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13. Summary 

The p r o j e c t  was winding down with t he  depar ture  o f  the  l a s t  p r o j e c t  
advisor  - t he  Economic Analysis  Advisor i n  May 1979. Two p r i o r  
eva lua t ions  were conducted, an ou t s ide  one i n  August 1976 and a Mission 
sponsored one covering the  per iod up t o  May 1978. This  f i n a l  eva lua t ion  
i s  focused pr imar i ly  on the  events  o f  the  p a s t  year.  

The o r i g i n a l  p r o j e c t  goal  was s t a t e d  extremely broadly: "to achieve 
s e l f - su f f i c i ency  and expand expor t s  a s  appropr ia te  i n  food c rops  and 
l i v e s t o c k  subsectors," The p r o j e c t  was never designed t o  have any major 
impact on the  l i v e s t o c k  sec to r ,  The g loba l  goa l  has  been inf luenced 
most heavi ly  by GOT food p r i c i n g  p o l i c i e s  and by weather. The p r o j e c t  
was success fu l  in meeting the  major purpose, p a r t i c u l a r l y  i f  s t a t e d  
broadly, which was t o  s t rengthen  the  GOT marketing i n s t i t u t i o n s .  

The design o f  marketing p r o j e c t s  i n  a country such a s  Tanzania 
(where p r i c i n g  pol icy  i s  a s e n s i t i v e  matter  involving Cabinet l e v e l  
decision-making) r equ i r e s  more f l e x i b i l i t y  than was ind ica ted  in the  
o r i g i n a l  Logical Framework. The p r o j e c t  succeeded t o  t he  ex t en t  t h a t  
t he  Mission and the  Contract  personnel were a b l e  t o  adopt t o  changing 
condi t ions  which ranged from a major food shortage (caused by weather) 
during the  i n i t i a l  phases,  t o  a surp lus  food production s i t u a t i o n  
(due t o  increased producer p r i c e s  s e t  by t he  GOT during yea r s  o f  
favorable  weather) during t h e  f i n a l  phases. 

The optimum use o f  t he  mst important inputs ,  i n  t h i s  case  AID 
suppl ied advisors ,  was hindered by seve ra l  f a c t o r s  inc lud ing  inadequacies 
i n ' t h e  o rgan iza t iona l  s t r u c t u r e  o f  the Nat ional  Mi l l ing  Corporation (NMC). 
Both AID and the  Contractor  (ACDI) encountered problems with de lays  in 
h i r i n g  and p lac ing  personnel,  job desc r ip t i ons  which were beyond poss ib l e  
a t ta inment ,  and lack  o f  con t inu i ty  and expe r t i s e  i n  p r o j e c t  management, 
The f i n a l  advisor  suppl ied had t o  r e l a t e  t o  f i v e  p r o j e c t  managers i n  a 
two yea r  tour .  

14. Evaluat ion Methodology 

The f i n a l  eva lua t ion  was conducted during Apr i l  19 and 20, Major 
emphasis was placed on d iscuss ions  wi th  Charles Alexander, the  Economic 
Analysis Advisor. In i n i t i a l  d i scuss ions  wi th  t he  Mission personnel  
i t  was decided t h a t  t h e  eva lua t ion  would include some-overview of  a r ea s  
which might be considered f o r  f u t u r e  i n t e rven t ions  i n  the  a r e a  o f  
a g r i c u l t u r a l  marketing. Meetings were held a t  Nat ional  Mi l l ing  
Corporation wi th  M r .  G. bhanachi, the  Chief Procurement and Sa les  Manager. 



The General Manager was ou t  of town. A meeting was a l s o  held with 
Mr.  Anil  Gore, Acting Resident Representative of  the  IBRD t o  d iscuss  
the  r epo r t  prepared by t h e i r  assessment team during a recent  v i s i t .  

