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PREZACE e

Introduction

The cvaluation tean was able to conduct a fairly extersive
cvaluation in a short pericd cf time due to the ascsistance and
cooperation of many peccple and orgarizations, Tha tean would
like to extend special thanle: to ifr, 1. B. Inman,  the TAWU Chicf
of Party, for the assistance that he rendered the team, accom-
panying us on the f£ield trip and providing logistical support
both in the ficld and in Dar es Salaam, We would zlso like :to
extend our appreciation to lir, Inman and the members of his team
for their candor and helpful corments during the coursec of the
evaluation,

The cvaluation team would also like to extend its apprecia-
tion to Mr, Jack Cornelius and Mr., Richard Cobb of USAID's Agri-
culture Office for their strong encouragencnt to'dclve into scnsi-
tive igsucs and their candor in replying to sensitive questions,
We would like to thank che Missicn it general for its friendly
reception and cooperation in providing logistical support and an
environment in which the team could worlk affcctively,’

The team was very impressed by the friendlincss and enthu-
siastic cooperation of 2ll Tanzanion officials with whom we had
contact, Wc would cspecially like to thank the staff of TLIC for
giving of their timc to help us better understand their opera-"
tions and Mr, Dominique lMasawe of TLMC's narketing staff who pro-
vided exccllent guidance to the tean during the field trip.

Weiwould 1like to express our appreciation to liiss Ginger
Culp of USAID for che excellent assistance she has given the
tean in the production of the evaluation report,

Dr. Alan Roth - Team Leader/Evaluation Specialist
Development Alternatives, Inc, {

Dr. llorton May - Pcnge Manogoment Speciclist

University ol ilyoming

D, James C, Cornelius - Agricultural Economist
Montana State University

Dz, J, K, liatsushima - Animal Nutrition Specialist

Colorado State University

NOTE: The three technical specialists were provided under contract
with Pacific Consultants, Incorporated,
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EVALUATION METHODOLOGY 5 o

The evaluation team was comprised of o teanm lcader/evaluation
specialist, an ‘agricultural economist, a range managenment specialist
and an anicnal nucrition speeialist, To structure the evaluation,.
the tcam relied heavily on the Project Paper (PROP) and the project's
logical framework (logfrape) as najor source ‘documeénts for urder-
standing the original intent of thc project designars,

The logfranc was founj to not fully reflect original intent as
described in the PROP, The logiranc was algo faoulty in teims of
logical franework methodolgy, One of the :first steps in the evalua-
ticn was to clarify the design by modifying the logframe to better
reflect original intent. Tne modifications were then reviewed by
the Dircctor and Deputy Director of USAID's Agriculture Office, sthe’
USAID Project Manager and the TAMU Chief of Party. They all agreed
that the modified logframe cerrectly reflected originzl intent, .

b . . ! . i .

The cvaluation team them tricd to identify major issucs that
may have arisen since the project was, designed and weuld be outside
the scope of coverage of cither the project objectives or. assump-
tions found in the logframe, The tcam found that all identified
isgucs were covered in onc way or anocthey by the clenents of the
lozfranc with the exception of a fow input level iscugs. Thesc
werce then added to the evealuatioam cutline,

The indivicdual cvaluation tcan mcabgrs then ‘developed an
inforal set of questions for their specific syhject arcas using
the logframe as an overall outline,

The cvaluation tcam visited the three'livestock zores covered
by the TAMU Livestoclk dnrketlnﬁ Advisors, interviewing TAMU tean
nenbers and zonal, regional ond district officicls, and indpecting
narkets, rnnchcs,-holding grounds anc stock routes. Upon: returning
to Dar cs Salaam, thec tecam interviewed officialg of 'KILTMO, LIDA,
TLMC and NARCO, TAMU teac mcabcrg, USAID staff and also Uarla Bank
and FAQ officlnls.

The evaluation rcport was prepared by combining tean, mcober
inputs for cach logframc item, with each item broken down into Level °
of Performance, Causality and Prognosis. 'The teamipreparec an
infornal set of recommencdations and presented. thesec .and the findings
to the USAID Mission's evaluation revicw committee to discuss the '
ranifications of the findings and the political and administrative.
fecasibility of the rccommendations., Fron thisc review comittee
meeting the avaluation tecam was able to fully develop a set, of
recormendations that reflecced overall Mission policy., A final
meeting was held with the review coanittec to review the full'sct
‘ of recomendations. - -
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The evaluation report is divided into two major parts: Pérformance
Summary and Recommnendations and Detailed Evaluation of Performances The
rcport can be read in three different levels of detail, A brief sumnmary
of the evaluation with major recommendatiops is found on pages xi, xii
and xiii, Part Onec provides a more lengthy summary of the: evaluation
findings and conclusions., Along v . this summary are the -dcétailed
rccommendations of the cvaluation tecam, Pert Onc is structured to work
from the goal level down to the input leve. Part Two presents the
findings and conclusions in detail<for morc ambitious recaders, It is
structurced to work from inpute up to the goal. The struckure provides
a broad information base in the carly pages and then uses this informa-
tion in discussion of causality for higher level objectives up to' the goal.

The Modified Lopical Framework (or logfreme)

The original logical framcwork in the PR™? was inadequate for the
purposcs of the evaluation, It was cpparently developed without an
adequate understanding of tne logical. framework methodology. The various
objectives of the project were positioned in the logframe in a very hap-
hazard nanner and cs a rosult the project hypotheses were unclear, Sone
exaples of the logfreme's wecknesses cre the following:

(a) A stated purposc in the logframe is '"To establish an cffective
and cfficicnt livestock marketing systen in Tanzania'. Yet,
at the ourput level onc finds the same objcctive '"National
livestock marketing systen developed and implemented!, This
objective is cven found as an assumption at goal level, ''The
system for... uwarketing and distribution of livestock and
icat products functions pronerly...” :

(b) There is a broad array of goal objectives without any indica-
tion of prioritics among these objectives,

(c) Somc of the goal objcctives are ‘repeated as goal level
assunptions, :

(¢) A purposc level objective is TLUC '"fully staffed with trained,
conpetent Tanzanian manpowcr...'' Yot an assunption at the
output level is "TLMC is properly. staffed,.,"

The modificd logframe lists all of the goals mentioned in the orig-
inal. The evaluation tcam asscssad progress for cach objective but gave
priority in asscssing thc purposc to goal hypothesis to the objectives
rclating directly to the traditional producers:, pent i

The project design appeared to the cvaluaticn tecan to'be basically
vriented to instituticn building, a view shared ty USAID and TAMU staff,
Using the objective of institution building as the purpcse, the specific
objectives of the IDA Phase II Loan to which the USAID projcct provides
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assistance werc placed at a sub-goal level to provide some perspective
of the difference in the two projects' objectives, The IDA Loan is
oricnted more towards commcrcial production outside the traditicmal
soctor, The PROP does not make a clear distinction between the IDA
_Loan and the USAID project and this impairs clarity of the results
expectud“ffcn the USAID inputs in contrast to the Loan projecct inputs,

At the purpose lcvcl, specific indicators wcre listed of institu-
tional capability, as identified from the original logfranz. ,These

‘were results that could be expected from the project activities but

* depended heavily: on conditions that would be well outside thc control
of the TAMU advisors,

The objectives listed at the output level arc products that could
be expected from the TAMU team without too mnch dependence on external
factors., In logfreame terminology, this level of objectives should be
considered within the manageable intecrest of the contractor.

The inputs have not been written out on the modified logical frame-
work, The inputs arc basically the resources and manpower listed on the
original logical framework plus the specific job description of cach
advisor as listed in the PRCP and the TAMU contract. The cveluation at
input level looks mainly at the job descriptions. Resources arc dealt
with as upecial input issucs and are also covercd by an input/output
assurption,

#

The modified logframe uses critical assumptions frxom the original
logframe and adds additional assumptions that weore stated in the PROP,
The assumptions were placed at their appropriate levels in the logframe.
The assumptions arc factors critical to the success of the project but
outside the control of the project, They are helpful in evaluating
some of the causal factors relating to level of performance. Assump-
tions for input and output levels are iisted together, The outjut to
purposc assurptions are the cxternal factors that along with purposc
achicvement will allow the goal to be achicved. For this modificd
logframe there is one purposc to sub-goal assumption but no assumptions
linking sub-goal to goal., For this specific logframe the sub-goal and
goal should not bae viewed as linked objecctives.

The wodified logframe docs not specify targeted indicators for
cach objective., When specific targets were specificd in the PROP
they were used in evaluating performance., The logfirame was sinplificd
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MODIFIED LOGICAL FRAMEWORK

Goal Level Objectives

*

1.

3.

9.

Livestock producers will benefit from reduced raikoling-coets.,
cesses, and taxes and decreased number of middle nen,

Total annual income to the traditional producers of the
national herd, current and projected increased offtake valued
at the increased prices, will amount to T,Shs.. 156%573,0G0.
Of this amount, T,Shks. 57,714,000 accrucs from the projected
incrcased offtake and the recent price increases,

The project, at full development, -will increase net foreign
exchanpe carnings “ron exporis of canned beei by over $6,0
nillion annually,

Beef supply nccts total national denmand,

(a) offtake from ranches increased from 40,000 to 150,000
by 1985, :

(b) offtake irom traditional herd increascd from 270,000
to 400,00C by 1985.

Inercased income of 125,000 small producers (by comparing
1972 with currenc year prices of live cattle and retail meat),

Increased nutriticn of more than 1,500,000 urban and non-
cattle producing wrural, families.

Exporcable surplus in livestock from $11.7 million in 1972 to
$18 million iu 1635,

Equitablc price,

Increased employment,

* Denotes priority objectives

Purpose to Goal Assumptions

1,

Essential financlal, manpower and policy issues will be resolwved
by the TanGov in order to assurc appropriate inputs, guidelines
and incentives for increased prodction/marketing of livestock
by Tanzania produccrs, ‘



and Cfficient livestock marketing oysten established,

vii

2, The TanGov contimucc tc cmphasize livostoel: subscctors.

by

e bk

to cxport, and of considering producer incentive and consuner
purchasing pover in pricing continucas,

3, Theo TauGov policy cof satisfying locel consunption demonds prior
5 j et p L

4, Bascling deta ic available ond verifisble or new Jdata can be
colleccted vhich will allow meaningiul comparisons with fucture
available deta,

Sub-Goal Lcvel Objectives
1. 4,500 Kkilociacters of stock routas cad 27 holding grounds in ucc.
2, Tarpcted livestock wmarkets in operation with adequate facilitices,

3. Watcr Jdevelopnient completed on IDA Phase.II rancheo and cvery
25 kilolicters along ctock routes,

durposce to Sub-Goal Accunptiocns

1. IDA crcdits rcleased cn tinely beocic and IDA Lozn Phase II project
inplenentation proceeds on schedule, ' ' i

Purpose Level Objcectives

Inttitutional capability of LIDA and TLIIC to operatc a viable, cffective

1. The orgcnizations arce discharging their assigned dutics.

2, Coriplete operaticnal responsibility for the marketing cysten )
turncd over to Tanzanian otoff, ; /

3, LIDA operating at a profit,

4. ' Financial/accounting/managenent operation of LIDA inproved,

5. Appropriatc range managenent procedurcs utilized on. IDA Plicoe II
ranches, Tanzanian staff able to plan and ronitor neccosary
range rianagetient and water developnent worle without foreign

techiiical assictanca. .

6. Subgcctor anclysic being used for planning netws development
activiticc,

o e o dmd el st A




, 7. ilarket ncys scrvice cstablished.

2

O, The paractatal ccipanics vill liave an annual net! inesie or
- 3 L]
about $2,7 nilliocr,

9. Thirtcen narket iicnascicnt teams are functicning cffectively
and operating o total of 137 market sites with 2,60Q nerket
days per ycarh

10, Thirtb_n buyinf tcaias covering entire nation and buying an
cotinzated 300,000 head annually,

Output to Purposc Assunptions

1, Counpetent manpover will Do assigned co che Livestoele Marketing
Corpany. :

2, TLIC cau aljust sorvicoe charges to roigin sclf-reoliant finan-
cially,

Gy TanGov utilizes roturncl trainces in projeet activitics,

&, Adequate annuzl TanGov Budpget (TanGov, TLUC, LIDA, cte.) and
timecly rcloasce of budseted funds,

Qucputs

1. Tarpeted U,S, trainiag and on=the=job training completed,
2, Range nanagenient and water development plans developed for
37 raonches, 27 holding grounds and as rcouircd for the stocl

routes. '

3. Financial and managanent proc0uurc functional/opcfatiencl
descriptions for iianagement 1crsoﬁnc1' financial and nanasa.:
nent analysces/plans/recormendations for subsidiary coripanics
detemiined by contract technician according to nceds of LIDA
and outlined in annuzally rcviscd PIPgs and technicisa work plans,

4,  Livestock Subscctor Analysis couplated with supplcientary
rcports as nccessary, The study will provide recotmendations
which arc politically and ctherwise fcasiLlc in the Tunzanian
cnvironiient, '
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Input/Output Assumptions

1. TanGov will nake available nccessary financial ond manpower
resources for projeet operations,

2, TanGov will provide suitable staff for training.

3. TanGov will cooperate fully in the preparation cf the sub-.
scctor cnalysis,

4, Commoditics timely -supplied and shipped in accerdance with
procurcerient docunents.
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 PRQJECT EVALUATION SUMMARY

A. Performance

The evaluation team found that the Texas A&H4 Universicy contract team
had performed well but experienced iimited achievement due to'many uniforc-
scen TanGov policy constraints,

The project's main orientation was -to -xmprove the institutional
capability of the Tanzanian Livescock Developnent Authority (LIDA) and che
Tanzanlan Livestock Marketing Company (TL¥C), and in so doing, provide
benefits to the traditional livestock producers.

The ecvaluation tcam was not able to measurc bencfits accruing to the
traditional produccrs as a result of the project at the time of the cvalua-
tion. Such mecasurcrent was not vossible duc to a lack of data, both
baseline and currcnt, Through interviows with TonGov officials and TAMU
zonal advisors and from ficld obscrvation chere were indications that the
projcct was not getting down to the level of the traditional producer. It
i1s possible that benefits to the traditional producer would not be expected
until necarcr to the cnd of the »roject or even after the nroject is couni-
pleted, Without beilng able to assess producer bencfits, the evaluation tean
devoted its attention to the project hypothesis that the project as designed
will have the projected cffect on the producer., For the markceting component
of the project reports indicated that few produccrs were selling their
cattle in the markets., Tor the production component of the project (tech-
nlcal ascistance support of the IDA Phave II Loan) wmost of the support was
for the parastatal ranches and other parastatal facilities from which the
traditional produccr derives little bencfic. The evaluation team had very
little confidence that the current project strategy is adequate to achicve
the project's primary objectives.

Objectives of institutionzal develepment have not yat been achieved,
However, at the time of this evaluacion the project has had only 2-1/2 ycars
of lifc out of a planned 7 ycar lifcspasn. The cvaluation cteam has asscsscd
what should reasonable be expected at the time of the cvaluation and found
that in general performance has been inadequate., While the project was
designed with institution building as the nain purposc, the project inpucs
have not been uscd cflfectively cto achiceve this. This has been due in part
to apparent confused policics amwonz the parastatal organizations and in
part to poor cotmunication between the TAMU advisors and the parastatal
policy maiters. The parastatals have not secked advice from the advisors
and in wost cascs have not assigned appropriate counterparts to the advisors
to facilitate a trensfer of skills. Most of the advisors have been given
a limited operational role that has impaired achievcment of a broader insti-
tutional inpact, Deficiencies in two major project outputs (the subsector

analysis and the financlal/management operation) have impaired institutional
development.
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The livestock parastatals under LIDA havée all been operating at o loss
with the exception of TLMC which has been sble to offsct its losses in buy-
ing and sclling cattle with a high marketing fee collected at the TLMC oper-
ated markets, TLHC's stated primary rosponsibility is establishing, wein-
taining and opcrating markets, stock routes and holding grounds while a
sccondary rcsponsibility is buying and sclling cattle, Howecver, in practice
the priorities havc been reversed and ruch of TLMC's attention and resources
have been devoted to the buying and selling operation,

TLIC apparently ceonnot compete with private traders in its buying and
sclling operation becousc of inefficiency and excessive transpcrtation costs
caused by government regulations, With ratail beef pricces fixed at 2 very
low rate TLHC can offer only very low prices to cattle produccres if o profit
is to bec made. The result is that the TLMC buying cnd sclling opcraticn
offers no major benefit to the produccrs while it is distracting TLMC from
its primary responsibilicy which can benefit the producers.

B. Major Recormendations
The evaluation tcars recormends:

(1) that the project objective of developing a TanGov institutional
capability to provide cffective scrvices to the traditional livestocl
producers be rcemphasized;

(2) that the project activities be reduced longz cnough to learn
tiore about (a) the attitudes and practices of the traditional livestock
producers, (b) potential constrzints to reaching the traditional pr o=
ducers with adequate services, and (c) alternative means to provide
uarketing and production extension scrvices to the traditionzl producers;

(3) that an in-depth investigation of the interfacc Letween the
producer and the market be carried out by two Field Investigation Spe-
cialists over a 12-tonth livestock cycle;

(4) that the project maintain a 4-man TAMU teem (Chicf of Party/
Ficld Marketing and Training Advisor, Livestock Marketing Economist,
Water Development Advisor, Range ilanagenent Advisor) to continuc
critical project activities, provide technical support to the Field
Investigators, and develop an information base in their respective
fields as an input to project replanning;

(5) that the project be replanned to support TanGov institutional
functions that provide direct benefits to the traditionzl livestock
produccrs;
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(6) that nc furcher participants bc sent. for U.S. treining until
the redirection of the project is corpleted and nanpower ngeds for the
new Jirection can be ascertained;

(7) that project tochnicians not be used in an operational role
but rather should place the cuphasis on. advisory assistance and training
Tanzanian staff through on-the-job training thercby increasing institu-
tionnl capacility;

(3) that cach project technician have an appropriate counterpart
with opcrational responsibilities commensurate with the technician's
cxpertise, ,
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Post Evealuation Activicy

After the cvaluatica tecam presented its findings and zecomnenda-.
tiongs to USAID, tho thrce technical specialists (Cormcelius, May and
Matsushima) rcturncd to the U,S, and thc Tecam Leader (Roth) stayed on
to undertcke final write-up of the cvaluation rcport and participete
in follow-up discussions with TanGov officinls, Dr. Roth prepared o
bricf summary of findings and recommendations which wae used for a
uceting of TanGov and USAID officials, Participating in the neeting
for TanGov was the Principal Scerctary, KILLMO; Livestock Devclopnent
Officcr, KILIMO; Generel Manager, TLIC; and Technical Director, LIDA.
For USAID the porticipents-were the Mission Dircctor, the Deputy Dir-
cctor of the Agriculture Office, che Acting Program Qfficer, the TAML
Chicf of Party plus Dr. Rcth as cn advisor,’ - ‘

In this nceting, the TonGov officials decided to rcject some of the
evaluation teom findings, The two najor arguments were that (1) they
knew of no policy that hzd forced TLMC to buy znd sell cattle when it
was not ccononically feosidblic o dec so, and- (2) there was ample knowledge
of and {nformaticn nbout the traditioncl livestock sector as the TanGov
officials arc Tenzanians as arce the traditional livestock producers,
vere born in Tanzania, and thercfore know what is necded to be known
about the traditional livestock producers, On the positive side, the
TanGov officicls accepred the finding that the projecc, as now conceived,
is not sufficicntly getting down to the small producers. They olsc
accepted the finding that the TAMU advisors have not had “adequate coun-
tevparts, however, they <id noc agree that counterparts were cssential,
They prefer to sce the TAMU tcchnicians in an operational role, be it
driving a tractor or constructirg o market facility. They prefer not
to use the term "advisor'.

In recard to specific avaluation recommendations, the TanGov
officials accepted o recommendetion to reemphasize the project objective
of developing ~» TanGov institutional capebility to provide ciffective
services to the troaditional livestock producers, They did not agrec
to a reduction of prcject activities long encugh to learn wore about
the traditional scctor since thay percecived no lack of this type of
information. Howcver, they did agrec to a reduction of project acti-
vitics long cnouzh to redesign the project to be more cffective in
reaching the small producers, The reduced project activities included
not recruiting now TAMU technicians for the zonezl nositions until the
redesign was corpleted and usin:: the current tean to participate in the
redesign activities. The eighteen month investigation and replanning
period suzsested by the cvaluation tean was theraforxe reduced to about
four months of replanning., The Principal Secretary informmed the neeting
that he was having trouble understanding TLMC's opcrations and had just
initiated a committce study of the parastatal, There was a general
apreement among the TanGov officials that TIMC would continuc to be the
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prinmary recipient orf the project's toechnical assiscance and that uarkctiag
extension eppearced to be a likely avenuc for new project activitics, The
current attitude of the TanGov cfficials is chat preluction extension
should not be undertcken by tinis project as this is a KILLIC respoensi-
bility an?! the project should not bc reoriented to providing technical
asgistanec to KILTHO,

Somc very posictive steps were wade in this mecving with TanGov/USAID
acreciient to reeophasize the objective of reacnins the small producers
an® to redesign the project to more cifectively achicve this objcctive,
HYowever, for any future project acctivitics there still remain some poten-
tizl constraints to successful performance., In the view ¢f the evalua-
tion tean leader, TLHC's buyins and seiling operation still threatens to
inpair other TLMC activities. The continued TanGov view of the TAIU
technicians os operational personncl whose maln purpcse ic ts JIo the work
ot hond rether then transfer slkills will limit tke dimpact -of the project,
Althoush understanding that TenGev officiclg have a better knowlclze of
the traditional producers than do the:expatxiates, therc still remain a
considerable number of soclo-ccononmic varilables that need to be better
understood before an effective project redesirn can be eochieved, Perhaps
In the process of redesirming the project over the next couple of wonths
sonic of these constraints will becone wore apparent., It is aoped that
those reoponsible for the rodesisn will carcfully consider the constraints
{lentified in this cvaluation and be able te {ind workable solutions that
enable the project to neet TanGov/USAID expectations,
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; PERFORMANCE SUIMIMARY AND RECOMMENDATIONS

Goel Level .

ticasurcnent of achicvenent was not possible due to a lack of
data, both baseline and current, Of the many geal lével objectives,
thosc invclving the traditional livestock producer werc viewed by
the evaluation tean to be the princry goal objectives of the project
considering tihic pricrity objectives of the Toreign Assistance Act
and recent Africa Burcau policy guidelines, Through intervicws with
TanGov officizlc angd TAMU' zonal advisors and frow field obscrvation
there vere indications that the project was not getting down to the
level of the traditional producer, It is possible that Ucnefits to
the traditional producer would not be expected until nearer to the
end of the project or cven after the project is completed, Withcut
Leing able teo assess geal level performance, the avaluation tcanm
devoted its attention to the project hypothesis that the project as
\eoigned will have thie projected cffect on the producer. For the
narketing conponent of the project reports indicated that few pro-
ducers were selling their caftle in the merketc, Fox: the production
conponent of the project (technical assistance support of che IDA
Pliase II Loan) iwost of the support was fot the parastatal ranciics
and other parastatal facilities from which the traditicnal produccer
derives little benefit., The cveluation team had very little con-
Eidence that the current preject strategy is adequate to achicve
the primary goal level objectives.. ' .

.

Llternative Strategics
larketing Extcensicn:

The TAMU team has been sensitive to the gap between theo
wmarkets and the producers and has Leen working on plans to bridge
that gap through marketing extension, The program would involve
sending audio-visual vans to the merkets to inform producers that
they can get higher prices sclling in ‘the markets rather than cut-
side the narkets (to privatc traders) and that they can get a2 better
return by marketing higher quality animals (with dctails on quality
characteristics provided in audic-visual form)., . -

Underlying this cxtension approach arc the ‘assunptions
that tlic traditional producer is ignorant of the higher prices in
the market and ignorant that he can get morc for higher quality
animals. The cvaluation team decas these assumptions to be ques-
tionable, It is very possible that the producer knows that the
nmarket will give hin more rmoney than the local trader but that
there cre bther factors thnat arc worth wmore to hinm than the
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Jiffcrence bétwucen the Sarket pricc and tite trac
cvaluation tcan heard many possibtla cxglanation
ance tc cnter tiie market:

Vs nrice, The
r producer rcluct=

-
-
-
-

15 Thelitrader wxll pay with maize or other iteas cly
producer neods

2, Tha trader will provide crodit;
- L
3. Tac trader will be tlicre vien thic producerincods to cell
vhile the market dny may bo many weeks away;

&, The narket is too far for thel piroducer to o just to
sell o few head of cattlc;

S The markets are run by the govermnient and the preducer
is vary of gevernmient operations;

Ly ﬁucply ctetheanarketoiwne

6, The preducers ar
t thcr centributicns; anl

solicit poli

()
0 l—'
|.

7. The prcducer has little confidence that if ho tcokec
hic cattle tc the market, the market will operatce
that lay.

The cvaluation ceam Acés not support initiation of an extcncion
srogran until the constraints keeping the producer fron the market
arc norc understooc, Iere confidence is needed that the message is
appropriate before valuable tinme and resources are invested in such
a prograrn, The cvaluation teeon rccorraends an in-depth investigaticn
of the interface between the preduccer and the market follewed by an
eramination of alternative ways to provide better harketing service
to the producer prior to any project funling of marketing extcnsicn
activitics.

