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These lessons learned are v e q  important* We hope t h a t  V&C 
I1 will have an  oppo&unity to work in programs i n  o t h e r  A f r i c a n  
countries at a very early stage in project  development so that such 
mistakes can be avoided and that such future malaria projects can 
meet their object ives ,  

WBG unders tands  that the  mission has accepted the report when 
the team was debriefed in D i l r  les Salaam by t h e  Director. VBC does 
not plan to distribute f u r t h e r  copies unless instructed by the 
m i s s i s n  and Dr. Barbiero. 

Attachment 

cc:: Dr. Barbiero, R ~ ~ S O / N a i r r = r b i  
VBG Sta f f  
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A. Overview 

The ZMCP began September 30, 1981 as a loan to the government 
of Zanzibar, w i t h  a PACD of September 30, 1986 and a funding 
level o f  $11.8 million. In addition, the GOZ was to contribute 
the equivalent of $4.3 million ( 3 7 %  of t o t a l ) ,  in the form of 
salaries, office space, drugs, some pesticide, and fuel. 
 ofl lowing a review i n  November 1983, it was decided in June 
1985 to amend.the project, reduce the funding level to $7.4 
million, and extend the PACD to September 31, 1987. Although 
the GOZ contribution was freduced to t h e  local equivalent of 
$3.4 million it increased as a pekcentage o f  the total project 
funding level (i.e.from the 37% to 46%). Subsequently, the 
PACD was extended three times. The project ended September 3 0 ,  
1989. 

A.I.D. invested about $6.2 million in the project. The project 
supported an extensive operational malaria control program 
which i n c l u d e d  t h e  p u r c h a s e  of insecticide supplies (DDT and 
malathion), v e h i c l e s  and spare parts, s p r a y  pumps and parts, 
office and l a b  equipment, a PSC long-term advisor (1983 -1987), 
technical assistance, overseas training, and anti-malarial 
drugs .  Wi th  the termination of the project, approximately $1.0 
million remailled undisbursed. These  f u n d s  will have to be 
deobligated by t h e  mission. 

f 

8. P r o j e c t  Design 

The p u r p o s e  of the initial project d e s i g n  (9181) and subsequent 
PP Amendment ( G / O 5 )  %]as: I1to reduce the prevalence a f  malaria 
an z a n z i b a r  t u  n l e v e l  at w h i c h  it n o  longer constitutes a 
major public h e a l t h  problem.,.in such a way that t h e  GQZ will 
be ab le  to maintain e f f e c t i v e  control with i t s  own resourcesH. 
A s  s t a t e d  in t h e  Internal Review (9/88) (and other consultant 
reports), this purpose may have been too robust given the 
timeframe of the pro jec t  and the difficulty i n  inplementing and 
sustaining the project's priority interventions ( i .e .  
domiciliary spraying, source  reduction, larviciding, and ULV 
spraying). Furthermore, with the increase o f  chloroquine 
resistance prophylaxis and efficacious treatment became less 
feas ib le .  Indeed ,  chloroquine prophylaxis and source reduction 
through engineering were deleted as project outputs (PP 
Amendment 6 / 8 5 ) .  Although the PP prologue stressed the 
"committee consensus approachu to project design, it is 
reasonable to state that too much was expected t oo  fast. The 
Amended EOPS objectives ( 6 / 8 5 )  reinforce the optimistic naivete 
of A . I . D . ,  and the GOZ. Granted, island biogeographical 
characteristics lend themselves to a rapid impact on malaria 
pa ra s i t e s  and their vectors. However, sound organizational, 
logistic, technical and administrative foundations are required 
vier to effective implementation. In this respect, A.X,D. and 



t h e  GOZ erred regarding the ease of malaria control on Zanzibar. 

C. Past ~alustions/Reeomendations 

External evaluations were conducted in June 1983 and June 
1986. The 1983 evaluation lead to a revised Project Amendment 
and project description. An internal review was conducted in 
August 1988 to assist the mission define the f u t u r e .  course of 
the project. .During the project period, numerous consultants 
appraised project activities and submitted reports inclusive of 
recommendations. Generally speaking, technical recommendations 
recctived more attention Eram t h e ' Z M C P  than administrative 
recanmendations. However, l s g i s t i ~ a l  constraints often made 
follow through difficult. Fuel, labor and commodity shortages 
caused delays or discontinuation o f  activities. In addition, 
conflicting and p o o r l y  s t a t e d  recommendations may have caused 
confusion, especially l a t e  i n  the project, because the mission 
did not have the technical expertise to assist the ZMCP in the 
evaluation/implementation of recommendatians. Greaees mission 
assistance on the technical appraisal of recommendations and 
requi red  planning therein would have been extremely usefu l .  

D. Consultant Technical Assistance 

The o r i g i n a l  d e s i g n  suggested two l o n g - t e r m  pioject 
consultants, a s e n i o r  malariologist (COP)  and a vector control  
specialist ( P P  Annex C). Regrettably, only the former was 
recruited and he s e r v e d  more a s  an administrat ive/procaxrement  
specialist t h a n  as technical a d v i s o r .  Project implementation 
suffered as a result. Numerous consultants assisted the ZMCP 
d u r i n g  the LOP. For example, short-term specialists were used 
for: procurement/warehouse management; entomology; vector 
control; residual s p r a y i n g ;  larviciding; operational planning;  
environmental management; and ,  options for use o f  alternative 
insecticides. It is estimated that over 28 person-months of TA 
were suppor ted  by the project. In addition, WHO and 
Universities (LSHTM, LSTM) supported TA in specific areas such 
as epidemiology and source reduction. Given the breadth of the 
T A  r e q u i r e d  and the numbers of consultants involved, it was 
difficult f o r  t h e  m i s s i o n  and ZMCP to coordinate  and prioritize 
recommended actions. This may have resulted in confusion by 
project management. Apparently, reports were not fully 
analyzed and sometimes contained conflicting recommendations. 
This r e s u l t e d  in sluggish implementation or no action at all* 
However, although problems with LT-TA and ST-TA d i d  e x i s t ,  both 
the mission and the ZMCP made a n  e a r n e s t  effort to obtain 
quality advice on key issues throughout the LQPe 



E.  Assessment of Project  Success 

It is d i f f i c u l t  to conclude that the ZMCP was a success for 
A.I.D. or the GOZ. Malaria rena ins  the number one public 
h e a l t h  problem in Zanzibar. The epidemiological and 
entomological capacities of the ZMCP have progressed, but 
clearly more could have been realized given the time and money 
expended in the project. Assessment of success in relation to 
PP EOPS is cdmplicated because the anticipated  objectives 
may have been unrealistip from t h e  beginning. It can be stated 
w i t h  confidence that malaria control in Zanzibar was a much 
more difficult problem than okiginally perceived. Some 
important accomplishments were achieved, particularly in 
training, but how much could/should have been done is less 
clear. The autputlinvestment ratio is considered small - 
indicating a costly effort for the achievements rea l i zed ,  A 
philosophical question exists at the heart of this issue: @@if 
the project did not occur, what  would have been Une 
difference?". Perhaps  the dimension aE success or f a i l u r e  of 
t h e  project will be better understood in the next two years. 

