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After br:.ei"J.y :-e'.rie ... -i'1g the recent 3,,"'2lu.;.tion Reoon o:J. the 
Tanzania Lives~~ck j1arket;~g P:-oject I feel compelled to comment 
on some of t~e state~ents and :-ecomoendations wr~ch have been made. 

First I 10 not believe the eval-u.aticn te2.!:l accomplished i'lhat t.hey 
were COII!.'llssicned to do a."lc. that is ~o eVE'~uate the project in 
reference: to the eristi~g cont:-act logxal f:-ame iiork a."ld then to 
p~ovide :-ecommendat~~ns and alte~atives for improvement. Instead 
right f:-om the start they 5.ttacked the logical frame'llork as unworkable 
a..'1d then set about to e'Taluate tl;,e ~esent projects and :L"ldividual ts 
pel'io!"m2.!lCe in light 'Jf thei:. Oh'll "!'eYised logical i.ramework" • 

. As a coZ"..sequence i:'. :-evier;l-ing UT'.1 mm i'lO::!-<: they chose to c.ritise 
me fer C~~_"lg out my du~ies as descrited in the ?roject Job 
Desc::'iption - because I ~'las " too operational" anc! " not directly 
related benefiting the small producer". Locking at the ,job 
descripti::m the Hate:- Develo~er.t Specialist is assignee. as a member 
of the P::'oject 1'!a..'12.g=:r.e~t Unit responsible for c.arrying out specific 
duties i. e. :-evie~'I:"''1g ra.'1ch .... ate!' plaJ1S" det5!illir.i!lg ,'later !'et;,1.l.ire:nents, 
de-."elope '.-12.:'e::' cO:lse!"r2:tiCi~ plans, assist in the desig:l and ccnst:uction 
of ';late:- 5up:?::"es a..':.c t:-ai::.:'.ng of cour..~e!'part staf!,. NONhe::-e is the 
te::T.l " adviso:-" u::ed i..-:. my job descr:.pti:m. The abo·/e c.uties pertain 
to assisti:lg :.ne iJ ~ e.71aa, DOC a:.'1d ~!ARCO r21lc;;,es and sub-oor::':Ji'lers 
?~rticipaticn in t!1:> I3P.D!1Jl:' Li·/estoc~ Le'Tel'J;:mf:r.t Loan Phase II. 
Are not " Uj2!Tiaa" con!:id€:-ed as tram ti::lZ"..al small producers? The 
Eval:.:.ation R.e~ort C,'!'cgnoHh; Page II - 13 states" t:1El 1'I~ter 
Deve::>pnent ?::-~g:-am is p::'oceedi.'Plg rapidl:i inspite ·of constraints. 
This p~ogra~ is inter~el~ted to the pr=~~=ti~n and marketing f~~m 
~he NAP..CO, DOC 2..'1d Uja.llaa ranches and :'s essential to their 111ti::ate 
obje¢tives a.."ld timely progress". ~ the very next sentence the 
prOgnosis is: II The program of the Nater Developnent Specialist is 
so designed that his experience, output and ultimate goals benefit 
only the p?rastata.l :-anches and benefit.s to the traditional small 
producer of livestock cannot be expected"1 
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The Evaluation Report is riddled with such inconsistences and 
generalizations frequently mentioned but not ~J~~~~-~~,ted by 
hard facts but rather apparently originating from ei~her hear 
say or preconceived notions. After pointing out numerous 
deficiencies in each members particular work the e • ....,.:·_ation 
hm ... ever rates each member's work with the sole exc~:-,t __ ion of the 
Financial and Hanagement advisor position which w, t.erminated 
earlier as " highly satisfactory" because ;-:oroy. '<lA~ h':ing carried 
uut under" difficult conditions". However, the point is such 
an eValuatiun objective? 

I have participated in several evaluations previously having 
','lorked 7 years un the Masai Range Developnent Progr3.f.l but I 
have never seen one as closed and rushed as this one seemed to 
be. In the first place team members were neither asked to prav·ide 
any written report of any kind summarizing their individual work 
0r scope of duties as background orientation for the visiting 
evaluators nor \<lere vie asked to or given the I opportunity to do so 
orally before the group of evaluators where we w,)1l1 d have had the 
chance to put fcro';ard our o',m proposals OL' to i;-':'~",'act on the 
proposals of the evaluation team prior to subrnittAl of the eValuation 
report. Perhaps the evaluators felt that t.he :"cccnt AID revie~-I 
·Jf this project was sufficient backgroW1d material but even that 
report stated that it was prima:dly reviei'ling the T111C portion of 
the project with very little said about the !=Issistance to LIDA. 
Instead individual team members , ... ere cont.acted onlj' very briefly 
by one or ti';O members of the eval'.lation team to anS~'ler more general 
questions in :!'ega!'ds to achievement of the logical frarr.e"·lork goals. 

