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for future exwansion. 
3. That all future projects, dairy development M. Fuchs-Carsch
 
or otherwise, are developed and designed in a
 
manner such that the primary objective is to leave
 
in place a Tanzanian functioning capacity to
 
manage, 
 fund, maintain and operate the institutions 
and/or facilities developed, improved or established
 
through the project.
 

a. In particular, that USAID/Tanzania in

collaboration with the TanGov and HPI 
design all future dairy projects in a
 
manner such that development of Tanzanian
 
dairy management and technical capability

is given highest priority and small farmer
 
assistance activities are designed to meet
 
the ability of the village farmers and
 
conditions of their culture.
 

4. That in the event future cattle transfers to M. Fuchs-Carsch
Tanzania are authorized under an AID projecto), B. Behrens
shipment dates are set and met with the 
condition that sufficient time is allowed to 
procure and pre-condition quality, disease
 
free cattle prior to shipment.
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13 Sutary
 

The purpose of this evaluation is to review the progress of the now

completed Dairy Production Project (621-0129) toward achievement of
project objectives stated in the grant agreement. This project was 
implemented under an Operations Program Grant awarded(OPG) to 
Heifer Project International (HPI) in 1974. 
The project terminated
 
in December of 1978.
 

It must be noted from the start that evaluation of this project
proved exceedingly difficult for a number of reasons: First, the
project was somewhat unique in that it was designed and funded under 
an OPG, a grant specifically set up for Private Voluntary Organiza
tions to perform in the field - ostensibly under field Mission control 
but was designed, developed and authorized by AID/W with little or 
no
Mission involvement. As a result, Mission requirements regarding
project monitoring, evaluation and documentation have never been clear.
 
Second, over the course of its scheduled three year life (1974-76)

,the project was extended several times, expanded to include Zanzibar

and Mafia islands, and somewhere along the line expanded to include
 
a $300,000 training component. Accordingly, since all documentation
 
was developed and authorized inAID/W, the many amendments made to

modify the project were either never received by the Mission or received

and improperly filed. 
As a result, proper Mission records and files
 
on this project simply do not exist. 
Third, interviews with HPI technicians
in-country revealed that they were not aware of the fact that submission
of quarterly reports to the Mission was a requirement of the grant
agreement. Thus, none were submitted. This, of course, made proper

monitoring and record keeping nearly impossible. Fourth, over the past

year and a half the AID Mission has undergone almost a 100% turnover

in direct hire staff. This has resulted in rather severe institutional
 
memory and continuity gaps, and in the process, with little noor records 
to fall back on, this project was literally nearly lost in the shuffle.
 
Finally, UPI recently sent two individuals out to Tanzania to evaluate

this project, but to evaluate it under, and as part of, a DPG grant 
-
a centrally funded grant of which the Misaion was not even aware. This 
once again demonstrates a severe lack of communication between AID/W
and the Mission on a centrally funded project, and also the lack of
clear-cut guidelines on Mission-AID/Washington responsibility in 
monitoring and evaluating these projects. 

Despite the confusing nature and somewhat haphazard evolvement of thisproject, however, nearly 1,200 head of cattle were transferred from the
U.S. Lto three government farms in Tanzania, Zanzibar and Mafia over a
five year period and observations and assessments can, and were, madebased on the objectives set forth in the grant agreement, as to progress
made and targets achieved. 
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The goal of this project was to provide high quality Holstein and
 
Jersey heifers and their transportation, and technicians and evaluation
 
staff in support of the Government of Tanzania's effort to improve its 
livestock industry. The specific objectives were twofold: (1) to build
 
a genetic base on which the Tanzanian dairy industry can expand and 
(2) to increase small holder farmer dairy production.
 

During the course of the evaluation it was revealed that significant 
progress had been made towards achievement of the first purpose but 
little towards achievement of the second.
 

When the first heifers started arriving in Tanzania in 1974 and 1975, 
the TanGov dairy farm they were transferred to, Kitulo in Mbeya Region, 
was overwhelmed. The infrastructure and manpower required to take 
proper care of these exotic animals was simply not in place. Facilities 
were inadequate for p-oper milking, shelter, calving and treatment of 
diseases; drugs and veterinary services were limited; fencing was 
inadequate; pastureland was undeveloped, markets for the milk were not
 
identified: and skilled technicians and managers were in critical short 
supply. As a result, the mortality rate for adult cows as well for
 
the newborn calves rose unacceptably high and milk production lagged far
 
behind the breed's genetic potential.
 