Production Extension:

While U,S. a'lvisors have identificd many technological inprove-
uients that arc necded in the traditicnal livestoclk sectory there has
Leen little thought of the nmeans necessary te achieve the ioprove-
ients,  The Texas A&l Univercity Subsector hAnalysis provideld a nunber
of supsocted improvenents such as:

o Let youns calves have sufficient dam's nilk,

¢  Increasc nilk \rauuction of cows by breeding and scelccticn
(vessille infusion of dairy breedinu) and more adequate
nutrition during lactation period.
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. Rcduce cnd contrcl the gize cf thoi catcle gopulation,

(o Provide nceded ainerals and vitanins for cattle,

There still renains the problem of how to extend this technology
to the traditional produccr, The traditional prciducticn technclogy
appears to be Lased on the producer's intimate knowledze of his envir-
onment. He wst operate undec many ifferent envlranaantal constraints
(t.y. ecological, cultural, economic, political) of which the foreign
technician has little understanding, An extension program needs
carcful planning to develop appropriatc technological packages .gearcd
to the acceptance lovel of the traditional producer and cffective
delivery systems that arc adnrnlatrL51vcly and politicelly feasible
and convincing to the traditionel producer,

The cvaluation team reccommends that the project include a pro-
duction cxtension component and that this be phaseé into the project,
The first phasc is 'ficld level investigation over o onc-year period
to better understand the traditional practice and identify potential
constraints to change, The second phase is the planning of a pilot
cxtension program, The third phase is implementation of the pilot
program which will experiment with verious tecinological packages
and various delivery systems tc maximize the learning expericnce,
The fourth phasc if feasible will be a countrywide cxpcnsion of the
extension program, The timing of the third and fourth phases cannot
be projected at this time and should be flexible tc respend to the
speed of learning from the pilct phasc,

In linc with the finding of the evaluation tcam that the current
project strategy ic not adequately directed to providing benefits to
‘Lthe traditional livestock produccers, the tcam.recommends temporarily
scaling down the project in terms of operational activities and
ciphasizing activitics that will provide more kncwledge about the
traditional livestock sector and the means to develo; an'effective
marketing and production extension grogram. [Futurce technical and
cormodity assistance to the livestock parastatals should be criented
to alleviating constraints in the provision of scrviccs that: benefit
the traditional producer. '

Sub=-Goal Level

The objectives at this level arc stated objectives of the IDA
Phasc II loan for which this project provides technical assistance.
The sub-goal targets are those cxpected at the end of both the USAID
project and the Loan project. An in-depth review of the Loan project
in November, 1976, found that perforirance has not met with @xpecta=-
tions. The revicw identificed implemcgtation problems that have
retarded progress. %or.‘lc of the morc critical problems have been:




1, Dclaycd arrival ©f hcavy cquipnent;

2, Tou rapid expansicn cf LIDA subeidiary parastatal operations;

3. Inadcquate management and financial control fron LIDA and
within the subsidiary parastatal conmpanics,

TLMC has chifted prior'tics for use of the IDA Loan funds and
has planned investment of the funds to reflect the now prioritics,
It has reduced investnont in CIthructlan/renovatl n of markets by
64%., TLMC is now paying for renovation of narkets @ith its own
funds. The invastment of IDA Loan funds in construction/upgrading
of stocle routes has been reduced 51%. Incrcased funding is lanncd
for the holding grounds (141%) and for office cquipment, office
construction and vehiclas (363%).

The TAU advisors have nade inputs ints the IDA supported cons
structiocn/rencvaticn progranm in varying ”hgrchu. The zecnal advisors
reperted that werk on the markats has been hanpercd by poor nanage-
nent and financial procedures and too twuch attention on TLMC's buying
an! sclling opcration, Concentration on holidling 3rounl constructicn
was centere! on the Kwale Holding Greund which is used almost solely
by TLIC for its rail transport of its cwn cattle intc Dar es Salaam,
Watcr Developnent as a »roject input has only recently recommaenced
as the Water Development Sjecialisc's position had becn vacant for
rasre than a year, '

The centribution of the TAIU alvisors' input in tcrms of
achicving the IDA objcctives is not clear,  The advisors have helped
to improve the quality of work but appear to have had only o linited
inpact on the overall success (or lack thercof) of the IDA project,
The leader of the IDA's mid-1877 rovicw team, when ®iskeld about the

Jependence of the Loan project on USAID support, replicd that ternina-

tion of the USAID project would not substantially affect performance
of the Loan project, | ;
Regarding the objectives at the sub-pgoal level, the cvaluation
tecan recormends She following:
1. Elininate the construction/rcnovation targetc of the IDA
Phasce II Loan from the USAID prcject cbjecctives,

2, Concentrate USAID objectives on those facilitics that arc
oriented mainly to providing scrvices tec the tralitional
preducers,

L]
3. EClininate the TA4iU advisers' operational rolce and reemphasize

their advisory role,
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&, Withiraw oo ject aupport [0y construction/renovation of
marlets until TLHC iChsnatrotos 1t can cive addquate attention
antl rovide cleauaco’résodyrecs to this activity,

Purpose Level

The grejcct purpSse has not yet beéen achicvel, Hawever, at' Che
time of this cvaluatiecn che irojcct has had only 2-1/2 years of lifc
out of a planned 7 year lifespan, Ilany of the targets of purpose
level achievement are vaguc and pertain to the time of project com-
pletion., The cvaluation tcam has assessed what should rcasonably be
cxpected at the time of the cvaluation and found that in general
performance has becen inadequate. Wnile the project was designed with [
institution building &5 the main objcctive, the project inputs have
not been used effcctively for this purpose. Tais has been duc in
part to confused policics among the parastatzl organizations and in
part to poor communication between the TAIU advisors and the pa
statal policy makers. Tho parastatals have not socked advice fron
the advisors and in most cascs have not assigned appropriate counter-
parts to the advisors to facilitate a transfer of skills, dost of the
advisors have been given o limited operational role that has impaired
achicvement of a breader institulional impact. Deficicncies in two
major project outputs (the subscctor analysis and the financial/
nanagenent cperation) have impaired purposc level achicvement.

The livestoclt parastatals under LIDA have 211 been operating
at o loss with thoe cxception of TLNMC which has been able to offsct
ics losses in buying and selling cettle with a high markecing feo
collucted at the TLMC operated markets. TLHMC's stated primory
respensibilicy is csteblishing, maintaining and operating markets
stock routes and helding grounds while a sccondary rcsvcnalhllit" )
buying and s¢lling cactle, However, in practice the prioritics have
been reversed and muehk of TLIC's attention and resources have been .
dovoted to the buying and selling operation, 4 |

TLMC apparently cannct compete with private traders in its
buying and sc¢lling udcraticﬂ bocausc of incfficicney and excessive
transportation costs causcsd by ascvermment regulations, With retail
beei priccs fixed at 2 very low rate TLMC can offcer only very:low
nrices to cattle producers 1f o profit is tc be nade, The result is

3 that the TLMC buying and sclling oporcation cffers no.niajor benefit
Lo the producers while'it is distr‘CL;ng TLHMC from its prinary
rusponcibility whiun can benefit thoe produccrs,

The evaluation tcam: recommends that the preject purposc be
changed to rcad, "Inscitutional capability of KILIIf0, LIDA and TLHC
to provide cffective and cfliicient scrvices to the traditicnal pro- i
ducers established,! The wcans to bast serve chic traditional  pro- 2

ducers have not yaot been identificd. Tho! evaluation team has found
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that thc current operations of LIDA and TLIC arc not dircctly coriented
to the needs .of the traditicnal producers., Until z better understanding
1s obtained of how tiie tradicional producers can be reached through
governnent programs, the cvaluaticn team recormends that project

support of thc parastatals bo reduced to only thosc elements that have
an apparent sipnificance te the tradicional producers,

The avaluation teardl recorxiends that TLHC B2 Onecurapaed tol teminata
its buying and sclling opcraticn,, Projeoct adviscre should not bo
reassignod t2 the zonal offices ;or a nininun of twelve months, During
this perdod ficld investigaticns {2 new preoject output) will ageerctain
hew zonal adviscrs can bese be utilized to benefit the traditional pro-
duccrs, In replanning the rolc of project ficll staff, thic capabilicy
of TLIC tc cnjaje in develsgment activicices while concinuing itc buying
and selling operation shoul:d be carefully considercd,

The evaluaticn teay rocerraends that no further assistance Lo given
te support LIDA and TLIC financial/managcncent operaticns regartlaoss
of the poor!perfermeonce te datc, Many cf TLKC" fincncial difficultics
resule from the complexzitics of bBuyiag anl selling cattla. Assictance
to LIDA'a other subsidiary companiclc may rCSLlu in improvel comcrcial
operations but this cbjcetive ldoes not coineidd witih the now dir ction
of tha project, Whilc futubc sSrcicet activitics iany be cnhanced by
nanagenent alvisory ascistance, thic cvaluation teamt questions the
cffcctivencss of cuch assistance fiven the TAIU (difficultics im vre-
viding Managenent advice and the political and othcr considerations

that often appear to override the alvisore' wecommacndations,

The evaluation team recormends thiat range manggeient and water
Jevelopment advisory assistance continuc but that this support be
lxnitgd to thosc advisory nctivitics that sre iructll linked to the
nceds of the tralitional produccrs. The Livestoclt Feoncnist should
continuce providing advisory ascistanee for cscablishing the market
ncws service,

Qucput Level

1, Targeted U,S, training and on~the-jol craining completed,.

The U.S. degree troining is rocressing well, Fourtecn
participante arc currcntly studying in the U,.S, anl onc participant
has completed his <egree and has returned to Tanzania. Concéptual
study tours in the U,S, arc currently behind schedule. Only one
group out of threc targcted groups has nade its study tour., rformal
short-course, in-country training has not taken glace as plannci
although the TAIU advisors have provided soue bricf seninars for
TLMC otaff. Informal on-the-job training has occurred cniy on an

ad hoc and infrcquent basis., Most of the problesis in obtaining the
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degired level of perfermance were 2uc te inavailability of partici-
vantg and lack of alequatce facilitics 'te operate ¢ craining program,

The evaluation team rocermiends that no further perticipants be
gent for U,S. training until the redirection cf the projec: is con-
pleted and mangower necis for the now directicon con to asecertained,
The TAMU cdvisors should continue to make everyscffcet -co srovide

on-the-jcb traininc,

2, Ronge Managenent and water develepnment zlans Jdeveloped for
37 ranches, 27 holding srounds an! as required for the stock
routcs,

Thic ocutput was planned cs 2 USAID contributicn to the IDA
Phase II Loen, The <degree of completeness of the slans is dependent
upen the stase of development of the ranch or holding prounlse  Ronge
nanajencent plans for stock routes have not been leveloned and water
development plans for the stock voutes arc in the rocess of teing
developed, The plang have been ‘Inmitially develepnael by parastocal
sersonnel an! nedificd (or medifications suZoested) the TAU cean
menbers, '

The evaluation team recomacads that the TAMU adviscrs con-
tinuc to provide advice un improving the range managenent and water
developnient nlans, The TAMU adviscrs should place the emphasis on
training Tanzanian staff throuch ca-the-job training. The objective
of the project output should be chenged from develeping plans to
increasing Tanzanian capabilitiés in range nanagenent -and water
development planning,

3. Financial an! management proccdures; functional/operational
deseriptions for mancsement persconnel; financial and nanage-
nent analyses/plens/recommendations ' for subsidiary companics
detemined by contract techaician according to needs of'LIDA
an’ cutlined in annually revised PIPs and technician work. plans.

This contract technician did' produce some financial and man-
agement procedures, analyses, plans, recormendaticns but only to a very
linited extent and far from meeting the nceds of LIDA and its sub-
sidiary companies, After z noor output performance by the contract
technician (two years), LIDA 2liminatoed the finanecial an?d
nanagement advisor's position from thc project,

The evaluation tean recommends eliminating this output fron
the project Jdesign and not reinstating the financial and management
advisor's position., While LIDA and its subgidiary companices are
apparently in great necd of financial/managenent advisory assistance,
the cvaluation tcam does not see this project as the proper vehicle
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for guch asgcistance iven tiic difforcnec between che comuarcial objec-
tives of the harastatal companics anil the tralditional scetor deyelop-

rnent objactives of the project,

4, Livestock Subscctor lnelysis completed with supplanentary 1
roports ‘as ncceasary, 1he study will provide reccimendacions ~§
which arc politically cand otherwise feasible #nthe Tanzanian 0
environment, : ‘e ¢

The cvaluaticn teanm views the subscctor analysis as being of
poor quality an! inacdequatc for the nceds of the Tanzenion Government, i
The tcam found three major weakncsses in the subscecter analysis: ]

1, The survey methodology was not of high cnough caliber to
provide sufficiently rcliable dats;

2, The data represents only a single point in time which can’ bc
"  misleading when used for Pubscctor planning;

3. Recommendations of the Consultants' Report are largely acad-
cemic solutions with little regard for the cconomic and
political environment in Tanzania,

Texas A&M University did not give adcquatc congsideration to
the manpower requirements (skills, background, scneduling) ncccssary
to producc a quality product, :

The evaluation team recommends that no further work be donc
on the subsector analysis by Texas A&fM University. Iuch more needs
to be lcarned about the traditional herd and the attitudes and prac-
tices of the traditional producers., An in-depth study should be con- p
ducted over a period of one full ycar to include a cbmplete annuczl ;
cycle of livestock activity. The ncw output should rcad, "In-depth 'i
study of traditional livestock scctor over onc annual cycle, identix =
fying production and marketing attitudes and practices of major
livestock producing tribal groups, identifying critical constraints
to development and reccommending potentially cffective and politically
fcasible cxtension techniques.' The evaluation team recormends
avoiding rwch use of statistical survey techniques as nanpower con-
straints do not allow for the level of effort necessary to obtain
rcliable and statistically significant data. Expericnced’ rurall ‘-
dovelopment investigators with a knowledge of rural Tanzania and
conversant in Swahili should be hired by USAID to conduct:the in- R |
depth study with strong backup support from the TAMU advisors. ' 1
TLIC should provide full time staff to work with the investigators
and logisiical support for the study tcam., USATID and AID/W should ,
conduct an extensive recruiting effort to find individuals with the e
ncccasary requirements as they are rarc but csscntihl if the atudy
is to bec successful,
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Input Level
TAMU Advisors

Generally a very high quality performance was achieved by all
except the Financial and Management Advisor. The advisors had to
work with many constraints, the first being a very unclear’ project
design that did not give adequate guidance as to the priority
activitics and development approach of the project staff, With poor
TanGoy counterpart support and inadequate availability of Tanzanians
to participate in in-country training, the advisors gencrally: adopted
operational roles that fit this environment and could be interpreted
by them as sound in temms of the project design, Inadequate’ office
space and too much time nceded to resolve logisticzl problems: also
acted to impair cffectivencsc of the TAMU tecam,

The Financial and llanagement Advisor spent most of his time in
activities that were only very indirectly reclated to his job descrip-
tion and were nol dircctly zelated to the objectives of thc project,

USAID

The project rececived inadequate support from the Projcct llanager,

* He rarely ventured out into the ficld and never visited onc of the

three project supported zonsl offices (the onc experiencing the most
problens), He did not become well enough acquainted with project
activitics to fully understand the nroblems the projcet was facing
and adequatcely facilitatce remedial action, '

USAID did not provide sufficicent logistical support that the
TAIU advisors could be frced of legistical probleons and activities
and be able to give norc of their titie to their primary prcject
rcespongibilitics., In addition, USAID was apparently slow in respond-
ing to TAMU rcquests for high level telks witih TanGov officials to
clarify nolicy issucs,

Texas A&T University Baclkstopping

The evaluation team was unable to interview the Project Coordina-
tor in Texas to get & full :picture of the backstopping cffort, Dis-
cussions with USAID staff and TAMU tcam members indicate that perform-
ance has been lesc than adequate with a najor preblen boing ecctmunica-
tions. Ia rciarid to tlic poor performance of the cub-secter annlysio
the evaluation tezii found. indications that the intercots of the Univ-

ercity otaff were placed acbove the intercsts of the project.,
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The cvaluation team recomacnds continuing the following four
positiono:

Ficld Marketing and Training Advisor (Chicf cf Party)
Livestock Marketing Economist (Advisar) '
Range lMonagement Advisor .
Vlater Deveclopment Advisor

The role of the advisors should be strictly adviscry, The
primary objective of all advigory activitics should be a transfer of
ckills, The advisors should not accept operational respensibilitics
and ghould not cormence an activity unleoss appropriate monpower is
made available to receive on=-the=job training and o learning environ:
uent can be established., The Chief of Party should have respensibility
to monitor the degrec to which these requirements are being met. The
next twelve nonths schould be vicwed as an oxperineantal period to assess
the degree to which TanCov can provide appropriatc manpower and the
advigors can affect a transfer cf skills, If a successful transfer of
slkills cannot be attained Zuc tc constraints similar to those that have
existed to date, the cvaluaticn tcam questions the utility of continu-
ing advisory assistancc in guch an cnvironment.,

The cvaluaticn team recommends that USAID hirc two ficld investi-
gation specialists to undertake the recormended field investigations,
These two specialists would be cmployed for eishiteon nenths under the
supervision of the Project lManager and in closc collaboration with the
TAMU advigors, The specialists would not be advisors as their activity
is not targected to become an operational activity of TLMC, Howaver,
they should have full tiue co-workers assigned from TLIIC so that the
findings can be fully shared and appreciated by TLHC,

Job Descriptions

Ficld Markecting and Training Advisor (Chicf of Party)

(a) This Advisor will provide advisory assistance to the General
Manager of TLMC anl the ianaging Dirccter of LIDA to aid the
companics in mecting the objectives cof the project,

(b) The Advisor will monitor the U.S5, degies training of projeet
participants and also monitor their placement on return from
training, He will provide advice to TLIC and LIDA on their
placciient, If the returned participants do not receivg
agsignnents conconitant to their training and in accordance
with project objectives he should report this to the Project
Manager for appropriate action.




(c)

(d)

(e)

(£)
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The Advisor will provide advisory assistance to LIDA and
TLMC in the establishment of adequately couipped librarics
for ranches and holding grounds., The librarics to be
gearcd to training and reierence purposcs,

The Adviscr will work in closc caollaboration.with the: field
invastigetion specicalists, providing technical inyuts and
asgisting their logisctical support,

The Advisor will participate in project replanning activitics
that will occur after the twelve-month investigetion pericd,

lis Chief cof Party, the Advisor will monitor, supervisc and
support the TAMU Advisors ‘to mecet project Jesign criccrin

Range lManapenent Advisor

(a)

®)

(£)

The Advisor will providc advisory agssistance to TLIC and to
LIDA. He will be assigned to work WlLu o specified opera-
tional officer in coach of the two parastatal companics,
These two officers will biave .technical responsibilitics that
arc cocncowitant wich the technical expertise of the Advicor,
The Aldvisor will worl in a non~operational capacity, He
will give equal time te cach of the twec companics to the
cxtent that the conpenics previde an adequate cnvironnent
for a transfer of slills, aﬁcc1fica11y, the Advigor will:

advisce in the design and implementation of range manhgcnent
practices and trecatments to obtain ncedcd bascline data,

i.c¢, scasonal forage production; plant sail rclationuhlau,
plant indicators of grazinz intensitics, amnual and percnnial
forage plant responses to grozing intensities (seasoncal), cic,

advisce in range managenent plannino prinarily fsr the ujariaa
ranches

advisc in the dcvelopnent of menagement and livestoclk grazing
plans for holding grounds uscd jointly by traders and TLIC,
or traders alonc,

advisc in the developnent of sound! forage conservation plans
and proper' grazing utilizaticn as affected by scasonal and

ycarly forape availability for holding’grounds usecd jointly

by traders and TLMC, or traders alone,

provide technical inputs to the work of the field investi-
gation specialists,

O B B g - ~— o ———
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Water Development Advisor

The Advisor will provide advisory assistance to LIDA primarily
for Ujamaa ranches and to TLIC for stock routes and holding grounds.,
He will bc assigned to work witlh a specificd operacional officer in
cach of the two companics. These two oificers will have technical
responsibilitices that arce concomitant with the technical expertise
of the Advisor, The Advisor will work in a non-opcrg&ional capacity,
He will divide his timce between the two companics cc e and the Chief
of Party scec best f{its achicvement of the project objectives with the
primary cmphasis on transfer of skills, Speccifically, the Advisor will:

(a) cdvise on the planning and implementation of water dovelon-
ment for the ujomaa ranches, holding grounds and stock routcs,

(b) advisc in the design and collection of bascline data in
water cevelopment in relation to soils, drainage bacin .
characteristics, curface and groundwatcr hydrclogy, live-
stock nuirition and distribution, costs and design,

(¢) provide technical inpuis to the wozk of the ficld investi-
gation specialists,

Livestocl tlarketing Econcuist {(Advicor)

This Advisor will be assigned to work with TLiC's ilarketing Divi-
slon, ko will provide advicory assistance to an opercationzl officer
responsible for cconomic analysic (chis officer should be a returned
U.S, degree participant with a degree in Agricultursl Economics). The
Advisor will uspecificclly:

(a) advise in cctablishing o narket news service, ultimately
dirceted towards the usce of livestock producers,

(b) advisc in developans a {ranevork for o usable baseline dota
serics and coordinating thic activity with other azencics
involved in the procurcoent of baselinc data,

u
i
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(e¢) advice in assessing domestic becf supply and Jemand z2nd the
potentinl for export,

(d) <advise in the collection, maintenance, zad analysis of records
of TLMC's performance and operations (cexclusive of buying aod
celling wnless specifically directed by USAID) for the use of
managenent,
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(e) advisc on cconomic, financial and administrative analyscs
(cxclusive of buying and sclling operations unless spacifi-
. cally directed by USAID) within TLUC a5 may be required
fron tinc to tine., !
: (£f) provilc advicory assistance to the rural developnent f
specialists, '?
: Rural Developinent Speciclists (two)
The Specialists will cach have an assigned counterpart from
TLMC., Inasiuch as their activities will relate both to marketing
and production they will work closcly with KILTHC staff cspecially
at the regional, district and village levels and draw on the assist-
ance of KILIMO ficld staff for gathering information. The Specialists
will spccifically:
(a) plan cnd)inplemcnt a twelve month in-depth investigation of
warketing and production attitudes and practices of the |
tralitional livestock sector, identifying develcpment con- j
stroints and rocommending politically and adininistratively i
fcasible develcpnent approaches, |
(b) conduct ficld iavestipations over cn annual livestock cycle
in the najor livestock regions of the country and covering
the majpr tribal groups involved in this scctor. The
investigation techniques will include statistical nethods
only to the oxtent that wanpower and time coustraints will
not impair data reliability. The investigations will
depend heavily on informal mcthods and 1l.rzely subjective
analyscs of the Specialists.
(¢) participate in t..e repl .uning of the project aftcr the
investigation has been couplated,
Additional Recormendations
1, Language Training
All futurc project technicians should have at least a 2/2 FSI
rating in Kiswahili prior to their arrival ia Tanzania. In-country
language training is not an adequate alternative as cxperience has
gshown that oncc in-country the job demands on techaicians gencrally
overvheln any attempt for serious, concentrated language training,
l
] 423
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Projcct technicians nlready in country should be sble te Jrav on
project funis for private languaie tutoring,

2. 2rcjoct ifan-ocuent

The Project vicnager sheuld closcly wonitor projeat progjress anl
contractor periormance, Ile should review contractor work plans and
suggest modifications where necessary. The work plans should describe
priority activitics nccessary to achieve project objectives,

The Project Hanager should attend all TAMU team mectings, frequently
observe project activitics and maintain a close cnough contact wich all
project stafl to understand their mzjor problems and necds. This work
should be carricd out in closc collaboration with the Chief of Party,

The Chicf of Porty should worle closely withi his team members to
assist in developine detoiled work plens for cach technicien, dow
work plans should be devcloped for 1677 reflecting changes in che
projcct objectives and strategy. The work plans should be updeated
cvery two months to communicate major changes in the plans.,

3. Periodic Reporting
i o

The Chicf of Party should provide a report to USAID every two
months describing major accomplishments during the two-month period
and any scrious problems that have developed,

Texas A&l University should provide a sami-annucl raport to
AID/W that describes progress towards achievement of cach project
objective nf the locical freomework, rcasons for lack of progress and
A asscssnent of how the' progress to date and the ider..ified con-
stralnts will affcer future cchicvement, The report should describe
project activities as related to job descriptions eni should desecribe
any changes in the bnlidity of project assurptions,

4, TFicld Investipgations

The two TFicld Investigation Specialists should be hired either
on personzl scrvice contracts or an institutional contract for =
period of 18 months. This would allow for preparation of the in-
depth studies, a 12 month field investigation period, and participa-
tion in project replanning activities. Each Specialist should have
full time use of a 4-wheel drive project vehicle,
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5., Projcct Replanning

At the conclugion of the ficld investigation period ample infor-
nation should be available both fron the Field Investigation,Specialists
and fron the TAIU Advisors who will also be building an information basc
during this period, All information should be compiled in an orgonized
nanner to facilitate the replenning. | The projcct replanning operation
should be schcduled to cover o six-week period, The design tean should
consist of a project design/rural development specialist as tcan leader,
the two Ficld Investigation Spccialists, the Project ilanager, the TAMU
Chicf of Party and the TAIfU Livestock ifarketing Economist.

