 t o  Janua 

The actual evaluation a c t i v i t y  has been 
ry 1981, some months a f t e r  the terminatio 

spread between about  
n of USAID funding. 

15. EXTERNAL FACTORS : 

a .  Changes i n  project  s e t t ing ,  The biggest change in the se t t ing  during the 
1 i f e  of the project  was the return of Ma1 i  to c i v i l  ian ru le  by a  const i -  
tutional government. This has led t o  the  reinforcement of pol i t i c a l  
au thor i ty  a t  t he  c f r c l  e  1  eve1 . Both administrat ive a n d  pdl i t i c a l  f igures  
in the  c i . rc les  f e l t  a  stronger need t o  be involved i n  the process of 
bringing the  rural  w r k s  project t o  t h e  people who they represented o r  
had r e spons ib i l i t y  f o r .  They were not involved in the project  design and, 
except f o r  some af te r - the- fac t  infonnation, these o f f i ces  were 1 e f t  o u t  
of most of the planning fo r  the sub-projects, In some cases,  t h e  p l  i t i c a l  
f igures  have had a major input i n  sub-project select ion which resul ted in 
some s i t e s  being included t h a t  were some of the  most d i f f i c u l t  t o  reach 
and w i t h  which t o  hork in the c i , rc le ,  while some o f  the eas i e r  s i t e s  were 
not developed. Thus, there  has been both t o o  much and too 1 i t t l e  involve- 
ment of the  local o f f i c i a l  s  a n d  pol i t i c a l  f igures  in sub-project select ion.  
This involvement was n o t  well coordinated o r  control1 ed a t  t h e  regional 
!eve1 . I t  would have taken an experienced and, highly perceptive regional 
coordinator and technical advisor t o  deal with these problems a t  t he  
c i r c l e  l eve l .  Such a n  individual was n o t  ava i lab le .  

b.  Val i d i t y  of assumptions a s  s ta ted in t h e  Project Paper Logical Framewrk. 
(1 ) The assumption f o r  the  sector goal , " T h a t  community-generated local 

development i n i t i a t i v e s  can provide a  sign i f  icant  measure of improve- 
ment in t h e  production and level o f  1  iving of rura l  populations.", does 
not r e l a t e  to  "Assumptions f o r  Achieving Goal Targets:" b u t  r e l a t e s  t o  
the val i d i t y  of t h e  means of ve r i f i ca t ions  This inabil  i t y  t o  focus on 
the real  i t y  of the project io  the  PP 1  i kely se t s  the  s tage f o r  what 
followed-- a Project '  Paper t o  some g rea t  extent unrelated to  t h e  rea'i i -  
t i e s  in the  f i e l d .  

( 2 )  The assumptions f o r  achieving project  purposes: 
( a )  "That the  d e s i r a b i l i t y  and  f e a s i b i l i t y  of  promoting and a s s i s t i n g  
local par t icfpat ion in rural development i n i t i a t i v e s  i s  a  G M  pr io r i ty . "  
Recent government statements and documents suggest t h a t  t h i s  assmpt ion  
i s  s t i l l  valid.  

( b )  "That t h e  rural  works a c t i v i t i e s  have been careful l y  selected a n d  
designed so a s  t o  demonstrate practical l y ,  f e a s i b i l  i t y ,  and su f f i c i en t  
economic j u s t i f i c a t i o n  and  d e s i r a b i l i t y  to  t h e  v i l l age r s . "  The verb 
tense "have been" sems  a poor select ion in the context of a  paper t h a t  
expects the  v i l l age r s  to  ident i fy  the  a c t i v i t i e s  b u t  i t  perhaps r e f l e c t s  
One of the  major problems i n  the  impl ementation. The v i l l a g e r s  continued 
t o  request support f o r  a c t i v i t i e s  t h a t  appeared too simp1 e and basic for  
the  project  personnel. The raison d ' e t r e  fo r  project personnel was 
m t i v a t i o n  and t ra in ing  of v m r 6 .  The projects  t h a t  emerged from 
the s t a r t  did not require  such a n  a c t i v i t y  b u t  got d i r e c t l y  a t  the major 
v o b l  ems faced by the  vil lagers--water,  i t s  a v a i l a b i l i t y  a n d  control.  
This assumption appears to have been the  most problematical f o r  the 
project.  

( 3 )  The assumptions f o r  achieving outputs: 
"That su i t ab le  a c t i v i t y  intervent ions can be found which a re  appro- 



~ r i a t e  to comnunity in i t ia t ive  under labor-intensive development 
rural works criteria." 

There were several local socio-pol i t ica l  factors t h a t  were either not 
clearly identified, understood or ignored that re la te  to t h i s  assump- 
tion and that strongly influenced village in i t ia t ive  an2 participa- 
t ion: 
(a)' Confl i c t s  of interest within co~rmunities that s t i f  1 ed cooperation: 
(tenant farmers vs. landowners, farmers vs. herders and ethnic/linguis- 
t i c  groups vs. other groups). 
( b )  Mandatory low prices on sales i n  the cereal market was one of the 
factors that discouraged village populations from innovation, real izing 
that their  impoveristunent was fo r  the benefit of the c i t ies .  