P. Approaches ts Malaria Contro l  

F . 1  Chemical Contra1 1 

Major emphasis was placed on residual house spraying in rural 
and per i -u rban  areas of Unguja using DDT and r u r a l  and urban 
areas of Pemba u s i n g  Malathion (1984-1985) and DDT 
(2986-3988). Although resistance to DDT was substantiated 
before the project began, and apparently increased during t h e  
LOP, a decision was made to continue i t s  use, Sn the l a t t e r  
years o f  the project (1988-1989) consultant TA strongly 
recommended discontinuation of DDT spraying, but t h i s  occurred 
too l a t e  i n  the project for e f f e c t i v e  follow-up. Regardless of 
the insecticide used, the efficacy of residual spraying was 
compromised because of irregular supplies of insecticides, 
person-power s h o r t a g e s  that qxtended the spraying cycle time, 
fuel shortages, l ack  of geographical rec~nnaissance (GR), poor 
supervision and reduced  public compliance with indcor sprays. 
In urban a r e a s ,  disc spraying was attempted, but received less 
emphasis due to its high cost and logistic difficulties. Both 
malathion and pyre thrum was used for ULV spraying. Larviciding 
is also logistically costly and thus was difficult to implement 
on an adequate sca le  in u r b a n  and pe r i -u rban  areas. 
Furthermore, mosquito control in Zanzibar town was the 
responsibility of the Municipal Council and therefore not under 
t h e  direct management of the ZMGP. Larv ic ides  of choice 
included Temephos (Abate), Triton-X-207 and oil,' 



F.2 Environmental Management 

Source reduction of mosquito breeding h a b i t a t  in Zanzibar Town 
was envisioned to use engineering/biological control baaed upon 
geographical reconnaissance. Entomological field data was to 
be a major goal in the initial years of the ZMCP. Once 
accomplished i n  Zanzibar Town, t h i s  was to have been expanded 
to o t h e r  t a rge t  a reas  i n  Zanzibar, 

G. IIealth Educa t ion  and Community Involvement 

H e a l t h  education and  community involvement were ta have been 
major objectives of the ZMCP. Elements incluaed: 

* Training of Health Workers in Malaria Education; 
*  raining of School Teachers in ~ a l a r i a  Education; 
* Redevelopment of the Health Education Unit of the MOH; 
* ~nlisting S u p p o r t  of National Televisicn/Radio 

S t a t i o n s .  

~t was determined t h a t  this campaign would be or iented  towards 
the general  public and would b u i l d  a b a s i s  for community 
support and involvement of the ZMCP. 

H, R,I,D, Management 8 

A.I.D. management of t h e  ZMCP has been le'ss than optimal. In 
the early and middle" stages of the project procurement was 
slow, the performance of t h e  long-term advisor was not 
rigorously monitored, action on consultant advice was sluggish 
and incomplete, and project implementation benchmarks (6185) 
were not a d e q u a t e l y  monitored. In 1987 new mission management 
looked more c l o s e l y  at the ZMCP and  endeavored to @"salvage$@ the 
project. Although diligence was exemplified by the mast recent 
project manager, a strong s e n s e  of mutual confidence between 
t h e  miss ion  and ZMCP was not cultivated. Perhaps this was due 
i n  part to the f a c t  that t h e  mission's project manager was not 
technically a health professional, yet was tasked w i t h  making 
technical decisions regarding project operations and 
procurement. The friction which ensued compromised project 
implementation during the last two project extension periods. 
Undoubtedly t h e  mission's p e r c e p t i c n s  of pro jec t  progkess were 
justified (and have been supported by recent c o n s u l t a n t  
reports). However, it is regretable that the interpersonal 
skills of the project manager and the consequent warking 
relationships hetween the mission and ZNCP w e r g  no& stronger 
during t h e  l a t t e r  y e a r s  of A.I.D. support. 



A *  Rationale for ' Isemination 

On November 10, 1988 USAID/T informed the Zanzibar Ministry of 
Health that t h e  ZMCP would be extended until September 30, 
1989, but t h a t  USAIDIT did n o t  propose additional grant funding 
for a f u r t h e r  project. A number o f  reasons were c i ted  which 
included: 1) m i s s i o n  and A I D / W  reluctance to support 
stand-alone malar ia  control programs in Africa; 2) 
insignificance of further capital investment for malaria 
control in Zanzibar (based on substantial USA$D/T investment in 
vehicles, spares, etc.); 3)*missian view t h a t  the averall 
impact of USAIDts investment d i d  n o t  justify continued 
assistance; 4) mission view that accountability and inventory 
control had n o t  been satisfactory; 5 )  mission disappointment in 
project management and supervision; 6) USAID/Tfs shift in its 
focus from h e a l t h  and agriculture to transport and family 
planning. The mission made their p o s i t i o n  c l ea r  to the GOZ and 
provided ample opportunity for d i s c u s s i o n  (and rectification) 
of p r o j e c t  shortcomings throughout the f i n a l  extension period. 
I n  fairness to bo th  parties, project-supported TA made numerous 
recommendations which i f  implemented expediently, may have 
improved project performance. Regrettably, these 
recommendations were o f t e n  d i f f i c u l t  ta implement and were also 
postboned ( o r  obviated) due t b  procurement delays. Perhaps t h e  
most cogent r a t i o n a l e  for project termingtion lies in points 1, 
3 and 6 presented by the m i s s i o n  to the MOH/Z. USAID/T cannot 
be criticized for its decision. The situation was analyzed, 
different p a i n t s  of view were expressed and an internal 
c o n s e n s u s  r e a c h e d .  From the miss ion"  viewpoint t h e  correct 
d e c i s i o n  was made, and  it i s  one w h i c h  is readily defendable. 
S a d l y ,  much r ema ins  t o  be done  o n  Z a n z i b a r  t o  cope with its 
number one h e a l t h  problem. Hopefully, others will provide more 
e f f ec t i ve  a s s i s t a n c e  i n  t h e  f u t u r e .  

B. End of Project Status  (EOPS) 

As noted above, the purpose of the project was to eliminate the 
public health importance of malaria. Nine EOPS objectives were 
contained i n  the projec t  - none w e r e  f u l l y  realized nar was the 
project purpose achieved. The f i n a l  status of the project was 
less than satisfactory in p a r t  because of project extensions 
w i t h o u t  provision o f  insecticides. A summary o f  EOP status 
i n c l u s i v e  of comment i s  p r e s e n t e d  in Table I. 

Since t h e  termination of A.1-D. s u p p o r t ,  emphasis on vector 
control has been significantly curtailed. Present emphasis has 
shifted to monitoring the epidemiology af malaria, aimed at more 



effective treatment. Present directions focus on reducing 
malaria-related mortality v i a  a n  improved surveillance and drug 
distribution system. The ZMCP devoted considqrable resources 
to establishing a system of-malaria agents based i n  rural 
health units. Hopefully, the revised approach will be able to 
utilize this cadre of trained personnel to identify, treat and 
effectively refer malaria patients thus reducing mortality and 
possibly morbidity. The W I C E F  ZNSP a lso  proposes 
strengthening rapid diagnostic capabilities of the MOH HSD by 
utilizing ZMCP-trained personnel assigned to health centers. 
Other ZMCP-trained s t a f f  a r e  being utilized for distribution 
and evaluation o f  a widescale, UNICEF-supparred hdlnet 
project. Gcagrnphical rccannaissanco is ongoing w i t h  most of 
the mapping completed. Additional effort in house numbering is 
required. GR can  be utilized i n  malaria and general 
epidemiological surveillanee at the health center level and 
provides a n  important p l a n n i n 9  tool f o r  the MOHfs Department of 
p r e v e n t i v e  S e r v i c e s .  The ZMCP continues 'to provide an advisory 
role to the Municipa.1 Council a n  lama1 control in =ban 
areas. P r e s e n t  and future o p t i o n s  for effective ~gfctor cane01 
a r e  limited due to insecticide cast ,  resistance fac to rs  and 
Logistic difficulties. The GOZ has  insufficient funds Lo mount 
an effective chemical-based campaign and the practicality of 
this approach is h i g h l y  questionable. This option could 
succeed only a f t e r  p r e s e n t  directions i n  maharia  cantrol have 
been proven successful technically and administratively. Other 
donor support would require a long-term investment far beyond 
commodity s u p p l y .  T h u s ,  f a r  t h e  foreseeable future, this 
aspect  of rnalnritlr control an Z a n z i b a r  is finished. The use aZ 
Azolla as a b io log ica l  c o n t r o l  agent i s  under  consideration by 
the FA0 and MOA as a source of n i t r o g e n  f o r  r i a  c u % $ h a t b n ,  
The  anti-larval a s p e c t s  of Azolla cover is being evaluated in 
cooperation with t h e  ZMCP. 