Al t;"ough I had the JPp:>rt-...u-d ty to accompany the evaluation team 
10i' :::everal dn:/s s,;f3.1'i f:'or.i 1-1wa:-:za tJ Dar es Salaam much if not 
:7!'J5t of th'o! ti:::p. \'laS taken up in tr2.';:;l to the various T1:·1C regional 
offices '.·!ith vero:,. little time t·) actually reviei'T any h()ldin§; 
groound3 e:-:cept In a superficial basis and only an hom' or tv:o visit 
t,) one of the NARCO ranches by Jnly tWG)f the evaluators. Bumping 
anund :'n t!1e b3.d:: of a jeep is hardly the most condusive time to 
Sh:':'i evaluat.J:!'3 ')~e's ' .... ory especially when most of the ranches are 
skipped by and most of the i'lritten recorod of my :'Tork was in the 
Dar es Salaa~ office. A \dsit to the Ujamaa ranches north of 
D::ldoma Nas deleted because the developnent prob,bly was not far 
enough along at this stage and access was difficult but there was 
the evidence of the assistance directly to the traditional small 
producer by LIDA equipnent to build water surface dams as i'lell as 
start of construction of infrastructure of fencing and dips, etc • 
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I tried my best wlder the circumstances to p.1t forward the case 
of developing the ranches as I personally feel that is where the 
greatest potential lies and i'/here most of the progress has been 
made. However, seeing is believing and I felt genuinely frustrated 
in not getting either the Team LeaderjEvaluation Specialist or 
Agricultural Economist to even visi\ a ranch or see developments 
on a nearby holding ground (Kwala). Although I pointed out to 
the evaluators from the start that the LIDA Hanagement thought 
that development of the ranches was the most important area 
, ... here the Texas Ale],! Project could assist in the future. I 
seriously doubt the evaluators ever gave serious consideration 
to gathering facts in regard to the economic \~ability of the 
ranches for this proposal. Suffice it to say that~ the time 
of the farel'lell party for evaluators my Tanzanian Supervisor, 
Mr. K~~ati, Director of Technical Division of LlDA p~rsonally 
asked to talk to the evaluators for the first time as he had not 
had the opportunity to do so previously! The Economist did 
not participate as he felt he ' .. las not concerned VIi th " teclmical 
matters" yet !,!r. Kimati ''''as the one most immediately knm·'ledgeable 
concer:'.ing the ~ ... ork of both the Range Hanagement and ~'later 
Develo;rnent psi ti ons. From the time the evaluators returned 
from the long safari they l'Iere isolated most of the time 20 miles 
from t:;~m busy ~/ritting up their findings and the ::eetings. I 
hoped the tea:;] mer:Jbers · .... ould haye to discuss proposals never: 
mate:'ialized, instead all sessions were " closed" ar.d even the 
Chief of Part~/ experienced difficulty attending. Seeing that 
there ' .. :as no tirne or room for discussion I finally resorted to 
giving the e':ahatcrs copies ')f some of my , ... ork reprts for thei:­
refere:::e in hones that SOllIe of the information ccntained "Iould 
get tr.:,')ugh. ?or 30me reason the original departu:'8 of all but 
there::..";! Leacer :'Ias :l1:J'led up by a "leek "lith the res'llt that 
indh-':-:'TlI e'!a.l'...l3.ticn ::i8r:Jbers ' .. :ere still busy draf:;:1g up the fi:-:;t 
draft )f the r~?o:·t tr.e evenir.€ their plane ':las le,,: .. ing! Under 
the r~.:~ed circ..:.m::;t3.nces it .:..:: :Jet 5U!"priSing that the evaluati0!,". 
!"e?-J!'": 3r.::;·:I.3 a lack of :;ojecti'!ity in not evaluating performanc~ 
'):1 t:--c: ::>nJ ~ct first hand but !:'3.ther relying on 8ve!" generalizati'J!1s 
t8 ~~~::!-0:-t)nl.:/ ~ne, recommende'.i alternat,ive. 

Fully ~n8 ':le'3~ nf+>'2r the :)ther e"31uat~on members !':3d left &Jld 
the .:"::-.I;rt fir.ish~d I :'la3 fin9.11y contacted by the Team Leader t·: 
find :~~, my 'li-;)\-1:5 ~1f what my ch3.nged job descri'Ction should b.::;. 
Quit":: frankly I felt that if i..'1 the ev3.luations oWn words my 
perf')r:r.ance l'Ias" highly satisfadnry , ... ith the exception of being 
too operationally oriented and that the Water Development Progra~ 
was nreceeding ra oidly inspite of conetraints" then no major cr..s.nges 
were·c3.l1ed for in regards to my job description or role:---At this 
po in:' I was told that under the present circumstances the " evallla,tion' 
team" thought it best for me t.o " reduce" my efforts in working for 
LIlJA for the next year or 50 until more support was forthcoming and 
studies could be made to determine what our new role should bel 
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At this point I exploded. 

First the generalized charge made that the Tanzar.ia Livestock 
Marketing Project is basically orientated to " '::n .... ,,':':''J.tional 
building" without any supporting criteria could ,just as well 
as be made of almost any project existing. The original docmnents 
state specifically that the Livestock Marketing Project purpose 
and reason for coming into being is in support a f the IDA loan, 
hence the reason the PROP does not make a eleal' dLtinction between 
the USAID Project. and IDA goal objectives. JU1'y ~iid..t.1gC in this 
policy would have to be considered tu be a major change in the 
p~oject. T~ere is every reason to believe that although the 
evaluation r~port comments on the recent revievl of the l'lorld Bank 
IDA loan they did not avail themselves of the opportunity to read 
the actual IBRD-IDA - ArPRAlSAL of the Second Livestock Development 
Project (March, 1973) which very specifically sets forth the 
projected ~o~tribution of the respective NARGO, nnG and Ujamaa 
Ranches in contributing to fulfillment of many of the SDJile LOGICAL 
FRAME1'lORK goals of the USAID project. Hence the tendency of the 
evaluat~on team to totally ignore the contribution and potential 
of the PJUJCHES in vlriting up their report sir.:pl~r ~~~ause they 
felt that traditional livestock producers are not benefiting in 
their viei.... Hence they naively state that the ?rof~tability of 
the ranches is not our concern! 

I would like to poin~ out that benefiting the primarily producer 
is one of the !:lost important goals of project ~ it specifically 
is not the only goal. The IBRD- IDA Apnraisal of the Second 
Livestoc~ DeVelopment Project (March, 1973) points out that the 
develop.:Jent of the ranches is one of the most important means of 
meeting the total national demand for beef supply (plus increasing 
export eo.r!1i:lgs and increasing the nutritj on of urban and non-cattle 
~rodu~;n- ~~~il"o~) otc !-"- ........... =::. .:..a....~ ____ ....... ~ , _ • 

For the sa.;.:e ')f inf)r:!",ation I would like -':,0 quote some pertinent 
~tJ.teme!'!t,2 i:"laue in the IEP]) Apprai~al referred to above. 