(c)  Rural -urban and out-of country migration reduced the effec:tive 
labor force. They could earn higher salaries, undergo less  hardships, 
and free themselves of many social constraints by moving. 

The Mission anthropdogist has pointed out some related, mistaken assump- 
tions made during the design of the project a.bout rural villagers needing 
outside assistance to become motivated and organizd,  and i n  the process 
identifying subprojects that would improve their  1 ives. There are  count- 
l ess  examples i n  the country and region of projects in which villagers 
have been involved i n  rural works that  corresponded to their  priori t ies ,  i.e., 
bottom-up development. A related imp1 ied set of misttiken assumptions was 
that villagers d i d  not know what government aid was available to meet some 
of these needs, d i d  not have a mechanism for  expressing these needs and 
correspondingly that local off ic ia ls  were unaware of these needs. Acting 
on these assumptions a s  if they were fac t s  resulted i n  local government 
host i l i ty tomrd the project personnel because they f e l t  the project was 
undercutting thei r  authority. This i n  fac t  was the case. 

Another unstated and misguided, i f  not wrong, assumption related to  the 
underemployment of the villagers during the hot season. There i s  1 i t t l e  
doubt  t h a t  i n  the project regions there was less  act ivi ty during this season 
than in some others. This i s  however only partially true in the region of 
residual moisture agriculture in the Goundam region. In  the hot season the 
lake receeds and as recession occurs, crops are planted. This i s  a contin- 
uous process which l a s t s  we1 1 into June when some of the earl ier  planted 
crops are resly for harvest. In any case, the hot season i s  the dry season 
and a time for work early in the day or the time for labor migratSon to some 
of the regional towns where the pay i s  better and the distractions many, 
if d job can be found. Voluntary labor i s  nett i n  the galne plan i f  there 
i s  an alternative, especially during harshness of the hot season. 

In s h o ~ t ,  there were problems with th is  assumption in terms of what was 
llsuitable'l and "appropriate" to  the project and i t s  structure and what 
was needed by the villagers. The villagers'  needs were much simpler and 
direct than the project c r i t e r ia  had assumed, for  a variety of reasons. 

(4 )  "That comnunity and local government manpower resources are  adequate 
to manage and perform the activities.Ig 

As i s  stated elsewhere in th is  paper, comnunity manpower resources are 
1 ikely adequate to  manage and perform most of the ac t iv i t i es  t h a t  were 
defined as needed by the villages b u t  that  they were commonly n o t  mobil ized 



by th i s  project. Local sovernment manpower were also generally adequate 
b u t  were comnonly l e f t  out of the management and performed by Rural Works 
Project personnel who were cormonly 1 ess ski1 1 ed and experienced t h a n  the 
local government peopl e. 

(5) "That support inputs are provided on a timely basis." 
This assumption was probably only part ial ly real ized during most of the 

project's l i f e  because of a combination of the problems of communication 
and transportation, and the highly centralized project administrative 
structure t h a t  allowed only minimum authority to res t  a t  the regional 1 eve1 . 
Almost a l l  project-related decisions came from Bamako. 

16. INPUTS, AND THEIR PROBLEMS 
a. Personnel : there were major pmbl ems with the qual i ty ,  quantity and 

location of personnel throughout the 1 i f e  of the project. 
(1 ) Qua1 i ty  and turnover: the baakground and skill  s needed to f i l l  the 
rol e of regional coordinator are several and crucial. Some of the skill  s 
can be trained (rural development theory and practice and administration), 
while others require some experience and specific personality types (e.g., 
coordinating abil i ty,  pol i t ical  p e ~ e p t a b i l  i ty ,  tact ,  etc.) . The GRM 
personnel assigned to these roles were generally young, untrained i n  the 
methodology, n o t  very experienced i n  anything, and it i s  doubtful that 
they clearly understood the job to be done. In the case of both regions, 
Goundam and Dcuentza , the personnel f if 1 i n g  these positions were changed 
a t  l e a s t  once du r ing  the .l i f e  of the project. This was t o  allow the origi  
inal regional coordinators to go t o  the U.S. for long-ten training. The 
national coordinator was changed three times. The final change occured i n  
the l a s t  3 months of the Project, a f te r  which the position remained vacant. 

Some members of the technical assistance team were not of the qual i ty  
necessary to get the job done. I t  is not easy to  determine i f  some of 
these men were simply incompetent, i f  they did n o t  want t o  do the work 
under the harsh conditions i n  the f ie ld ,  or  i f  they did n o t  understand 
what was to be done. In any case, a t  l eas t  two of the advisors were rq- 
lieved of their  duties for incompetence, including a project engineer. 
There were a t  least  two contract team member resignations plus an attempted 
resignation by the Team Leader. These were sparked by the complete frus- 
t rat ion produced by an administrative system that did n o t  allow t h e m  t o  work 
t o  accomplish their  assigned tasks. T h i s  was reinforctid by negative, de- 
fensive at t i tudes on the ,part of some key GRM personnel. 

There are some indications that the quality of some of the USAID project 
managers over the 1 i f e  of the project could have been better. Again, 
the question i s  oce o f  competence t o  do the job, willingness t o  face the 
conditions necessary to keep i n  touch w i t h  the project and unde~~standing 
of the job to be done. There were a t  leas t  four different individuals 
f i l l i n g  th is  USAID role over the 1 i f e  of the project. 