Based on anticipated EOPS objectives and assessments of project 
progress to date, a review of t h e  most recent epidemiological 
information is i n  order. The da ta  below are taken from the 
ZMCP and the MOH/Z Health Information Bulletin No. 47 (March 
1989) entititled: statistical Tables for Health Planners and 
Administrators ( H a j i ,  H.M. & Garssen, J., 1989) .  T h e  data 
i n d i c a t e  that malaria decreased somewhat between 1983 and 1988 
in general prevalence. Data from Pemba are slightly more 
encouraging t h a n  those from Unguja.  Malaria disease does not 
appear to decrease,  h u t  may be on the rise due ta drug 
resistance a n d  possibly c h a n g i n g  patterns a f  transmission. It 
is unrealistik to h a v e  presumed ( as  t h e  PP and PP Amendment 
did)  t h a t  malaria infectjon c o u l d  have been lowered to 3 %  in 
children 2-3 y e a r s  of age, a n d  the equally drastic presumption 



of lowering case  fatality to 0 . 4 %  in hospitals and health 
clinics, Thc data, a s  p r e s e n t e d ,  c l e a r l y  indicate malaria 
remains a serious public h e a l t h  problem on Unquja and Pemba. 

Malaria Positivity Ratcs (Percent Posi t ive)  by Age 1983-1988 

AGE 1983 1984 1985 1986 1987 %"$Elf8 

source: (Maji & Garssrn, 2989)/Mass Blood Surveys ,  ZNCP 



R e s u l t s  of Moss Blood Survey of Indicator villages - P and 
Unguja 1983 - 1989 

YEAR PEMBA UNGU JA 

MEAN 3 2 , 9  4 0 , 3  

Six Most Common Causes of Deaths Diagnosed i n  Zanzibar Hospital 
1982 - 1987 (Percentage of All Deaths Due ta Specified Causes) 
(Inpatient Diagnoses) 

Cause 1982 1983 1984 1985 31987 4,987 

m & A R I A  16.4 2 6 . 6 '  2 7 ,  27.8  27.8 31.5 

ARI 12"8 10.9 9.1 9,O lf .8 8 * 6  

Anemias 6 , 9  5,rj  12,6 7 - 9  911.6 9,1, 

Diarrhea 13.4 5 . 3  0.8 3 . 9  3.0 1,1 

Malnut . 3.531 2 . 7  4 , 4  3.0 3 # 6  3.5 

Heart Dis. 3 . 3  5 , 3  " 7 4  4,5 9.2 4.2 

source (Haji E; Garssen, 1989) 
1 



~ospital-Based Morbid i ty  for Malaria (ou tpa t i en t  Diagnoses) 
1983-19138 

- ---- 

OUTPATIENTS 

* 

~mprcssive stores exist on Unguja  and Pemba. Vehicle parts ,  
office supplies, electrical supplies, compressors, etc. are in 
s t o c k  and are intact. Some v e h i c l e  parts are for vehicles no 
longer available and thus cannot be used .  (These may be sold 
w i t h  the money b e i n g  r e t u r n e d  to the national treasury.) ZMCP 
supplies and e q u i p m e n t  on U n g u j a  are in different places and 
should  be consolidated once the new warehouse is operational. 
As noted by previous TA, procurement has been problematic. The 
f i n a l  procurement request was r e f u s e d  by USAID/T because o f  a 
poor justification. Essential diagnostic equipment 
(microscopes and l a b o r a t o r y  supplies) was contained in that 
request and it is q u i t e  unfortunate an effective compromise was 
not reached p r i o r  to t h e  PACD. Throughout  the LOP, procurement 
of insecticide h a s  been plagued with delays. The problems 
associated w i t h  insecticide (and other commodity) procurement 
were multifaceted. Although . t r i teq,  the lesson being: sound 
planning well before anticipated use will save time and money. 
The establishment of t h e  ZMCP inventory system was a primary 
accomplishment of t h e  LTA. The system i s  relatively 
sophisticated, b u t  is not being optimally used.  Lack of funds 
for resupply hamper the effectiveness o f  t h e  s y s t e m .  However, 
the system is established and s h o u l d  be viewed as an 
accomplishement. 



F1 Construction 

During the project, steel structure warehouses/garages were 
established for malar ia  confrol operations on !both Unguja and 
on Pemba. In November 1989 a visit by t h e  U S A I D / T  Engineer and 
the Deputy Director found the work by the contractor 
unsatisfactory and incomplete. Due to time and t r anspor t  
constraints, only the Unguja construction site was v i s i t e d  by 
t h e  study team. The chain bink/barbed wire fence f s ' t o e  short 
(below the two meter standard) and is anchored improperly. The 
lock holes do not line up which make the main gate impossible 
to secure, The buildings are inadequately ventilated wPllch 
w i l a  result i n  v e r y  h i g h  indoor temperatures. Not only would 
this make working in such structures very difficult, but 
temperature sensitive pest icides (or drugs )  could rapidly 
deteriorate, Poor ventilation also poses major r i s k s  to 
worke r s  handling toxic c h e m i c g l s  because vapors  and dusk from 
these c h e m i c a l s  d o  n o t  have a chance to dissipate. The storage 
b u i l d i n g  appears  t o  h a v e  i ts  door on t h e  wrong side, making it 
difficult to access khe warehouse supplies with vehicles. T h i s  
w i l l  be r e s o l v e d  with the canstruction of a parking bat and 
Paading dock o n  t h e  west s i d e  of the stores. However, the 
timely construction of the lot is doubtful. The shower far the 
warehouse is approachab le  only from the outside, making access 
difficult in case a E  a n  emergency.  

G I  Vector C o n t r a %  

G e l  Insecticides 

The ZMCP staff advised FAO a f  the potential f a r  SPP* 
resistance developing from u s i n g  malathion for agricultural 
purposes .  A s  a r e s u l t  FA0 has  ceased using a l l  pesticides 
unless a n  economic t h r e s h o l d  e x i t s  which justifies their use, 
E n v i r o n m e n t a l  management, asodescribed helow, is receiving 
increased attention as a means controlling insects and 
increasing rice production. 

Biological Control: I n  1 9 8 7 ,  4 0  permanent a n d / o r  temporary 
breeding s i t e s  were i d e n t i f i e d  by t h e  ZMCP and consultant TA. 
Depending on the site, l a r v a l  c o n t r o l  v i a  predatory fish 

a s p p . )  or source reduction (drainage/filling) was 
suggested. Based o n  cultural factors, the use aE  a sPJF)w 
was determined i n a p p r o p r i a t e .  However, at p r e s e n t  s 
investigatinq.the possibility a f  introducing a predatory 



s p e c i e s  of i i sh  a s  a means of mosqu i to  control and as a 
supplemental protein source. ZMCP personnel are collaborating 
w i t h  the F A 0  and the LSWTM to use various species of 
a q u a t i c  fern, a s  a source of nitrogen in rice aields and as a 
l a r v a l  control a g e n t .  (Applied a t  50 kg per hectare,  21 days 
before seed l ings  a r e  ready t o  be transplanted from t h e  nursery, 
Azol la  spp. form a mat o v e r  the r ice paddy's surface which 
reduces ov ipos i t i on  and required sunlight needed by anopheline 
larvae to survive.) One question is the p o s s i b i l i t y ' f o r  Azolla 
sgp. t o  s u p p o r t  o f  s n a i l  hosts of schistasomiasis. FA0 is 

- 
e x p l o r i n g  this issue at present, Xt is doubtful t h a t  using - 
Azolla alone will significantly r educe  mala r ia  transmission. 
however, it is a s t e p  in the right direction. In an attempt to 
economize on water, rice varieties have been introduced that 
r e q u i r e  standing water f o r  no more than 6-7 days. Indirectly, 
this is b e l i e v e d  to greatly reduce the use a f  this habitat Ear 
mosquito breeding, Hokjever, to date this potential has na6 
been quantitatively s t u d i e d .  ' 1 