Documents which were reviewed included a rev is ion  of the  PP, 
p r o j e c t  correspondence, the  two previous evaluat ions,  the IBRD r epor t  
on Tanzania: Grain Storageband Mil l ing Pro jec t ,  and papers and 
memoranda w r i t t e n  by the  Economic Analysis Advisor. 

15. External  Factors  

There were major changes i n  the environment i n  which the  NMC 
was opera t ing  over the  period of  the  pro jec t .  The drought of  1973 
t o  1975 had caused food shortages which were a l l e v i a t e d  by the import 
of food grains .  These consis ted of wheat, maize, sorghum g r i t s  and 
r i ce .  F ina l  shipments of  commodities i n  the p ipe l ine  were continued 
i n t o  1977. With the end of t he  drought and the  GOT dec is ion  t o  r a i s e  
producer p r i ce s  f o r  t he  drought r e s i s t a n t  crops of sorghum, m i l l e t  and 
cassava, farmers had increased production t o  the poin t  where NMC had 
t o  export  these th ree  products a t  a s u b s t a n t i a l  l o s s  f o r  l i ves tock  
feed t o  EEC countires .  

The r o l e  of o f f i c i a l  p r i c ing  has far-reaching e f f e c t s  on production 
decision-making and thus  on the  f i n a n c i a l  pos i t i on  of NMC. Present  high 
producer p r i ce s  f o r  cassava, sorghum and m i l l e t s  have r e su l t ed  i n  
s u b s t a n t i a l  increases  i n  t he  product iv i ty  of these crops f o r  which the re  
i s  r e l a t i v e l y  l i t t l e  domestic commercial demand. NMC i s  bound by law t o  
purchase a l l  food crops of fe red ,  and t o  observe p a n - t e r r i t o r i a l  p r i c ing  
pol ic ies .  The p r i ce s  of processed food crops such a s  wheat f l o u r  and 
sembe (maize meal) t o  t h e  consumer a r e  a l s o  f ixed a t  a low leve l .  The 
r e s u l t  i s  t h a t  the  present  ove rd ra f t  of the  NMC i s  about 1.73 b i l l i o n  
~ / ~ h i l l i n g s ,  down s l i g h t l y  from i t s  peak of 1.8 b i l l i o n  ~ / S h i l l i n g s .  

GOT p r i o r i t i e s  and p o l i t i c a l  f a c t o r s  give i t  l imi ted  f l e x i b i l i t y  
i n  pr icing.  Lowering producer p r i ce s  may be impossible. The urban 
consumer has been su f f e r ing  from the  e f f e c t  of  i n f l a t i o n  and r e l a t i v e l y  
f ixed  wages with dec l in ing  purchasing power. Raising urban food p r i ce s  
seems d i f f i c u l t  i f  not  impossible. 

NMC i s  an organizat ion which i s  faced with s u b s t a n t i a l  problems. 
Recruitment of  sen ior  and middle management personnel i s  d i f f i c u l t .  
Their  mi l l ing  capac i ty  i s  o f  var ied e f f i c i ency  and o f t e n  located a t  
s i t e s  which may be inappropriate .  The na t iona l  road network i s  poor 
and improvements have been slow. The shortage of foreign exchange has 
meant l imi ted  purchases of new t rucks  and spare  p a r t s  a s  we l l  a s  c a r s  
f o r  supervisory personnel. F ina l ly  NMC ' s e x i s t i n g  s torage  f a c i l i t i e s  
have been inadequate t o  hold the  s tocks  purchased during the  period of 
good weather. 



The o r i g i n a l  assumptions f o r  t h i s  p r o j e c t  never envisaged the  
problems of  over-production. No cons idera t ion  was given t o  the  
a l t e r n a t i v e s  now being chosen by NMC such a s  s a l e s  a t  a l o s s  t o  
Europe which generate  fore ign  exchange and avoids a t o t a l  l o s s  on 
purchases,  Maize was r ecen t ly  s e n t  a s  a r e l i e f  food t o  Mozambique 
(40,000T) wi th  a promise t h a t  i t  would be repaid a t  a l a t e r  da te .  ' 

Obviously subsidized l i ve s tock  feed f o r  in-country use  i s  another  
a l t e r n a t i v e .  

