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L BES AVAILA-ALI DOCUMENT 
1. 
USAID will complete the Range Management Improvement
 
Project as scheduled in the revised Project Paper. 
 Purvis 8/30/86
2. Within the context of the development of its revised
CDSS, USAID will consider the future of AID development

assistance to the extensive livestock sector in Morocco. 

3.. 

Purvis 2/01/85
USAID will request in writing that DE examine the
appropriateness of Lpgradine DE/SP from the status 
of a

Service, to that of 
a Division, and to irforn USAID Lf
the basis and results of its determination. 
 Purvis 1/15/86

4. USA'D will 
request i. writing tnat DE exE-:ne, within

the fra.,ewcrK of 
current profect activity, its "long-tlerm.,

development strategy" and the findings of the evaluarLbtn
 
in this regard. USAID will discuss the findings of DE in
the context of CDSS preparation. 

5. 

Purvis 1/15/86

USAID will request in writing that DE develop a plan
and time frame for transferring control of the Plant
 

Materials Center to the private 
sector. USAID will support
this planning effort within the framework and remaining

lifetime of the Range Management Improvement Project.

USAID will consider including this activity as
 a PL 480 Self Help Measure in FY 86. 

6.' 

Purvis 1/15/86
USAID will share its concern with DE at the finding

of the evaluation that U.S. 
technical assistance is not

adequately integrated into DE/SP and request that DE

develop and provide to USAID an 
immediate plan, in collaboration with the consultants, 
to remedy this situation. Purvis 
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Moroccan livestock depends upon extensive rangelands for a significant
 
portion of its forage needs. The purpose of the Range Management Improvement

Project (RMIP) in Morocco was to strengthen the capability of the Range

Management Service (DE/SP), a division of the GOM's Livestock Directorate (DE),
 
to plan and implement its applied research, extension, and rangeland development
 
programs. Technical assistance was provided by Utah State University (USU).
 
The project began in 1981 and the PACD is August 30, 1986.
 

Serious implementation problems resulted in a major redesign of the project

in mid-1984. This final evaluation was conducted in October 1985, by a teea of
 
independent consultants. It particularly focused on the project's

implementation performance in the 15 months since tne redesign. The evaluation
 
team concluded that AID and USU had made an important contribution to creating-a
 
range management capability within the GOM, and that the decision to redesign

the project in 1984 and to cojntinue with the USU involvement was a sound one.
 
It noted, however, that achievements during the last two years of the project
 
were limited by the time and resource limitations inherent in the redesign (e.g.
 
no provision for additional funding or a significant extension of the PACD).
 
The assessment of the full extent of institutional capacity achieved and its
 
future payoff must be seen within this context.
 

The evaluation pointed to long- and short-term training and the development

of the Plant Materials Center as major successes. Problem areas identified
 
included: a lack of full integration of the sociological res'arch and the range
 
management and extension efforts, and limited economic research and extension;
 
interpersonal and bureaucratic relationships among GOA staff which hindered
 

Sproject-related activities at 
some sites; and a technical assistance structure
 
Swhich wds not adequately integrated into the host institution. Since range
 

management does not have adequate bureaucratic priority within the GOM, the
 
evaluation team recommended that DE/SP be upgraded from a service to a"division
 

- level. 

The evaluation team also felt that DE/SP should concentrate on addressing
 
land use and range management questions, leaving research and extension
 
activities to other agencies. It expressed concern that DE/SP was spreading its
 
resources too thinly, in an effort to establish a presence throughout the
 
country. Finally, the tearr also pointed out that inadequate attention was being

given to creating institutional capacity at the local level, through the
 
promotion of local beneficiary organizations. The evaluation team recommended
 
that the RKIP be terminated as plarned, but that AID continue its involvement in
 
the extensive livestock sector, with DE/SP as a lead agency. It also
 
recommended that the Plant Materials Center be "privatized".
 

Instit. Bldg. Spec. 27 
Program Eval. Spec. Development 27 $58,324 PD&S 
Range Devel. Spec. Alternatives, Inc. 27 
Range Extension Spec. 27 
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1. This is the summary of the final evaluation of the Range Management
 
Improvement Project (RMIP) in Morocco. The project is scheduled to end in August
 
of 1986. The purpose of the RMIP is to stren&theni the capability of a GOM
 
institution, the Range Management Service (DE/SP), to plan and implement its
 
applied research, extension, and rangeland development programs. The RMIP,
 
Implementation of which began in 1981, originally focused on range extension and
 
long- and short-term training. Utah State University (USU) fielded a five person
 
team to implement the project.
 

2. A mid-term evaluation of the project coriucted January or 1984, while
 
identifying several serious implem.,ntation pr:'~ers t -at needed urgent attention,
 
was optimistic concerning the Project's potep,.tal. Following upon their
 
recommendations, the project underwent a major relesign, involving changes in
 
personnel and TA structure and the adcption of a m:re explicit focus on an
 
institution building objective for the projet Given the very serious problems
 
encountered in the first three ears of impl%-n.--,tat.on, AID deciaed against
 
obligating additional funds to the project or s1_nificantly extending the
 
life-of-project. Consequently, the project hdd only two yoars in which to carry
 
out the prograw outlined in the redesign Yny of the more serious implementaticn
 
problems identified in the linal evaluation stem directly from -the time and
 
resource limitations inherent in the redesigu.
 

3. ' In assessing the role and function of OE/SP and its performance to date, the
 
evaluation team examined the following project-related activities:
 

Agplied Forage and Anima, Prodictior Research. This research included:
 
forage adatation trials; grass and leE,,rre seeding, s -ub plantings; the collection
 
of production data; contouring Arid water catchents to increase water irfiltraticn
 
on rangelands; fert;lization to increase forare prodction-, earch into livertcock
 
production; livestock her ,h activities; and ram sterilization. Though protlems 
were encountered in carrying out this research prcgram, the evaluation team felt 
that it was appropriately conceived, and should be continued. 

Sociology Research. The evaluation team felt that the sociological restarch
 
under the project was not adequately focused in that it was not explicitly directed
 
at answering questions posed by range managers. The evaluation team felt that much
 
of the information gathered from the project's Agro-Pastoral Systems Study could
 
have been obtained more easily through a more extensive literature search and
 
through better use of Moroccan staff. In addition, the analysis and application of
 
data collected to extension programs was :nacl.-2ate. While the capabilities of the
 
lower level..DE/SP staff to collect sociological field daL.were increased, little
 
attention was given to training them in data analysis and application of the
 
results. The.social science component still has not been well integrated into the
 
RMIP and local administrative staff often do not understand why the sociological
 
data is being collected. The evaluation team was concerned that sociological
 
efforts by DE/SP staff would cease after completion of the project, unless those
 
Moroccans returning from the U.S. with training in sociology were given an
 
opportunity to redesign this component.
 

Data this smmry prepared 
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Economic Research. Progress in meeting the project's economic analysis
 

This is because the responsibility for directing the
objectives has been limited. 


economic research program has rested with the project's chief of party (COP), whose
 

managerial responsibilities have precluded sustained effort in this area.
 

Extension Activities. Extension-oriented technical assistance has been
 

somewhat limited as the team has concentrated its efforts on obtaining data for
 

Extension efforts have included: seeding of
future extension applications. 

perennial forages; extension programs for users of perimeters; colperative
 

formation; and field days. Though identifying uperational problems, the evaluation
 

team felt that the seeding of forage on private land was a .omising approach which
 

could provide a basis for greatly expanded activity by DE/SP in the future.
 

Training. By the PACD 11 Moroccans will have received MS degree training in
 

the United States (9 in range management and 2 in rural sociology). Also by the
 

PACD, 80 person months of short-term,training will have been completed and a large
 

number of DE/SP field staff will have benefitted from in-country training
 

activities. The evaluation team concluded that the training cor;onent of the %YP
 

was both an essential and a successful effort, with little doubt that DE/SP
 

capability has been g&eatly enhanced. The evaluation team suggested that the
 

training component should not be neglected in future activities developed in
 

Korocco, though emphasis might be shifted from short-term training in the U.S.
 

towards assisting Moroccan educatioiLl institutions to provide it.
 

The Plant Materials Center (PMC). Establishing the PMC as a viable
 

institution has been one of the major achievements of the RMIP--a combination of
 

resource availability, training, the calibre of the Moroccan staff, and intensive,
 

experienced TA on a one-to-one basis. The process of developing the PMC reflects a
 

very coordinated effort between the GOM and the RMIP. Planning, design and
 
a timely manner. The
construction have been well organized and were completed in 


evaluation team recommended that the 0OM consider "privatizing" that facility.
 

4. 	 The evaluation team was generally impressed by the enthusiasm and
 
project. The evaluation teaprofessionalism of DE/SF personnel asigned to the 


noted, how;er, that those sites with the most active programs 6ere those with rye
 

which DE/SP has been working the lonfest. The
most experienced senior staff and at 


quality of interpersonal and working relationships between DE/SP project managers
 

and their immediate superiors was a significant determinant of the success of
 

project activities at the various sites.
 

5. After the mid-term evaluation, the majority of the TA team was relocated to
 

Rabat. This was done in order to better coordinate the project, ensure a common
 

program of activities across the sites, and make the differing technical expertise
 

available to all sites. It was hoped that the TA staff would become mobile
 
assist with planning and
technicians visiting sites on a regular basis to 


monitoring, provide technical-assistance, and to resolve any problems that arose.
 
to ensure continuity of effort
To supplement the efforts of the senior TA staff aad 


in the field, s,,eral PCVs whose tours were ending were employed to serve as junior
 

technicians. As a consequence, the amount of time per month that TA staff were
 

able to spend at any given field site was limited. While the visits from Rabat
 

were appreciated, Moroccan personnel felt they were too brief and left little time
 

for serious discussion of the problems and issues that had arisen since the
 

previous visit. In addition, the centralization of the TA, combined with the lack
 

of available space in MARA, led to the creation of a serarate project office in
 

This has not served the long-term interest of creating institutional
Rabat. 

capacity in DE/SP.
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6. The evaluation team noted that the problems of extensive livestock production
 
in the lower rainfall areas of the country do not receive adequate priority from
 
the GOM. In part, this :A because of the position of DE/SP within MARA. DE/SP is
 
the youngest service within the DE and its mandate, improving degraded rangelands,
 
is a departure from DE's traditional orientation towards animal health, genetic
 
improvement, the augmentation of milk production in ORMVAs, etc. Historically, the
 
lion's share of DE's resources has gone to these latter %ctivities. The upgrading
 
of DE/SP to the division level would provide those responsible for range management
 
with improved budgeting, additional staff, and a louder voice in policy decisions
 
that affect Morocco's rangelands.
 

7. Under the auspices of the RMIP, DE/SP is currently engaged in both research
 
and extensicn. This was due to the lack of functioning of rangeland research and
 
extension in Morocco. The evaluation concluded that the proper role of DE/SP
 
should be limited to land use and range management. The burden of research and
 
extension activities should be passed to the appropriate specialized agencies.
 

8. As a relatively new institution, DE/SP is concerned with establishing a
 
presence in those parts of the country where it can make a contribution to
 
rangeland development. As DE/SP spreads itself thin, however, it becomes less
 
effective, given limited personnel and resources. The evaluation team suggested
 
that DE/SP re-evaluate the degree to which it wants to concentrate or disperse its
 
resources and personnel, as well as whether it should transfer personnel and
 
resources to more promising sites and from those where there has been little
 
progress to date.
 

9. DE/SP's strategy is focused on the creation of range management perimeters,
 
with DE/SP playing the role of both manager and policeman. Inadequate attention
 
has been given, however, to creating institutional capacity at the local level,
 
through local beneficiary organizations. Such organizations, however, can promote
 
sustainable and replicable development, especially by marshaling local resources
 
and mobilizing beneficiaries. The evaluation team argued that DE/SP cannot do
 
rangeland management and development in a vacuum and that it is in DE/SP's self
 
interest to support beneficiary groups.
 

10. The goal of the RMIP is "to increase livestock productivity and production
 
efficiency by Morocco's low income livestock producers." At present, this goal has
 
not been met, as a result of climatic, temporal, political, and social factors. In
 
addition, given the start up problems of the RMIP, the complexity of the issues
 
faced, and the long-term nature of the project's institution-building purpose, it
 
was unrealistic to expect this goal to have been achieved during the life of the
 
project.
 

11. The major recommendations of the evaluation team included:
 
o 	 The completion of the RMIP as planned;
 
o 	 AID continue its involvement in the extensive livestock sector (with
 

DE/SP as the lead agency);
 
o 	 AID promote the upgrading of DE/SP from the status of a Service to that
 

of a Division; and
 
o The privatization of the Plant Materials Center.
 

AID actions on these and other recommendations are presented in Section E of the
 
face sheet.
 

12. The evaluation team concluded that USU had made an important contribution to
 
the long-term American commitment to create a range management capability within
 
DE, and that both USU and AID should take pride in having contributed to this
 
process. The decision to redesign the project in 1984 and continue with the USU
 
involvement was a rational one. Failure to do so would have set back and perhaps
 
permanently impaired the creation of this range management capability in Morocco.
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1. 	Gow, D., D. Burzlaff, -. Duggan, and R. Martin, "The h..ge Management 
Improvement Project in Morocco: An Evaluation", Rabat, October 28, 1985. 

2. 	Gow, D., B. Duggan, D. Burzlaff, and R. Martin, "Opportunties for AID in the
 
Extensive Livestock Sector of Morocco", Rabat, October 28, 1985.
 

3. 	Gay, C., Letter to Dr. Malcolm Purvis, FAO, USAID, concerning the Final
 
Evaluation of the Range Management Improvement Project, October 31, 1985.
 

4. 	Chase, R., Letter to Dr. Abbes Marsile, Director of the Direction de 
.1'_V1 P_*A nnAvrning he . actio decisions of this evaluation. 
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1. Mission potes that the evaluation team, in addition to preparing Its
 
evaluation report, examined for USAID the extensive livestock sector in
 
Morocco as a whole. To this end, they prepared a second document, entitled
 
"Opportunities for AID in the Extensive Livestock Sector of Morocco". This
 

* 	 Opportunities Paper provides additional information with respect to the
 
development of the extensive livestock sector and the context in which the
 
project operated. This information will utilized by USAID in the development
 
of its revised CDSS in early FY 86.
 

2. USAID notes that the evaluation did not offer recorr-endations or reach
 
ficm conclusions concerninE a number of issues. These include the importance
 
of dealing with common property rights in rangeland development projects and
 
of alternative measures for addressing the classic tragedy of the commons
 
problem, and measures to more effectively incorporate sociological concerns in
 
rangeland development efforts. USAID will,.however, further exa7irne these
 
issues in decidi'ng whether or not to provide further development assistance to
 
the extensive livestock sector.
 

3." USAID concluded that the responsibility for acting upon recommendation
 
No. 4 in the evaluation, dealing wit-h the scope and nature of Peace Corps 
involvement after the termination of the ROIP, rests with the Peace Corps. 
Therefore, it is not included among the Action Decisions. Nevertheless, the
 
Peace Corps will receive a copy of the evaluation report and of this Sur,:ry.
 

4. A clarification and elaboration of Action Decision No. 4, that DE 
"examine, within the framework of current project activity, its long-term
 
development strategy and the findings of the evaluation in this regard" is
 
necessary. To this end, a copy of a letter from USAID to the Director of the
 
GOM's Livestock Service is attached to this Evaluation Summary.
 

5. USAID notes that the evaluation team did pot explicitly identify
 
"lessons learned" from the project. The following "lessons" have been
 
suggested by USAID personnel, however:
 

- The administrative responsibilities incumbent upon a Chief of Party
 
(COP) of a large or complex project will severely limit the amount of time
 
that he can dedi'cate to fulfilling a technical role. In such cases, technical
 
responsibilities that are critical to project success should not be borne by
 
the COP.
 

- A major redesign may turn a "problem project" around. However, if 
such an effort comes late in the project's life, it should not be expected 
that the project can make up for all of the time that has been lost. 

*~~**~~- _ ___ . .-- - _ _ _ _ _ _ * .-.
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L. COMMENTS BY MISSION, AID/W OFFICE AND BORROWER/GRANTEE (cont.)
 

- Peace Corps volunteers with professional background in range
 
management and sociology were assigned to this project. Upon the completion

of their Peace Corps tours, several of these individuals were hired by USU to
 
serve as junior-level technicians on the project. The continued participation

of these individuals, given their in-country experience and language fluency,
 
was crucial to maintaining the project's momentum during its redesign. This
 
was an innovative and very cost effective effort. It should be noted,
 
however, that host country staff who had worked with these individuals as PCVs
 
found it difficult to view them as performing new and more responsible
 
functions in their new incarnation.
 



UNITED STATES OF AMERICA 
AGENCY FOR INTERNATIONAL DEVELOPMENT 

RABAT, MOROCCO 

United States Address : Adresse locale 
Rabat (ID) All J) tj. 137 137, Avenue AUaJ Ben Abdallah 
Departmnent of State • B.P. 120 
Washington D.C. 20520 120 . jj...4 Rabat, Maroc 

- T616phone 622-65 

622-65 :_"li
 

Dr. Abb~s Marsile, Director
 
Direction de 1'Elevage
 
Minist~re de l'Agriculture et de la Reforms Agraire

Rabat ,
 

Dear Dr. Marsile,
 

Attached is a copy of the October 1985 Evaluation of the Range
 
Management Improvement Project, prepared by an independent evaluation team,
 
and an Evaluation Summary prepared by USAID. USAID is pleased by tL.e
 
evaluation team's major conclusion that the efforts carried out under the
 
project significantly strengthened the range management capability of
 
Direction de l'Elevage (DE). The evaluation identified a number of
 
significant achievemetits of the Project, particularly the success of the
 
training component and the development of the Plant Materials Center as an
 
important national resource for Morocco. The evaluation team was also very
 
complimentary of the enthusiasm and pLofessionalism of your staff.
 

You will note that, although the evaluation recommended that the Range

Management Improvement Project be terminated in August 1986, as currently
 
scheduled, it also recommended that AID continue its assistance to the
 
exteasive livestock sector of Morocco. In addition, USAID views the following
 
evaluation recommendations to be of particular importance.
 