The high turnover of personnel wss inpart an indication of personnel 
qual i ty ,  There were those who could define the problems and escape the 
frustrat ions of the unworkabl&hrough system'-resignation. In  other 
cases, the incompetent were terminated. '-Some could n o t  or  did not want 



to do the w r k  a t  hand, This personnel turnover was a czuse of project 
failure over the long run---the lack of continuity in administration, 
lack of motivation and the presence of growing doubts about project possi- 
bil i t jes .  All were contributing negative factors. 

(2 )  Quantity: for  the job tc~ be done, projest personnel were spread too 
thinly over too wide of an area, Part of the problem had t o  do with the 
personnel based a t  the national headquarters in Bamako---the main technical 
c,taff: GRM and contractors. The regional headquarters were distant ,  
the pads  bad and a l l  basic communications between the various offices 
poor, Given these conditions, there were too few personnel to do the 
job,  Either the centers of ac t iv i ty  should have been closer to national 
headquarters or  work should have been centered i n  one rather t h a n  in two 
widely separate circles,  The numbers of the project personnel should have 
been increased to a level that would allow the work t o  be carried o u t  in 
a timely manner, A project a i rc ra f t  wc~uld have been able to take care of 
some of t h i s  problem b u t  sufficient personnel would have 7 i kely been the 
more ecmomically feasible solution. Better long-range transport rarely 
can substitute for  continuous face-to-face contact. 

The project as  designed was t o  be an intensive approach with rural develop- 
ment workers working closely with the  villagers in the identification, 
design and the implementztion of the sub-pmjects. This was to ?$ a sys- 
tem not unl  jke t h a t  t r ied  in the 1960's 'tommunity Develo ment Era, with 
varying degrees of success and fai lure,  To do th is  high ! y personal j o b ,  
howeyer, only two rural development workers were assigned to each circle. 
Circles are  commonly the size of some New England s ta tes  in the U.S. 
Each man was given a motorcycle to compensate for the distances involved. 
They were to be sup orted and supervised by a regional coordinator who 
had a Land Rover, n short, t h i s  intensive job was manned by a skeleton 
crew . e 
(3) Use: The GRM d i d  not desire t o  have a technical assistance team 
attached t o  the project, They f e l t  they could carry o u t  the project 
ac t iv i t ies  a s  designed without such assistance. Experience indicates t h a t  
USAID expectations of what a successful project i s  suppose t o  accompl ish 
and GRM expectations were not the s m e  i n  terms of management of funds, 
vehicles, etc. USAID p u t  the contract team under a host country contract, 
which puts the contractors and project resources directly under GRM con- 
trol with USAID management attempting t o  monitor the actions, The con- 
tractors reported directly t o  the GRM and not t o  USAID, In t h i s  case, 
the GRM relegated the contractors to  a passive, inactive role withouc 
any decision-making funct iorr, thereby 1 imiting the effectiveness of the 
team i n  thei r  role of advisors in a situation where seemingly the GRM 
personnel d i d  not clearly understand the purpose of the project. This F 

situation was further conlplicated i n  that the contract team was composed 
of a h i g h  percentage of French nationals i n  th ts  ex-French colony where " 

b t h  groups, French and Ma1 ians, sometimes have diff iculty forgetting 
their respective ex-colonial status. I t  i s  unclear as t o  what level of 
hostil i t y  resulted from this  element in the equation, b u t  i t  was a con- 
tributing factor in establishing basically negative at t i tudes between 
GRM and contractor personnel over the 1 i f e  of the project, 



Comnodities: Because of the poor transportation systems that change 
drastically throughout the seasons---dry season sand to the floods of 
the rainy season---there were some delays in timely impl ementation of 
sub-projects and major expenses incurred due to the high cost of trans- 
port.  Bad management in the choice of season to move heavy comnodities, 
e.g., cement, re-bar, added t o  the project costs. 

Other GRM AgencSes Support: The project was intended to coordinate 
services of other GRM agencies that  were already located in the project 
regions i n  the imp1 mentation of some of the sub-projects. The assump- 
tion was that these GRM agencies had the resources in terms of heavy 
equipnent, skilled technical s taff ,  off ice facil  i t i e s  and equipment and 

' 

operational funds to act  i n  a support capacity for the project. This 
d id  not prove to be the case. In some cases, the Rural Works Project acted 
as  a support organization for the other local agencies because i t  was the 
only one with' the necessary operational funds. In other cases, there was 
n8i:Cher the equipnent nor the necessary ski1 1 ed personnel t o  carry out 
relatively simp1 e sub-project actions. There were other cases where the 
project requirements fo r  personnel and equipment were less of a priority 
for these support organizations than some other jobs, thus rural works 
sub-pro jects were delayed i n  impl ementation. 

