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I sxecurwe summary 
At Independence, Zimbabwe started to rebuild a war-torn society with a bankrupt 

treasury. Yet during the first decade of Independence GOZ, in partnership with donors that 
included USAID, made remarkable strides in agriculture, health, and education. 
Zimbabwe's commitment to increasing the productivity of the commercial sector, and 
promoting widespread distribution of benefits, the role of agriculture has been especially 
important, particularly given its major role in providing food security, employment, and local 
and foreign exchange earnings. 

Within this context of economic and agricultural opportunities and constraints, GOZ . 

and USAID developed the ZASA program. It was to promote continuing growth of the 
whole agricultural sector through both continued support to the commercial subsector and 
expansion and extension cf the services needed to allow the communal sector to 
participate equitably in this groWh. ZASA consisted of a commodity import program that 
generated local currency to b invested in smallholder development. 

Commodity import Program 
Concept 

Chronically short sf foreign exchange, commercial farmers and public agencies were 
able to use plentiful local currency to obtain the foreign currency through ZASA that they 
needed for imported goods that were required to increase their productivity and export 
earnings. Local counterpart funds generated by these transactions wem invested directly 
in activities aiding increases in sma!lholder productivity and incomes. Public sector GIP 
investments further strengthened the communal and commercial sectors; helped marketing 
boards, coops, and parastatals to expand services into communal areas that had once 
been available only to commercial farmers. 
Procedu ten 

Though different in nature from standard ClPs because of its agricultural and small 
farmer focus, the ZASA program used relatively standard and well-established CIP 
procedures to meet project objectives. These procedures were improved during the life of 
the ZASA project, particular!y by substituting Direct Letters of Commitmea for cumbersome 
Bank Letters of Credit. 
Perf ormancu 

Out of total authorizations of US$62 million, the ZASA program received US$55 
million from 1983 to 1990. Of this, US$43 million was allocated to the CIP, the first US$40 
million has generated 2$62 million in local currency. The balance of funding was spent for 
technical assistance, overseas training, and equipment imports by public agencies. 

ZASA's focus was appropriately on sti-g agriculture, which received at least 
80% of all ZASA CIP funding. ;bASA"s also focussed on the private sector, which received 
87% of CIP funding, a approximately US$37 million. Agriculturally-oriented public sector 
agencies received the balance of approximately US$6 million. 
Efficiency 

While improvements in procedures made in 1989 increased program efficiency, 
some importers still find procedures cumbersome. Further refinement is appropriate, 
including increased use of the local banking system, simplifying the application process, 
and adjusting the exchange rate to reflect the real value of money and/or making CIP funds 
available through a currency auction. 
Eff activeness 

The ZASA program has had an impact greater than the level 
might suggast, providing a generally higher return than other sectors. 
ZASA investments that helped increase productivity, lower costs, rn 
equipment, and put broken-down equipment back into the field 
production and increasing export earnings. 



Overall, each US dollar invested in agriculture generally returns between US$4 and 
US$5 in foreign exchange earnings. For some subsectors, like coffee, the return is as 
high as US$12. 

Local Currency Program 
Concept 

The ZASA local currency program channeled CIP-generated funds into investments 
for promoting production in communal areas leading to more marketed goods ~ n d  thus 
higher incomes among smaliholders. These investments were specifically txgeted at 
overcoming seven major constraints including: 

Agricultural research Agricultural extension Agricultural credit 
Marketing & input supply Land and and water use Human resource devt. 

Policy planning 
Procedures 

The allocation of ZASA local currency funds was overseen by an inter-ministerial 
working group within the Ministry of Finance, Economic Planning and Development that 
includes donor representation. This committee receives applications from ministries and 
public sector agencies for projects through the normal government PSlP channels, 
evaluates them, and makes allocations consistent with program objectives. The shift of 
responsibility f;om the planning to the foreign assistance sections of MFEPD meant that 
important opportunities for policy dialogue clearly envisioned by ZASA designers have 
been missed. 
Performance 

From 1983 through 1990 Z$68 million in local currency funds, plus US$12 million in 
technical assistance and commodity import funds for public agencies, was allocated. This 
funding went to a total of 84 subprojects from 17 different ministries, agencies, and 
parastatals, plus one NGO. Allocations have averaged Z$1 million per project and m.8 
million per agency since 1983. 

Of the funds, Z$21 milfion (34%) suppofled marketing and input supply projects; 
2$18 mill!on (29%) went to education and training.; land and water use received almost 
Z$11 million (18%); extension activities absorbed Z$6.6 million (1 1%). Lesser amounts 
went to agricultural research (2$3.6 million) and credit (Z$2 million), while token amounts 
went to policy planning, monitoring, and evaluation. Of the US$ 12 million allocated for 
technical assistance, overseas training, and hard currency equipment purchases for public 
sector operations, the largest amount, US$6 million (W%), went for higher education and 
short-term training abroad; US$ 2.5 million (22%) was allocated to support extension 
efforts; and US$1.§ million (1 3%) suppoCsd research. 
Eff iclency 

The ZASA program has been an efficient, flexible, and responsive mechanism that 
has altowed a large number of small projscts to be funded with relatively few bureaucratic 
problems. Monitoring, evaiuation, and reporting, however, has been problematic and 
important data have 'been ewer unavailable, out of date, or difficult to obtain, 
Effectivmess 

The ZASbA program has directly contributed to GOrs commitment to "growth with 
equity," having an impact beyond the dollars that have been invested. While constituting 
only a small part of the GO+ budget, ZASA has provided a higher marginal return than 
many other larger projects, helping make GOZ's larger investments more productive. 
These resources have: 
1. increased smallhdder agricultural pmduc$ion, pfah3My,  and on-fama income through 

better access for the smallholder to improved agricultural research, technology, 
extension, marketing, inputs, and credit services. 

















the donor appears to have received all required accounts and financial reports in a 
timely manner. 

The same cannot be said, however, about the internal GO2 organizational and 
administrative environment within which the project has operated. On the one hand it is 
quite understandable that during the first decade of Independence, facing a critical 
shortage of skilled and experienced managers, the GO2 system should move cautiously - 
and deliberately. Administrative and reporting delays would have been legitimately 
expected. Yet, even in the face of major constraints, the GO2 is credited by many 
observers with having arguably one of the most efficient administration systems in 
Africa. It is therefore surprising that the internal ZASA project faporting and monitoring 
process was not more efficient than it has been. Monitoring, evaluation, a d  reporting to 
the ZASA Working Group on the implementation and impact of individual sub-projects 
were infrequent and important data were either unavailable, out of date, or very difficult 
to obtain. As the following table indicates, approximately one-third of all reports 
requested by the ZASA Working Group were not received. Similarly, in conducting this 
evaluation a similar proportion sf reports to be submitted to the evaluation team were 
not forthcoming, even several months after field work was completed. 

Table A. 2 
Summary ot Reports Submitted 

4 

to ZASA and to Evaluation Te8m 
by MInlstrlorlD@pts./Aflenc1es 

D, Research SS 

Source: MLARR; Quarterly R w  

GO2 procedures provide for t)rs pretunding of projects. The Treasury reflects 
payment for projects as finally paid only when the funds are actually drawn down 
against the exchequer. While flow of funds between donor and 002, as well as 
reporting by GO2 to the donor, may occur in a timely fashion, internal 002 accounting 
and and flow of funds are often delayed. The following table, summarizing the recorded 
expenditure of allocated ZASA funds, suggests the nature of the problem. It indicates 
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that only half of the ZASA funds were recorded by MFEPD as expended as of June 30, 
1990, as reflected on the drawdown against the Treasury. This does not imply that half 
of the ZASA projects hawe not been implemented; indeed, some have been completed 
by drawing on credits through the prefunding process although they still show little or no 
expenditure. This discrepancy indicates the magnitude of the reporting and monitoring 
problems which ZASA project have faced. It also suggests the accounting delays that 
agencies and departments encounter in reporting expenditure and in being reimbursed 
by the GO2 Treasury under ZASA funding procedures. 

Table. A.3 
Summary of ZASA Local Currency 
A I I U C ~ ~ ~ R S  m d  Expondituras by 

+ Constmlnt Area 

ricrsitural Exaension 

PD reoard~~ afthow same 
appear as expcmded by MFEPDfi, 

Eff actlvsnass 

In light of GOZ absorptive capacity, contribution to the smatlhsl&r sector, and 
return an investment the prioritim mfleded by theso iafkK#dbns are not inepprapriate. 
By inmasing marksting and input supply facilies, a welk8stablished and efbffdent 
marketing mechanism created fcw tks ~mmercrg'%l sector was Qtanstormed te sewer 

Important questions have been raised about the PaudtY of funds allocated to 
research; credit, pol 
proved ot particular irn 



GOZ budgetary shortfalls. ZASA investments in both areas have shown returns that 
merit increased expenditure in the future, although credit expansion will require the 
development of improved ban recovery mechanisms. 

The impact of ZASA local currency funding can be illustrated with several examples: 
S m d  fbarmaf, rop specific, and livestock research helped translate yean of 
sophisticated research for commercial fanners into productive technologies for 
communal areas 
Communication radios helped improve information flow among fefd staff in 
communal and wildlife areas poorty sewed by roads, improving the effectiveness 
and efficiency of overstretched staff* and reducing transportation requirements - Fishing coops became highly profitable organizations, s~bstantially increasing 
the incomes of their members 
Cooperative credit made ZS2 million increased the availability to smallholders cf 
modern inputs through cooperative unions 
Gnin maketing depots substantially inccieassd smatlholder access to markets 
and inputs, contributing to e dramatic increase in all marketed crops from 
cornmunail amas 

b 

* 

e d communal liwestocEr, wildlife, and land 
of wwkrble reswfern8t mocw 

e 





ZASA directly stimulated production, employment, and productivity gains in the 
commercial agricultural sector while also helping promote smallholder production with 
local currency development funding that ultimately resulted in major growth in the 
communal sector. ZASA-f unded research helped farmers, large and small, to increase 
the productivity of their lands and livestock and reduce disease and pests. New 
marketing depots contributed to dramatic increases in marketed crops in communal 
areas. Irrigation development helped the nation become self-sufficient in wheat. 
Training, market, and credit support helped communal cotton growers become the 
largest producers in Zimbabwe. Distribution of benefits in the communal sector, 
however, still has not been adequately addressed. 

More specifically, the overall impact of ZaSA funding, through both its CIP and 
focal currency components, can be seen in the coffee industry. Analysis of that sub- 
sector reveals that the foreign exchange requirements of the commercial coffee industry 
have run about one-third of total production costs; that each CIP dollar invested the 
coffee industry can return between $8 and $1 2 of increased foreign exchange earnings; 
that ZS.7 million (WS$3.5 million) in ZASA funding was fully recouped in the first year 
alone through the increase in value of coffee produced; that communal areas have 
increased production by tenfold since Independence, earning approximately $1 00,000 
in additional income that can be directly related to ZASA inputs; that the quality of coffee 
produced has increased significantly, more than doubling among smaltholders; and that 
these increases have been achieved with active extension and technical support from 
the commercial farming sector, which also benefitted substantially from the ZASA 
inws?ments. 

Furthermore, future CIP investments in support of improved technologies can 
have an important impact on production, smallholder incomes, and national accounts. 
For example, the coffee data show that imported drip imgation technology for coffee 
producers could lead to at least a 15% increase in foreign exchange earnings, and the 
creation of 1000-2000 new jobs, and that gemmed I d  currency, if earmarked for the 
irrigation of communal areas, could result in an increase in communal arm coffee 
earnings of approaching &etumen 2 and 6 times current levels. While such impact 
cannot necessarily be replicated in all ather agricultural sectors, due particularly to the 
significant foreign e requirements of the caffee indvstry, it 19 indicative: of thei 
overall impact of tha impat3 of my potential future ZASA-type investments. 

ZASA tunded mall farmer, crop sped&, and Westock research helped translate 
years of sophisticated for cammerdal farmers into pnaductlve technologies for 
communal amas that inemme prdudion dramatically in eornrnunal areas. 
Some of these gains wane clearly due to incneased areas under cultivation, increased 
yieids resulting from # modsm inputs and better technologies. While 
ZASA piayd a pml in ntrikirtion was one of many pmvided by GOZ 
and other donors it icr clear that ZASA4unded grai'n marketing 
depots, seasonal credit, and small fanner research substantially increased smallhold6r 



access to markets, inputs, and new technologies, contributing to a dramatic increase in 
all marketed crops from communal areas. For example: 

* Cotton training programs and marketing depots contributed to a thrae-fold 
increase in smallholder production between 1982 and 1988, enabling communal 
farmers 'to overtake commercial farmers as the nation's major cotton producers in 
only four years. 
Communal area maize production more than doubled between 1980 and 1985. 
in part as a result of an expanded network of ZASA-funded marketing depots 

8. On wdfara of smallholdw farmers 

While production and productivity in the smallholder sector have risen 
dramatically in the past 10 years, real wages, incomes, and nutritional status have to 
dropped in recent years. ZASA helped ameliorate these trends through the provision of 
marketing, inputs, credit, technical know-how, and irrigation in communal areas. This 
has contributed to important increases in communal area production (mentioned abave) 
of atton, maize, and a variety of cash crops that together have helped raise smaltholder 
incomes. The benefits of this growth, however. have been concentrated in higher 
rainfall area, and among only a portion of the households in those areas. leaving out 
many communal area farmers in Natural Regions 3, 4, and 5. While gains have been 
made, they are threatened by macro-economic changes both inside and outside 
Zimbabwe. If ZASA made a difference within a climate of controC, rather than 
liberalization, then the imped of similar commodity import programs in a more open 
economic setting could have a significant rnulplier, resulting in greater gains than ever 
from future investments. 

Welfare of smallholders. however, must be a major concern in the Mure, particularly 
considering government plans to liberalize trade and exchange rates. WhiC these 
actions are essential for a healthy economy, they will initially have a detrimental effect 
on substance wage earners and small farmen, including the large number of female- 
headed housefsolds, due to their inflationary impact. Themfore, labor intensive 
investments during the first yeam of a structural adjustment program wilt be needed to 
hdp alkeviate the negative impacts on ernpbyment and real incomes thal: would coma 
initially from liberalization. L will thus be essential for GO2 to have programs in place,, 
such as M A .  which chnml benefits fmm policy changes into programs directly 
benefitting the rural poor. 

f, On woman 

Whils women are th0 ne of the rural agricultural sector and indiredly 
benefit f m  ail inwgtms to mlieve the constrain& which ZASA sought to address, 
they ramiw.8 proportion less Mef i t  fmm such investment8 than men. MadWng. 
credit, input@, and extension am still m m  aawssibb to men than women. ZASA has 
paved the way, hawwer, for ng and training warnen agriarlturalistr, providing 
the resoumas wbich enabled to attend Zirn&abwees agricultural colleges for the 
first time. Although, inoan . wornen were not included in the original U S A  
project objectives as , it ir essential that they be targeted diredly in 
any future pmgrama 



g. On private sector growth in agriculture 

The private commercial agricultural sector was the first to receive direct benefit 
from the ZASA program through the commodity import program. Access to equipment, 
including tractors, combines, critically needed spare pats, and other inputs from abroad 
had a direct and positive impact on production, productivity, and incomes. Tractors 
brought new land under cultivation and improved productivity of existing land. 
Combines contributed significantly to wheat self-sufficiency. Spare parts brought 
broken-down equipment back into productive use, easing the problems associated with 
an aging tractor and vehicle pool. US dollars expended were multiplied frcl.m 4-12 times 
through increasad export earnings. Commercial farmers benefitted directly from many 
local currency programs, particularly the expansion of marketing board depots, 
irrigation, and coffee processing equipment. Commercial farmers and their 
otganizations have devoted part of their increased incomes and human and financial 
resources to providing research, technical, logistical, training, and other types of 
assistance to neighbring communal farmers. 

k On GOZ caprcity to plan md implem(,nt future 
maoral programs of a slmllar nature 

Snce Independence 002 capacity to plan and implement sectorel programs, 
padetilarly in suppad of the smallholder sector, has improved markedly- W A  has 
played an important role in that gmwth process by pmviding useW experience to 
relatively unseasoned professional staff. The U S A  model left responsibility with 
Government yet provided for inter-ministerial and donor@overnment dialogue to 
enhame the decision-making process aAd to enable the testing of innowative mlralionb 
to amr ptm~. 

leoth the ZASA-type CIP mechanism and its policy dialague cornpawnt were 
undenrtilked, however. In the future government coutd improw, devslopmerrt 
pasformanee by sokiting largur sums of COP funding fmm donom for agrid=ulturat 
investment, 11 could also further Smngtnsn this &evelapment toat by b1~)8rcWing the 
memberahip of the Working Gmp, improving monitoring and reporling syrtcrms. and 
obtaining acass to experts in- or wtWe g~vernrnmt to prauide edvico an speciw 
pmjwSs and to BYP)Uat@ made by various minrst~m. 

impPet bsyond the dollars that hrwe 
been invested. of the 00Z budg.t, U S A  has 

p~ojam. ItdidMh k c r .  
$a that chamct8rSzed 2 M A  
buta some part. sr(lniticcan;tly 

retun for all agnlcultural 

forwad that had been on the drawing boards for a knp time, 
too small or too ri* 
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- Funded unconventional or innovative problem-soiving, such as the creative use of 
local cunency to arrange a barter for impmved coffee equipment fmm a third country 
Pmvided the missing resources needed to complete projects hurt by inflation, cast 
evenuns, or other unforeseen problems that left key tasks undone, tasks which 
wouM have been difficult to $~nd through conventional channels; ZASA rninirnir~d 

associated with unmrnpletd programs 
lmproved the morale and productivity of professional staff by funding short courses 
and study tours 

* Enabled timely response to emergencies with provision of funds, equipment. 
supplies, and/or outside expertise. such as loarst control and veterinary toxicology 

Lessons Learned 

Looking to the future, in designing pmgrams modeled an U S A ,  planners and 
policy makers must not be constrained in their thinldng by either previous experience or 
conventional wisdom. The ZASA model is a powerful twl for agricukural development 
in Zimbabwe and full advantage should be taken of it; futun pragrams can 
oona~avely  build upon the CIP model. its local cunency program. and its potential tor 
baddrag up br adequate lirrrcl.erd and 
bflefSt fmm fleixibiRy ta aeapt to 
changing ci through a Eearniing 
pmsas  buj as rather than fhe~retial 
d0ba8. 

economy, and of a new 
ue aruund economic and trade 

rcurur like tASA may be even mom relevant to today's circurne-8 

donors consider taking 

Prz)no?e active diahue arou ral policies that can appppriately be 
impbrne tested by w 
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SECTION B 

- Commercial Coffee Production, Smallholders, 
and the Impact of ZASA: 

The Linkages batween Commodity imports and Local Currency Support 

A CASE STUDY 

Background and Context 

The coffee industry in Zimbabwe offers a useful case study of the application of 
ZASA funds, illustrating the linkages between bath the CIP and local currency programs. 
Thk is particularly true since both commercial and smallhoMer production am involved, 
thus enabling analysis tracing the initial investment of CtP funds in the commercial sector 
through to the final impact of the 2$7 million ZASA investment in local currency funds 
upon pmduction and incomes in the smallholder sector. The case study is also useful 
because of the complementary linkages between commercial and smallholder coffee 
producers that include exchange of information, extension support, and the development 
of irrigation, credit, input supply, and research that draws on the strengths of the 
commercial coffee producer and uses those strengths to foster the growth and 
development of communal area production. 