1. The evaluation team reccommended that the Direction de l'Elevase (DE)
 
examine the appropriateness of upgrading the Service des Parcours (DE/SP) from
 
the status of a Service, to that of a Division. 1hey suggested that this
 
would provide DE/SP with a more appropriate place in policy matters and help
 
DE/SP to become more effective at the DPA level. We would be interested in
 
having your views on this matter.
 

2. The evaluation team recommended that DE develop a plan and time frame
 
for transferring control of the Plant Materials Center (PMC) to the private
 
sector. Privatizing the PMC may be the best method of ensuring that it
 
becomes financially self-sustaining. USAID supports the recommendation that
 
DE initiate such a planning effort and requests that you communicate your
 
findings to USAID prior to the departure from Morocco of Mr. John Harding.
 



3. The evaluation team recommended that DE examine its long-term
 
development strategy for the extensive li estock sector. USAID strongly
 
endorses this recommendation. The evaluation team identified a number of
 
ifsues which should be addressed by such a long range plan, including the
 
following:
 

- Budget allocetions by DE appear to be largely directed at intensive
 
animal production needs (particularly animal health and genetic improvement)
 
rather than range management and the improvement of range resources. The
 
evaluation team expressed concern that DE's efforts to improve the nation's
 
range resour'ces will not succeed unless DE/SP ;s provided with increased
 
resources.
 

- The evaluation team suggested that the development strategy of
 
DE/SP define its proper role and functions. It recommended that, as a
 
relatively nea and small division, DE/SP limit its principal role to land 
use
 
and range management. It recommended that responsibility for carrying out
 
research and extension activities per se he placed upon the specialized
 
institutions and agencies equipped to do so. rE/SP's role in research could
 

then focus on the development of research hypotheses and scopes of wurk fur
 
contracts (based on its kncwledge of the needs of livestock owners), and it
 

could contract for the actual research with bona fide Moroccan research
 
institutions like INRA/Settat and INAV. With respect to extension, the DE/SP
 
role could be to work with the Division de Vulgarisation, the DPAs and the
 
ORMVAs to develop training curricula and programs for existing extpnsion
 
agents.
 

- The evaluation team also suggested that, as part of DE/SPs
 
development strategy, it must avoid spreading itself too thin geographically.
 
The team recommended that DE/SP shift its resources away from those areas
 
where local conditions have frustrated efforts to improve management of common
 
lands and reallocate them to those sites which snow real potential for the use
 
of grazing controls, reseeding and/or other productive rangeland marngdmdnt
 
techniques. Clear-cut criteria should be developed by DE/S for the
 
identification ard evaluation of unforeseen op[,ortunities, as is curreritly
 
being done in Midelt/El Faija.
 

- Finally, the evaluation team reconunnnded that DE/SPs developant
 
strategy come to grips with the need for grazing controls to prevent further
 
degradation and loss of communal lands. There is a need to ielftify
 

institutional, organizational and legal approaches appropriate to the lvcal
 
conditions of each perimeter which would reduce overgrazing and permit tte,
 
regeneration and/or reseeding of communal lands. The evaluation team
 
recommended that greater attention be focused on the creation of effective
 
local organizations as vehicles for rangeland improvement, and that DE
 
actively encourage and support efforts by local communities to better manage
 
their common land. Other approaches to dealing with overstocking (e.g. limits
 
on livestock numbers through taxation, land sale prograris, etc.) were also
 
suggested for examination.
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4. USAID 	notes with some alarm the evaluation team's funding that the two
 
perallel organizational structures have developed, one wholly Moroccan in
 
DE/SP and the other wholly American in the "Project Office". The implication
 
is that the activities developed in one office may not be fully agreed upon

and adopted by the other, and that the complete physical separation may result
 
in a lock of well-integrated, joint activities focused on the transfer of
 
technology. This could prevent, in the last analysis, the achievement of the
 
project's institutional development objectives. Please discuss this issue
 
fully with the Utah State Team and advise us of the means by which both
 
parties will address the problem together over the remainder of the project,

in order to maximize the inscitutional development and technology transfer
 
achievements of the project.
 

In conclusion, USAID takes pride in the efforts of this project over the
 
last four years and believes that the foregoing major recommendations, if
 
addressed during the next few months (and prior to the termination of the
 
Project), will significantly enhance the achievements of the project and
 
further range management in Morocco. USAID looks forward to distussing these
 
and other evaluation findings with you and your staff in the near "uture.
 

Sincerely,
 

Rob &$se
 
Dire tor
 

cc: 
Roger Banner, USU Chief of Party. Range Management Improvement Project

Ben Norton, USU Campus Coordinator, Range Management Improvement Project
 

Attachments: 1) AID Evaluation Summary, Range Management Improvement Project
 
(608-3145) Nov. 5, 1985.
 

2) GOW, D., et. al., "The Range Manag_nment Improvement Project

in Morocco: An Evaluation" Oct. 28, 1985
 

3) Gay, C. Letter to Dr. Purvis concerning the Final Evaluation
 
of the Range Management Improvement Project, Oct. 31, 1985
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Dr. Abb~s Marsile
 
Directeur
 
Direction de 1'Elevage
 2Minist~re de l'Agriculture et 

de lb Rforme Agraire
 
R A B A T
 

Monsieur le Directeur,
 

Je vous prie de trouver ci-joint un exemplaire du rapport d'6valuation
 
d'octobre 85 du Projet d'Am6lioration de la Gestion des Parcours r6alls6 par
 
une 6quipe d'6valuation ind~pendante, ainsi qu'un r~sum6 de cette 6valuation
 
par l'USAID. La conclusion principale en est que les efforts men6s au titre de
 
ce projet ont consid~rablement renforc6 la capacit6 de la Direction de
 
1'Elevage en mati4re de gestion de parccurs, ce dont l'USAID se f6licite.
 
L'4valuation a permis d'identifier un certain nombre de-r6alisations
 
importantes, notamment la r~ussite de la composante formation et le
 
d~veloppement du Centre de Multiplication des Semences Pastorales, ce qui
 
constitue une ressource'nationale importante pour le Maroc. L'6quipe
 
d'6valuation a 6galement rendu homxi~ge A l'enthousiasme et au
 
professionnalisme de votre personnel.
 

Vous rel~verez que, bien que l'evaluation ait recommand6 que l'AID
 
envisage de continuer A soutenir le secteur de l°'levage extensif au Maroc,
 
elle a ftalement recommand6 que le projet d'Am6lioration de la Gestion des
 
Parcours se termine en AoOt 1986, comme le pr~voit l'actuel calendrier.
 
L'USAID estime que les recommendations suivantes ont une importance
 
particuli~re :
 

1. L°6quipe d'6valuation a recommand6 que la Direction de l'Elevage (DE) vole
 
s'il ne serait pas judicieux de restructurer le Service des Parcours (DE/SP)
 
en une Division. Elle a sugg6r6 que ceci permettrait au DE/SP d'occuper une
 
situation plus appropri6e sur le plan des questions politiques et
 
contribuerait A accroltre son efficacit6 au niveau de la DPA. Nous aimerions
 
connaltre votre point de vue A ce sujet.
 

2. L'4quipe d'°valuation a recommand6 que la DE 6labore un plan et un
 
calendrier de transfert du contr6le du Centre de Multiplication des Semences
 
Pastorales au secteur priv6. Sa privatisation serait peut 6tre le meilleur
 
moyen de garantir qu'il parvienne i une autonomie financi~re. L'USAID appuie
 
la recommandation visant A ce que la DE entreprenne une telle d6marche et vous
 
prie de bien vouloir nous communiquer votre ddcision A ce sujet avant le
 
ddpart du Maroc de Monsieur John Harding.
 



3. L'6quipe d'6valuation a recommand6 que la DE 6tudie sa strat6gie de
 
d6veloppement A long-terme pour le secteur de l'63evage extensif. L'USAID
 
appuie totalement cette recommandation. L'6quipe a identifi6 un certain nombre
 
de questiors qui devraient s'insdrer dans ce plan A long terme :
 

- II semble que les affectations budg6taires de la DE soient largement
 
dlrlg~es vers les besoins en production animale intensive (en particulier pour
 
l'am~lioration sanitaire et g~ndtique) plut8t que vers la gestion et
 
l'amnlioration des parcours. L'6quipe d'6viuation s'interroge sur la r~ussite
 
des e~forts de la DE pour am6liorer les ressources en parcours du pays si le
 
DE/SP ne re~oit pas des ressources budg~taires accrues.
 

- L'6quipe d'6valuatlon a sugg6r6 que la strat~gie de d~veloppement du 
DE/SP ddflnisse son r6le et ses fonctions propres. Considdrant qu'il s'agit 
d'une service relativement nouvelle et petite, elle a recommand6 qu'elle 
limite son r6le principal A l'utilisation des terres et A la gestion des
 
parcours. Elle a recommand6 que les activit6s de recherche et de vulgarisation
 
en elles-mgmes soient placdes sous la responsabilit6 d'institutions et
 
d'organismes 6quip6s pour ce faire. Le r6le du DE/SP dans la recherche
 
pourrait slors consister 6 se concentrer sur l d~veloppement des hypotheses
 
de la recherche et la ddfinition des tiches pour les contrats (en se basant
 
sur sa connaissance des besoins des propriftaires de b6tail), et pourrait
 
ainsi passer des contrats avec des institutions marocaines telles que
 
l'INRA/Settat et I'INAV les chargeant de la recherche en elle-mAme. En ce qui
 
concerne la vulgarisation, le r6le du DE/SP pourrait consister & travailler en
 
collaboration avec la Division de la Vulgarisation, les DPA et les OVHVA A
 
l'laboration des cours et programmes de formation pour les actuels agents de
 
vulgirisation.
 

- L'6quipe d'6valuation a 6galement suggdr6 que, dans le c~dre de la
 
strat~gle de d6veloppement du DE/SP, il devrait 6viter de se disperser
 
g&ographiquement. Elle a recommand6 que le DE/SP transferre les ressources
 
alloudes & des r6gions o6 les conditions locales ont entrav6 les efforts
 
d'amdlioration de la gestion des terres communales aux regions qui pr6sentent
 
un potentiel r6el pour l'application du contr6le des p&turages, du
 
rdensemencement et/ou d'autres techniques rentables de gestion des parcours.
 
Des crit~res clairement d6finis devraient @tre 6labor6s par le DE/SP pour
 
identifier et 6valuer des objectifs qu'il serait possible d'atteindre bien que
 
n'ayant pas 6t6 pr6vus, comme cela se pratique actuellernent A Midelt/El Faija.
 

- Enfin, l'quipe d'6valuation a recommand6 que la strat6gie de
 
d~veloppement du DE/SP s'attaque au probl~me du surpiturage afin d'emp~cher de
 
notvelles ddgradations et la perte des pitures communales. II est n6cessaire
 
de determiner des approches institutionnelles, organisationnelles et lgales
 
appropriees aux conditions locales de chaque p~rim~tre susceptible de rdduire
 
le surpiturage et de permettre la r~g~n6ration ou le r6ensemencement des
 
pitures communales. Elle a recommand6 qu'une plus grande attention soit
 
accord~e & la-cr~ation d'organisations locales efficaces pour v~hiculer les
 
techniques d'am6lioration des parcours et que la DE encourage et soutienne
 
activement les efforts des collectivit~s locales i mieux &drer leurs pitures
 
communales. L'6quipe a 6galement suggdr6 d'autres approches qu'il faudrait
 
examiner pour limiter le cheptel (limiter le nombre de bites par des taxes,
 
des programmes de vente de terres, etc).
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4. L'USAID relive avec une certaine inquidtude la constatation faite par
 
1'6quipe d'1valuation concernant les deux ,taructures organisationnelles
 
parallles qui se sont d6velopp6es, l'une enti4rement marocaiiie au DE/SP et
 
l'autre entirement am~ricaine au "Project Office". Ii en r~sulte que les
 
activit~s 6labor~es dans l'un peuvent ne pas &tre totalement approuv~es et
 
adoptdes par l'autre, et qu'une separation physique complete pourrait se
 
traduire par un manque d'activit~s bien int6gr6es et conjointes, ax6es sur le
 
transfert de la technologie. Ceci pourralt emp~cher, en derni~re analyse,
 
l'aboutissement des objectifs de dveloppement institutionnel du projet. Nous
 
vous prions de bien vouloir examiner cette question en d6tail avec l'6quipe
 
d'Utah State et de nous communiquer les moyens qui seront utilisds par les
 
deux parties pour traiter ce probl~me pendant le reste du projet afin de
 
maximiser les rdalisations en mati~re de d~veloppement institutionnel et de
 
transfert de technologie.
 

En conclusion, I'USAID se f~licite des efforts d~ployds dans le cadre
 
de ce projet durant ces quatre derni~res ann~es et est convaincue que
 
l'application dans les prochains mois des importantes recommandations
 
ci-dessus am~liorera considdrablement les r6alisations du projet et la gestion
 
des parcours au Mavoc. L'USAID espire pouvoir tr~s prochainement discuter de
 
ces recommandations et des autres conclusions de l'4valuation avec vous et vos
 
collaborateurs.
 

Veuillez agrder, MonsieuL le Directeur. 1'assurance de notre parfaite
 
consld4ration.
 

Rob4~&hs
 
Dire teur
 

P.J.: 1) AID Evaluation Summary, Range Management Improvement Project
 
(608-0145) Nov. 5, 1985
 

2) GOW, D., et. al., "The Range Management Improvement Project in
 
Morocco: An Evaluation" Oct. 28, 1985
 

3) Gay, C., Letter to Dr. Purvis concerning the Final Evaluation of the
 
Range Management Improvement Project Oct. 31, 1985.
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EXECUTIVE SUMMARY
 

The Range Management Improvement Project (RMIP), whose
 
implementation began in 1981, has important implications not only

for those involved in the process of institution building but
 
also for those concerned with the problems of extensive livestock
 
production on common rangelands. Designed in 1979, the RMIP
 
originally focused on range extension and training. A midterm
 
evaluation, conducted early in 1984, identified several positive

factors resulting from the project, particularly the effective
ness of the training component. Nevertheless, a partial redesign

approved shortly afterward emphasized the importance of upgrading

the institution-building component -- defined as creating the
 
capacity within the Direction d'Elevage/Service des Parcours
 
(DE/SP) to plan, implement, and evaluate programs of applied

research, extension, and rangeland development.
 

Activities undertaken under this project have included
 
applied forage research, applied sociological research, range

extension, and devalopment of a plant materials center (PMC).

The forage research has been sporadic, and results to date have
 
been mixed; the applied sociological research has contributed
 
little to the overall development process; and the range exten
sion work has also been sporadic, partly because these efforts
 
have not been well coordinated. But the creation of the PMC has
 
been successful, and it is now in a position to distribute seeds
 
and shrubs to the various project sites.
 

Of all the activities undertaken by the RMIP, the training
 
component has been the most successful: DE/SP capability has been
 
considerably enhanced as manifested by its well-qualified, well
motivated, creative staff. Nevertheless, DE/SP suffers from two
 

service within an institution whose priorities, 


limitations that can severely affect the future viability of 
DE/SP as an institution. 

The first limitation is structural: DE/SP is the youngest 
until recently,


have been concentrated on the eradication of animal diseases 
and
 
the augmentation of milk production in the intensive livestock
 
sector. Many of the veterinarians who predominate within the DE
 
have yet to be convinced of the importance and potential contri
bution of range management. The upgrading of DE/SP to the divi
sion level would provide those responsible for range management

with a larger budget, additional staff, and a louder voice in
 
policy decisions that affect Morocco's rangelands. This
 
upgrading would also serve to counterbalance the heavy

veterinarian influence within DE.
 



The second limitatiun concerns the proper role of DE/SP.

Should it be engaged in a variety of activities, such as forage

research, animal production research, socioeconomic research, and
 
range extension, or should its primary role be to address range
 
management issues -- leaving these other, more specialized acti
vities to the relevant agencies and institutions? By default and
 
primarily as a result of the efforts of the RMIP, DE/SP became
 
involved in research and, to a lesser extent, extension -- with
 
little prior experience in either field. The proper role of
 
DE/SP is land use and range management. The necessary research
 
and extension activities should be undertaken by the appropriate
 
agencies.
 

Institution building is long-term process. The contractor,
 
Utah State University (USU), has made an important contribution
 
to the long-term American commitment to create a range management
 
capability in Morocco. Both USU and AID should take pride in
 
having contributed to this process. Nevertheless, both the
 
situation and the capabilities of DE/SP have changed over the
 
life of the RMIP. The evaluation t, im therefore recommends that:
 

" 	The RMIP should terminate on the date already agreed upon
 
-- August 30, 1986;
 

" 	AID should promote the upgrading of DE/SP from the status
 
of a service to that of a division; and
 

" 	Most important, if AID is to continue its involvement in
 
the extensive livestock sector -- and the evaluation team
 
strongly recommends that it does -- DE/SP should be the
 
lead agency through which to channel such development
 
assistance.
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CHAPTER CNE
 

THE RANGE IW4AT IPOVEMT PROJECT: AN OVERVIEW 

Introduction
 

The Range Management Improvement Project (PMIP), implementation of which
began in 1981, has important implications not only for those involved in the 
process of institution bilding but also for those concerned with the ?,roblems
of extensive livestock raising on common rangelands and the resulting 'tragecy

of the commons" situation. Over the past decade, but particularly over thepast five years, there has been an increasing awareness by both international
 
donors and host country governments alike that development assistance, rather

than focussing on short-term gains, should concentrate on the achievement of
 
long-term sustainability, that is, the capacity to maintain tI-e provision of
 
services and flow of benefits once such assistance terminates. One way in

which such sustainability can be achieved is through the process ot

institution building--the creation of institutions with the necessary
 
resources, personnel, and experience to plan, manage, and evaluate development

activities. Almost by definition, instiLution building activities are a long

term proposition with few appropriate short cuts or "quick fixes" to 
accelerate the process.
 