Urban Drainage: In April 1988 personnel of the ZCMP along wi th  
t h e  Z a n z i b a r  Municipal Council ( Z M C )  proposed an urban drainage 
p l a n  for U S A I D / T  s u p p o r t .  USAID believed the proposal was not 
cost  effective and t h a t  the ZMC was technically incapable of 
a d d r e s s i n g  many of the drainage problems. (The USAID/T 
enginqer f e l t  t h a t  t h e  o n l y  cost-effective approach would be 
-construction of a central storm water,  drainage, sanitation 
system.) It appears that the ZMC is c o n t i n u i n g  to address 
these d r a i n a g e  i s s u e s  o n  t h e i r  awn without the suppor t  of 
USRID. The  %E4G etxjineer is working on d r a i n i n g  t h e  basements 
of ~il i m a n i  Apz~rtrncnts, a major breeding source Esr Gulex and 

mosquitoes, and is in the process of rectifying the 
posr  plumbing that led to this problem. A future source 
reduction step will be to drain the Kilimani swamp/rice 
padd ies .  To h i s  credit, the ZMC Engineer has involved the 
Xilimani community in this effort. , For the p a s t  two years the 
Municipal Council h a s  had a project to keep the old drainage 

: system open. In the future, donor support for urban drainage 
may be forthcoming, p a r t i c u l a r l y  from the Italian government. 

W. Tnsecticidc Disposal 

At the outset of the project, 7 0  tons o f  malathion, 25% EC, 
were mistakenly purchased by t h e  GOZ a s  p a r t  0 5  their 
contribution to the ZMCP. ( T h i s  can~entration of malathion is 
suitable o n l y  for agricultural purposes ,  50% EC being required 
for wall spraying to control mosquitoes.) The pesticide has 
remained p o o r l y  s t o r e d  over the last nine years, Concern 
existed t h a t  isomalathion, a t o x i c  degraden t  of malathion, 
would e v e n t u a l l y  exceed tolerable limits, Samples analyzed on 
J u n e  3 0 ,  1988  were found to fall within the WHO limits for 
isomalathioll. During the LOP, at -least three c o n s u l t a n t  teams 



made recommendations for disposal o f  the insecticide. 
Suggested o p t i o n s  were: f )  dilution of marathian w i t h  lime and 
burial in u p i t ;  2) deposit of small amounts in pit latrines 
t h r o u g h o u t  the island to control Culex mosquitos; 3 )  deposit 
of small a m o u n t s  a round  the bases of homes to control termites; 
and, 4) incineration. The malathion has been repackaged and i s  
c u r r e n t l y  s t o r e d  i n  locked cargo containers, t o w  on Unguja and 
one OM Pemba, A s  currently stored it is neither an 
env i ronmen ta l  n o r  a h e a l t h  hazard. The evaluation t e a  was 
advised that i n  a recent discussion with the Dutch consultant 
firm, Tauw E3-V-,  it was decided that the firm will collect 
these containers and have the malathion incinerated either in 
the Netherlands or in a portable incinerator. USAID, among 
other donors  (Netherlands and CIDA), is contributing US$ 20,000 
ta this effort, 

t 

1988, the ZtwICP h e a l t h  education unit had bas i ca l ly  dissolved 
due a decision by the MOH t o  p l ace  a l l  h e a l t h  educators in a 
new unit with a more general public h e a l t h  mandate, Of the 
f o u r  persons t r a i n e d ,  two a r e  currently in the Health Education 
Unit of the Ministry. Of these two, one is a professor at the 
Callegc o f  H e a l t h  Services i n  Zanzibar which trains se (The 
RHA s y s t e m  i s  the e x t e n s i o n  arm of health education in 
Zanzibar.) T h e  other c o n t i n u e s  to broadcast weekly radio/m 
talk shows on public health including malaria, Of the t w o  
r e m a i n i n g  i n d i v i d u a l s ,  o n e  i s  head ing  the A I D S  program and the 
o t h e r  is i n  c h a r y e  of t h e  b10H activities on Pemba. C u r r e n t l y ,  
the h e a l t h   ducati ion u n i t  has  one person assigned to the ZMCP 
to supervise t h e  p roduc t i fon  of master  maps as p a r t  o f  t h e  
geograph ica l  r e c o n n a i s s a n c e  e f f o r t .  A major shortcoming of the 
ZMCP project was the failure to obtain community involvement in 
malaria control. A l t h o u g h  information reached t h e  grass roots 
level, the failure to succeed can  be re la ted  to the inability 
o f  t h e  Z M C 1 V o  compensate  local politicaL leaders who had t o  
devote  f u l l  d a y s  t o  m o t i v a t i n g  local communities to participate. 

Staff training was considered a priority in the ZMCP If one 
considers the quantity of training, objectives were achieved 
(Section 1x1). However, a p p l i c a t i o n  of knowledge may have not 
been optimal. In-country training i n  basic ma$ariology tended 
to be weak, hut this could have been due  to the education level 
of trainees, rapid staff turnover, and candidate  selection, 
The e f f o r t s  of' A . I . U .  and NHO concerning the provision of 
t r a i n i n g  o p p o r t u n i t i e s  have  l e f t  a core of skilled professional 
staff. IYow these staff use t h e i r  acquired skills in the future 
will depend on t h e  s t a t u s  of t h e  ZMCP and the opportunities for 



s t a f f  s e c o n d m e n t  t o  o t h e r  MOH/Z programs. More training f o r  
mid-level  a n d  p e r i p h e r a l  s t a f f  is in order. Greater attention 
should  be given ta the production o f  teaching materials and 
evaluation o f  training over the medium term, 

KI Environmental  Impact 

The pesticides f o r  this project were all USEPA registered and 
recommended for use in malaria control. Additionally, malaria 
control officers were s e n t  to the Philippines for t r a i n i n g  i n  
vec tor  c o n t r o l  and i n  t h e  safe use of pesticides. 

I 

DDTb: T h e  use of D D T  to s p r a y  'the interior of houses is neither 
a human nor a n  environmental health risk. A s  pointed out in 
the Project P a p e r ,  the cancellation of DDT by t h e  USEPA only 
applies to agricultural use and other aut-of-door activities 
due to its environmental persistence and its ability to 
bioaccumulate i n  the food chain. As used by this projec t  there 
was no major environmental r i s k .  

~alathion: Malathion is approved by the USEPA for interior wall 
s p r a y i n g  and was o n l y  u sed  for this purpose within the ZMCP. 
It is among the least t o x i c  of organophosphates. During the M P  
i t  was purchased o n l y  for use on Pemba. A s  used on this 
p r o j e c t ,  a d v e r s e  p u b l i c  h e a l t h  o r  env i ronmen ta l  impacts were 
not observed * . 

~arviciding: Temephos ( A b a t e ) ) ,  the primary pesticide used for 
larviciding during the LOP, is so'safe that it is approved by 
the USEPA for control of mosquita larvae in well water, NQ 
adverse  e n v i r o n m e n t a l  impact  h a s  been observed.  

ULV Space spraying: D u r i n g  t h e  p r o j e c t ,  s p a c e  spraying was 
u n d e r t a k e n  v i t h  0 . 0 3  % pyrethrum in kerosine. Pyrethrum, a 
naturally occurring pesticide extracted from the chrysanthemum 
f lower ,  is one of the feast toxic pesticides known to man and 
is not persistent in the environment. ULV spraying was 
discontinued early in the LOP; no adverse consequences were 
observed. 

RU OF INPUTS 
1 

Table 2 s u m m t ~ r i z e s  USAID/T and t h e  6 0 2  inputs into the ZMCP. 



A. Senior Staff Training a t 

Six MPW candidates were trained by the ZMCP. Candidates 
included the ZMCP Director, the ZMCP Deputy Director, two 
Parasitologist/ Entomologist Assistants, and a MCH specialist. 
Although senior level technical training objectives were met, 
there  is some question concerning the utility of thentechnical 
training in the management of a major operational program. 
'Future considerations for training in any project should 
include sound management skill building of administrators and 
other s u p p o r t  staff. Training should not s o l e l y  f o e u s  on 
technical skills for health professionals. 