1) At full development (year i2) the participating ranches were 
?r~jected to produce 45,000 cattle for slaughter, equivalent 
to about 10,000 tons of additional beef, which represents a 
227~ increase over the current marketed production and about 
13, ')00 b!'eeding heifers and 1,300 breeding bulls. The estimated 
output of t~e ranches is summarized below: 

NARGO Ranches 
nIX: Ranches 
UJAMAA Ranches 

- 31,970 
8,590 
4,068 

45,044 
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2) The addition of the. marketing component of the project after 
deducting for contribution of project ranches ~ ... as projected 
to increase the offtake by about 85,000 cattle and beef 
production by about 11,000 tons (24%). If the project were 
undertaken Hithout the component of marketing the projected 
increase in offtake was estimated to be likely to increase by 
100,000 animals to a total of 438,000 animals at full project 
developnent. 

3) FINANCIAL DISTRIBUTION OF 3 24 Hillion IDA LOAN HONEY 

RANCHES: 

NARCO 
DDC 
UJAMAA 

LIVESTOCK HARKETING 

Harkets 
stock Routes 
Holding Grounds 

HEAT PROCESSnfG 

TECHNICAL SERVICES 

Contingencies 

TOTAL 

30% 
10% 
~otal 
====== 

lOOJ~ 

4) The final1cial rate of return in TIl,IC ~'Ias Estimated at 18% 
:'Iith th~ expecta.'1CY that it :'fould b", financially viable from 
~re3r 1. 

5) Thr~l5timated producer benefit and :-ste of return for the 
.LnrJi'lidual ronch~s varied from 11(;; ~.J 2&% the main incentive3 
for the Ujamaa participants ~'Iould be primarily the increase ir. 
nU;;lber of cattle o\'med and secondly :':nproved income levels. 
Furthermore the rationalization of l:'vestock marketing and 
the development of meat processing plants in high cattle density 
areas are eXFected to have direct and indirect benefits from 
Ii vestock rroducers. 
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6) Employment: The ~roject is expected to create an additional 
2,500 new jobs in the lUU1CO/DDC ranches, stock hnl~~~~ ground~ 
and meat plants. In addition the project woula create self­
employment opporttmities for about 1,400 pers·Jll...: .:. .. 7:>0 family on 
t1jamaa ranches. 

7) At full development (year 12) project incrementA' beef production 
\Olas projected to be 21,000 tons, of which half is attributed to 
the ranches and half to the rationalization of the cattle marketing 
system and the location of meat processing plants in high cattle 
density areas. Higher production levels would increase exports 
by increment of estimated $ 6 million. 

Overall economic rate of return on project was estimated to be 
25%. 

COl.fi.lENTS 

1) It should be obvious from the above that the USAID Tanzania 
Hnrketing Project LOGICAL FRAMEWORK goals I'lere derived from the 
Second Livestock Development Project document. 

2) HOHever stated goals of an increase of beef from the ranches 
from 40,000 to 150,000 ~y 1985 in the Evaluation proposed MODIFIED 
lOGICAL FRA}lE\'iORK is totally unrealistic given the fact 
that no L~crease in level of investment is made. For example, 
the IRE Projects an increase of 22% overall to 45 :000 ",hile the 
eValuation suggested goal calls for an increa:>e of 375% \'lith no 
additional investment and a recommended curtailment of technical 
seI"lic~s ~.'~ndered to the ranches! 

3) Tiie ::"oa.~ :::2.?=r further sh3.,/s that the :'ndividual ranches are not 
e:q>=·.,:.c:d ;:,") begin producing any tangible net return of income from 
producti:m until at least the 4th year of operation. \'lith over 
half the existing r:mches embarkir.g on very substantial capital 
improvements, construction of good roads, firebreaks, dips, ranch 
facilities, \o;ater supplies aild ir:frastructure not t·o mention 
purchase of immature stock to start \·:ith it is t,-,~,.lly unreaiistic 
to t . .xpect them to be operating at a profit at this st.age. Because 
the land bf'longs to the nation no reali stic account is made of the 
tangible improved value of the land to production as would be the 
case in indi vidual-pri'Vate tennure of ol'mership. .{ et the 
Evaluation Report implies that LInA( the overall para statal 
organization) is useless simply because its subsidiRries are reportedly 
operating at a loss at present. 
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4) Since over hal! the projected increase in beef production is 
projected to come trom the ranches it is totally unrealistic 
for the Evaluation team even to suggest that Support to the 
NA.ROO and DDC ranches should be Withdrawn arid reduced to 
assisting the traditional livestock producers only while 
at the same time retaining the goal levels as stated in their 
~ggested modified logical framework. 

5) It is unrealistic'---for: the Evaluators to claim that the .ranches 
and. holding grounds are not assisting the livestock producer.. 
In the first place" Ujamaa :x:anc:hes" .consist of·tr.aditional 
livestock producers. Secondly the newly founded NA·RCO and 1)DC 
ranches buy aD. their new stocks of cattle to .start the ranch 
direciJ-y from the traditional livestock producers contributing 
substantially to income. of the producers whUeatt.he same,.time 
serving' a .much more important factor of re-distrlbution of cattle 
from over stocked ,areas to areas of real' livestock deficiency 
·thus helpir..g ,to protect the-environment. 

Secondly t.'1e ranches are specifically a very significant asset 
to the traditional livestock producer as a source of improved 
livestock (estimated production of 13,000 breeding heifers and 
1,300 breeding bulls from ranches at project end). The producers 
have no other source of supply in quantity to make any appreciable 
impact. Breeding of cattle takes time and money cannot buy that. 