6, Texas A& University Contreoct

The TAIU contract should bc amended in ilovenber 1977, to reflect
the temporary reduced level of cffort, A new contract with TAMU should
be developed cace the project redesign has been approved,
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STATUS CEF ASSWPTICIS SULRIARY

Input/Output Assumptions

1. TanGov will make cvailzable neecscary fingncicl and monvower
resources L[or project cperations.

This assumption has been critical to projcct pcr?urhhncc and its
validity bas been very weak. Finencial resources hava act heen
adequately available at the zonal offices to operate cffcectively, This
has been duc mainly to a fluctuating cach flow and losscs from TLIIC's
buying and selling opceration ccmpoundcd by inadequate finoncial man-

agunenc procedurzcs within TLMC, Manpower rescurcac have nst been avail-
ablt at the level nicessary Lot ngJ‘Ct gucccos, fhe major siculen has
hEsH v Taclk cff ndeauate cuuu.hrjartd for the TAIU adviscrs. This

appears neinly duc to the vicw of LIDA and TIMC thnt the TAU team
quribers are licre to £i11 an operactional role and it would be wastcful

te commait scarce skilled local manpower tc do thc sane job, An addi-
tiznnl nanpower censtraint is the high level of turnovers of TLIIC staff,

2% TanGov will provide suitable steoff for training.

This assuiption has been critical to projecct perforirance and its
valildity has been weak for all but the U,S5, degree training pavitici-
pants, TanGov has not permitted the planned number of TLUC and LIDA
officials to participate in the conceptual study tour prograii, Cn-
the-jeb training bac sufferced from o lack of trainces. his has
apparently been duc in part tc the heavy workload placed on parastatal
staff to operate TLHMC's livestock buying and selling prograil,

3. TanGev will cooperate fully in the preparation of the subscetor
analysis,

This assuntion has not been critical to projuct performaance and
its validity has remained intact. TanGov apparently cooperated fully
with the TAMU consultants who worked on the subscctcr cnalysis. How-
ever, TanCov cfficials played only a ninor role it thc preparation of
clic subsector anclysis,

4, Commwoditics tinely supplicd and shipped in acccrdance with pro=
curctient docunentc.
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This assunption has not been criciezl to preject uerformance and
1€s validity has remained intact, Cnly one ninor :roblell hias occurrcd,
The rcorder of projccet vehicles was delayed duc to coimwnicaticns
problens and the vehicles will be arriving beliind schedule.

OQutput to Purposc Assunptions

1. Compctent nanpower will be assigned te thic Livaestoelk liarketing
Corpany,

Thig assumption has been critical to projéct perfarmance and its
valility has been weak., TIRMC has not had the proper ianpower necessary
t- achicve its objectives, Tanzania's skilled menpower pocl is very
l1inited and TLIC hac not been able to recruit adequate nunbers of
compatent staff, In aldition, TLMC suffcrs from inadequate personnel
hizing proctdurcs and politiceal consideraticns oftin prodoninate in
the hiring process., Personncel arc not assigned to TLHC but racher arc
recruited and hired directly by TLMC,

% TIMC can adjust sérvice charges to remain sclf-sufficiont finan-

ciclly.

This ascsunption has been eritical to project perfcrmonce and its
validity has remained intact. The T.Shs, 20 per head marketing fee
i5 the backbone of TLiiIC's operating incoma, To date, this charge has
allowed TLMC to remain financially viable, This mazketing fec revenuc
has offsct TLIIC's losses in buying and sclling cattle.

3’ TanGouyv utilizis veturncd trainees in project activitics,

There has not been sufficient oppertunity to test the validity
¢f this assunption, If the assumption proves not valid it woul:l
stron;,ly influcnce project success. «Only one U,S, digree poarticipant
has raturned and he has yet to be utilized in projcct activities,.
/llthough there is only onc roturncd traince to obscrve canld his status
11iay change, thdére i cnough reascn to carcfully monitor the validity
nf this agsuiabticn, i '

4.  Adcquate annual TenGov Budget (TanGov, TLIIC, LIDA, ctc,) oni
tinely release of budgeted funds, u
This assunption has noderately influcnced project performance
and its validity hias been weak, TanGov expects the parastatals to
be viable and pay their own way. TLIIC has been receiving cnough
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revenuc from its markctiﬁé fees to pay for routine operations and
repayment of the IDA Loan, Timcly veleas? of budgeted funds has been
a problem within TLHC. Inadiquatce finﬁncial-plannin; has repulted in
an unstructured casly {low and insufficicne funds ot cvitical periods
in TLiC's buying opevation, The parastatals nove suficred fron inade-
gquate financicl wanasenent nrocedures and capebilicics ond policy
deocisions wade without due regord to financial considevations.

Purposc to Gozl Assumpdtions

1, Esscntial fincncial, menvower and policy issuces will be resolved
by tha TanGov in order co assurc cppropriate inputs, guidelincs
and incentives for increcsed production/marketing of livestock
by Tanzaniz producers,

This assupticn has been critical to projzet »nerlowmance cud ics
validicy was beon weank, While TLIWC has the responsivility to provide
services to Tanzanian livestock producers, it has let other conflict-
ing vbjeciives donlnnte its oporationg The main oroblem ic that cf
unrcsolved policy issucs. 0L the x“,r':x.,t"tal conpanics undcr LIDA, only
TLC has the <ircct Tc“*Oﬂ"lDlllLy ci providing scrvices to the cradi-
tionnl livestock producers while the other companics arce ﬂalnly involvce?d
with operating thcir own cormcrcial enterpriscs (production, processing,
transpertation, cie.), Until recently, TLMC had instructions frow LIDA
tu scivice the other companies in a mamner that could not benefit the
traditional producers, TLMC operations are still dominated by buying
and sclling activities that reduce TLMC's capacity tc provide sexvices
to traditioncal producers,

2., Thc ToaGov contiruces to amphasize livestock subscctors,

This assumption has nct been critical to nrOJ-c verfornance and
its validity has romained intact.

3, The TanGov policy of satisfying local consumption demands prior
to cxport, and of considering producer incentive and consuncr
surchasing power in pjricing continues,

This.nssunption has been critical to project performance and
its validity has been weak, DDC administered .retail meat prices appear
to have been set too low in many areas. The problem arises because
livestock arc procurcd in o competitive market, but the meat is ulti-
mately sold at o fixed price, TLUC has been trying to buy livestock
cheaply enoush to allow ultinate salcg at the administerced rethll
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pricce whilc gtill covering its ogcrating costs, Indircccly, TLHC is
worldng for the consumer in ¢nic situaction, and actively pursues lower
producer pricec in order to provent its cown losses,

1

4, Bascline data is available and verifiable or new data can be
ccllected which will nllew meaningful comparisons with futurc
cvailable datna,

This asswsstion has tooen criticel tc project pevicrmance and to

tieasuring )1uJ;LL perfenconce and ito velidity has been weal, A lack

of couprchensive, relinvle bascline dota continues te frustra
strotegic analysis and planning, and denies meaningful cvalua
o 2jeet perfermances  The livestock subsector onalysis has srcduced
soiic baseline Jata, but it is cf limite! and quistionable valuc. The
hysicnl lindtations Liposced Ly cormwnication difficultics, aad the
ldc“ . an establishel vehicle to develon taseline data have preved
t. bo gsericus cbstocles in aecting this critienl a-cumption require-
ment,

Purpose to Sub-Gool Assumptions

1, IDA credits releasel on timely basis ond IDA Loan Phase I project
faplementation racceeds on achguul_

This assunption hias been
validity has been weak, A re
foun< that inplenentation wo

criticel to ,roject performance and its
cent World Bank review of thc Loan Project
vehind cchedule, While senc dclay was

cruge? by the late arvovael of eavy eqr ipment, nuch of L:c troutle was
duc tu inadequnic nin:;cnen: Ly thc ﬁr;ﬂcct imzleneniers, and inadequate

nanpowar rcsources to ccccnlish the planned objectives,
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DEZTAILED EVALUATION OF PERFORMANCE

Inputs

The input activities of the project are described in the job
deseriptions in APPENDIX A - OPERATIONAL PLAN of the TAMU contract,

1, PFiecld Marketing and Project Advisor

This Advisor is to cssist the TLMC ﬁanager, the Chief Cperations
Officer and the Company's four Zonal Managers to:

(a) Establish .the Company's four zonal offices;

(b) Select the buying and marlcet operations teams that will
operate in cach of the four zones;

(¢) Sclect the staif for these zonal offices;

(d) Decvelop training programs for the above and ocher com-
pany staff;

(e) Coordinate the Company's buying and market operations,
its transportation, pricing and order buying activities
in theg four zones;

(£f) Develop the marketing schedules for the Company's weckly
and wonthly narket days; and

(g) Generelly develop -an efficient buying, sclling and
market operction program profitable for the Company
and beneficial to the produccr,

Level of Performance

Of the above activities, only (d) and (g) have been undertaken by
the Advisor., A considerable portion of the Advisor's time was taken
up with planning and preparation of participant training, The Advisor
also met reogularly with the TIMC General Menager and other TLMC staff
to discugs TLHMC/TAMU operations and provide suggestions for improving
the operations, The Advisor has also had the role of Chief of Party
which hag taken up the major portion of his time,
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Causcality

The cvaluaticon team has judged activitics (e) and (£) to be
responsibilitics cf che Livestock Econonist and the zonal advisors
respectively and not the Ficld larketing ond Project fdvisor. LCstab-
lishment of the four zonal officcs was done before the Advisor came
on board an! activities (b) and (e¢) were undertaken solely by TLIiC
staff who i< not welconme advice on personncl decisions,

As Chicf of Parvy, the Advisor has had to spend consicerable
time backstcppsing the TAMU team cdue to inadequate logistciczl, support
from USAID and TLIC,

The cvaluation team views the Advisor's performonce as highly
satisfactory given a very Jdifficult eavironment in which te work aad
an overly ambitious job description,

Prognosis

No change.

2, Livestccek iiavketing Cfficors (Zonal)

1

These officers will assisc the Zonal ianagers to oserats the
livestock markcts and carry out the Company's livestock buying
pregraas in their respective zones. Specifically, cach Live-
stock riarketing Officer will assist the Zenal Manager in his
raspective zene of assignment to:

t
1
1

(a) GSsiablish thc Company's four Zonal Offices at Dodona,
Shinyanga, Arusha, and Mbeyz, and to scleet and train

the stzoff for thosc offices;

(b) Sclect ond troin the market cperation and buyinz teoms
required for cheir respective zones and to direct the
day-to-day opcrations of those teoms;

(c) Develop and amplement marketing schedules £or the
Company’'s weekly and monthly operaticns in their
respor tive zones, and assure the attendance of
veterinarians on nmarket day for hecalth inspcection,
vaccination, quarantine and the issuance of certifi-
cates for the movement of stock on stoclt routes;

(1) Identify obstacles to the developuent of a lesal,

oriderly wmarketing system, and, where appropriate,
fornulate and recormend corrective ncasures;
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(e) Plan and igplenent, in collaboration with the Company's
Dircctor of Vorks and his staff, improvements tc existing
markets and the crection ¢f new niarkets in accordance
with the Livestocl Development Projeoct, and develop
nrocedurces for their maincenance; and

(f) Generally, to assist Zonal ilanagers to develos ¢
buying, selling and market operations in cheir T
zones,

£icient
850

£
ospoccive

Level of Perfonaance

The people in these 5*'1ti01' wcre given the title of Y“Advisor! it
rather than M"Officer!' asiboth TIIMC and USAID 2id notl sec the positicns
as being operational with line cuthority, The three Adviscrs werce
assimceld to the Arushe, Dodoma and Shinyanga zonal offices, Thesc
nffices were already cstablished before the Adviscrs' arrival and the -
fdvisors were not welcome te participate in the sclection of staff
cxcept in providing informal suggestions tz the Zonal Managers,
Training of zonal office staff was ad hoc and infrcquent, Also, the
lidvisors did not directly participate in the sclection of buying and {
riarketing tcams and the training of thasc tcams was also ad hoe and
infrequent, The Advisors often went out with the marketing tcams and
participated in their operations., The Advisors improved the marketing
schedules in their respective zones, Their cffcrts in assuring attend-
ancc of veterinarians dissipated as vaccines becatie unavailable, The
Advisors placed considerable attention on activities (d), (c¢) and (f), i
with the emphesis varying from zone to zong, ,‘{

|
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Causality

The worle of the zonal /ulvisors has been bescet with troubles, 5

They were nct assigned appropriate counterparts as the once assigned

(the Zonal lianagers) had an adninistrative role that did not corres- i

pond to the operational roles of the Advisors, The Advisors were

expected to be operational but they did not have the line authority

to be cffective in an operational context., Their recormendations to

the Zeonal ifancgers werce often not inplementable due to centrzalized

control of the zones from Dar, and their recomendations to the central

' office in Dar wwost often received no responsc, They found financial :
and personncl ianagenent procedures to be working at odds with the \i
operational responsibilitics of the zonal offices and found this to

: be a continual constraint that they could not alleviate., They found

that political considerations often outweighed rational ccononic onl Nl

nanagenent decisions regarding TLIMC's marketing operations, Logistics B |

werce often a problen and they were disheartencd by the lack of USAID [
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support and attencion to their project, The Advisor in Shinyanga had

a poor housing situation and this cut into his ability to give adequate
attention to his job (his housc had no reliable sourcec of electricity
and was located 22 rough road miles from his office).

The two remaining Advisors in-country (Arusha and Shinyanga) did
not thinl that they should be replaced unless their positions are given
morc authority and there is greater decentiralization of decision making
from Dar to the zones,

Given the many constraints under which these Advisors worked, their

cfforts appcar to be admirable and their performance is viewed by the
cvaluation teom as highly satisfactory.

Prognosis
The constraints under which the Advisors have been working do not

appear to be decrcasing,

3% Financial and Management Advisor

This Advisor is to scrve as principal advisor to the ilanaging
Dircctor of LIDA rcgarding all financial and management matters,
and:
(2) Dcvelop and inmplement financial and managenent procedures
for LIDA; Al
1
Paf
(b) Plan and organize the Financicl Scrvices Division in f
LIDA responsible for monitoring thc subsidiary companies, '
analyzing financial data and reporting to management ;L
accordingly; %
: L - * 03 .?3
(¢) Conduct final and menagenent studics of subsidiary com- _i.
panics for LIDA nanagerient; '5}
b :
(d) Develop financial and management conirol syatems for ¥
projects under LIDA;
(c) Dcsipgn budget procecures for LIDA and its subsidiary
conpanics;
(f) Investigate the training nceds and coordinate a training
program for financial and managenent pergonncl;
LT
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v (g) Supecrvise and train o counterpart f£inancial mancger for
LIDA;

(h) Agsist the Planning Unit in developing systems to nonitor
Livestock projects; and

' (1) Alsosist subsidiary companics in improving their finoncial
and management procedurcs,

Level of Performance

tthile this Advisor way have touched on most of the cleients of
the job deseription, he did sc in only'a very rudinentory monner, He
levoted very little of his time to his job description activitics
exeept in thic broad scnsc of advisinpg the lianaging Diroctor of LIDA
on financial and management ratters, DBoth the T/ Chicf of Party and
the currcnt Managing Dircctor of LIDA expressed the cpinion that this
Advisor did tmore harn than good tol LIDA, This position was not zcfilled
after tlic Aldvisor's tour ended,

Causality

Tne Advisor cpparcently saw hic role as an cperational nonager of
LIDA. Hec was very active in contract negotiaticns for LIDA, DAFCG and
TPL, Hc spent nuch of his tine expanding DAFCG's operations, In the
Advisor's End of Tour Report he provides his rcasons for not following
his job descriptica:

",.slct nc point ocut onc factor that was the primary suidelinec
for ny actions and approach to my performance under the Univer-
sity Contract, Iy position was defined as principic advisor to
the ianaging Dircctor of LIDA in all financicl and business
matters. Let us be reclistic and remenber the situation that
has cxisted since I was included in the contract, iy initial
rolc was that of promoter and architect of tne LIDA organiza-
tion, 1 was sclected by the lditistry to cstablish LIDA on 2
full time basis with f£ull knowledze and approval by USAID/
Tanzania, My assignment at the beginning included that of
Exccutive Officer of LIDA, maomber of the tean sclectad to appoint
\ top management pesitions in LIDA and cothor critical assignments
dirccted by the Ministry,
It was then logical that after the ilanaging Dircctor and the
Chairnan were appointed that I becamc very heavily overloaded in
all'financial and businass' matters rclated to LIDA at the manage-
nent level, My position was cdvisory and also operational, It
i must be understocd that during the first year of LIDA's oxistence
it was inpossible for me to do anything clsa,!
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The cvaluation tcan docs not agree with the Advisor's csscssment,
While the Advisor was expanding the operations of sone of the subgicdiary
companics, LIDA was folling heavily in debt and was in jréat need of
better financial maonagement., TLIIC, cthe key parastatel in this project,
was alsy hoaving, scvere finencial troubles and rececived almost no acten-
ticn from she Advisor, At tlic end ¢f his tour, the Advisor scaw tha
need for liiproved financial anegement ond recommended that cthie finans
cinl nmenageiient advisory position nct be temainated:

-
1]

'TI belicve this is a'sesious nistake sn the parts of all persons -
invelved in such a deecision. Although we have ¢ larger financial
stafl and cven though we have men training abroad that we will

g2 in the near future, a good deal of effective worle cen now be
acconplished by a financial and nanagement systems gpecialist,

ey that iy operational duties will not be existing, iy replacos
nent could now Le in the position of finalizing a2ll the new

systens, adjusting and improving theint and theon spend tine devel-
oping the internal audit function for the ccmponies, M congid-
crable anount of fiell work is now in order to insurc the scund
applicacion of the developed systems and proccdurcs, One of

the host jreductive perisds for a technician wori.ing in these

ficlls can be now when he can'concentiate on these very import- '
e R St jod

—— -

The deecision to, termiinate chis pogition was apparently made because
Libdi gaw a need for an Internationel Heorketing Adviscer, tlie
project hiad te climinate o position to afforid to create this new onc,
ancd the Financicl and Management Advisor's position had no ipcumbent
L. et in thoe way, The new position was: never crected as Texas Aédd
Universiiy wecul' not accest ic, Given the sericus financial difficultics
¢f LIDA and TLIC (as well as the other parastatals in LIDA) it is clear
t¢ the evaluation team that the Financial and ianagement Advisor's gosi-
tion shoull not have been terminated, The General ianager of TLIC and A
the llanaging Divector of LIDA both expressed teo the cvaluation teoan

[BLa
-

a strong desire to acquire an advisor to assist in improving financial
orocedures in their respective parastatals,

Prognosis

No change,

({9 Livestock llarketing Econonist

This offizer will be assigned to the TLIC ancd will be responsible
to the Chicef Operations Cfficer of thie TLIC for the preparation
of all documentation of an cccnonic nature within the company,

R et e
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Specifically, the Econemist, in collaboration with other com-
pany gtaff, will:

(2) Develop livestocl: niarketing bascline lcota, market
intellipence, an reporting sorvices;

. (b) Acsist in plamning marketing tinctables and sales
prograns;

X d (c) Jdosist in the yreparation of investment and cpera=
tional budgets;

" (1) lssist in sales negotiations and the preparation of
buying and scles coantracts;

(¢) Collect, wmeintain and analyze records of the company's
voerformance and operations for management use;

(£). Corry out ccononic, financial and adnministrative
analyscs within the Company as may be required froi
tine tc tiie; and

(g) Train Lis counterport,

Level of Performance

Two Jdifferent individuals have held this pocsition, Based on the
iuprecsicns gained from discussions held with the existing TAIfU Econo-
mist and the record left by the former technician who departel after
hic two yeor tour was coupletedl, the scope of work of thosc two
inlividuals is fairly similar, and will be trcatcd as onc execpt
where dififerences arc noted,

Itenr (2) cannot be catirely scparated from the tasks descrilied
in Items (L), (e), (e) and! {(£), except by interprctation, As such,
(a) is a basic input to the latter four, In this vein, nuch of the
Zeononist's cEfort has Leen devotes to what can mere generally be
temed market analysis encompassing all five job deseription iteme,

Spccifically, thc first Ccononist became deeply involved in
analysis of the compeny's pricing policy, .cnphasizing (¢) and (£),
possibly at the expense of tlic remaining taslkks, To his defense,
pricing policy was, during his tenure, probably the single ncst
crucial ccononic foctor confronting the company, It is the evaluation
teair's impression that the cfforts of ifr., Stokes in this arca arc to
a large degrec regponsible fox the ultimate improvement in TLIC's
buying and sclling activitics. Nonetheless, Mr. Stokes was forced

i .."‘l f‘i‘ﬁ,\ o0\ WL
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into a strictly cpirationeal rele in this endcaver, and as such hisz
advigorial elkills werc not utilized in thc manner @ost advantaseous
L2 project objcccives,

Althougly the present Econoiiist rccognizes and is frustrated by
continuin, 2roblems with buying anl sclling cperctionz of the ccn-
pany, he has ldrected hinself initially to iten (a), porticularly the
entablishiment of a markot news service,s He cstimated that as rwuch a
75% of hig initial worlt has been ia this area, although thot shoull
nou decrecase in view of finalizatien cf the llew tiarket News Systeri.
Hewever, very little kas been accompzlishics! s¢ far in developing cicher
A proven reporting systen or o reliable set of bascline data. Witheout
these inputs, market intelligence is naturally limited,

Of the specified activities, (L) th (&) have zeceivel the lcas
attention, owing largely to the compeny's apparent prefirence for
liandling LhCuC riatters without advice,

Iten (c) is a tashk called upon only pericdically, sincc budpets
arc drawn up scniannually, Furthermore, thic previous Economist indi e
cated that he was neormally not consulted on budgetary matters, TLIC
nlso utilizes the full-tinme services of an acccuntant supplicd by the
Wlorld Bonlk,

Iten (¢) ddffors from Item (£) only to the cxtent that (c) spc
yianagetient as the intended target for such activity. Both Econonis
have been active in these arcas, as their techniceal expertisce can Lo
uscd very operaticnally by the Company.

Lastly, counterpert training has not tcceive:l any cnﬂuriu* input

from the Econonist, because no specific counterpart had been appainced
Ly tlic G,il, until just recently,

The nevly assigned counterpart is ncli actually hiollding an Zcoite
wist's pnciticn in the Company, and thereforc cannot lovote hig atton-
tion entively to the TAMU Econcriist, Despite this, the countergart
appears capable and willing to accept alvice anl training from the
Econonist,

Cverall, Loth TAIU Econowiots have shovm o high level of comzot=
ency in their work, cssecially in view of the very linited cupport
with which they operate, an: the extenuating circuilstances crea’cd
Uy citternal factors,
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Causality

The uneven success with which the livestock ccononista have met
their objectives can be traced to excternal factors over which the
TAMU team has little control, Specific examples of such factors arc:

1 (1) The ccononmic incificicncies and attendant operational
problems created by TLMC's buy*ng and oclling activities;

(2) External control over TLHC L7 TanGov and LIDA which
inhibits flecxibility and autonony in cconomic decisions;

(3) Poor communications with fiecld offices;

(4) Lack of on operaticnal Tanzanicn counterparct; aid

(5) Until rceceatly, inadequate office facilitics,

Strong intcerrelationships between thepoe factors serve to further
frustroate the Economist rolc.

The greatest single factor influcncin'i the Econonist's perform-
ance appears to lic in the buying and selling operationes cof the

company. To this topic, the previouc Lconomist wrote in hic End of
Tour report:

"In general the tour has been generally frustrating in

that the Livestock Econoiiist has been unable to redirect

the Compony back to itsi original stated cbicctives of

buying cattle for nacionasl institutions only on an ordex
buyings basis. Witk the Commany buying on its oum account

many problems have developed which cculd have been aveided. ..

Prognosis

External developments boyond the Livestock Ecencnict's control
will continuc to be a major frustraticn ts the technician in perioriing
liis specificd tasks, To some extent, this rust be tolcratedirand
cxpeeted given the ceconomic and political cnvironment of a developing
sucialist country likc Tanzania. Receat mod?fications in TLMC's buy-
ing and sclling rcle may lcsscn the cconowic problems which this
aspect of the Company's operations had previocusly created, Conversely,
there is ne patent logic to fnsure that cqually vaxing policy-oriented
ccononic problems will not arise in the future,
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Certainly, tho nced for an opcrational cconcmist in the Company
is as great now and in che forcsceable futurce as in the past, It
secns likely that his cifectiveness can increasc to the extint' wncow-
ledge derived from o market nevs scrvice alsc increascs, Howaver,
with the ultinmate objective of complete Tanzanian operation of the
Conpany, a properly qualificd counterpart will be nceded. It is
anticipated that this positicn will soon be filled by one of che
returning TAMU graduates,

5. Rangt Developnent Oificer

Assigned to the TLMC and responsible to the Company's Chics
Divelopnent and Weorks Officer for the design end implomentaticn of
ranch managernent plans on the Coupany!s holding grounds, to aspecifi-
cally:

(a) @ Develor fianggdiient ang livestock grazing plans for cacn
nolding ground;

(b) Ensurc the cevelepuient of adequate watiér supplics, socund
feed conscrvetion plans, ond proper jrazing utilization
and control, as affccted by seasoncl and yearly forage
availability on cacli helding ground)

(c) Develoy soil cresion contrel and watershed protection
practices particulerly with regard to surface water
catchiwent arcas;

(d) Supoervisc revegetation on arcas of past land misusc;

(¢) Preparc and assist in the implenmentation of developgrent
plans for cach holding ground so as tc improve their

cuntributicn to wmeat production, and

(f) Troin ccunterpart staff, 4

Level of Perfornance

Prinary accomplisihicnts of tha Range bavelopmcnt Gfficer tec Jate hs-
have boen in relation to itons (2), (b), (e) and (£) of the above job i
duscriptions,

Ranzc nonagenent and livestock grazing plans have been developed,
and are inplenented and modified as the on-going developuent of the
holdint; grounds permit, Livestock and human water supplics in ralaticn
to forape availability have been initiated and developed in coordination
with the Water Developtient and Range lMenagement Specialists,  Soil
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crosion and watcrshed management practices arz planned, but thesc areas
as well as revegetation of abused lands have taken a lower priority in
rclation to other dévelopment nceds, and have been accomplished prim-
arily on an opportunistic basis in rclation to other decvelopments,
Plans to implament thosc phascs are clear when other dcovelopments are
morce ncarly compluted,

The Range Development Cfficer and his counterpart have cormunis
cated exceptionally well with the holding ground stafif. Schedulod
muectings with his counterpart and holding ground staff have clarified
lincs of risponsibilicy and authority.