B, Mid-Levcl Operational Staff 

The ZMCP has  c r ea t ed  a core of t r a i n e d  middle level operat ional  
s t a f f ,  however s o u n d  p l a n n i n g  a n d ' s u p e r v i s i o n  of per iphera l  
malaria cant- ro l  activities has not been institutionalized, 
Mid-level  staff have experience in training and organizing 
residual spray teams and perhaps this capability can he 
utilized in the general HSD system. During the 1;OP 
approximately 150 malar ia  a g e n t s  have been placed in the 
f i e l d .  A l t t ~ o u c j h  these are temporary employees, many are being 
t r ans fe r rec l  to other MOM units as seconded to the UNTGEF/ZNSP, 
Thus, an availability of semi-skilled s t a f f  has been 
established which cou ld  contribute to the infrastructure of the 

and provide a nuc1eus ~f expertise for service delivery 
outreach in the future. The long-term impaet  of this 
llaaccmplishmcntu will depend on the MONrs utilization of these 
individuals. IJinkacje "c other donor projects s h o u l d  be 
explored by the MOl4 in the near term. t 

C, Fleet l~ l a in t enance  

Given the e n v i r o n m e n t  of Zanzibar, the maintenance of the 
vehicle fleet can be viewed as an accomplishment, Vehicles are 
maintained through the a v a i l a b i l i t y  of spa re  parts acquired 
through the ZMCP. Although imperfect, vehicles are maintained 
in reasonably working order. It will be important for the GQZ 
(and p e r h a p s  o t h e r  donors )  to h e l p  sustain the vehicle 
maintenance system established by the ZMCP. 

D, ~3asic  l jaras i ta loqy Labarilltory 'I 

0 

A basic parasitology laboratory i s  in place at ZMGP 
headquarters. It is sparsely equipped to diagnose mabaria, 
Some of thc staff are now qualified r n i c r o s c ~ p i s t s ,  W i t h  
minimal extra training, identification to species and 



quantified bloodfilm reading can become routine. W i t h  extra 
equipment and'training, chloroquine sensitivity studies can be 
undertaken. The l abora tqry  could eventually be a nucleus for 
training and quality control of malaria diagnosis nationwide. 

Although sustainability was considered in the PP, there does 
not seem to have been adequate efforts towards achieving true 
sustainability during the LOP. Consequently, the project 
remained l a r g c l y  vertical and present attempts to integrate 
program activities into the HSD system are proving difficult. 
Furthermore, popular confidence in the program is not strong 
due to the remaining high prevalence of malaria throughout the 
country. However, there is a resource commitment by the MOH/Z 
t o  give malaria priority attention. This is evidenced by 
continued f i n a n c i a l  s u p p o r t  for ZMCP staff a n d ~ g e n e r a l  program 
acfivities. Although it i s  unlikely that MOH/Z support will be 
adequate to s u s t a i n  the ZMCP at previous levels, the support is 
real and represents a n  important component of program 
sustainability, f t  should be noted that the distinction 
between MOII /Z  s u p p o r t  and GOZ s u p p o r t  is impor tant .  It remains 
t a  be seen "c what  extent t h e  GQZ w i l l  support  t h e  ZMCP thp-augh 
the MOIi/ Z t~uc ige t  

F I fkcal.t;rt~ lildueation U n i t  

In the e a r l y  y e a r s  of the ZMCP, there  was an active health 
education unit. Until 1 9 8 6  a , m a j o r  malaria education program 
was initiated i n c l u d i n g  radio/TV programs, newspaper articles, 
poster production, p r i n t e d  T - s h i r t s ,  and khongas (wamencs 
skirts) . Collaboration took place  w i t h  the Ministry o f  
 ducati ion to introduce t h e  concept of mosquito and malaria 
control i n  the primary and secondary schools. Teachers were 
a l s o  t r a i n e d  t o  t ~ o r k  with students in this area, the feeling 
being that they would be more receptive to new ideas than 
adults and would do more to influence their parents than other 
efforts. Also, over the life of the project a number of Form 6 
students conducted school projects related to malaria in 
collaboration with the ZMCP staff. U S A I D  has  obtained q u i t e  a 
b i t  f o r  a small investment in the area of health education. 
ZMGP-trained personnel are helping do educate Zanzibarfs 
population not only about malaria but other communicable 
diseases, as well a s  about family planning, nutrition and 
environmental sanitation, 



G. Geographical Reconnaissance 

T ~ E  completion of  most aspects of GR established the basis for 
improved program planning in malaria prevention and control. 
More work needs to be done to make the GR system fully 
ope ra t i ona l ,  p a r t i c u l a r l y  i n  t h e  u s e  of maps in relation to 
disease p a t t e r n s .  The GR system r e c e n t l y  establishad could be 
used to aid dec i s ion  making for general HSD efforts o f  t h e  
GOZ. However, further attention to the application.of tha GR 
system is in order.  once again, the MDH/GOZ, hnd perhaps other 
*nor p r o j e c t s ,  should try to capitalize on investments made in 
GR 

H. Established Capability Ear Vector Surveillance 

Even t h o u g l ~  v e c t o r  c o n t r o l  is n o t  economically feasible, the 
capacity f o r  vector surveillance and population monitoring will 
allow o t h e r  p u h l i c  h e a l t h  e f f o r t s  t o  u t i l i z e  what the ZMCP has 
established. Examples of ZMCP involvement  i n  monitoring field 
a c t i v i t i e s  i n c l u d e :  e v a l u a t i o n  of the SCF bednet study; 
association with the LSHTM a p p l i e d  research projects; and, 
e v a l u a t i o n  of the UNICEF/ZNSPabednet project. Every e f f o r t  
should be made by t h e  GO2 t o  max imize  theouse of the f i e l d  
service established by the ZMGP* 

1. Inventory S y s t e m  and Stores 

As noted c t ~ r l i c r ,  t h c  inventory system and stores o f  the ZMGP 
represent a n  important accomplishment. Sustained management of 
the varehouse(s) will require considerable attention by the 
GOZ. F u r t h e r  attention should be placed on organizing t h e  
stores i n  the c e n t r a l  d e p o t s  on Unguja and Pemba, and a more 
s impl i f ied  s y s t e m  of i n v e n t o r y  mon i to r ing .  

J. Established Malaria Treatment and Referral System 

The  ZMCP was i n i t i a l l y  t a sked  w i t h  improving the treatment and 
referral system for malaria on Zanfibar. Training and 
guidelines were provided f a r  h e a l t h  units, health c e n t e r s  and 
hospital outpatient s t a f f ,  as well as hospital clinical staff. 
Technical recommendations by ZMGP c o n s u l t a n t s  influenced 
concern for drug resistance monitoring and changes in treatment 
s t r a t e g i e s .  One of the deficiencies with the treatment and 
referral system was the lack of follow-up on input, %his 
system requires continuous monitoring and updating in relation 
to changing  p a t t e r n s  of malaria. Thus, although progress on 
system establishment was made, more thorough follow-up would 
have been desirable. 



K. Bloodfilm Reading Teams - Surveillance Capacity 

A t  l e a s t  two t e c h n i c a l  personnel of the ZMCP are seconded at 
each of the four hospitals within the country to assist in the 
l abo ra to ry  diagnosis o f  malaria, This is considered a valuable 
contribution to the management o f  clinical malaria given that 
only  20%-30% of the clinically suspected malaria cases are 
parasite positive. Accurate patient diagnosis improves case 
management and in the long run conserves anti-malarials. 

t 

L. Training of ~ ' c a c h c r s / ~ u r r i c u ~ u m  Development 

The followinq accomplishments have been noted: 

* Integration of malaria education into 
primarylsecondary school s y l l a b u s ;  

* Training of teachers to teach children about malaria; 

* Working with Form 6 students to conduct projects on 
m a l a r i a  and its contral. 