Commercial coffee production in Zimbabwe requires substantial capital and 
tschnokgy. Tractors, sprayers, irrigation equipment, and chemicals are essential to the 
industry in Zimbabwe, which is one of the most productive and high quality coffee 
producing nations in the world. Coffee growing generates considerable en-farm 
employment as well as post-harvest processing. CIP funds made available broadly to 
the commercial agricultural sector contributed to alleviating commodity constraints that 
otherwise would have inhibited expansion of coffe@ production and expolts. 

In addition, with the joint support of AGRlTEX and cornme.rcial farmers, an 
emerging smallholder coffee production sector has been developing since 
Irxiependellce. While labor rather than capital intansbe, it has behefitted directly from 
both foreign and local currency support. All growers need foreign exchange for 
pasticides, herbicides, fungicides, and fertilizer, 

Both cornmemiel and communal coffee production have been stimulated by local 
currency funds wMch have been used to build needed coffee storage capacity and to 
provide modom mmputerized coffee se!eck!on and processing equipment . These have 
helped increma the volume and value of bath commercially and communally gmwn 
coffee, increasing incomes and employment and generating considerable foreign 
exchange for the country. 

This case study will review these intanelationship systematically, beginning with 
foreign exchange requirements that can be alleviated by CIP programs, progressing 

the utilization o0 generated local eurrsncy to immasa production, and 
r ~ g  with the impact on communal area producers and laborers. Drawing 

on production and s data from the Grain SIAap8cefing Board, Cotfse Growen" 
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Imported Solid State Drip Irrigation 

While imported solid state drip irrigation equipment costs more than dragline 
systems, substantial increases in yield per hectare can be realized. Furthermore, the 
Coffee Growers' Association roports that complete and guaranteed drip irrigation 
systems can be imported into Zimbabwe for less than the foreign exchange costs of the 
raw materials for locally producing similar but less efficient irrigation systems. Due to the 
capital costs of solid state drip systems the foreign exchange earnings ratio per hectare 
drops from 12:1 to 8.6:l. lncreased efficiency, however, results in earnings per hectare 
that rise 15% to just over US$5000 per year. A foreign exchange investment of Z$12.8 
million (US$5 million), for example, would irrigate approximately 2500 ha., resulting in 
an increase in yield of 0.5 tondha., or a total of 1280 tons. The value of this increased 
production would be Z$5.25 million per year, providing a pay-back in approximately 2.5 
years. 

3. ZASA Contributions to the Increased Value of Coffee Exports 

The two major coffee projects funded by ZASA local currency funds included 2$2 
million for additional coffee storage capacity at Chipenge and 2$6.7 million for the 
purchase and installation of modern coffee milling equipment at Mutare, both serving 
commercial and communal producers in the Eastern Highlands. The milling equipment, 
obtained from Brazil through a barter exchange arrangement, replaced aging and 
substandard equipment with high-tech computerized color grading equipment. This has 
enabled more sophisticated grading of coffee, resulting in an increase in marketable 
high grade coffee and increased crop value. The swap transaction which made this 
possible was innovatively financed through the exchange of maize for equipment, 
effectively making it possible to purchase sophisticated imported equipment with local 
currency instead of with scarce foreign exchange, which othewise might have had to be 
obtained through a CIP-type program. 

Tabla 8.4 
koffao Production: Oallvarlar, from 
Fanners-lnltlal V8 tw  ot 1989190 Crop 
1989/90 Deliveries from farmen (US1 - ZS 2.45) 

Source: Coffee Growers' Association 



Table B.5 
'Coffee Produetlon: ZASA Contrtbutlon to 

l nereased Produetlon--Valu8 of Coffee 
Exports through Em proved Grading 
1989f90 Exports of C ~ P  (US$f = Z$2.45) 

+ EX& value a 5 7  million 
# Difference between high grades before and after regrading 

with new cokr sorting machinery (8845 - 2079 = 6766 tons) 

ZASA-funded computerized sorting equipment more than paid far itself during its 
first year of operation. Preliminary processing and grading of detiveries from farmers 
were particularly poorly handled by GMB resulting in only 14% of the crop being graded 
at the higher levels. Supplements of Z$4100/ton were paid on only 2.079 tons of coffee 
for a total initial bonus payment to farmers of 2$2.9 million. After processing and color 
sorting with the new ZASA-funded machinery anld sale on the world market, an 
additional 6766 tons of the highest grades of coffee were able to be sef8Cted and sold at 
premium prices. This resulted in an increase in value of the coffee crop of Z$&.9$ million, 
directly attributable to the ZASA-funded machinery. Thus, the increased value of the 
1989/90 crop alone substantially exceeded the Z$ 6.7 rnilliorv total cast of the installed 
new equipment, allowing further bonuses to be paid directly to producers during the first 
year of operation, in spite of both poor initial grading by GMB and a significant drop in 
world coffee prices that would otherwise have seriously hurt producers. Savings in 
future years will be lower assuming satisfactory processing, but nonethstess will 
continue to bs substantial. 

4. ZASA Contrlbutlon tu fncmared Value of C a m  Exports 
by Smallholders 

While communal sector coffee production has risen from virtually nothing at 
Independence to a total of 234 tons in 1989/90, it still represents only 2% of the natbn*~ 
production. Valued a? almost Z$1 million in 1989190, it provided an average of 2$377 to 
each of the 2500 smallholder pnxlucers As the folkwing tabla i nd ies ,  the total value 
of the upgrading paid to smallholders and due dirsctfy to the ZASA machinery was 
2$223,000 (US$94,000), an increase in vafue of almost Z$1000/ton, or an averwe of 
Z$90 per family. This is an increase of onethird more than the initial value of the amp. 



quality had continued to rise. equrlllng or exceeding thst on commercial farms. 
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is case sPlPdy reveals the power of the tASA CIP and Lacat Currency modal in 
an economy with a shortage of foreign exchange, an important export market, a 
prcsductive commercial agdcultural sector that uses foreign exchange efficiently, and a 
viaMe smallholder structure with absorptive capacity for kcal arnency investments. In 
Zimbabwe this applies not only to coffee production, but also to cotton, tobacco, and 
livestbdc j=rom this anatysis it Is evident that: 

nd5ng was hrtEy mEau 
IOduced alone 

For each CIP dollar invested the coffee industry can return between $8 and $12 of 
forebn exchange earnings since the foreign e ants at. the 
a1 coffee i&stt)r run isbout one4tW of total and wAd 

coffee prices am high for the of cum that a m  
While the bulk of coffee prodoction remains s farms, communak amas 
have increased proicludon tea-fold since i , mmin(21 appmxirarrrMyi 

me directly rdat SA inputs, or Z$90 pe# 

a USA-firrrdleb equipment has contributed directly to s significant increaw En the! 
al Bund communaD pdueems with qua& 

., with acth/s extelnsiora suppart from the 
f6m the ;E;PkSA 





SECTION C 
INTROOlJCTION TO ZIMBABWE 

AND W E  ZASA PROGRAM 

1 . Ceuntry Context 

At Independence. the new government of Zimbabwe (GQZ) started the 
reconstruction and the restructuring of a war-tom society with a bankrupt treasury. Yet 
during the first decade of Indspndence GCZ. in partnership with donors that irtckuded 
USAID, made remarkable strides in agriculture, health, and education. These 
achievements were built on a national foundation of strong manufacturing and 
commercial agriculture sectors as well as a combination of the ending of sanctions, 
good rainfall. favorable commodity prices for mineral exports (particularly gold and 
silver), and substantial increases in real wages. Together, these kd to a 25% increase 
in real GI3P between I979 and 1982.9 

This growth was short-lived, however, and, as a consequence of drought, 
depressed mineral prices and global recession, real GDP rose by only 1.6% in 1983 
d, in the folkwing year1 fell by 1 .$%, External debt sewice, which had been 2.61% of 
expoR mi-$ in 1980, rose to 30% in 1383 and to 33% by 1987. Constant fmign 

e9 and declining domestic demand due to felling real wages Eed to an 
of 3.3% annually in the periad between 19g0 ancE 'WW, less 
rate af 3.5% betwen 1970 and t 989Y 

commitment to "grawth with equity," ths new government 
existing production and to maintain existing jobs while 
through mandatory increesao in the minimum wap and 

al expenditure was directed at expanding 
ly unsennd ktore Independence. lib goal 

r the mlal poor thmugh resettlement, and to 
ncomclr thfough favorabk prices and better 

in clammunal areas. 

~lesourcez, wetr, chanwted to the health and education s8CE8rsF 
an$ abou? 20% to educatian. 
ment in health, @waql and 
usand in $985, down fiam 86 
n school as a decade ewliw; 

from scratch with Independence, 
em Rhodesia, woo unique mang 

development of its a ~ ~ ~ u ~ r a ~ .  
cornmedal and mining infrasfiuczun. Approximately onsthiid to the adult population 



was employed in the fomal sector. The Unilateral Declaration of independence (UDI) in 
1965 and the sanctions which followed initially led to greater diversification of the 
agricultural and matrufacturing sectors to attain setf-sufficiency in those products which 
could no longer Be obtained from abroad; far example, the number of manufactured 
products produced in the country rose from 606 to over 6660. However. this growth was 
attained at a high cost; the nation's capitel stock was run down in order to prolong the 
war; furthermore, real GNP fell by 1% a year on average between 1975 and 1979, 
leaving the economy in a shambles by the time the Lancaster House agreement, which 
ended the war and established the rules for post-Independence development, was 
signed. 

U01 had put in place a system of state controls on the economy in order to 
enwrrrage self-sufficiency in the face of sanctions; these included fixed producer and 
ansumat prices, strict controts on possession and transactions in foreign exchange, 
and limitations on expals of certain products. Although sanctions were removed at 
Independence, a number of the same or similar controls were left in place by the new 
government in Sts attempt to maintain the industrial sector and its jobs. Ts do so, it 
allocated vast amounts of scarce foreign currency to high cast firms without, until 1 990, 
beginning to demand competitiveness as trade barriers were reduced. This has kept 
intact a high-cost and inflation-creating industrial sector and has severely limited the 
policy options open to government with respect to other sectors, particularly agriculture. 

The combination of a diversified economy, a strong commercial agFicu#ural 
sector, and a national commitment to redisthbutioinal measures produced real gains up 
until 1982. Thereafter, in the face of a rapidly softening labor market and cash crises in 
many firms, the poiicy led to falling real wages, making the minimum wage etfectively 
the max8murn. 

In the formal sector. minimum wage policy raised real wages until the recession 
of 1983-85. Higher minimum wages and laws attempting to provide job security had the 
effect of encouraging employers, particularly in agriculture where demand for labor is 
seasonal, to change from a workforce composed largely of permanent worken to one 
increasingly composed of casual labor. This was drawn from the increasingly large p o l  
of the unemployed, who constiwtgd 30% of the population by 1988, up fmm 11% in 
1982. The minimum wage for agricultural and domestic workers had been, in real 
tern. WO in 1980, rom to M5 in 1982. fell to 2$32 in 1983, and had regained only 
pmt of thew kmm by 1988 whsn i! mcW .Z?F373 

?or ODP dmppeu during the war, rose after Independence. and has since 
stagnated. in 1980 dallam, which had been 2$539 in 1975 and fell during the last 
years of tha war, faadred a pastalnd%pendence peak at ZW72 in 1982. In 1989 it was 
estimated to be W 1 .  13% bebw 1975 levals, as gmwth in GDP failed to keep pace 
with population gmwth.44 

The tension bstween ideals and reality, between bold programs and harsh 
economic constraints )ras led Zimbabwe, as it the last decad~ of the century, to 
embark on serious and widespread slmkque trade and amomic libemlitation, 

Rukuni. op. Cl. 
' 3  EEC. op. ck 
" EEC. op. a. 
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There is increasing recognition at many levels of government that foreign currency 
controls, an overvalued exchange rate and administered prices both at the producer 
and consumer level have impeded the economy's ability to grow. Shortages at official 
prices of all types of inputs, from cement to fertilizer, have become widespread, the 
result of setting prices below a market-clearing level in an unsuccessful attempt to hold 
dawn inflation. 

Zimbabwe, having emerged from a long and costly war; having brought about a 
fundamental reorientation of its society and economy; and having made major advances 
in health, education, agricultural production, and exports, enters the 1990s with valuable 
experience and renewed commitment to seek answers to its economic arrd social 
problems. 

2. The Agricultural Sector 

In the context of severe pressures on the national economy, of Zimbabwe's 
commitment to increasing the productivity of the commercial sector, and of promoting 
widespread distribution of benefits. the role of agriculure has been especially important. 
Policies regarding agricutture have paralleled those of the economy as a whole. 

Zimbabwe's agricultural sector is one of the most efficient and productive in sub- 
Saharan Africa. In most years, Zimbabwe is self-sufficient in food production and also 
exports substantial amounts of tobacco, cotton, sugar. maize, meat, coffee and tea. 
Agricultural products aceaunt for between 3U% and 50% of export revenues, while 
consuming only about 10% of imports. The sector is more highly diversified than the 
agricultural sectors of many other sub-Saharan countries, in part because of the need 
for self-sufficiency during the years of sanctions. At Independence, agriculture 
accounted for 14% of GDP, while 70% of the population depends on agriculture for 
subsistence. Over two-thirds of all formal employment and one-fourth of total 
employment derives from the agricultural sector. The manufacturing sector, particularty 
the textib sub-sector, is heavily dependent on agriculture for its inputs.'= (Table C.1, 
below) 

Prior to independence, the focus of government suppart was on the commercial 
agricultural sector. Subsequently, the orientation of research, extension, credit, 
marketing, input supply, land and water development, education and training was 
broadened substantially to include suppon for development end production in 
communal arms whlr maintaining basic support to commercial agriculture. Since 
Independence, th. introduction of minimum wage laws and legislation prohibiting the 
firing of surplus workem, as well as an overvalued exchange rate and therefore low 
focal costs of equipment, all favored labor displacing mechanization. This was so, 
particularly in grain production, and resulted in reduction of the number of permanent 
laborers on commercial farms. Thus, many workers faced the insecurity of becoming 
contract seasonal laborers. As a result, between 1975 and 1984, formal employment in 
the agricultural sector declined from 327,000 to 271.000, a drop of 1 796.16 

W0lW Rank, op. cit. 
ls  Auicuni, op. tit. 
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Immediateby after Independence all farmers, both commercial and communal, 
responded to viable technological packages developed by past research efforts and 
favorable prices ?or maize and cotton by increasing pr%3dmction dramatically. Maize 
production increased three-fold and cotton six-fold, for example. In view of surpluses, 
particularly in maize, nominal prices established by the government were maintained 
but prices were allowed to fall in real terns through the impact of inflation and peri~dic 
devaluations. Communal farmers, lacking viable alternatives, remained in these crops, 
but, since the mid4 980s, commercial farmers increasingly have focused their attention 
on profitable markets for products such as flowers, fruit and vegetables air-freighted t2  
Europe. They also have concentrated their efforts on other high-value crops such as 
soybeans, coffee and nuts suc3 as macadamia. Vhese crops were a response to the 
need recognized by the 1982 Chmanduka C~mrnission on Agriculture which stressed 
the need to intensify agriculture, rather than promote extensive resettlement. 

Tabla C. 1 
Agriculture in tba 
Economy i 

Many of the crops now being developed profitably by commercial farmers are 
already being taken up by resettliernent and communal farmers, as is the case with 
coffee: other specid i i  crops show excellent potential for labor-intensive production by 
small farmers acting first as olot-growers in join? ventures with commercial farmers and 
then, properly organized, as expbrtgrs in their ow1 right. 

Commercial fanners are increasingly switching from extensive cattle operations 
to wildlife farming in conjunction with gun and camera safari companies; potentially, 
such activities, besides being strongly allied with land and resource preservation, are 
highly profitable for communal farmers. In the drier areas of natural regions 4 and 5, 
such activities may well represent the highest economic use of the land. Furthermore, 
they do not require the reseaah, exotic genetic st- and marketing subsidies which are 
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required to make beef production for export financially profitable. Wildlife programs can 
be carried out in communal and resettlement areas just as well as on commercial farms 
if proper incentives are established which provide an equitable distribution of benefits to 
community residents. 

Despite rapid gains in production in communal areas, it was apparent that only 
those areas with higher rainfall benefitted from advances in the commercial agricultural 
sector, pdsursafilgr in maize and cottan. These lands supported less than half the families 
on cammunai lands in the nation, and within these privileged districts only some 15% of 
households contributed the bulk of marketed crops. 

Producer prices ate set by Government in ways that frequently bear little relation 
to international prices, thus introducing inefficiencies. Government allocations of annual 
cotton production quotas, for example, while favoring domestic manufacturers at a 
highly subsidized rate over the export market, penalizes producers, making it impossible 
for them to receive a price for their crop that is attractive enough to act as an incentive for 
increased production. This has, reduced export earnings and therefore foreign 
exchange available to the economy. 

The tremendous increase in cotton production in communal areas has, thus far, 
been based on varieties developed for the commercial sector; future increases require 
bringing drier areas into produetian using varieties and water-hawesting techniques 
developed specifically for communal areas. 

The distribution af benefits from agricultural growth, however, has been very 
limjted, both by region and among households. There have been few rosearch 
breakthroughs in dryland areas until very recently which might benefit communal 
fanners. Now dryland cotton with specialized techniques for water-harvesting may offer 
such farmers some opportunity for a cash crop, if marketing and input supply structures 
are located in reasonable pmximjtgr fa these areas. I P ~ L  quate range management, 
averstacking and oveqrazisag continue to plague communal lands, since, so far, no 
institutional structures have developed which provide adequate incentives for proper 
range rnaaagement. 

3. The ZASA prqtam 

I? was within this context of economic and agricultural opportunities and 
constraints that 602 and USAID developed the Zimbabwe Agricultural Sector 
Assistance (ZASA) program. Then was broad agreement on the overall goah of the 
government's rural development program: promote continuing gmwth of the whole 
agricultural sector through both continued growth of the commercial subsector and 
expansion an extension of the sewices needed to allow the communal sector to 
participate equitably in this growth. Both OOZ and USAID recognized the higher costs 
associated with this strategy of equity as well as growth and agreed to assume the 
burden of making the investments necessary to make communal sector growth possible. 