Furthermore the holding grounds are intended to be used by the 
primary producers as well as TLMC. In fact TLMC staff have 
frequently complained of their inability to control the grazing 
by the' primary producers on these holding grounds which are meant 
to be reserved for the. intended use arid not continnus grazing. 

If the Evaluation' 'and USAID still feel that only the traditional 
producers shoul1 be directly assisted by this project·. an order to 
obtain stated LOGICAL FRA11E\'lORK GOALS then they should be also 
prepared to back that up with'funds and equipment for a substantial 
increase in this field a's prese"..tly they do not have the means to 
do 50 as the provision of funds from .the IDA loan for this purpose 
is minimal. It is no good suggesting in my new job subscription 
that I should be primarily an advisor to say all the one ndllion 
traditional livestock producers all over Tanzania when'themare 
no means equipment or funds to implement the advice given or 
technicians to advise(surely such is the function of the Ministry 
of Water Development. I am not trying to be absurd but only to 
point out how absurd the recommendation of the Evaluation team is. 
Perhaps the tra~tional liVestock producer may in fact benefit more in 
the long term by the indirect assistance' through the ranches(by way ot 
demonstration and source of iruproved livest9ck)than would have been the 
case if the equivalent effort and money was applied directly on his 
behalf in a scattered effort. 
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!C1 services are .al.read1'stret-cbed beyond' reason in assisting the 
axist:1ng ranches all over Tanzania - not to be dissapated any 
rur.·,her unless the evaluation team feels that I should restrict my 
services to only one small area say livestock producers within 
Dar es Salaam District or a couple Ujamaa ranches in only one 
given -area (the closest'present Ujamaa Ranch is some 300 miles 
trom my.home base). The Masai Range Development Project already 
has responsibilities for the .Massi Ujamaa RanChes. 

In reviewing the "Evaluation Re}X)rt on the existing water development 
specialist position there are a number of items which need 
clarification to avoid misunderstandings. 

First the statement that " Although the Water Development Specialist 
appears to work well with survey crew members IDS philosophy t.l:iat 
he " should be- completely operational and get the development work 
done fiTst, then turn it over to the appropriate people to manage 
does.not show progressive attitude for training during the development 
phase. The resUlts of this operational attitude are present~y 
apparent on the dependency upon the.Water Development Specialist to 
locate .sites for dam construction~" 

I do .not deny that .I :firmlY'believe in'the practicalitY.of an 
operational role at the initial i'onnation· stage especially if 
there is no existing organization or'starf to do the job - one 
cannot advise in a vacuum. S~condly, contrary to what some of the 
evaluators and USAID. officials .might .feel .on...this .matter J: relieve 
from practical experience'that·-transfer or s1a."lls and responsibilities 
to Tanzanians is 'quicker accomPlished by some operational role of the 
expert. Being operational does not. mean being unnecessariJytied up 
in administrative duties which could be' done by other Tanzanians 
but rat.her being responsible 10r 'the-prrti'CU1:ar functions of ones 
job and this also implies that ones' advice is followed and those carrying 
it out are responsible or held accountable in turn. I have often 
heard the argument given that when an expert is fully operational 
the project frequently collapses on his-1eaving; however the counter 
argument could just as easily be made that when the expert is only 
an advisor and ones advice is not followed then when leaving there is 
nothing there to collapse! In an operational role most frequently 
something tangible is left behind and this does not mean that the 
element of training is ignored. 

Being an advisor on the one hand limits liability and blame if things 
go wrong, on the other hand it.can frequently limit the effectiveness 
and accompIishmen·t of specific goals by the expert when advice is 
ign~red. The technicians working.Dn this project will attest to 
that ·fac·:::'. If you are ~ -an :advisor :it j,s only human nature that 
you are .likely to be less personal.ly "invol-ved .m:Jl ;comm:i;tted than 
when you are held personally responsible for a job. 
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In tact the whale notion at " advisor" and corresponding counterpart 
is 9omBth1ng that is ;relative17 new to USAlD policy but bas no 
parnllsl. jn t.h8 history ot developll8Ut in America by private indust17 
either. at . hoIIe or abroad. 

As stated --in the- Evaluation He,port the Tanzania Government. preter 
to see tecbni-cians- in an operat; onal role t do not prefer to use 
the-~term ".'advisor!' and.. do not agree'that counterparts are essential. 
au:h-a setup WOUld involve a doubling of expense for each lX>St.ion for 
the Tanzania Government while at the same time leave the line of 
'authority unclear~ - There is nCl. such position ,as counterpart to 
an advisor in the Tanzania CiVil Ser:vice ,Scheme. -It is incorrect 
to call an operational Tanzanian Officer Hho is in fact .administratively 
over the advisor a " counterpart,!' OperationaJ-Tythe counterpart in a 
real sense would hold the :plsition of in my' case Assistant Executive 
Water Engineer and when I left he would on ~ritbe .promoted to fill 
my position aut"Omatically. Qualifications 'for1xisition<w,ould 'be 
the same as mine educationally.a Be Degree, in Cillil .EngiDee~. 
If such a person t'ias not available then someOlle should· be sent On 
training-'for this pu'pose either in ,country-,or .:on partici.pclnt 
training. As -a case "Of point· which I was RegioriaJ. Wa:tex 'EDgineer 
in Arusha for a couple of years ,a'number of recent graduates were 
:plsted to Arusha as Assistant Executive Engineers. After a short 
period of 2 years of learning through work they were promoted and 
are now very competently serving as Regional Hater Engineers in 
other regions of Tanzania yet at no time were they designated as 
n counterparts". Frequently the task c:.f an expert is as IIIllCh 
that of imparting a degree of confidence in what one is doing which 
comes from experience rather than just imparting kncwledge or knowhow. 
Thus the expert acts as a cat'alyst and driving force. 