The fallowing accomplishments have been noted: 

* k ~ r o d u c t i o n  of a major report pointing out important 
areas where source reduction could have an important 
role in controlling malar ia  breeding habitat; 

* H i r i n g  o f  a r e s i d e n t  e n g i n e e r  by the Zanzibar 
Municipal Council and 300 workers to begin addressing 
source reduction in Zanzibar Town; 

* Collaboration with FA0 in malaria control around rice 
f i e l d s  using environmental management in favor 
pesticides; and,  e 

0 

* collaboration with other donors to obtain funding for 
environmental management around Zanzibar Town, 



A. Genera l   ons side rations 

A . 1  Eradication Philosophy/Changing Global Strategy 

Even though the ZMCP PP called for malaria control, many of 
those involved still followed an eradication philosophy. This 
was understandable because the project was planned and 
implemented during a period of transition of global  strategies 
far malaria. A h i g h  investment i n  commodities and msre 
vertical approach to control were emphasized rather than a 
longer-term system building approach. Over the long term, this 
did not serve the GO2 well and today, the ZMCP is forced to 
redirect thcir objectives towards building a better 
infrastructure to improve diagnosis, treatment and surveillance 
of malaria, w i t h i n  the HSD system, as one of many public health 
problems. 

A.  2 Pmplcrncntration w i t h o u t  Infrastructue  

The PP correctly recognized the significance of "system 
buildingt1 (in terms of training, baseline data collection, 
o p e r a t i o n a l  p l a n n i n g ,  etc.) prior to full scale program 
implementation. However, when project operations began in 
2984,  t he re  did not appear to have been a solid faundatian to 
build upon.  Apparently, little was done between 1981 and 
1984. Furthermore, in spite of an impressive fist of TW in 
v a r i o u s  and relevant fields, t h e  overall output in terms of 
solid baseline information, operational p*lanning and monitoring 
of impac t  ( k c .  establishing an operational system) can be 
considered far from katisfactory. It is also suggested t h a t  
the training supported by the project was inappropriate to some 
degree,  i . e .  o v e r e m p h a s i z i n g  technical training and 
unde remphas i z ing  management t r a i n i n g .  Furthermore, follow-up 
on the impact of training was lacking. Regret tably ,  the action 
plan  descr ibed i n  t h e  PP could have been followed mare 
closely. The lack of a s o u n d  infrastructure prior ta the 
implementation of project operations is viewed as an important 
contributing factor to the relatively poor performance of the 
project. 

24.3 Lack of integration into IISD System 

The ZMCP was established prior to the PP as a vertical, 
semi-autonomaus agency within the JKIEI. Therefare it was 
difficult to incorporate proeram activities into the NOW NSD in 
t h e  e a r l y  e i g h t i e s .  Furthermore, the ZMCP p ro jec t  promoted a 
vertical approach to malaria c o n t r o l  and o n l y  indirect aspects 



of integration were identified. L a t e r  in the project period, 
the MOH/Z moved closer towards t h e  decentralization o f  HSD,  
With the termination of the p r o j e c t ,  the ZMCP w i l l  have to 
identify ways to incorporate personnel and activities into the 
general NSD s y s t e m .  Perhaps  better p l a n n i n g  f o r  integration 
during the early stages of the pro jec t  m i g h t  have made the 
present transitian easier* 

I 

B. Poor project Management - ZMCP 

8,1 Inefficient Procurement Process 

The ZMCP had to deal w i t h  A.I.D.'s procurement process and thus 
had to thoroughly understand procurement mechanisms, Problems 
occurred because of a lack of trained ZMCP procurement staff, 
lack of stock control, p h y s i c a l l y  separated stores, inaccurate 
i n v e n t o r i e s ,  poor t e l e p h o n e  communications and outdated supply 
catalogues. Attention to d e t a i l  was not strongly obsarved in 
the ZMCP system and this may have impeded efficient procurement 
further. G i v e n  the time and money devoted to commodity 
p r o c u r e m e n t  i n  t h e  project, a much stronger and smoother 
p r o c u r e m e n t  c a p a b i l i t y  s h o u l d  h a v e  been established by the ZMCP. 

B.2 Lack o f  Standardized Pracedures 

Standard  methods and formats for procurement were never 
p r e d ~ i ~ : c ~ l ,  A s  a r c w  I t p r o c u r e m e n t  continued t 
t h r o u g i ~ o u h  t h e  I,Ol), Poor s t a n d a r d i z a t i o n  may 
c o n t r i b u t e d  t o  communication breakdowns because o f  specific 
A.P.D, r e g u l a t i o n s  requiring strict attention to detail, The 
inventory systcm also s u f f e r e d  from a lack of standard 
procedures and guidelines. Even though a card-inventory system 
was developed, it was never  f u l l y  accepted by t h e  mission and 
thus commodity requests were frequently questioned, Lack of 
technical standardization i n  program implementation and 
evaluation c o n t r i b u t e d  to lags in administrative and technical  
decision making .  It a l s o  Led to confusion in the ranks 
concerning how and why a n  a c t i v i t y  should be undertaken. 
F u r t h c r m o r c ,  job  descriptions were not standardized ( i . e .  
routinely updated and detailed), nor routinely shared with 
peripheral staff. T h i s  also contributed to poor performance 
w i t h i n  the program and between  supervisor^ and s t a f f .  

B . 3  Inefficient Flow o f  F i n a x i a l  Suppart 

The economy of Z ~ ~ n z B b a r  suffered severe setbacks d u r i n g  the 
p r o j e c t  p e r i o d  and recovery  h a s  been slow. Inflation has been 
high - l i m i t i n g  r e a l  growth and p u r c h a s i n g  power. Thus, the 
dedication o f  GO2 f u n d s  to the ZMCP d i d  n o t  increase as 



envisioned in the PP. Not o n l y  was t h e  level of support  
decreased, b u t  d e l a y s  i n  the disbursement of shillings were 
common. T h i s  resulted in fuel shortages, irregular payment of 
s t a f f  and constricted h a r d  c u r r e n c y  pu rchases .  Although t h i s  
issue was beyond the control of the ZMCP, i t  d i d  cause major 
problems w i t h  program implementation and consequent project 
progress, 

~ . 4  Lack o f  Communication and Delegation of Authority 

Within a n y  administrative s t r u c t u r e  two-way communication is 
i m p o r t a n t  for effcc"cve managemnent, Within ehe ZNCP there was 
little ev idence  that there  was adequate communication between 
s e n i o r  staff and j u n i o r  s t a f f *  Qften staff members did not 
have a clear  idea of  wha t  t h e i r  colleagues were doing and as 
f a r  as can  hc discerned, s t a f f  meetings occurred rarely, There 
was little delegation of authority and when the Director was 
absent, fcw substantial decisions were made* The lack a f  team 
management u n d o u b t e d l y  contri6uted to the lack o f  project 
success and  tardy execution of operationai activities. 