Project Structure: One of the aims of the project was to establish de- 
central ized regional offices o f  the project i n  various experimental 
circles throughout the country. This d i d  not occur. A national coordin- 
ating office and two regional offices were establ ished b u t  the main  force 
of the project including staff and project vehicles (8  of the 10 project 
vehicles) remained based i n  Bamako. The idea was to service the distant  
regional offices from the national headquarters in Bamako on a timely 
basis. This in f ac t  resulted i n  poorer 1 evels of supervision, and de- 
creased personnel enthusiasm and training a t  the regional 1 eve1 . 
Funding System: I t  has been suggested that  one of the probl ems with 
timely project impl ernentation was the delay i n  movement of' funds through 
the system, with the  USAID Controlers office receiving the blame. B u t  
the Control lers  off ice  cannot act  without acceptable processed paperwork 
as a basis and th i s  paperwork was slow in coming throughout the project. 
While there was a National Accountant for the project and a contract team 
advisor to th i s  accountant, the established accounting system never pro- 
duced consi stantl y acceptabl e paperwork for  USAID purposes. There were 
many long delays between funds spent and the request for project reimburse- 
ment, Most of the.vouchers submitted were sent back t o  the project 
offices for clarif icat ion,  adjustment for disallowed expenditures and 
distinctions t o  be made between operating expense3 and sub-project costs. 
I t  i s  not clear why the project accounting office could never develop a 
Wisis tent  system acceptable t o  USAID. Here too, as noted previously, 
the diff iculty of the contract team members working with the GRM personnel 
seems an important factor. 

+ 

17, 'OUTPUTS: 
The f i r s t  of the contract team staff  arrived incountry during September 1978, 
approximately one year l a te r  than the-arrival was scheduled i n  the Project 
Paper. Within a two year period, 4 Regional Offices were to  have been es- 
tab1 ished. Only two of these offices were ever establ ished. An estimated 



figure of 12 sub-projects were to have been programed during the f i r s t  
two years, sub,ject t o  slippage due t o  size of projects identified. I n  
a1 1 ,  23 sub-projects were approved for imp1 ementation during th is  period 
and 18 of these were conpl eted during the same period. For a complete 
breakdown of sub-project act ivi ty see Menmrandum from Guimba Keita t o  
Dick Scott, dated 19 September 1980, "Status o f  Mal i Rural Works Sub- 
projects - Project 0204". I t  must be noted, however, that 17  of the 23 
approved sub-projects were approved during April 1980, as part of the 
accelerated work program p u t  into effect a t  the time the decision was made 
to terminate the project, and 15 of these were completed during th is  same 
period. This included three sub-projects that  had been approved during an 
earl i e r  phase. A key p o i n t  to note however, i s  t h a t  until the final accel- 
erated work program, in May 1980, only 3 subprojects had been cornpl eted, 
and a l l  those were i n  the Douentza Rkgia~n. 

As noted, 3 of the contract team arrived in-country during September 1978- 
Team Leader, Engineer and Technical Advisor. See Memrandu~n from Guimba 
Keita to Helen Vaitaitis dated 19 August  1980, "Ma1 i Rural Works Project 
688-0204 Status of GRM, ORT and Peace Corps Personnel From the Beginning 
of the Project Up To This Date" for  the detai ls  of personnel assigned 
to the project. In any case, the f i r s t  sub-projects were suh i t t ed  for 
approval during October 1979 and approved dur ing  November 1979, just  over 
a year a f te r  the arrival of the f i r s t  meriibers of the '  contract teem. No 
GFV1 personnel were assigned to the project u n t i l  two months a f te r  the arrival 
of the f i r s t  contract team members. 

a. In this project the Sahelian communities affected cannot be considered 
t o  have been trained and assisted in planning and designing rural develop- 
ment works. The nature of the organization of the project precluded t h i s  
from being accompl i shed. 

A highly centralized government institution, and an authoritarian-oriented 
National Coordinator, combined with inexperienced and under-trained 
regional coordinators unable t o  take any in i t ia t ive  on their own, served 
to  reinforce the a1 ready central ized administrative system. Scb-projects 
were identified by the regional offices b u t  the final write-up of the sub- 
project proposals was done a t  the national headquarters. In some cases 
this resulted 'in inaccurate descriptions of the local scene. The involved 
process of sub-project review, revision and approval was complex, time 
consuning and again very central i ted, with final approval and review 
resting w i t h  the USAID Mission Director. Systems of communication and 
feed-back to the f ie ld  offices was slow, d i f f i cu l t  a n d  apparently poorly 
organized until the establ ishnent o f  a radio network was made during the 
last few months of the project. The regional offices were n o t  kept in- 
formed of the s ta tus  of the various sub-projects submitted for approval. 
Long delays between f ield work and final approval resulted in frustra- 
tion and finally non-goal oriented offices. Until the final accelerated 
work period (May-Sept. 1980) no sub-projects were compl eted in the 
Goundarn region and only three were completed in the Douentza region--two 
wells and a water channel. This centralized structure l e f t  the local 
pol i t i ca l  and administrative personnel out of direct project involvement. 