Ever since the Sahelian drought of the early 1970s, and even before,

there has been increasing concern expressed about the growing imbalance in
 
marry semi-arid countries between 
the size of the livestock population and the 
capacity of the rangeland to support that population. As many of the

rangelands are communal property, with few restrictions on the number of
 
livestock an individual community member can pasture, overstocking and

overgrazing have flcurished--a result of increasing population pressure,

improved animal health, and the availability of supplemental feed sources.
 

As a result, communal pastures are, in certain parts of the world, being
steadily degraded--thereby reducing their capacity to support extensive

grazing, leading in some cases to a tragedy of the commons, whereby such
 
communal resources have been so overexploited that the only way to recapture

their productive potential is through a process of range management grazing

control. 
Projects designed to address these problems in sub-Saharan Africa
 
have met with only limited success and some vocal critics now question whether

AID should be involved in the extensive livestock sector at all. Unaddressed,

however, is the issue of whether this limited success has bee1 due to poor

design, the complexity of the problems, or a combination of both. Ihe project

under review addresses both institution buiiding and range management concerns.
 

Project Background
 

The R IPproject is the most recent of AID efforts to create a range

management capabilit- within the Government of Morocco (GIM), specifically the
Range Management Se.dice of the Direction of Livestock (DE/SP) within the
Ministry of Agriculture and Agrarian Reform (lARA). hile earlier efforts 
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were sporadic and somewhat ineffectual, valuable lessons were learned from 
these experiences. In 1968, at the request of the CU!., AID financed a rarge 
management project with technical assistance provided by a private vol1ntary 
organization, International Voluntary Services (IDS). The goal of the project 
was to develop rarge management perimeters in two areas, Plaine de 1'Asrid an 
Tafrata. Over time, however, the scope of this project was considerably 
curtailed--from one of rapid development of each perimeter to one of limited 
research.
 

The basic problem, and one that has been well documented for both East 
and West Africa, was the project's failure to obtain the Lmderstancirg, 
consensus, and participation of local livestock producers and their 
leaders(l). Not surprisingly, the local population effectively resisted the 
project's attempts to control a part of their corm al resources. The problem 
was exacerbated by the C4O's unwillingness to meet its comitments to the 
project. Four of the five IVS volunteers resigned before their contracts were 
completed. 

Nevertheless, sane important preliminary steps were taken in addressing 
the-problems of managing communal rangelands. First, six Moroccans were sent 
to t-e LS for short-term training and one was sent for an MS degree. With 
project assistance a Royal Proclaration (Dahir No. 1-69-171) was passed in 
1969 which provided the legal basis for te creation of range improvement 
perimeters on communal lands, thereby ceding control over the management and 
development of these perimeters to tie (XC4. Finally, the project dem.strated 
the feasibility of reseeding and deferred grazing. These three 
elements--training, perimeters, and deferment and reseedinG--have played 
important roles in the present range management project(2). 

Designe< in 1979, cnis project originally focussed on range extension 
and long and snort-term training: 

The purpose of the proposed project is to strengthen the technical and 
administrative capability of the Service of Feeds and Ranges r.ne 
precursor of Dt/Sgl of the CCX Livestock Service to conduct research in 
range management and to implement its range improvement program. Ihe 
range improvemnt program is primarily a program of technical assistance 
to the grazing associations and extension and demonstration of the 
benefits of improved range management techniques on their perimeters in 
the effort to get other tribal groups interested in forming grazirg 
associations (3). 

The contract to implement the project was awarded to Utah State 
University (USU) and in 1981 they fielded a four person team consisting of 
three range management specialists and a social anthropologist. Ihe former 
were assigned to wvrk in Cujda (Ain deni Nathar perimeter), Beni Mellal (Ait 
Pdbaa perimeter) and Meiknes (Timahdite perimeter), wiere ti- sociologist was 
also located. The range management specialist in Meknes also served as team 
leader. A fifth technician, a seed production specialist, was added a year 
later with primary rescpnsibility for working with the Plant Materials Lenter 
(PMC) located near El Jadida. In adaition, seven PCVs were assigred to the 
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project in late 1982--four range management specialists and three 
sociologists. All told there were a total of 12 Americans actively involved 
in 	 the project at that time. 

Project Redesign 

A mid-term avaluation, conducted early in 1984, identified several 
positive factors resulting from this project--specifically the fact that both
long and short-term training in the US was proving to be effective, that over$400,000 had been spent on comodity procurement for both the PMC and the 
perimeters, and that morale among the Aurican technical assistance (TA) team,
earlier plagued by internal conflict and dissent, was steadily improving.
Notwithstanding, a Projet Paper Amendment, which was partially based on the
evaluation team's findings, did identify the following three design related
 
problems as serious impediments to the implementation process:
 

* 	 A concentration of extension activities cn range management perimeters 
Which form but one potential source of animal feed. To address this 
limitation, the project was to focus on the total livestock/crop 
production system; 

* A lack c2 coordination between the various perimet.-r,.. This problem was 
to be resolved by concentrating the TA in Rabat and having them provide
their specific expertise to each of the perimeters on a regular basis. 
Collaboration with allied organizations and activities was also to be 

-encouraged; and 

* 	 The institution building component of the project had been cownplayed 
and no specific strategy for achieving this objective had been 
developed. As a result, institution building became the principal 
purpose of the project--to be achieved through various types of trainig
(long-term, short-term, non-formal, in-country, and on-tke-job) and an
increased emphasis on providing DE/SP staff with direct, hands-on 
experience in the planning, implementation and evaluation of applied
research, extension and rangeland development programs(4). 

When these recommendations were made, a five-year time frame in which to 
implement them was proposed. This was unacceptable to AiD since USU's
performance for the 	 had been poor and AIDfirst three years 	 could not, in good
conscience, award them with an extension and an increase in funding. While
USU had made some significant changes in the maketp of their TA team, it 	 was 
too soon to tell how effective the newcomers would be. As a result, by the 
time the project amendment was signed, the team hao approximately two years in
which to act. 1his short time frame must be borne in mind since it flies in
the face of reality when dealing with such objectives as institution building 
ana rangeland development, both of which are, by definition, long-term 
propositions. 

Institution building, hile highly laudable and worthwtiile, is somewhat
nebulous and difficult to measure. A simple, straight forward definition of 
institution builaing would state bottom line isthat th 	 to create 
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institutions that can do their work more effectively. Such increased
 
effectiveness can only be gauged by results, not potential. in the case 
of
this project, institution building must be gauged in terms of results, but

results achieved by Moroccans. The PP Amendment defines the project purpose
 
as follows:
 

The purpose of this project is not to identify and introduce improved
management techniques and forage varieties. It is not to procuce needed 
seed materials. It is not to develop research and extension programs, 
nor to provide services to livestock owners. Rather, its purpose is to
develop te capacity of DE/SP to perform these tasks. If, when the 
project's technical assistance team leaves, the ability of DE/SP staff 
to carry out these functions has not improved, the project will not have 
been a success(5).
 

In order to assess th-is capacity, the evaluation team looked closely at
 
the specific activities in which DE/SP--with USU assistance--is presently

engaged: the various research activities, range extension, training, and the
 
development of the Plant Materials Center. The assumption underlying 
 this
 
approach is that institutional capacity should be cperationalized through

these activities which, in turn, should eventually contribute to the
 
achieve ment of the project goal--an increase in livestock productivity and
 
production efficiency by Morocco's low income livestock producers.
 

External Factors Affecting t-e PMIP 

The first factor affecting the 11IP and perhaps the most immediate is 
that of time. Bareiv 15 mcnths have elapsec since the PP Amendmaent was
signed, hence it w-ulc be ver surprising if significartn chraes hac cccurrea 
in such a short time frame. 1evertheless, sufficient time has elapsed to
allow an assessment of whether £E/SP is now pointed in t&e right direction. 

Tkhile the temporal factor is more important in the short run, there
have been several ott-er external factors over which tte prnject has exercised 
no ccntrol--specifically climatic conditions and the macroeconomic situation. 
Since 1980 Morocco has suffered from irregular rainfall conaitions, in terms
of timing and quantity. Rainfall has tended to be much lower than "average".
These variations have had a differential impact but, particularly in t&e early
1980s, several parts of the count. 7 were hit by crcught. As a result, bot±=
herds and rangelands were severely affected. For example, in the province of 
Safi where the perimeter of Sidi Chiker is located, the following fluctuations 
in herd size were recorded for the period 1979 through 1.-85: 

Table 1: Livestock Variation in Safi, 1979-1985 

Species 1979 1981 1983
1980 I9b2 1984 1985
 
C4tleT 14 l5 13 79 8'/7l= 15M 7 7 =91 1117C0
Sheep 890,506 977,785 845,541 3 3,837 543,999 541,604 723,500
Goats 88,255 91,926 73, 44 30,83b 41,887 49,466 78,GCO
Camels 13,590 18,00 17,C0 15,00 12,362 12,071 l0,ZO0
Rainfall 34 5.5=m 196.8zm 173 239.Emm268.5mm 2 62.2mm mm 364.b.mn 

Source: DE/SP, "L'Elevage dans la province de Safi," Safi: DPA, 1985, p. 3. 24 

http:364.b.mn


Another area that was severely affected was Oujda where the Ain Bni
Mathar perimeter is located. The other perimeters where the project works 
were also hit. Hence, it is unrealistic to expect dramatic changes or
dramatic results as a consequence of project activities, given these severe 
environmental constraints. 

A third factor that must be borne in mind is the deteriorating
macroeconomic situation--wiich has been exacerbated by years of successive
drought. Budget deficits and balance of payments problems have also been
aggravated by the world-wide recession which reduced Morocco's export
earnings, particularly from the sale of phosphates, as well as by an expensive
war in the Sahara. As far as the range management project has been concerned,
this has meant that the level of GCM support has remained relatively constant 
over time--even though project activities have been expanding. 

Table 2: Budgetary Expenditures for RMIP, 1981-1985 

Item 
Salaries 
Investments 
Operating 
Costs 

1981 
3= E40 

4,096,000 
1,035,LO0 

1982 1983 
5=-6 0 5 7,00

5,753,OCU 3,820,C00 
650,000 1,545,000 

1984 1985 
611780 6M-0 

2,350,0A0 2,251,000 
1,351,00 2,365,000 

Total 
2,M,b60 

15,270,000 
6,946,000 

Total 
 5,464,840 6,914,660 5,931,400 4,312,280 5,276,480 27,E99,660
 

Source: 	 Figures supplied by DE/SP. The 1985 figures are estimates based on
 
budgetary allocations.
 

Consequently, this budgetary constraint has somewhat limited both the 
expansion of activities and the hiring of additional personnel to implement
these activities at the various project sites. 

Evaluation 	Methodoioy 

For the first three weeks in which the evaluation team was in Morocco,
its movements were largely dictated by an ambitious, somewhat rigid schedule
of travel and interviews arranged by AID and DE/SP. While this readily
identified all the key players to interview and strategic places to visit, itdid not allow for much flexibility or in-depth interviewing, given the "rural
tourist" aspect of the whole undertaking. Be that as it may, however, a lot
of information was gathered in te process, same of it very worthwhile and 
extremely relevant. 

The first week was spent in Rabat talking to various people andinstitutions involved in RKIP and the livestock sector in general. The second 
two weeks were spent visiting the four project sites as well as the Plant 
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Materials Center at El Jadida. At each site visits were mace to observespecific project activities and intervies were conductec--on an individual orgroup 	basis--wih both Moroccan and American personnel at each site. The sametypes 	of questions were asked across the four sites--to the extent that theywere relevant. Documents and reports were also consulted. The tact that theteam was acccpanied by the DE/SP ccordinator, as well as an AIDrepresentative who had worked on t&a project redesign, greatly facilitated theteam's ccmprehension and appreciaticn of tiie process under 	review. The finalweek was spent in Rabat where the teac drew its own tentative conclusionswhich 	were discussed in detail with the interested parties--specifically AID,USU, ana DE/SP. Tie recomendations listed at the end of tis report arethose 	of the evaluation team which assumes sole responsibility. 

=DTES 

1. 	 For West Africa, see Michael M. horowitz, The Sociology of Pastoralism
and African Livestock Projects. Washington, D.C.: Agency for
International Development, 197S. For East A-frica, see WalterGoldschmidt, "The Failure of Pastoral Econcmic Development Programs inAfrica". 
 The Future of Pastoral Peoples. J.G. Lalaty, D. Aronson, P.C.Salzmar and A. Chouinard, eds. Ott-awa:International Development
Research Center, 1981, pp. I01-l1b. 

2. 	 USAID/Morocco, Rance fanagement Izproverent Project (608-0145): Project
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 USAaI/ occo, Pavrze :aragerEnt 
ioproveent Project (6C6-6145): Proiect
pa-Der. bat: US.t!L, lsu, p.1 

4. 	 USAID/Mlorocco, RaniaeManagement Irmrovement Project (08-U145): Project
PaperAmendrent, pp. 16-2U. 
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CHAPTER IW
 

PROJEC PURPOSE ACCCMPLIShMNT: RCLE AND R 'TION OF DE/SP
 

Introduction
 

In assessing the role and 
function of DE/SP and its performance to date,
it is important to evaluate the specific activities in ubich the institution 
is presently eLgaged. While tha role of DE/SP is ostensibly to plan and

implement applied research, extension, and range management programs,

achievement of this best be understood terms
can 	 in of speciiic functions
 
undertaken. These include the following:
 

* 	 Applied forage and animal production research; 

* 	 Applied sociological research; 

• 	 Applied econmic research; 

* 	 Range extension; 

* 	 I-dbuntry training, and 

* Development of a plant materials center. 

Each of these will be discussed in detail below. 

Applied Forage and Animal Froduction Research 

Work plans for the revised RMIP called for a broadened scope for applied
research activities. Consequently interventions were selected that could be
 
implemented at all sites. These included:
 

* 	 Species and variety adaptation trials; 

* 	 Gre-s seeding with conventional seedbed preparation compared with 
seeding with rangeland drill; 

* 	 Site production data; 

* 	 Herd monitoring for production systems information; and 

* 	 Herd health activities. 

Other 	activities were more site specific. Their implementation depended
interest andupon local the expertise of DE/SP, ECV and USU technicians. Some 

of these included: 

* 	 Legume seedirgs; 
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* Shrub plantings; 

* Development of benchettes and contour furrows; 

* Use of fertilizers to increase production; 

* Mechanical treatments to increase water infiltration; and 
* Ram sterilization by means of the "short scrotum. technique". 
Field visits to the research sites at Beni Xellal, Tirahite, Midelt andCujda confirmed that the interventions uere apprcpriately ccnceived. 'Ihe timeconstraint from implementation to project completion date dictated that theactivity show short term benefits. Since the imolementation techniaues forfield research were part of the institution-building process, they also haG tobe considered as training experiences. 

Grass and legume seedings were delayed by availability of seed. Inspite of high rates or germination and emergence, seedlings failed to beccmeestablished at some locations. The rae of seedling mortality was enhanced byextensive and severe drought in the are&. In some instances the effectsthe drought were intensified by extremely "loose" seedbeds. The condition 
of 

ofthe seedbed allowed evaporation of soll moisture before the grass seedling wasadequately developed to permit establishment. The importance of firm seedbedscannot be overemphasized when seeding grasses on critical sites Lmder adverse 
conditions.
 

Certainly grass and legume adaptation trials and seeding techniques mustbe ccntinued. lMuch rangeland has been piowed arnd plarntec to cereal crops bypersons uhose judenc has been distortec by ignorance as well as by teoverhelming desire to achieve some type ot land cwrership. 1here must be aconcerted effort by DE/SP and associated agencies to convert these ill-advised
farmlands back to productive ranges. 

Shrub plantings within benchectes, contour furrows, and other wacer
harvestirg structures were accomplished at selected sites. 
 These practicesshow much promise since they can be implemented with mini== equipment needs.
Local people can be taught the procedures 
 quickly and technical assistance isneeded only in production of seedlings, surveying of level terraces, inandcreating appropriate schemes for utilization. Their iportance lies in thefact that they.can both help control erosion and increase moisture retention,thereby improiig the potential for natural vegetative growth.
 

These plantations kere considered 
 to be successful in spite of thedrought and appear to be a successful step in improving rangelands as well asthe feed budget of range livestock production systems. In addition, there aresoil and urraitr ccnservaticn benefits which have long term improvementpotentials for the rangeland resources of Motuccc. 
Field visits and interviews verified that activity has been initiated atall locations to meet work plan objectives in animal production systems 
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research. DE/SP and technical assistance personnel were involved in the
implementation and maintenance of the data base. As might be expected the
activities were more complete at some locations than others. The exceptions
to a fully integrated approach occurred at a work site where there appeared to
be inadequate personnel. Overlapping work responsibilities dictated
priorities in schedule. Work preferences of personnel also enter into the
decisions. It is in these circumstances that technical assistance in planning
and budgeting rescurces plays an important role. It is not unusual for
national as well as local representatives of various governmental agencies
agree to work loads beyond their resource capability to fulfill stated 

to 

obligations.
 

The study of the "short scrotum technique" for sterilization of male
sheep has long range implications for the industry in Lkrocco. The techniqueallows opportunity for breed improvement through selection for rates of gain,wool quality, and other desLrable characteristics in each flock. 

Applied Sociological Research 
The applied research program in sociology outlined in the PP Amendment 

identifies the following items to be assessed in all project areas: 

" Perception of producer needs, issues, opportunities and limitations; 

* Produ6er expectations; 

" Producer percepticns of current production systems; and 

* Social and cultural influences on livestock/crop'production and on 
acceptance of new technology. 

The project has given general direction to the FCVs and the Ibroccantechnicians assigned as sociologists on the type of data to be collected ana
how to collect it, based on the recommendations made by a consultant. Nouniform questionnaire has been supplied to the technicians at each site but
data is of generally the same type ana it may be possible to combine the 
common features for analysis. The PCV sociology technicians were concerned
about the lack of coordination from the project and about how the information
would be used. They expressed a feeling of wasted time and effort in the data 
collection process.
 

Mcst of their efforts are presently concentrated on the Abro-Pastoral
Systems Study which was really initiated in July 1985 after a consultant's
visit. This study consists of regular visits to an average of 12 households 
at each site every two to three weeks. Data cn family activities, consumption
habits, livestock and crop sales, and herd production are collected during
these visits. Plans are for this to be carried out curing an entire crop 
year, that is until the end of the present project. 