Adequate f i n a n c i a l  resources  t o  support the  a c t i v i t i e s  of  the  
NMC under presen t  p o l i c i e s  a r e  c l e a r l y  impossible. Even major 
a s s i s t ance  from the  IBRD would be made cont ingent  on c e r t a i n  po l i cy  
changes. Externa l  donors a r e  cont inuing support ,  bu t  the  l e v e l  becomes 
c ruc i a l .  

16. Inputs  

The p r i n c i p a l  input  during the  f i n a l  phase o f  t he  p r o j e c t  was t he  
a s s i s t a n c e  of  t h e  Economic Analysis  Advisor. The problems assoc ia ted  
with h i s  l e s s  than optimum performance include:  

a )  Late recrui tment  by Contractor ,  and thus h i s  a r r i v a l  so 
t h a t  t h e r e  was l e s s  than one month's overlap wi th  h i s  
predecessor.  

b) U n r e a l i s t i c  and a l l  i nc lu s ive  job desc r ip t i on  which 
could no t  be met. 

c )  Since t h e r e  was no p r i o r  Planning Unit a t  NMC and top 
management had a l im i t ed  knowledge o f  how t o  e s t a b l i s h  
one and def ine  i t s  func t ions ,  recrui tment  of  a more 
senior and experienced person would have probably speeded 
i t s  acceptance. 

d) Lack of  personal  support from t h e  Mission with high 
turnover  o f  p r o j e c t  managers. 

The s h o r t  term t r a i n i n g  envisaged under t he  p r o j e c t  was underway, 
bu t  depar ture  o f  some r ecen t  p a r t i c i p a n t s  appeared t o  be delayed. The 
exac t  cause was no t  i d e n t i f i e d  bu t  i t  appeared t o  be slow processing 
by the  Mission o f  the  necessary paper-work. 



17. Some of  the outputs  spec i f ied  i n  the p r i o r  evaluat ion were out. o f  
the  sphere of  inf luence o f  the recent  inputs  and thus w i l l  not  be 
reviewed. 

The accomplishments occurring r ecen t ly  include: 

( a )  The Planning Unit was es tab ls ihed ,  funded, housed, and 
a t  l e a s t  p a r t i a l l y  s ta f fed .  

(b) Present manpower and t h e i r  s t a t u s :  

Name & T i t l e  Tra in ing  

Mr .  -ti, Planning Unit Manager Post graduate (agr.) 

Miss Mwino, Planning Off icer  Graduate (Bus. Admin.) 

Mr.  Assenga, Planning Off icer  Graduate (Admin. ) 

Mr.  Kaunde, Planning Off icer  Graduate ( 1 )  

Mr.  Kitongo, Planning Off icer  Graduate (Econ.) 

Unfortunately a t  the  mment a l l  the  above a r e  away. 
Mr .  Kimati and M r .  Assenga a r e  on shor t  term t r a i n i n g  in 
the  U.S. Miss m i n o  i s  receiving shor t  term t r a i n i n g  i n  
marketing i n  Aust ra l ia ,  Mr.  Kaunde has l e g a l  d i f f i c u l t i e s  
and i s  on h a l f  s a l a ry  u n t i l  h i s  case i s  s e t t l e d .  F ina l ly ,  
M r .  Kitongo i s  a Ugandan who has r ecen t ly  returned home. 

( c )  A number of  s tud ie s  and papers have been prepared dea l ing  
with ongoing a c t i v i t i e s  o r  proposed changes (see Attachment 
A) . 