After the very unfortunate and shakey start, however, and over the 
extended life of the project, considerable progress has been made in 
developing the infrastructure required to take proper care of the animals, 
in increasing milk production, and in building the genetic base on 

;which an expansion of Tanzania's dairy industry depends. 

A large part of the improved infrastructure now in place at all three 
farms must be attributed to the massive assistance that was (and is being) 
provided Tanzania by several donor countries and the World Bank. The 
donor countries, primarily Scandanavian, hxve provided funds for a wide 
range of activities: construction of facilities, improvement of pasture
land, fence building, water development, purchase of equipment, vehicles 
and drugs, and road construction. The World Bank has provided loans for 
the same. In addition, and perhaps most importantly, the donors have, 
and continue to provide, technicians who assist in managing and operating
the farms. Indeed, at all three farm locations where HPI cattle were 
transferred, there is still a heavy reliance on expatriate technicians 
and managerial assistance just to keep the farms going. Therefore, although 
a great deal of progress has been made in the area of dairy physical 
infrastructure development, a great deal more should have been, and needs 
to be, done to develop the Tanzanian managerial and technical capability 
required to maintain and expand this infrastructure. Much greater effort 
should have gone into this area so that when the project terminated there 
was left in place at least a limited functioning capacity to manage, fund, 
maintain and operate the institutions and facilities developed, improved 
or established through the project.
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However, it is realized the problems in Tanzania are many: In most
 
cases, Tanzanian counterparts 
 are assigned to the expatriate technicians 
but lack the training, job security, motivation and incentives 
required to take over after the technicians leave. A large part of
the problem is the system itself as training opportunities are very

limited, turnover rates are high, wages 
 are low and promotional
possibilities minimal. Therefore, until the system begins to reward 
its technicians/managers sufficiently, both psychologically and

materially, little true management technical capabilityand will be 
developed at these farms.
 

-,\The second thrust of this project, to increase small farmer dairy
produccion, was never given serious consideration. In large this 
was due to TanGov policy constraints but also due to the fact that
 
the primary objective of the national dairy farms is to expand and
 
increase their operations to the point where all regions of the country
 
are adequately supplied with milk, thus eliminating the great financial 
burden of import dependency. Therefore, there is very little priority 
or room for small holder involvement. Moreover, at present the three 
dairy farms are really in no position to provide villages and farmers 
the training required to take proper care of a high-bred cattle they
themselves are having difficulty properly breeding; nor do the villages
have the wherewitbhll-facilities and trained manpower - to do so. 

It is reported that somewhere between 10-50 HPI derived animals are

transferred from the government dairy farms each year. Most go to other 
national ranches or to special projects, however some reportedly have
 
been provided to villages and progressive farmers. The three farms,

however, due to current TanGov policy, are not allowed to carry out small

holder assistance activity as a part of their regular operations. Nor
 
are they in a position to do so. 
 They must follow TanGov procedures

which to date are as follows: Surplus bull calves must be sold to the
 
Ministry of Agriculture, after which they are channeled to other
 
government farms, villages, etc. Heifer calves or cows, if they are
 
to be transferred at all, the decision comes down from headquarters in
 
Dar es Salaam. The farms simply receive orders instructing them to
 
transfer a certain number of cattle to a specified location by a given

date. They have no say in the matter. Therefore, indirectly some
 
cattle may be getting down to the village level and this project

may have helped increase small farmer dairy production to a limited
 
extent in this way but 
there are no records or means to document
 
this, and assisting small farmeri is definitely not a regular or
 
controlled part of the dairy farms operation.
 

In conclusion, it is the evaluation teams assessment and recommendation
that in the event future TanGov requests are made for cattle to carry out
similar projects, several conditions would have to be met before such 
requests could be given serious consideration.
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The conditions/recomendations are follows:as 

1. That AID withhold funding for future dairy production projects

until TanGov comnitment to develop firm, clear-cut policy lor develop
ment of dairy farm management, manpower, infrastructure maintenance 
and expansion capability  to include small holder dairy assistance 
is demonstrated. 

a. Institutionalize a firm policy for in-service and on-the-job
training, career promotional, wage increase, etc., opportunities for
 
all staff.
 

b. Utilize expatriate technicians for the training of Tanzanian staff. 

c. Eliminate high dairy farm turnover rates. 

d. Establish a firm, clear-cut policy to include parastatals for
 
provision of dairy development assistance to small holders (villages/

progressive farmers).
 

e. Budget adequate funds to maintain staff and physical infrastructure
 
now in place, as well as for future expansion.
 