The r@$~l$ing ZASA pPQJMrB, cc?n~@ived in 1982, was to be a mechanism for 
supporting the overall goals of farmer development and the individual projects 
which were Sean as pal ive ~OVmment initiatives likely to achieve them. A commodity 
import ProOram was to he the me~hnistn for generating the local currency needed to 
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1 SECTION D 
COMMODITY IMPORT PROGRAM 

1 Concept and Objectives 

Concept 

The local currency resources for ZASA are generated through the commodity 
import mechanism. Commodity import programs (CIPs) invoke United States financing 
of the foreign currency cost of imported commodities, insurance. and shipping for use in 
the economies of developing countries and have been an integral part of American 
foreign assistance over the past 30 years. As opposed to project assistance, which 
focuses on a single set of activities designed to achieve specie results, program 
assistance which indudes ClPs aims at relieving a budgetary or balance of payments 
constraint faced by a developing country. The cornmodlies provided under ClPs wn the 
gamut of manufactured goods and raw materials needed by a given economy and in 
some cases may also include foodstuffs, although these mom often am handled uadar 
PL-480. 

A common point with all such programs is their ability to provide ioreign 
exchange or commodities more rapidly than could be achieved through project 
assistance. The rate of disbursement of ClPs can be changed to meet political or other 
considerations far more easily than project assistance where intemption of assistanca 
can leave half-finished projects detrimental to the interests of bath the developing 
country and the United Stater Programming of local currency generated by the 
purchase of eligible commodities, usually sourced in and shipped from the United 
States. is normally done jointly by the government and USAID based on aQresd upon 
priorities. Local currency funds are generally used for dawIopm8nt purposes. 

The ZASA program has spedal charadedm which distinguish kt fram s;l:mdad 
CIPs. CIP-Sike programs (induding ZASA) are defined as those which c~nmntma on a 
given sector, have a mom developmental thrust end an, expected to generate an on- 
going poky dialogue concerning the sector receiving assistance. The =Sk CIP 
focuses specifically on the agricultural sector, providing foreign exchange to alleviate 
the constraints on the commercial agricultural sector and the pubk sectah ability to 
import much needed American equipment and raw materiels Utilixing an 
interministerial rslomm gmp, it allocates W curnny hrndr thus generatedo in a 
unique way to aNeui to  pmblems and key constraints to small farmer devekpment. 

Goals and Objedhres 

The major goal of the ZASA commodity import pmgram har bean to assist the 
GO2 in meeting its goal of *growth with equw within the ag 
which USAlD both shard and supported. The achievement of thi 
program which would provide for sustained growth in commetdal 
directing new resources to the communal amas ignored 'I 
benefits of growt large marinas of magi 
In view of the de of the GO- cME sspuice, know@ 
most efficient in development rasorrms, a 
than project assistance, was decidsd upon. ?hue the program co 
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program to its original s. The I989 U S  million tranche, 
last of the GfP, brou CIP allocations to US$43 miition 
~bligatians ta USS5 a hrrther obligations were planned as 
1990. 

Though different in nature from standard ClPs because of its agricultural and 
small f m e r  focus, the M A  program used relatively standzrrd and well-estEabirfsbed 

10 m m  project objectives. The Ministry of lndustry and Commerce 
~cly for applications, reviewed them, made a preliminary selectian of 

applicants, and proposed alfacations ta USAID. USAID vetted these appmued 
applications and authorized payment to the relevant US supplier. Approved applicants 
made payment or provided guarantaes of local wmncy. Gads were shipped against 

n receipt. importers paid MFEP The restlling 66d artruncl, 
dispensation upon apprmd by ZASA Working Group. Two 

types of letters of crslcfit were usgd under the t k S A  p q m m  with diffenrnt msuits. 

Bank Letter of Credit (BLOC) 

The two operational mechanisms used to handle imports in the ZASA CBP have 
been bank letters of credit (BLOC) and direct letters of wmmitment (DtOC). The WlQC 
system was usmi from the beginning of the program thrwgh 1988. It caused major 

lems for impo~ers, the Ministry of Industry and Commerce (MIC) and USAID. Under 
nm rulesg the minimum a#ocetion was US$10,000, which made the program open 

to even very small firms. Accordingly, a very large number of quests were received: 
122 wem approved under project no. 807. MIC often funded only part of an importeh 
request. Cuts were somewhat arMttary and themfore allotments did not cover the full 
cast of the comrnodiiee requested. The importers knew in advance that their requests 
for foreign exchange wou# be cut and therefom overstated their true requirements by 
some amount detemined mane by gamesmanship then bulness acumen. ThEs lad te 
timeconsuming negotiation W e e n  applicants and MIC aver the amount to be finally 
awaJded. For USAID, this system posed a severe mmqernent problem. The U S A  
Warking Group had ept k r  proposing that 
unallwated technical 

?he anty to the banks provieling the letters of credii 
since they e fees for each operation or adjustment to an 
operation. Tho bank ns in the United States (Chemical Bank) 
eventuatty received a m fees and commissions (the initial bill uras 
USS300.000) for leitom of credit whose total value equalled approximately 
USIb4.756.000 - 5.3% of the value of the letters of uodit for pmject no. 607. Despite the 
large number of relPtibvdy small operations (which increased transaction costs for 
Chemical), the charges appeared excessive to USAID, leading to the proposal of an 
alternative system, direct Mem of commitment (DLOC). 



Direct Letter of Commitment (DLOC) 

After considerable effort, USAIDJZimbabwe obtained approval to use the DLOC 
system to replace of the BLOCS staang in 1989 for project no. 607-A. At the same time, 
the minimum limit for a funding request was increased to US$50,000 to reduce the 
number of operations and thus reduce management protrfems. (Other bilateral donors 
have similar or higher limits for their CIPs.) The number of successhrf applications which 
fulfilled all requirements for the program was reduced to 22. Forthermore, MIC was 
required to process those applications which fit the guidelines for the pmgram on an 
accept-or-reject basis to eliminate gamesmanship and the bngth of negotiations. AEI but 
CJS$90,000 sf the funds available have been allocated and therefore the C1P 
component of the ZASA program should be compfeted by a r t y  1991. 

The prcmdwres established for the new system are quite simple and clear. 
10 vets the applications received from MIC for eligibility under program criteria; final 

seIBCtion is then made by MIC. Successful applicanh provide a bank letter of guarantee 
for payment of the local currency amount due (in effect, insurance against default). 
USAlD then issues a DLOC to the US suppier which has the same effect as did a BLOC 
under the previous system. The supplier ships the goods and against documentation 
wnfiming shipment, payment is made to the supplier fmm the USAID Paris office, The 
importer, in turn, pays MFEPO within 7 to 10 days at the anent offidai exchange me. 
These funds am deposited in the National Devebpment Fund at the Reseirve Bank. elrvfy 
at this point do the monies generated by the CIP operation become avatlabb for the 
I@ currency side of the program. 

Private and Public Sector Allocations 

The US- million in CIP fun& provided betwoen 3% and 5% annually of the 
foreign exchange needs of the public and pdvate sectom engaged in agricultural 
production, input supply, pramsing, and marketing since 1983. The publidprivate 
sector proportions established as program criteria were, in fact, obsenred, with the 
private sector receiving about 84% of albaations and the public sector 36% under nlo. 
604. All allocations went to the private sector in project nos. 607 and 607A (Tablie 0.4) 

Agricultural and Non-Agricultural Sector Ailomtions 

Mission stdf and the 002 interpreted the program to be one of assistance to tfre 
agricultural hem were almost no restridions estaMIshed in the projecl 
document as to funds in no. 604 could be put. Most of the CEP alhfonrs 
went toward the purchase of commodities which benefiied agriarlture either diredly or 
indirectly. For the entire ZASA ClP, the public sgctor allocated 1W% of its res~ur~es to 
agricuhre, the private least 75%; the oveEaliI program provided at bast 80Y0 of 
funds to agriarture. In , at least 75% of private seaor  allocations and all of those 
given ts public sector agencies were used for the purchase sf commodities for 
agriculture; overall the pmportion used for agdculture was at least 8Q'%. Because of the 
way data are reported for raw materials, final destination cannot be determinced in many 
cases and thus the proportion was probably much higher. The addition of transport and 
mining as beneficiaries eligible for allocations when the program was reinstated in 
1988 reduced the propoltion of total tunding used in agriculture to 4990, with 33% going 
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to tr;snyw;lrt and 189% to mining. it is possible t 
tmsport catsgoly sewed agriculture. (Table D. 

TabW 0. 4, 
0ainzrHon of CIP Funds 
(PercssM) 

Comparison of the ZASA CIP with other USAIMnded CIPs 

not specificgICy targeted for agrfaillure in Zimbabwe 
of their fomign cunency allomions to the agriarltural 
benefit agriarture consisted of foreign currency 
Pnogm no. 603 gave the private sector 88% of 

) with the remaining 12% going to the public sector. 
as going to qricrrtture (USS7.9 million for tractors 
the sector's altocations; the percentage of public 

Yum is only 22% (-on presses). In CIP no. 605 neither the 
private nor the pW"m metar appe~rs to have ddcated any resources to the agricultural 
sector: in the continuation of the progm (CiQSA), the public; sector seems to have 
dediied all of its resources to qriarltune @dwJing cotton), but from the dassifications 
it is not possible to discem if the private sector usd  any of its resources for agriculture. 

Thus the U S A  CIP irr ctawly different horn aha? USAID-funded ClPs in that its 
foreign exchange went in a very high propofion to the agriarltural sector whereas other 
USAID-tunded ClPs went almost entirely to other sectors, with the exception of funds 
allocated to public sector organizations. It is also different from ClPs run by eight other 







Tabk D. 7 
Rapidity of Disbursement: 
CIP and Devulopment Fornd/Technical 
Assistance Allacatlonr 
from Sept. 1982- May 1986 (US$000) . 

Source: USAlD records 

During the period from September 1982 through May 1986 a total of US$29.5 
milion was disbursed for an average monthly disbursement of US$840,000. Over the 
same time period, disbursement of US dollar technical assistance and development 
funds needed to complement allocations in :he local currency part to the program 
totaled US $2.6 million; allocations of technical assistance and development funds 
began only in January 1984. A total of US$29.5 miliion in letters of credit had been 
disbursed by May 1986, 98.4% of the USS30.0 million in letters of credit issued by that 
date. (Table 0.7) It seems unlikely that any other type of assistance program could have 
disbursed this amount of funds in as short a period of time. 

Generation of Local Currency Funds 

The lag in herent in the generation of local cunency funds was recognized early 
and constituted a matter of concern recorded by project administrators at the beginning 
of the program. 8y August 1983 appmximately U S 7 . 4  million in CIP funds had been 
allocated ( U W  million to the private and USS1.4 to the public sector), yet only about 
Z$7 million in cunency had been generated. since local currency payments are not 
made until the commodities are shipped. The delay between the time that foreign 
currency funds are allocated and bcal arnancy is generated by the CIP still exists. For 
example, in mid-December all foreign currency resources under the CIP had been 
exhausted (with the exception of US$SO,OOO) and a total of 22 allocations had been 
made. However, local currency generation of approximately 2$12 million is still 
anticipated since substantial equipment for which CIP resources have been allocated 
still has not been shipped and hence not paid for in local cunency. 

Albcations of CIP Funds 

Two of the four importers intenriewed with respect to their allacati~ns of CIP 
resources expressed dissatisfaction with the inordinate delays and an unrealistic 
amount of papew&. Delays were viewed as long between the time the CtP was 
signed and when the actual allocations of foreign exchange were made by MIC. 
Coupled with factory production schedules, this made it difficult to meet deadlines for 
shipment in the Letters of Commitment. Another importer, however, thought the program 





Table 0.8 
Tractors and Corn 
by Large-ScaJa Ca 

Massey-Ferguson 
New Holland 
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Importers also complain of the lack of foreign exchange to cover the pent-up 
demand for agriarttural machinery. One importer gave the example of a request placed 
with another CIP (not ZASA) in which he requested 51 LNIICdozers, for which he already 
had customers; the allocation he received was sufficient to pay for 7. An IBRD hard 
currency fund made 2585 million available only to haw OW29 million in applications. 
These examples are indicative of the tremendous demand for equipment of all kinds. 
Importers recognize ZASA as having made a small, but nonetheless important, 
cmtrib~tion in allowing importers access to foreign exchange to satisfy part of their 
customers' needs for this equipment. 

One way of estimating the contribution of ZASA to improving the capital stock of 
the agricultural sector would be to comparg the value of tractors and spare parts 
imported under U S A  to the value of existing tractors. This comparison would be more 
significant than simply comparing the number of ZASA tractors to the tot@ stock, since 
the productivity (and horsepower) of new imported tractors is much higher than existing, 
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focussing on th !I farm and agricultural industry sectors, has brought new 
apportunities. irn efficiencies and increased economic activity to the sector that 
supparts the great rity of Zimbabweans. W has not been a contributing factor of any 
significance to t ing inflation and shortages besetting the country" sonomy. 
More probably it has acted as a brake on inflation through its antribortion to increased 

ased availability of foreign exchange, both direaly and indirectly in 
it has fost~red. 

rn of direct letters of commitment is much more efficient in terms crb 
n USAID management ancl its amounting staff than the previous 
letters of credit and a relatively low minimum request. 

DLOCs appear to be cost effective at the mission level -- US$50,000 in staft 
salaries co d to the US$250,000 in bank commissions paid under the BLOC. 
They place a minor additional burden on the Paris payments office which mails 
checks directly to suppliers. System changes have saved hundrec#s of thousands of 
dollars in development resources and therefore direct letters of commitment should be 
given first consideration in future CIPs. Nonetheless, some importen still faund 
procedures fed to inorcdinate delays and were totally unrealistic in tams of the amaunt of 
papemork required. One dealer suggested that a local agency be set up in Zimbabwe 
to handle the papenwork and thus 8xgwdit8 imports. 

6. There may be equity implications in the change from US$10,000 to tFS$%l,QOQ as 
the minimum allocation under the pro ram. This change may have pnrvented 
$mailer Wms from making use of the CIP- 

While the ZASA CIP is probably not large enough to change dramatically the 
concentration index within the commercial agricuftura 
number of ClPs with high limits, even if funded by dive m, might have that e f fe .  
The issue needs to be considered by AID and other donors end weighed against the 
higher costs of running CIPs with lower minimum allocations. Higher concentration 
ratios within the commercial sector are indicative of less competition and eventually 
could lead to higher prices. 

Recammundstionrr 

The main task recammended for action within the life of the present project is to: 

Complete the oornpner pmgrarn for project accounting. 

Even th~ugh the cwrent ZASA CIP program is basically finished. very little can be 
concluded &out projects nos. 607 and 607A. The computer program faik to indude 
categories and b1;81kd0~m which are most important to USAID in monitoring and 
assessing project success. Sin- ZASA is unlikely to be the last CIP funded by AID in 
Zimbabwe, or in the region, the required programming work wouM be useful even 
should no further funding be available for new or extended programs. 



Lessons Learned 

White ZASA is completed, should future USAlD of other donor funding became 
available, the unique multiplier and leveraging characteristics of this type of funding 
i ndic(aR8 that: 

A new CIP program focussing on the agricultural sector and modeled along the 
lines of ZASA would make excellent use of scarce resources. 

Since the original program authorization was US62 million, one option might be to 
fund an extension sf ZASA up to the levet ot the original authorization. 

Any future ZASA-type CIP program should include the following: 

1. Provision for enhanced policy dialogue around exchange rate issues in the 
cantext of G W s  current openness to discuss much-needed economic changes 

2. Assignment of priority to employment generation in CIP allocations 
3. AlIocation of a portion of CIP funds to the public sector in view of the affective use 

made of such resources in the past 
Specific lessons for future programs follow. 

Palicv 

1) Any future CIP program should be targeted to the agricultural sector given the 
productivity of this sector, its ilbility to generate substantial foreign exchange per 
dollar of CIP funds provided, and the generally labor-intensive nature of the sector 
cornpaved to other sectossc 

The agricultural sector is the most appropriate one on which to focus such a 
program because 1) it generates exparts of 4.8 tims, as a sector, (and up to 12 times in 
some subseetors such as coffee) the value of foreign exchange allocations provided by 
the GOZ (according to figures provided by CFU); 2) it generates considerable 
emplaynsnt; 3) public sector investments of foreign exchange have permitted 
communal fanners to participate effectively in the marketing of export crops (coffee. 
cotton and maize), producing higher farm incomes and increased employment, as welt 
as mom fore axchange; and 4) agricultural sector ernpkyrnent generation, increased 
f m  incomes, and foreign exchange generation is higher per dollar of foreign exchange 
used than is the case in other sectors such as manufacturing and mining. For example, 
the decision to indude mining and transport in no. 607 appears to have been an 
decision rather than one corresponding to the basic rationale of the agricultural sector 
assistance program, Thursr, the agricultural sector, including both private and public 
sector allocations, would be the logical sector to which to restrict funds in a future CIP 
program, particularly if the volume of funds available is limited. 

2) Priorities should be set within the agricultural sector which 
* Maximize equity as well as growth 
* Favor labsr-intensive subssctors within agrieutture 

Make public sector CIP allaesrtions for actid4ries which are profitable 
* Support communal and resettlement farmers to the greatest extent possible 
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3) Any new CIP should be established only on the basis of an exchange rate that 
more closely reflects the opportunity cost of foreign exchange. 

The ZASA CIP has been a powerful tool in providing for some of the foreign exchange 
needs of private and public sector businesses, even in the face of increasingly 
inappropriate foreign exchange policies. In the light of a new willingness on the pan of 
the GOZ to address these issues and work toward their resolution, a new CIP is needed 
now more than ever to support these initiatives. With the GO2 beginning to allow export- 
oriented sectors, such as tourism and agriculture, to retain part of their foreign exchange 
earnings (5% in the case of coffee exporters) for use in supplying part of their foreign 
exchange needs, it would be appropriate for USAlD to supplement these retentions with 
additional foreign exchange channeled through a CIP. 

4) Any new CIP should facilitate a policy dialogue in view of new conditions, despite 
the failure of a policy dialogue to emerge between the GOZ and USAID, at least 
within the ZASA framework. 

There is a new willingness on the part of the GO2 to adopt policies leading 
toward economic liberalization and to question the means of implementation of past 
overall policies which have failed to achieve desired results. The basic policy issue in 
conjunction with a new CIP should be the question: 

Why is a sector which is a large net producer of foreign exchange chronically 
short of the foreign exchange it needs to increase production of both domestic 
food crops and export crops, and thus more foreign exchange. This problem 
derives from the mechanism for allocating foreign exchange within the economy 
and on the overvaluation of the Zimbabwe dollar, which rewards imports (for 
those ckle to obtain foreign exchange at the subsidized official rate) and 
penalizes exports. The agricuttural sector as a whole, and the commercial sector 
in particular, would benefit from any move towards a market-determined 
exchange rate and the reduction of administrative control over foreign exchange 
transactions. Any new CIP program should consider this the principal point of 
policy dialogue with the GO2 and of program design. 