A study of the market is conducted by going to the souks held in 
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comunities near the perimeters. Ths information is used to determine market 
trends. 

One of the efforts which was started early in the project and which 
still continues is- the preparation of a lexicon of words related to 
agriculture and livestock. This type of exercise will allow better 
understanding of such specialized terms but is orthwhile only when done in 
conjunction with other activities. 

The data collected certainly has value in developing an understanding of
the systems employed by the livestock producers uho were interviewed. Direct 
application to others may be limited by the lack of uniformity of data 
collected between sites, by the size of the samples, and by the method of 
sample selection. There also may be errors in the data resulting from wrong 
answers provided by the producers, especially during the early stages of data 
collection before the PCVs gained their confidence. 

Allowing for the above stated weaknesses in the program, the collected 
data could be useful in the design of extension programs. The most serious 
problem appears to be the lack of analysis and application of data which has 
already been collected. The data from t&e 19b2 Timahdite survey, for example,
should have been developed into usable information long ago. Probably more
important than the data, however, is the working knowledge of the FCV and 
broccan sociology technicians and the rapport they have developed with the
contact families. They should be involved in the development of any
implementation programs which use sociological data. 

The sociology program has developed the capabilities of the DE/SP staff 
at the adjoint technicue level to collect sociological field data but little 
effort has been made to train any at the level required for analysis and 
acpLicarion. In all cases but cne, the local administrative staff does nut 
understand why this type of data is being collected and merely tolerates the 
presence of sociology technicians on the staff. Almost certainly there will 
be little further sociological work done by DE/SP after completion of tle 
project, umless those Moroccans returning from the U.S. with training in 
sociology are given te opportunity to redesign this component. 

Much of the information collecteci by tte sociology technicians could 
probably have been obtained through a literature search and better use of 
Moroccan staff. At least three docunents were identified by FCVs which 
contained social information related to Moroccan livestock producers in 
general and, in some cases, to the specific development sites(l). A thorough
investigation of this literature would have provided a good beginning and 
might have allowed a considerable savings of time. 

The better use of Moroccan DE/SP staff might have also saved a 
significant amount of time. Familiarity with, customs, thorough knowledge of 
the language, and ability to better identify tha reliability of responses
given, provide the local technician with a distinct advantage over foreign
technicians. Given the same transportation, a well designed questionnaire and 
freedom to work on the data collection task, the Moroccan technicians would 
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probably have had little trouble in obtaining in a few weeks the same data
 
obtained over the period of a year by the PCVs--had these techni-'4 ans been
 
wrking on their own.
 

To date none of the data has been integrated into production system
models and extension programs as was projected for June 1985 in the logframe.
It is conceivable that the USU staff could accomplish this by the end of the 
project but direct involvement by DE/SP staff is unlikely. Available evidence
indicates that the social science component has never been well integrated

into the RMIP. In addition, it appears that the research priorities

established after the mid-term evaluation were established by USU, through the 
use of a consultant, with little participation by DE/SP staff. 

Applied Economic Research 

Although a clear distinction was made in the PP Amendment between
 
applied economic research and applied sociological research, a distinction
 
maintained in the most recent PtIP Annual Report, what has actually been 
implemented is a program of applied socio-economic research which has already
been discussed in same detail above. The fact that the two programs have been
integrated makes eminent sense and underlies, once again, the importance of

having a chief of party (COP) who is concerned full time with the
 
administration and management of the project, with no technical
 
responsibilities whatsoever. This is particularly true 
for the RMIP where 
there is a relatively large TA team working in five distinct parts of the
 
country. The present COP is also a range economist and had hoped to be

actively involved in economic research, but his managerial responsibilities

precluded this. A similar dilema also befell the first COP, who was also
 
responsible for managing of the perimeters with his tbroccan
one counterpart. 

Range Extension 

Although the redesigned project indicated a need existed for "applied"
research before extension work coula really start, the project staff initiated 
several extension activities while the research was being conducted. These 
have often been at the request of private land owners and livestock 
producers. Extension programs have included the following: 

* Seeding of perennial forages; 

* Extension program for users of perimeters; 

* Cooperative formation; 

* Field days; 

* Development of printed training materials; and 

* News releases for regional and national newspapers. 

Forage seeding. In the Timahdite and Ecumia areas a number of farmers 
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requested that seeding of perennial forage species be done on their land. The
 
most obvious successes were an intermediate wheatgrass seeding on a very well

suited site and an alfalfa seeding 
near a stream where it could be irrigatec.
These two areas ahave stimulated great deal of interest and have resulted in 
requests by other farmers for seedings this season. 

Other seedirgs had been on seedbeds that were not firm enough for the best gras
establishment and, coupled with a drought period soon after germination, tis
resulted in spotty or failed stands. Because of these failures, some farmers
 
indicated that they will go back to cereal production. Overall, t-never, the

extension effort for private land seeding has had favorable impact. Aa 

season of successful establishment could provide a basis for greatly expanded

activity by DE/SP beyond project completion. At the present time, this is 
a
 
small scale activity with the farmer preparing the land and DE/SP providing

the seed and planting it.
 

Grazing Systems. An extension program is being developed for use at the
 
PIie de l' rid to explain the purposes of the grazing systems being used on

the perimeter. Since the water system is not complete, the herders have their
 
camps near the central watering area where they are a natural audience for 
extension activities. 

Cooperative formation. A cooperative has been functioning for some time on

the i0,000 ha. pilot perimeter at Ain Beni Mathar. how there are requests

from adjacent areas for similar organizations and efforts are being mace to

organize them. this happens, land in the areaAs control of grazing should
 
expano. It should be pointed out, however, that the cooperative in question

has only 60 members and has a permanent DE/SP director.
 

Fielc days. Several fielc days have been organized for exenain ransze 
management techniques. These have included shrtb planting and ccntour
 
furrowing at Ain Brni Mathar, and revegetation with perennial grasses at

Plaine de l'Aarid. Unforturately, many of the areas have little to show for
 
these efforts. Nevertheless, there are at least scme results at El Faija aria
 
at Ait Rbaa ,hich may be effective in letting producers I-ccw that the project
 
can get somethdng to grow. Increased bermuda grass at Ait Rbaa, for exazpie,
 
may be enough to encourage the setting aside of more land for treatment. 

Printed Materials. Some printed materials have been developec but these are 
very limitec arn bave not been produced in Arabic. The project staff might
find that wordless, illustrated brochures can be developed wnich %vuldhave 
meaning even for the illiterate. The project has not reached its -ork plan
goal in this area. 

News releases. Good quality news releases have been prepared and provided to 
national and regional newspapers. 

The extension program is not well coordinated and consists mostly of
bits and pieces conductec at the various perimeters. More coordination from
the central office and a concerted effort towards extension could produce good
results, if range extension were high on the priorities of the 1%JP and if it 
were, in fact, part of DE/SP's mandate. 
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DE/SP staff, especially those who have had US training, seem very eager
to apply their knowledge and to extend it to the range users. PCVs have bee'i
active in extension activities. Even the interest generated by the questions
asked during sociological interviews and during animal production stuGies has 
a useful extension function. Staff members condcting these studies are now 
viewed favorably by the producers and should be used in an extension capacity 
ae much as possible. This would not only be effective in extension of ideas

for improvement of livestock and range management, but would also make

PCVs and their counterparts feel more useful and thereby serve to provide 

the
a


continuation of Moroccan involvement 
 following project completion. 

Training 

DE/SP field staff and main office staff have been beneficiaries of

specific in-country training activities. These activities were developed

under the institutional building activities of the project. They incluced:
 

* Language Training opportunities; 

* Semi-annual training seminars; 

* TDY visits and workshops; and 

* Attendance at professional meetings. 

DE/SP training recipients were most ccmplimentary and appreciative of
these training opportunities. For example, te project training program held 
at Kasba Tadla in September 1984 included a variety of speakers from different
institutions as well as some from P'1IP. Formal presentations were
complimented by field trips to various sites. Perhaps the most enthusiastic 
response to questions about effectiveness of the training in program planning
and work scheduling was encountered at the Oujda location. The very extensive
and diverse demands on DE/SP resources required higher levels of organization
than at other sites. 

Intended goals and needs for institutional development through in 
country training have been adequately addressea by the TA team. 

The Plant Materials Center 

The Plant Materials Center was originally conceived as a facility to 
produce, process, and distribute foundation seed. It became apparent that theneed for grass and legume seed for field plantings was more urgent than
production of certified seed. Consequently PKC purpose was modified to one of
multiplying and processing grass and legume seed for intended grass seedings
at project sites and other DE/SP locations in Morocco. 

The process of developing the PJC reflects a very coordinated effort 

,V 
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between the (CM and the RMIP. Planning, design and construction have been 
well organized and were completed in a timrly manner. The unit is complete 
except for some cleaning equipment that iL yet to be delivered. 

Implementation ot the production and processing of seed has been 
orderly. Both te PC director and the farm manager have completed intensive 
short-term training in farm management and seen production in the US. Th-ey 
have also received intensive one-on-cne training from the American tecimician 
responsible for EMC development. 

Location of the FIC in a frost-free zone limits its usefulness in 
production of cool season grass seed. The Agropyrons and perhaps other 
grasses do not set seea at this location because there is no low temperature 
dormancy (vernalization) of the plants. 

Many of the adapted grasses for all sites do produce seed and this has 
been harvested and processed with the first major distribuLion to be made in 
1985. The quality of seed and production procedures reflect appropriate 
training of personnel. 

The PMC is also developing a capability for production of shrub 
seedlings for transplant to perimeter sites. Currently they have 250,CO or 
more Atriolex seedlings available with te capability to produce 4U0,CGG or 
more per year. This, together with the nursery at Cujda and the procuction 
capability of the Direction des Eaux et Forets, would rake available some one 
million seedlings per year. This would seem adequate to meet the field site 
demands that exist today. 

The anticipated role of "ley farming" in the rainfed agricultural areas 
will cra-ate a demanc for seeds of the annual medics. The FR.C is appropriately 
situated to be a site for procucing seed for this aspect of agriculture. This 
may well be the most ccnsistent demana and, consequently, consistent source oi 
funds for the FMC operation. 

As the efficiency of production and development of RI increases, it is 
logical for the Government of Morocco to consider "privatization" of that 
facility. Perhaps it should function as a parastatal to assure that it is 
maintained as a seed production facility and not diverted to cairy or other 
extensive agricultural production. 

According to PEC personnel, the PNC has the capacity to generate its own 

income and operating capital through the following types o± activities: 

* 	 The production of certified seed through SWiACOS; 

* 	 The production of forage; 

* 	 T-e cleaning of custom seed; 

* 	 Seed sales to local consumers such as CCMC.G1, SOGETA, &NDE, SCDEA, 
SCANACCS and other AID supported projects; and 
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.	 The coordination of seed production activities with other entities 
involved in similar activities such as INFA, SOGETA, and the 
Direction des Eaux et Forits. 

The project goals for development of a Plant Materials Center with 
appropriate training of personnel to operate te institution have been met by
 
the contracting institution.
 

NOTES
 

I. For example, see tbe following: W.P. Boyle, Jr. Contract and Kinship:
The Economic Organization of the Beni Mquild Berbers ofI;brocco. Ph.D. 
dissertation. Los Angeles: University of California, 1977; J. Chiapuris.
The Ait Ayaah of the High Mculanya Plain: Rural Social Organization in 
Morocco. Ann Arbor: University of Michigan, Museum of Antropology, 1979; and 

=.C u eau. La paysannerie marocaine. Centre National de la Recherche 
Scientifique, Paris, 1568. 

_)
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CHAPTER TfE 

PROJECT PURPOSE ACCa*.LISHMET: INSTUTICNAL CAPACI2Y 

Introduction 

In assessing DE/SP's institutional capacity to plan, manage, and

implement these activities, care must be taken to distinguish the various

levels of institutional capacity involved. 
 In this case three levels must be 
considered: 

* 	 At the national level in Rabat; 

* 	 At the managerial level on the four project sites and the I-NC; and 

• 	 At the level of the field personnel actively involved in the 
implementation. 

The National Level 

At the present time DE/SF has a staff of 2b working on RNIP, three of

whom are based in Rabat. The most important is the Lbef de Service, %ho is

responsible for all DE/SP activities throughout the country. At present,

DE/SP is working at 16 different locations. Ihe major responsibility for
monitoring RMIP field activities for DE/SP lies with the project coordinator,
who is the main link between national and field offices. 1e is also the major
link 	between DE/SP team based in Rabat. he haand the TA 	 Although no formalcounterpart on the American side, he is an almost de onefacto to the present
acting COP. Both the Chef de Service and the project coordinator were trainea
in the US and both are highly motivated, dynamic and diligent, but grossly
overworked. 

The increased emphasis on planning, information gathering, analysis, and 
report production appears to have originated primarily from the IA team, with
the active support of the DE/SP, but with little indication that such
activities will be expanded beyond the immediate project sites. One of the
major contributions to the RMIP made by DE/SP has been the provision of
personnel and resources to implement project activities. As discussed
earlier, such provisions have been limited by budgetary constraints,
exacerbated by the fact that the investment budget is invariably late.
Furth-ermore, DE/SP is in no position to assure that funds actually reach their
designated destination, given the vicissitudes ot the present administrative 
structure. 

hile the national office handles administrative and managerial matters
affecting RJP, it is not in a position to provide much technical
assistance--whether in range research, range extension, or socio-economic
research. Some has been provided in range research--but little has been
provided in the latter two fields, primarily because they lie outside DE/SP's
traditional mandate and hence personnel. with the necessary expertise are not 
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found on their staff. Without the American presence, there would be littleinterest in either range extension or social research and the odds are tat
such activities might well be dropped when, and if, American assistance isphased out. There may, however, be some hope for social research %hen the
present trainees in sociology return from the US.
 

The Project Level
 

At the level of the individual project sites, a much healthier situation
prevails--since DE/SP has wisely chosen to concentrate its personnel in thefield and thas avoid te temptation to create a top-heavy bureaucracy in tecapital. As discussed earlier, the PF/2 is up and running and could, over thenext two years, become a private concern since the capacity and increasing
experience of the personnel there make this feasible. Establishing the PNC as a viable institution has been one of the major achievements of the P.LP: acombination of resource availability, training, the calibre of the Xoroccan

staff, and intensive, experienced TA on a one-to-one basis. While

establishing a FtC may be 
a little easier and more straight forward thanestablishing a rangeland development program, its creation is no mean 
achievement.
 

At the level of the inoividual RFIP project managers at the specificproject sites one factor strikes the disinterested observer smack between theeyes: those managers who do have the capacity to plap, manage, and inplementPJMP activities are precisely those who have been cn the job the longest,since before the PNIP started. For example, Si. Fazouri has been in "lideltsince TT-ana M. Laraisse in Oujca since 1979. The fact bat they have been
at the sae 
location for some time has obviously contributed to the
instituticn-building process at the local level. The fact that th-ey bothelieave stroeg!1 in ,Tnat they are doing (thcugh both use racicaliy Qilrer=nt
metbocologies) has also cont-ibuced. The fact that they both are stron.personalities who have learned how to operate well within tte present existingadministrative structure of the EPA has also contribated. 

This latter capabilit) cannot be overemphasized. Since one of the acid

tests of the effectiveness of institution builaing is the capacity not only 
to 
manage resources but also to have:
 

* Access to sufficient resources to do the job at hand; 

* Control over these resources; and 

" 
 A specific awareness of future resources needed and a realistic
 
awareness of where they will come from(l). 

In the case of rural Morocco, the ability to do this calls for aconsiderable amount of political acumen--since resources allocated at thenational level may be "divertec or "hijacked' at the provincial level. Thisis particularly true of budgetary allocations for operating costs. The"bottleneck" in this process may be the DPA director, the provincial Chefd'Elevage, or the bureau heac to whom individual project managers are ditectly
responsible, or both. In the words of one recent study:
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An important vehicle for policy development is the annual budget 
process. These policy statements are communicated from te Service des 
Parcours and from the Division de la Production Animale in Rabat. At 
the sane time, the Direction Provincial de l'Agriculture (DPA) or OIHVA 
develops local policy, including that developed by the provincial 
governor, and coordinates the activities of local offices. In theory, 
this development of policy serves to refine national policy to local 
circumstances. -Inpractice, it often serves to counteract policy
generated in Rabat. This is particularly true in the budget process 
here funds may be earmarked for one service and are reallocated to 

another(2). 

Thus, in order to function effectively the existing organizational
 
structure must be massaged in order to obtain the necessary resources to
 
execute PMIP activities. In Midelt, the project manager works well with his 
immediate superior who, in turn, does his best to support his colleague. In 
Oujda, the project manager there has succeeded in gaining control over his own 
budget and creating his own Bureau de Parcours which responds directly to the 
DPA. 

On the other two project sites, at Peni Mellal and Timahdite, the 
project managers do not enjoy a good working relationship with their immediate 
superiors and are continually fighring over budgetary allocations. Both 
received MS degrees in the US under the RWJP and both, immediately on their 
return, were assigned to the perimeters as project managers--with little or no 
previous experience in either project administration or management and no 
opportunity for on-the-job training. Suggestions that they be given time to 
serve an apprenticeship under someone more experienced were turned down 
because they were not feasible at the time. However, experiences with other 
returning MS people has convinced DB/SP of the importance of this on-the-job 
training before such technicians assume posts of responsibility. 

The Field Level
 

The human, physical and financial resources of the DE/SF are rather 
thinly dispersed. There needs to be a continual priority for growth in all 
three resource areas. The effectiveness of the individual DE/SP Lmits within 
the project is affected by the motivation, personality, seniority, priorities, 
and experience of the responsible managers. But these managers are only as 
effective as the staff they have to work with. The 26 DE/SP personnel
presently working on the PHIP are assigned as follows: 
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Table 1: Distribution of DE/SP Personnel in the RCP 

Rabat 	 3 

PMC5
 

Beni Mellal 4 

Midelt 	 4 

Oujda 	 6 

Timah.te/idelt 4 

Source:* 	 DE/SP, A~maement et Mise en Valeur des Terrains de Parccurs,
 
Rabat, l985, p. 72.
 