A considcrable amount of time has been spent by the Range Devel-
opuent Officer on establishing and maintaining livestocl market facil-
itics, stock routcs between markets and water development cr improve-
nent along stock routes, that arc not specifically covered in the job
desceription,

Causality

Sincere appreciacion for thie inputs and accomplishments of the
Range Developnent Gfficer are apparent at all levels of the parastatal
staff, Rcasonable cooperation between TLIIC, holding ground personncl
and counterpart has becn received,

The Range Dovelopment Gfficer depends upon the parastatal for
vehicle costs (fucl-maintonance) and is not free to make scheduled or
routinc inspections of all facilitics, Zcnal officicls often do not
request his help and advice when necded, Logistics have been a con-
stant problem. A basic raference and training library is not avail-
nble on thic holding grounds for staff use and training, ifoney for
solle range improvements, i.c, brush clearing, is inadequate or not
availablce when nceded, The assigned counterpart (Work Supervisor)
dous not have corresponding dutics and adequate (counterpart) timc
to fully benefit from on-the-job training given by the Range Develop-
ment Officer, The evaluation tecan views the performance of tho Range
Developuient Officer as highly satisfactoxy.

Prognosis

The dovelopment and implewmentation of plans will concinue with
little change., The program designed for the Range Development Officer,
when fully implemented will be bencficial to consumer, and livostock
production and cxport at thc government levels and will only be
beneficial to the traditional small livestocl producer indircctly,
and to a niniial degrec.
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6, Water Develepaent Speecialist

Assigned to the IRRD/IDA Livestock Developiaent Lozn Phase II
Project, under KILINO, as a nmewdcr of the Projeet lianagement Unit,
and roesponsible te the Phase IT Pre_cct ianager for:

(2) Revicwing the ranch wata
HARCG ranches participat

(b) D&terdiiining ranch waccr reguiisencnts and daveloping sound
vatoer and fccd conservation plans;

(c) Assisting sub-borrowers te design and construct water
robarding and storaze facilities in collaboretion with

othar technical officers; and

(d) Training counterpart staff,

Lovel of Purformanca

The first TAMU Water Develepnient Speciclist terminated his
assijnnent aftcr only 6 months in-country. It toolk over o year to
replace hia,  The current Specialist cormienced work in February 1977,

Althoush the Vater Dovelopmoent Spoecialist appears: to work well
with survey creu members hisg philecephy that he "should be completcely

.
operational and get the development work denc first, then turn it
over to the appropricte people to manage! docs not ”hcw & progressive
attitude Zor tveiving during the davelopment phase, The results of
this operational attitude arc presently apparent in the cdependency
upon the Water Develeopment Specialist to locate sitoes for dan or
tank construction,

Causality

Foccors directly or indircctly influcncing the zerformance of
the Water Development Specialist foll into four categorics, Fi-it
water plans and construction on the older established NARCO ronchca,
soune of whichi have been in cxistence for over twenty years, arc
rectricted to modifying, avld adding tc, oxigting “anch® foaturas which
regstrices ideal design and location ac related to range nanagement
needs,  In conparigon son @ Ujamaa rainches arc still in the initial
vlanning stage and sound water and feed congervation plans, as well
a5 congtruction, arc prematurce until further progress is made in
cstablishing the basic ranch parateters.
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Sceond, neoney budgeced for consiruction was on estimates nade as
carly 23 1971 and did not include inflation, For cxamplc, cement cost
at present 18 four co five tines the cost used for budlgeting in 1971
and laboxr cost has risen about threcfold during the saine pericd, The
Frojcet HManagenent Unit has not been reluctont to rclease funds bud-
nated for water Jdevelopment, any dulays have ‘resulted fronm inadequate
butigets to necet todays prices. In oddition, toney initiclly rceeived
Ly the ranches is utilized on officcs ¢nd sinilar hunan necils rather
than livestock oricnted neeods,

Thirid, logistics, transportation and availablc couiprnient has
Aclaycd some developrent prograns and arc :rescntly acleying progress
ony othcre, i.c., the need ror additional incxpensive lovels for survey
crews would incrcasc their’ cfficicney; travel Lc watcr developnent
sites by Tanzanian survey crews, who have no assigned vchiclces and
fust utilizc¢ train, buscs, ctec.,, has taken up to ton days, Lhis
travel restriction usually results in o four man survey teon rather
ehan twe 2-fon teoms that could be! functioning in diff:ran aréas
and incréasing ¢ffcctivencgs of che project, Equipient such og
tankers or t_nx troilors, to naul water or fucl to the ranchec are
ncedels Tank equipnent is usually availeble through U,S. surplus
alb modest custo,

Fourth, thae Wateo

1 Developnent Specialist docs not have an assigned
counterpart witch sinilar

arcas of responsibility,

The ¢valuation teai vicws the performance of the! current Water
Developnent Spceianlist as highly satisfactory with the execption of
being too optzationally oriented,

Prognosis

Thic Watcer Developnent Propran is proceceding rapidly in gpite of
constrainte, This progran is interrelated to the production and
uwarketing from the NARCO, DDC and Ujamazc ranches anil is essential to
their ultimate objcctives and timely progress, The program of the
{later Develoniaent Speciclist is so designed that his expericence, out-
put ant! ultinate goals benefit only the parastatal ranches and benefits
to the traditional snall producer of livestock cannct be expected,
Relatively ninor additional inputs in cquipment and the availability
cf the TAIU vchicles now being replaced will greatly improve cffective-
ncss in this arca, Depth through on-the-job training and progran
continuity will not De realized without an appropriate counterpart,
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7. Range tlanagcuacnt Specialist

Assisned to the IBRD/IDA Livestock Developnent Loan Phase IT
Projcct, unler the iiinistry of Azriculture (KILINC) to:

f

(a) Rcview the range nanagenent plans of the Ujanaa, DDC, anc
MARCG ranches participating in the prcjecet;

(L) Develop and aromote improved range manazenent plans;

=)

(c) Llssist sub=-borrowers in their financial, orjanization and
censervation planning;

(d) Develop scund feed censervation plans) and

() Train counterpart staff,

Lével of Perfornance

The vesponsibilitics ((e) thrcugh (e) above) of tnce Range ilanagze-
ment Specialist have been conducted, and to a large degree completed,
with Loth quality and quantity accomplishments, He has coordinatc:d
liis activitics with the Water Development Specialist, the Range Devel-
opaent Officer, the Ajricultural Economist, his ascigned counterpart
anl other projects, i,c. scod nultiplication, ilasai project, dairy
Jroject, Onc weakness is apparent in the Tanzanidn Livesctock-licat
Subscctor Analysis (Range Management Scction) wherc the plans and
mnterial developed by this specialist were not fully usced or evaluated
resulting in o wealk subsector report that was overgencralifgéhenl did
not addroess itsclf to the Tenzenian cnvironnent and needs,

cunterpart training and on-thcrj aining appecr iave becn
Counterpart tra S thc-job training app to have been
very cffeetive, including input and advice to other projects and the
Range Managenent training progran at Morogoro.

Causality

Basic rang e nanagement needs have Leen recopnized and implemented
by TanGov cificials (radio, newspapers, Range lionagenent dct, cte,)
vhich has crecatedd an cwarcencss, intercest and accepiance of ronge
nanagenenc andl itg inportance to Tanzonia, :

Cooperation extended to the Range Management Specialist by
Tanzanian staff, othcr Specialists and Agencics or Projects appears
cxcellent,
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Fairly well trained and interested rvange managers from the school
at Morogoro arc available to work on ranzc development projects,

The cveluation tecam views the performance of the Range lianagement
Specialist as highly satisfactory.

Prognosis

The plans and guidelines devcloped by the Xange Lianagement
Specialist are cssentially compliete, and once properly disseminated
they can be understood and -implemented on any of the ranches pertici-
pating in thc prosram. These completed zuidelines or programc pertain
to:

(a) Grazing systcems;
(b) TForage and fodder con

scrvation,
(c) Effccts on land fortilicy by bome systems and burning,
(d) Cages to cxclude grazing and determine seasonal ferage

productivity,
(c) Notes on toxic plan
(f) Ranch planning guide
(g) Land invencory for p
(h) Scocking rotes,
(1) Animal Units (or cquivalents) for range grazing,
(3)  Plans for drousht or periods of reduced forage supply,
(k) Standards end specifications for fircbreaks on rangeland,
(1) Plans for hclding grounds,:
(m) Ranch mapping legends,:
(n) Standards and specifications to determine proper graging
(utilizacion),
(o) llanageient of livesteock to pot proper grazing,
(p) liow plants make food as related to proper srazing, and
(q) Brush control-treoatnents and conparisons,

With thesc deiailed cuidelines properly disseminated the only remeining
responsibilitices of a Renze danasenent Specialist is continued trainiag
and range nanagenent cxtension as the implenentcation of the guidelines

can be accomplished by tee raneh manasers (most cducated ot licrogore

in range wanageaenc and veterinoary uedicine) or cther speciclists, i.c,
Vlater Development Specialist or the Range Developument Officer,

Similarly to the YWater Developnient Specialist, the position of
the Range linnageient Specialist is interrelated with, and cssential
to, other faccts of livestock development and marketing, but designed
to be carried cut at the parastetal level where the outputs and accon-

plishments do not (cxecept remotely)  bencfit the traditional small pro-
ducer,



SPECIAL INPUT ISSUES

USAID Support

The cvaluation cteam found that the project suffered from inade-
quate logistical anl policy support from the USAID staff, In torms
of logistical support, thc Generzl Scrvices Cffice of USAID has pro-
vided very little assistance to the TAMU team to the extent thac the
TAMU advisors were forced to spend an unacceptable portion of their
worle tine looking after cundanc matters such as housing, incoming
shipments and vehicle naintenance,

Cormwunications betwyeen USAID and the TANU tean have been very
poor., The USAID Project lManager made very little cifort to become
acquainted with project activities, In nis reluctance to visit the
{icld, he managed to only bricfly visit the Arusha, Dodoma and iwanza
TLIC cffices, nover vigited:' the troubled Shinyange zconal ciffice and
had very littlc contact with the TAMU team except for the Chief of
Uarty. HC explained to the cvaluaticn team that he believed in
worliing, strictly through the Chicf of Party. This weak communication
and USAID backstop:ing was not counterbalanced by any special support
by others in USAID or AID/V,

The TAU tean hoas been troubled by its inability to obtain a
high level TanGov audience fer its receorriendaticns, USAID has disg-
couragcd Chicfs cf Party making direct ccntacts with Prinecipal Scerc-
taries in the ilinistrics, Such contacts arc to be made with the
participaticn of USAID staff, Yeb, TAMU roquasts for USAID support
anl participation in bringing policy issucs before the Principel
Scerctary in KILLG and other high level TanGov officials have ict
with USAID indiffercnce and dclays.,

The above problems do not appear to be static., This evaluation
has been given excellent USAID support in order to resolve outstanding
policy issues, USAID staff have been frank in discussing their own
shortcomings and therc appears to be increased sensitivity to the
nceds of the contractors.

Language Training:

A major weakness of the TAIMU team is their inability to conmuni-
cate well in Kiswahili, Whilc most of: the TLiiC officials have an
adequate English capability, TLMC mectings arc conducted in Kiswauili
and the TLIC field reports arc written in Kiswahili, Selection
criteria for the TAIU advisors did not include a Kiswahili capability
and no provision was made for language training, Both.TAIU staff and
TLMC staff have commented to the cvaluation team that the language
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constraint has impaired the advisors'-ability to communicate well
and to keep well informed on TLUC operations and management instruc-
tiono.

1 .

Projcet Vehicles

The vehicles supplied os project commeditics are given te TLIIC
but arc at the disposal of the TAMU teann, TLMC pays for the mainten-
ance and fucl., The vehicles supplied arc Jeep iligoncers. Thc Jeeps
are very difficult to service upcountry as only USAID projccts use
them, 5o parts arc unaveilable and mechanics arc unfamiliar with then,
The only USAID supported facility that maintains parts and specializes
in servicing the Jeeps is the lMasai Project shop in Arusha. Oaly onc
of the TLIMC Jecps is located in that arca, All of the other Jeeps
have been serviced in poorly cquipped (for Jecp maintenance) servicc
facilitics in Dar and upcountry. Often thce Jeeps are broken down for
lengthy periods of tima duc co the unavailability of sparc ports.

The TAIMU tean has rcsorted t©o ordering its own sparc partc from the
UsS, cven to the exteat of having the parts air freighted o save tinc,
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INPUT/OUTPUT ASSUIRTIONS

1. Thc TanGov will niakke available necessary financial and nan-
pOWCr resourcec for projcct operations,

status

This asgumption has been critical to prcjch periormance and
1to nlldxty lizas been very weals,

Level of Perfornance

The TanGov has only to a linited cxtent made availoble the
nceeesgary financial end anpower resources for project cperations,

The three TAIU Livestock tarketing Advisors had as counterparts
the TLUC Zonal tanagers, Whilc this met the TLISC obligation to pro-

vide counterparts, tho Zu 12l llonagers yere not tho appropriate coun-

torparts, The TV f2visor in Shinyanga reported:

YCne of the major frustrations of tiidc job has been the
IaclkiOE eounccrpact staflfl W the rolalofi Zonal lianager

is aduinistrative and wihile the Livestock iiarketiag
Advisor should cciteinly be able to advisc at this leovel

the najor enphasis should be wiith an individual assigned
a5 tha Livestock liarketing Officer,

In tho ease 2f the TN Advisorsi working ot LIDA4 and TLYC ia' Dar,
not onc of thc Advisors has been given o counterpart for a suitable
length of tine and with appropriate cducation, experience and respon=
sibilitics t> allow a transfcr of skills to bring the ccunterpart to
an acceptabl, skill level, The current TAMU Economist works with
goveral poople on the TLIC marketing staff that have the petential
te absorl skills but o truc counterpant rclaticnship has nct been
catnblished, The TAIU Econcmist cadviges the TLIC markceting stafs
on requesc, /A sinmiler situction exists for the Water Development
Specialise,

ilanpover resources have not been available to project staff
over o long cnough period to become cffective, Transfers of TLIIC
personnel hiave been very frequent, Citing again from the Shinyanga
Mvigor's End of Tour Report:
"', ..cxcessively higli turnovers have definitely hurt the
company, Since I have been in the zone, the Shinyanga

1

zonal office has hial a complete turnover of personncl,
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0f the scnior level staff there has been two Zonal lianagers
and three bookkeepers, In Maswa there have been three Dis-
trict idanagers, thrcc bookleepers; Bariadim, two District
llanagers; Nzega, three District ifanagers and three bookkcepers;
. Mwanza, onc Zonal ilanager,.. The turnover in intcrmediate
and lower staff is even greater, This made advising on a
persounel level very hard indeed, as an individual could be i
transferred just as a particular work aspcet was being dev-
cloped,"

The TAIU tecam's semi-annual reports rcpeatedly emphasize the
problem of staff turnovecr,

In regard to financial rcsources, the Zonal Advisors have com-
menkted in their reports that financial support from TLIIC Headquarters
in Dar was inadcquate to permit the zonal offices to function in
accordance with their responsibilities,

Causality

The lack of appropriate counterpart staff is apparently duc to
the view of LIDA and TLiC that the TAMU tcam members are here to £ill
an operational rolc. The parastatals' attitude appears to be that if
the expatriate technician is £illing an operational role it ic wasteful
to cormit scarce skilled. 'local nanpower to the same job, The evalua-
tion tcam found that while the TAMU staff were called '‘advisors' they
were generally undertaking operational tasks themselves rather than
advising or assisting others to do then. Yet, often they were not
given authoricy over TLHC staff and were thercfore limited in their
operational cffcectivencess,

The rcasons for the high staff turnover rate arc noi cleer,
Personnel procedures in TLHC arc not well developed, Criteria for
sclection appcar to be vaguc and political pressures secem to play a
role in the hiring practice, It is unclear how rwuch authority or
input Zcnal ifanagers have in selecting their staff but discussions
with Zonal ianagers indicate it ic minimal. The General lianager of
TLIC cxplained to the evaluation team that transfers have not -bcen b
arbitrary but rather in rcsponsc to special circumstances, .

The financial difficultics of the zoncl officas appear ‘to be 3
duc to inadcquate centralized financial management in TLMC's Head-
quarters aond the losses incurrad in TLMC's buying and selling opera- i
tion, T - |




Prognosis

Parastatal lceaders continue to sec the rolc c¢f the TAMNU Advisors
as operational and filling positions that the parastatals canact afford
to £111 thomselves duc to o shortage of skilled personnel. Therefore,
at best, counterparts would only reluctantly be made available tc work
alongaide ol zut be trainable by the TAIU Advisors,

The Gendral linnager of TLUC is awarc of the:problem of highi staff
turnover but pcrsonncl procedurces arc not being changed and it appears
unlilkely that the eircunstances surrounding the turncvers will differ
substantially in the future, :

(hile TLHC is epparently not currently incurring losses at the
samc level as the two previocus years, it is still waintaining a buyiug
and gelling operation that produces cash flow problens and continucs
te be a burden t2 TLHC's inadequate financial nanagenent capacity.

2 TanGev will provide suitablc stafr for training,

Status

Ui to project perfermance and its
validity has been weak for 2ll but the U.S,. degree training partici-
pantS .

ssummtion has been cuitical

Level of Poriosaance’

The TanGov hicg provided suitable staff for long-term participant
training but trainces have not beoen made available for sufficicnt
periods of time for short-term participant training and for on-thc-job

training., :

Caugality

Three shorc-icm participants were notilnated for training in
1276 but Chey could not set pemiission from TanGov for extcrnal study.

The buying and gelling operations of TLMC were G demanding on
staff tinc that there was too little residual time available for
participation in cn-the-job training programs planncd by TAIfU,
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Prognosis

It i5 not clcar what deciazions the TanGov will be making in rqgard
to peruitting high level staff to leave the country for short-term
training,

TLIC staff remain very occunicd with buying and selling aperatians,
These operations appear te be speradic and thercfore do not allew for
adecunte scheduling of cn-the-job training programs. This gituaticn is
cxpected to continuc,

3. TanGov will cooperate fully in the preparaticn of the sub-
sccter anclysis,

Status

This assumption has not been critical te project performance and
its validity has rcnained intace,

Level of Performance

From all outward appearances, and in the opinion of those con-
nected with the subsector analysis, TanGov cooperatced reasonably well
in the preparation of the .report, Howevcr, except for the impression
left by the reports of the consultant group, no first hand knowledge
of the extent of the TanGov attitude toward the subsector report is
accessible to the cvaluation team.

The subscctor consultant .group was hampered by a lack of trans
portation while in-country,.but this cannot be construed ac an abnornal
restraink,

Causality

TanGov has o vested intercst in obtaining an accurate iivestock
subscctor analysis, particularly with regard to the provision of basc-
linec data suitable for policy decisions, Full cooperation on thc part
of TanGov was thercfore to their dircct benefit, so long as they were
not required to acecept or implement the recommendations made,

TanGov had only a minor role to play in the preparation of the
subscctor ana.ysis, The TAMU consultants heavily dominated analysis
preparation and much of the work was done in College Station, Texas,
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It i5 not obvicus to what cxtent TanGov should or could have contri-
buted to the recomendations ultimately offered, although it is clear
TanGov should have been at lcast implicitly included in this aspect
of the repeut,

Prognosis s

The ultimate usefulness and validity of the subsector report
may well determine the direction of further TanGov support for subse-
quent studies,

4, Commoditics timely supplicd and shipped in accordance with
procurencnt documents,

Status
This assumption has not been critical to project performance and
its validity has remained intact,

Level of Performance

No problens cxcept for the reorder of project vehicles which is
currently about six months behind schedule,

Caupality

TAMU was apparently not informed that it is the contractor who
initiatcs the recrder and time was lost before the contractor realized
that USAID had not automatically rcordered the vehicles, An additional
delay developed due to a communications problem between USAID and AID/W
in regard to vehicle specifications,

Prognosis

]

The order is now being proccssed as quickly as possible,
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Outputs

1, Targeted U,S5. training and on-the-job training compleced;

Participant degree training in the U,S. was targeted as follows:

Agr1cu1tura1 Econonics including Markctzng and HMarket
Manageﬂcnt (5 pcopla) .

. Range ianagement, (2 people)
nurlcultural unﬂlﬂucrlnu (1 person)
Busincss Administration/Econonics (1. pcrson)
Financial Managenent/Econonics (1 perscon)

Conceptual study tours in the U,S. were targoted as follows:

Top level managenent--one group of three pecople for 4-6 wecks,
Operaticnal level nanagenent--two groups of four people cach
for two nonths, :

Formal short-ccurse training in Tanzania was targeted as follcws:
Thirtcen narket teans and 13 buying tcams trained in four-
weel courses. Each team will have four to six pcople
depending on the workload, for a total of between 104
and 156 pcople, .

Informal on-the-job training was targeted as follows:
To be given to project personnel assigned to stock routes
and heolding ground operations, There will be 27-30 teams
of three to five people ecach for a total of from:0l to 150
staff trainccs, Informal on-the-job training was also to
be provided on: a day-to-day basis by AID-supplied project
technicians for all troinces.in' the academic degree ‘elenments,
the conceptual study tour groups, and thosc completing the (3
formal short-course training, e ; : f

0

- Lavel of Performanca e Fa

The U.S. degree training started much lutcr -than cnvxsaged in
the BROP, which scheduled departurc of the .first group of participaﬁ.s
in 1974 before arrival of the contract tean (the USAID staff was to
take care of sclegtion and preoparation)., The first .group of five
participants departed for their U,S.' training in January of 1976,. 4
: second group of four particzoants departed in May of 1976 and the third

(5]

group in August of 1976,

3
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The nunber of degree participants cxceceds the PROP target. The
participants were sent out as early as possible to Lring them back
early enough to haye time to work with the TAMU Advisors., The evalua-
tion team views the type of training (degree level and subject matter)
as commensurate with the needs of the parastatals. Given the paucity
of collepc educated personnel in the parastatals, the cvaluation tcam
sces no problem in the PROP target being exceceded,

Onc of the participants has alrcady completed his I.Sc. degree
training and has rcturned to Tanzania,

The conceptual study tours have not met targeted performance,
Only the first three-person group has completed its tour, The opera-
tional level management groups have yet to participate and there is
no currcent plan to send these groups out,

vlarket and buying tecams have not received formal short-course
training. The zunel advisors provided some brief seminar training.

Informal on-thc-job training has occurred only on an ad hoc
and infrequent basis, The Chicf of Party cstimates that on-the-job
training to datc has reached only about 50 percent of the amount of
training that had been expected by this point in the project,

For on-thc-job training at the ranches and holding grounds,
syllabuses for local training have been developed and uscd, but an
ndcquate follow-up system and basic library of illustrations, designs
and puidelines developed by the Water Development and Range Management
Specinlists and Lac Range Development Officer arc not available for
ust at the ranches or holding srounds,

b
3
*
i
)

Causalicy

The participants nceded for the conceptual study tours waerc not
made availablce by the TanGov, ({Sce Input/Output Assumption No, 2.)

The PROP faultily assuimed that there were not alrcady existing
and trained buying and market teams, A USAID OPEX consultant had
operated a training program for livestock markecting personnecl a fow
years ago., When the TAMU tcan arrived in-country they found that
these teams were operating in the zones and had considerable cxperi-
cnce operating markets for the District Developrent Councils from
which TIMC toolc possession of the marketing operationoc, The TAMU
zonal advisors found that the tcams were recasonably compcetent, The 4
advigors gave the buying tcams soric informal training in assessing
livestock weight, The nmarketing tcans improved their skills by lessons
learned working alongside the advisors (who had operational roles) but
specific training cxerciscs werc rare duec to heavy day-to-day workloads,




The TAMU Advisors did make an effort to fit in some training for
zonal and headquarters staff when they, could find time away from their
operational activities, The evi dation team has found insufficient
training to be one of the major weakncsses of this project. The advi-
qors have scen their role as primarily operational with their training
function being of sccondary importance, This conccptual view of the
projcct appears to have been .communicated to the advisors both prior
to ‘and upon their arrival in Tanzania. Conditions on the job rein-
forced this concept as parastatal staff were not made available for
training and day-to-day operational requirements (created by TLMC)
had the scnsc of urgency. Given the operational problems existing
in the parastatals, the urgency was probably very rcal and the adviscrs
were on the spot and had the technical skills to apply. The dilemma
is that thc advisors werce less cffective than they thought they could
be (they lacked the line cuthority tc follow up their ideas) but spent
so much time in this operatiaonal rolc that they had little time to
develop an improved indigenous capacity nccessary for sustained opera-
tion, While therc apparently were, serious instituticonal and technical
problems that required some opcrationzl inputs by the advisors, their
operational role became routine and they were simply filling slots that
TLHC was finding difficulty in filling, The return of the U.S, degree
trainced participants will hielp to alleviate chis situation, Hcwaver,
15 long as advisors arc put in operational rolcs and do not have an
appropriate level counterpart, the objective cf developing o self-
sustained operation is not acnicvaed (che operation f£alls down when
the advisor lcaves) and the govermment has little incencive to find
a way to fill the slot as long cs therc is alrcady a competent body
there, .