5) A foreign currency auction system for CIP funds should be examined as an 
acceptable productive interim step toward eventually freer, market-determined 
exchange rates. 

In view of the substantial overvaluation of the Zimbabwe dollar with respect to 
foreign exchange (US dollars and other major currencies), and until steps are taken to 
bring the exchange rate for the Zimbabwe dollar into closer alignment with those 
currencies, any future commodity import program should auction available CIP foreign 
exchange funds among all eligible applicants, with limited funds going to the highest 
bidders. This system would replace the administrative rationing of foreign exchange by 
MIC, which is invariably and inescapably somewhat arbitrary and which contains within 
it the potential for illicit gain by those doing the rationing. 

Thus if US$5 million were available in a tranche and eligible applicants 
presented requests for US$15 million, the applicants themselves would be allowed to 
bid for the foreign exchange they need, with the highest bidders awarded the foreign 
exchange until the entire tranche was exhausted. If a US dollar were worth 2$4.5 to one 
firm and only 2$2.5 to another, firms making the highest offers would receive their 
requested foreign exchange, those with slightly lower bids might also receive their 
allocations until the total available foreign exchange was exhausted. Such a system 
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would maximize local currency generation for use in attacking small farmer constraints 
and thus would also benefit the local currency side of the program. In addition, it would 
be a step toward establishing an eventual free market in foreign exchange. It should be 
noted that this system has been used effectively in many developing countries which 
face foreign exchange shortages, but are unwilling to devalue openly. The 
overvaluation of foreign exchange and its impact on investment in agriculture and in 
employment generation are legitimate areas for ZASA-promoted policy discussion that 
the introduction of a foreign exchange auction system might promote. 

The amount of additional local currency generated would be considerably higher 
than that currently being generated at an exchange rate pegged officially at 2$2.58 per 
US$1 in December 1990; concurrently, the black market value of the US dollar was at 
least 2$5 per US$1. The shadow foreign exchange rate used by the Government to 
analyze its investment projects is not publicly available. H o w ~ v ~ ~ ,  an approximate 
estimate is that it lies in the neighborhood of Z$3.75 per US dollar; one marketing board 
uses a figure of Z$4 per US$1. If firms were willing to bid 2$3.75 per US$1 on average, 
local currency generation for distribution by the ZASA Working Group would be 
increased by 45% for each tranche of foreign exchange auctioned. This system would 
make more local currency available to finance development projects. It wauld also give 
the Working Group a legitimate reason to be involved in the policy dialogue generated 
by the CIP side of the program, since the amount of local currency generated for small 
farmer development projects would be determined by the effective exchange rate. 

6) The eligibility criteria for participation in a future CIP should be re-evaluated in the 
design of new projects, and periodically thereafter. 

In the present program general support for tho agricultural sector has, by 
implication, supported capital-intensive rather than labor-intensive investment, as a 
consequence of overvaluation of the exchange rate. In any future program, criteria 
should be specified explicitly and be subject to periodic review either by the ZASA 
Working Group or bilaterally by the GO2 and USAID and redefined when necessary. 

7) For equity reasons, it is desirable to reduce the minimum of US$50,000 for CIP 
participation if a system could be designed which minimizes management costs both 
for USA10 and MIC. 

Such a change might be more equitable in that smaller firms could reap some 
benefits from the program. In addition, a lower minimum would stimulate competition. 
which is normally desirable. Th US$S0,000 limit was introduced as a screening 
mechanism to reduce workload, which it has effectively achieved. It has done so, 
however, at the price of making it impossible for small firms with smaller, but 
nonetheless pressing, foreign currency needs to participate in the program. 

EfQwuas 

Procedures under project no. 607A represent a major improvement over those 
used previously under nos. 604 and 607. Nonetheless, additional improvements could 
be made to streamline the appikation and approvai system. For example: 

1) FAXed proformas should be acceptable to speed the application process. Only 
after selection should applicants be required to provide original profomas. 



FirSt, this change would reflect how import business is generally handled in the 
1990s. Second. DHL or other couriers charge more for their services than is the cost of 
sending the same number of pages by FAX; some US exporters may not want to incur 
such expense except in response to a firm order. Third. the whole application process 
would be speeded up dramatically. 

2) The feasibility of a system which makes use of the local banking system, rather . 
than either the BLOC or DLOC system, should be examined. 

In view of the well-developed nature of commercial banking and of the 
knowledge of major i mporters in Zimbabwe concerning the procedures necessary both 
to guarantee payment to suppliers and to assure importers of receipt ot the specified 
type and quality of goods. tranches of CIP funds could be paid into a special account at 
the Reserve Bank. Then a local commercial bank selected by MIC and USAlD coukl 
handle transactions directly. Such a system would reduce the management burdens of 
both institutions compared to those of either system used in the pest. 

3) Priority should be given in ClPs to purchasing equipment for which US 
manufacturers have a comparative advantage, such as tractors and combines. 

This would ensure that the program would not encou purchases; of more 
costly 01 I ~ S S  8 US equipment sim b e c ~ s e  th ign exchange was 
available to "buy n." 

-, the ZASA CJP at its inception chose to support ~rowth with equity 
within tho agricultural sector. ZASA program implementation encouraged growth in 
both the commercial and communal sectors, and increased income in the communal 
areas through increasing marketed pfodudion and greater employment. The program 
was effective, relatively efficient , and disbursements were mid. A future CIP program 
modeled on the lines of ZASA would need to delve more deeply into economic 
management and into how specific projects and the way that they are implemented 
achieve both growth and equity, particularly in the face of changing conditions. Thus 
there is a need for grater policy diabgue than in the past. including suchJissues as 
exchange rate policy, price and procurement policies for products contmlled by the 
marketing boards, land tenure and settlement issue* and other problems afteding 
growth and employment in the agricultural sector- W~thout a resolution of the issues 
which affect both the nd communal sectors, the objedive of growth with 
greater equity wil be 
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Undercapitalized traditional farmers have only limited capacity for sustainable 
communal resource management. Moreover, the institution of the village had been 
frozen under colonial tutelage. There had been no rational adjustment to the shift from a 
situation of land abundance to land shortage. Instead the adjustment came in the form 
of growing social stratification, with on average 40% of households owning no cattle, 
some 30% not ploughing, and those without their own draft power who do plant, losing 
about half their yield potential due to poor timing of field operations. Because of the 
subsistence nature of farming and controls over petty trade, there has been little local 
market activity or cash circulation. The rural areas were and remain today largely a labor 
reserve for the modern economy, with half the adult male population absent as migrants 
for large parts of the year?' 

EDxauaS 
Changes in Agricultural Research since lndependence 

To address the needs of the smallholder the Department of Research and 
Specialist Services (DRSS) after lndependence embarked on a major initiative of on- 
farm trials in communal areas. New staff had to. be trained to replace veteran 
researchers leaving the organization in the years after Independence. Existing staff 
had to learn new methods of research useful to smallholder agricutture such as Farming 
Systems Research, on-farm trials, water harvesting, and arid and semi-arid land 
systems. According to the DRSS, by 1990 communal area on-farm research constituted 
25% of the research effort and consumed 5QYo of the total annual research budget. 

Research priorities ate overseen by the Agricultural Research Council which 
includes representatives of both communal area, small-scale, and large-scale 
commercial farmers. The Council provides advice directly to the Minister of Agriculture 
and b thought to have considerable influence on the setting of research priorities. 

In abd'iion to government sector research, the commercial farming sector funds 
research, both independently and in conjunction with Ministry of Lands, Agriculture, and 
Rurai Resettlement (MLARR) research. This includes research which is beneficial 
directly to smailholders raising cotton, coffee, and other crops, as well as to commercial 
growers. 

Greatly 8xmM cotton production has been an important development since 
Independence, particularly in the middle mintall areas. Now, with water harvesting 
technolugjes, cotam is rnovjng into drier areas, partiwlarly on camrnunal lands w h m  
production has tripled sin- 1982. This means shifting beyond the natural cotton zone, 
moving quantities of sail to effect the harvesting of water, and opening up the likelihood 
of a cotton monoculture. On poor soils this poses the risk of initial good yields being 
followed by a drop in production, and potentially impoverished soils. Thus, there has 
been a continuing need far research regarding cotton's future role in dry and heavily 
populated communal apeas. 

~4 The p e m  va@m from 40-60 % ~~ on area. 







Eff ectivenes 

In terms of reorientation ~f research to the smallkslder and of improved 
productivity of that sector, ZASA investments have played an effective role. The general 
government emphasis on smailholder research, supported only in a small way by ZASA 
funds, has led to an overall jump in smallhoider prodwtisn, productivity, and incomes 
during the past decade. For example, with the help of ZASA and other donors, today 
80-85% ~f the maize planted in communai areas is the hybrid R20c":dgveloped by 
DRSS. Water harvesting is spreading rapidly in drier areas, with small farmers paying 
cash to have tractors come into their fields to help construct the necessary ridges and 
contours. Because of direct ZASA support the risk of dangerous diseases and pests that 
cut agticultural production and exports has diminished, new crops such as castor bean 
have been introduced, and smallholder production of traditional crops, including cotton, 
has dramatically increased. 

The following table (E.1 2) summerires government port to research in recent 
years. It indicates that relative expenditure drop significantly following 
Independence, although the rate of decrease has slowed since the ZASA program 
began in 1983. While firm corroboration is not possible, the data also suggest that 
relative levels of expenditure for research, given the country's serious budgetary 
constraints, would have continued dropping rapidly without donor support such as that 
provided by ZASA. 

Research has proven itself a valuable public investment, but the returns are 
realized only over the long term. Rough calculations suggest that investment in 
rlesearch provides a return af over 36% per annum. However, it is treated in the 
government budget as a recurrent cost, not as an investment. This leaves research 
vulnerable to budget cuts and beyond the purview of major donor assistance since it is 
rarely provided for recurrent expenditures. 

New cuts are proposed for 1990/91 which will reduce on-farm research 
paaicularly in communal areas because of high travel and subsistence expenses. 
These activities will be replaced with research on DRSS experimental farms where 
attempts will be made to replicate communal area conditions. This proposal is of 
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SECTION E LOCAL CURRENCY PROGRAM 

Chapter 2 

Agricultural Extension 

Including National Parks 
and Fishing Cooperatives 

Introduction 

Three very distinct activities have been funded by ZASA under the agricultural 
extension constraint area. These include AGRITEX (the GO2 agricultural extension 
service), the Department of National Parks.27 and several independent fishing 
cooperatives. Unlike in the other sections of this report, where it has been possible to 
group together discussion of ZASA support for various activities, in this section each of 
the activities will be treated separately due to their diverse nature. All three have the 
communality of husbanding scarce resources. Fishing cooperatives have developed in 
most cases as a result of strong extension input from the Ministry of Cooperative and 
Community Development. National Parks has been linked to these cooperatives in its 
responsibility for allocating fishing pennits which make possible cooperatives' formation 
and operation. National Parks has had a rob in providing extension services in wildlife 
management and game farming. This is discussed in relation to Model D and also to 
natural resource conservation and environmental education i7 Chapter 5. "Land and 
Water Use." 

The following table provides ZASA allocations and expenditures for agricultural 
extension, National Parks and fishing cooperatives. Overall, these institutions received 
11 % of local currency and 22% of foreign currency allocations for a total of a6.6 million 
and US$ 1.7 miifion. 

Table E,2.1 
Agrlcultur~ ex tens lo^, 
(tncl. Nltlonal Park8 

,a Flahlm 6043~1) 

" Repremrrts pencent of abafed fundo that appear as expended on MFEPO reoo&, although some 
pm~scts may have Men ~ompleted utilking credits and thus do not yet appear as expended by MFEPD. 

With regard to the efficiency of financial expenditure and reimbursement, 
extension activities faced difficulties. By June 1990 only 27% of their allocations were 

27 Dept. of National Paw wip be dmad to hemforth asmNatbrral Parks.' 
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recorded by MFEPD as expended. significantly below the overall average of 50%. 
While projects may have been completed using credits. accounting and reimbursements 
were generally delayed significantly. 

Agricultural Extension 

ves and Concegf 

The GO2 has consistently focused its efforts in extension on improving small 
farmer production and marketing of commercial crops, often through the provision of 
Information. Because of a long-standing commitment to research dating back to pre- 
Independence, proven tech nological packages for growing the principat market crops 
existed and were soon adapted to the needs and abilities of communal farmers. The 
primary objective of AGRITEX after Independence was to transfer this technology, plus 
new research findings directed at small farmer production, to communal areas in a cost- 
effective way. Within this overall goal, six areas were identified in which ZASA might 
contribute: the construction of staff housing and transportation, funding for additional 
staff, development of better extension techniques, provision of in-senice training, small 
farmer linked research and extension activities, and additional facilities, equipment, and 
budget to carry out extension activities. 

Ftndlngs 

Changes in Agricultural Extension since Independence 

To provide much needed agriwlturaf services to the communal sector, a massive 
expansion of the agricultural extension service would have been required after 
Independence to maintain the same extension agent-farmer ratio as had formerly 
prevailed in sewing oniy the small white-dominated commercial farm sector. This 
expansion, plus replacement of experienced extension professionals who left the 
service, would have required a tremendous expansion of the agricultural colleges and 
their staffs. Much of this increased infrastnrcture and human resource capacity would 
Rave been wasted after the extension service's initial expansion. At that point, the 
demand of commercial agriculture for farm managers, plus other requirements of the 
agricultural sector, both public and private, would have been greatly exceeded by the 
supply of graduates of the agricultural colleges and the Faculty of Agriculture of the 
Univsrslty of Zimbabwe. 

Instead, AGRffEX has expanded more modestly, from about 1200 staff in 1980 to 
the current level of 1600 staff. This has been achieved with a relatively modest increase 
in training capacity. Nationwide the fasmer/extension worker ratio has been redueeel 
modestly from 6400:l at Independence to 806-85O:l in 1990, while the number of 
households in the communal sector has grown from about 600.000 to 900,000. Despite 
this, AGRlTEX has provided reasonably effective service to the fanning community 
through a combination of good organization, effective communication, efficiency and 
reasonable scale of operations. 

The agricultural colleges established a one year on-farm training program in the 
first year of its three year program, making training more practical and reducing the need 
for additional staff and facilities. Basically, the second and third year enrollment double 
without the need for additional staff or facilities. 
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Fuehermore. between 15% and 18% of the extension agents now are women; at 
there were none. Some additional dormitory space was constructed at 
colleges provide gender segregated facilities. Staff housing also was 
less, massive expansion of the agricultural college system to meet the 

needs of the extension service was avoided. 

At Independence, Zimbabwe had perhaps the best extension system in Africa, 
even though it was geared to commercial fanners. Thus, the World Bank, FAD and 
ZASA were able to support for an existing system reorganized to include servicing of 
communal and resettlement farmers as well, rather than having to support the creation 
of a completely new system. AGRlTEX came into being in 1 981 as the result of the 
fusion of the pre-Independence extension services with a specific focus of addressing 
the needs of communal and resettlement farmers as well as those of commercial 
farmers. 

The University, which provides AGRmX with some staff. also adopted a shorter 
period of practical field work, one of a few months duration. However, this program has 
been less successful in reducing the need for expansion of the Univeristy staff and 
installations and improving the practical ability of university-trained graduates than have 
been the agricultural colleges. 

The three levels of extension staff are: professional staff (subject matter 
specialists catering to the needs of commercial farmers); extension staff at the technical 
level (in such areas as consewation and investment surveys) serving both commercial 
and communal farmers: and the paraprofessional extension agents serving the 
communal and resettlement farmers, working in the local language. Adequate provisbn 
of services has required improving the mobility of staff and the ability of agents to 
communicate among themselves and with the head office for back-up advice. - 

The major direct contribution of ZASA to AGRlTEXs extension efforts (aside from 
its contribution to human resource development at the agricultural colleges and the 
University (discussed in Chapter 6, 'Human Resource Developmentn) was funding worth 
Z$lS million in local currency and US$ 2.4 million in foreign exchange costs to 
purchase a radio and radio-telex system (Table €2.2). The system provides two-way 
communications links between headquarters and regional offices and between these 
and individual extension agents. The links between headquarters and regional offices 
are both voice and radio-telex, making it possible to send hardcopy in addition to verbal 
messages. This system complemented transportation provided by the Wodd Bank and 
reduced the need for additional transportation. It also made extension agents located 
anywhere in the country more productive by enabling them to obtain information from 
subject matter specialists. 
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Table E.2.2 
Agtieulture Extension: 

J 

Allocations & Expenditure A 

" Represents allosated funds that appear as expended on MFEPD records, atthough some projects 
may have been completed utilizing credits and thus do not yet appear as expended by MFEPD. 

Impact 

l3mfKY 

The total cost of the communication system was reduced and better use was 
made of ZASA resources by USAID'S decision to allow local currer+c:v to be used for 
setting up the system and to buy those parts of the system which could be supplied by 
the local Motorola dealer. Thus, elements, such as the antennas, masts, guy-wires, and 
system installation were purchased locally and paid out of U S A  local currency funds. 

In addition, as the table above indicates, AGRITEX has been more efficient in 
managing the funds involved, having expended and been reimbursed by MFEPD for 
95% of the local currency funds by June 1990. The same cannot be said, however, for 
Ministry headquarters, however, since MFEPD records indicate that in the five years 
elapsed since funds were allocated in support of the Murimi Ulimi magazine, 
expenditure had not been recorded as of June 1998. 

There have been two major interventions by external assistance agencies: the 
purchase of motorcycles and vehicles for staff made possible by the World Bank and the 
establishment of a communications system funded by ZASA. These have 
complemented each other well and jointly have contributed to the generally successful 
AGRITEX extension program. World Bank funding for transportation allowed extension 
agents to get out to their clientele; ZASA funding for communication allowed workers at 
every level of the extension system to have access to the latest in extension messages 
and essential administrative communication. Both of these were necessary to the 
effective operation of the extension senrice. 

The ZASA-funded high frequency sing le-sideband system covers headquarters, 
provincial and district offices, and some area offices. The system has some problems 
since in many areas there is no electricity and batteries have to be recharged outside of 
the site where the radios are used; furthermore, some of the nickle-cadmium batteries 
are reaching the end of their useful life since they can no longer be recharged. In 
Bulawayo, perhaps only 3 out of 10 radios in district areas are working because of 
battery problems. 
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National Parks 

ctives and Cancapf 

In recent years, poaching has become an increasingly serious threat to wildlife, 
particularly rhinos and elephants, and has required an immediate response. The 
objective ~f the GO2 in including National Parks in the ZASA program was to provide 
funding for the anti-poaching campaign. Specifically, USAID agreed to use ZASA 
resources for radios and, subsequently, for staff housing in areas particularly vulnerable 
to poaching. 