On the other hand I have t'lOrked on a developnent project ~Masai Bange 
Project) where,most of the experts(with the exception of associated 
with the water. developnent side) were advisors without any real 
operational responsibilities and saw', their frustratio~s in getting 
anything done in the traditional. livestock producer ',sector.. I have 
seen 11 counterparts" ,idly wasting 'away their time as ,they' had no. clear 
res:plnsibilities but were simply f-ollot'ling in the steps of the advisor 
and dependant on his·trmlsport. Not until they were shaken loose 
of this" counterpart" role and given clear res:plnsible operational 
:plsitions of their own did they really start functioning very effectively 
examples: J.P. Williams, Fonner Kiteto District Livestock Officer 
now Monduli District Planning Officer and Munissi now ArushaTLMC 
Zonal Marketing Officer. Similarlly I have seen a small group ot 
Tanzanian co~orkers develo~e with on the job training doing R 

credible job on duties ~or exceeding the responsibilities of 'their limited 
educational experience in Surveying, calculating and drafting up 
dam surveys and' suPervising construction of :works. 
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A.tt;er a 2 years on the job training lD8.DY of the good dam sites were . 
being select.ed ami brought to construction . completion independantly. 
One of my succe saor' s first comments on coming on the job was he 
didn't think he was really -:needed.:e -:t.he ~:an crew _ already felt 
they lmew what to do. _ My ,counterpart had not· even returned..trrxn' the 
U.S. from training for B.S. degree and the :3 Tanzanian technicians with 
whom I worked had no formal education past Form II and not received 
formal training from a technical training institute. By contrast 
most of the advisors on the project already had.a score of counterparts 
with Diploma Degrees as well as a number of participants returned· 
with B. S. degrees for several years and still there is very little 
tangile results show ..foraJl these years of efforts in these fields 
as no new viable ranching associations have been found in the last 
5 years and the project is now nearing its targeted completion date. 
Granted there were and still are many contributing factors which 

,make measurement of progress and effort in many fields much less 
tangible. I was critisized for being too operational in tl't..st c.ase. 
n would seem from actual practice an the Masai Project that the 
.advisor - counterpart approach to the project has had the opposite 
effect of that intended - i..e. slowed up both accomplishments and 
.transfer of skills, because of the lack 01 'a more direct ilorking 
rel.ationship between the experts and:,their ',Tanz'anian co-workers. 

The point I am leading up-to is that once 'an dperation is set up 
and functiOning with Tanzan;ans .operationally responsible to the 
expert.in carrying out the various functions of his job it is a 
simple ma~ter ~or the expert to then become an advisor and then 
be quickly phased out because the Tanzanians have been already 
carrying out most of the work and the expert is able to bett~r 
transfer his skills or knowledge by and being responsible in some 
way for supervising their :work. 

Returning to the evaluation statement under level of performance 
quoted at the start I would say that the assessment was made without 
even first hand observing the specialist wcrldng with his Tanzanian 
co-workers in the 'field un surveys. In fact the observation "laS 

apparently based on a casual 5 minute discussion between myself 
and the LIDA Land Surveyor Mr. Mapunda -(who is incidentally not my 
counterpart) to help him locate potential dam sites using existing 
topographical maps. If they had taken the time and opportunity 
to come into the field they would have observed that all the survey 
work is being carried out by 'the Tanzanians and not solely by the 
n expert". Furthermore, the matter of choice of location of dam 
'sites is one of the most important areas where the assistance of 
the Specialist is vitally needed as such requires a greater technical 
knowledge of hydrology, runoff, soil suitability, and practical 
judgement. 

• •• /11 



Direetor 
Tanzania Livestock Marketing Project Evaluation.Report 
Page Eleven: 

This is where the specialist. can be of greatest impact and benefit 
to the country in helping to determine the feasibility of projects 
to reduce costly mistakes. while the technical ]mowhow is being 
acquired by Tanzanian in fomal technical institutes and university 
and by on-the-job training of ethers tluru observation of what works 
best. In this role the technician maximizes the use at .his 
expertise while leaving the operational execution of the proje.ct.to 
capable Tanzanians. 

The degree to which the Specialist becomes operationally invol v.ed is 
dependant on the existence· o"fany staff to do ·the ·job.; theiT level .of 
training and experience in investigation, survey, design and construction 
work as well as the priorities at hand. For example the amount .of 
direct operational assistance xequired byTL~C, the DDC or the Ujamaa 
ranches is Imlch greater because they do. not even have any :survey 
staff, etc period while on. ilie other hand the. NARCO ranche.s have" a 
qualified Engineer as their _Developnent ·Officer who has been 
responsible for laYing out .mast ·of' the ·surveys .and .designs .for the 
existing .dams .as we:L1as-,for pl anning on the NARCO.r.anches. :In,this 
case· my job is' .primarilY , to assist up grading the. technical lmO\'l-how 
3..e. project ·site :selection .and design and end· productthnl" on-the~job 
trainjng and ·pre.parationof technical. guidelinesl'or. the· Ranch 
Managers· in 'operational control and to: moniter ·the dev.elopneri.t. ."The 
.Evaluation ·.teamilever met Mr. Mi'lamakula, Developnent "Officer ·at 

. NARCO: but in·. a real sense he is my " counterpart". within: NARCO. Hence 
·the charge of the. evaluation that I do not hav.e·a: counteJ;"parl .is 
not correct ·in-,areal sense. My job description specifies that I. am 
to train counterparts in each of the subsidiaries (af which. NARCO is 
largest) .although I do no't'""bave a direct counterpart at LIDA, the 
Land Surveyor Mr. Mapmda and hisCre\'l also assist in implementing 
the surveys for dams to \'ihat. extent they are available from other 
duties. 