The consensus of the evaluation team is that the field level personnel do 
have scme 	capacity to immlement short-te= range improvement and livestock 
msnagement interventions, as discussed earlier in Chapter Two. However, as 
might be expected, there is some considerable variation frm site to site. 
For example, in the case of Beni Mellal, the sociology technician is wvrking
well and is enthused about the wvrk but there appears to be little chance tmhat 
he will be able to continue aftpe: the PCVs leave as he will have no support
from his superiors and no transportation. There is no apparent extension ork 
by DE/SP except with direct involvement of American TA staff. 

In Midelt, the sociology technician is strong and, with same suport,
might be able to continue studies after project completion. There is sme
doubt that the senior technical staff will provide such support as they seem
 
to question the validity of sociological work.
 

Extension efforts are being ccnducced by the DE/SP staff, directed touard 
the producers using the Plaine de l'Aaride. These efforts, however, toseem
be presented in a very paternalistic fashion. T"he attitude of the staff is 
that they must force good man gement on the producers, which is contrary to
effective extensicn ork. It also raises the critical questicn: should those 
enforcing grazing ccntrols also be doing extension activities? 

At Timahdite the entire staff seems to be ovrwhelmed by the presence of 
the Moyen Atlas project. There is little chance of continuing sociological
work or extension work by DE/SP staff under current ccnditions. This is
because the whole area is dominated by this World Bank-financed project which 
makes the PXU .appear very small and insignificant. 

In contrast, the DE/SP staff in Oujda is very strong and is capable and
willing to use sociological data which has been collected to date. It is very
likely that this type of activity will continue after project

letimn--mainly because the staff has found it useful in planning and 
modifying their interventions. 

Extension woek has been done and will likely continue. It is, in at 
least some cases, somewhat heavy-handed and is related to the control futtion 
of the organization, rather than extension in the normally accepted term. The 
DE/SP staff was influential in the establishment of a grazing cooperative at 
the site. The cooperators benefit from the organization but apparently are 
directed by DE/SP in exactly how to graze the rangeland rather than taught the 

c 
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principles of range management. One co-op member was very adamant about tbe way the DE/SP director wo1d them what they had to do Instead of workir with 
tkem to determine the best way to operate. 

NOTES 

1. 	 Craig Olson et al, Private Voluntary Organizations and InstitutionalDevelopment. Washington, D.C. Development Alternatives, Inc., 1985, pp.R!-20. 

2. 	 Paul Bartel, "An Analysis of the Service Delivery System of the Service
des Parcours, Direction de l'Elevage, MAA." Rabat: HP, 1985, p. 3. 
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ChAPTE FOUR 

PRO= JRPOSE ACCQPLISIMi: ThE USU/AID CIRIBurcIW 

Introduction 

In order to assist the PMIP accomplish its purposes and achieve its

ultimate goal, the project - in this case 
USU with AID support - has madeseveral distinct types of contribution: the provision of technical assistance 
- both long- and short-tern; the provision of overseas training - also both
long- and short-term; and sane commodity procurement. The assumption is that
these contributions have made a noticeable difference in D/SP's institutional
capacity - particularly when the capacity of those involved in the RHIP iscompared with that of D/SP staff not involved. Any major differences noted
should be attributable to the project  at least in theory. A final issue tobe addressed is that of replicability, that is, could the RIIP experience in

institution building be replicated within other DE services or branches?
 
Hence, this chapter will address the following important elements:
 

* The TA contribution; 

* The training contribucici; 

* Attribution; and 

* Potential for replication. 

The TA Contribution 

TA has played a very important role in this project - both before and

after the mid-term evaluation: before there were 
 12 expatriate technicians

and nou there are 15, with four senior technicians, four junior technicians,

and seven PCVs. After the mid-term evaluation, an important change was made
in the structure of the American TA. In order to coordinate the project
better and thereby obtain a common program of activities across the sites, as
%ll as making te differing technical expertise available all sites,to it 
was decided to centralize the TA in Rabat. In fact, all senior and junior
technicians (with one exception) now operate out of Rabat. 

It was hoped that they would become mobile technicians visiting sites 
a regular basis - to assist with planning and monitoring, provide specific 

on 

types of technical assistance, and resolve any problems that might arise.
Pence, the earlier mcdel of TA, with each senior American working closely on a 
one-to-one basis with his Mroccan counterpart on the perimeter, was replacea
by t at of the adviser who visits on a regular basis. 

Not only was this approach viewed as being a better utilization of scarce 
resources, but it was also believed to be more effective since accurate
records would be kept of these visits and of progress made towards the
achievement of project purposes and goals. The frequency of these visits has 



24
 

Naried - depending on the time of year and also on the needs of the specific
site. The distribution of these visits is presented in Table One. 

Table 1: Site Visits by TA Meabers, 1984-85 
Month 

Site 9/84 10/84 11/84 12/84 1/85 2/85 3/85 4/85 5/85 6/85 7/85 8/5 Tota, 

Beni Mellal 
Senior Staff 2 1 1 1 2 3 1 1 2 - - - 14 
Junior Staff - 2 - 1 4 - 1 2 - 1 2 13 

Midelt
 
SeirStaff - 2 1 - - 2 - 1 - - - - 6
 
Junior Staff - 1 - - 1 - 1 - 2 1 6
 

Meknes
 
SenorStaff 1 2 1 -  2 - 1 1 1 - - 9
 
Junior Staff 1 1 - - - 2 - 4  l a.1 - 10 

Oujda

Seno S taf - 1 - - 1 1 - 1 1 - 1 - 6
 
Junior Staff 1 - - - 1 
 2 1 2'. - 2 2 12 

Scurce: Compiled from USU records. 

Most of these visits were short, usually of two to three days cration.

Frcm the table, several interesting observations can be made: first, that the
 
mcst developed sites - Xidelt and Lujda, received less visics ci'an cid tte
 
less developed, less active sites - Beni Mellal and Me1mes/lizahdite. This 
coula be expected since these latter sites were the ones more in need of
 
assistance. Secor , with the exception of Eeni ellal, site visits by a
 
senior technician rveraged less than one a month. Finally, junior teclnicians
 
made more site vis ts on average than did senior technicians. In a sense
 
then, the juniors became surrogates for the seniors. This would be quite

acceptable if, in fact, the juniors were working airectly with Moroccan field 
staff. From information gathered in the field, however, it would appear that
they have tended to concentrate their etforts cn the KCVs. The question then 
becomes: ,.no is training ,,hom - particularly when there are 15 Azericans on 
the TA team of varying skills, background, and experience? 

One of the drawbacks to this centralizatioi of the TA in Rabat has been 
the creation of a project office which, by default., has become the sole domain 
of the TA team. When te decision was taken to centralize, DE/SP was unable 
to provide them with space in its present building nor did it encourage any
Morccans to work out of the project office. hat has developed, hen, is a 
par,/ilel organizational structure: a ZkIroccan one within DE/SP and an American 
one completely outside, but formally linked through regular meetings,
telephone conversations, and field trips.
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In the long term, creation of a separate office and the addition of more
Americans to the TA team work against the creation of institution buildingcapacity, since the project, in a sense, has become more Americanized - partly
in response to the time constraints dealt with in Chapter Two. Given two 
years in which to improve the situation, USU wished to have some tarible

results to demonstrate at the end of that period. kany of the more serious
implementation problems encountered the past
over 15 months--including the
size, distribution and composition of the 1A team, the weakness of the
sociology component, and this separate office question--stem directly from thetime and research limitations inherent in the redesign, as conceived in the PP 
Amendment. 

The TA team. is very much aware of this double bind situation in whichthey presently find themselves - as witnessed by the following comment from
 
the most recent annual report:
 

Institution building activities can only be accomplished when the 
project has very close contact with Moroccan personnel in the Fange
Management Service (SP). Presently, Moroccans are only occasional 
visitors to Ifthe Project Office. these activities are to succeed, SPmust commit at least one individual to working in the Project Office in
Rabat. In addition, Moroccan personnel must be willing to accopany
Project personnel on field visits. (1) 

DE/SP personnel claim that while this is a problem, it is not a serious
 
one - at least from their perspective. Plans are underway for the DE/SP head
 
to have office hours in the project office two days a week.
 

Closely related to this problem of centralization and separate offices
is, of course, that of counterparts. As no organigram of the RLNIP exists, it
is difficult to know where the TA team fits into the existing structure, if atall. From the American TA perspective, the COP is regaroed as being in charge
of the project - and this is certainly the point of view of USU in Logan.From the Moroccan perspective, however, the situation is a trifle murkier and
the COP is reputedly referred to in official correspondence as the official
representative of the State of Utah. In addition, when people in the field
refer to the PMIP, the call it "le project" - referring exclusively to the
American office in Rabat. This raises the interesting question of"ownership": whose project is it? 

When TA is provided to development projects such as the RNIP, it can 
usually be divided into two broad categories: 

Technoloey Transfer: the provision - formally or informally - of
technical education that local staff require to perform their functions; 
and
 

Systems and Organizational Development: the provision of assistance in
the design of structures and procedures that integrate the activities
and tasks needed to achieve project objectives and sustain results. 
'hen successful, this consists of adjustments currentin structures andprocedures, rather than creation of new systems and organizations (2). 
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According to the PP Amendment, the fcur senior technicians were to 
divide their time among the following responsibilities: 

" Project-wide program planning; 

" Location-specific program planning; 

* Project-wide program coordination; 

• Technical consultation and field assistance; 

* Location-specific coordination; 

* Data analysis and interpretation; 

* Reporting and project progress documentation; and 

" Project administration. 

Their major contribution over the past year has been the introduction of an 
annual planning process and the elaboration of an annual work plan for each 
specific site. Project managers said they had found this innovdtion useful 
and, at Oujda, where there are several activities underway, it was viewed as a 
valuable form of assistance. As of this writing, the process is presently 
being repeatec at each project site.
 

With the exception of Oujda, from which tte resident American technician 
b.had been transferred scme tine p-ior to the aid-term evaluation, project 
managers expres-ed a lorging for the old model of TA, daily one-to-one contact 
urith an e.-patriate tech=i.cian. tvhile the visits from Rabat were appreciated, 
Foroccan perscnnel felt they were too short and fleeting and left little time 
for serious discussion of the problems and issues that had arisen since the 
pre-vicus visit. 

The TA in sociology has some distinct limitations. There is no senior 
sociology staif member on the team, leaving only junior technicians and KCVs. 
Sociological surveys conducted at the perimeters are not consist.ent from site 
to site. PCV sociologists were told what types of cata they should be 
collecting but questionnaires were not used to provide continuity. 

All PCV sociologists had the feeling of a lack of direction by Rabat and 
a lack of understanding how the data they were collecting was to be used. 
They expressed the need tc get on with extension work so they .ould feel like 
they were able to make a contribution. 

Another point brought out by each of the PCVs was that the data they 
were collecting either existed already or could be much more quickly and 
accurately collected by Moroccan staff armed with a list of questions for 
which they woula find answers. As previously noted, several studies of this 
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nature have been done and a thorough literature search should have been doneby the staff before undertaking field research. Much of the information
sought might have been available, limiting the amount of additional
 
information required from field surveys.
 

The sociological components of an implementation project are required
early in the project and should be designed to answer questions to specificproblems which have been identified. The sociologist should also be alert toproblems which may result from implementation but which may not be identified 
before the study. 

Since range management depends upon the control of livestock numbers,
distribution and time of grazing on area
the of range under consideration, the range manager must be able to know what the constraints relative to control

might be. It appears that in many cases the sociological component of this

project was not aimed toward obtaining answers to the range manager's

questions, but rather undertook a study just to see what might turn up.Studies similar to those being conducted now were also reported in the 1982-83annual report and sociological papers were presented as part of that report. 

There is no readily apparent use being made of the

previous sociological work and the time left in 
 the project does not allow a

realistic application of current studies. A better use 
of time and effort
would have been the application of knowledge from earlier work and of

information in the literature to questions related
answer to application of
 range extension. The Moroccan sociology counterparts need to be trained in
the interpretation of results for the purposes of range management, more than
they need further experience in conducting surveys. 

Extension technical assistance has been provided at the senior

technician, the junior technician and the levels, somewhat
PCV but has been

limited at all levels as the team ias concentrated its efforts on obtaining

data for future extension applications. obvious
Where extension opportunitieswere found, as in the case of farmers requesting forage seeding on private

land, the TA 
 team has attempted to provide this as a way of interesting morefarmers in This successthe program. met with linited due to drought, coupled
with improper seedbed preparation in some areas. Other, 'ore general
extension activities have been conducted by senior staff. These include 2ield
days, tours and a few articles which are currently in progress. 

While a considerable amount of TDY assistance has been provided over thepast year only two consultants were regularly mentioned for the contribution 
they had made. It appears they were appreciated tor two reasons: one,because they were acknowledged experts in their fields and, two, because theywere very willing to share their knowledge and experience with project staff. 

The Training Contribu.on 

A total of 11 Moroccans have been involved in advanced degree trainingin the United States. All of these men have been DE/SP employees. All have 

http:Contribu.on
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been involved in 11S degree programs. As of November 1985 eight have completed
their graduate work and returned to positions in .Morocco. Ihe remaining three 
are scheduled to return before the end of July 1986. 

Nine of the 11 have had range management oriented training. Two will 
have degrees in rural sociology. By the project completion date the goals for 
long-term training will have been satisfactorily completed and the technical 
capability of the DE/SP will have been greatly strengthened. 

The lergth of short-term training period was reduced from six to four
months. This reducticn allowed more DE/SP staff to participate. By project
completion date 80 person months of training will have been completed. 

The training component of the RMIP has been not only essential but also 
most successful. There is no doubt that DE/SP capability has been greatly
enhanced. The training component should not be neglected in future activities 
developed in Morocco. The emphasis might shift from US training to assistance 
to Moroccan educational institutions to provide adequate advanced level 
short-term training to agency personnel. 

If any constraint was noted in long-term training it was the decision to 
opt for a non-thesis I'S degree. This option may have had desirable short-term 
implications, but well may have long-term liabilities for. the recipients since 
it precludes the possibility of doing original research. Unfortunately, funds 
were not budgeted for research. In addition, DE/bP will only pay salaries for 
employees studying overseas for a maximum of two years. 

Attribution 

.Are the DE/SP staff involved in te ?,MIP qualitatively different from 
their collegues in DE/SP who are not involved in the project? Baseo on 
comparative impressions gathered at sites where RYI? is not active -
Ouarzazate, Chicheoua, Sidi adiler, and Asjen - the answer has to be a
qualified no. Even within MIP, as already indicated, there are qualitative
differences between the DE/SP personnel at the various sites. Furthermore,
alt ough the other sites visited had received little direct assistance from 
PIJP, they had re-eived some from other sources. hence, to say that there is 
little qualitative difference between ERIP and non-RAIP personnel is not so 
much a reflection on the TA as it is on the quality ana caliber of many of th-e
people that DE/SP has in its ranks. The indications are that it is overseas 
training, combined with resource availability, that helps make a crucial 
difference. For example, the highly effective project manager in Oujca had
little time for TA, but he did receive an 1S iz" the US prior to the start tp
of the RMIP--as well as various forms of matern a assistance from both RMIP 
and non-PKEP sources. 

In areas where there are highly motivated leaLrs, .or example in 
Ouarzazate and Asjen, and where technicians have had !Aaiilar types of 
training, there is no noticeable difference between t&eir competence and 
enthusiasm and that of regular RMIP persormel. 
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The Asjen Centre des Travaux (CT) is directed by a technician with a 
degree in range management. His influence can be seen in the reclamation of 
the collective land in the Asjen community. The livestock producers with 
grazing rights have agreed to a management program which includes limiting the 
stocking rate, reseeding to adapted improved species, and regulating the 
period of grazing. The site was seeded in 1984, deferred during

establishnent, and grazed after the end of the growing season in 1985. It
 
appears to be in good condition with about 50 per cent of the plant material
 
left as stubble and with no further grazing planned for the current season.
 

This work has been accomplished as part of a successful, integrated

extension program. Also included rotation of cereal
is crops with legumes to
 
provide on-farm forage for the livestock of the area.
 

The Ouarzazate ORPMVA has two trained range technicians with degrees from 
the US. They and their adjoints techniques have been very involved in 
rangeland development in the area and have also produced a very professional 
report on the rangelands near Ouarzazate which includes environmental, 
biological, economic and social information(3). Estimates of forage
production and area measurements have been made. A field trial/demonstration
site was established with some areas planted to Atri1lex spp. and other areas 
left as native range. Trials were conducted us igdiferent stocking rates on 
native range. Palatability and production of Atriplex were tested and 
estimates were made of firewood production. A nursery was established at 
Ouarzazate for production of Atriplex seedlings which will be planted on
 
10,OOC ha. this year. These staffi embers are very competent and are able to
 
initiate and complete projects using their own initiative.
 

RL-licability 

Can the technical and planning processes introduced to DE/SP by the RMIP 
be replicated throughout DE/SP and DE? Before answering this question, it is 
important to decide uhich of -he technical processes introduced are worth 
replicating. On the basis of the information presented here on specific RMIP 
technical activities, the most successful have been in the area of research on 
animal production and range forage. PM',JP became involved in these activities 
by default, since no one else was conducting this type of research. But DE/SP
is not a research institution and it is highly questionable hether such a 
capacity should be replicated throughout DE/SP - particularly when it does not 
have the personnel to conduct such research. 

In theory, the planning processes introduced by RMIP should be 
replicable if they do not disrupt existing procedures too greatly. For such 
replicability to be effective, however, there need to be changes in the 
budgeting process so that field offices receive their funds on time and in the 
amont stipulated: The best planning in the world cannot compensate for 
resources that regularly arrive late. Since this process has been in place
for only a year, it is hardly surprising that it has not been replicated in 
DE/SP or elsewhere. While the planning process had no effect on budgetary
allocations for 1985, DE/SP hopes to improve this process by having its annual 
plan for 1986 approved by the Minister of Agriculture in person. 
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1. DE/SP and USU, Morocco Range Management Imorovement Proiect: AID 
608-0145. Annual Report, 19 4-l9b5, Rabat, 19b5, p. 29. 