Findings 

EamMtm 

National Parks received from ZASA Z$577,000 for a radio system for anti- 
poaching patrols and 2$4 million for housing for anti-poaching staff, the second largest 
local currency allocation made by the program (Table E.2.3). The radio system 
combines base-stations and hand-held sets and allow command posts, such as the 
one established at Mana Pools, to maintain contact and coordinate activities with anti- 
poaching patrols throughout their respective sectors of the national parks. 
Appr~ximately 60 house have reportedly been built in a number of remote locations. 
Given the isolation of the area, the rough nature of the work and low staff salaries, it is 
necessary for National Parks to provide good housing in order to retain qualified people. 
According to National Parks, there is a need for 1600 additional houses for its staff. 

Tabla E.2.3 
Extenslan: 

-National Parks 

I Subtotal, National Parks I I 1 4,577,047 I 190,883 1 0 I 
Source: USAID, MFEPD, N o v o w  1990 
" Represents albcated funds that appear as expended on MFEPD records, a8hough some projects 

may have been comploted utilidng wed& and thus do not yet appear as expended by MFEPD. 

Impact - 
Questions have been raised concerning the appropriateness of the housing built 

and its cost. National Paw has put up approximately 34 houses at Mukanga and 26 at 
Tashinga at a cost of Z$4 million in all.= I, in fact, 60 houses have been built. their 
average cost would be relatively high (ZS66.667 each). Conditions in the national parks 

28 Desp~te repeated inquiries, no on in t h  Dept of National Parkt could confirm tho number of houses 
actually built with ZBSA funds. 
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dictate special housing requirements (higher ceilings for ventilation, larger size. 
elephant-fencing for the compounds, etc.). Nevertheless, the houses are on the order of 
150 square meters for junior staff and 200 meters for senior staff - approximately three 
times the floor space allotted to other government workers. (GMB, for example. allots 
clerical staff houses of 55 square meters and managers houses of 70 square meters). 
While it is true that construction costs are higher in isolated locations than elsewhere, it 
seems that floor space could have been reduced substantially without having ignored 
the special needs of the staff. 

With regard to the efficiency of financial expenditure and reimbursement, National 
Parks activities faced serious difficulties. By June 1990 none of their allocations were 
recorded by MFEPD as expended. While projects may have been completed using 
credits, accounting and reimbursements were seriously delayed. 

Radios 

The radio system, besides making more effective use sf available personnel, 
reduces casualties among Parks personnel by bringing in reinforcements to suppolt 
otherwise isolated patrols. National Parks staff working in the anti-poaching campaign 
are convinced of the efficiency of the system and of its utility in reducing the numbers of 
rhinos and elephants poached. The light weight of the hand-held sets makes the patrols 
more mobile and extends the area they can cover. The principal problem encountered 
with the sets is that batteries are lost in the bush or at some point can no longer take a 
charge, but cannot be replaced. An additional problem is that the number of hand-held 
sets is insufficient because National Parks now frequently coordinates its anti-poaching 
patrols with the Army and Air Force. While the suppott of these institutions is an asset, 
efforts would be more effective if there were more radios for coordinating activities. 

In addition to the communication system provided by ZASA, the anti-poaching 
campaign could benefit enormously from better transport. National Parks for a while 
used a four-seater helicopter (Bell, and later Alouette) financed by the World Wildlife 
Fund; however, to make use of its communications capability, it now needs several 
larger helicopters (UH-1 type) so that patrols can call in reinforcements when they make 
contact with heavily armed (AK-47s) groups of poachers. Patrols could also make 
effective use of fixed-wing single- or twin-engine aircraft (minimum size of a Cessna 
206) to evacuate sick and wounded staff since the nearest hospital (Kariba) is a three 
hour drive in the dry season and is often unreachable by road in the rainy season. 
Because It is reported that 99% of the poachers cross the river from Zambia, river patrols 
need several 90-125 hone-power outboard motors for the Zambezi River using boats 
which it already possesses. 

Housing 

The houses built near the Mukanga River were nearly finished at the time the 
evaluation team visited the site. The generator-powered eiectrical system still had not 
been put into service. 
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National Parks 
Conclusions 

Without underestimating the importance and usefulness of ZASA grants to National 
Parks, it is not clear which constraint area allocations to this institution are 
addressing and what their refationship to the agricultural sector is. 

The radio system appears to have been quite useful in improving the effectiveness of 
the anti-poachi ng campaign. Additional radios and replacement batteries would 
make a major contribution, particularly to improving coordination with the outside 
forces which occasionally work with National Parks' staff in the campaign. 

There has been inadequate project review and an inadequate monitoring system to 
follow up on the investments, particularly with regard to National %&s housing. 

With such a large allocation, it would have behooved the Working Group to have 
brought in outside architectural expertise, if such expertise were not available 
within the Working Group. There apparently was no monitoring of construction 
since National Parks could not report how many houses had been buitt with the 
initial ZASA allocation when it came to the Working Group for funding for 
additional housing, nor was the Working Group aware of the discrepancy 
between Parks housing and that provided to other government staff. 

* Communities have no stake in the preservation of the wildlife in the parks largely 
because they have no share in the revenues earned from tourism and safaris. 

In view of the amount of money the ZASA Working Group has provided to 
National Parks for the anti-poaching campaign, a small investment in research on 
how the surrounding communities could be given incentives to help protect the 
game there against poachers seems appropriate. Many private farmers are 
changing from raising exotic beef cattle to game ranching, with less 
environmental degradation and higher potential income. Communal farmers 
should also be encouraged by ZASA to protect wildlife both in neighboring parks 
and on communal lands. 

R~commendatlons and Lessens Learned 

Given lack of clear linkages with the agricultural sector, it is recommended that policy 
decisions be made jointly by 002 and USAID regarding future participation of the 
National Parks Department in ZASA programs, particularly if new funding is made 
available. 

If such future participation is deemed appropriate, the following recommendations 
should be considered:29 

1. Outboard motors for existing boats are required to address mobility constraints. 
(Other sources should be tapped for needed fixed-wing aircraft and helicopters. 
tight planes am required to ferry in supplies, particularly in the rainy season, and 
to bring out sick and wounded staff. Helicopters are needed to carry in additional 

29 USAID idmndently is funding a major mgional natural mourn management pmgram which may be a 
more appropriate mechanism for supporting future national parks resated Wities. 
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personnel to back up ground patrols when poachers are encountered. Such 
aircraft should have the capacity to transport at least 5 people in addition to the 
Olig ht crew.) 

2. Mechanisms should be developed to enable communities surrounding the 
National Parks to share in the revenue of the parks. This would provide local 
people with an incentive to report poachers, who, in most cases, crass the 
Zambezi River from Zambia. Research into this issue should begin immediately. 

* Remaining ZASA funds under the current project, if sufficient, should be earmarked 
for the following residual requirements related to ZASA funds already allocated: 

1. Additional radios compatible with those already being used 
2. Replacement batteries for radios now out of s e ~ c e  

. 3. Sub-division of existing houses into two units; duplexes would still leave each 
family with more floor space than is the norm for GQZ staff housing 

Fishing Cooperatlvss 

C o n c a  

The objective of establishing fishing cooperatives has been to provide self- 
employment to low-income people living on the shores of Zimbabwe's lakes, These 
cooperatives were to provide productive and remunerative empfoyrnent for members 
both in fishing itself and in fish processing activities. They were to supply high protein 
products to low income people throughout the country. In the caw of Lake Kariba. 
people displaced by water which rose upon completion of the Kariba Dam in the late 
1950s were candidates for inclusion in fishing coopemtives. 

Fiindlngs 

In all there are 18 registered fish cooperatives in the country. Six cooperatives are 
located around lake Kariba: a large number of the mos& profitable fishing cooperatives 
are on this lake. Members them fish for a small, minnow-sized fish called m, 
which is dried and sold throughout the cwntry, mostly to low-income consumers. The 
number of fishing permits in ;a given area of the lake is based on a stock assessment of 
the whole lake -ed out by National Parks. Assessmen8 is made in terms of a unit of 
caching power which is associated with a permit. There are 250 units within the lake 
and all are being utilized. Before Independence, the government favored big 
companies, which utilize large numbers of units. National Parks is attempting to 
reallocate these units to cooperatives and people who were dislocated by the rising 
water; this shift has to be made gradually so as not to create unemployment and to allow 
companies to reduce the size of their operations in a rational way. To date, 
cooperatives have received less than 10% of the permits, thus limiting their ability to 
expand into this lucrative field. 
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Perfarman= 

Fishing cooperatives received more than Z$417.000 in ZASA funding basically for 
the construction and purchase of specialized kapenta fishing boats rigged out with 
winch-operated dip-nets and fish-finders. (Table E.2.4) The Ministry of Community and 
Cooperative Development (MCCD) calculates that an investment in a kapanta fishing 
cooperative (estimated at 2$300,000 in 1 990, up from 2$140,000 in 1 986) pays for itself 
in the first year of operation. One cooperative (Chawara) made a total investment of 
nearly 2$160,000 to become operational. Funding for boats, equipment and shore 
installations came from the following sources: 2862.000 (or 37% of total costs) from 
ZASA in the form of a five-year, 9.5% interest loan from MCCD; 2$50,000 from the EEC 
for buildings, a grant of Z$33,000 for shipto-shore radios, plus Z$10,000 to defray part 
of the cost of the bat. The GO2 provided a grant of Z$28,000. Member equity came to 
just over Z$16,000 based on monthly contributions of 2$25 by each of the 16 members; 
total member equity contributions were equivalent to just under 10% of the total 
investment. Production managers of both cooperatives visited by the evaluation team 
had received management training courses of 3.5 months duration in Bologna, Italy, 
from non-ZASA sources. 

Tabla E.2.4 
Extonslon: 

4 

F lshlna Coops h 

Fishing Cooparativaa 
Impact - 

These cooperatves, through the efforts of their members and with considerable 
external donor support, have been able to establish their fishing enterprises. Another 
cooperative located near Chawara also received a loan from USA;  when boat prices 
increased between the time the proposal was presented and the funding was actually 
released, additional funds wen provided. Without thi8 flexibility in the face of rather 
substantial infiatjon, the project would have failed. 

With regard Os iciency of financial expenditure and reimbursement, fishing 
cooperative activities difficulties. By June 1990 only 57%% of their allocations 
were recorded by M expended. While pmjects were completed using credits, 
accounting and reimbursements were generally delayed significantly. 
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The catch of kapenta at one of the cooperatives averaged just under 30 MT per 
month for the period between November 1989 and October 1990, a total of 358MT in the 
course of one year. Assuming dry weight of 33% of fresh weight and 100% sale at 
wholesale (Z$4.80/kg), the total catch would have been worth a little over Z$570,000. 
The 15 members have been receiving monthly advances in lieu of wages of 2$400, or 
about 2$77,000 annually. One of the two female members of the cooperative was 
unemployed before the cooperative started and the other earned less than 2$200 a 
month; some of the male memben earned similar wages although a few had earnings 
at or above the 2$400 level. They hire additional workers to help with the fishing, but 
pay them only a little more than half what members receive as an advance; therefore the 
wage bill per member for an average of 6 workers at Z$250 per month would come to 
Z$l8,OOO per year. Boat operating expenses are ZS1900 and 28400 is spent for their 
vehicles, or about Z$28,000 annually. Total costs are thus on the order of Z$125,000, 
leaving a theoretical profit of over Z$400,000 per year. In fact, this cooperative has 
reinvested all profits to buy additional boats (only 2 of its fleet of 3 boats can be used 
since there is no permit for the third boat) and to set up a small supermarket in the 
nearby town. Members ara planning to diversify even further by buying a beef feedlot 
operation within the next year. Thus, the MCCD's gx estimate of the lucrative 
nature of kapenta fishing has been borne out. 

Fishing Cooperatives 
ConcSuslons 

Kagenta fishing has proved to be a highly profitable U S A  investment, one in which 
cooperatives have been able to engage successfully and members have been able 
to participate profitably. 

MCCD's prior assessment of the profitability of these cooperatives has proved 
correct. Because of the capital intensive nature of the business, and without the 
support of ZASA and subsequently of ether donors, it would not have been 
possible to set up this or the other cooperatives engaged in kapenta fishing. The 
members of these cooperatives are already earning substantially more than they 
did previously, despite capitalization of most of the profits of the cooperative. 
Non-membenare also benefitting by employment at wage levels approximating 
those prevailing in the area. 

The capacity of cooperatives to generate a significant volume of ompkyrnent, except 
for founding members, has yet to be proven. 

There is no tendency to replace members who abandon the cnoperative with new 
members, nor to incorporate hired workers as memben. Currently, there is no 
incentive for founding members ever to permit new people to join, or for hired 
worken to become full members. There appears little to differentiate the fishing 
cooperatives from private fish companies, except that the owners/members are 
local people. 
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uncollectible loans, which appear in Table E.3.2 (above) and are substantial, especially 
in the communal and resettlement sectors, the spread is clearly insufficient to cover 
AFC's operations and administration costs, which are 4.4% of the value of the total loan 
portfolio. There is no adjustment for inflation; if the real value of the AFC loan portfolio 
were to be maintained, an annual adjustment equal to the rate of inflation would have to 
be added to the rate of interest charged; inflation was 12.8% in 1989 and is estimated 
oftidally to be about 25% this year. Furthermore, the charging off of 0.3% of the value of 
the loan portfolio as bad debt in 1989 seems totally insufficient given the repayment 
problems. Thus the AFC is accruing interest payable, much of which it is likely never to 
receive, including a large part of the 2$25 million in short-term debt which was 
rescheduled through 1989. The AFC is also losing loan business with large-scale 
commercial farmers (who have the highest repayment rates of all borrower groups); just 
after Independence, over 2500 large-scale commercial farmers received AFC loans 
dropped to under 1000 in the 1989/1990 crop year. (Table E.3.1, above) 

Despite these problems, the AFC has properly managed the resources 
provided by ZASA for financing the input inventories of the cooperative unions. The 
initial funds, augmented somewhat from other sources, continue to finance the 
availability of farm inputs through the unions in communal areas. The results of the 
availability there of these inputs, financed in parE by the AFC based on funding from 
ZASA, are visible in the phenomenal increases in production of maize, cotton and other 
crops. (These increases are described in detail in Chapter 4, "Marketing and Input 
Supply.") 

Impact 

EfficienGv 
Over the years, low wages, poor staffing and management probbm afflicted 

many of the cooperative unions. EventuaJly these pwblems led to losses in several of 
the weaker unions. Exogenous factors also contributed to the problems of the 
cooperathi urihns, including the loss of business on the input side to private fertilizer 
dealers and on the product side to direct sales to the GMB and to USAID-funded depots. 
Three or four of the cooperative unions have defaulted on their loans with AFC for a total 
of approximately Z$0.5 million out of the Z$2 million allocated by ZASA. To keep this in 
perspective, the cooperative unions' repayment rate of around 75% is much better than 
that of AFC's loans to the communal sector directly and abut equal to the repayment 
rate of resdttlement farmers (74% over the last 5 years). The cooperative unions in 
default are under receivership by the Ministry of CooperatEves. It is attempting to 
rehabilitate them through a combination of new management, training in =operative 
management, and higher staff pay to encourage better performance. 

With regard to financial expenditure and reimbursement, credit programs were 
among the most efficient in the ZASA portfolio. By June 1990 9896 of their allwations 
were recorded by MFEPO as expended. (Table E.3.3, above) While other programs 
may have experienced delays in obtaining funds through MFEPD this appears not to 
have been the case for AfG and coops. 



Cooperative Unions 

ZASA funding did provide a major impetus to AFC's provision of working 
capital to the cooperative unions, whose number rose from 13 at Independence to 19 
registered with the Department of Cooperatives in 1990. The availability of additional 
working capital for the cooperative unions permitted a greater level of input inventories 
for member cooperatives and, especially in the early years following the ZASA grant, is . 

partially responsible for a 332% increase in small farmer maize production in the two 
years following the grant compared to the two years prior to it. 

In part because of the greater availability of inputs from the cooperative unions, 
the number of agricultural marketing and supply societies (primary farm cooperatives) 
rose from 340 in 1980 to 642 in 1987 with a total of 125.000 members. At one point 
cooperative unions handled nearly 90% of input supply to communal areas; they 
currently handle about 25% of input supply and 10% of the farm products marketed in 
communal areas: a substantial part of this is financed by the AFC's revolving fund made 
possible initially by a grant from ZASA. Total volume of cooperative union operations 
reached 2$100 million in l986/87, but fell to Z$50 million in I S88/89. 

I 
Loans by the AFC to the cooperative unions have always been greater than 

the amount provided by ZASA, since even before receiving the grant. the AFC provided 
funding out of its own resources. AFC's lending to the cooperative unions ranged from a 
low of Z$1 million in the first year to peak the following year at ZS5.5 million. (Table 
E.3.4) AFCes 1989 Annual Repor? notes loans for the 1988/89 crop season of 284 
million to a total of 13 coopert re unions. Regarding loan disbursements and 
repayments, between 1985/86 and 1988189 (years known to be complete), repayments 
were 97.7% of disbursements. 

-Table E.3.4 
Dlsbursamont to and Ropaymonta 

,from Caa~oratlv@* (ZWOO) . 

Internal Audit 

ZASA also provided a grant of 2$44,000 and US$13,500 for improving the 
internal auditing capacity of the AFC. Training was under the direction of Price 
Waterhouse. The initial course was in basic auditing skills and was followed by 
courses in value for money auditing, management of auditing, and applications of data- 
processing to the audit function. These were the first such courses in auditing held by 
the AFC. 

Internal audit training was provided not only to AFC, but also to CMB, DMB, 
GMB, ADA (then ARDA) and CSC. The number of participants varied from 26 in the 
basic auditing skills course to 12 each in the money auditing and auditing supervision 
courses, 16 in the higher level skills course and 22 each in courses on basic electronic 
data processing (EDP) and EDP applications to auditing control. (In 1983 the AFC had 
received a CIP allocation of approximately US$80,000 for augmentieg the disk-storage 



capacity of its computers to handle the larger loan volume.) The AFC now takes the 
lead in providing training in internal auditing, including EDP applications, for its own 
staff and for other public sector agricultural marketing boards and agencies with which it 
works closely t~ help ensure they provide for the financial needs of their clients. It 
should be noted that the AFC depends on many of the boards to collect its loans through 
stop-orders under which farmers receive no payments whatsoever for products 
marketed through the marketing boards until deductions have been made to pay off 
loans from the AFC. Thus the AFC benefits directly from the training in audit control 
which it provides to these institutions. 

Conclusions 

The goal of incmasing the supply of improved seeds and farm chemicals in 
communal areas has largely been achieved: ZASA's funding of input inventories for 
cooperative unions through its 2$2 million grant to AFC has provided part of the 
funding for a process of change which has brought modern technology to the areas. 