By the very nature of the organization of LIDA it is :impossible 
for one to be fully 11 operational" given the wide scope of 
responsibilities scattered on ranches all over tbe country. Hence 
the very nature of my existing job description naturally limit·s 
the operational role. 

On the other hand wi thoutsome fonn of operational role the -ver-,f 
existence and prrpose of the Livestock Developnent Authority would 
be impractical. Without an operational role one cannot hire 
a survey crew or teclmical assistants if none presently exists. 
Hence either the advisor has no-one to advise and newark get~ 
dane or else be has plows in an4 tries to do all the work himsel.f' 
limiting the potential productivity of the specialists expertise 
and end accomplishments. 
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Asking an "advisor" to ·traincatmte.rputs is analogous to asking 
a teacher to effect a rapid excbanBe of knowledge to students who 
may not even exist, who are not required to attend classes, who 
cannot be given assignments on the job or be graded on their 
performance I If one is operational the question of counterparts 
can be solved directly without delay. Being operational 'doesnot mean 
the whole job is going to be done solely by the specialist .but rather 
if the goals set out in the ?reject are to be realized it will only 
be rationally IX'ssible 1.f most of the liOrk i:s actually accomplished 
by the Tanzanians themselves - working together with the technician. 
If a technician's" advice" is worth its salt it is worth giving 
substance to such adviee so that it is carried out. .I think that 
both the evalua1:d:s and USAID in general fail to appreciate that aside 
from regarding the whole position of " advisors". as being non-productive 
and a waste of resources many third wodd countries ]lCU"ticipants may 
also believe t.hat the' n advisory role"connotates or implies:a feeling 
of inferiority on the reciproc.ant. The transfer of knowledge catild· 
be much cheape·r· be effected by sending the Tanzaniansi'ar ,training 
even to similar 3rd "World .situations elsewhere then hire ·Americans 
at much greater.cost to simPly be'n advisors" with.no responsibilities. 

Getting back to the evaluation reJXlrt of :the·Water Developnent position 
the 'caushlity section states -±.hat. money:J.1d tially received by the 
ranches',. is utilized on offices and similar. human needs rather than 
livestock oriented needs is way off base .. and·:.maccurate. In fact 
the· ranches have emphasised the constructia;1df, infrastructure, i.e'. 
roads, firebreaks, water supply 'dams, -diJls and left the. construction 
of headquartf.rs and staff houses to -the last: is' apparent on most. of 
the new ranches in fact I do not. know.of a siJ:lgle example where .this 
has been the case. 

~estion: Then how could such a :statement get --mto ])rint? 

Answer: The Evaluatio:l team were told by Water Developnent Specialist 
on the field trip visits to the TL~C holding grounds that such was 
the case With TL."1C and the Evaluation team apparently must have assumed 
wrongly that the same applied to the ranches although they certainly 
Sa\i no evidence of such themselvss, other points made in the evaluation 
need further clarification. 

section II - 42 5. States: 1fl'anzanian staff able to plan and 
m~nitor necessary range management and~er development work without 
foreign technical assistance". Level of performance - " Tanzanian 
staff shows ability to plan r~ and water development work without 
foreign assistance, to a large degree". 

The above statement-s ne.ed.sDme --scrutl.ny - the evaluators .do llot seem 
to realize that TIMe has no' waterllevelopnent tec.bnical .staf.f 
whstsoever for survey, deSign or construction of surface water dams 
or, pipelines but relies -entirely on other Government Departments(where 
available MAJI) and LIllA or the Range Developnent and Water Developnent 
technicianS. 
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The HARm ranches are in a somewhat better situation but again are 
very III1ch understaffed with only one Developnsnt. Officer eng;neer 
relying on one small LID! survey team to effect developl18Ilts an 
20 some ranches •.. Some previous .support was received by FAO teams and 

from WI.in the. past, SO the evaluators apparent assumption 
that the Tanzanian -staff within TINC, BARCO ranches and LID! have 
the capable operatIonal staff existing to carry out. water devel()pnent 
work is.false and hence their advice to limit the TAMU technician to 
an advisory role. only. _ The assumption is made beca':lse apparently " 
the job is-somehow, getting donen •. Such rational ignores the tact 
that no substantiaiwaterAevelopnent work has. been ta1d.ng place on 
any TIMC holding ground&:exeept .:for Kwala for. lack of eqqipnent and 
personnel. Most of the sIipplies are carry aver facilities_and a very 
large water developnent program': proposed .is now behind schedule. 
(NOU3 - Although there are liniiJ,ed~numbers of :capable Tanzanians' 
carrying out water developnents the' first. civil enginee~ graduates 
from the: Dar· es Salaam Engineer.irig .Faculty $as 'this'1:ast -year 
aDd the.'. supply. Of ·techhicians .from- the MAJ:Ctechnical insti'tut~ 
is limited--with, the demands: .for: the institutions :as- well·as:.vD:l4-ge·s 
for exceeding the sup.ply·on -the short term). 

Next the statement made in Section II - 26 that" LIDA's philosophy, 
at present, is to complete developnent of the existing ranches and 
holding grounds before developing new ones giving first priority to 
those located nearest to Dar es Salam and the present centers of bigh 
li vestock densi:tY". ~fuile such. statement .01' fact might apply to the 
TIMC holding grounds it certainly cannot be said of the NARCO, DArCO 
ranches. If the eValuators had looked at the map provided to them 
showing the location of the new ranches and listened to the statements 
made to them they would have clearly seen that development of the 

.new ranches is being concentrated in the areas of" least livestock 
density to lessen the competitionto available gra'zing and not bighest 
as stated and that much. of that new dgv~lopment has been ~cattered 
far inland i.e. Bukoba area, .Kigoma (Uvinza), Mbeya(Usangu) and not 
only the ~orogoro area. 