2. George Honadle, Jerry Silverman, and Donald R. Mickelwait, "Technical

Assistance Shortcomings". Implementing Rural Development Projects: Lessons
from AD and World Bank Experiences, eds. Elliott R. Morss ana David D. Gow, 
pp. 3-106. Boulder: Westview Press, 1985, p. 83. 

3. 
 DE/SP, "Etudes gdnrales et voies d'arelioration des parcours du bassin
 
versanc de Quarzazate," Ouarzazate: ORIVA, 1964. 
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CHAPIER FIVE 

CLUPIT SEGMS AD LIMITATINS OF DE/SP 

Introducton 

DE/SP is a viable institution: it has some well qualified, well 
motivated people, who are implementing some exciting activities in the
extensive livestock sector. Nevertheless, as earlier sections of this report
have indicated, institutional capacity is weak at some of the sites--two in

particular. But in assessing DE/SP as n instittion--broadening the focus

from that of the five sites where the RKIP 
has been active to the DE/SP
 
program as a wiole--it is apparent that DE/SP suffers from several
 
limitations, some of which are more amenable to change than others. Among 
 the 
more critical are the following: 

* Structural factors affecting Dh/SP; 

* The proper role of DE/SP; 

* The DE/SP development strategy; 

* The DE/SP intervention strategy; and 

* The potential role of local organizations(l). 

Each of these will be discussed in detail below. 

Structural Factors 

E/SP is the youngest service within the DE, an institution whose 
priorities--until very recently--have been directed towards the eracication of

animal diseases and the augmentation of milk production, primarily in and

around the ORFVAs. As a result, the lion's share of DE's resources has
traditionally gone to animal health and genetic improvement. Wile this focus 
has changed somewhat since the drought of 1981, it does mean that the
veterinarians still form the professional backbone of the DE, As result,a 
the priorities in the extensive livestock sector have still continued to be
animal production rather than range management and the improvement of range
resources. From the perspective of the veterinarians, many still have to be 
convinced of the importance and potential contribution of DE/SP to the
development of*the extensive livestock sector. Pence, from their perspective
DE/SP has two strikes against it: it is young and it is different. 

This situation is exacerbated by the fact that SP is merely one service 
among four that fall under the rubric of Production Animale (PA). If VAPA and
DE are serious in their attempts to address the problems of Morocco's 
degrading rangelands, then it is in their interests to strengthen DE/bP. The
upgrading of DE/SP to the division level would provide those responsible for 
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range wanagement with improved budgeting, additional staff, and a louder voice 
in policy decisions that affect Morocco s rangelands. Such an upgrading would 
also serve to counterbalance the heavy veterinarian influence within CE. 

In addition, it would also help DE/SP to become more effective at the
 
DPA level. As discussed earlier, while the DPA has no control over DE/SP's
 
investment budget, it can do as it wishes with their operating budget. Under
 
the present structure at the DPA level, the local Service de l'Elevage is
 
divided into two bureaus, the Bureau de Santd Animale and the Bureau de 
Production Animale. In theor-y, the RMIP project manager serves under the head 
of this latter bureau. In practice, as we have seen, there is considerable 
variation from site to site. Wvl-ile DE/SP has encouraged their project 
managers to create their own Bureauux ce Farcours, the only place %here this 
has been effective--in the sense of responding directly to the DPA airector 
and having some relative budgetary autoncmy--is Oujda which, structurally at 
least, should serve as a model for other 5E/SP sites. 

Even if DE/SP's status is improved within both DE and the DPA, this 
upgrading will be little more than a paper exercise unless DE/SP is provided
with the resources to implement its program. Attention has been drwn in 
previous reports to the willingness of the government to support present RIP 
activities and to provide additional funding in the future as worthwhile 
programs are identified. Within EE/SP the PnfiP has traditionally received the 
majority of the fumding, ranging from a high of 69.1 per cent in 1982 to a low 
of 52.7 per cent (estimate) this year. In addition, as discussed earlier, the 
countrv is presently weathering a severe eccncnic crisis ihich as 
necessitated a cut back in governent expenditures. 

The indications are very strong that t&e probleas or agriculture and 
e.tensive livestock raising in tte lower rainfall areas of the cc ncr=, chose 
chat receive less tnan '60 mm. of rain a year, are not high on cne 
government's priorities. One of the principal objectives of the Agriculcural
Section Adjustment Lean is to restructure pu.lic invescment and expenditure in 
agriculture toward quick maturing, high return investments. Lnves ..encs in 
the rangelands are neither: hence, by both definition and choice, they are 
low on the goverraent's priorities. In 1985, DE/SP received only 1C per cen: 
of DE's investment budget. The fact that there has been AID assistance to 
DE/SP over the past five years has undoubtedly stimulated the government to 
meet its obligations. I and when this assistance terminates, where will the 
motivation and the leverage to continue the present level of support come from: 

The Proper Role of DE/SF 

Should DE/SP be engaged in a variety of activities, such as forage
research, animal production research, socio-eccnomic research, and rare 
extension, or should its primary role be that of addressing range management
issues--leaving these other, more specialized activities to the relevant 
agencies and institutions? It was never the intention that DE/SF woula be a 
multifaceted institution with the capacity to address the variety of 

3/
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interdisciplinary problems found in extensive livestock production and range
management. By default and largely through the efforts of RIJP,
DE/SP--particularly on the five perimeters in question--became actively
involved in research and less actively involvea in extension, with very little 
prior experience in either field. Fence, the PMIP was attempting to build 
this capacity from scratch--although such activities rightfully belonged (as
they still do) to other entities within tie MAPRA structure. The indications 
are that the research and extension activities undertaken latterly were a 
result of American encouragement. Without a strong American 
presence--particularly in the form of junior technicians and PCVs--it is 
unlikely that such activities would have been undertaken in the first place. 

This interpretation is substantiated by the fact that there is little

indication that the DE/SP played an active role in the redesign 
of the 
RMIP--an exercise conducted primarily by USU and AID. The proper role of 
DE/SP is land use and range management. The necessary research and extension 
activities should be undertaken by the appropriate agencies. 

The DE/SP Development Strategy 

Overall, DE/SP is presently working in 16 DPAs and providing a little 
assistance to other LPAs where, although there is no official DL/S1 presence,
there is an expressed interest in range management issues. As a relatively
 
new institution, DE/SP is vitally concerned with establishing a presence 
 in
 
those parts of the country where it can make a contribution to rangelands


-development. But if it spreads itself too thin, will this not make it 
relative!-, ineffective in its impact, given its limited personnel and 
resources? On the other hand, if it consolidates its activities, as is the 
case with the RMIP working on five sites, will it ever move beyond the "pilot
phase"? DE/SP is as much aware of this dilemma as anyone and would like to
 
strike an acceptable balance between an extensive and an intensive approach.
 

Closely related to this issue of youth and establishing a presence is 
the unwillingness of DE/SP to learn from its mistakes and act accordingly.
The evaluation team was not impressed by DE/SP activities at either Beni 
Mellal or Timahdite. While plans are underway for DE/SP to move beyond the 
perimeter at Ait Rbaa such expansion will be futile unless it has the support
of the DPA and the DE2SP head is provided with the necessary transportation to 
get the job done. In the case of Timahdite, little is being done at present
and, as the Moyen Atlas project continues to flounder, the situation will 
further deteriorate. Why does DE/SP not reallocate its scarce resources to 
other areas with more potential? 

Nevertheless, it would appear that if DE/SP were to cut its losses and 
withdraw from Timahdite, this would be an admission of defeat which would 
provide amninition for those who do not view the rational management of
rangelands as an important issue. On the other hand, the successes noted at 
both Midelt and Oujda have resulted from--among other factors--a long term
DE/SP involvement in the area. Have lessons been drawn from these four very
different sites which might be used in the identification of additional sites 
which show some realistic potential? 
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DE/SP cannot afford a shot-gun development strategy. Given the present 
fiscal crnch, it has to use its limited resources wisely. While the argument 
is often made that DE/SP cannot have a standard intervention strategy, one 
would hope that enough had been learned from the RPlIP experience to cate to 
facilitate the creation of a more rational development strategy, particularly 
in terms of identifying criteria for the selection of "targets of opportmit '
 
for DE/SP.
 

The DE/SP Intervention Strategy
 

U'en all is said and done, and DE/SP protestations to the contrary, 
there is a somewhat standardized blueprint mocel utilizea by D/SP--cnat of 
the perLeter model--,*ereby the local population cedes control and management 
of part of their communal lands to DE/SP.' Where does the perimeter model of 
rangeland development lead? Who is supposed to manage the -erimeters in the 
long rm--DE/SP or the local population? Is Flaine de 1'Azrid a mocel or an 
example from which relevant lessons have been learned? 

In a sense, the Plaine de l'Aarid is an important example of how not to
 
do range management and perimeter development since DE/SP plays the roleTf
 
both manager and policeman. While Di/SP establishes the stocking rate, it is
 
the local population that decides who gets to pasture their livestock within 
the perimeter and how many head they can pasture. This year, for example, 2WC 
people, approximately 10 per cent of those so entitled, have the right to 
pasture 10,C00 sheep and individual herd sizes range from five to 2CC. ln 
cases of extrem.e cliiatic variation, the decisions of DE/SP can be overr'eco 
by the local authorities, in this case the CommissLon Locale d'Amiiioration 
Pastorale. This happened in I.81 when the grazing season was lengthened 
because of the lack of forage on other c=un.al lands. Livestock . ere allowec 
to remain in te pe-imeter even t~ough th pastures weoe "s a 
result of the beavy mortality rate cue to the arought, grazing controls were 
temporarily suspended(2). BUt the extension does not prove the rule. To all 
intents and purposes Di/SP rtns the perimeter and will continue to co so well 
into 	the forseeaole future.
 

While diffusion of such a model makes little sense politically or
 
econcmically, the perimeter there does provide a powerful example of what can 
be done to improve the quality of the rangeland through the introcucticn of 
grazing controls and the reseeding of virtually the .hole perimeter of 12,CLU' 
ha. 

The DE/SP staff from Midelt are presently working on the establistnent 
of a 	second perimeter at El Feija which was selected according to the 
following criteria: 

* 	 The grazing lands are collective and have already been delimited; 

* 	 These lands are used only by one faction, thereby minimizing the 
potential for inter-tribal disputes; 

" 	 This faction has access to other grazing lands, hence permitting
 
more flexibility in the develo nt of a range management program; and
 

I j j 
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Local leaders have given their consent to undertake development 
activities on the perimeter(3). 

0 


As this perimeter is developed, it is proposed that the local population will 
be responsible for its managc-ment--though exactly how this will be achieved 
has not yet been specified. 

On the Ain Bni Mathar perimeter at Oujda a cooperative has been formed 
which is responsible for managing the perimeter with technical assistance and 
a cooperative director provided by DE/SP. The cooperative has 60 members and 
appears to be more directed towards production than management of the 
perimeter per se. While plans are underway to expand the perimeter to include 
a much larger area of comunal lands, it is unclear how this will be achieved 
except through the slow process of demonstration and persuasion. 

In Oujda, however, DE/SP has been engaged in activities outside of the 
perimeter: the planting of shrubs, the establisment of water catchnent 
sites, the creation of contour furrows, and the like. This is important 
because it dilutes the overdependence on the perimeter model, a model which 
has severe limitations. 

The Dahir authorizing the creation of range management/improvement 
perimeters was passed in 1969. According to the latest DE/SP figures, 33 
perimeters'have been identified (sone on land belonging to the state already) 
of which only six have been legally recognized(4). While DE/SP also works on 
t&ose that have not been legally recognized, the majority of its resources 
have been concentrated on the five perimeters included in the RHIP. This is a 
very slow way in which to address the problems of communal rangelands. 
Various alternative ways of addressing overstocking should be explored 
including privatization, taxation of those with over a certain nurber of 
livestock, and a guaranteed land sale program. The present rate of perimeter 
development is lagging far behind the 'rate of environmental degradation on 
many communal lands. 

Local Institutional Capacity 

While much eftort has gone into strengthening DE/SP as an institution, 
with the exception of Oujda there has been little interest in creating 
institutional capacity at the local level. While the creation of local 
organizations can increase participation by intended beneficiaries, they can 
alsi play positive roles in rangeland management and development by acting as 
vehicles for: 

" Maintaining two-way flows of information; 

* Reducing risk to a minimum and practicing economies of scale; 

* Adapting project activities to local conditions; 
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" 	 Marshaling local rescurces; 

* 	 Achieving greater political and economic leverage for local people 
by exercising influence over local administrators and asserting 
cl tims on government; 

* 	 Coordinating and spreading the benefits of outside assistance; and 

" 	 Sustaining project benefits(5). 

The l-tter point is the most important in this context since DE/SP 
cahnot do rangeland management and development all on its own and it is in 
DE/SP's self interest to help create such organizations. But this must be 
viewed against the organizational culture within which DL/SP operates: 

One aspect of the realization of these activities is the top-cown nature 
of their design and administration. The information and decisions are 
generally minace by an aoinistrator and carried out by a 
subordinate.. .The Ministry of Agriculture is a tnp-down organization(6). 

Field visits to te various sites substantiate this diagnosis. against this 
background, uhare DE/SP field staff may feel that they have little 
participation in the planning and decision-making affecting project 
activities, it is unrealistic to expect them--on their part--to encourage 
participation and the foration of local institutions (or the strengthening of 
existing ones where appropriate). This will only be achievec if project staff 
feel tat they too are taken seriously by their superiors. 

Such staff participaticn can be encouraged through the provision of 
resources to acc0Th-lisn tasks and the provision of various sorts of incencives 
uhich may provide the opportunity for advancement, to cont-ibute to imnportant 
decisions, and to increase one's skills. And such provision of resources can 
start at a ver practical level in DE/SP: cle provision of el, an, adequate 
per diem, Pnd acequate transportation to get t-e job in hand done. 
Participation by both staff and the local population should not be proroted 
merely for the sake of participation. It should be promoted to enhance 
institutional capacity. 

Within DE/SP, acequate resources and incentives coulk improve 
performance, ;nich, in turn, may stimulate some interest in creatirg or 
working ith local organizations that, over time, could become responsible for 
managi.g perimeters, instiutirg grazing controls, organizing the installation 
and maintenance of water catchment sites, and various other activities. 

NOTES 

1. Several of these limitations are described and discussed in Paul Bartel, 
"An Analysis of the Service Delivery System of the Service des Parcours, 
Direction de l'Elevage, MARA." Rabat: RMP, 19b5. They are also discussed 
in the PP Amendment, see particularly pp. 62-68. 
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2. For furtber information, see M'Barek Fagouri and Alan Gray, "Initiation of 
Range Management Activities in Morocco--A Look Back," RMIP: Rabat, n.d., p. 4. 

3. Ibid, pp. 6-7. 

4. DE/SP, Amenagement et Mise en Valeur des Terrains de Parcours. Rabat:
 
MRA, 1985, pp. 35-38. 

5. George H. flonadle et al, Integrated Rural Development: Maki ItWork? 
Washington, D.C.: Development Alternativ.,s, Inc., 1980, pp. 129-139. 

6. Bartel, op. cit., pp. 16-17. 
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cHAR six 

PROJECT GOAL ACCCtVIFLIH 

At Present 

As stated in both the PP and the PP Amendmen:, the goal of the PIP is 
"to increase livestock productivity and production efficiency by Morocco's low 
income livestock producers." At present, this goal has not been met--a result 
of climatic, temporal, political, and social factors uhicFhave been discussed 
earlier. In two places, Plaine de l'Aarid and Oujda, there have been some 
short-term benefits for a select group of cooperators, benefits which may have 
been gained at the expense of the majority. In the former, the 200 livestock 
producers who have been allowed to pasture their livestock within th, 
perimeter have benefited. In the case of Oujda, the members of the 
cooperative who graze their communal herd on the perimeter are beneiitting 
considerably: profits have been reinvested in a large tent, a truck, and 
most recently - a herd of 25 beef cattle which is being fattened for 
slaughter. In both cases, since the stocking rate was strictly controlled, it 
is fair to assume that there has been some increase in livestock productivity. 

In the Future 

There is some potential for future impact on increased livestock 
productivity and production efficiency with or without AIL assistance. In the 
latter case, the potential is slight. UFfte former case, given the 
appropriate type of assistance, there is somewhat greater potential. 

Comments
 

Three comments are in place here. First, given the teetidng problems 
experienced by the RZ\.P in its earlier years, it is both unfair and 
unrealistic to expect these goals to have been achieved. Given the complexity 
of the problems to be dealt with, these are very much long-term goals. 
Second, these goals are so general and vague as to be virt:ally weaningless. 
If they are to be of any use, they have to be carefully defined. Finally, 
given that this particular project presently has both institution building and 
range management objecitives, one may question whether these goals - developed 
a good five years ago - are now either particularly relevant or appropriate. 
After all, increased livestock productivity and production efficiency must be 
accompanied by sustainable development of Morocco's rangelands. Without this 
sustainable development, the rangelands will continue their downward spiral of 
overstocking, overgrazing, and degracation. 
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CHAPTER SEVEN
 

RECaKdNTIONS 

Introduction 

USU has made an important contribution to the long-term American 
commitment to creace a range management capability within DE. Both USIJ and 
AID should take pride in having contributed to this process. The decision to 
redesign the project in 1984 and continue with the USU involvement was a 
rational one. Failure to do so would have set back and perhaps permanently
 
impaired the creation of this range management capability in Morocco. 
Nevertheless, both the situation and the capabilities have changed over the 
life of the RP?. At tht, time, the evaluation team would like to make eight 
recommendations - four for AD and four for DE/SP and USU. 

AID: Recommendation No. 1 

0 	 The RMIP should terminate on the date already agreed upon - August 
30, 1S86. 

AID: Recommendation No. 2 

* 	 If AID is to continue its involvement in the extensive livestock 
sector--and it is strongly recommended that they do--DE/SP should 
be the lead agency through which to channel such development 
assistance. 