Prognosis

Current TanGov attitudes do not favor reducing the operational
rolc of the advisors. They are still vicwed as operational technicians,
Th& availabilicy of LIDA and TLMC gtaffi for training docs not scem to
be appreciably improving.

-

2, Rangc management and water developnent plans davelcped for 37
raaches, 27 holding prounds and as requircd for the stock routas,

Level of Performance .

Range management and water developnent plans have been developed,
initially by parastatal pcrsonncl and modified (or modificaiions sug-
gested) by TAIMU tean members. These plans range from a basic descrip-
tion of the location and approxinate size of the areca to plans which
arc complete and detailed, The degree of complotencss of the plans

o e
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15 dependent upon the stage of development of the ranch or holding
ground, Older plens arc periodically being updated as development
continues and new plans arce started when new zanches or holding grounds
arc located., Actual number of plans in existence at present is unknowm.

Range managenent plans for stock routes have not been developed.,
Water developrnient nlans for stock routcs, devised to utilize cxisting .
stock water wherce available, arc:in thcé process of being developed.

Causality '

Respongibility for developing the water and range managenent plans
i with the parastatals and the TAMU specialists only advisc. LIDA's
philosophy, at prescent, is to complete development of the existing
vranches and holding grounds before developing new ones (to keep from
being spread too thin) giving first priority to thosc locatcd ncarest
te Diar es Salaan and the present centers of high livestock density.

There is no line of responsibility in the job descriptions
relatcing to the stock routes, and this appears to be an insecrted
afterthought, :

Propnosis

Progress will continuc accerding to the philosophy and relative
ncueds of LIDA for production and profit, '

3% Financicl and managenent proccdures; functional/operational
descripticns for managenent personncl; financiel and managenent
analyscs/plans/recommendations for subsidiary companics detor-
wincd by contract technician according to needs of LIDA and
outlined in annually reviscd PIPs and technician work.plans,

Level of Performance

The evaluation tecam did not include a financial management
specialist to study performance of this contract tcchnician, nor
was there sufficicnt tinme for members of the evaluation team to .
thoroughly cxanince the products listed above, From the TAMU nonthly
rcports and from discussions with parastatal officials, it is appar-
ent that all of the above products were touched on to some degree by
the contract technician, Without a thorough examination of the
products it is not possible for the cwaluation tcan to conclusively
judge thedr quality. However, judging from the way in which they
were developed (most of ther were allegedly drawn up very quickly

. S TR I P M T e e
2ahi e Tzl Ml
[ TR T r— ; . e s b ik e S R T



11-27

fron tcxtbooks during the last couple of months of the, technician's
tour) anl the degree to which financicl and nmanagenent procedurcs
andd operations remoin criticel weaknesses of the parastatals, the
quality docs not appear to be very high,

Causality : : e

The activitics of the contract technician (Finaoncial and lfanage-
nent Advisor) arc described in Input #7, His cfforts to achicve this
output appear to be minimal, This position was allocatcd for three
rian-yecars but the'Advisor's tour lasted two years and the position
wng then terminated, >

Prognosis

No change.

4. The Livestock Subscctor Analysis completed with supplenentary
reports as neccessary. The study will provide recormendations
which arc politically and otherwisce feasible in thc Tanzan1ﬂn
cnvironnent,

Level of Performance

A livestock subscctor analysis was undertaken by nine short-tem
consultants from Texas A&M, Field work for the report was done during
1975, The final copy of the subscector report consisting of four
volunes was printed in .October 1976 aﬂd distributed in Thnznnla in
February 1977,

Although the Tanzanian and TAIU technical staff have not yet
thoroughly rcviewed this'report, prelininary indications are that
the subscctor analysis falls short of the anticipated product, This
jud ment is bascd on two factors, First, the recomacndations put
forth in the report, as contained in Volune I, arc 1hrﬂc1y acadeniic
solutions with littlc regard for the econonic nnd'political environ-
nent in Tanzania. This does not dispute the naturc and ranifications
of the problen areas documented, Rather, the rcconnenuations appear
overly idealistic, with limited effort made to develop worknble plans
to iiplement the suggestions offerecd. Also, it is not clear that the
initial objectives of the subscctor analysis were mct, For example,
there is practically no enpirical analysis' regarding costs of livestock
production, although this was specifically called for in the subsector
analysis agrecuent between TAMU and USAID,

b 4 i 1 Y .
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The sccond, and possibly mare serious shortcoming of the subsector
analysis concerns the curvey techniques utilized to provide inforiation
about traditional livostock production,

In the view of the cvaluation tean the survey of traditional live=-
astock producers did not adequately utilize state-of-the-art techniques
in Third World rural survey design and implenentaticn, TFor cxample,
the survey questionnaire was developed, pre-tested onec, then modificd
to its final form. Given the yiany unkncwns in the traditional live-
stocle scctor and the complex naturc of the types of questions asked,
it 1s very doubfful that an adequate questionnaire can be developed
in this manner, A state-of-the=-art technique in such an enviromment
would be to pre-test/modify, pre-test/modify over a number of itcra-
tions, at lcast until a level of confidence can be develcped that the
responses will be reascnably reliable., Tc asscss reliability the data
froa the pre-testing shoulld be analyzed for consistency and the rcaponses
conparcd with what is generally known about the population, TFrom informa-
tion containcd in the Tenzanian Trip Report of the TAMU Rescarch Associ-
atc who was responsible for the survey, it was lcarned that a counterpart
from LIDA and two cnunmerators from the Bureau of S*atistics helped to
prctest the questionnaire, After. the pretesting, the Rescarch Associate
reported spending what appédrs to the covpluation tcanm to be an excecd-
ingly bricf time period on questionnaire revision, It does not appear
to the cvaluation tecam that an adequately thorough analysis of data
from the pretest and a sufficiently carcful, comprchensive revision
had been undertaken, As it turned out, the questionnaire was again
revised but this occurred only after approximately 550 respondents
were intervicwed (about 70% of the total sample).

A one tine survey with a sndll sample size covering all the major
livestock regicns scems to the cvaluation teem to be‘a very inadequate
approach to conducting a subsector amalysis. The survey used a 12
nonth reference peried which, for en illiterate population, is gener-
ally very unrcliable, The survey report provides clmost no clarifica-
tions or qualifications on the data except for a warning that 'esti-
mates for districts should be used recopgnizing the possibility of
considerable sanpling error due to snall numbers sarmpled in sonc
districts." When a major finding of the survey showed an inconsist-
cncy with what other studies have xeported (the:cormercial herd off-
take came to 14.47% of inventory for cattle--the TAMU Livestock, Econo-
nist used 4,5% as an estinate of commercicl, herd, offtake and estinates
that if the same traditional herd uses production techniques and nanage-
nment levels presently cmployed on parastatal ranches: the commercial
~offtake would be 12,7%) the .survey, data were not questioned but rather

the other studics were assuned to be in error: '"This is substantially
1ore than previous cstimates and supgests that previous studics. were
not able to account for nuch of the sales or consumption,' In addi-
tion, thc survey rcport docs not mention the possibility that the recs-
pondents way not have been fully honest in their replies, Yet, a
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nunber of people intervicwed by the cvaluaticn tean (including Dr,
Maeda of KILO{O and Dr, Colby Hatficld, the liasal Livestock Project
Sociologist) were highily skeptical about the honesty of the respondents,

.

Causality .

A fundonental facter in the obscrved shortcomings of the subscctor

nalysis is the length and scope of the analysis undortaken, While: the
ﬂubq;ctor analysis was still 1n the r‘cv..n.1~c>pr:1t:nt stagc, the TAMU Chicf
of Party cautioncd against a "surmier vacation! type of venture by’ the
subgector analysis jproup. However, it appears this advice was ignored,
Most of the consultants stayed in Tonzania only onc o two menths
concurrently during the summer of 1975, The longest term was cight
rmonths, It scens very doubtful that a scrious review and analysisc of
the livestock subsector could be undertaken without at least observing
a complete annual production cycle, cspecially in view of the rccog-
nized lack of data which existed prior to the study.

On balance, it must be asked whother the consultant contractors
were capable of providing the scope of analysis idealistically sought
in the subscctor report., That is, the evaluation tcam considers the
overall background of the contractors insofar as (1) proficiency in
Kiswahili; (2) first hand knowledge of the TanGov dcvelopment idealogy;
and (3) general familiarity with thc Tanzanian livestock subsector,
to have been inadequate to produce the analysis desired, particularly
in vicw of the bricf timc in country cllocated to the project,

Some insight to this problem can be gained by contracting the
analysis in Volume I by Ken Stokes, TAMU/TLMC Livestock Economist,
who was not formally a member of the consultant's group, with the
analyses presented by the nine contract consultants, Mr, Stokes'
study of Livestock Marketing is a much morc operational amalysis,
raflecting his prior knowledge of the Tanzanian situation,

Propgnosis

The subsecctor report has not been in the hands of Tanzanian
technicians long cnough to judge how intensively it will be used.
Armong those intcrviewed concerning the report, opinions concerning
its usefulness and validity varied greatly, All candidly admitted
they had not yet had time to thoroughly cxemina this report. In

tscelf, this attitude suggests that as a practical document for the
layman, the subsector rcport is inappropriate,

It 15 likecly that highly traincd contract technicians will find

individual papers or scctions within this report to be uscful, How-
cver, this is not consistent with the project purposc.
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The current TAMU/TLMC Livestock Econonist focls that the report
gy be of direct benefit to him, in that it is the primary if not sole
source of baselinc production and ccononic ddta concerning the live-

. stoclt subsector, However, the uncertaintics surrounding the inherent
accuracy of the survey results as presented tend to negate any such
benefita,

In surmary, the non-operaticnal feorm of the recommendations nmade,
the questionable nature of the survey rcsults obtained, and the apparent
lack of 'subscquent or follow up analys:s render the subscctor report of
very linited velue in terms of the intended output,

i
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Output to Pdrpose Assumptions

1, Competent manpower will be assigned to the Livestock
arketing Company

Status

This assumption has becn critical to project performance and
its validity has been very weak,

Level of Performance

TLMC has not had the proper manpower necessary to achieve its
objcctives, The parastatal is overstafied which draing financial;
recsources and overcrowds oifices impeiring cfficiengy, In terms of
skilled nanpower, the parastatcals are understaffed. The number of
staff with adequate education and experience for their 2ssignoed duties
is small. Personnel are not assigned to TLC but rather arce recruited
and hired directly by TLiMC,

Causality

Tanzania's skilled manpower pool is very linited and there is
considerable competition among cgencics for new graduates, TLIIC
has not been able to improve its recruiting operation as little
attention has gone into improvement of personncl management procedurces
and politicel considerations often predominate in' the hiring process,
A high turnover rote has alse hindered maximun, utilization of staff,
Sce Input/Output Assumprion Ne, 1 for additional discussion of manpower
constraints in the parastatals,

Prognosis

As project participants return from their U,S, degree training,
TLMC will bec able to make a guantum jump in staff capabilities. There
appears to be little cffort to get rid of unproductive staff members
in order to get down to more optimel staffing levels., While the Tan-
zanian manpower pool situation will not change wuch in the near future,
sufficient uanpower should be available for key positions in the para-
statal,
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2, TL4 can adjust scrvice charges to remain sclf-relient
fipancially,

Status

This assumption has been critical to projcct performance and its
validity has reusined intact. Lrde

Level of Perfornance - -

TLMC has relied heavily upon its marketing fee in order te mnain-
trin financial sclf-reliance, Ty

This marketing fee had been sct during the time TLIiC was estob-
lished at T.Sho. 20 per head charged to the buyer, end has not been
adjusted since, .

Causality :

The T.Shs, 20/hcad marketing fee is the backbone of TLMC's oper-
ating income, To date, this charge has allowed TLMC to rcmain finon-
cinlly viable, There has been no explicit need or rationale for
adjusting the fce in order to better mect the projcct purposc,.

Prognosis

The methodology usced to derive the level of the narlketing fee
appears to be sound. Since the tine of the original derivation,
(probably 1974 or 1975) some of the, component costs reflected in
the T,Shs. 20/head fee have changed, duc to both inflation and |
Iepreciation, The TAIU Livestock Economist is prascntly undertaking
a re-cvaluation of the components of the marketing fee in order to
assess their present day validity, Basced on this analysis, recota-
nendations for a change in the fec level may be warranted,

3. TanGov utilizes rcturncd trainces in project activitics,

Status ' i

There iiaz tiot becnt cufficiciit eaportusit s toNtastitiicsvalTdity
of thio asowiption. '
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Only onc degree traince has returned to date, Threc tore arc
expected in December of 1977. The returned traince arrived in Tan-
zania in Junc 1977 and has not been assigned a position related to
the training he received, He was trained in financicl management
and wac given o position as a planning officer, He has refuged to
accept this assignnoent and is awaiting further word from LIDA.

Causality
When the traince rcturned from the U,S, a new person had just
taken officc as Managing Dircctor of LIDA. He was not yet well

acquainted with the participant treining program,

Prognosis

The position of the one returned traince is still not clear,
Duc to inadequate personncl +procedures and political considerations
(sce Output to Purposc Assunption No, 1) proper assignnment cannot be
assurcd, While it is likely that the returning trainees will be
utilized in project activitics, therc is cnough doubt that the situa-
tion calls for carcrful monitoring.

4, Adcquatc annual TanGov budget (TanGov, TLIC, LIDA, ctc.)
and tinely relecasce of budgeted funds,

Status

This assunption has mwderately influenced nrcjeoct perfarnance
ann Leg velidity oo acu woeis, o

Level cof Performance

TanGov cxpects the parastatals to be viable and pay their cwm way,
TLIC has been rceciving cnough revenuce from its marketing fees to pay
for routinc opecrations and rcpaynent of the IDA Loan, However, its
buying and sclling opecrations have been operating at a logs. (hile
all of the LIDA parastatalc have been having scverc financial probleng,
TanGov assistance has beeny given only to TPL aud this was prompted by
the World Banle as a ncceosary condition for continuation of the IDA
Phagse II Loan.
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Timely rclceasc of budgcted funds has been a problen within TLIIC,
Inadcquate financial planning has resulted in an unstructured cash '
flov and insufficicnt funds at critical periods in TLMC's buying
operation, : :

Coausality O : ‘ e

The parastatals have suffered from inadequatce financial manage-
ment procedurcs and capabilities and policy decisions made without
duc regard to finencial considerations,

. - ]

Prugnosis : o

The parastatals ccem to be slowly lcafning from their mistakes
of thc past. Ac the project's U.S. degrec trainces return to the
parastatals they will substantially upgrade the caopability of the
parastatals to make sounder economic and financial policy decisions,
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Zurpose Level Pexformance

-

1. The ¢rganizations are ‘'discharging their assigned dutics.

fevel of Percformancd

The cevaluation tcam has found that the organizations (LIDA end

(LIC specifically) have not becn adequately discharging their cssigned
Intics, ® LIDA, as the holding corpany for TLMC, has not given TLIIC
¢luar instructions that'would enable it to becone a viable organiza-

i 1. LIDA has stated that TIMC must ‘be viable vhile ot the same time
it has imposcd marketing practices on TLIC that has forced TLIC tc
garate at a loss. Aceording to' the rcport of the ﬂcvcnbtr 1976 roview
L tne IDA Phase IL Loan: ) . '
Overall, project implementation is suffering from a

lack of fuidance, coordination and contrcl., The
Livestock Developrment Authority (LIDA), which has been

responsible for the project since 1974, has not' pro-
vided the nccessary policy orientation for the live-

stock industry, nor has it assisted its satellite
parastatal companics with their managenent and finan-
cial difficultics, IF has' been hwre concerned with its
own growth as a holding company, and has led: some of |
itc subsidiary parastatal ccopanies such as NARCO into
unnanageable growth, thus contributing to its present
finangcial crisis., SeadAs : i

In order to ascertain whether TLIC was dischafging its assigned
J tids, the cvaluation tdan first had to ascertain what these assigned
dutics aré, On peper, TLHNC has the responsibility to:

1, Carry out developments on n:rkcts,_stqck routes,
and holding grounds under the projcct and for
operating, maintaining and: s;m;u:z‘vis:l.rvr thusa
facilitics,.

2, Organize 13 markcting tcams, each of which wcull L
conduct four l'e;':c-nclzn:},r and 12 primary "queta per e
month, : , 1

3. Beeone a tajor cattlc'ﬁuycr purchasing cattle for
' TPL, DDC, NARCO an: chnwa coopcrotivcn on:a con-
tract ‘basis. :
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TLiiC waas then piven the job of sole buyer of livesctock for TPL, DDC
and NARCO, The prices that thesc parastatals would pay TLHC were
fixcd at a low level ond TLHC was forced to buy at low prices (the
worst cottle) but transportation costs were so high (especially Jduc
to shrinkagc and death loss) that TLIC lost o considerable amount

of roney ¢ cthis operaticn (Sce Purposc Mo. 3),

The other 1“rusL itals were also displeased with the TLIC rclationship
nd, with Werld Bank coaxing, new instructions werce rccently given by
LIDA that allcws TPL, DDC and MARCO tc buy from other' sources and
pernits TLIC to buy only when it sees it con make a profit, While
this has c¢lininated the'cenflict between viability and forced buying,
the question of operational prioritics 4's still vaguc,

The cevaluation tean interviewed the Livestock Principal Sccre-
tary of KILIIO, the Livestock Developrment Officer of KILIMO, the
nanaging Dircctor of LIDA end the General ilanager of TLIIC, each
indivilually, Each individual was asked to give a pricrity raonking

TLIIC's responsibilitics., 1In ecach casc the primary priority was
to csecablish, maintain and cperate livestock aarkets, stock rcutes
and holding pgrounds, Also in cach case emphasis was given to the
role of TLIC in providing benefits to the livestock pruducurs. dio
TLIC was to be responsible for developing the mcans to do this but ¢
s wne could specify how this could be acecomplished in a viable way,
/s a sccondary rcsponsibility, TLMC was scen as a buyer and scller
of cattle although only the General Manager of TLMC had confidence
that TLMC could maintain a viable buying and sclling operation,

That the buying and sclling operation was of a lower priority was
emphasized in cach interview, The evaluation tcam had the clear
impression that all but the Gencral Manager of TLMC saw the buying
and sclling operation as dispensiblc. No one thought that the
operation should be maintained if it could not be profitable. The
Livestock Developrient Officer of KILIMO viewed the buying operation
as being helpful only if the cattle could be bought directly from the

producers in their villages, All viecwed the cattle traders (middlemen)
as exploiters of the small producers and felt that TLHC should replace

them, but by purc competition and not by government order sctting up
a TLMC monopoly, as they have all scen that the latter docs not work
to the advantage of the producers,

Given this general policy background, the cvaluation tean found
that TLIIC was not adequately discharging its assigned duties. TLMC

has been giving primary cmphasis to buying and sclling cattle and only

sccondary cmphasis to cstablishing, maintaining and operating the
nnrkcts, stock routes and holding grounds, In addition, the buying
and sclling operation appears to be counterproductive to providing
Lenefits to the small producers, In its effort to make o profit,
TLMC trics to buy cattle at the lowest possible price and scll thenm
at the best possible price, While this will enhance TLMC's viability
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it cuts income to the produccrs. TLIHC hins higher transportation costs
for woving cattlc than de tho private traders (duc to covernment
cnploynient regulations) so in order te compete faverably it neuds o
wider margin boetween its Luying and selling price, Since the retail
price of nent is {ixel ot a low level Ly the DDCs the warzin can only
be incrcasced nt the producer side of the equation.

In regard to TLHC's prinery rosponsibility (#1 sbove) this respon-
sil.ility 1s being accomplished, in part, as nceds and financicl input
sre nvallable., Exceptions in this catesory include:  the stock routes
~re not acquired, controlled, operzated or maintainced only located and
developed.  Sone facilities associated with the stock routes, i.e.,
wrter developrients, stream crossings, arc maintaincd or improved and
naintenance of the actual stock route is simply a function cf its
censtsat use by livestock., Holding grounds arce being ncquircel, cene-
trolled, operaved, maintained, and administercd. Boch holding grounds
il stoeck routes arc being oxpanded.,

Cousality:

The parastotcols are still yery young and problems in Jefining
their role should be expecteds "Sone of the initicl cbjcectives were
very idealistic and only through cxperience can mcre realistic objce-
tives be cestablished. Lack ¢f clarificaticn of policy has bLeen a
problen for the project,: Trhe initial centradictions in the LIDA
instructions could not be understood ond the TAMU adviscrs were
unable to obtain an audicnce for their questions about policy and
recormiendations for better policy definition and morc reascnablce
(to them) objecctives, Their inability to affect policy became a
constant frustration to the TAMU team, They saw their role as advisors
but their advice was not being heeded,

The reasons why the TAMU team was not able to have iweh influence
on policy arc difficult to fully understand, It oppecrs o the cvalua-
tion team that many different factors are involved and there is nc way
to measurc which of these arc more responsible, Sowe of the rgasons
nost commionly aired by people intcérviewed during the evoluation are:

(a) Ancricans are vicwed by the Tanzanians as capitalistg
and their policy rccormenddtions should not Le trusted
as applicable in a socialist cavironnent;

(b) The parastatals operate in a political environment
and political considerations often outweish what the
TAMU advisors scc as rational economic and managenent
imperatives;
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(c) The advisors rlo not understand the differcences between
the Tanzanien cnvironment and that which exists in the
U.S. Their rccormicndations arc not implemcntablc duc
to this misunderstanding;

(d) The,U,S., Governnent is such a small denor in Tanzania
that AID advisors do not have the clout to have their
policy rccormendations accepted;

(e) The advisors do not speak Kiswahili well enough ‘and
* do not have access to cnough information to uhder-
stand well what is going on around them;

(f) Tanzanians do not like Qut51ders telling them how to
run their affairs, ?

KILIMO has apparently not played a very strong role in directing
the policy of the parastatals under its control., A key person influ-
cneing policy ia LIDA appears to have been the former Monaging Dir-
cctor of LIDA who has now switched places with the Principal Secrectary.
The former 1D had strongly insisted on TLMC being the sole buyer for
the other pnrastatnls. Wow as Principal Scerotery he no longer views
the buying and sclling operation of TLC as nccassary. The fact that
specific individuals arc directing policy acgording to what appear to
be personal prefercnees indicates that there is not a centralized
Lody above the parastatals that has a firm grip on parastatal policy.
This leaves the parastatals vulnerable to polltical whims and changiag
policy with cach change in leudcrship.

Prognosis

The leadership of the parastatals and of the livestoek scction
of KILIMO appcar at presaent to have a fairly similar view of TLHC
rCSPOHSibilltlLa (the cvaluation tcam did not have an opportunity to
intervicw the Board Chairman of TIMC nor the Exccutive Cheirman of
LIDA), There is no apparent move underway to rid TLHC of its buying
andl selling operation. As the evaluation tean finds that this opcras
tion is detrimental to TIMC's more important responsibilities towards
the livestock producers, it sces the TLMC policy at odds with the
project cbjecetives, As policy is vulnerable to the pressurcs of
individual lceaders one cannot view the current policies as static,
This will not hclp the parastatal develop a stable working relation-
ship with the country's livestock producers.
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2, Complcte cperational responsibility for the marketing systen
turncd over to Tanzanian staff.

Level of Performance

This objective appears to be based on the assumption that the
project staff would initially have important operational responsibil-
itics in the nmarketing systems The project team members have had
operational roles to perform but they have had very linited opera-
tional rcsponsibilities, In thesc operational roles, most tean
nenbers did not have appropriate counterparts who could take over the
role fron them. The Tanzanians have had operational responsibility
for the marketing systen fron the beginning of the project, The U.S.
advisors have had very little input into policy decisions and they
have had very little authority to carry out their operational roles
cffectively, =~ =

Causality

Some recasons why the Tanzanians have been rcluctant to open
their decision making process to the U.S. advisors are presentad on
pages I1I-37 and II-38,

Sone rcasons for lack of counterpart staff are presented on,
pages II-19 and II-20.

The evaluation tcom questions the reasonablencss. of this objective,

.

Prognosais’

No change,

3. LIDA operating at a profit;

8, The parastatal companies will have an annual net income of
about US$2,.7 million,

Clarification

In a strict interpretation, LIDA is an entity in itsclf, as a
holding company for the asscciated livestock parastatals. As such,
it apparently asscsses a tax on these parastatals in order to fund
its own internal operations, It is possible, therefore, that the’
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profitability of LIDA Ly itsclf would in no way rcflcct the profit-
ability of the overall Iivestock project, " =€

For this rcason, thc financial ccndition of the cemponent para-
statal companics involved in the livestock project scems the more
appropriate indicator of attainuent of the overall project purpose,
wnd 15 thus the measurc which the cvaluaticn tecan considered.