The Evaluation team f~led to' note ·thatthe developnent of the Ujamaa 
ranches does not even fall 'under LIDA's administrative resp:msibility, 
hence the eValuations ~ecommended new scope of duties of the Water 
Developnent Advisor would in effect mean that all assistance to LIDA 
be tenninated. On the other qand the Evaluation Report talks of 
dividing the Water Developnent Advisor's time between the two companies 
of LIDA and rum shows an apparent lack of understanding of the 
relationship between the two - (i.e. that LIDA is the overall 
parastatal under which subsidiaries such as TIMe exist) and igno1'P.s 
the practical' admonition that n one cannot serve two masters". 
As was frequently Pointed out,to the evaluators during their visit 
the scope of work of the Water Developnent Specialist, Range Developnent 
Officer and Range Management Specialist .is .already· too big when working 
with only one company and cannot afford to be' further dissamted or 
diluted. 
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The existing job de5eriptians~eave the development of water 
supplies an the TU!C llolding grounds to the Range Devel,?pnent 
Otticer although it is understood the Water Developnent Specialist 
will provide technical guidance assistance to all IBRD Livestock 
Development Phase II participants. ' 

In the Evaluation Report (Page n - 11) under causality thb 
team finds that " sincere appreciation 1:.:>r- the inplts and 
accomplishments of the Range Development Officer are apparent 
at all leveleof the -parastatal staff. Reasonable co-operation 
between TIMC has been received".. In the very next paragraph the 
Evaluation contradicts itself by stating" the Range Development 
Officer is LJt free to make scheduled or routine inspections of all 
facilities. Zonal officials often do not request his help or . 
advice when needed". 

\s stated previously the Eva.lJ..ta.tion RePOlt contains a number of such 
glaring contradictions. - In the PROJECT ~EVALUATION SUMMARY the 
'statement is made that n The .Parastatals. have not seeked advice 
from adviso; .. s" (page X) is an over generaliza.tion not supported 
by facts. Th~ evaluators chase "tc .ignore the 'account of LIDA ':s 
Technical Manager. concerning·.the : inputs of the TAMO technicians; 
as well as clear writt.en eviaence contrary to the statement made. 
My own observations ·given· to the Evaluation team was that I was 
swamped by specific requests .for assistance far in excess of my work 
capacity and at the same timer was yery favorably impressed by the 
degree to Which the participants J:.oolctbese .recommendations seriously 
and Laplemented·tb~ 

The h'valuation Report bringti to light many lmown deficiencies which 
overall project a very negative gloomy' picture and the other hand 
t.he EvalUation Report has a -:tendency-:to-omit -po-si-t±ve ·accorllplisbrnents. 
For example, n the TAMO advisors have made iLpl.llo s into the IDA supported 
construction/renovation in varying ·degrees. W~ .~r Developnent as a 
project input has only recently recommenced as the Water Development 
Specialist, position_."'1.d-hear :-...ant .for more than a Yt;a.r." Such 
a statement \vas excusable in I:.' recent USAID review in February ,1976 
but not excusable 5 months after the position was filled and functioning. 
Such a state~ent also implies or infers by omission that nothing had 
been accomplished. 

While recommending that. in. thefu.:tuxe technicians on this project 
'receive sufficient Kiswahili language training in the U.S. (which 

implies that, none of the existing teclmicians knew any kiswahili. 
The recommendation is naturally a sound one but no credit is given to 
TAMO for going to great lengths to obtain technicians with long tem 
East. African experience to:minilDiZe :such 'problems of adjustments in 
the Past. 

../15 



Director 
Tanzania L1 vestock Marketing Project EvalUation Report. 
Page Fifteen: 

The Evaluation goes on to state II the contribution of the TAMU 
adJtisors input in terms of achieving the IDA objectives is lint 
clear. The advisors have helped to improve the quality of work 
but cwear to have had only a limited, impact on the overall success 
(or lack thereof) of the IDA project. The leader o£ the IDA's 
mid - 1977 review team, when asked about the dependence of 
the loan project on USAID support, replied that termination .of -the 
USAID Project would not substantially affect }:erformance of ·,the 
Loan Project". Surely 5uch a statement based on "hearsa~t :sholild 
not be admiss.able in a EvalUation Report supposed to .be an nbjective 
and inde}:endant review not rely:ing on other sources to :take .their 
conclusions for them. 

It is not my business or· pII'pose to try to tell the Evaluation:Team 
what they should or shouldn't ·have reported or recommended but 
rather to insist that .they be objective and ·.fair in their ·~ppr.oach 
and not omit obs~rvations: which . might not support their particUlar 
recolIllllendations. I believe ·that just as the review team critisized 
tbeSuo-sector rep.:rrt ,·they: should s; mi 1 arily expect that. their own 
tiruiings be scrutinized with·the same degree of objBctivity. 

The comments made above are· not comprehensive .but coOver .only .some 
of the statements made concerniI).g.my own po·s±tion and .that '.01' ·the te.aJl 
as a l"lhole. The p.1.rposeo.CtlUs excersiv.ehas not been ·.to: discredit 
the EVALUATION. REPORT .as a libble but to rebute ·.some of the statements 
made .and in ·hopes that. in .the future the developnent of Project not 
be limited to ·the recommendations made in this :Evaluat.ion but .be 
OPEN to explore other options. 