2. That USAID/Tanzania in collaboration with the TanGov and BPI design

all future dairy projects in a manner such that (1)development of
 
Tanzania's management and technical capability is of highest priority

and (2) mall farmer assistance activities are designed to oeet the
ability of the village farmers and the conditions of their cu-'ture.
 

On the second point, itmust be kept inmind that animal breeding is a
highly specialized activity in most Western countries, and animals such as Holstein and Jerseys are very dependent on special conditions such as
 
a 
high quality diet, medicine, innoculations and sanitary facilities.
 
Therefore, if small holders are to be successful in the raising of these
 
exotic breeds, some facsimile of the conditions to which they are
 
accustomed has to be produced.
 

14 Evaluation Methodology
 

This evaluation constitutes the final evaluation of the Dairy Production

project. The primary reasons for this evaluation were: (1)to assess
 
accurately the experience gained and problems encountered with the project,

and (2) to offer substantial recommendations which can be applied to
 
future dairy development efforts.
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The evaluation is based on two weeks spent in the field divided 
between the three goverinent dairy farms where HPI cattle are being
bred; discussions and interviews with HPI contract team members, 
Tanzanian dairy farm staff members, TanGov officials and USAID 
personnel; and reports and documents. 

15 External Factors 

Changes in host government priorities have had an impact on this project. 
During the design, development and initial implementation of the project 
TanGov priorities were near equally divided between small holder dairy
development and national dairy development. As the project progressed, 
however, greater priority was placed on national development, resulting 
in a restraining of the development of a capability on the national 
dairy farms to assist small holders in dairy production development. 

16. Inputs 

The reader is referred to Annex I, II and III for a detailed suafnaxy 
of actual animal cattle inputs.
 

Cattle:
 

Approximately.950 holstein cows were transfered to the Kitulo Farm 
in Mbeya Region over the five year period 1974-78, 140 Jersey cows 
to the Bambi Farm on Zanzibar in 1977 and 80 Jersey cows to the farm 
on Mafia Island in 1978. 

With the exception of the last consignment of cows, 140 sent to Kitulo 
in 1978, the majority were high quality animals end arrived in good
health. Reportedly, due to rather arbitrary shipment deadlines set by 
AID and the TanGov to get the agreed upon number of cattle in-country 
prior to project termination, the last shipment to Kitulo consisted of
 
lesser quality, uneven in size and variable-aged animals. HPI's
 
contention is they were not given sufficient time to properly procure,

pre-condition and treat the animals prior to shipment. In the event future 
cattle shipments are authorized under subsequent projects, this must 
not be allowed to happen again. (See recommendation four)
 

As was mentioned in the summary, the first shipments of cattle were
 
made to the farms before they were adequateJy prepared, infrastructure
wise or manpowerwise, to handle them. Much greater study and preparation 
should have gone into the project prior to the actual transfer of 
cattle, and smaller numbers sent. (See recnnendation three)
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Technicians:
 

In accordance with the project design, HPI was to provide one 
Veterinarian for assisting to establish disease control programs,

diagnostic labs and technical backstopping. One Vet was recruited,

served 
 a two year tour at Kitulo and reportedly was able to establish
 
a limited disease 
 control program. A second Vet was recruited,
arrived early 197/, but left after only six months, contending that 
the Tanzanians were sufficiently capable in this aret. 
 The position
 
was then eliminated.
 

Diagnostic labs were not established at any of the farms as Regional

labs are reportedly better equipped and capable of providing this
 
service to the farms.
 

Over the five year life of this project, HPI successfully maintained
 
four technicians at the three farms: 
 two at Kitulo and one on Zanzibar
 
and Mafia. On completion of the project, December 1978, and at the

explicit request of the TanGov, HPI reports that it intends to continue
 
its provision of technical assistance at all three farms for at least
 
another two year period. The contract under which this will be carried
 
out is a special arrangement between HPI and the TanGov. 
The USAID is
 
not involved.
 
Commodities:
 
All commodities and supplies procured under this project, including a
 
shipment of frozen semen, arrived in'good condition.
 