b. The training for  the GRM f ield s taf f  included a 2-week training period 
in Bamako just before f ield assignment, a one-week training period for  



the Douentza field team (which was attended by the Regional Coordinator 
from Goundam), and a 2-day training seminar in Bamako for a1 1 f ield 
staff .  This training was accomplished during the f i r s t  year of the 
project. I t  was supplemented by f ie ld  instruction by members of the 
ccntract team. The quality of sane of t h e  contract team members, the 
conflict of relationships t h a t  apparently existed between the team and 
GRM personnel and  the long periods of time when there was no advisor in 
the Goundam region, a l l  combined t o  1 imit the anoun t  of f ie ld  training 
accomplished. There are two past Regional Coordinators presently in 
training i n  the U.S. in Rural Development andrshould return during 
August 1981, af ter  the project has been terminated. 

c; To suggest that Sahel comnunities were provided technical and support 
assistance t o  implement specific rural works would be generally wrong. B 
The one exception would be the channel a t  Gouber Lake which the villagers 
dug with the help of technical support, tools and considerable urging. 
The res t  of the sub-projects, f o r  a1 1 :.practical purposes, were accomp- 

' 1 ishzd for the villagers rather than by the villagers. In a 1 imited 
number of cases, ~1211s were completed with the support of the villagers 

. . .  b u t  they themselves did no t  provide most of the work. In a t  leas t  two 
cases, Farash and Aratan, one of the  maini:problems in the completion 
for the sub-projects, was to  get continual village support in the 
form of laborers. 

d. Most. of the sub-projects completed were wells and are in use. 

18. PURPOSE: 
a. To build motivation and capacity i n  Sahel comnunities for villagers 

t o  participate in a l l  phases of development rural works, including 
identification of practical and feasible initiatives, ac t iv i ty  design, 
imp1 ementation, and management of the rural works faci l  i t ies .  

b. Decentral ization and  improvement of GRM support capacity and systems 
t o  faci l  i t a t e  comnunity-generated rural works. 

Both a. and b. above are  related and t o  some degree rhetorical rather than 
real is t ic .  To assume t h a t  Sahelian rural cornunities require motivation 
t o  participate in development ac t iv i t i es  t h a t  they have identified as 
beneficial t o  improving their  l ives i s  incorrect. To get t h e m  " t o  partici- 
pate in a l l  phases of development rural works" may be another problem. If 
the system of project identification and implement; _ion could have been 
from the bottom u p  as i s  implied in t h e  term "decentralization", the 
villagers would have been more l ikely to have participated more ful ly  in 
the project. The GRM, however, i s  a highly centralized system of government 
with the individuals playing the key roles$are indoctrinated into anauthori- 
tarian stance. There i s  a clear pecking order with the villagers a t  the 
bottom. When asked, the villagers clearly identified wha t  they saw as their  
priori t ies ,  but following the patterns of the past, government involvement 
generally means government - c o n t r o l  1 if no t  government funding, esp- 
ecially when a foreign donor i s  involved.(.e.g., the food program and other 
follow-up act iv i t ies  t o  the drought of the early t o  mid-1970s). A central 
systenl of government combined with a foreign aid program establishes a set 



of expectat ions i n  t he  context o f  t h i s  s o r t  o f  p ro jec t .  To t r a i n  
v i l l a g e r s  o u t  o f  t h i s  set  o f  expectations requ i res  an in tens ive  e f f o r t .  
4s def ined i n  the P ro j ec t  Paper, the  personnel 1 eve1 s, qua1 i t y  o f  personnel 
and the  system o f  p r o j e c t  organizat ion do no t  a l l ow  f o r  the in tens ive  
e f f o r t .  

EOPS: 

a. Comnlunities a i d  genera l l y  i d e n t i f y  r u r a l  works a c t i v i t i e s  when asked 
t o  do so by p ro j ec t  personnel. A f t e r  t h a t  p o i n t  they waited, as had 
been pointed ou t  by t h e  cont rac t  team leader, M r .  Buisson of ORT i n  h i s  
memorandum o f .  14 ~ u l y  1980, "Evaluation o f  Rural Works Project".  I n  some 
cases, t h i s  l a c k - o f  involvement stemled from t h e  uncer ta in ty  o f  the  pro- 
posed resu l ts .  V i l l age rs  hes i ta te  t o  spena resources i n  th ings t h i t  
might  . f a i l .  They a r e  a1 so not  1 i k e l y  t o  inves t  i n  th ings t h a t  the  govern- 
ment i s  going t o  do on i t s  own. Ear l y  i n  t he  p ro jec t ,  there  appeared t o  
be more i n i t i a t i v e  on the  pa r t  o f  t h e  v i l l a g e r s  than i n  the  l a t e r  stages 
as i t  became c lea re r  t h a t  nothing much was coming o u t  o f  a l l  t he  discus- 
sions. (See "Outputsn .) 
b. Comnunities have n o t  y e t  been observed i n  t he  long-term u t i l i z a t i o n  
or maintenance o f  t h e  sub-projects s ince it has on ly  been recen t l y  t h a t  
very many have been completed. The we l l s  w i l l  be u t i l i z e d  wi thout  doubt 
and the  v i l l a g e r s  have t he  a b i l i t y  t o  main ta in  them. Some of the o ther  i 

subpro jec ts ,  e.g., t h e  pump-irrigated vegetable garden i n  Goundam and t he  
var ious channels t h a t  a l low be t te r  in f low o f  f l o o d  waters, can o n l y  be 
judged i n  the  future. The a b i l i t i e s  and o r g a n i ~ a t i o n  t o  u t i l i z e  and main- 
t a i n  a re  present. 