B . 5  Little Interministerial Cooperation at the operational 
UveL 

The malaria problem seems to have  been left e n t i r e l y  in the  
hands  o f  t h c  ZMCP and  I?lOW/Z. Although the PP calls f o r  an 
i n t c r r n i t ~  i s t  c r . i a l  committee, there is little evidence that a 
sincere e f t a r t  was made to broaden interministerial ties, 
Regrettably, even t h o u g h  malaria control extends into 
environmental, e d u c a t i o n a l ,  cultural and political issues, a 
unified app roach  to t h e  problem d i d  not materialize. With the 
termination of A.1.D. support, t h e  ZMCP will have La work 
closely with other ministries and divisions within the MOH/Z. 
Unfartunately, it is likely that it w i n  t a k e  some time ta 
build a strong i n t r a -  and interministerial network to address 
the complex issues facing malaria control in Zanzibar, 

B , G  I n s u f L - i e i c n t  Job Descriptions 

Basic job descriptions were prepared  during t h e  i n i t i a l  stage 
af t h e  project. However, these descriptions were not revised 
during the LOP nor u s e d  i n  personnel evaluations (if they 
occurred). Job descriptions were rare ly  used in the selection 
of personnel or as a reference point for staff training. Fiald 
staff were unclear about their own and their subordinatest 
responsibilities. T h i s  l a c k  o f  action on job description and 
employee performance monitoring represents an important 
management deficiency which should have been recognized and 
rectifiecl r):\rll/ i n  the ?,QP. 
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l a t t e r  y e a r s  of the project. ZMGP staff felt that their 
opinions were not listened to and thus felt they were at bast 
junior partners in the program. This obviously compromised 
morale and project implementation. Perhaps the strongest 
lesson for A.I.D. management to learn i s  that listening is an 
important aspect of communication. There exists great 
s e n s i t i v i t y  toward a donor t a k i n g  command. ZMCP management 
felt a sense of a more mutual pursuit of project objectives was 
l a c k i n g .  , 

D. Poor operations - ZMGP 
D . 1  Lack of Effective Geogrilp,hical Reconnaissance 

The latest attempt to establish a working GR system began in 
February 1389 .  E a r l y  problems included different survey 
t e c h n i q u e s  between Unguja and Pemba, lack of supervision, 
u n a v a i l a b i l i t y  of field and drafting equipment, lack of fuel, 
and inadequate  quality control of f i e l d  staff. Although 
numerous consultants (including the LTA) stressed the 
importance of establishing an effective GR system, little 
progress was made. T h e  l a c k  o f  GR affected control operations 
because t h e  location of houses was unknown. This in turn 
hindered supervision, planning, implementation and evaluation 
of the s p r a y  operation. As o f  April 1990, the ZMCP has begun 
to map villages and number houses. Perhaps this will 
facilitate he t t e r  monitoring of control a c t i v i t i e s  in the 
f u t u r e .  

D . 2  Lack o f  l i e f l e c t i v e  P lann ing  Process 

Advance p l a n n i n g  is a prerequisite for efficient field 
operations. ? ' h i s  seems to have  been inadequate  at a l l  levels 
of the ZMCP. Routine workplans/schedules were ske tchy  (if 
available) and  not strictly followed. Consequently operations 
were not completed on time a n d / o r  field teams were ill-prepared 
for the tasks. A c l e a r  example of t h e  poor planning process is 
the delays encountered with the establishment aE an effective 
GR s y s t e m .  A l t e r  f i v e  y e a r s ,  the ZMCP i s  only beginning to 
make this s y s t e m  operational. One of the priorities for ZMCP 
management should have been interactive planning w i t h i n  the 
ZMCP and among concerned ministries. This is lack of 
reflective (and reactive) p l a n n i n g  may have been the most 
important impediment to project success. 

t 

D.3 Insufficient S U ~ C ~ V ~ S O ~ ~  Sysgcm (Quality Control) 

~ o o d  supervision i s  directly proportional to project success. 
Regrettably, supervision w i t h i n  the ZMCP was one of its weakest 
links. contributing factors include lack of training and 



c l e a r l y  defined duties, u n c l e a r  long-term directions, a poor 
system of checks and balances and poor delegation of 
authority. Coupled w i t h  fuel and other supply constraints, 
weak supervision compromised project success. Senior XMCP 
management failed to delegate authority and establish a 
&@visionw of performance. Although senior staff received 
technical training, their management skills required greater 
strengthening. + 

D.4 Insufficient Availability of F"uel 

F u e l  was Ercqucntly unavailable to the ZMCP either because of 
s h o r t  supply or lack o f  GO2 funds for purchase. Due do factors 
beyond its control, the ZMCP was unable to establish a separate 
fuel depot for Z1;ICP transport. Although boIsh islands suffered 
fuel shortages, the problem was more severe on Pemba. The lack 
of fuel directly a f f e c t e d  supervision of malaria agents and 
prevented a clear  u n d e r s t a n d i n g  o f  field operations and 
problems by the central staff. Thus quality control of 
activities was minimal. Both entomological and epidemiological 
monitoring suf- fered  because o f  the fuel problems. Although the 
l ack  of f u e l  may n o t  have been the sole cause of poor project 
performance, it was defin5tely a contributing cause. 

D . 5  Poor Data-Based ~ccision Making 

L i t t l e  a t t c r ~ t i o n  was g i v c n  ta developing a gaod system of 
managing t e c h n i c a l  data. Filing was poor and the reliability 
of data was questionable. Essential information from reporting 
forms was f r e q u e n t l y  missing and lit&le evidence was found ta 
demonstrate that ZIllCP managers attempted to improve the 
system. Al thouc j l~  t ~ i o  computers were available during the LOP. 
little d a t a  were stored. This was not due to a lack of 
technical skill, hut rather a lack of effective organization, 
Examples of problems caused by poor data w i t h i n  t h e  ZMCP 
include: 1) incomplete description o f  DDT resi~tance; 2) 
continued use o f  insecticides when information suggested a 
e h a n y c  was i n  o rde r ;  3 )  i nadequa te  planning af field activities 
and dedication of s t a f f  time; and, 4) delays in relating risk 
of disease to control operations. Regrettably, information was 
utilized for writing reports, but not for decision making. 
planning, operations or supervision. 

D . 6  Difficulty in Fallow--Up ~f Consultant Recamendadiom 

Consultant recommendations frequently present what 1@"should18 be 
done, but not what "canu be done under local circumstances (for 
example the 1 3 8 7  S t o k e s  r e p o r t ) .  The ZMCP labored under this 
problem bccausf many of the r&commendations were too c o s t l y  or 

* 



outside the realm of p ro jec t  t e c h n i c a l  depth. A s  i n  all 
projects, there is a conce rn  f o r  absorptive capacity, and 
consultant recommendations may have exceeded ZMCP capabilities 
$0 respond. However, t h e  ZMCP was unable to prioritize 
recommendations, for example, recurrent advice concerning GR 
and insecticide resistance monitoring. This latter problem was 
due t o  a l a c k  o f  technical and a d m i n i s t r a t i v e  follow-up on t h e  
pa r t  of' ZMCP s t a f f .  

I 

E, Faor Operations - A.P,D, 
E . 1  Complex Procurement Process 

It is likely t h a t  ZMCP pyrsonne l  d i d  n o t  thoroughly understand 
A.I.Defs procurement process. This led to delays in 
procurement due to poor justifications and the lack of explicit 
descriptions of required commodities. Perhaps if the mission 
devoted more e f f o r t  to working with ZMCP management s t a f f  on 
A.I.D. procurement requirements, more efficient procurement 
could have been r e a l i z e d ,  Regrettably, even with the LTA based 
in Zanzibar (who had a major procurement responsibility), 
procurement was problematic. 

E.2 Xnsuf f i chn t  Long-Tern Planning 

The mission did not a p p e a r  to devote adequate a t t e n t i o n  do 
long-tcr ' ln  p l i t n t l i  r l c j  l or- tltc ZTbZCP. Routine Plans sf Action were 
s k e t c l ~ y  and 1-esponded in a somewhat Ad Woc manner do consultant 
r ecommcnda t io r~s*  Long-term p l a n n i n g  was c l e a r l y  the 
r e s p o n s i b i l i t y  or t h e  LTA and s h o u l d  have been clearly stated 
as a n  iinpor-taill c! lemcrtt o f  his job d e s c r i p t i o n ,  Furtk~rmore, 
the mission should have closely t r a c k e d  progress in this area. 
Poor long-term p l a n n i n g  was a l s o  reflected in a lack o f  
cohesion of TA. Continuity was absent ( u n t i l  recently) and 
consultant recolnmendations sometimes c o n t r a d i c t e d  o ther  TA 
adv ice a n d / o r  PP objectives. 