18. Purpose 

The purpose a s  s t a t e d  i n  the  Revised Logical Framework dated 6/5/78 
was : 

To e s t a b l i s h  a g r i c u l t u r a l  marketing i n s t i t u t i o n s  capable of :  

1. Purchasing and handling of  bas ic  food s t u f f s  produced by 
Tanzanian farmers which e n t e r  commercial market, o r  i n  
emergencies receive and handle imported foodstuffs .  

2. Processing these  foods a s  required,  and, 

3. Storing, t ranspor t ing  and d i s t r i b u t i n g  these  s t a p l e  foods, 
raw o r  processed t o  wholesale o u t l e t s  a s  needed. 

While the revised purpose s t a t ed  above was c l e a r l y  an improvement over the  

o r i g i n a l  one, i t  s t i l l  leaves a l o t  t o  be desired.  Since the  National 



Mil l ing  Corporation i s  t h e  p a r a s t a t a l  e s t ab l i shed  by the  GOT which i s  
l e g a l l y  charged wi th  t he  r e s p o n s i b i l i t y  f o r  t h e  purchase of surp lus  
food crops,  t he  p r o j e c t  purpose should have s t a t e d  t h a t  i t  would 
a s s i s t  i n  developing the  capac i ty  o f  t he  NMC t o  ca r ry  ou t  i t s  func t ions  
in an e f f e c t i v e  manner. The new purpose s ta tement  a l s o  ignores  t h e  
p r i c e  and c o s t  aspec ts  o f  car ry ing  out  these  funct ions.  It would be 
pos s ib l e  t o  perform them, but  a t  a c o s t  which was exorb i tan t .  F ina l ly  
no mention was made o f  the more recent  r o l e  of  t he  NMC a s  an exporter .  

The c o n d i t i o r ~ s  t h a t  w i l l  i n d i c a t e  t h a t  t h e  purpose has been 
achieved, o r  those r e f l e c t i n g  an end o f  p r o j e c t  s t a t u s  were rev ised  a t  
t he  same time. The in t roduc tory  statement includes o i l s eeds  a s  a 
t a r g e t  crop, but  a s  y e t  the  NMC has not  begun the  marketing of  o i l  
seeds. The rev ised  End of  P ro j ec t  S t a tu s  (EOPS) and the  progress  i s  
summarized below. 

Ind i ca to r s  (EOPS) Progress  

By 1979: 
For s t a p l e  foods, i.e. g r a in s ,  legumes, 
o i l s eeds  and o t h e r  b a s i c  foods: 

1. Procurement f a c i l i t i e s ,  a s  needed, 1. Procurement f a c i l i t i e s  
in a l l  major food producing a reas ,  f o r  ba s i c  foods 
capable o f  buying a l l  b a s i c  food genera l ly  adequate 
s t u f f s  o f fe red  by producers,  

2. Storage f a c i l i t i e s  a t  s t r a t e g i c  2. Storage f a c i l i t i e s  
l oca t ions  w i l l  handle normal and c u r r e n t l y  inadequate. 
reserve  s tocks  by 1979, Locations and amount 

of  increase  ques t ionable  
without  f u r t h e r  study . 

3. F a c i l i t i e s  f o r  processing b a s i c  3. F a c i l i t i e s  genera l ly  
foods capable of supplying domestic adequate b u t  f requent ly  
demands, poorly s i t e d  o r  ant iquated.  

4. Transpor ta t ion  f a c i l i t i e s  f o r  4. Transpor ta t ion  s t i l l  
c o l l e c t i o n  and d i s t r i b u t i o n  o f  major problem due t o  
s t a p l e  foods, (a) l a c k  of fore ign  r e se rve  

purchase t rucks  and/or 
p a r t s  (b) poor t r anspo r t  
network (c) poor c o n t r o l  
over  e x i s t i n g  t r anspo r t  
resources.  