c. The RCD Agents d i d  n o t  l i v e  i n  t h e  v i l l a g e s  i n  which they worked as a 
general r u l e  and the re fo re  were probably i d e n t i f i e d  as ermanent outs iders  
i n  terms o f  v i l l a g e  decision-making. Without the  i n s i g  1 t gained through 
such par t i c ipa t ion ,  t h e  question o f  how e f f e c t i v e  t he  assistance waslimust 
remain unanswered. I n  s i tua t ions  1 i ke t h e  sub-project we1 1 a t  Farash, 
where there  was a constant problem o f  g e t t i n g  v i l l a g e r s  t o  p a r t i c i p a t e  i n  
t he  manual l abo r  aspects o f  wel l  const ruc t ion o r  i n  t h e  f i nanc ing  o f  the  
work, one must question how e f f e c t i v e  the  agents were i n  g e t t i n g  the basic 
ideas of t he  p ro j ec t  methodology over t o '  t he  v i l l a g e r s .  

d. The cen t ra l i zed  nature  o f  the Rural Works Pro jec t  tended t o  preclude the  
involvement of  many o f  t he  other government agencies i n  the area o f  t he  
sub-proj ects. Frequently, these o ther  support agencies were so shor t  i n  
personnel and funds and mater ia ls  t h a t  they were no t  i n  a p o s i t i o n  t o  
support the  a c t i v i t i e s  o f  the  Rural Works Project .  Opgani iat ions 1 i ke Oper- 
a t i o n  Pu i t s  was i t s e l f  cen t ra l i zed in  o rgan iza t ion  t o  the  po in t  t h a t  t he  one 
we l l  contracted t o  be dug i n  the Goundam reg ion  was adm in i s t r a t i ve l y  - 
arranged i n  Bamako and v i r t u a l l y  a l l  o f f i c i a l  communications. ( f o r  example 
on whether t h e  we11 was o f f i c i a l l y  completed o r  no t )  had t o  be channeled 
v i a  Bamako. I n  o the r  s i tua t ions  where support was needed from Operation 
Pu i t s  i n  terms of r e n t i n g  t h e i r  compressors and air-hammer to g e t  through 
rock formations . (other cont rac tor  we1 l -diggers being u t i l  ized) , t h i s  support 
was no t  forthcoming f o r  a va r ie ty  of reasons, inc lud ing vested in te res ts .  



19. GOAL: 
"More ef fec t , ive  dcveloprtient o f  the  Clal i Sahel ; Improved Economic We1 1 -Being 
of t h e  inhab i tan ts  o f  those conmunities." 

a. The development o f  a  decentral i t e d  system o f  grass-roots development was 
t o  be t he  t a c t i c  used t o  g e t  a t  t he  "more e f f e c t i v e  development" aspect 
o f  t h e  stated goal. For a v a r i e t y  o f  reasons docun~ented i n  var ious par ts  
o f  t h i s  report ,  t h e  decentra l  ized system was never rea l  ized. The v i l l a g e  
l e v e l  developlent  o f  sub-projects ( i d e n t i f y ,  design, implement 
and ma in ta in )  was a l s o  no t  rea l ized.  The "project adm in i s t r a t i on  remained a  
sec t i on  o f  t h e  government bureaucracy w i t h  agents pe r iod ica l  l y  v i s i t i n g  
the  v i l l a g e  communities t o  ge t  some ideas. V i l l age rs  were never i n s t r u -  
mental i n  sub-project development and implementation. 

b. As noted, m s t  o f  t h e  sub-projects were water we l l s  f o r  d r i nk i ns  water. 
These d i d  no t  d i r e c t l y  e f f e c t  t h e  economic wel l-being o f  t h e  conmunities. 
Of t h e  water channeling sub-projects, i t  i s  d i f f i c u l t  t o  measure the 
economic effects. There i s  v i r t u a l l y  no base l i n e  s t a t i s t i c s  o f  farm pro- 
duc t ion  i n  the  areas ef fected,  m d  no fo l low-up s t a t i s t i c s .  There were 
no d e t a i l e d  studies. Further, t he  channels o f  Gouter and Te le  have j u s t  
been completed. It i s  no t  a t  a l l  c l e a r  t h a t  t h e  channel cons t ruc t ion  w i l l  
accomplish what was planned. These r e s u l t s  would have t o  be looked a t  by 
t c .c l~n ic ians  a t  the  end o f  t h i s  f l o o d  season. Even i f  the  work succeeded, 
the r e a l  economic e f f e c t s  o f  the s u b p r o j e c t s  a re  not  1  . k e l y  t o  be measur- 
ab1 e. 

Employment 1  eve1 s  were probably 1  i t t l e  e f fec ted  by these sub-projects. A 
1 im i t ed  number o f  we l l  d iggers were hi red.  I n  t o t a l ,  i nc lud ing  laborers,  
the v ? l l  work employed l ess  than f i f t y  men and a  s i zab le  p ropor t ion  o f  these 
wet L working as t h e  community c o n t r i b u t i o n  t o  the  p ro j ec t  and were unpaid.The 
Gouber channel was dug by unpaid labor.  The work on Lake Tele and on t h e  
channel a t  Douentza was most ly  done w i t h  heavy equipment. 