E. 3 I n a d c y u a t e  'l'eckknical. Monitoring 

To a large extent, i nadequa tg  a t t e n t i o n  was given t o  technical 
moni to r ing  of t h e  ZMCP by U S A I D / T .  The ~ission often relied 
heavily an telephone communicatian w i t h  t h e  LTA rather than on 
s i t e  visits. 5urinc.j the LOP, technical expertise in malaria 
was weak. Only during the latter years o f  the project was 
l o c a l  expertise s o u g h t  at the Faculty of Medicine, U, Dar es 
Salaam* Towards the end of t h e  p ro jec t  ZMCP managers lost 
confidence in the capability of U S A I D / T  to technically monitor 
the project, I l i q h t  or wrong, this reduced mutual confidence 



and may have f u e l e d  ongoing procurement  difficulties. However, 
most of A.I.DePs t e c h n i c a l  failure focused on the inadequacy of 
t h e  long-term.technical advisor who f a i l e d  to help develop a 
technical/managerial infrastructure within the ZMCP. 

1 

E.4 I,;lck o f  Cost-Effective hnalyses 

Al though  the project design called for a broad apprbach to 
malaria control, residual sprays were consistently in the 
forefront o f  ZMCP activities. Little attention was given to 
the selection and  use of alternative strategies. ~ i v e n  all the 
problems a s s o c i a t e d  with the application of residual sprays, 
particularly DDT resistance, it should have been evident that 
reliance on s p r a y s  was u n s u s t a i n a b l e  and established goals 
would not be met. Amendment No.1 ( 6 / 8 5 )  attempted to focus the 
project, b u t  l i t t l e  attention was g i v e n  to poss ib ly  more 
c o s t - e f f e c t i v e  i n t e r v e n t i o n s  s u c h  a s  surveillance and focal 
c o n t r o l .  Greater  a t t e n t i o n  t o  cos t  a n a l y s e s ,  alternative 
c o n t r o l  o p t i o n s ,  and program p l a n n i n g  should dave been made t o  
e n a b l e  t h e  XMCP t o  p l a n  f o r  f u t u r e  efforts with or withou t  
A , X . D .  support. 



VT, LESSONS E ED 

A .  A n  Opcn ~ialoguc is Essential - Sound project management 
depends on a n  open dialogue between the missian and host 
government* G m m u n i ~ a t i o n  was difficult thravqhout the 
LOP a n d ,  d u r i n g  the l a t t e r  years ,  mutual trust broke down 
as well. In the future, the mission should closely assess 
interpersonal as well as technical skills ts avaid 
friction I ~ e t w e e n  A . I . D .  managers and their counterparts. 

B. Clarity/EPficiency o f  Procurement - Efficient procurement 
was n e v e r  completely realized th roughout  t h e  LQP* Ttris 
was due to the complexity of the A.I.D. procurement system 
and  a l a c k  of understanding on the part of the 
Zanzibaris. F u t u r e  projects shou ld  devo te  considerable 
e f f o r t  t o  i n s t r u c t i o n  o n  commodity procurement and joint 
p r e p a r a t i o n  o f  a n n u a l  procurements. 

C .  'lin C:aor-cJ i r b a  t ion/Yollow-up/Continuity - Consultant 
recommendat ions  are often lofty in scope and cost This 
project was no exception. Mission backstopping should be 
a b l e  to provide clear technical direction and comensurate 
TA. TA w h i c h  promotes continuity 
t o  system s t r c q g t h e n i n g  s h o u l d  be 
f u t u r e .  Technical management and 
r e q u i r e d ,  a rc ju ing  f o r  a t e c h n i c a l  
sector--5;pecif ic p r o j e c t s .  

and rational approaches 
emphasized in t h e  
direction o f  TA i s  also 
missian backstap for 

D, A p f ~ r t ~  i sn l /!vloni toring oE Government Comitment/Tnvalvment - A realistic appraisal o f  h o s t  government cami tmen t  and 
consequent d e v o t i o n  of resources is in order during 
project d e s i g n  and implementation. I n  Zanzibar, a 
depressed l o c a l  economy impeded government support. The 
realities of government financial support should be 
assessed a v e r  the long  term (and  periodically updated) 
~ ~ i t h  1 3 ~ t ; t  r ~ n d  \ !ors t  case scenarios  prepared and 
cont i r ~ y c n c y  p l a n s  deve loped .  

E. 1nvc :~ tmcn t  i n  Management - The success of any project 
d e p e n d s  011 sound management. Inadequate management (on 
both s i d e s )  was t h e  s i n g l e  most important factor impacting 
on performance of the ZMCP. Improving management goes 
beyond ntanagement  training. Future USAIDIT programs 
should consider strengthening management systems, in a 
broader sense, as an important objective in their 
portfolio. 



Foundation at t h e  Per iphery  - Programs depend on a s t rong  
cadre of trained and dedicated p e r s o n n e l  in the field. 
The ZMCP did not devote enough effort t o  involving 
peripheral s t a f f  and the community i n  t h e  operation of t h e  
program. F u t u r e  e f f o r t s  in any  s e c t o r  should include . 
a t t e n t i o n  t o  widening t h e  u n d e r s t a n d i n g  o f  program goals 
and emphas iz ing  g r e a t e r  p e r i p h e r a l  s t a f f  involvement i n  
program a c t i v i t i e s ,  

I 

Role of t h e  Technician in Project  Implementation - Perhaps 
greater t e c h n i c a l  involvement  by USAID/T could have made a 
d i f f e r e n c e ,  however, t h i s  is debatable. ,Close monitoring 
of LT-'FA a n d  ST-TA s h o u l d  be done by A.I.D. technicians in 
order to track project p r o g r e s s  and  t o  provide expert 
a d v i c e  o n  p r o j e c t  imp lemen ta t i on .  

H. ' I r ~ f r a : ; h r u c t u r c  I)cvclopmcnt Must Precede Implementation - 
Sound i i~ lp lcmenta t ion  c a n n o t  proceed without firm 
infrastructure support. A " c a r t  b e f o r e  t h e  horsew 
a n a l y s i s  s h o u l d  be i n c l u d e d  i n  future pro jec t  design to 
i d e n t i f y  weaknesses in infrastructure. Although difficult 
i n  Agency programming, p r o j e c t s  should i n c l u d e  substantial 
a t t e n t i o n  t o  bas ic  i n f r a s t r u c t u r e  development before 
embar1:iny on approaches t o  s e c t o r - s p e c i f i c  problems. 

I 

y I r i v u l v c ~ n c r ~ t  - Ttre Party is an important force in 
~anz a n i o .  I n  the ZMCP, Party power was not optimally 
u t i l i z e d .  When a p p l i c a b l e ,  P a r t y  involvement  should be 
c u l t i v a t e d  throughout a project's LOP. 

J. Vertical Systems vs Integrated Systems - Vertical systems 
are difficult to s u s t a i n  by h o s t  governments and often 
diminish r a t h e r  t h a n  promote i n t e r m i n i s t e r i a l  
coope ra t i on .  C l e a r l y  t h e  ZMCPrs v e r t i c a l i t y  worked 
a g a i n s t  i ts ef fec t iveness  i n  t h e  long  run .  Although 
i n t e g r a t i o n  is exceed ing ly  d i f f i c u l t ,  both operationally 
and  politically, f u t u r e  programming shou ld  attempt t o  
i n c o r p o r a t e  i n i t i a l  s t e p s  toward integrated action i n t o  
project d e s i g n  and implementation. 

t 

Planning f o r  sustainability Well In Advance of PACD - 
Sustainability is a e l u s i v e  and p o s s i b i l i t y  illusionary 
t e r m ,  p a r t i c u l a r l y  in r e l a t i o n  to f i v e  (or t e n )  y e a r  plans  
of a c t i o n .  kiowever, components of sustainability should 
be rationalized w i t h i n  project designs and specific 
b e n c h m a r k s  should be established. Expecting too much t oo  
fast s h o u l d  he avoided  and practical steps towards 
s u s t a i r ~ a b i l i t y  s h o u l d  be derived. 
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