The Veterinary Library designed as part of the project has not yet
been established. However, HPI reports that a large number of books
 
have been purchased and will be shipped in the near future. 
The
 
Library will 'be established at the Kitulo Farm.
 

17. Outputs
 

1. Improve dairy herd genetic base:
 
Considerable progress has been made towards developing the physical

infrastructure required to properly care for the project animals
 
received. 
 In the longer term, if manpower shortfalls are likewise

improved, it is expected that the farmc will be better managed, the
 
animals better cared forpmilk production will rise, mortality rates will
 
fall and a solid base will have been created from which to expand.
 

2. Expanded and selective dairy cattle breeding program at the sites:
 
This has been achieved. Cattle have been transfered to three government

farms, at which on-going breeding programs are in operation.
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3. 	Increased Tanzanian Government Management Capability at: 

(a)Selected dairy ranches
 
Some progress made, however, there is still a heavy reliance
 

on expatriate managerial and technical assistance to properly
 
run the farms.
 

(b) Ujaiaa Village Dairy Units.
 
Under this project, the government dairy farms were, and are,


prohibited from getting involved in village dairy development. This

effort is handled solely through the Ministry of Agriculture.
 

4. 	Dairy Production Units established at 50 Ujamaa Villages:

(Response to #3, b, also applies here)
 

18/19. Purpose and Goal 

(Summary Statement covers purpose and goal in detail) 

20, 	Beneficiaries
 

The 	 immediate direct beneficiaries are the TanGov and villagers in the 
areas surrounding the farms who will benefit from dairy herd expansion

and 	some indirect village upgrading through farm operation exposure,

greater employment opportunities, greater milk production and improved
road networks. Indirectly, villages and some progressive farmers will
eventually benefit as small numbers of these high-bred cattle and
their offspring, particularly bulls, make their way through the TanGov systemdown to the village level. In the 	longer term there is potential for
the 	entire population to benefit from greater milk supplies, particul.arly

children, as overall dairy production is expanded.
 

21. Unplanned Effects
 

During the past year, there has been an unfortunate development under
 
the project involving cattle sent to both Zanzibar and Mafia Islands.

After being in-country for nearly one year, a large number (70-807.)
of the heifers ready for calving at both locations began to abort. 
Several diseases are suspected, brucellosis, riftvalley fever and
leptostoriasis, but the actual cause has not yet been determined
perhaps more importantly, whether the disease was picked up 

- and 
in Africa 

or carried over from the States. 7n the future greater
care must be taken to assure that all animals are thoroughly pre
conditioned, and given a clean bill of health prior their transfer 
overseas,
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an effort to resolve the abortion problem, HPIZ USAID and the TanGov 
•ecollaborated to contract on a short-term basis an American Vet who
will assist tre TanGov diagnose and treat the diseased cattle, develop


better preventive and disease control programs on the farms and make 
recomendations for developing and designing more effective dairy 
development projects in the future.
 

22. Lessons Learned 

Perhaps first and foremost, it was learned that the development and

authorization of a centrally funded project which is to be implemented
 
in the field must be very closely coordinated between AID/W and the
 
Mission in the field. There 
must be clear-cut AID/W-USAID delineation 
of responsibilities on monitoring, backstopping, documentation and
 
evaluation for such projects, with the Mission, to the extent possible,

actively participating in its development and authorization. At the very
least, the Mission must at all times be kept informed on project develop
ment and authorization and should have scme approval authority prior

project implementation.' 

Second, itwas learned that there is no substitute to proper and careful 
design and preparation for the development of good projects and effective
 
implementation. 
 Large numbers of cattle should not have been transferred
 
to Tanzania until the farms were ready to handle them, and this should
 
have been determined during the design stage. Also, unpre-conditioned or 
unhealthy cattle should not have been sent. Once again a matter of poor
design in se%:ting and having to meet unreasonable project deadlines. 

In line with the second lesson learned is the fact that in nearly all
of our projects, the primary objective must be to develop the Tanzanian 
capability required to take over after the project is completed. In this 
particular project, if greater effort and preparation had gone into design,
the project would have placed greater emphasis on management, manpower
and physical infrastructure development prior to the transfer of cattle. 
Also, TanGov policy, or lack of it, towards assisting small holders would
 
have been better understood and dealt with in this effort.
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