The Women's Garden i n  Goundam i s  as y e t  unused. The cons t ruc t ion  work i n -  
volved perhaps f i v c  men. When the  garderl begins t o  produce, the  income 
generated w i l l  go t o  t h e  Women's Union o f  Goundam. I t  i s  not  c l e a r  what 
e x a c t l y  t he  long-term e f f e c t s  o f  t h i s  garden w i l l  be on t he  l o c a l  popula- 
t i o n .  I t  w i l l  be another source o f  vegetables i n  t h i s  town which w i l l  
1  i k e l y  e f f e c t  the  d i e t  o f  more o f  t h ~  government c i v i l  servants i n  t he  town 
than t h a t  o f  the l oca l  populat ion.  

I n  conclusion, t h i s  p ro j ec t  appears t o  have achieved very l i t t l e  i n  terms o f  
i t s  s ta ted  goal. The l oca l  p r i o r i t i e s  were on g e t t i n g  an adequate d r i n k i n g  
water supply f i r s t ,  r a t he r  than pursuing sub-projects aimed a t  improvement 
o f  economic wel l  -being. Th is  would have meant tampering w i t h  a  very  e f . f i c i e n t  
bu t  b a s i c a l l y  subsistance a g r i c u l t u r a l  base. Given the  personnel, funds ex- 
pended, p r o j e c t  o r i e n t a t i o n  and the  t ime, very  l i t t l e  was accomplished. 

I .  

20. BENEFICIARIES: 

With t he  completion o f  t he  17 sut -pro jec ts ,  13 we l l s  and 4 o the r  ac t ions,  
t he re  a r e  perhaps 30,OOC p ro j ec t  bene f i c i a r i es .  The bene f i c i a r i es  o f  the 
we l l  p ro j ec t s  number about 5500 persons, averaging over 400 per we l l .  The 



sub-project w i th  the l a rges t  number o f  bene f i c ia r ies  i s  the  Tele Dike w i t h  
an estimated 15,000 persons. The d i ke  pro tec ts  the farm land  from yea r l y  
f lood ing o f  most o f  the populat ion o f  t h e  town o f  Goundam as we l l  as t h a t  of  
the  v i l l a g e s  scat tered around Lake Tele. There i s  v i r t u a l l y  no ag r i cu l t u re  
outs ide the l ake  beds and the r i v e r  backwaters i n  t h i s  reg ion o f  1 i t t l e  r a i n -  
fa1 1. These populat ion/benef ic iary est imates are based on t o t a l  populat ion, 
not  j u s t  the  economically act ive.  The people o f  the  v i l l a g e s  i n  t h i s  r d i o n  
are  bas i ca l l y  subsistanee a g r i c u l t u r i s t s .  There i s  no attempt t o  make a break- 
down o f  the v i l l a g e  populat ions i n t o  t h e  var ious soc ia l  s t ra ta .  One o f  the  
wel ls, Aratan i n  the  Goundam region, i s  t h e  domain o f  tent-dwel l ing,  a n i m l -  
herding nomads (mainly o f  Touareg o r i g i n s  w i t h  Ee l la  groups attached). No 
attempt was made t o  c o l l e c t  data on t he  numbers o f  bene f i c ia r ies  t h a t  use t h i s  
wel l .  There were sa i d  t o  be 10 d i f f e r e n t  camp groups using t h i s  we l l  w i t h  
an estimated populat ion o f  perhaps 300 people. 

21 . UNPLANNED EFFECTS: 
The on l y  unplanned e f f e c t  i d e n t i f i e d  r e l a t e s  t o  the  negat ive a t t i t u d e s  generated 
by the p ro j ec t  among t h e  loca l  p o l i t i c a l  and admin is t ra t i ve  personnel i n  t he  
two regions o f  implementation. Th is  f i r s t  resu l ted  from being most ly  l e f t  o u t  
o f  t he  planning and implemerltation o f  t h e  sub-projects, second by t h e  f r u s t r a -  
t i o n  o f  p ro j ec t  i nac t i on  v is-a-v is funding and obvious p r i o r i t y  sub-projects 
a f t e r  having given strong and open p u b l i c  support o f  t h e  p r o j e c t  a t  i t s  open- 
ing, and t h i r d  by r e a l i z i n g  t he  po ten t i a l  f o r  sub-project success j u s t  a t  the  
t i n e  o f  p ro j ec t  termination. 