The AFC continues to fund cooperative unions providing adequate sewiIce to 
their member cooperatives, and the Ministry of Cooperatives is attempting to rehabilitate 
those unions which have been unable to continue operating on their own. The fact that 
the cooperative unions have recently lost market share to private suppliers (which may 
have something to do with the financial losses of the unions) should not be interpreted 
as a failure of the program. Rather the unions have contributed to the creation of 
demand for technological inputs coming out of an innovative program which the private 
sector, on its own, could never have initiated. Now that the market for such inputs has 
been created in communal areas, private traders are able to try to capture the more 
profitable segments of that market. It may still be worthwhile, even at the risk of some 
losses, to continue to support the stronger cooperative unions to expand service into 
more marginal areas not currently served, where cotton production is now increasing 
using new varieties and water-harvesting techniques recently developed in research 
programs. 

AFC has become the lead agency in providing further auditing and procedures 
training to other public sector agricultural boards and agencies because of the 
internal audit training made possible by a grant from ZASA. 

Thus a program which might not have been started without the external funding 
provided by ZASA is being continued and expanded using AFC's own resources, 
benefitting numerous other agencies. 

Problems regarding loan repayment and interest rates which do not cover inftation, 
and operations predicated on an assumption of continuing GOZ subsidies need to 
be addressed by the AFC and GO2 as quickly as possible. 

These decisions need to be made in light of the overall structural adjustment of 
the economy; such a discussion would form an important element in policy dialogue 
between USAIO and the GO2 in any future program such as ZASA. In fact, movement 
toward positive interest rates in small farmer lending constituted one of the evaluation 
criteria laid down for the ZASA program, but this has not been achieved. It is not at.all 
clear whether this matter was ever discussed, at least within the ZASA framework. 







In response to Government policy to extend services to smallholder areas 
(most of which were located at some distance from collection points), marketing boards 
sited new depots on the basis of historical production records and collection data from 
nearby depots. Marketing Boards had been geared to providing their services to 
surplus producing farmers. Hence post-Independence policy stipulated that 
organizations serving farmers producing surpluses extend their services to districts with 
food deficits and where, in the more favored surplus districts, a large proportion of 
households were deficit producers. 

There was an additional complication: since the communal areas were largely 
in the drier zones, they would show mare marked production declines during times af 
drought than would commercial areas. Another difficulty with the extension of the 
Marketing Boards as they had developed was that the transport and collection costs 
would rise significantly as they pressed their services closer to small farmer settlements. 
Nonetheless, experience with early depots showed that establishment of such a facility 
encouraged production in surrounding areas. Although faners traditionally take care of 
their own requirements for on-farm consumption (particularly for food grains), selling 
surplus grain just prior to the harvest of the following yeah  crop and only after they are 
certain that their own needs will be met from the new harvest, there was evidence that 
once a new depot w s  in place, farmers would adjust plantings to increase the size of 
the expected surplus to be sold to the marketing boards. 

Performancg 

U S A  dedicated 34% of its local currency allocations and 5% of foreign 
currency allocations to address the marketing an8 input supply constraint area. Of this, 
over two-thirds of the local currency resources and 24% of foreign currency went to 
support the Grain Marketing Board. The Dairy Marketing b a r d  received 24% of the 
local currency allocations with no foreign currency allocations. The Cotton Marketing 
Board received 5% of local currency allocations and 76% of the foreign currency 
resources. Cooperatives received one percent of local currency allocations and no 
foreign currency; 2$2 million in Iacal currency allocations for a revolving fund to finance 
input inventories is examined in the credit section of this report. (Table E.4.1) 

The Agricultural Marketing Authority (AMA) also received over US$770,000 in 
CIP funds to purchase computer equipment needed to handle the huge increase in the 
number of accounts handled by the various marketing boards operating under the AMA 
and using its central computing system. 
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# Albcated on USAlO records but does not appem a 
" Represents percent of alkmted funds that appear 

projects may have been completed utilizing uedi 

n MFWO records 
as expended on MFE 

Grain Maheting Board (GMB) 

In all, the GMB received I f  separate allocations 
received jointly with the CMB (based on a USAlD recomm 
building joint depots). Dividing the cost of that depot equally 
boards, GMB received allocations in local currency of a little 
two-thirds of the value of all local currency allocations given 
marketing and in.pu1 supply constraint arm. The largest sin 
ovw half) went Isr a single project: the purchase of coffe 
coffee industry wm facing a capacity crisis limiting gmwtt 
already growing coffee and virtually excluding new produce 
from participating in growth in coffee production. The impact 
in detail in a case study included in this report. The ZASA 
build new depots or expand existing depots, in order to brin 

















Cotton Marketing Board (CMB) 
ZASA funded 2 of 11 new depots built by CMB plus cotton handling equipment that, 
together with training funds to the Cotton Training Center, have together made an 
important contribution to increased communal area cotton production. 

Communal areas have experienced major increases in production with 
concomitant increases in income and employment for communal area farmers both from 
their own production and from seasonal employment on commercial farms. Additional 
employment is also generated in transport activities and in bulking, ginning and other 
processing activities carried out by the CMB. Communal farmers can make profits in 
cotton production even at the relatively low prices of the last few years. The CMB is 
attempting to achieve a greater role in setting producer prices, in exporting a higher 
percentage of the crop, and in seeing subsidies to local spinners reduced and 
eventually eliminated. The CMB is also trying to solve transportation problems both 
from farms to depots and in rail transport to Maputo and Beira. 

Dairy Marketing Board 
ZASA funding has substantially increased DMB's motor vehicle pool, leading to 
increased purchases of milk from farmers and improved rural milk distribution. 

While most production is still in the hands of large-scale commercial farmers, 
some smalbscale and communal farmers have been able to market their milk through 
the DMB. This is likely to increase among small farmers living near DMB collection 
centers. The nutritional level of rural people is also likely to improve with the increased 
availability of non-perishable milk products in rural areas. The extension of 
electrification makes possible the distribution of perishable milk products to suburban 
and some mral areas. 

General 

In summary, ZASA, in terms of both its local currency grants and public sector 
C1P allocations to CMB and AMA, has been important, and in some cases crucial, to the 
outreach capaclty of the marketing boards and to their ability to provide sewices to the 
communal sector. Providing 13% of total 602 funding for GMB and 28% of all donor 
support, for example, the ZASA program has allowed communal farmers to grow new 
crops for which marketing boards had opened up a near-by outlet and to expand 
production of crops grown in the past largely for on-farm consumption. These changes 
have led to increased production of the export and food crops purchased by the 
marketing boards. A disproportionate share of the benefits of many of these 
investments has gone to the large-scale commercial sector, as in the cases of coffee 
ar;d dairy products. This seems, however, to be inevitable in crops which have been 
dominated historically by the commercial sector. Nevertheless, the communal and 
resettlement sectors have benefitted from all ZASA investments made to improve 
marketing. 













neighboring txmm~nal area smallholders. It has the advantage of not requiring the 
physical relocation of families. In this model significant numbers of communal livestock 
move onto the equivalent of a commercial ranch established adjacent to the communal 
area. Fees are charged far each head of cattle; this has begun to atter pastoraiist 
perceptions sf the range as a free resource. Model D is supposed to take the pressure 
off the communal range and let it rehabilitate naturally while anirnais are on the ranches. 
Animals are then to be put back, up to predetermined limits. The villages are expected. 
in the meantime, to reduce overstocking and to resolve their overgrazing problems 
during the respite provided while livestock are grazed on the Model D ranches. In the 
final analysis, government has attempted to buy village grazing reform with its 
resettlement dollar. 

In the past model D has faced several problems. Civil disturbance in 
Matebeieland, where model D has operated, led to interference with the scheme soon 
after its stah Other ranches purchased for these schemes were left in State custody, but 
have been pillaged and overgrazed, largely because of delays in implementation. 

Today, only one of the two farms on which model D was implemented with ZASA 
support is fully developed; the other is only partially developed. lacking fencing and 
borehofes. Governmen1 took complete responsibility for project infrastructure. 
Community participation, except far labor paid for by the scheme. was neglected. 
Promised seruices, including water supplies for the second farm are still missing; 
fencing is incomplete in some areas, down in others, and the resources are not 
available for their completion of repair. Both fans, while in &etter condition than those 
in most communal areas in similar settings, are stilt overstocked and could fa- serious 
problems if the area experiences another year of drought. Farmers have not been 
asked to make any significant contribution to inffastNlcture development on the farms 
and thus have only limited commitment to their long-term development. Only one group 
of surrounding communities has benefitted from the program. Furthermore, the concept 
of cornmunity-based range management has not yet been internalized by beal farmers. 

Nevertheless, with ZASA assistame tho community is now eweged in a learning 
process concerning communal a m  land use planning and management. Farmers 
have begun to decrease the number of animals grazing on communal land while 
keeping a somewhat higher calibre of animal for fattening on Model D than was 
previously on the commons Th. result has been f8wt8 kd hrolthieq anirnaIs. Caking 
rates are reported by ADA to have dsen from 5496 to 7496. Them changes are reffHscE 
in selling prices which have isen from a prs-pmjact level averaging 25200 to new hQhs 
that reach as much as 2$1000. AMmugh cattle are still held as e form of savings, and 
offtake remain8 at a very lwv level (approximatriy 2%), farmers are beginning to 
recognize that prfce changes m&0 it passit& for them to think af cattie management saat 
a means of putting tWr chiWr8n thrwgh school, improving their hams, or purchasing 
imgbmnts, inputs, and sven or xlehicb~. 



Wildlife Management36 

Wildlife management within the Model D resettlement ranches is cbsely related 
to the program organized for cattle. The focus is on generating wildlife products for 
which there is very high demand, and thus a real cash payback to the community. 
Wildlife utiIisation is in many ways a profitable substitute for cattle production, and it 
involves fewer out-of-pocket expenditures and risk of losses. As observed on 
neighboring commercial game farms, if properly managed, wildife can produce an even 
higher return than cattle. The wildlife activities of Model D were placed under the 
of the local village council, with advisory service from ADA, the Dept. of Natural 
Resources, and other government departments, and funding partially from ZASA. The 
wildlife area of one of the farms was managed for a while by the Dept. of National Parks, 
but now is under the direct jurisdiction of the project. ADA is now looking for a joint 
venture partner with experience in wildlife management so that staff and local people 
can learn how to manage the wildlife resource profitably. 

On one of the Model 0 ranches a significant undeveloped area has been set 
aside specifically tor wildlife management, as have large portions of adjoining 
commercial ranches. Trophy hunters are currently paying from 2$30-75 for a gazelle 
and up to Z$800 for kardu. The ADA project coordinator is seeking a joint venture 
partner among local tout operators so that local ranch managers can learn how to run 
profitable wildlife utilization operations on their own. Like cattle productim, wBIdtife 
management receives nominal state support, but has proved itself supesiisr to cattle in 

gM prone regions, both finandally and in t m s  of environmentat sustainabillty* 
life survive in areas whew cattle die of thirst and hunger, despite exceissiva 

populations and consequent overgrazing. 

Community-level wtldlife management on Model B mncRe$, and thmugh~ut 
Zimbabwe, appears to have receiveQ a setback dfbm the Enternatfami ivopy trading ban. 
This ban has restrictgd the managed culling of ebphmt herds by curnmunities, one of 
the most profitable wildlife management owereises available to them? The ekphant 
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SECTION C LOCAL CURRENCY PROGRAM 

Chapter 6 

Human Resource Development 

for Agrlcwlture 

Concept and Objectives 

The primary objective to be met in the human resources constraint area was to 
drengthen the institutions providing trained people for the ambitious rural development 
program upon which the GO2 embarked after Independence. These institutions 
included both the agricultural colleges and the University of Zimbabwe. The agricultural 
colleges at Gwebi and Chibero provide three-year diploma-level training; a specific goal 
was to increase the number of students receiving diplomas from the two colleges fmrn 
80 per year to 120. 

Degnee personnel are trained at the Faculty of Agriculture of the University of 
The faculty includes three departments: Crops Science. Animal Science 

Management. The objectives of U S A  were to increase undergraduate . develop faculty , strengthen graduate training. and provide practical training 
r The annual intake of students was to be approximately doubted, fmm 50 

students each year. Furthermore, a practical year was to be added to the degree 
and one or two new de ents estaMisheKt. the achigivernenf of these 

staff treining and an enlarged recunent budget 

F indlngs 



l~llocatlons and ~xpandiiiures 1 

T.O.T. Course 
Short Tern Tmg. Abroad 
Ka&m Cotton Tmg. Ctr. # 
Wensleydale Farm Tmg. 
Pi PrrPdua'in Tmg. Ctr. 
Famrers Coop. Trainins 
Higher Educadiorr 
Hiher EdwWin ## 

PI 

Swrce: USAID. MFEPD, NO 
#MFEPOsh~~~a#acatlond 
WNocated on USAID recard 
AUocated bv MFEPD with U! 

ZASA also funded overseas trainin 
training. Both types of training hav 
and agencies and the University. ( 

Tabda E6.1 
Inurnan Resource Trainlnq: 

MLARR 
MLARR 
MLARR 
Pi  Industry &d. 
coop Dept 
UZIAgric 
uuAgic: 
GW Cotiege 
Chibem College 
Chibero College 
Chibero College - 
In#r 
.ent of Total 

Year 

I. 

i 

although some 
cpended by MFEPD. 



repaid the loan by 1992. After that, the Facu 
significant operating profits which could provide 
investments in the farm itself and for other programs of the Faculty. 

fn spite of the new farm, practical experience for Univer 
generally perceived to be lacking, particularly b 
This criticism is partially misplaced in the sens 
fill research, policy, training and government po 
farms. Nonetheless, the shortfall in practic 
recognized and the University is considering requiri 
a commercial farm, as do the diploma granting coll 

Agricultural Colleg 

U S A  funds provided support for diploma training at Chibem College of 
Agriculture (over ZS1.6 million) and Gwebi College of Agriculture (over 252.2 million). 
Gwebi began offering a diploma course for whites only in 1950 and began training 
blacks in 1980. Chibero was established in 1961 specifically to train black small and 
tribal land farmen. At present enrollment at both colleges is almost entirely black. The 
colleges are administered by the Ministry of Lands, Agriculture and Rural Resettlement 
(MLARR). Both offer a two year course for diplomas in general agriculture and are 
designed for students interested in careers as farmers. as farm managen. in agricultural 
extension, or in agribusiness. 

Chiban, was the first to receive ZASA funds for diploma training and extension 
agent development. As an integral part of their program, students spend the first year of 
their studies on a commercial fm acquiring practical experience in farm management 
(ZASA support for providing students with on-farm housing for this part of their program 
of study was proposed but never approved.) ZASA did provide funds for const~uetfon of 
new facilities and renovation consisted of expansion of the kitchen and dining room, 
Jechrre theater, CbmyI deify installations, grain dyer, staff houses, w o w r  hous@ng, and 

an of female hostek Prior to 1980, no agfkt&ural colfegm admitted famalo - ZASA funds were ammittad to building hostels for 40 female students, 
ng of women would not have been pocrcibk. Chibero thus expanded 
m 80to 120e 

AGRCTEX 

limited ZASA support for staff training and development. 
fQ40at SupQort 20 put the department on a So~ndl 

ided. AGRUEX proposed a training 
appm&b to ZAS& howewr it was funds, AGRITEX staff explained that 
they were not invited to the ZASA p mseting at which this requsst wasl 
di$cusSBd and therefom did not haw the opportunity to defend their pmpooal. Instead, 
as h nt& in r.cecsnt y m ,  a junior member of th8 parent Ministry 
defe 

AGRI?E% only mtxkrately since independence, pursuing, 
instead, a policy @#dueness through ptoduaivity improvements 
funded by ZASA, the other &norrapi, In 1981, there were 1200 extension 



workers in the field; at present the number has grown to 1662, an increase of 38%. 
While AGRITEX has been able to provide a desired level of service to the small farmer 
community with a relatively low level of staff, institutional problems remain. Although 
personnel retention is not problematic at the extension worker level, the high turnover of 
subject matter specialists is a problem for AGRITEX. The average length of employment 
for specialists is 4 to 5 years. Presently there are 80 officers with less than 6 months of 
experience. Government is not able to provide salaries that are competitive with the 
private sector; therefore trained professionals often seek employment in commercial 
agriculture. The extension service is in effect the school at which agricultural university 
and diploma graduates gain experience which then benefits the private agricultural 
sector. It is worth noting, however, that most of those leaving AGRtTEX continue to 
pursue their professions within Zimbabwe and therefore their loss to AGRITEX is not a 
net loss of trained personnel to the country. 

ZASA also provided on-site housing for AGRfTEX's Institute of Agricultural 
Engineering staff. The project was approved tentatively for Z$t ,876.000 on March 8, 
1 990 for 100 employee type houses. 14 F-14 houses and 1 2 professional staff houses, 
all cteared by the Ministv of National Housing and Public Construction. Based on 
specifications provided in the project proposal, these houses appear to be of a standard 
size for relevant levels of puMi servants. Because ot time constraints, the evaluation 
team was not aMe to visit these houses to insped their construction in penon. 

Cotton Training Center 

The Cotton Training Center at Kadoma. which received substantial funding from 
U S A .  is managed by the Commercial Cotton Growers Association. The communal 
sector Cotton Pmduction Training Program consists of three-week residential cotton 
pmducbion courses and follow-up visits for communal fanners. AGRITEX selects p u p  
leaders from fanning areas throughout the country to attend courses that provide 
practical demonstrations. Folkwvp visits to trainee farms constitute an important pert of 
the program. and differentiae this program horn most other training efforts which fail to 
folbw4lp with on-farm visits ta rrcinforee the training experiem. 

WWensCeydale Fanner Training Center 

Wensf@ Fanner TmWning Canter was established in 1989 to train bath 
farmen in the communal SBdtOf and livestQd( ~ m p l ~ y e e ~ )  in the commercial fanning 

r, supported by substantial funding from tASA, b devised to 
ng through a trust that is supported by the Commrrciai Cattle 

Impact 

Efficiencv 

ZASA fun& have $tref)gth%ned human resourn8 in agriarlture at all levels, while 
exposing waknesses that are detrimental to college effedveness. ZASA has irnpmvsd 
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facilities, including libraries and staff housing. and contributed significantly to increasing 
the number of women employed in agriculture by opening up training oppmtunities for 
them. On the other hand, operating funds at the colleges have decreased in real terms 
and expenditure per pupil has declined in the past few yean. (Table E.6.2) 

table E.6.2 
Human Resources Training: 1 
CalFega Running Costs, 
Atlacattans & Salaries fin Z$) 

A major at present is the lack of government resources to provide 
adequate pernu and other incentives to staff. Staff turnover has been high at 
both colleges. Gwebi, for example, had four principals in two yeam and a principal at 
one of the colleges was dismissed for alleged sexual hamment of female students. 
Such problems of staff turnover are evident not only at the coUeger but among 
extension specialists. Studants and extension Reld workers are disadvantaged 
because of the lack of sufRcierMy experienced instnrctors and arbjed matter specialists. 
Also, as a resuit of low government salaries, many trained professional aglicuitural 
personnel atle woddng in the commercial sector, rather than with ths cornmurrad famrs;. 