Level of Porformance

The conbincd livestock project parastatals arc'operating-at a
nct loss at this stage of project developrent, Bascd on figurcs con-
tained in the November 1976 world Bank review of the livestock projcct,
the NARCO ranches had sustained a loss-of T,.Shs. 5.5 million as ‘of the
ycar cnded Junc 30, 1976. TPL incurred alloss of T.Shs. 7.3 uillion
during thc sonc ﬁLriod but also ¢arriedia.T.Shs, 34,2 nillion loss .
forward from the previous year.

TLMC is belicved to be in a rcasonably sound financial state,
althouph current financizal data was not made available to the cyalua-
tion tean to verify this, TLHC's Chicf Accountant had ULecn on home
lecave carlicer this year, and duc to an on-going internal audit being
nerformed during the cvaluatdon tean's tenure in Tanzania, ‘was unsble
to provide the Conpany's 1976 financial statement,  Howevax, the 1976
World Bank Revicw reperted TLHMC to have made a net profit of T.Shs,
821,672 in the year ending December 31, 1975,

The preeise mapgnitude of the current curulative loss attribut-
alle to the Livestock Project could not be'determined by the cvalua-
tion tecanm. Piccemeanl figures as indicated above suggest a net loss
luring 1976 to the parastatals involved of possibly T,Shs. 10 million,

Causality e~

It twst be understood that the budgcted profitability of
US$2,7 million by the livestock parastatals is projected at final
development, Profitability at the current intermediate''stage.may
not accurately portray thesc companies' ultimate ability to achicve
this figurc, particularly in view of the current ''developmental'
stagc of the livestock companics, : : o

Undeniably, howecver, total losscs incurred by the paraatatals
at this point are far cxcccdin~ project designs. 3

As a holding company, LIDA influencés the financial soundness
of the parastatals operating under it, In the past two ycars, several
of these parastatals have incurred sizeable losses directly: or' .
. - e b 4 : 1 ’ . 1143

RPNy (EATR IR IO ot




II-41

indirectly duc to cxternzl operating policy imposed by or channeled
through LIDA, In this vein, LIDA rust share in: the responsibility
for the deterioration of the livestock parastatals' financial sitcation,

\ sizecable portion of LIDA losses appear to stem from its inability
to providc meat to consumers at a cost commensurate with the adminis-
tered rctail prices. The component costs of procuring, transporting,
processing and distributing meat by the LIDA parastatals affected
(i.,c., TLMC, NARCO, TPL and DDCe) scem ot all levels to cxceed the
rcvenues obtained. :

The problem, as determined by the evaluation team, is. at least
twofold: (1) incfficient operation on the part of the parastatals,
coupled with (2) cxternally administercd price and operating. policy
forced upon the parastatals. Both of thesc problem arcas have been
extensively documented in the 1976 World Bank Review.

Prognosis

Recent changes in tihe adninistration of LIDA, coupled with-a-fim
TanGov nmandate of parastatal acccuntability, point towards an inprove-
nent in the f£inancial situntion of LIDA and its associated parastatals,
This optinism was ~lso sounded to the cvaluation team by Mr, -Dennis
Purcell cof the World Dank n~fver a just completed World Bank Review of
the IDA Loan project.

At the heart of this optimism is the notion that parastatzls will
have wmore, if not complete control over their respective internal opera-
tions, and will be able to cffect and/or interpret TanGov policy in
view of their own profitability considerations. Conceivably, increased
autonony of the parastatals vill zlso favor more cfficient business
operations to the extent wanagement can climinate operations which are
unnccessary or werce previously unprofitable, However, it i3z not
cxpected that internal cfficiency of the parastatals and/or LIDA will
be overly cnhanced so mmch ‘as efficiencies gained through the clinina-
tion of externally-inposed operations. ‘ ' '

4, Financial/accounting/management operation of LIDA improved,

Lovel of Performance

The cvaluation tecam has not been able to assess change in the
quality of LIDA's financiai/accounting/nanaﬂenent operation, - Many
financinl/nccount1nn/nanagcncnt problems still exist in the para--
statals so therc is still room for nuch improvement, The World' Bank,
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in 1ts November 1976 rcview of the IDA Phase II Loan, underscored the
financial/accounting/izancjgenent probleas with the followins recomenda-
tiong:

LID& shculd introducce as rapidly as possible a unifomrmn
adainistrative, accounting and financial reporting
syston covering all its subsidiary parastatals,

Causnlity

The project input into improving LIDA's financial/accounting/
managenent operation has been ninineal, (Sce Input No. 7 and, Qutput .
No. 3.) : '

Prosnosis

Soric improvenents can be expected with the return of the preject's
U.S, degree participants. Also, nanagenent of LIDA nny have been
cnhanced with the recent appointment of o new kManaging Direccter who
considers viability to be the critical objective of all subsidiary
conpanigs under LIDA, ' ‘ '

5. Appropriate range aanasanent procedures utilized on IDA
Phasce 1I ranches. Tanzanian staff able to plan and monitor
neccessary range nanagenent and water development worlk
without forcign technical assistance,

Level of Periormuance

Approprintce ronge nanageinent- procedures are being utilizéd, and
ranch plans wodificd, as range improvements and developuents arce
completed, Tanzanian staff shows ability to plan ranmge and water
developnent work without foreiyn assistance, to o large degree, Staff
shows little, if any, ability to nenitor nccessary ranje nanagenent
an.! water development work, Dependency on foreign technical assist-
ace 1s quite cvident at this time,

Cauvsality

Lagk of adcquate bascline data, i.e., vegzetation inventory,
vegetation-soil relationship, indicator specics (indicatipg vegeto-
tion composition changes due to overgrazing), nutritional value of
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plant spécies at various seasons or growti- stages, etc,, limit monitor-
ing ability, Considcrable dependency on forcign advisor's vehicle,-
rather than his advicce, is obvious., Specielist (foreign) has often
been f1lling o role within the parastetal that is not duplicated witll

a parastatal staff position,

Prognosis

Until such time as the dcvclopmcnts“ure completed, or noar com-
pletion, and additional vehicles are available (perhaps those turned
over to the host vovernment by TAMI) ro nmzjor changes can be antici-
pated.’

6. Subscetor analysis being used for planning new development
activitices,

Level of Performance

The subscctor annlysis has been in the hands of Tanzanian techni-
cizns (LIDA, TLNC, TAIU and TonGov) for only o few months, No explicit
‘use of the analysis was noted, particularly for the stated. purpose,

Many of the TLHC moncgerial level offilcers cxpressed the belief
that the report was very uscful, but were at o loss to cite intende.
uses, At loast one TanGov officianl was openly critical of the report,
particularly the accuraey of the survey dataiobtained,

Ex pest, it might bo infirred that Ken Stokes' paper included in
the consultant's report (Vol I) was the basis for subscquent policy
changes which receognized differenticl pricing cof livestock, Similerly,
the technical papers prescented in coch of the discipline arcas recog-
nized problems (The TLMC's G.il. cormented that the problems presented
were already known, and that the consultants mercly asked TLHC what
the nrebleny were) which exist in the livestock sihcoctor which may
well be soived in the future., iHowever, it is quastlonable whether
these paners offer developmental recommendztions wvhicihh arce workable
in the Tanzanian political ecnd ccononic cuvironment,

Causality

The shortecomings of the subscctor analysis.noted at the output
lcevel form the basis for the corresponding disappointments at the
purpose level. The subscetcir analysis is not being used for planning
developmental projects becaouse ‘of the nonoperational form of the
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recommendations made in the report. Furthermore, no definitive action
has been undertaken by the subscctor consultants to rectify these

shortcomings.

Prognosis

Given the evaluation team's generally low opinion of the subsector
analysis, it scans doubtful that further use of the recport to plan
developmental activities will, in fact, achieve the stated purpose of
the project,

Sclected portions of the report may scrve as useful developmental
theory, or as rcference for qualified technicians. Still, thisg falls
short of installing the institutional capability in LIDA and TLMC to
operationally plan and ultimately undertake new developmental activitics.

o IMarket MNews Scrvice Established.

Level of Performancce

An cffective Market Ncws Scrvice representative of Tanzanian live-
stock marketing activity has not yct been achieved, despitc ncarly
2-1/2 years of cffort in this arca, A basic system to collect market
data exists in the Dar TLMC office, but has proven largely unsuccessful,

The present TAIfU Livestock Economist has recently initiated a new
rcporting system in a further attempt to cstablish the Market News
Scrvice. The first returns have not yet been received from the ficld
reporting offices, so it is impossible to assess the success of this
cffort,

The provious' fiecld narketing advisor in Dodoma was able to develop
2 functional weekly market nowe service within his zonal area, but
incufficicnt time has passed since this advisor's departurc to doter-
mine the lasting cffects of his cffort on the projcct,

ausality

Fundamental difficulty in cormunications betwoen Dar and the field
offices appears to be the major restricting factor in establishing the

Market News Scrvice,

The previous TLMC Livestocle Economist experimented with both
monthly and weelkly market news reports and concluded, "The iaain problems
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cncountered with implerienting this task were the lack of a regular
flow of the monthly rcports fron up-country offices and lack of
standardization in the forma of the data,''”

There ic also cvidenct to suggest that some misunderstanding
exists within TLIC regarding the importance and nced for market ncws
information. This wisunderstanding is probably hindering thie success
of the market ncows scrvice cfforts,

Prognosic

The intensified effort by the current TAMU Livestock Econonist
will most likely result in an improvement in the current market nows
reporting system, The major ‘inpediment to an effective systen is
the physical linitations imposed by the coimunicaticns networlk, The
valuce of market news is directly related to its timeliness. Thus, 4
1L there are inherent physical limits to the cormunications network 1
rcelicd upon by the market news rcporting system, a truly cffective, ?
tincly markct news systen at the national level nay be infeasible,
To the extent that these existing impedinments may be cased through
a nore thorough understanding by the reporting and facilitating
oiflces as to the role of market ncws, the system may be improved,

Alternatively, producer-usable narket information may be more

suited to a zonal-level market news systeri, should a national oriented
progran prove unworlable,

9. Thirtcen market management teams are functioning cffectively
andl operating a total of 137 market sites with 2,600 market
days per year,

Level of Performance

The tarpets of this objective have all been cxceaded,

Causality

Thé cvaluation team found that these targets wore inappropri‘te
ns TLMC had inherited an alrcady-cstablished marketing system with
abundant narketing tcanms, iaarket sites and market days. The TAMU
zonal advisors found that the existing marketing teams were generally
cffective, The advisors in Arusha cond Shinyanga worked with the
nmarketing teams and reportedly were able to further improve their
cffectiveness, As to the market sites, the advisors found that it
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was not o natter of trying to increcese the number of markets, but
rather to have the morkecs located. where there wes an apparent need.
The Dodona Zonal lianager cxplained to tho cvaluation tean that of
the zone's 99 narkets, 75% were not viable becausc of the snall
nuobers of cattle that passcd through then,

Prognocis

Mo change.,

10. Thirtcen buying teams covering entire nation and buying an
estinated 300,000 head annually.

Level of Perfortiance

In 1976 TLIC bought 144,000 head of cattle, In teorns of actual
nuibers, perfornance appears to be quite satisfactory, However, there
are other clements of the buying operation that put into question the
vinbility of the operation, Tirst, TLUC's cattle trading operation
in 1976 operated at considerable loss, Sccond, the buying and selling
activitics, as cstablishcd, arc not consistent with TIMC's primary
responsibilitices, - I

Causality

TLIIC was under orders from LIDA in 1976 to purchasc cattlce for
sale at fix.d pricos to other:parastatal companics, TLMC nad to
concentrate o large portion of its rescurces in this buying and
selling operation te meet the demands of these otlier parastateals,
Thus the figurc of 144,000 head was obtained by rcducing TLHC's
capacity to meet its other =arndonsibilities, the wost important of
which is TLIC's prinary rcsponsibility to cstablich, Maintain and
operate markets, stock routes and holding grounds,

While TLIIC has beeon able to buy large numbers : £ cattle it has
not been able to do so efficicntly. A micjor congiraint to cfficiency
in the past was the ceiling on the price at which TLIC could scll its
cattle, The salce price was so low that TLIC was feorced to buy at
very low prices to roduce losses. The low buying price limited TLHC
to buying only the noorest quality cattle, The cattle were in such
poor shape that the death loss between purchnce and salc was cxarbi-
tantly high, In addition, TLIC's transpcnt rosts wexe too high and
financial control was too lax to stop dishoncst practices by ‘somc of
the flold otaff (copecially the buying tesns). '
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TLIC was just recently freed from its orders that forced it to
buy and scll at a loss., The parastatal is now free to curn down
purchase orders irf the price is too low., The zonecs are free to
cengage in gpeculative buying (mostly buying in primary markets and
selling in sccondary markaets).,

Prognosis

Now that TLC is5 frec to buy and sell only when it believec it

can do so profitably there is a greater potential for developing a
viable operation. However, there still appear to be limits to the
viability of this type of operation, TLIHC must continue to compecte
with traders who have lower transport costs and arc not subjcet to
losses duc to dishonest field staff., lore important, however, is
the relationship of TIMC's buying and sclling operation to its
primary respongibilitics, TLMC is troubled by scarce skilled nan-
power resources, It does not appear to have the capability to
continuc a high or cven medium level of buying and selling and ac
the sane tine be successful in its other activitics. t present,
TI.IC i3 content with its buying and sclling but therc is a question

to how long the parastatal can afford to inadequately uect its
selinary responsibilitics. In addition, the buying and selling
uperation does not appear to be providing benefits to the traditional
producers,




Purpose to Sub-Goal Assumptions

1. IDA credits released on timely basis and IDA Loan Phase II
project implementation proceeds on schedule,

Status

This assumption has been critical to project performance and its
validity has been weak,

Level of Periformance

The major problems with the IDA Phase II Loan have not been in
regard to the release of credits but rather in regard to implcmenta-
tion of the various componcnts of the Loan, The World Bank reviewed
the Loan project in November 1976 and issued a very critical report,

A morc rccent review cf the Loan Project (June 1977) fFound some
improvements had been made., A report of this latest, review has, not
yct been issued., Considering that carlier problems of the IDA Loan
may have influenced progress towards achicvement of the USAID project's
goals, some of the problems identified in the November 1976 review are
cited below:

Major problems have developed in the coursc of iuplenentation
that are having a ncgative cffect on project viability, In
the ranching component, ?hasc I ranches, though at 90% stocking
at the tine of the completion report, are now understocked as
a result of transfers of cattle to Phase II ranches., On the
latter ranches, there is strong .cvidence that the proposed
investrients will not prove finaicially viablg if current man-
agement practices arc not considercbly improved, As a result
of the poor financial situation on all ranches, NARCO is now
on the verge of bankruptcy, The developnient of DDC ranches,
2 new experiment in Tanzania, is progressing slowly but nore
favorably than the development of the NARCO ranches, There
arc signs however that the ranches technical and finaneial
viability arc being ncgatively affected by sclecting ranch
locations where full stocking cannot be maintaincd, beocause
of encroachment by ncighboring herds of cattle,

The development of Ujamaa ranches has progressed slowly,
and hags departed substantially fronm the concept which had baen
uscd at appraisal., Scveral Ujanaa ranches are located in
over-populated and over-grazed arcas, Since IDA credit (pro-
ccessed by TRDB) is being uscd for cattle purchase, IDA is
placad in a position of financing cattle purchases in over-
grazed arcas,
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The implementation of the marketing corponent had a slow N

gtart, but now appears to be progressing well, TLMC has given
a higher priority to trading and market renovation and construc-

tion then to holding pround and stock route Jevelopment. TLIC

ns been operating sales markets and auctions effectively, but
has perforned poorly as a buyer of cattle, Its incfficiencies
have created unduly high cattle prices for TPL and NARCO ranches,
while producers from the traditional scctor have not benefitted

fron incrcased soles prices,

Iajor problems have developed in the meat precessing con-
ponent, which scriously cndanger its viability, The cattle
supply may not be sufficient tc support the oxpansion of the
neat industry, and there is doubt that all the nanagenent with
the required skill and experience will be available to operate
the sophisticated plants being buile, TPL's financial situa-
tion has deteriorated to the point of bankruptey, and unless
gavernnent proceed with the financial ‘restructuring of the |
company it is difficult to cnvisage any possible rocovery
for the company.

The major change in thc above conditions is that TanGov has
deeided to provide financial support to TPL, Also, TPL and NARCO
are no longer required to buy from TLMC., 7This cvaluation tcan has
not found evidence to indicate appreciable changes in the other con-
ditions,

e e e e e

e

Causality

At ou lla acket rh

The above citings from the World Bank review cover both per- |
fornance and causality, |

Propgnosis

LIDA appears to be aware of the preblems and is currently
studying possiblc ways to improve performance,

Sub-Gonl Lecvel Objcctchs

1. 4,500 kilomcters of stock routes and 27 holding grounds in usc,

Level of Performance

The initial target was for 2,300 kns of new stock routes,
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2,200 knms of rcnovated stock routes, 4 new holding grounds and 23
renevated holding sirounds, Progress towards rcaching these targets
has been slow, As of November 1976 there were 114 kns of new stoclk
routes, 662 kns of rcnovated stock routes, 3 renovated holding grounds
with 2 morc almest completecd and work about to cormence on new holding
srounds, Since that time work has continucd but the evaluation tcanm
d1d not have figurcs on the amnunt completed since November,

TLMC has reviscd the IDA plan with the following change in torgets:
(1) 1270 kns of neow stock routcs, (2) 2000 kms of renovated stock routes,
(3) 2 new holding grounds, and (4) 22 renovated helding grounds, The
funls to be used for new stocle routes were reduced from T,.Shs. 2,467 to
2,000, For now and renovated helding jrounds, thesc were increascd
fron T.Shs. 488,300 to 976,600 and from T.Shs. 339,800 to 537,900 respec-
tively, This indicates a clecar shift in prioritics from stocl routes
te holding grounds with the funds for stock routes reduced more then
half while holding grounds funds were increased about 407%, The new
holding grounds to bLe constructed will be smzller in number but larger

[SURR |

in size,

Cnusality

ProLlems of availability of heavy cquipnient anl transportation
have hampere:d pregress., One rcason for the change in targets on the
new holding prounds was the need for TLHMC te have o large, well cquipperd
hol ling ground near Dar cs Salaan, This holding ground (Kwale) has
received a nmajor share of the technical assistance inputc provided by
the TAMU Range Development Advisor since cormencement of work at Kwale,
This holding pround is uscd for cattle offloaded frei rail cars, the
cattle belonging mostly to TLMC as part of its buyinz and selling
opcration,

An additional problen in mecting constructicn targets with avail-
able funds is the incrcased costs of materials duc te inflation,

Prononosis

The rate of construction nay increcasc with the arrival of 16 Land
Rovers purchase! for TLIC through the IDA Loan, The arrival is said
to be iminent but no specific Jate has been given,
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2, Targeted livestock marlkets {n operation with adcquate facilitics,.

Level of Perxformance .
The livestock markets targeted in the project design are three large,
ten nedium and 124 small markets, The large markets were tothavz a 1,006
head capacity, the medium mark:ts 500 head capacity and the small narkets
300-40C head capacity, The targets for the livestock markets are talen
Jdircctly rrom the IDA Phase II Loan project. TLMC has since modified the
targets for the Loan project. The large and mediufa markets were elinin-
ated from the plan and 13 additional small markets were tapgeted for
construction, Of these 137 small markets, 33 are to be now markets whilc
104 arce to be renovated markets, TLMC has shifted the IDA funds so that
instcad of IDA funds being used for all 137 markets, the IDA funds will
be used only for the 33 new markets and TLHMC will usc its own resources
for the renovations, The funds that wers supposed to 32 to the renovated
viarkets will be uscd for other cotponents of the Loan

In the report of the Vorld Bank's Novenber 1976 review of the Loan
it was stated that 25 uarkets (of 33) have been constructed and 54 marlicts
(of 104) have been remwdeled, The evaluation tean has not been able to
obtain reliable f£igures on narket construction.and renovation, The TAIMU
Range Development Advisor, in his Seni-Annual Report January to Junc 1976,
rcportaed construction of five new markets and repcir of five markets. In
TialU's Scmi-Annual Report III of July 1976, the Iringa and Mbeya Regions

. were reported to have six ncw or renovated markets built and the Shinyanga

Zonc was reperted to have four major narkets scheculed to be built®before
yenr end, There appears also to be sorie confusicu as to what represents
n new or old nmarket and what o construcced or renovated market is sup-
poscl to loole lilke. The TAMU Scemi-Annual Report III, in the scction on
Dodonma=-Iringa statces:

Presently TLIMC construction is taking tiie fori of bush pole,
tenporary markets with an averase life of five years, Averag
cost of thesc nmarkets varies from 2000/= to 40C0/= shillings
depending on the size and location.

No concrete or pipe borias arc Leing built in any of the f£ive
repions assipgned to this Livestock Marketing Advisor (LMA),

In the scction on Shinyanpga-ifwanzea the report states:
]
All varkets in the Shinyanga zone with the exception of o
fow in the newly added Nzega District arc considered cxisting
niarkets and thercfore only allocated T,.Shs. 15,000 cach for
renovation und repairs. iMost of thesc markets exist in natie
only and have never had facilitics,
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Yee, in TAIU's Senmi-/Annual Report covering the pericd Junc 1, 1976 to
Noveuber 30, 1976, it is rcported that 26 market facilities have been
cotpletel and renovations have been completed on fifty-five of the
cxisting matkets, The cvaluation tecau Jdid not have cn, opportunity to
inspect conpleted facilitics to better undarstand how these fisures werce
tbtaincd and what they tican in temis of the nature and qudikty of the
coipleced worlk, {

Causality

ifany problems have occurred to impair propress on market construc-
tion/venovation, One major problem has been lack of transportation for
construction crews. An even more scrious problem is the lack of atten-
tion given by TLMC to the construction/renovation prosram. This has
Leen caused by the demands of the TLMC cattle buying and sclling opera-
tion that has been TLMC's main concern over the last couplc of ycars,
The losses incurred from the buying and selling operation have allegedly
been covered by the marketing fee that was originally intended to be
usced, in large part, to support the construction/renovation program.

Propnosis

TLMC's attention continucs to be directed towards the buying and
sclling operation and no policy change is in sight, However, the losscs
of the previous ycars are no longer occurring and ncre funds may be
available for construction/recnovation. ;

3. Water developrient completed ca IDA Phase II ranches and cvery
25 kilometcrs along stock routes,

Level of Performance

Water developrients in accordance to water developrient plans to
supply adequate water in relation to livestock nunbers, forage avail-
ability, existing natural water available and livestock distribution
or grazing systeciis have been constructed and are contiauing to be devel-
oped on the ranches, Phasc of completion is related to age of the ranch,
wlzc of the arcz and type of developmient that is fegsible,

lost stock routes presently have water distribution yhich approaches
the 25 kiloneter mininun:distance or water within two days normal treklking
tirie, Water along the stock routes are prinarily naturzl water or old .
water developrients and the stock routes have been located to make use of
these existing water supplies, Somec improvenents have been made to.cexist-

ing water sources and a fow new developrnients have been nade along the
routes,
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Causality

Drainase basin characteristics, soil type, precipitaticn-infilrra-
tion ratec, ctc., arc nccessery for proper water accurnulation at nceded
locations, Increascd costs of materials due to inflation has haupered

. propress.  Ronch parancters have not been developed for newer ranches,
Construction cquipriecnt has not been adequately available,

Prognosis

Becausc of the interest and fundamental neced for water the devel=-
vpnients will be completed as rapidly as possible. ;

Purpose to Goal Assumptions i ]

1. Essential financial, manpower and policy issues will be
recsolved by the TanGov in order to assure appropriate
inputs, guidelines and incentives for incrcased produc-
tion/marketing of livestock by Tanzanian producers,

Status

This assumption has been critical to project performance and its
validity has becn weak, . :

Level of Performanca

The project design docunents were not clear what issues will be 1
rcsolved by the TanGov. During the coursc of project implementation [
there have been tiany financial, nanpower and policy issucs that have |
Leen unclear, The wost critical issues that have inpaired progress
in providing services to Tanzanian livestock producers are the policy
issues, The main problem has centered around TLMC's role in byying
and selling cattle., The parastatal has a responsibility to provide
scrvices to the traditional livestock producers., liowever, it has
until receptly been under instructions from LIDA to buy and sell
cattle to serve the nceds of the other subsidiary pcrastatal companies
under LIDA, This was done at low fixed prices to the other companies,

This policy had three major cffects on TLUC: (1) it drained TLIMC of
important resources that could have been used to scrve the needs of
the traditional producers; (2) it forced TLMC to buy cattle at very
low prices; and (3) it dominated TLMC's activitices, thereby reducing
TLMC's capacity to serve the nceds of the traditional producers,

.
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While TLMC is no longer under orders to scll cattle at 12w prices te the
other parastatals, it continues to buy and sell cattle (much of this on
speculation) and this continues to reduce TLMC capacity to provide
services and bencefit the traditional producers.