22. LESSONS LEARNED: 

a. I n  the  context  o f  poor and slow t ranspor ta t ion  f o r  both  peopf e and goods, 
poor comunicat ions systems, few qual i f i e d  loca l  personnel and l i m i t e d  
technical assistance, a p ro j ec t  should no t  attempt t o  cover wfde areas o f  
the country o r  be located a t  widely dispursed points.  Meager resources 
must no t  be spread too t h i n  if the  p r o j e c t  i s  t o  succeed. P ro jec t  resources 
must c o r r e l a t e  w i t h  the  j o b  t o  be accompl i s h ~ d .  

b. Related t o  a. above, i f  the p ro jec t  t a c t i c  o f  implementation i s  an intensive,  
face-to-face, loca l  l y  invo l  ved approach, the  p ro jec t  must be organized and 
manned i n  a way t o  be abl  e t o  c a r r y  o u t  t h i s  approach. 

c. I n  the c9nte.v.t o f  a h i gh l y  cen t ra l i zed  system o f  government w i t h  an author- 
i t a r i a n  o r ien ta t ion ,  i t  must no t  be assumed t h a t  a decent ra l ized p ro j ec t  
admin is t ra t ion can be establ ished o r  w i l l  f unc t ion  wi thout  major and special 
changes and preparat ions being made, e.g., h ig  I l l y  t ra ined  and mot ivated 
personnel being avai lable,  and t h e  admin is t ra t i ve  s t r uc tu re  o f  decentral iza-  
tio-n being c l e a r l y  spel led out. As noted, p ro jec t  personnel must be o f  a 
qual i t y  t o  be ab le  t o  func t ion  under a decentral ized system. 

d. I f  the re  i s  t o  be a technical  assistance team, insure t h a t  i t  i s  placed i n  
an admin is t ra t i ve  se t t i ng  t h a t  w i l l  alJow i t  t o  accomplish t h e  t ask  t h a t  
has been se t  f o r  it, i.e., genera l l y  no t  a host country contract .  The 
reasons include: 

(1)  One o f  t h e  phi losophical po in ts  behind the host country'  cont rac t  i s  
t h a t  t h e  host country w i l l  be i n  complete cont ro l  o f  t h e  p r o j e c t  and w i l l  
l ea rn  by doing and making mistakes. The problem w i t h  t h i s  i s  t h a t  the  
imp1 ementat i o n  i s  done by a government bureaucracy and bureaucracies, la11 



bureaucracy, a r e  no t  noted f o r  t h e i r  a t i l  i t i e s  t o  1 earn from mistakes 
and t o  adjust. Bureaucracies are  run  by a set  o f  r e l a t i v e l y  i n f l e x i b l e  
r u l es  f o r  a c t i o n  t h a t  attempts t o  reduce the  need f o r  i n t e r p r e t a t i o n  
o f  events t o  a minim~tm, and thereby no t  an extremely f l ' e x i b l e  system f o r  
m i  stake co r rec t  ion. 

(2)  The f unc t i on  o f  a technical assistance team i s ,  a t  minimum, t o  advise 
on how t o  do th ings  cor rec t ly ,  i f  n o t  t o  teach by example. I f  t he  host  
country r e j e c t s  t he  need f o r  advice o r  the  advisors i n  p a r t i c u l a r  o r  i f  the 
goal s desired by the host  country and t h e  donor d i f f e r ,  (i.e., a more 
p l  easani way o f  1 i f e  as  opposed t o  p r o j e c t  accompl ishment) t he  technical  
assistance team must be i n  a pos i t i on  o f  a u t h o r i t y  o r  r espons ib i l i t y ,  o r  
i n  a j o i n t  counter-part r e l a t i onsh ip  t o  be ab le  t o  attempt t o  get  the pro? 
j e c t  implemented as designed. As a subordinate i n  a bureaucracy, an 
advisory team i s  i n  a cont rad ic tory  r o l e .  

e. A system should be developed f o r  screaning host country personnel, d i r e c t  
h i r e  personnel and cont rac tors  t o  insu re  t h a t  they a re  qua1 i f i e d  t o  do t h e  
j ob  assigned, t h a t  they do no t  have any ascribed o r  achieved cha rac te r i s t i c s  
t h a t  w i l l  ge t  i n  t he  way of doing t h e  jobi 'This shouf d inc lude proper a t t i t u d e  and 
enthusiasm t o  get  t h e  j o b  done and w i l l  ingnkss t o  @rk and l i v e  under ha r i h  
condi t ions when t h a t  Bs pa r t  07 t h e  job.  ii 

f. It must never be assumed t h a t  l o ca l  subsistance comnuni t i e s  ;Ire d isorgan i ted 
o r  ignorant of t h e i r  development and su rv i va l  needs. 

g. Pro jec ts  must be designed w i t h  a c l e a r  p i c t u r e  o f  what ce,, L d cannot be 
implemented i n  mind. P r ~ j e c t  reSources must f i t  w i t h  $anued methods o f  
imp1 ementation. 

h, To have establ  ished o f f i c e s  and personnel r o l e s  w i t h  technical  adv isory  
assistance i s  not  enough t o  insure t h a t  a p ro j ec t  w i l l  establ  i s h  a system 
o f  accounting t h a t  w i l l  be acceptable t o  USATD. Th is  suggzsts t h a t  t he  
USAID Cont ra l l e rs  o f f i c e  s t a f f  work w i t h  p r o j d c t  s t a f f  i n  the  e a r l y  stages 
o f  p ro jec t  implementation to insure t h a t  an acceptable system i s  establ  ished 
from the s t a r t .  Th is  would a t  l e a s t  reduce mismderstandings o f  what i s  
expected and what i s  being done l a t e r  i n  t he  pro jec t .  