Ind i ca to r s  (EOPS) Progress 

5 .  Accurate and timely information on 5 .  Major accomplishments in 
crop es t imates ,  p r i ce s ,  c o s t s  of  a r e a  of  improved f i n a n c i a l  
opera t ions ,  f inances ava i l ab l e  and and accounting sys  terns. 
required,  s tock  l e v e l s  and condi t ion  L i t t l e  improvement i n  
of  s tocks  ava i l ab l e ,  a s  a ba s i c  f o r  information on systems on 
making management decis ions.  s tocks ,  crop est imates .  

It should be noted t h a t  t h e  presence o f  t h e  Economic Analysis  
Advisor r e l a t e d  only marginally t o  t he  at ta inment  o f  t he  f i r s t  four  
EOPS. The major improvements made i n  t he  f i n a l  a r ea  were due t o  t he  
work of a previous advisor.  Accounting funct ions had been decent ra l ized  
t o  t he  Branches and during the  p a s t  year  t h e r e  had been s i g n i f i c a n t  
improvements i n  the  performance of  t he  Branches on t h e i r  use of  s tandard 
accounting procedures. 

It was unfortunate  t h a t  more could n o t  have been done t o  improve 
information on crop es t imates ,  p r i ce s ,  s tocks ,  e t c .  The impression 
was t h a t  t h e  necessary information f o r  b e t t e r  management c o n t r o l  was 
lacking. It was no t  co l l ec t ed ,  i t  was n o t  r e l i a b l e  when a v a i l a b l e  
and i t  d id  n o t  always reach the  appropr ia te  management personnel  when 
gathered. Many o f  t he  papers prepared by the Economic Analysis  Advisor 
were u s e f u l  i n  responding t o  t h e  needs o f  top management f o r  a p a r t i c u l a r  
s i t u a t i o n  r epo r t ,  bu t  they d id  no t  r egu la r i ze  the d a t a  c o l l e c t i o n  and 
ana lys i s  funct ion f o r  everyday management decision-making. 

19. G o a l / ~ u b  Goal 

The revised goa l  a s  s t a t e d  i n  1978 was t o  achieve s e l f - s u f f i c i e n c y  
and expand export  a s  appropr ia te  i n  food crops and l i ve s tock  subsectors .  
A good dea l  of  d i scuss ion  on this po in t  was included under Sect ion 15, 
Externa l  Factors .  As explained e a r l i e r ,  dur ing a per iod of good weather 
condi t ions  and subsidized p r i ce s ,  a food crop surp lus  pos i t i on  ex is ted .  
A reading o f  t he  p r i o r  eva lua t ion  suggests  t h a t s t h e  p r o j e c t  had l i t t l e  
t o  do wi th  t he  at ta inment  o f  the  goal. It was a poor s ta tement  of a goal  
t o  be achieved by a marketing p r o j e c t  t o  begin with,  p a r t i c u l a r l y  under 
t h e  condi t ions  which the  NMC operates .  

20. Bene f i c i a r i e s  

During the  f i n a l  yea r  o f  the  p r o j e c t  t he  d i r e c t  b e n e f i c i a r i e s  were 
t he  Tanzanians who went f o r  f u r t h e r  t r a in ing .  The sen io r  management o f  
t he  NMC d id  de r ive  b e n e f i t s  from the  presence o f  the  Economic Advisor, 
and doubt less  b e t t e r  dec is ions  were reached because of t he  a s s i s t a n c e  
he provided. Some po r t i on  o f  t h i s  time was spent  on t h e  ope ra t i ona l  
management of  t he  Baby Food Production p r o j e c t  of  t he  NMC. To t h e  ex t en t  
t h a t  he was ab l e  t o  g e t  t h i s  s ec t i on  funct ioning,  a l l  mothers' u t i l i z i n g  
t h e  f o r t i f i e d  food w&re ab l e  t o  improve t h e i r  i n f a n t s '  n u t r i t i o n .  

I n d i r e c t  b e n e f i t s  down t o  t h e  farm l e v e l  were probably minimal 
during the  f i n a l  year  of  t he  pro jec t .  