Caousality 4
The forced buying and sclling operation was apparently duc to

unstated LIDA objoctives, A change in LIDA lcadership (iianaging Dircc-
tor) has coincided with a change in policy. The former iD who is now

Principal Sccrctary at KILIMO currently docs cot see the buying and selling

opcration of TLMC as being a primary responsibility of that parastatal.
The new MD also shares this view. The General Manager of TLNMC still
vicws the buyinp and selling operation as important to TLHMC, yet he
sces the provision of TLMC scrvices to the traditioncl producers os
TLNC's primary responsibility.,

Prosnosis

A conflict among the principal objectives of TLIIC continucs. The
buying and sclling operation of TLIC is no longer forced and the poten-

tial for viability cxists, It appears that as lonj as the operation has a

preualae of vichility ic will continue cven though it cozsunes scarce nane
pover of the parastatal and distracts attention from the task of pro-
viding services to the traditional producers.

2, The TanGov continucs to cmphasize livestock subscctors,

Statug
This assumption has not been critical to projcct performance and
its validity has remained intact,
Level of Performance
The cvaluation team found no evidence to indicate any change in
TanGov ctiphasis on the livestock subscctoras,
Caugality

Nothing to recport,

Propnouis

No change is apparent,
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3s  The Tcdov policy of satisfying local consurption demands prior
to cxport, and of censidering producer incentive and consumor
purchasing power in pricing (decisions) will continuc,

Status ?

This nssunption has been critical to project performance and its
yalidity has been weak.,

Level of Performance

DDC administered retail nicat prices oppear to have been set too
lov in nany arcas, The problem arises because livestock are procured
in a competitive market, but the neat is ultimately sold at o fined
price, The LIDA parastatals have been particularly victinized in that
they have had to absorb any losses ineurred in supplying meat at the
adiainistered price level, Similar "squeczes! arc required in £illing i
cxport oriders.,

Since TLIC is unable to rcly on flexible rxctail prices, yet has
bLeen charged with mecting supply-orders, the Company is forced into 4
the role of a speculator. That is,  trying to buy lirestock cheaply
cnough to allow ultimate sales at the administered reotcoil price while 4
still covering operating costs, Indirectly, TLMC is working for the :

consuner in this situation, and actively pursucs lower producer prices &
in order to prevent its own losscs., i)
i

Causality %
TLUC has not freely chosen its buying and sclling policy in the E

past, HMuch of thc problem scems to lic at higher echelon policy-
naking levels,

Prognosis

With the rccent redircction of LIDA managjernient, it is hoped that
TLIC, and its sister parastatals will no longer bLe forced to absorb
losses duc to faulty pricing schemes. It is too carly to assess the
final outcome of the current 'parastatal accountability! mandate from
TanGov, but precliminary indications arc that TLMC will no longer accept
losing propositions in its buying and sclling activities, TFor example,
the ranches and TPL arc now free to buy their ovm livestock, Ideally,
this will result in the TLMC buying and selling on an order basis only,
at negotiated prices. However, in the abscnce of explicit poliey to
the contrary, zonal buying and selling will likely continuc for purcly
speculative purposcs, On one hand, TLMC's buying activitics in primary
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narkets incrcase the competitive clement, to the extent other traders are
not denied access to these markets., Conversely, if TLIC becomes too enrap=
tured with the profit potential in its ovm buying and selling, this would
seciy ta worle away from producer interésts,

4, Bascline data is available and verifiable or new.data can bLe
collccted which will zllow mganinpful comparisons with future
available data. .

Status

This assunption has Ueen critiéal to project performance and to
measuring project performance and its validity has been wealk,

Level of Perfeninnce

The lack of couprchensive, reliable bascline data continues to
frustratce stratcjic analysis and planning, and denies meaningful evalua-
tion of project performance,

The livestock subsector analysis (see Output 4) has produced some
bascline data serics, but is of limited and questionable value. TLMC
has initiated scveral data series in order to monitor its own intcrnal
opcrations, but has not yet cstablished either a market news system or :
a comprchenslve subscctor basclinc data series (sce Purposc 7).

Causality ¢
The physical limitations imposed by communication difficulties,
and the lack of an cstablished vehicle to develop baseline data have

proven to be scrious obstacles in mecting this critical input require-
ment, J

The subscctor analysis was originally envisioned to provide
various bascline data, but has fallen short of the desired product,

Prognosio

The necessity for a comprehensive serics of bascline data to ;
facilitate needed cconomic planning and analysis cannot be overem-
phasized, but physical limitations will continuc to Le a major .
restricting factor,

bl T T
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There is hopc that 2 redoubled markct information [‘,athcrinu.cffort
on the part of TLMC will provide a greatar knowledge of 1ivestock mar-
keting dato, Also, at the World Bank's urging, LIDA has rocognized the
nced for o more thorough knowlcdge of Tanzanion cottle supply. However,
the lack of, basclinc data concerning the livestock subsceter will con-
tinuc to frustrate the monitoring and plenning of development in this
industry unless & large scale progran is undertaken to alleviate this

shortagc.
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Goal Level Objcctives

1. Livestock producers will benefit from reduced marketing costs,
cesses, andl taxes and deercased number of middle nen,

Level of Performancao

Therc is no cnpirical evidence which would indicate that livestocl
producers arce benefiting (have experienced a net increase in welfare)
due¢ to a reduction in marketing costs (nor is there sufficicnt cvidence
to show that there has been a reduction in marketing costs). Opiniens
cxpressed by ficld level TLMC personnal were unanimous in maintaining
that TLMC markets still cater predominantly to traders, rather than
producers,

Causality

Theorctically, producers would bencfit from reduccd marketing
couty, and would benefit from a reduced number of middle men if thosc
middle men were genuinely exploiting the producer,. The stated objective,
however, 1s a self fulfilling prophesy., Thac is, the objective shows
productrs benefiting by definition,

The facts of the situation suggest otherwisce, The TAMU zonal
advisors, as well as nearly all the zonal managers contacted by the
cvaluation team concurred that the TLMC-adninistercd primary markets
were not attracting appreciable numbers of producers, Instead, middle
men or traders appearad  to be the primary patrons. Accordingly, it is
only indircctly that rcduced marketing costs (if they coxist) could be
passed on to the producer, through the middle nen.

1. Are these benefits then reaching the producers through the
nmiddlemen? The cvaluation teanm was told by many Tanzanian officials
that the niddlemen arc exploiting the producers. It is possible that
the middle men can absorb the full benefit of any reduccd marketing
costs. However, if there are enough middle men working independerntly
to compcte for cattle from the producers, some of the decreased costs
nay then be passed on to the producers, At this tine there is not
enough information about the private cattle trade to estimate how much,
{f any, benefit will accrue to the produccrs f£rom decrcased market
costs, However, therc is enough information to sce that sone potential
constreints could offsct such benefits to the producers. A second
question then ariscs: Why do livestock producers avoid the TLMC markets
if there arc benefits to be gained by using these markets to sell their
livestock? Numerous hypotheses were offered the evaluation tecam to
cexplain why producers did not use the TLMC-administercd markets, Thesa
hypotheses can be divided into two groups. Thosc which allege producers
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can nore cfficiently (less costly) market their cattle through traders;
and those which maintain that the traders continuc to exploit the ignor-
ance of produccrs, e

Propnosis

1f producers can more cfficiently market their cattle through
traders, then it scems unlikely that TLMC can directly benefit the
producer with its current program, I1£f the problem lics in the pro-
ducer's ignorance of the benefits available to him yia TIMC narkets,
then 4t nay be possible to increase the producer's welfare through some
type of cducational program. o A

In the cyes of the evaluation tean, no singlc hypothesis adequately
oxplains why producers arc not fully utilizing TLIC markats, To this
end, the potential for benefiting livestock produc-zs through this
objective renains questionable,

2, Total annual income tp the traditional producers of the
national herd, current and projected incicased offtake
valued at the increcased priccs, will ampunt to T.Shs.
156,573,000, Of this azount, 'C.5hs, 57,714,000 accrues
fron the projected incrcasud o Zta%e and the receent price
increcases.

Laevel of Perfarmance o (s

The nearly conplete nbeanca of Ha"el*ne datn 1nd1r~r1ve of cither
offtake or prices rcccived by livestock producers of the traditional
herd precludes definitive measurement of achievement in this arca.

Causality

In a relative sense, recurrent drought and an inherent cyclical
pattern in cattle prices ywill externally influence price and output
stwtistics, and may render targeted levels unrealistic,

Prognosis
Two conflicting themes were encountered by the cvﬁluation”tcnn

reparding the current trond in offtake in.the Fr;#?tionai'hetd.r

.
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The TI¥D Goneral Mananor awpesased optintsa that offtake, as
peanadd by 10U parketing volume, was wlsing ninnlficnntly, fron
240,000 hend ia 2275 toe 4§34,000 hiead in 1976, and an unspecified con-
siandng uptren. ‘7 1977, Thcoe figures include traditional and com-
nereial her! narkecings. )

A contiiey opinion wan noted in Uoth the Arusha and Shinyanga
sonaa, llera, the renpective fenal nananer and departing TLHC zonal
s ivigor vazc aware of a narked decline in marketings during the first

T 1077 fzon 1976, The Shinyanaa zonal advisor was concerned that
the sitcable cutshipnonts rrou als regicn into Dar and other cattle
Lodieds sendens of the country durding 1976 had significanély depleted
the preduce’ve cepaecity of the traditiorzl herd in that area.

Addiil aallv, Improved range conditions and good crops in 1977
pny B caveing trodueccis to iicrease hord size and thus restrict off-
take, {(Fou diseussion of increased inecme of traditional producers

J IR S s s s S S GO GO LN OS5 T

3. Th: projeet, at full developmert, will increcasc net forcign
circhange carnings from exports of canned beef Ly over $6.0
11illicn znnually,

evel of Perforuiance

The TIL canning opcration of KAWE is the only plant in operation
at the preosent tine, Losues af T,Shs, & nillion wers ineurred Ly thiis
entorprise in 1376, according to the 1976 World Bank Review.

Cannnliby

The Loss of the UK, sanitary certifienrinn at the KAWE plant,
mnd subuequent Joss aftar nationalization in 19/4 of exporieneced foreipgn
natltatiing capacity has created scrious financial prohilems for the TEI,
carning opexation, .

Proyonis

Jatitiona® enundng plants at Shinyanga and Ybeya are schiciduled to
cone on linc i 1970, Tie 1976 VWorld Bank Raview team expresscd con-
cura ovor potential sonitary prcblems at the Stinyanga plant, altlioush

a subgechzut “ellovup recently completed indicates this problen is Laing

ranadiad,
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Morc fundamentally, there is a serious concern over the inherent

capabil{ity of the Tanzanicn livestock subscector to support three canning

planta ainmed At tiie expert market., This problem is aggravated by the
slinence of a meaningful livestock census ncecessary to plot develcprient
stratefy.

4, Beef supply meets total national demand,

8. Equitable price,

Level of Performance

In combination, these two objcctives are designed to produce o
market cquilibriunm at a price which is censidered fair to both buyers
and scllers,

Relinlle off take figures for 1976 could nct be cbtained for the
traditional herd (sce Goal 2), Figures contained in thc 1976 Voerld
Dank Revicw show off take in that ycar from the NARCO Phase I Ranches
to be about 13,322 head,

Overall, it appears that beef supply is below that level antici-
pataed in the project design. This can be inferred from the recurrent
beel shortages which occur in Dar and other meat deficit areas,

Alternatively, thesce 'shortages! may be the result of artificially
low ~duinisterced teat priées which are not properly allocating the
available cupply. In this case, an equitable price i5 not being
achieved., A combination of the two--artificially low administered
price rosulting froti inadequate supply--is also a possibility,

Causality

The apparent meat shortages have arisen in part from the drought
conditions which occurred during 1973-1975. The problem may be aggra-
vated by administered prices vhich do not adequately allocate the
existing supply to growing dcmand,

Prognosic

Aside from the production and cocio-cconomic considerations which
influence meat supply, an cffective marketing mechanism must exist
which translates consumer demand to the producer,
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In the past, incfficicnt TIMC buyiag and sclling policy, in con-
junction with fairly unrcalistic administered retail meat prices have
distorted markcet signals. The consumer, rather than the produzer, was
reeceiving the bulk of the benefits in that situation, at the expense of
the LIDA parastatals and with questionable cffects on the produccr.

A rccent improvement in overall pricing policy scems a move toward
more of a nmarket cquilibrium, However, unless livestock production can
be incrcased, rcetail price may risc 'to a level above that considcred
"“quitable! by TanGov and the consumcr,

Onc possibility for incrcasing production of the traditional herd
ig through the Ujamaa ranches. This projeet supports some of the range
nenapenent and water development planning for thesce rauches, They bwva
had a lot of trouble getting started and progress has been very slow,
The potentfal still exists for the Ujamaa ranch approach to become
viable but morce rust first be leammed about dealing with the traditional
producer. Quoting from the PROP: '

Perhaps a viable project aimed primarily at the traditionzl
producer, which would have produced the same growth in pro-
duction and benefits to the cconony in approximately the
sane time span as the IDA project, could have been devel-
oped, However, because of a lack of data, little avail-
able experience in obtaining preduction increases from the
traditional scctor, trained manpower linitations and
orvganizational/lbgisticnl difficulties in reaching the
small producers it scems unlikely,

The TAMU subscctor analysis did little to improve' the data basc
(scc Output No, 4), Experience with the Ujamaa ranches to date has
only reconfimed the difficulties in rcaching the small producers,
The World Bank reported the 'following organizational and operating
problems in the Ujamaa Ranch component of the IDA Phase II.Loan
(November, 1976 Loan Reviow):

(a) Lock of cottnitment and uuspicidn of government control,
resulting in only token contribution of catule by
villagers to the cormunal ranch.

(b) Scrious overgrazing of village ranch land due to the
‘fact that villagers pasture their own herds alongside
the cotmwunal herd in which they also hold mcnbcrship.

(c) Very linited acceptance of the v111agc herd conccpt
by .the Masaiherdets,

(d) Encroachment by neighboring village cattle herds on
ranch village grazing arcas and watering points.
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(e) Approval of villages for the schene in over-populated,
over-prazed locations,

(£) Objcction by the firat threc villages stocked to
TLMC's purchasing policies,

5. Increascd income of 125,000 snmall produccrs (by comparing
1572 with current year prices of live cattle and retail weat,

Lovel of Performance

The cvaluation team was not able to obtain sufficient information
to measure increcased income of the traditional produccrs, As In goal
level objective #2, a major problem is the absence of baseline data
indicative of cither offtake or prices rcceived by livestock producers,

Causality

Comparing 1972 with current ycar prices of live cattle and rotail
iicat does not' provide information about the income of small producers,
These producers arce not using the TLMC markets in large cnough nunbers
to sive confidence that the prices obtaincd in the narkets arce the
priccs the snnll producers are recelving, It is logical to assume
that the tradoers who arc buving cittle from the small producers and
then selling the cattle in the markets arce paying lower prices to the
prodlucers than they are receiving in the markets, The differcnce
between the farm price and the market price is not knowil. Even i1if
the producers are receiving higher prices for their ‘cattle, their rcal
incomes have not necessarily incrcascd, Inflation nny have reduced
the real valuc to the producers of any incrcasced prices, Also, the
increascd prices may be due, in part, .to fewer cattle on the market
(decreasced supply). Compotition among buyers for the lasser nunbers of
cnttle available could push the price up, With reports indicating that
fewer cattle arc passing through the TLMC markots this year and that
producers arc rcbuilding their heyds after the recel.t drought, it would
be difficult to assume higher income from higher prices. The producers
arc apparently opting for savings (cattle inventory) over itcome by

selling fewer cattle regardless of the higher price, Yet if more cattle

are sold the pricc could drop if price does in fact reflect the supply,
While increascrd savings may be a benefit to the producers, it secems to

be a responsc to the loss from the drought and would be an inercase over

current levels but not the 1972 levels., Without having more factual
information about conditions of the traditional herd and the attitudes
and behavior of the producers, the evaluation tean can only theorize
about posgible cffects, At this time, the evaluation tenn can only
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cxpress doubt that this project is having a positive, cffect on the inconec R
of the snall produccra, There are too nany potential constrainth about
which there is too little known to allow for confidence in a causc and =§
cffeect relationship, 33

{

Prognocts

Porhaps it is too carly in the life of the projcct to expect goal :
level achicvement to any degree but the subjective judgment of the cvalua- )
tion tean is that achicvenent of this goal objective, given the current
'ircction of the project, is highly questionable,

6, Increascd nutrition of more than 1,500,000 urban and non-
cattlc producing rural families,

-

Level of Performence

The cvaluation tean found no reliable data that would allow measurc-
nent of increascd nutrition cither emong the urban or the non-cattle
nrodueing rural families. The team found ample cvidence to indicate
that meat shortages continue to oxist in many retail markets in the
country.

Causnlity

Very little ig apparently knowm about the relationship between
lenand and supply of beef. With fixed prices in the rotail meat morket
and current shortages in the supply it is not possible to cstimate rcal
demand or potential supply (with higher meat prices), Consuners or
producars attitudes and behavior may act as a constraint on the poten-
tial of this project to affect increased nutrition,

|
|
!
|
Propgnosis ‘ o
gt |
Morc nceds to be learned about consumer and producer attitudes A
and the relationship between supply and demand before a prognosis can I 3
be made. B
‘.
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7. Exportable surplus in livestock from $11.7 million in
1972 to 18 niliion in 1985. '

Level of Performance

The notion of an cxportable surplus infers that donestic livestock
prices allocate available supplies, and still result in surplus live-
stock which con be used to neet an export demand ot a price at least
as hizh as domestic prices, ’

Precise bascliné data is not aveailable to measure the clleged
surplus, but World Bank projcctions suggest that under optinistic con-
ditions a surplus of up to 150,000 head could have cxisteld in 197§,

In the abscnce of signifizant production increases, this surplus was
expected to shrink to a net deficit of 260,000 head by 1985, assuning
denand keep pace with projeéted population increases, Furtherriore,
the previous TAMU Livestock Economist felt that the domestic cattle
pricc had risen to world price levels, which implies that livestock
cannot profitably be exported, and may well reauire subsidization to
cover all domestic costs.

Causality

A continued growth in Jomestic demand coupled with only tilnor
increascs in livestock production have not resulted in conditions
favorable for cxporting livestock on o profitable basi

Prognosis

In spite of adverse econefilc prospects,. Tanzania will continue to
axport livestock' as a means of increasing foreign exchange. The sub~
sidy nccessary to offsct losses to the livestock subsector has been
julzed by TanGov to be justifiable in the name of improving the
country's balance of payments,

The long tern potential for.profitable livestock exports is
highly questionable,
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9, Increcascd employment,

Level of Performance

The project Jesign was very specific about the direct enployment
cffects of the project, According to thc PROP:

The creation of approuximately, 300 jobs in the Livestock
ifarketing Company, 2,500 jobs in the NARCO/DDC ranches,
and 750 in the other companies activitics to be established
represents the rnost direct cmployment cffect of the USAID
project nand the larger IDA financed cffort, In adldition,
nore preluctive sclf-employment opportunities wili be
avzilable for about 1,400 persons in 700 fanilies on:
Ujanan ranches, and approximately 4,000 fanailies will be
assisted through loan funds available to the first cight
repgisterced ranching associations in the Masai Livestock
Project,

Employmient in the parnstatals has been overachieved with over-
staffing belns o cormien problem, The cvaluatica team does not sce
cuployrient in the parastatals as being a lesitinmate goal of this project,
Staffing of the parastatals would have occurred regariless of whether
or not the USAID projecces werc successful. The objective of more pro-
Juctive self-cnploynent opportunitics on the Ujamaz ranches is not clear.
Is it assumced that thesce opportunitics will increasc enployment or shift
cuployment to more prcoductive activities,in which casc it is increasing
productivity rather than cmployment? It is also not clear how ossisting
4,000 frmilies throush lecan funds and the Masai Livestock Project can
be construed as an cbjective of this project,

The project design also stated cther employment cffects of the
project:

The less Jdirect employment cffects of the project, the
narketing clenent in particulnr, will also be significant,
The production of the additioncl 85,000 head which the
project cxpects to extract annually from the traditional
herd by year, 12 will require additioncl labor, Again the
quantity cannot be estimated tut the nagnitude of the
increcase (25 percent over current narketings) would imply
a substantial amount,

The major question here is what is meant by "substantial', Without

a knowledge of the level of underemployment currently existing and
without much indication of how peak employment levels would be affected,
it is difficult to project how much employment levels would increase or
if this objective would be substantial cnough to merit consideration in
weighing the value of the project investment,
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Causality

In regard to the less dircct cuployment cffects of the project, a
project hypothesis 1s that improved parastatal services will result in
increased offtake which will in turn result in incrcesed cmployment in
marketing activitics., There is wo information available at this time
that would put into doubt increcascd cmployment dug to increased offtale

given o substantial cnough incrcase in offtake, How much this would
increase cmployment is not clear,

Prognosis

More nceds to be lecarned cbout: ¢mployment and undercrmployment in
the rural arcas before a prognosis can he made,
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SUBJECT :  TANZANTA LIVESTOCKE MARKETING PROJECT EVALUATION HEPORT

e
he recent Zveluaticn Report on the

After b:’.‘.eﬂy reviewin ng +
keting Project I feel compelied to comment
nts

Tanzania Livestock Mar
on some of the statems

First T do not telieve the evaluation team accomplished what they
were commissicned o do and that is to evaluaie Lthe project in
reference- to the existing contract logiczl frame work and then to
p-ovide recommendations and altermatives for improvement., Iastead
right from the start they attacked the logical Tremework as unworkable
and then set about to evalmate the oresent projects and individualts
performance in light of their own " revised logical framework.

As a conseguence in rsviewing @y own wor they chose to critise

me Ior carying out my duiies as aescrlﬁ,d in the Project Job

Description - becauss I was " too operational" and " not directly
related benefiting the smell producer", Locking at the job

description the Water Developmert Specizlist is assigned as a member

of the Project H:na*ﬂm nt Unit responsible for carrying out specirfic
duties i,2. reviss anch water plans,.determining water rscquirements,
t¢on plans, assist in the design and censtruction

aining of counterpart staeff, Nowhere is the

2
ol water supoiies znd 1
"

term " advisor! uzad in my job descripiis The 2bove cutiss pertain
to assisting the Ujamaa, DDC and NARCO ran b s and sub-borrcwers
perticipaticn in the IBRD/TDA Livestock Developmurnt Loan Phase II.

Are not " Ujamza" considered as traditicnal small producers? The
Evaiuation Report wrcgmeosis Page IT - 13 states " the Water
Development Program is oro c°ed;ng rapidiy inspite of constraints.
This program 1s inierrelated to the producticsn and marketing Irom
“he NARCC, DDC and Udama ranches and is essential o their ultimate
ooJeptives and timely progress". In the very next sentence the
rroghosis is: " The program of the Water Develomment Specialist is
so designed thst his experience, cutput and uliimate gozls beneiit
only the parastatal ranches and benefits to the traditicnal small
producer of livestock cannot be expected"?
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The Evaluation Report is riddled with such inconsistences and
generalizations frequently mentioned but not suaheot-o—*isted by
hard facts but rather apparently originating from either hear
say or preconceived notions. After pointing out numerous
deficiencies in each members particular work the e.._.ation
however rates each memberts work with the sole exce~tion of the
Financial and Management advisor position which ws terminated
earlier as " highly satisfactory" because work was being carried
out under " difficult conditions". However, the point is such
an evaluation objective?

I have participated in several evaluations previously having

worked 7 years on the Masai Range Development Program 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 prowvide
any written report of any kind summarizing their individual work

nr scope of duties as background orientation for the visiting
evaluators nor were we asked to or given the,opportunity to do so
orally before the group of evaluators where we womld have had the
chance to put fcrward our own proposals or to imtevact on the
proposals of the evaluation team prior to submittal of the evaluation
report, Perhaps the evaluators felt that the iccent AID review

of this project was sufficient background material but even that
report stated that it was primarily reviewing the TLMC portion of
the project with very little said about the assistance to LIDA.
Instead individual team members were contacted only very brisfly
by cne or two members of the =valuation team to answer more general
questions in rsgards to achievement of the lcgical framework goals,

Atthough I had the cpportunity to accompany the evaluation team

for zeveral days safari frem Mwanza to Dar 2s Salaam much if not
most of the time was taken up in traval to the various TLMC regional
offices with very little time to actually review any holding
grounds evcept on a superficial basis and oniy an hour or two visit
to one of the NARCO ranches by only tws of the evaluators., Bumping
around in the back of a jeep is hardly the most condusive time to
shziw evaluators onets worlk especially when most of the ranches are
skipped by and most of the written record of my work was in the

Dar es Salaam office. A visit tc the Ujamaa ranches north of
Dodoma was deleted because the development probably 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 equipment to build water surface dams as well as
start of construction of infrastructure of fencing and dips, etc.
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I tried my best urder the circumstances to put forward the case
of developing the ranches as I personally feel that is where the
greatest potential lies and where most of the progress has been
made. However, seeing is believing and I felt genuinely frustrated
in not getting either the Team Leader/Evaluatlon Specialist or
Agricultural Economist to even visit, a ranch or see developments
on a nearby holding ground (Kwala)., Although I pointed out to
the evaluators from the start that the LIDA Management thought
that development of the ranches was the most important area

where the Texas AZM Project could assist in the future, I
seriously doubt the evaluators ever gave serious consideration

to gathering facts in regard to the economic viability of the
ranches for this proposal. Suffice it to say that & the time

of the farewell party for evaluators my Tanzanian Supervisor,

Mr. Kinmati, Director of Technical Division of LIDA personally
asked to talk to the evaluators for the first time as he had not
had the opportunity to do so previously! The Econcmist did

not participate as he felt he was not concerned with " technical
matters” yet Mr., Kimati was the one most immediately knowledgeable
concerning the work of both the Range Management and Water
Develorment positions. From the time the evaluators returned
from the long szafari they were isolated most of the time 20 miles
from tzwn busy writting up their findings and the mestings., I
hoped the team members would have to discuss propocals never.
materizlized, instead all sessions were " closed" and even the
Chief of Party experienced difficulty attending. Seeing that
there was no time or room for discussion I finally resorted to
giving the evaluateors copies of some of my work reports for their
refersnce in hopes that some of the information ccatained would
get through. Tor some reason the original departurs of all but

the Tezm Leader was moved up by a week with the result that
individual evaluaticn members were still busy drafting up the fir:zt
draft »?7 ‘he repo*t ihe evenirg thelr plane was leaving! Under

ne

the rizhed ¢

renor, 3ncv

"ﬁ

umstances it 1z not su“p“lslnc that the evaluation
lack of sbjectivity in not evaluating performancz
first hand but rather relying on over generalizatizns
only one recommended alternative.

w W

Fully :ns weaik after the other svaluation membars had left and

the re¢»:rt finished I was finally contacted by the Team Leader i:
find <:% my views of what my changed job description should kb=,
Quite frankly I felt that if in the evaluations own words my
performance was" highly satisfadory with the exception of being

too nperationally oriented and that the Water Development Progra

was preceeding rapidly inspite of constraints" then no major ch=1
were called for in regards to my Jjob description or Tole. At tnis
point I was told that under the present circumstances the " evaluation
team" thought it best for me to " reduce" my efforts in working for
LIDA for the next year or so until more support was forthcoming and
studizs could be made to determine what our new roie should be}
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At this point I exploded.