When the evaluation tern visited the cdleges it found that at both, taming 
ions are almost at a stadstill. Both GweM and Chibarn College farms 

suffering horn a shortage of operating funds and am underutilizing their farm 
facWes. For example, a0 grain dryer at CMbeno has the capacity to dry leqe amounts 
of grain, but r been used because the College fam does not haw tha 
resources to p sufficient grain. Tho new dairy fadaliBy has the eqacity to milk 200 

ws,, but at calbge b milking fewer than 10 cows due to financial 
nstraints. 

ry view of the colleges' mles and 
to government. Each year the 

wrmwntrs continuing large budget deficits,, 
falUm reel SgSgrfm for #elf and felling real 

have km art bPdc 0\ny y w .  (Table E.6.2) 
faculty and &dents have besn 
n@y viewed as high sch00;b by 

the agrieuttural industry, Tqsthw these problems are impediments to successfrrl 
graduate pbcernerst in cammerdal farming operationse 
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College Farms: Practical Training for Degree and Diploma Students 

College and University farms have become an integral part of efforts to impmve 
the efficiency and effectiveness of higber education for agriculture in Zimbabwe. Th 
idea of the agriwltural colleges and the Faculty of Agriculture at the University being 
largely saltfinanced is in keeping with the national development phil 
self-reliance, and of education with production. The colleges have 
fans associated with them while ZASA made purchase of a fa 
University. M U R R  is considering a revolving fund for college farm operation. A 
decision is urgently needed on this question since the colleges could be largely self 
financed if their f m s  were allowed to keep the profits they generate. 

An interesting approach, recently discu by some cdlege and university 
leaders, involves setting up trusts to run each cr, krm. Faculty, expected ta have a! 
long-term relationship, could become employ ners tnmugh the conEept of jab- 
ownership or buying in, but with initial loans from the Trust offset by dividend and 
management payments. Students could receive wage payments and, with faculty and 
Pul1-time famn staff, profit shares. 

General 

Wah reglard to the efficiency of finaRci~l expemturo a reimbursenreeM, 
activities have faced grdditlanal By June 119 
r were recorded by MRPD ao expended. (Table E.6.1. above) 

been completed using cre&stst reimbursements were generally 

University of Zimbabwe 





only a few of these teach agriculture and most, in fact, make little use of their training in 
agriculture in their teaching. While an adequate survey of graduates has not been 
done, program administraton at MMRR are concerned that many graduates are 
underemployed as teachers in non-agricultural education, rather than working as 
agricultural extension workers or in the commercial agricultural sector. me principal at 
Chibero estimates that 80% of the 1989 class took jobs as agriculture or science 
teacherr because of a lack of jobs in commercial agriculture or government service. 

AGRITEX 

The use of new equipment, includirsg communication radios funded by ZASR and 
transportation funded by the World Bank, perniltee! AGRITEX to carry out its duties with 
a smaller increase in its staff than would otherwise have been necessafy to achieve 'the 
same Iwef d extension services. At the same time the failure sf. AGRITEX to expand its 
staff has provided a major disincentive to students interested in studying and punuing a 
career in agriculture. However. training of trainers programs, funded by ZASA. have 

ixmmemally to increase the expeflise of existing staff. 

At fndependence there were no female extension workers. Present estimates arc4 
that 848% of extension workers are wornm43 Several AGRITEX stat# reported that 
although AORmX does not discriminate by gender in hiring, there is a preference for 
male extsnsion workers among some provincial omcen. ZASA programs. as outlined in 
Chllaiptie? 7, "The Role of Women,' have helped increase tho available supply of trained 
women agrkultwralsts and thus has contributed to the modest growth of fsmak 
extension agent& 

Chibero and Gwebi have large tams attached to each college. fn the past the 
f m t s  were active, providing students with a commercial farm envlmnrneht. ZkSA 
investments, notably the large grain dryer and dairy at Chibra, were intended to bolster 
the operations of the college farm: these facifities are currently not operating at 
atIywher'8 near 

Cotton Training Center 

s approximately 600 farmers annually, 300 funded by 
rial 300 funded by the EEC, tar all, 325 indivldullls were 
taget of 400 (81% of target). Howaver, to wive at the 

nscsssay for the Centor to rdd a course beyond the hvo originally 
scheduled, &nee courses were only half filled. Neverthsless, AGRITEX miss almost 
exdusively on th. Center for training staff and communal fanen in cotton produdion. It 
also follows up on its stwjm?gc through the use of 8 check scouts who make monthly 
visits (as a minimum) to trained fanners thmughout the growing year. CTC is well 
placed to providg m ph training then could be prwided by AGRITEX directly. 
Ten AGRITEX fie56 atbnbed draining in 1988; 26 extension workers attended in 
1988 and 98 more atts #wrses in 1989. According to an MURR report only a little 
more than 5% of the train- in "188 were women. 

tinbmtbn on it$ CMIPk,yees. 
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The Center. with funding from ZASA, conducts 30 courses annuajly on crop 
husbandry, cattle, pigs, and poultry. Farmers are brought in from the surrounding area 
for 2-7 day residential courses. Estimates are that 113 to 1/2 of the participants attending 
courses are women. in one area, a woman trainer teaches courses on poultry and pig 
production that are attended predominantly by women. ZASA funds have been 
approved to develop the training program, but have not yet been allocated. 

Pig Industry Board 

The Pig Industry Board provides training at its pig feed lot operation near Harare 
and at another outside Bulauuayo, recently established with funding from ZASA. The 
Bulawayo enterprise, though quite profitable financially, is not achieving its goal as a 
farmer training institution. Only 11 farmers have been trained thus far, and all ware men; 
the house for trainees does not have provision for separation by gender nor have 
separate courses for women been established. In fairness, it should be noted that the 
Bulawayo facility has been in operation only a year and that in the future greater 
emphasis may be given to training once the initial problems of setting up an enterprise 
have been overcome. One way this might be accomplished is by giving the enterprise a 
greater degree of autonomy in the management of its resources, rather than having to 
return all profits to the GOZ treasury and then having to request allocations for even 
minor items; incentives should be established so that the enterprise has a rea! interest in 
providing training, rather than simply running a reasonably successful pig feedlot 
operation. 

Farm Apprentice Scheme 

Early on U S A  was approached to fund the 'Farm Apprentice Scheme." 
Prepared by the Commercial Farmers Union, government and colleges, this scheme 
required funding to buiM su%dIe accommodation for students on farms, to oversee farm 
placement, and to supervise and support the work of the students in the field and in their 
relations with the farmers who host them. At minimal cost t~ government, the colleges 
were to be reSj9vd oJ responsibility and expense for the students' first year of the three 
year program and would thereby be able to expand student intake by 50%. Moreover. 
working knowbdge of commercial farming operations wouM provide the colleges with 
students, not uniiki Peace Corps Volunteers, able to challenge the practical knowledge 
of faculty. Ths fund themtare was intended to assist the college faculty to become 
acquainted with opefaZion. 

The p ~ o a  hinged an providing suitable housing for students on the farms 
where they were ta serve their apprenticeships. A view prevailed that government could 
not fund non-governrnmt ventures, including buildings on private property, and the 
proposal was turned down by ZASA. About that same time, ZASA refused to provide 
funding for an N O 0  (Silweveira House); the reasan given was that only public sector 
investments dready approved in the PSIP could b9 funded. 

Hswewer, ZASA has recently established a new and important precedent by 
funding non-qlorsmment ventures, for instance Wansleydale and the Cotton Training 
Center. It seems proper for U S A  to reconsider the Fann Apprentice Scheme. Housing 
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Changes in agriculture since Independence have resulted in increased 
p r o d ~ ~ v i t y  for communal farmers. More accessible credit, marketing, and extension 
fadiitles have brought increases in production, especially in maize and cotton. Women 
benefitted from the overall improvement of agriculture in the communal sector although 
be.neCts were unevenly distributed these, The beneficiaries in the small-holder sector 
were the wealthier fanners and many women are among the poorer farmers. 
SpedfircaHy, although production increases in communal areas were substantial, they 
were largely confined to a small portion (20%) of househakls that wen situated in the 
more fawomb@ natuw regions in Mashonahnd and Midlands.= ZASA funds. however, 
were instntmental in increasing the number of women trained in agricu!ture through 
support of Chibero and Gwebi Agricultural Colleges. ZASA would have improved its 
success by targeting women as &raeficiaries in each of the constraint areas addressed 

search to assist communal farmers benefitted women 
n maize plOalwIZian were readily achpwecf by women damem 
ed substantially to overail incnses in maze pmducllort In 

much of this research foarsed an h i h  use af inputs 
to mmen farmers due to both extension and credit 

1 
SSBS the hausehaid 

j male rn@ratian systems 
rasearch, GkawEsa, 

I 
they darninate, such as milkt 

, the fmceds d which am 
more, warnon need mearch into improving 

as well as on increasing production. 

sm(alilihokders; has inctEfwtly benet"fsd 
heen undertaken with UISA funds tn 

1 

ats, man and axtonshon 

53 
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The AFC is the main provider of credit and has not discriminated explicitly against 
women since 1982, when women were first legally able to obtain credit in their own 
names. Only a mall percentage of small-holders have access to credit, however, and 
these tend to be the wealthier fanen. ALhough the gender of loan applicants is 
recorded on the applications. AFC has not analyzed the data Involved loan officials, 
however, estimate that between 30 and 40% of the borrowers am women, while a 
comparative analysis of credit for women in agriculture in selected African countries 
suggests that women in Zimbabwe receive approximately 10% of agriarltural credit fmm 
all s w m s  (Table E.7.6).5* 

Many wornen are ized into gmwps, but the AFC does not lend to women's 
onehalf million peaple are organized into rural savings 

ng savings and credit groups, with the majority of the members being 
woman, cunently the level of savings of these groups is general& low and not sutficiafit 
to purchase agri~[~tlRusunl inputs. 

The mabr marketinp mbiems for women are access to transportation and 



ZASA also funded dairy trucks to improve transport for dairy farmers. many of 
whom in communal areas are women- It is not clear that funding of dairy trucks has 
helped women since monthly milk cheeks nomafly go to the male household head 
rather than being paid in daily cash payments to the woman in her role as day-to-day 
decision-maker and family provider. Interviews with women dairy famen suggest that 
they often sell their milk locally, rather than through the DMB because of low quantity 
produced, problems of transport, and lack of access to immediate cash. 

Marketing Boards issue account cards to famen to enable them to sell theilr 
crops. These are issued primarily to men, except in the case of female-headed 
households. A survey of women farmers reported that 42% had accounts in their own 
name, but in 3330 of the cases the cards were issued asliy in. their husban6s"narnes 
(Table 1EU7.7j, The checks gu to the person whose name appears on the amount: 
therefore women IIWI hurslmnds often da not receive the cash from theit craps directly. 
Also, in an attempt to get mund the "stop anlet" system, them has been an illegitimate 
us0 by men of women's names an marketing cads, which has not been af. much real 
benefit to woman. 

Tabla E.7.7 

The failure of many input supply cooperatives hes &en detrimental to both 
women and an. The exception is the fishing cooperatives that have been quite 
successful, c r r o ~ W v 8  tras 2 women sut of 16 members. The women are 

in fish procgsasing and mpoR that their incomes have bramatically improv& 
ing ttm coopeftatiwh 

r factor limiting praduction 
is problematic, but canna 
Women's lend rights vary 

hernes. On small-scale farms, 
1982; conseqientw vwy few 

ionalfy allocabed to the mab 
household hsad. Usual& male heads al to rmrnsn to grow crops such as 

sorghum for household subsistence. 
Women traditionally had ddsion-making pawars aver thecre pkts and cantrolled the 

- 



income from them. Land in communal areas continued to be atlocated invariably to 
male household heads with few warnen having use rights to communal land.59 With 
increasing land use pressure and increased production of cash crops, women's plots 
have been diminishing. Thus, women are losing access to the few land use rights which 
they held on communal land. On communal land, however, women continue, to have 
access to household plots if their husbands are employed ekewhere- 

The resettlement schemes legally can grant land to women. The major criterion 
for selection is that the beneficiary not be employed elsewhera The general practice is 
to issue the land permit in the name of the husband, who has all sights and obligations. 
Married women seldom hold permits and only 7% of permits have been given to 
divorced, widowed, or single women.60 Women without permits cannot obtain ctedit, 
senrices, or checks from the marketing board in their own names. 

As for water, ZASA has provided funds ,or irrigation development on communal 
lands, Irrigation schemes have been problematic, however, because of equipment 
failures and the consequent lack of sufficient water. Women seldom hold rights ta plots 
in inigatian schemes in their own names, although they perform the majority af labor in 
these schemes61 

Sufficiently trained personnel is a major obstacle for agricultural development in 
the small-hokler sector sf Zimbabwe, Prior to Independence women seldom, if wet, 
received education at training in agriculture. After Independence, the gwernment 
reagnjred t h l  women were the major agricukur;al producers in the communal areas 
;and that improvement af agricuttum was tied to their training. 

ZASA has prodded funds for education and training at the degree, diploma and 
informal Isvels, induding funds earmarked for female educaitionl. A major 
acwmplistrment of en was the coimstruction of female 
hostels i;ad Cldribero and These hostels enabled wumen to 

d diplomas in agriwRure. Chibarn 
tofaf lssudant aqmi ty  from 80 to 120 through construction of new student 

ZASA funds were sp&ficalfy committed to building hostels for 40 female 
students for th ning more women in agricuttum. The principal of Chibra 
at the tima of funding rqaxtsd that sonstnrdon of the female hostels 
was the major at Chiberm 

Ghibsm's irti.tjatjve to Wain women has had an impact on other institutions and 
has  opened th for the aOtepf%n~~ of women into agricuturat positions. Many of 
these wmsn h n empkyed as extension agents for AGRIIW: some have been 
employed by the commercial agricultural sector: a large number are teachers of 
agriculture scieme. Untortunateiy, Chibeno has not been able to enrol enough 
women to 8 in the female hostal. Present enrollment total8 104 students, of 
whom 28 as@ Mlonan. increases in female enmllmsnt fmm 1981 to 1985 are reported in 

















with 8%; paidpation by other Ministsies is in the 1% to 4% mi 
regutar memtrers. The Working Group is under t 
asistairmeie section of the Ministry, aft81 some debate ea 
whether it should fall unelet ttre jurisdGtian of the ministry's pfann 
initial resistance to its partidpatian, USAID has been represe 
Group, mrmalw by one ot two repor~ssentaves* 

mia-, terstfn minisrtrfes Ear the mast part 
only when they had projects to present Even 
as A G R E X  whkh 
ajar pmjects they 

presented. Instead, junior ministry representatives wen, often responsible for 
ppoSgJs to the Working Group, with which they were not vergr familiar. 

accordifyj to this intefpmtation, were decided at a much higher level of Government; the 





other constraint area~sections of this report) indicates ttkt man; ministries are very slow 



The U S A  Working Group, hawevet, has not completely fulfilled its role in 
contributing significantly way tb constructive policy dialogue and refinement within 
the framews* of the program. 

It is important to point out that agreement on policy gods does not preclude 
analysis of the means of reaching them. This is particularly true when there is gmd 
reason to believe that in some cases the design and implementation of some projects 
were not leading to the achievement of their objectives which, in general, were in line 
with original GOZ goals. 

Daily the evaluation team discovemd policy issues surmundtn$ ZASA 
investments. The Worlting G m p  has been fms ter encounter the same issues;, debate 
them, anQ address them with small, timely pila projects andlat palicy studies, mast of 
which auld have been funded using t d  cunency and natianal carswtrants- If the 

and watcheei over the investments made, the 
at the ZASA evaluation would; have been 

. As it is, ZASA funded only four policy related dvities. 
on0 af which inwhred preparation of sail charts with little apparent policy mEewanrc=e. 

* Internal project reporting has been a problem from the start, impdins the ability of 
the Working Group to make sions on new projects. tack ot good reports 
impeded the work of the M u  team in determining prom impacts. 

set up a U S A  savetatsat appears, to have been ilk 
had a negatlva impaet on reportit-g. 

empk,, the person presenting a request to Be Working Group far funding 
nal hoursing far National Parla was ungbls to explain wh use had bieiskn; 

miads of previous ZASA funding or report even how many house ad bsn bulk, 
These gaps may be filW by the monitodng and evaluation unit recently estabE$hed 
within the the planning section of MFEPO to oversee ZASA and otbt  $onor-funded 

and honest m-asmss;mem ad prB$@nt 
af mality, and an axpressad williqnam 

002 and USAID around 

With remaining funds. it is recommended that U S A :  

pnojscts it has funded with 
to prfv;ate and pubtic sector 

which raise issues for which 
or two. Among the issues 



* Private ~ectw investment supported by ZASA's CIP that may be impaired by the 
GOZ's decision to reduce tenure security for commercial farmers 

* The impact of land tenure changes on overall agficuitural production and food 
security, given that productivity on resettiement farms is generarly lower than on 
fun-ctioniirtg commercial farms 
Implications of rising malnutrition and falling real wages on agriculture 
Employment of school leavers in the agricultural sector 

It is further racommended that new funds be made available thmuph UISA or a similar 
mechanism that include a clear role for ongoing policy dialogue and refinement. 
Specifllcajly: 

2. EstaMish a ZASA secretariat. with special responsibility for overseeing the reporting, 
monitarirrg, and evaluation of investments. 

1117te sion not to have a secretariat to handle ZASA-r01ataB matters was an 
unfortunate one which has had serious implications for reporting and nlecessary 
follow-up. Any tuture project run by an inter-ministerial working group should 
haw awmtarbt. 

3. msolrnces to the recently established rnonlbring and evaluation slrslction erf 
to pmride its sxpertise fur the o ~ ~ h t  of erxisting and new pmj86asE. 

gmp should assist the MIorkiw Group arcd its secmariat b 
hose ;;ectivities given ths largest resource allocations and 
imp(icationr related to issues raised by the economic 

libedizatlon being embarked upon by the 002. 

itations. including those representing communal. 
-scale commercial farmers, and other agricultural!y 

m r e  per year, work in^ 
e. At lower levels of 
than divide funds up 
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Data Table 1, (continuad) 
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Tlhe Recurrent Implications of ZASA Funding 

The original ZASA document correctly raised the issue of investments that 
wwld have recurrent cost implications that may be beyond the capacity of the 

mmeM of Zimbabwe to sustain. This is a conect and regular donor wow, In the 
luation the issue of recurrent costs was raised in relation to the three formal 
nts of agriculral training funded by ZASA: the University of Zimbabwe 

Faculty of Agriculture, and the agricultural colleges, namely Gwebi and Chibero. 