I believe that many of·the apparent discrepancies \'/ere not deliberate but 
simply the inevitable result of haste. On the other hand I firmly 
believe the reJ::ort bears primarily the evaluations and recomrnenda.tions 
of the Team Leader. This is a fo~egone conclusion whe~ the rest of 
the team depart long qefore even the first draft is ready9 However, 
more seriously the Team Leader openly questioned anddisc01.mted the 
abilities of his co-evaluators before the write~p had even b~gun 
saying the one cbviously didn't have a ~lue as lihat Was going on., 
the other was qualified but unexperienced and the third althot;gh 
well qualified and experienced only required a little time to come 
to the right c:mclusion! If the, Team Leadlilr did r..ot wish to ·be 
quoted on the abcve he had no busllless statlllg the same l.n my 
presence. During the latter stages of the review two members o£ 
the eValuation also commented informally to members of the TAMU team 
that they really di9n't know if their recommendations would carry 
any weight. 
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The net result of this-is.that ~.-ane J.:ine ,-ot .appraoch or option 
vas 1'ully explored. '7bB.Range JWlagement Specialist had in, his 
notes commented that it is likely that an emphasis on ~duction 
would have a greater tmpact in accomplishing the goals~ the project 
than tne present TAMO emphasis on the marketing side which coincided 
with LInA's expressed opinion but this o~ion was not breached. The 
basic assumption taken by the evaluation team that the traditional 
livestock producer is not selling lrl.s cattle is unfounded hence the 
recommendations that ~tudies be malle to find out why he isn.t selling 
more. The offtake of -animals as lDeasured by actual hides producer! in 
Tanzania is presently 1.5 million (not counting an additional 1.5 million 
small skins of calves, goats and sheep and the small percentage of skins 
used domestically) per year and this level has not fluctuated widly. 
According to 1972 FAO cattle census the total cattle popllation estimate 
was 9.27 million head; thus the l. 5 mill j on hides would indicate an 
actual offt.ake on the ordero.f~6%. ,(CtuTent estimates by'TPL 
approximate 9.7 million cattle at present). Even if thehi-ghest 
proje.cted figure of 13 million r:attle .from 197Q is used thiswouJ.d 
still represent at ,least.-a .minimum ll.% offtake. 'Thi's high.. level 
of offtake is further' supported by the fact that the average weight 
of animal s slaughtered has been dro'pping shar.ply ,:in ':theJast .-few, years 
for example.., TPL stock. has decreased from an ave:r:age .6f: 22O.ld.los 
per animal, to a present of ~60,Jdlos over the -"last.IO years. '. ,Thus 
immatures a:ce .. being sold . .for.slaughterand t):le.present 'rate' of offtake 
may .actually be decreasing future production ,potential. .,' Thus .i t is 
totally unreasonable to expect the producer to :be.- selling. ,more under 
the present situation simply because _TPL, consumers national goals, 
etc want '.more. Present emphasis on..marketing ·whicll. tends' to measure 
its success primarily on the number of animals sold without a corresponding 
emphasis on ~production is not sound and the 'facts would support the need 
for more emphasis on production and aniina.l husbandry - overall if the 
stated objectives are to be realized. 

The cons-..unption of 1.5 million cattle per year by 13 million Tanzanian 
residents repre8ents a total ave~age yearly' consumption rate of onfY 
10.4 kilos per person usine the current average useable carcass we~ght 
of 90 kilos beef. CUrrent figures show urban residents (Dar es Salaam, 
Moshi, Arusha) to be actually using 15. - 20 ldlo meat per capita \-lhile 
the overall figure in the rural areas is 7 kilos pe-r son. mdications 

~re that the low useage in the poorer rural areas is not a reflection 
.v"':{~ LQD of true demand or need ,but rather simply a reflection of scarcity of 
# money to meet their needs. , If -a -more --reali-stic -figure of demand of 

15 -ldlos meat per person annua'lly were to De met the required production 
would be 2.16 million livestock based on current average weights or 
97,300 tons beef. The Evaluation 'Report states no nntri tional goals 
only that the sup~ be sufficient for national domestic demand. 

Instead the recommendations' are '-'t1mt ~ :~ :the :same .actitities 
(assistance to the ranches) acknowledged in the report to be effective 
and satisfactor.y be curtailed and more studies be made • 
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Vben I. suggested to the evaluation team leader that I.felt the aptian 
at emphasising production bad not. been adeCFJ,ately explored I was told 
we need more~-atudies !1r.st -because .this project. started an the assumptian 
that there :wer:&.' _too .llI8l1Y.~eaw.e and ·,now .the facts seem to indicate the 
opposite that there may. be ·a"';.defic1te 

(Note - that increased production was one: of the major goals of this 
project ar~ not just increaSed offtake) • 

. I replied that if that is the {:ase then' to emphasize production on 
the ranches as a means to speed distribution of cattle from the overgrazed 
high cattle density areas to the areas of high grazing potential but.low 
existing cattle population seemed a logical answer. Besides the ranches 
are the present time the only source to provide ·the sharply rising demand 
~or quality beef. 

By coincidence the required new specialists happen to be specialities 
which the Team Leaders own company can provide. Clearly this present 
dangerous precedents .of conflict of interest. 

The new~ Rural Thlvelopnent Specialists'" should' do· a .12. month . in-depth 
investigation .n relying in the Evaluation.own·wordS" on. strong bacKUp 
support frozp the' TAMU advisors. 1'lhat the'. rep:lrtfails 'conspiciously 
to pote is that 4 and soon 5 of these.TAMU technicians with experience 
have already left and the Evaluation team does not recommend that most. 
of them be replaced and those that are will' be in place will be new with 
little more experience than those arriving. Understandibly the Tanzania 
Government, as noted in the Post Evaluation Review, rejected such a 
prop:lsal outright. 

In conclusion the above comments are my own personal opinions but I 
fi:n:nly believe that many of the proposals recozmnended by the Ev'clluation 
Report are impractical and \'lOuld impair the effectiveness of my \'lork 
both 'l'/ithin the TAMU 11eam and for the Tanzania Government. tt 

c.c: Chief of Party - TAMU/Tanzania 
c.c: Project Manager, USAID/TAMU or Acting Agricultural Officer, USAID 
c.c~ D1rector, ~ Paul Creech, International Programs. 

urn/pfC 