21, Unplanned Effec ts  

The p ro jec t  goal  was achieved f o r  reasons which had nothing 
t o  do with the  p ro jec t  a s  designed but  e n t i r e l y  due to  unplanned 
e f f e c t s  - the  weather and p o l i t i c a l  considerat ion inf luencing 
Government pol icy  on food. 

22. Lessons Learned 

More appropriate  design fo r  the  Planning Unit where the  Economic 
Advisor worked should have focussed on these  major tasks:  

(a) Se t t ing  up a r e l i a b l e  da t a  base on ex i s t ing  s torage,  
manpower, t ranspor t ,  procurement l eve l s ,  e tc .  

(b) U t i l i z a t i o n  of  the d a t a  base t o  produce information 
on c o s t s  of s torage,  t ranspor t ,  e t c .  which could be 
fed i n t o  management decision-making. 

(c)  Advising the NMC management on sa l e s ,  procurement, 
manpower, e tc .  on bas i s  of the  data.  

/ 

(d) Ass is t ing  in the  establishment and monitoring of  
performance t a r g e t s  f o r  t he  organization. 

The Economic Analysis Advisor who was h i red  was not  a s u f f i c i e n t l y  ' 

senior  person t o  e s t a b l i s h  the  necessary r e l a t ionsh ip  with the  General 
Manager t o  c r e a t e  a new div is ion .  



ATTA- A Papers Wri t ten by Economic Analysis Advisor 

1. A Case f o r  Increasing the P r i ce  of  Rice 
2. A Case f o r  Increasing the  P r i ce  of Wheat Flour  
3. A Case f o r  Increasing the  P r i ce  of Sembe (maize meal) 
4. Analysis of Rice Sa les  
5. Analysis of Wheat Flour  Sa les  
6. Analysis of Sembe Sales  
7. The Role of Planning a t  the National  Mil l ing Corporation 
8. The Proper Timing of Imports and Exports 
9. Organization of  the  Planning Unit NMC 

10. NMC Planning Unit Organization Chart and Job Descript ions . 
Miscellaneous Memoranda Submitted by the  Economic Analysis Advisor 

Date To T i t l e  
3/9/77 GM NMC Sponsorship of Graduate Level Research a t  t he  

Universi ty  of Dar e s  Salaam, Dept. of Rural Economy 

Not Dated ? 7 Steps i n  Corporate Planning 

NotDated ? Proposed NMC Godowns a t  Kigoma and Kibondo 

19/1/78 GM Memo on Poss ib le  PL 480 T i t l e  I11 f inancing f o r  
Godown cons t ruc t ion  

17/5/78 GM Nyanza Fishing and Processing company's Proposed 
Feedmill 

3/4/78 ? Memo of Meeting on Baby Food Production 

10/5/78 ? Mem of Meeting on Baby Food Production 

Not Dated 

Undated 

Undated 

24/10/7a 

Undated 

26/12/78 

Undated 

7/2/79 

? Comments on Wheat Sector  Study (Canadian) 

? Baby Food Production ( includes sec t ions  on machinery 
and equipment, maize and soyabean requirements, sources 
and p r i c e s  f o r  vitamin and mineral premises, packing 
mater ia l s ,  p l an t  personnel, c o s t  es t imates) .  

? Review of  Traveler  Operations,  Costing of Fishing, 
Processing Operations in Lake Tanzania 

GM Planning f o r  Data Col lec t ion  of Branch P r o f i l e  Information 

? The Case f o r  Exporting Food Grains 

Chiefs Planning f o r  Movement of NMC Operations t o  - 
& Heads Dodoma (new c a p i t a l )  
o f  s ec t ions  

? A Proposal f o r  Arusha Region Grain Storage Program 

? Brief on the  Trucking Industry Rehab i l i t a t i on  and 
Improvement P ro j ec t  



ATTACHMENT A 

Date To T i t l e  

13/2/79 GM M e m o  o f  Meeting a t  NTC Concerning Five Regional 
Transport  Corporations 