AID: Recommendation No. 3 

0 	 AID should promote the upgrading of DE/SP from the status of 
Service to that of Division. 

AID: Recommerdaticn No. 4 

* 	 If PCV involvement is to continue after August of next year, it 
should be clearly focussed on some tangible activity such as 
extension. Such involvement should be on a reduced scale and PCVs 
should not be viewed as substitutes for DE/SF personnel. Any 
proposed chmnges should be carefully discussed with EE/SP. 

DE/SP and USU:' Recommendaticn No. 5 

0 	 In its planning exercise for 1986, DE/SP should clarify its present 
development strategy (extensive or intensive) and expand upon its 
possible intervention strategies. 
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DE/SP 	 and USU: Recarmuerdation No. 6 

a Plans should be drawn up for the privatization of the PhC over the 
next 	two years.
 

BE/SP 	 and USU: Recomendation No. 7 

* 	 Strenuous efforts should be made to persuade the head of DE/SP to 
have sane office hours in the USU building. Likewise, strenous 
efforts should be made to have t&z USU chief of party reciprocate 
by having some office hurs at MARA. 

CE/SP 	 and USU: Recommendation No. 8 

* 	 Efforts should be made to encourage more PV(. involvement in 
extension activities. 
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Z~4 PROJET DC L'AMENAGEMENT DES PARCOURS 

,,INIUMIOU0,,1C Minist&re de 1'Agriculture et de la Rdforme Agraire 

USU Range Management Project 608-0145
 
Mr. Charles W. Gay
 
USAID/US Embassy, B.P:120
 
Rabat
 

October 31, 1985 
Dr. Malcolm Purvis sFood and Agriculture Officer ACIO : ATSDE 11
ACTION : AGR W/ATTS DU : 11112USAID , INFo : DIR, D/'AR, CHRON, Fo 
Rabat, Morocco 

Dear Malcolm:
 

There are some general observations concerning the recent evaluation
that I think should be part of the record. Also, there are some factual
 
errors in the report that I believe need clarification. 

Basically, I agree with their findings, and believe that they haveperceived well our strengths and weaknesses. However, I am bothered bythe fact that their strong criticism of the sociological work (two pagesworth) was based on the reactions of a young, inexperienced group of PCVswhose viewpoint cars be nothing else but simplistic in nature. After all,for most of them, it is their first field experience.
The worrisome point is that no member of the evaluation team took


the time for any one-on-one cooversation with Paul Bartel 
or Cindy Visness
to analyze their views in light of the information received from the P2',s.

In fact, none of the USLU staff was accorded this ozportunity. Our in:-was confined to two general meetings, and one session to check" errors
the original draft after having just read it. This 

of 
latter oroble- was rothe evaluation team fault. Roaer s iliress leaving as snor-- a.:a,the denanos In t,-;e fiela at this crit:al t-ime t- yeAr crea e: t-iS 

situa:ion.
 
I think it would be very difficult for us to measure the annual
production cycle in "a few weeks". Believe me, most of the intervie sare conducted by the Moroccan counterparts to zae fuili a

knowledge of customs and culture. Fe: P^Vs eve.- attain the racilt/
operate alone. To enhance the interchance of information between PCV andcounterpart, ethnographic interviews of DE/SP staff were part of last 
year's activity.

A literature search is
a continuous activity of the sociological
element. To wit, it is Dart of every site's work,-lan supoorted bV.'the T4staff with at least monthly mailings of materials to s-te offices. Thestudies 'mentioned in the evaluation were in fact copied, reviewed, and mailedto the PCVs from the Rabat office. Haa the evaluation team reac these report:s,they would have realized that they contain little or no production data. Thereare two reports currently being prepared for distribution that utilizes the
collected data and develops a model 
as we now see it. Unfortunately, the

evaluation team didn't see it because we had no idea this was an issue.
 

.
 .
 Utah State University, Logan, Utah 84322 
- U.S.A.

Contractor, USAID Contract No. 608-0145-G-00-0008
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October 31, 1985
 

Itis true that during the previous year we often concentrated our
 
This was because they had only just arrived in
efforts on the PCVs. 


country, and we wanted to bring them up to their counterparts capacity
 

as quickly as possible.
 
A few factual errors:
 

1. p. 17. Mr. Harkousse was trained under the Minnesota project,
 
not ours.
 

2. p. 19. Dale Nolte, junior technician, resides in Midelt, not 

Rabat. 

3. p.20. The table on site visits iserroneous and incomplete. 
An important figure not mentioned
A corrected table isattached. 


is that senior TAs spent five months of the time period in the
 
field (97 man days), ard junior staff almost eight mcnths (156
 
man days). Truevisits are short, precise, and to the point.
 
Our presence is always an interruption to the work activity at
 
the sites. Ifwe cannot serve a bonafide purpose, we do rct go.
 

4. p. 28. I think the point raised about DE/SP's participation is
 
an interesting one. Actually, Mr. El Gharbaoui was invovid
 
almost daily as his schedule would permit. Had Mr. Akka C~lahboub
 
been available, I think we might have had more involvemert. The
 
problem seems to be that we were agreed here inRabat, but CE/SP
 
staff in the field had other ideas and needs that in hindsight
 
probably were not well addressed. We must include these technicians
 
with their varied experiences and viewpoints inany continuing
 
work. They, more than Rabat, control the fate of project success.
 

Perha:s these are, in reality, minor items. Just the sane, 1 tink
 
it is important that you, at least, know the rational beninc cur acti:.ns.
 

Very trulv yours, 

Charles W. Gay 

CWG/cr
 

Enclosures: Site Visits by TA M'lembers, 1984-85.
 

http:acti:.ns


Table 1: Site Visits by TA Members, 1984-85
 
SITE 9/84 10/84 11/84 12/84 1/85 2/85 3/85 4/85 5/85 6/85 7/85 8/85 TOTAL 

Man 
Days 

Beni Mellal 

Senior Staff 

Junior Staff 

1 

-

.3 

4 

2 

2 

1 

-

2 

1 
2 

-

1 

1 

1 

3 

.3 

1 

-

-

1 

3 
-

-

17 

15 

29 

47 

\,_.ide1t 
Senior Staff 

Junior Staff 

1 
-

2 

2 

3 

1 

-

-

-

-

3 

2 - 1 1 - 1 -

o150 

8 
16 

13 

Meknes 

Senior Staff 

Junior Staff 

1 

-

2 

4 

2 

-

-

-

-

-

1 

3 

2 

-, 

1 

3 

2 

-

1 
1 

-

1 
-

-

12 

12 

22 

41 

Oujda 

Senior Staff 

yJunior Staff 

-

2 

2 

- 2-

- 1 
2 

1 
2 

-

1 

1 

2 

2 

1 

-

-

1 

2 

8 

16 

18 

40 

El Jadida 

Senior Staff 

Junior Staff 

-

-

-

... 

1 - - 1 
1 

-

.. 

1 -

.... 

1 - - 4 

1 

12 

2 

Ouarzazate 

Senior Staff 

Junior Staff 

-

-

-

-

1 

-.... 

..... . 2 

2 

_ 

-

-

-

2 

3 

8 

12 
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EXECUTIVE SLINARY 

This report discusses opportunities for AID in Mbrocco's extensive
 
livestock sector. Extensive livestock production is understood here as the
 
grazing of cattle, sheep and goats on stubble, fallow, rangeland and rainfed 
perennial forages. lhe report does not deal directly with intensive livestock 
production, that is, dairy, poultry, beef, sheep and goat production with 
irrigated and rainfed annual forages supplemented with agricultural
by-products. AID might consider new projects in intensive livestock, which 
offers greater short-term returns than extensive livestock does. 

The World Bank Agricultural Sector Adjustment Program supports a shift 
toward mixed farming, that is, crops and livestock together, in intensiv 
farming area, The most viable intensive livestock activities, dairy and 
poultry, are already well developed in Morocco. Cultivated forages are 
supported in the adjustment program through new research and extension 
efforts, te former with assistance from AID projects. Rabbit procuction,
facing no r,-jor barrier in consumer taste, might merit AID assistance. 

As for extensive livestock production, this received minimal attention in 
the World Bank adjustment program. It is the least developed sector in 
Moroccan agriculture. On AIL s part, extensive livestock procuction presently 
claims some six per cent of its agricultural project portfolio. Before the 
present Range Management Improvement Project, AID's contribution to extensive 
livestock development comprised a $0.5 million range project in 1966-72 and
 
the sending of several Moroccans to the US for training. Although AID's 
contribution has been a small part of its total agricultural activities, it 
has almost single-handedly assisted Morocco to develop the technical capacity 
to canage the country's rangelands. 

The neglect of extensive livestock development is peihaps justitied on 
financial grounds. Other sectors, including intensive livestock, yield 
greater short-run returns. orocco's present financial crisis argues strongly 
for this rationale. The irony is that technology already exists to quadruple

the productivity of Morocco's vast rangelanCs. This techmology cannot be 
effectively applied, however, without control~ing animal numbers on the 
range. The collective pastures must first be enclosed. This is a legal 
problem that technology alone cannot solve.
 

On financial grounds, then, intensive livestock production is a better 
investment than extensive production. On nutritional grounds, protein ismore 
cheaply supplied through poultry and dairy production than through extensive 
production of red meat. Red meat production is also beccming more intensive, 
so that even as grazing pressure continues to mount, grazing s contribution to 
the national feed budget continues to decline. Neither do balance-of-payments 
concerns justify investment in red meat production, for almost no meat is 
imported. 
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There are, however, strong non-financial reasons to support extensive 
livestock production. Red meat production is a critical source of income for 
most of Morocco's rural citizens, and grazing still accounts for perhaps half 
of the national supply of red meat. Investment in extensive livestock 
production can tlis be justified on grounds of income distribution. 

There is another important justification for extensive livestock 
investment. Uphill from every crop farm in Morocco is an overgrazed, degraded 
pasture. Erosion travels downhill. Improper grazing management presently 
threatens crop production through soil erosion, irrigation dam siltation and a 
fall in the water table. This is a national issue of critical izportance to 
the 	entire agricultural sector. 

This report proposes a modest, long-term AID investment in extensive 
.livestock production. The present Range Management Improvement Project, 
scheduled to end next year, has done its job in strengthening local technical 
capacity to manage Mbrocco's rangeland. Interest is growing among herders to 
enclose their collective pastures, but progress in actually enclosing these 
pastures will continue to be slow. AID need only provide a limited amount of 
long-term technical assistance and program funding to enable Morocco to 
implement a coherent range improvement program. The potential benefits are as 
great as the risk. But if AID does not help Morocco face this critical 
problem, no one else will. 

The purpose of the proposed program is to increase extensive livestock 
productivity and promote proper land use in extensive livestock areas. Its 
objectives are to: 

• 	 Establish a research office in the Direction de 1'Elevage to 
identify disciplinary and site-specific research needs and contract 
out research projects to appropriate in-country research institutes; 

0 	 Enhance the ability of the Institut Agronomique et Veterinaire Hussan 
II (INAV) to provide graduate training in range management and exten
sive livestock production; 

* Enhance the ability of the Ecole Nationale de l'Agriculture to 
provide short-term training for government technicians and exten
sion workers in proper range management techniques; 

* 	 Provide range and extensive livestock training to extension workers 
in Centres de Travaux in extensive livestock areas; 

• 	 Provide assistance to the Service des Parcours to plan, implement, 
and evaluate long-term range improvement interventions at specific 
sites throughout the country; and 

* 	 Assist the Direction de la Conservation Fonci'ere et des Travaux 
Topographiques to conduct a land resource inventory of extensive 
livestock areas. 

The proposed extensive livestock program will entail a minimum of 
technical assistance and out-of-country training. Most of its elements will 
fall under an Extensive Livestock Project (ElU). Strengthening INAV's 
graduate-training capability and the development of a land resource inventory 
are separate activities outside the ELP. 



Opportunities 
for AID in the 
Extensive 
Livestock Sector 
of Morocco 

David Gow
 
William Duggan
 
Donald Burzlaff
 
Roy Martin
 

November 1985
 

DATDevelopment Alternatives, Inc. 624 Ninth Street, N.W. Washington, D.C. 20001 



TABLE OF CWTENTS 

IUrRODUCTION............... 1
 

CHAFIER ONE 

EXINSIVE LIVESTOCK PRODUTIM 

IN MOROCCAN AGRICULTURE 

The Sector.................................................. 3
 

Production Constraints ................ ...... .......... . so .i
 
Government Policy .............................. 13
 

QAPTER TO 

AID'S ROLE IN EXIENSIVE 

LIVESTOCK DEVELMM 

Past Projects .......... ...... o...................25
 

Present Projects .... .... o...... . . . .. . .. ......... o25
 

Opportunities for AID...... ..... ........ . ....... ...... .26
 

The Private Sector .................................... 28
 



A PROPOSED EXTESIVE LIVESTOCK 

PROGRAM 

Program S L angrye...... .a.e. ... ..... .. . ... .... .... .. 31M .. .** .o* 


Rese ar...................... ; .. ............................ 33
 

2x:ension 35
 

Short-Term Trainigr ......................................... 34
 

................................................... 


RaFge and Land Mnagement Cability .................... .... 35
 

LoLg-Term Training .......................................... 37
 
Land Use ard Land Capability................................ 37
 

F'£GLRES 

Figure 1: Morocco: Northern Provinces ................. 6
 

Figure 2: The C)RMVA System ............................. 8
 

Figure 3: 	 Cattle as a Percentage of Total
 
.ives tock Units .............................. 10
 

Figure 4: 	 Position of DE/SP within WMhA ................ 17
 

Figure 5: Service des Parcours Field Staff............. 20
 

Figure 6: The Extensive Livestock Project .............. 32
 



iii
 

SkNAMY OF ACRYMS 

AID: Agency for International Development 

ANOC: Association Nationale des Ovins et Caprins 

OOMAGRI: Ccipagnie Marocaine de Gestion des Exploitations Agricoles 

COP: Chief of party 

CNCA: Caisse Nationale de Credit Agricole 

CT: Centre des Travaux 

DE: Direction de l'Elevage 

EPA: Direction Provinciale de l'Agriculture 

DE/SP: Direction de 1'Elevage/Service des Parcours 

ELP: Extensive Livestock Program 

GOM: Government of lbrocco 

IMRA: Institut National de la Recherche Agronomique 

INAV: Institut Agronomique et VCt6rinaire Hassan II 

A: Minist~re de l'Agriculture et de la Reforme Agraire 

ORMVA: Office RPgional de Mise en Valeur Agricole 

PCV: Peace Corps Volunteer 

PMC: Plant Materials Center 

PSC: Programme de Sauvegarde du Cheptel 

RMIP: Range Mangement Improwzent Project 

SNDE: Socik)6 Nationale de D)eloppement de 1'Elevage 

SCGErA: Sociftd de Gesticn des Terres Agricoles 

SCaACOS: Soci~t6 Nationale de Comercialisation des Semences 

USU: Utah State University, Logan, Utah 



1
 

INIRODUCTICN 

This report discusses opportunities for AID in Morocco's extensive 
livestock sector. Extensive livestock production is understood here as the 
grazing of cattle, sheep and goats on stubble, fallow, rangeland and rainfed 
perennial forages. The report does not deal directly with intensive livestock 
production, that is, dairy, poultry, beef, sheep and goat production with 
irrigated and rainfed annual forages supplemented with agricultural 
by-products. AID might consider new projects in intensive livestock, which 
offers greater short-term returns than extensive livestock does. 

The World Bank Agricultural Sector Adjustment Program supports a shift 
toward mixed farming, that is, crops and livestock together, in intensive 
farming areas. The most viable intensive livestock activities, dairy and 
poultry, are already well developed in Morocco. Cultivated forages are 
supported in the adjustment program through new research and extension 
efforts, the former with assistance from AID projects. Rabbit procuction, 
facirg no major barrier in consumer taste, might merit AID assistance. 

As for extensive livestock production, this received minimal attention in 
the World Bank adjustment prosram. It is the least developed sector in 
Moroccan agriculture. On AID s part, extensive livestock production presently 
claims some six per cent of its agricultural project portfolio. Before the 
present Range Management TIprovement Project, AID's contribution to extensive 
livestock development comprised a $0.5 million range project in 1968-72 and 
the sending of several Moroccans to the US for training. Although AID's 
contribution has been a small part of its total agricultural activities, iE 
has almost single-handedly assisted Morocco to develop the technical capacity 
to manage the country's rangelands. 

The neglect of extensive livestock development is perhaps justified on 
financial grounds. Other sectors, including intensive livestock, yield 
greater short-run returns. Morocco's present financial crisis argues strongly 
for this rationale. The irony ts that technology already exists to quadruple
the productivity of Morocco': vast rangelands. This technology cannot be 
effectively applied, however, without controlling animal numbers on the 
range. The collective pastures must first be enclosed. This is a legal 
problem that technology alone cannot solve. 

On financial grounds, then, intensive livestock production is a better 
investment than extensive production. On nutritional grounds, protein is more 
cheaply supplied through poultry and dairy production than through extensive 
production of red meat. Red meat production is also becomin$ more intensive, 
so that even as" grazing pressure continues to mount, grazing s contribution to 
the national feed budget continues to decline. Neither do balance-of-payments 
concerns justify investment in red meat production, for almost no meat is 
imported. 

7/
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There are, however, strong non-financial reasons to support extensive 
livestock production. Red meat production is a critical source of inccme for 
most of Morocco's rural citizens, and grazing still accounts for perhaps half
of the national supply of red meat. Investment in extensive livestock 
production can this be justified on grounds of inccme distribution. 

There is another important justification for extensive livestock 
investment. Uphill from every crop farm in Morocco is an overgrazed, degraded 
pasture. Erosion travels do%Thill. Improper grazing management presently
threatens crop production through soil erosion, irrigation dam siltation and a
fall in the water table. This is a national issue of critical i ortance to 
the entire agricultural sectoz. 