The real expendim per pupil throughout the educational and training system 
in Zimbabwe has declined q?&e markedly since Independence. This is in part ths 
mu# of falling real wages for staff, but, more significantly, it is compounded by then 
increase in student numbem. Elsewhere in this report are the figures which show the 
M i n e  in the real expenditure per student at Gwebi Agricultural College. It should be 

an ali white college and therefore many ui the services and 
without affecting efficiency. Once that had been 

at the same level as Chibero, both cotlegese nal 
to dedine. T ~ G  figures are now ckse to half of ths 

the con- for the recurrent cost irnpECaaiolns is 
conect land that there is ample e to suggest that Gcpvernrnent has not been 
able to maintain the recurrent e of the colleges as they have expanded. 
There is another visw to this that reported. ZASA endowed the Uniwrsity 
with a large oemrnerc4d fann, much of which was sepmed fmm student and research 
activities and put under the mmagement of a Famr Manager. 

That farm is run ammemWy. The intention was to p r o W  the University with 
a farm on which they GW~M conduct research tiiats nts in practical 
work 7he$aJanceob.IliSHefamrisanendowmenttotheF af Agriculture. The f m  
has bsen realising annual profits on its operations ing the University 
forawaMngmWkanthadit medewhenthefarm in 1W83.  Once 
that ban is repaid Ib Unhreajti it should be incumbent upon the Woddng Graup 
and USAID to s-li hat in fact dividends from the farm will go ta the Faculty st 
AgAculhurs. kl considerably same sf the recurrent 
long as the yenue fmm the farm is used to enhance the 
the Faculty to relieve the University and, indirectly, Go 
respnsibilie& 

?he position of Chibeno and Gwebi is different, Bath colleges am W n g  mrious 
constraints to their nunnal teaching operations, particularly on th0 pmcticai work side. 
Both colleges over the years have enjoyed the use of quite large tmct8 of goad land. 
To take the caw Of Chibem. It has for y e m  run a law and successlul dairy opmfion 
of over 120 cows. Indeed ad a new dairy with the latest anb 'best 
equipment. tt has also fun a frginia t~bacoe, crop on its h d  a 
its barns. These two have ic activities on the allege fm. 
these there haw bsen other activ'ttiss such as general livestack and the prod 
maize and other crops. In recent years, and similarly with activities at Gwebi 





ANNEX 4 
The Functioning of the ZASA Working G 

The most innovatiw part of ZASA, that separates it from other CIP programmes, 
was that it focused on a sector, namely agriculture, with a special emphasis, on local 
currency funding for small farmer production, that it accepted government's policy 
prescriptions soon after Independence, and backed them by allowing an 
Interministerial Working Group to allocate the funds. 

The first meetings of the ZASA Working Group have been reported as creating a 
fair degree of excitement. The fact that representatives across ministries but also 
operational agencies and field services in Government and the University were to 
meet regularly with the serious responsibility of discharging decisions around the 
financing of agricultural invastments was novel. It offered the means and the purposes 
to form a club; an influential if somewhat informal grouping. 

Othewise decisions are made essentially behind closed doors, with the 
concerned Ministry representing a distant field agency not always aware why a certain 
decision is made in MFEPD. 

Much of the first meetings of the ZASA Working Group was given ta setting up 
the system and reaching a sense of common values amongst the group as to what 
7ASA would look for, what it would entertain, and how it would monitor and follow up 
original investment. A second area concerned the role of USAID. 

The Working Group is a unique institution within Government since it brings to 
bear a number of areas of knowledge and experience as well as responsibility. The 
ZASA constraint areas included an area on policy work and research which armed the 
Wotkisrg Group with a fund that it itself could draw upan but which obviously could also 
be used to fund research proposals from outside the Group. As a Group looking at 
investment proposals it was also expected that through the monitoring of the 
implementation of investment and by Group members visiting institutions and 
agendes benefited, the Working Group would be able to husband those investments 
in terms of implementation but also by pushing into areas of policy and of follow-up 
investments so that the oringinal investment ideas may be made more attractive. 

In the first meetings of the Working Group there was some expectation that the 
successful use of the ZASA counterpart funds along with the matching foreign 
exchange might lead to a second ZASA programme. In other words the first three 
years were a trial period for the effectiveness of the Working Group albeit that the 
programme was expected to last six yeam. Part of the task thefefon was to find and/or 
develop, if not falthcoming, wofthwhile investments that assisted the small farm sector. 
Part of the understanding was that ZASA was expected to demonstrate the rapidity 
with which Government could allocate funds for new additional investments beyond 
what Government was capable of funding itself and use the flexibility of the 
mechanisms provided to disburse funds quickly and thereby to see implementation 
proceed expeditiausly. 

a - -  - - 



At first the ZASA Working Party was chaired from the Depannent of both in 
MFEPD which managed the PSlP - the planners. Quite early on the lead was 
switched Po the Department in MFEPD that deals with donors. This appears to have 
been a major mistake and one in contradiction of the promise that the Working Group 
would first look at the globat and particular requirements and opportunities for small 
farmer development, and then decide on ZASA funding. 

Officials who attended ZASA meetings reported that they were not regularly 
invited - once they had been to the Working Group to defend a submission they were 
given to feel that they auld not expect a second round of funding, and so fell away. 
From 1984 the list of members changes in two directions: towards junior staff and 
towards a smaller group of Ministry officials whose normal work was to process 
projects for donor funding. Real experts who coukl raise the debate above funding 
allocation fell away. This disappointment was strongly registered in ZASA minutes of 
December, 1988. but appears much earlier in minutes in 1983 and 1984. 

Wth the declining authority and range of represenation in the Working Group, 
officials argued that certain projects received special attention prior to meetings, 
thereby unclewriting the dsmocratic nature of the Working Group. An insider/outsider 
dimension appears to have crept in in line with the return to conventional pmcessing. 

m e  University for instance, a rich repository of knowlectge on small hmers 
issues, has  not been invited to U S A  meetings for over two yean. At one U S A  
meeting convened to meet the evaluation team, the discussion war with only three 
members out of foulteen present. Seven were from MFEPD, two from MLARR, one 
from the Ministry of Higher Education, on from National Parks, and three tmm the 
Ministry of Cooperative and Community Development. Apart from the Cheiman, an 
Under-Secretary, all were junior staff. The three from Coops were there to defend a 
funding request. The only woman in the group was then only as a member of the 
group that had come to defend its request for funds. What was must nodable about the 
exercise is that the AFC, which had managed the first such U S A  grant to the 
Cooperative Unions over the past five y8arSm was not invited. it alone had the 
kn~whad$e upon which to judge the prsposa!. Instead the Cooperative Department 
appeared before an inner court with Sile or no institutional memory and timitad to 
junior edministratiwa officials, however good, whose task was to process funding. 

The accusation that MnisMes and agencies were not "committed. to ZASA 
meetings cannot count for much. fhe evidence is that ~ov~rnmont denied the U S A  
Working Group itr d y m k  mk earQ on. This decision in MFEPD is in keeping with 
that Ministry's w i l  to avoid cornmittmen8 to ideas and proj.ds, preferring instead the 
case of being Ule final financial orbiter. This pmcodure sits uneasily with the Ministry's 
second and newer function, Economic Planning md Development. The high turnover 
of and increasingly junior staffing has also hampered that role. 

A proposal was made in August 1984 to establish a U S A  secretariat within the 
donor section of MEEPO to act as a repository far matten to be treeted by the Working 
Group and, in effect, to constitute its institutional memory. This proposal was n q  
approved and no secretariat was established. A monitoring and evaluation unit was 
established, however, at MFEPD shortly before the evaluation team amved in country. 

A -- --a Darn 1 1  PI& 



This unit had had no time ta da any substantial evaluation o 
1990. 

It appears that the hiatus in the USAlD programme in Zimbabwe from 1985 also 
impaired the functioning of the Working Gmup. It meant a cessation of new funds and, 
when re-established in 1988, provided far smaller funds than had existed in the 
beginning. This must have contributed to the clear decline in the seniority of persons 
attending the Working Group. Another factor which may have contributed ta the 
decline in the seniority of ZASA's Working Group members may have been the sense 
that U S A  itself was coming to an end. In one of the interim evaluation reports, 1986, it 
was recommended that ZASA devote the balance of the funds available to 
consolidating existing investments. 

Had the ZASA programme been completed within the six year period, and had 
an exp-ation of a foibw-up programme existed, it may well have maintailfled the 
earfly momentum within the Working Group. It, for indance, may have produced a 
more limited variety of investments but with a clear growing portfolio of successor 
Investments to the original grantees. As the Group explored the issues around small 
farmer . . agrScuRure one would have expected to see a new category of investments 

which was typif by small experimental investments, pethaps preceded by 
h programmes, ich sought to unravel poky and programme issues so that 

either fASA or Government itself could put in bigger money in the second phase. 
?here is rile sense that either of the tvuo activities, successor investments, and seed 
money towards unravelling more worthwhile and larger investments, took place. 

Some of the beneficiaries of the tASA Working Group decisions reported that 
there was a sense that money was to be distfihted widely and that it woufd be dWcuEt 
to come back to ZASA for a second or third round of investment. This is not entirely 
supported by the evidence. ZASA has supported a number of investments mare than 
once. A ease in point is agdcubtal res881.cn. Here the lubrication from one gmnt to 
another may well haw been the gaad relationship that exis&d between the PRdSS 
and the Agn"swkral Officer in USAID. On the ather hand 1 is alsb clear that civil 
servants recqnised the importame of agricubtal res8arch and sought within the 
limitations imposed by Tmawy to maintain tho agrhhrsl research effort at as high a 
level as they au9d enginset. 

UISA document fists six policy areas where p o l i i  reform wes f e l  
to be critiaal to progness. Thm are as folkmn: 

(1) Government allocation of a greater share of budgetary, human, and 
isamn;Ei l  ~resourr;es to pnograsns directed toward smallholdEet needs, without 
unduly inmasing rrecumnt casts; 

(2) Implementing agendrr' demonstrated capabilities and actual progress in 
irnplenrentafian af agfkulturral sector pnoglams; 

(3) Progress of tho lntorministerial U S A  Working Group and its ability to 
caardinats project development, monitoring and implementation, in the 
context of esbbMshed 002 procedures: 

(4) The spedfic contribution made by ZASA-funded pro jas  to meeting resource 
gaps in the constraint areas; 
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The policy on Trade Liberalisation and structural adjustment could allow the Cotton Marketing 
Board managmeent and the expected New Board greater autonomy in decision making on matters that will 
stimulate p-vs activity. It is expected then that Mutoko depot could benefit from increased 
production. Mutoko as a growth point, has been targeted for devebpment by government in line with its 
policy of decentralisation. When the project is operational, the depot's contribution to the national 
economy will be fairly similar to Mahuwe. 

The ZASA committee have approved in principle the funding of the structural erection of the 
Kadoma Replacement ginnery. The ginnery will make a substantial contribution to the Cotton Marketing 
Board. The present ginnery is over 20 years old and the cost of repain and maintenance has rendered 
the depot uneconomic. 

Other projects funded by the USAID are: 

(a) Sanyli Phase 1 (1 984) Grant Z$1,7 million 
(b) Bindura (1985) Grant ZS 3 million 
(c) Banket Press (1985) Counterpart ZS 0,498 million 
(d) Forklift Tmcks (30) (1986) Counterpart ZS 1,3 rn 
(e) Chegutu Press (1988) Counterpart ZS 0,75 million 
The CISAID has made significant contributions to Cotton Marketing Board and management would 

like to extend its appreciation and thanks to the U.S. Govemmnt for this assistance. 

From 1984 when Cotton Marketing Board first received assistance from the USAID cotton 
production gradually increased from 250,244 tonnes to a record 323 tonms in 198718. Problems of 
planting seed, viable producer prices, weather and disease have seen a decline in the production over 
the last three seasons. - 

The Cotton Marketing Board's strategy is to reach a million lint bales by the end of the second 
National BevekQment Plan. A Review of our present ginning capacity indicates that we are able to gin up 
to 350 000 tonnes of seed cotton. To achieve our t amed  production the Board management is 
proposing to increase its ginning capacity by the acquisitkn of additional ginneries. - 

N0.W MAX 
GlNNERlES GINNING 

CAPACITY 
TONNES 

YR 0 (1- 9 350000 

Additional ginning capacity over 
the next 4 years Year 1 1 50 000 

year 2 1 50 000 
year 3 1 50 000 
9 = 4  1 sQUx2 

I3 561)#W)t 

It is assumed that seed cotton Make will increase from year 1 at an average d 56,006 tonnes annually. 

PROOUCTION INTAKE LINT GINNED GINNING 
dUrrURN TdNWES QllmuEMSEEb - 

TONNES TONNES 
Year 0 350 000 126 875 217 875 5 250 
Year 1 400 000 145 006 249 000 6 000 
Year 2 450 000 163 125 280 125 6 750 
Year 3 5 0  000 181 250 311 250 7 500 
Year 4 550 000 199 375 342 375 8 250 
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farmers as women in the Zimbabwean context. As a group, they outnum 
substantial margin. 

For this reason, it is importantt that programs and projects aimed at agricultural and iural development in 
Zimbabwe be designed with the ruies played by women in the rural household firmly in mind. 
Devebprnent activlies designed and implemented without reference to or consideration of the gender of 
participants and beneficiaries are at best likely to be less than fully effective, at worst to be entirely 
inappropriate and counter-productive. 

She primary purpose of this WID component of the ZASA Impact Evaluation is to provide a 
comprehensive, unbiased evaluation of the impact the program has had on women engaged in agriculture 
in Zimbabwe. Accomplishment of this purpose will provide not only a measure of what the program has 
achieved for this major, crucially important segment of the rural population, but also a measure - a very 
significant measure - of its impact overall on agricuttural production, incomes and living standards in the 
country* Thus, while examining the program to ascertain the extent to which it has been successful or 

. unsuccessful in meeting planned objectives, and while commenting on its successes and failures in that 
respect, the major thrust of this campanent will be to help in determining whether the design and the 
course followed by the program have been appropriate in terms of the gendar realities of the arena in 
which it has operated. The mapr goal of the component will be to identlfy and articulate lessons to be 
learned from the experience of the program by the Government of f imbabwe (602) and USA10 and, 
beyond that, to point to salient factors which should be considered in the design of future programs 
dealing with the development of the sector. 

STATEMENT OF WORK 

Because ZASA is a -, and andbecause it is the central purpose of this evaluation to 
reach findings and conclusions regarding the impact the program has had on the performance of the 
agflcultufal sector in Zimbabwe, it is imperative that the overall evaluation process be informed by insight 
into women's robs in agriculture and into the part wamn have played in the pmgram itself. Therefore, the 
WID consultant will identify and foars K i r  attention on gerrder issues asscbciated wlh the evaluation 
team's examination of ZASRs design and implementation experience. Folbwirbo the general format laid 
out in the main Impact Evaluation Statement of Work and working closely with other team members, the 
wwultant wil  work to oollect, organize, analgcre, and interptet available data on: 

1) female participation in Zimbabwean agrlartture and the impact of ZASA on that 
participation. 

2) governmental and social perceptions regarding women's robs in small-- agriarbre 
and their place as participants and beneficiaries in the planning and imp&rnentation of 
devebpment-oriented programs and projects. 

3) governmental policii guiding developmental assistance to the agricultural sector, 
espscialiy as they relate to and affect women. 

Specifically, the WID Specialist will work to obtain and utilize gender-disaggr-ted data which are 
pertinent to tho purposes of the evaluation. Wihin this framework, he/she will seek answers to the 
quest ions which folbw: 

In relation to 'a"Mt ZASA program *be#, 

- Have women particiied in -ration to their numbers and importance in agficulture? 

- Have lrvomen benefied in the same way and to the same degree as have men? 

- Have activities been planned and implemented h ways that take women's needs and 
interests into consideration? 

In relation to the government's agricultural and wal devekpment program as a whole, 





ANNEX 7 
EVALUATION METHODOLOGY 

The evaluation mission began on October 22, 1 990, and delivered its revised 
report to USAlD in February 1991. Final revisions were undertaken during May 1991. 
The team, under the sponsorhip of the State University of New York, consisted of: 

Malcolm J. Odell, Jr., Ph.D.; Team LsaderJSocial Scientist (US) 
Jeff Dorsey, Ph.D.; Institutional Analyst (US), and 
Norman Reynolds, Ph.0.; Agricultural Economist (Zimbabwe) 

A Women in Development Specialist, Carolyn Sachs, Ph.D., from GENESYS (US), 
joined the team for three weeks, from October 27 through November 17. Research 
Assistant, Washington Muzari, a graduate student in the Faculty of Agriculture at the 
University of Zimbabwe, worked with the team on data collection and analysis 
throughout the field research process. Milton Mambo and Stephen Tangwena of the 
Ministry of Finance, Economic Planning and Development and Ministry of Lands, 
Agriculture, and Rural Resettlement arranged appropriate introductions and field trips. 
The USAlD staff members from the Mission and Nairobi REDS0 office who were to 
join the team according to to provisions of the Scope of Work were not able to join the 
team as planned. 

Because of the comprehensive nature of the ZASA program, its broad sectoral 
function, separate commodity import and local currency components, seven constraint 
areas, and 84 sub-projects implemented by 18 agencies, a four-pronged evaluation 
methodology was developed. This included (a) soliciting data and reports from 
participating agencies, (b) key informant interviews with senior staff from those 
agencies, (c) field visits to observe a cross-section of all major allocations, and (d) a 
sample of interviews with end-users communal and commercial areas as well as in 
educational and training institutions. 

Field visits and meetings with GO2 officials, agencies, farmers, and private firms 
were conducted through November 16. An outline of the report, with preliminary 
narrative, was shared with USAlD and the Working Group on November 9, and 
expanded into a first draft report which was distributed on November 19. The majority 
of the team members completed their in-country assignments by November 22. 
Because USAID staff members from neither the Mission nor Nairobi REDSO office 
were able to join the team as planned, the inlitutional analyst extended his stay 
through December 16th to conduct further analysis of the Commodity Import Program 
and both the Team Leader and Institutional Analyst undertook substantial additional 
data analysis and write-up in the USA during January and February 1991. A revised 
report was reviewed with the Mission on December 14 and a further draft, re- 
organized in light of changing Mission requirements and including an expanded CIP 
section, was submitted February 25, 1991. At the request of the Mission, the report's 
organization was returned to that originally proposed and minor revisions were 
incorporated in May 1991. Data unavailable to the team during its field investigations 
were incorporated into the revised drafts submitted in February and May 1 991 . 

During the evaluation, meetings were held with approximately 110 individuals 
involved with the U S A  program. These included nearly 70 officials from 002, USAID, 


