First the generalized charge made that the Tanzaria Livestock
Marketing Project is basically orientated to ™ Ius.ltutional
building" without any supporting criteria could just as well

as be made of almost any project existing., The original documents
state specifically that the Livestock Marketing Project purpose
and reason for coming into being is in support of the IDA loan,
hence the reason the PROP does not make a clear distinction between
the USAID Project. and IDA goal objectives.  Any chaage in this
policy would have to be considered tu be a major change in the
project. There is every reason to believe that although the
evaluation report comments on the recent review of the World Bank
IDA loan they did not avail themselves of the opportunity to read
the actual IBRD-IDA - APPRAISAL of the Second Livestock Development
Project (March, 1973) which very specifically sets forth the
projected contribution of the respective NARCO, DDC and Ujamaa
Ranches in contributing to fulfillment of many of the same LOGICAL
FRAMEWORX goals of the USAID project. Hence the tendency of the
evaluation team to totally ignore the contribution and potential
of the RAINCHES in writing up their report simply hecause they

felt that traditional livestock producers are not penefiting in
their view. Hence they naively state that the profitability of
the ranches is not our concern?

I would like to point out that benefiting the primarily producer

is one of the most important goals of project but it specifically
is not the only gcal., The IBRD- IDA Appraisal of the Second
Livestock Development Project (March, 1973) points out that the
development of the ranches is one of the most important means of
meeting the total national demand for beef supply (plus increasing
export earnings and increasing the nutrition of urban and non-cattle
eroducing families), etc.,

For the saxe of information I would like to quote scme pertinent
statemsntz made in the IBRD Appraisal referred to above.

1) At full development (ysar 12) the participating ranches were
projected to produce 45,000 cattle for slaughter, equivalent
to about 10,000 tons of additional beef, which represents a
2% increase over the current marketed production and about
13,9000 breeding heifers and 1,300 breeding bulls, The estimated
output of the ranches is summarized below:

NARCO Ranches - 31,970
DDC Ranches - 8,59
UJAMAA Ranches - _L,068

L5,04l,
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2) The addition of the marketing component of the project after
deducting for contribution of project ranches was projected
to increase the offtake by about 85,000 cattle and beef
prcduction by about 11,000 tons (24%). If the project were
undertaken without 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
development,

3) FINANCIAL DISTRISUTION OF 3 24 Million IDA LOAN MONEY

RANCHES:
NARCO 30%
DIC 107
UJAMAA h
» Total
LIVESTOCK MARKLTING
Markets
Stock Routes L%
Holding Grounds 5%
12%
MEAT PROCESSTNG 219
TECHNICAL SERVICES &%
Contingencies 12%
TCTAL 100%

L) The financial rate of return in TLMC was estimated at 18%
with the expectancy that it would bts financially viable from
year 1, ‘

\Jt
S

The: »stimated producer benefit and rate of return for the
indiridual ronches varied from 14% %> 26% the main incentives
for the Ujamaa participants would be primarily the increase in
number of cattle owned and secondly Zmproved income levels,
Furthermore the rationalization of livestock marketing and

the development of meat processing plants in high cattle denzity
areas are expected to have direct and indirect benefits from
livastock producers,
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6)

7)

1)

2)

Employment: The project is expected to create an additional
2,500 new jobs in the NARCO/DDC ranches, stock hr1d4nz grounds
and meat plants, In addition the project woula create self-
employment opportunities for about 1,400 person. ... 700 family on
UJamaa ranches.

At full development (year 12) project incrementa® beef production
was 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%.

COMMENTS

It should be obvious from the above that the USAID Tanzania
Marketing Project LOGICAL FRAMEWORK goals were derived from the
Second Livestock Development Project document,

However stated goals of an increase of beef from the ranches

from 40,000 to 150,000 by 1985 in the Evaluation proposed MODIFIED
{0GICAL FRAWMEWORK is totally unrealistic given the fact
that no increase in level of investment is made, For example,
the IRB Projects an increase of 22% overall to 45,000 while the
evaluation sugzested goal calls for an increase of 375% with no
additicnal investment and a recommended curtailment of technical
servicas randered to the ranches?

The Loan caper further shaws that the individual ranchss ars not
expernad Uo begin producing any tangible net return of income from
preductisn until at least the Ath year of operation, With ovar
half the existing ranches embarking on very substantial capital
improvements, construction of good roads, firebreaks, dips, ranch
facilities, water supplies and infrastructure not to mention
purchase of immature stock to start with it is t-taliy unreaiistic
to uxpect them to be operating at a profit at this stage. Because
the land belongs to the nation no realistic account is made of the
tangible improved value of the land to production as would be the
case in individual private tennure of ownership. TYet the
Evaluation Report implies that LIDA( the overall parastatal
organization) is useless simply because its subsidiaries are reportedly
operating at a loss at present.

/7



Director
Tanzania Livestock Marketing Project Evaluation Report
Page Seven

4) Since over half the projected increase in beef production is
projected to come from the ranches it is totally unrealistic
for the Evaluation team even to suggest that support to the
NARCO and DDC ranches should be withdrawn ard reduced to
assisting the traditiomal livestock producers only while
at the same time retaining the goal levels as stated in their
suggested 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 ranches" consist of traditional
livestock producers. Secondly the newly founded NARCO and DDC
ranches buy all their new stocks of cattle to .start the ranch
directly from the traditional livestock producers cantributing
substantially to income. of the producers while 'at the same.time
serving a .much more important factor of re-distribution of cattle
from over stocked .areas to areas of real livestock deficiency
‘thus helpirg‘to protect the environment.

Secondly the 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 TIMC. In fact TIMC 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 and not continous grazing.

If the Evaluation-and USAID still feel that only the traditional

producers should be directly assisted by this project-an order to

obtain stated LOGICAL FRAMEWORK GOALS then they should be also

prepared to back that up with ‘funds and equipment for a substantial

increase in this field as presently they do not have the means to

do so 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 ther are

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 traditional livestock producer may in fact benefit more in

the long term hy the indirect assistance through the ranches(by way of

demonstration and source of improved livestock)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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My services are already stretched beyond reason in assisting the
existing ranches all over Tanzania - not to be dissapated any
further unless the evaluation team feels that T 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
from my.home base), The Masai Range Development Project already
has responsibilities for the Masai Ujamaa Ranches,

In reviewing the Evaluation Report on the existing water development
specialist position there are a mumber 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 his philosophy that

he " should be completely operational and get the development work
done first, then turm 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 presently
apparent an 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 formation. stage especially if

there is no existing organization or staff to do the job - one

camnot advise in a vacuum. Secondly, contrary to what some of the
evaluators and USATD officials might feel .on this matter T believe
from practical experience that-tramsfer of skills and responsibilities
to Tanzanians is ‘quicker accomplished by some operational role of the
expert, Being operational does not mean beingunnecessarilytied up
in administrative duties which could be done by other Tanzanians

but rather being respaonsible for -the particular functions of ones

Jjob 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 leaving; 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 1limits 1iability and blame if things
go wrong, on the other hand it can frequently limit the effectiveness
and accomplishment of specific goals by the expert when advice is
ignored. The technicians worlkdng on this project will attest to
that fact, If youare only-an advisor it is only human nature that
you are likely to be less personally involved and committed than
when you are held personally responsible for a Jjob.
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In fact the whole notion of ¥ advisor ™ and corresponding counterpart
is something that is relatively new to USAID policy but has no

parallel in the history of development in America by private industry
either at.home ar abroad,

As stated-in the Bvaluation Report the Tanzania Government prefer

to see technicians-im an operational role, do not prefer to use
the-term " adwlsor” and do not agree'that counterparts are essential.
Such-a setup would involve a doubling of expense for each postion for
the Tanzania Government while at the same time leave the line of
authority unclear., °~ There is no such position as counterpart to

an advisor in the Tanzania Civil Service Scheme. It is incorrect

to call an operational Tanzanian Gfficer who is in fact administratively
over the advisor a " counterpart™ Operationallythe counterpart in a
real sense would hold the position of in my case Assistant Executive
Water Engineer and when I left he would on merit be promoted to fill
my position autovmatically. Qualifications for p051t10n :wounld be

the same as mine educationally a Bec Degree. in Civil Engineering.

If such a persen was not available then someone should.be sent on
training-for this purpose either in .country-or on partlclpant
training., As 4 case ©of point'which I was Regional Water ‘Brigineer
in Arusha for a couple of years a number of recent graduates were
posted 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 Water Engineers in

other regions of Tanzania yet at no time were they designated as

" counterparts™. Frequently the task ¢f an expert is as much

that of imparting a degree of confidence in what one is doing which
comes from experience rather than just imparting kncwiedge or knowhow,
Thus the expert - acts as a catalyst and driving force.

On the other hand I have worked on a development project €Masai Range
Project) where.most of the experts(with the exception of associated

with the water development side) were advisors without any real
operational responsibilities and SaW% their frustrations in getting
anything done in the traditional. livestock producer-sector. I have

seen " counterparts" -idly wasting -away their time as they had no.clear
responsibilities but were simply following in the steps of the advisor
and dependant on histransport. Not until they were shaken loose

of this " counterpart™ role and given clear responsible operational
positions of their own did they really start functioning very effectively
examples: J,P, Williams, Former Kiteto District Livestock Officer

now Monduli District Planning Officer and Munissi now Arusha TIMC

Zonal Marketing Officer, Similanly I have seen a small group of
Tanzanian co-workers develope with on the job training doing a

credible job on duties for exceedlng the responsibilities of their limited
educational experience in surveying, calculating and drafting up

dam surveys and supervising construction of works,
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After a 2 years on the jJob training many of the good dam sites were
being selected and brought to construction completion independantly.
One of my successor's first comments on coming on the job was he
didn't think he was really needed-as the Tanzanian crew.already felt
they knew what to do. .My counterpart had not-even returned from the
U.5. 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 instituts, 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 for all 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 that case.
It would seem from actual practice on 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 of a more direct working
relationship between the experts and‘their 'Tanzanian co-workers.

The point I am leading upto is that once 'an dperation is set up
and functioning with Tanzanians operationally responsible to the
expert in carrying out the various functions of his job it is a
simple matter for 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 better
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 werking with his Tanzanian
co-workers in the field on surveys. 1In fact the observation was
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

" 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,
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This is where the specialist can be of greatest impact and benefit
to the country in helping to determine the feasibility of prajects
to reduce costly mistakes while the technical knowhow is being
acquired by Tanzanian in formal technical institutes and university
and by on-the-job training of cdhers thrm observation of what works
best. In this role the technician maximizes the use of his
expertise while leaving the operational execution of the project :to
capable Tanzanians,

The degree to which the Specialist becomes operationally involved is
dependant on the existence of any staff to do the job; their 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 operatlonal assistance required by TIMC, the DDC or the Ujamaa
ranches is much greater because they do not even have any survey
staff, etc period while on.the other hand the NARCD ranches have:a
qualified Engineer as their.Develomment 0fficer who has been
responsible for laying out.most of the ‘surveys .and .designs for the
existing dams as well ‘as-for planning on the NARCO ranches, Tn-this
case my job is primarily.to assist up grading the .technical know-how
j.e. project 'site seléection and design and end- product ‘thru' on-the=job
training and preparation of technical. guidelines for. the Ranch
Managers in-operational control and to.moniter .the devélopment. .The
Evaluatian team .never met Mr, Mwamakula, Development Qfficer at
"NARCO-but in-.a real sense he is my " counterpart".within:NARCO, Hence
the charge of the evaluation that I do not havea:r counterpart is
not correct in~a real sense, My Jjob description specifies that I.am
to train counterparts in each of the subsidiaries (of which. NARCO is
largest) .although I do not have a direct counterpart at LIDA, the
Land Surveyor Mr., Mapunda and his -crew alsc assist in 1mplement1ng
the surveys for damsto what extent they are available from other
duties.

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

On the other hand without some form of operational role the very
existence and purpose of the Livestock Development Authority would
be impractical. Without an operational role one cannot hire

a survey crew or technical assistants if none presently exists.
Hence either the advisor has no-one to advise and no work gets
done or else he has plows in and tries to do all the work himself
limiting the potential productivity of the specialists expertise
and end accomplishments,
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Asking an " advisor™ to train counterparts is analogous to asking

a teacher to effect a rapid exchange of knowledge to students who

may not even exist, who are not required to attend classes, who

cannot be given a331gnments on the job or be graded on their
performance! If one is operational the question of counterparts

can be solved directly without delay, Being operational ‘does not mean
the whole Job is going to be done solely by the specialist .but rather
if the goals set out in the Project are to be realized it will only

be rationally possible if most of the work is actually accomplished

by the Tanzanians themselves - working together with the technician.
If a techniciant®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 evaluatks 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 world countries participants may
akso believe that the ™ advisory roleMconnotates or implies.a feeling
of inferiority on the reciprocant. The transfer of knowledge could -
be much cheaper:be effected by sending the Tanzanians far .training
even to similar 3rd World situations elsewhere then hire Americans

at much greater.cost to simply be ™ advisors™ with no responsibilities.

Getting back to the evaluation report of. the. Water Development position
the causality section states that. money :initially received by the
ranches.is utilized on offices and similar human needs rather than
livestock oriented needs is way off base and .inaccurate. In fact

the ranches have emphasised the construction of infrastructure, i.e,
roads, firebreaks, water supply ‘dams, dips. and left the construction

of headquarters and staff houses to the last is apparent on most.of

the new ranches in fact I do not know .of a single example where this
has been the case.

Guestion: Then how could such a :statement get into print?

Answer: The Evaluation team were told by Water Development Specialist
on the field irip visits to the TIMC holding grounds that such was

the case with TIMC and the Evaluation team apparently must have assumed
wrongly that the same applied to the ranches although they certainly
saw no evidence of such themselves, other points made in the evaluation
need further clarification.

Section TI -~ 42 5, States: ™ Tanzanian staff able to plan and
monitor necessary range management and water development work withcut
foreign technical assistance", Ievel of performance - ™ Tanzanian
staff shows ability to plan range and water development work without
foreign assistance, to a large degree".

The above statements need some scrutiny - the evaluators do not seem
to realize that TIMC has no water development technical staff
whatsoever for survey, design or construction of surface water dams

or, pipelines but relies entirely on other Government Departments(where
available MAJI) and LIDA or the Range Development and Water Development
technicians,
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The NARCO ranches are in a somewhat better situation but again are
very much understaffed with only one Development Officer engineer
relying on one small LIDA survey team to effect developments an
20 some ranches, .Some previous.support was received by FAQ teams and
from MAJI.in the past, so the evaluators apparent assumption
that the Tanzanian.staff within TIMC, NARCO ranches and LIDA have
the capable operational staff existing to carry out water developmemt
work is.false and hence their advice to limit the TAMJ technician to
an advisory role.only. . The assumption is made because apparently ™
the job is.somehow getting done".. Such rational ignores the fact
that no substantial water. development work has. been taking place on
any TIMC holding grounds-extept for Kwala for lack of equipment and
personnel, Most of the supplies are carry over facilities.and a very
large water development program’proposed.is now behind schedule.
(Note — Although there are limited mmbers of capable Tanzamians
carrying out water developments the first. civil engineering graduates
from the: Dar- es Salaam Engineering Faculty .Was this last year
and the’supply of technicians from-the MAJT technlcal dnstitute
is limited with the demands’ for the institutions'as well-as: villages
for exceeding the supply on the short term).

Next the statement made in Section IT - 26 that ™ LIDA's philosophy,
at present, is to complete develomment 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 high
livestock density"”. While such statement of fact might apply to the
TIMC holding grounds it certainly cannot be said of the NARCO, DAFCO
ranches, If the evaluators had loocked 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 belng concentrated in the areas of" least livestock
density to lessen the competitionto available grazing and not highest
as stated and that much of that new development has been .cattered
far inland i.e. Bukoba area,.Kigoma (Uvinza), Mbeya(Usangu) and not
only the Morogoro area,

The Evaluation team failed to'note that-the development of the Ujamaa
ranches does not even fall 'under LIDA's administrative responsibility,
hence the evaluations recommended new scope of duties of {he Water
Development Advisor would in effect medn that all assistance to LIDA

be terminated. On the cther hand the Evaluation Report talks of
dividing the Water Development Advisorts time between the two companies
of LIDA and TIMC 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 TIMC exist) and ignores

the practical admonition that ™ one camnot serve two masters".

As was frequently pointed out:-to the evaluators during their visit

the scope of work of the Water Development Specialist, Range Development
Officer and Range Management Specialist is already too big when working
with only one company and cannot afford to be further dissamated or
diluted.
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The existing Job deseriptions leave the development of water
supplies on the TIMC holding grounds to the Range Development
Officer although it is understood the Water Development Specialist
will provide technical guidance assistance to all IBRD Livestock
Development Phase II participants, -/

In the Evaluation Report (Page IT — 11) under causality the

team finds that " sincere appreciation for-the inputs and
accomplishments of the Range Developmemnt Officer are apparent

at all levels of 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 r.ot free to make scheduled or routine inspections of all
facilities. Zonal officials often do not request his help or
advice when needed".

As stated previously the Evaluation Report contains a mumber of such
glaring contradictions. - In the PROJECT EVALUATION SUMMARY the
‘statement is made that ¥ The Parastatals.have not seeked adwvice

from advisors" (page X) is an over generalization not supported

by facts. The evaluators chase -tc ignore the account of LIDA's
Technical Manager. concerning .the:.inpats of the TAMU technicians,

as well as clear writlen evidence 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 time I was very favorably impressed by the
degree to which the participants took.these recommendations seriously
and iplemented-them,

The kvaluation Report brings to light many known deficiencies which
overall project a very negative gloomy picture and the other hand

the Evaluation Report has a temdency—to omit positive -acconplishments.
For example, ™ the TAMU advisors have made inpu*s into the IDA supported
constructlon/reqovatlon in varying degrees. W:.2r Development as a
project input has only recently recommenced as the Water Development
Specialist, position.»d beer - nant for more than a year," Such

a statement was excusable in (..: recent USAID review in February,1976
but not excusable 5 months after the position was filled and functioning.
Such a statement also implies or infers by omission that nothing had
been accomplished. -

While recommending that.in the future technicians on this project
"receive sufficient Kiswahili language training in the U.S, (which
implies that none of the existing technicians knew any kiswahili.

The recommendation is naturally a sound one but no credit is given to
TAMU for going to great lengths to obtain technicians with long term
East African experience to minimize :such problems of adjustments in
the past.
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The Evaluation goes on to state " the contribution of the TAMU
ad¥isors input in terms of achieving the IDA objectives is niit
clear. The advisors have helped to improve the quality of work
but gpear to have had only a limited impact on the overall success
(or lack thereof) of the IDA project. The leader of the IDA's
mid - 1977 review team, when asked about the dependence of

the loan project on USAID support, replied that terminatiom of the
USAID Project would not substantially affect performance of :the
Loan Project", Surely such a statement based on "hearsay" :should
not be admissable in a Evaluation Report supposed to be an okjective
and independant review not relying on other sources to make their
conclusions for them.

It is not my business or parpose to try to tell the Evaluation Team
what they should or shouldnt®t have reported or recommended but
rather to insist that.they be objective and fair in their -appreach
and not omit observations:which.might not support their particular
recommendations., I believe that just as the review team critisized
the Sub-sector rerpsrt.they: should similarily expect that, their own
findings be scrutinized with the same degree of objectivity.

The comments made above are' not comprehensive but cover only some

of the statements made concerning my own position and that-of ‘the team
as a whole, The purpose of ‘this excersive has not been:to:discredit
the EVALUATION. EEPORT .as a whole but to rebute some of the statements
made .and in hopes that.in the future the development of Project not
be limited to-the recommendations made in this Evaluation but .be

CPEN to explore other options.

I believe that many of-the apparent discrepancies were not deliberate but
simply the inevitable result of haste. On the other hand I firmly
believe the report bears primarily the evaluations and recommendations
of the Team Leader, This is a foregone conclusion wher the rest of
the team depart long before even the first draft is ready. However,
more seriously the Team Leader openly questioned anddiscounted the
abilities of his co-evaluators before the write-up had even begun
saying the one cbviously didnt't have a clue as what was going on,

the other was qualified but unexperienced and the third although

well qualified and experienced only required a little time to came

to the right conclusion? : 3 s

quoted ongghe abcve he had gg E&:igggg ggigiﬁgd%ﬁénggmgliﬁ %3 be
presence, During the latter stages of the review two members of

the evaluation also commented informally to members of the TAMU team
that they really didntt know if their recommendations would carry

any weight,
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The net result of this_is that only one line .of appraoch or option

was fully explored. 'The Range Management Specialist had in his

notes commented that it is likely that an emphasis on duction

would have a greater impact in accomplishing the goals o% the project
than the present TAMU emphasis on the marketing side which coincided
with LIDA's expressed opinion but this oplion was not breached. The
basic assumption taken by the evaluation team that the traditional
livestock prcducer is not selling his cattle is unfounded hence the
recommendations that studies be made to find out why he isn't selling
more., The offtake of -amimals as measured by actual hides produced 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 population estimate
was 9,27 million head;. thms the 1.5 miTlion hides would indicate an
actual offtake on the order of 1é#, . (Current estimates by TPL
approximate 9.7 million cattle at presemt). Even if the highest
projected figure of 13 million cattle from 1970 is used this would

still represent at .least.'a minimm 11.5% offtake. This high level

of offtake is further supported by the fact that the average weight

of animals slaughtered has been dropping sharply .in thelast.few years
for example -~ TPL stock. has decreased from an average .of 220.kilos

per animal to a present of 160 kilos over the last.X0 years. - Thus
immatures are being sold.for slaughter and the present rate of offtake
may actually be decreasing future production potential., . Thus.it is
totally unreasonable to expect the producer to .bé- selling more under

the present situation simply because TPL, consumers national goals,

etc want more. Present emphasis on marketing-which.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 animal husbandry - overall if the
stated objectives are to be realized.

The consumption of 1.5 million cattle per year by 13 million Tanzanian
residents represents a total average yearly consumption rate of onl
10.4 kilos per person using the current average useable carcass weight
of 90 kilos beef. Current figures show urban residents (Dar es Salaam,
Moshi, Arusha) to be actually using 15 - 20 kilo meat per capita while
the overall figure in the rural areas is 7 kilos per son. Indications
re that the low useage in the poorer rural areas is not a reflection
of true demand or need but rather simply a reflection of scarcity of
money to meet their needs, If-a more realistic figure of demand of
15 -kilos meat per person annually were to be met the required production
would be 2,16 miltion livestock based on current average weights or
97,300 tons beef., The Evaluation Report states no notritional goals
only that the supply be sufficient for national domestic demand.

Instead the recommendations-are that ‘many .0 the same activities

(assistance to the ranches) acknowledged in the report to be effective
and satisfactory be curtailed and more studies be made,
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When I suggeated to the evaluation team leader that I felt ths option

of emphasising production had not been adequately explored I was told

we need more-studies first because this project started on the assumptian
that there:wers too _many:cattlie and now the facts seem to indicate the
opposite that there may be-a-deficit,

(Note - that increased production was one:of the major goals of this
project and not just increased offtake).

I replied that if that is the case 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
for quality beef.

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

The new ™ Raral Development Specialists" should do- a 12 month.in-depth
investigation ." relying in the Evaluation.own words"™ on. strong backup
support frop the TAMU advisors. What the:report fails conspiciously

to note 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
proposal outright,

In conclusion the above ccmments are my own personal opinions but I
firmly believe that many of the proposals recommended by the Evaluation
Report are impractical and would impair the effectiveness of my work
both within the TAMU team and for the Tanzania Govermment."

c.c: Chief of Party — TAMU/Tanzania
c.c: Project Manager, USAID/TAMU or Acting Agricultural Officer, USAID
c.C: Director, E. Paul Creech, International Programs,
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