This report proposes a modest, long-term AD investment in extensive 
livestock production. The present Range Management Improvement Project,
scheduled to end next year, has done its Job in strengthnening local technical 
capacity to manage Morocco's rangeland. Interest is growing amorg herders to 
enclose their collective pastures, but progress in actually enclosirg these 
pastures will continue to be slow. AID need only provide a limited amount of 
long-term technical assistance and program funding to enable Morocco to
implement a coherent range improvement program. The potential benefits are as 
great as the risk. But if AID does not help Morocco face this critical 
problem, no one else will. 
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CHAPE ONE 

EXrCNSIVE LIVESTOCK PRODUCTION IN MOROCCAN AGRICULTUME 

The Sector
 

This report concerns extensive livestcck production, that is, the grazing
of cattle, sheep and goats on range, fallow, stubble and cultivated perennial
forages. Cattle especially, sometimes sheep and even goats are also produced
intensively, that is, through the feeding of cultivated forage and 
agricultural by-products. The same animal often eats from both intensive and 
extensive sources. 

In general, farmland in Morocco can be divided into two intensive and two 

extensive zones: 

Intensive irrigated on 0.8 million ha.; 

Intensive rainfed (more than 400 mm. of rainfall) on 3.5 million ha.; 

Extensive rainfed (less than 400 mm. of rainfall) on 3.5 million ha.; and 

Rangeland (25 per cent in forest) on 20 million ha. (1) 

Available statistics do not permit estimates of the animal or human 
populations in each of these four zones. Moreover, as animals regularly moe 
from zone to zone, one farmer might exploit all four. As Table One suggests,
however, the two extensive zones probably support more than half the national. 
herd.
 

Table 1: Estimated Fodder Availability 

Unit Amount F FU Percent 
-- un2t (millions) 

Forage crops ha 274 2460 674 6 
Fallow ha 2137 620 1320 11 
Stra, and stubble ha 4703 455 2140 19 
Plant leaves and tops ha I000 170 168 1 
Grain ton 1415 - 1424 12 
By-products ton 1100 - 765 7 

Total cropland M 
Rangeland ha 258C0 I0 5000 44 
Total availability I-

FU = Forage Unit - 1 kg. of barley. 

Source: World Bank, Agricultural Adjustment Loan, Washington, D.C., 185, p.
fl. Very different feec budgets appear in AAIRD, Etude sur la Folitique
des Prix et des Incitations dans le Secteur Agrico]e, Rbat, 195, p. 138, and 
FAO, Assessment of the FoodR, Agriculture and Livestock Situation, Rone, 1964, 
p. 20. 

7] 
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Range alone supplies 44 per cent of available fodder. If extensive
rainfed areas supply at least one-eighth of cropland fodder, a reasonable 
assumption, then the extensive zones account for more than half the national 
livestock feed supply. 

Livestock as a whole, and particularly in the extensive zones, plays a
much more important role in the rural economy than national production figures
suggest. In one sense, Morocco is no longer an agricultural nation, and itsagriculture is no longer based on extensive livestock production. The World 
Bank estimates agriculture's share of GDP in 1985 as only 14 per cent, and
livestock's share of agricultura. output as only 36 per cent. in 190, before 
the drought struck with force, red meat contributed less than half of 
livestock production: 

Table 2: Value of Food Production, 1970 and 1980 (DH million) 

1970 1980 Per Cent 
Change(1970 prices) 

Red meat 522 2093 + 
Milk 269 122b + 66 
Poultry and eggs 222 1130 + 85 

Total livestock 1013 4451 + 60 
Total food 3996 13896 + 27 

Source: Groupe de l'Etude de la Strategie Alimentaire, Etude de la 
Strate .ie A! imentaire Marocaine, Rabat, 1984, Annex 1. 

Extensive livestock production perhaps contributed half the red meat.
This means that the extensive livestock sector accounts for less thn one and 
one half percent of total GDP. 

More than half the country's population remains rural, however, and most
of them own livestock. Most of those who presently do not own livestock 
aspire to do so, and most probably have owned or will own livestock sanetime 
in their lives. Many urban dwellers also own livestock, which are tended by
rural family mebers or thmough contracts with other herders. These marginal
livestock owners, who move in and out of the sector, usually do so through
sheep and goats herded extensively. Red meat, the major livestock product, 
comes almost exclusively from small herds with very few modern inputs.
Extensive livestock procuction is probably the least industrialized of 
Morocco 's agricultural activit es. 

The last national survey of agricultural households in 1973-74 reported
that 77 per cent of farmers had access to land, 58 per cent owned cattle, 34 
per cent owned sheep, and 18 per cent owned goats. It did not report
combinations of animals, and so we cannot determine how many total households
owned stock and how many did not. Table Three suggests, however, that 
livestock ownership is the rule among all sizes of farms. 
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Table 3: Livestock Distribution by Landholding, 1973-74 

Size of 
Land in 

0 

House 
holds 

(%) 
27 

Cattle 
kead Head/

(%) House-
hold 

21 2 

Sheep 
House head6.aadl 
holds (%) House-
(7) hold 
21 21 18 

House 
holds 
(%) 

16 

Goats 
Head head/

(%) House
hold 

16 12 
0 - 2 
2- 10 
10 

29 
33 

11 

21 
35 
22 

2 
3 
6 

28 
35 
16 

13 
32 
35 

8 
16 
39 

39 
33 
11 

33 
34 
16 

11 
13 
17 

100 100 3 100 100 17 100 100 12
 

Source: MARA, Recensement Agricole, 1973-74, Rabat, 1976, Table 5.1 

In general, larger farms had more livestock, except that landless sheep owners 
had more sheep thmn many small cultivators. 

Despite the small contribution of extensive livestock to the national 
economy, it remains a critical source of income for rural producers. In
general, they eat their grain and sell their animals for cash, although many
sheep and goats are slaughtered at home. Many small grain farmers could not 
stay in business without income from livestock. Livestock prQduction thus has 
an effect on income distribution, grain production and rural employment far 
beyond what its contribution to GDP might suggest. 

In 1,,, before the drought struck with force, family consumption
totaled seven per cent of cattle slaughter but 43 per cent of sheep and 43 per
cent of goat slaughter. In 1983, these figures were five per cent, 28 per
cent and 29 per cent. Stock owners reduced meat consumption and tried to hold 
onto their animals, often much too long. In 1982-83, thousands of animals 
died before their owners sold them for slaughter or ate them themselves: 

Table 4: Livestock Slaughter and Mortality Data ior 1982-83 (000) 

Cattle Sheep Goats Total LSU 
Slaughtered 2- 191 
Died 34 359 200 146 

Sarce: DE, Mouvements des Bovins, Ovins et Caprins, Noveabre 
B 2T983, Rabat, 19b4. 

Stock owners held onto their animals in the hope of them surviving until 
the rain fell again. Meat prices fall during drought, discouraging livestock 
sales. Herd owners also hold off selling because capital turned to cash can 
disappear quickly, especially in a drought uihen a wide circle of relatives 
need money. Herders find themselves short of cash after a drought to rebuild 
their herds, so they hold onto their animals in the hope that they will 
survive until the next rain. Moreover, range and often fallow ahd stubble,
the most important feeds of extensive livestock, are costless to the producer. 
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The only available statistics that show a distinction between intensive
 
and extensive livestock production discriminate between ORMVAs (Office

Regional de Mise en Valeur Agricole) and DPAs (Direction Provinciale de
 
l'Agriculture). ORMVAs cover the large irrigation areas, but also include
 
surrounding intensive and extensive rainfed cropland (See Figure To). DPAs
 
cover most rainfed cropland and rangeland, but also include some irrigated 
land. Both intensive and extensive livestock production are thus found in
 
both ORMAs and DPAs, although ORMVAs are more intensive and DPAs are more
 
extensive.
 

Table 5: 1984 Livestock by Zone (UO LSJ) 

Cattle (%) S (%) Goats (%) Total (%)

OPMVAs 8 (49) 601-(37) 2 (14) -1636(100)

EPAs 1563 (40) 1698 (44) 609 (16) 3870 (100)
 

Total 2363 (43) 2299 (42) 844 (15) 5506 (100)
 

Cattle 11 Livestock Unit (LST) 
Sheep/goat = 1/5 LSU 

Source: DE, "Enquete-Elevage, Mars-Avril 1984", Rabat, 1984. 

Table Five suggests that the distinction between intensive and extensive 
livestock production does not fall out neatly by species. Sheep are most 
important in the DPAs, although even there cattle account for 40 per cent of 
livestock units. Cattle dominate the ORMVAs, but even there sheep total 37 
per cent of livestock units. The importance of extensive cattle production is 
further supported by the numbers of improved breeds, overwhelmingly dairy, in 
each zone: 

Table 6: Cattle Breeds by Zone (000)
 

Local (%) Improved (%) Total (%) 

oPMVAs 647 (81) 153 (19) 800 (100) 
DPAs 1387 (89) 176 (11) 1563 (100)
 

Total 2035 (86) 328 (14) 2363 (100)
 

Source: DE, "Equete-Elevage, Mars-Avril 1984", Rabat, 1984.
 

Even in the ORMVAs, improved cattle number fewer than one fifth of the
 
total. Certainly, many local animals are beirg milked comercially, but many

others are raised extensively. Red meat production is about equally divided
 
between cattle and small stock (2).
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The recent drought has greatly reduced stock numbers in both intensive
 
and extensive zones. Table Seven shows this decline: 

Table 7: National Herd (million head) 

Year Cattle Sheep Goats LSU %chae 
7 3.77

+22
 
1970 2.7 11.7 5.6 6.1
 

+25
 
1975 3.6 14.3 5.7 7.6
 4
 

1980 3.4 16.5 6.2 7.9 
-30 

1984 2.4 11.5 4.2 5.5 

Source: USAID, 'Draft Agricultural Sector Strategy Paper", Rabat, 1985.
 

Drought before 1980 reduced cattle numbers somewhat, but the severe
 
decline in all species care after. By crippling fodder production on both
 
crop and range land, the drought seems to have struck both intensive and
 
extensive livestock production with great force. Table Eight reports the
 
decline by zone, and Figure Three shows the change in species by province.
 

Table 8: Percentage Drought Loss by Zone, 1981-84.
 

Cattle Sheep Goats LSU
 
OPIVAs 2323
_PAs 29 28 23 28
 

Total 27 27 23 26
 

Source: DE, "Enquete-Elevage, Mars-Avri. 1964", Rabat, 1984.
 

Table Eight shows a somewhat higher loss of cattle and sheep in the
 
DPAs. Figure Three shows the dominance of cattle in the northern and western
 
provinces but an overall stability in the ratio of large to small stock
 
through these years of drought. The provinces varied from Taounate, where
 
this ratio actually grew 12 per cent, to Settat and El Kelaa, where the ratio 
fell by 12 per cent. Overall, though, cattle fared as well as small stock
 
during these years of drought.
 

Even with greatly reduced stock numbers, Morocco's crop and range lands
 
do not provide enough feed. Animals reproduce and grow poorly, have high
 
mortality rates, and cause serious environmental degradation. Despite poor
 
statistics on actual feed availability and carrying capacity, it is obvious
 
that Morocco's pastures are sericusly overgrazed (3). Palatable perennials

have given way to annuals and unpalatable perennials, remaining plants are 
grazed down to the ground, bare soil is exposed where rainfall is high enough
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to support a greater vegetation cover, soil has washed away to expose bare 
rock. The severe loss of livestock, 30 per cent over four years, attests to 
the fragility of Morocco's livestock production system. 

The destruction of Morocco's rangelands is a national issue of great
 
import above and beyond the value of red meat they produce. Poor pasture
 
management threatens not only the pasture but also neighboring cropland,
 
through soil erosion, irrigation dam siltation, and a fall in the water
 
table. Overgrazed p,-ri.re lies iphill from every crop field in Morocco, and
 
erosion travels downfLtu..
 

Productiou Constraints 

Pc r animal nut-i.ion stands out as the greatest production constraint 
in extensive lives toci production. Animals move from feed source to feed 
source tIroughcut :T- year, sometimes over great distances. The shortage of 
rangeland water is a related _cnstraint, fc4. it requires animals to walk great 
distances on a daily basis between water and fresh pasture. Animals lose 
condition and require even more feed. 

Although the feed constraint shows up as overgrazed range, it can be 
relieved through providing more of either cultivated or uncultivated fodder. 
From Table C'ne above, the most likely opportunity for increasing cultivaed 
feed is to increase the area of forage crops (274,000 ha) at the expense of 
fallow (2,137,000 ha). An annual leguminous forage might replace fallow in a 
dryland cereal rotation. Although such fallow replacement would fare best in 
intensive rainfed areas above 400 mm., available fallow is more likely to be 
found in extensive rainfed areas. In intensive areas there is great pressure 
to skip fallow completely and plant grain every year. Gnly research, and the 
final profitability of grain versus livestock on the individual farm, will 
reveal the future of forage production in extensive rainfed areas. 

Beyond forage cultivation, the best hope for improving extensive feed 
sources is the regeneration of degraded pastures. There are no reliable data 
on the degree of present degradation, but with proper management and perhaps 
replanting where necessary,the non-forest range should be able to increase 
more than fourfold the annual feed supply. This conservative estimate is 
based on observations made at Oujda, Plaine de l'Aarid ard Timahdite where 
pasture within the perimeters was compared with that growing outside. This 
would nearly double the total feed available to livestock in both intensive 
and extensive zones. This would most likely be able to support present animal 
numbers ac good nutritional levels without significant loss during drought. 

Present technology, then, can have a greater impact on the rangelands 
than on extensive forage cultivation. There are a variety of range 
improvements waiting to be applied to Morocco's pastures. They are mostly 
useless, however, without proper grazing management, chiefly the reduction of 
stock numbers below damaging levels. 

Thus far, proper management has eluded most of Morocco's rangelands. 
The most important reason for this is their legal status as collective lands. 
Land tenure, then, is the second important constraint in extensive livestock 
production. 

http:p,-ri.re
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Althnugh specific tribes and sub-tribes have specific rights to 
particular pastures, these rights often overlap. Thus one tribe will hae 
rights to several pastures, and several tribes will have rights to one 
pasture. Scme pastures, particularly in the high mountains, are grazed for 
rigidly controlled periods by their tribes. Most important, however, stock 
numbers are not controlled cn collective pastures. Forests, one quarter of 
all rangeland, are sometimes an exception to this rule, for they fall under 
the control of the Direction des Eaux et Forets. This government agency, a 
branch of the Ministry of Agriculture and Agrarian Reform, closes sane of its 
forests and allows in only a carefully controlled nurber of animals. At 
present, only 15 per cent of forests have a management plan for grazing and 
wood offtake. Most of the rest are severely overgrazed. The value of forest 
livestock production presently exceeds chat of te recorded wood harvest (4). 

Also, users of collective lands cannot use them as security for loans. 
Extensive ciop land, historically part of collective lands, also suffers from 
insecure title. As a result, the Caisse Nationale de Credit Agricole reaches 
only 25 per cent of potential customers in rainfed areas, as ccmpared -ith 60 
per cent in irrigated zcnes (5). 

As the rural population continues to grow, as stock numbers recover from 
the drought and surpass their preyious heights, the collective ranges will 
only degrade further. Each year of overgrazing lengthens the time it will 
take for the pasture to recover even under proper management. Although no 
statistics capture this steady decline, each year the collective ranges are 
less and less able to provide fodder for the nation's livestock hetds. The 
result is not only poor livestock nutrition and thus poor producticn, but 
spreading erosion on both range and crcpland. 

The third major cOnstraint in e.tensive livestock producticn, a=o the 
least importanr of the three, is animal breeding. Animal diseases are less 
severe in Morocco than in &e tropics, and less important as a health problem 
than poor nutrition. In the same way, breed improvement can only succeed if 
animals get encugh to eat. indeed, native breeds usually fare better than 
high-performance improved breeds in periods of nutritional stress. 

Breeding is generally well-controlled in extensive cattle herds. 
Despite the failure to castrate males, herds are generally very small (see 
Table Three above) and so breeding is easily controlled. Uncastrated males 
will actually grow better than castrates. Beyond individual arrangements 
among neighbors, however, there is no organized system of breed selection and 
improvement for the native beef breed. The only beef breeding in the country 
is on parastatal ranches, which produce exotic Santa Gertrudis stock for sale 
to breeders and growers. Until the feed crisis is solved, selecting and 
breeding tie native beef animal might do more to improve efficiency on the 
range. 

Sheep breeding is only partially controlled. Sheep herds are larger 
than cattle herds (see Table Three), and are often pooled under one herder. 
Rams are selected for breeding and the rejected rams are culled, but not 
always in time to prevent the poorer rams from breeding too. The prcblem of 
too many males of breeding age is common to low-productivity grazing systems 
on collective land. It makes sense to wait until the stress of weaning, often 
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at a time of general nutritional stress, shows which male can grow best under 
difficult conditions. This one is then selected, perhaps too late to prevent 
the others from breeding too. Meanwhile, poorer quality animals have eaten 
valuable grass and passed on their inferior genes. In the spring of 1981, 
before the drought struck with force, the ratio of breeding males to breeding 
females was 1:10, somewhat high but not seriously so (6). 

Seven private cooperatives presently operate for sheep selection and 
multiplication, with three of the country's six major breeds. They are 
presently selecting true to breed, by phenotype. This includes some selection 
for meat production, because larger animals are favored, but breeders should 
begin selecting for fertility and wool production as well. In 1979, before 
the drought reduced sheep numbers, shearings totaled 8.6 million, 54 per cent 
of the total flock of 16 million sheep. This is a low shearing ratc(7). 

Fleece weight and quality are very low, and merchants pay more for 
weight than for quality. Breeding native sheep for wool, introducing improved 
wool sheep into suitable areas, and establishing market grading for quality, 
would encourage more shearings and raise wool income considerably. Fleeces 
presently weigh about 1.5 kg and command some 15 DE each. With a shearing 
rate of 90 per cent on the present population of 12 million sheep, and a 
doubling of fleece quality and weight to yield fh 60 per fleece, wool income 
would rise from DH 97 million to DH 648 million. The country's sheep should 
be able to support its carpet industry, which presently has to import wool. 
Drier rangelands, especially, too harsh for proper breeding herds, could grow 
out males specifically for wool production. 

Goat breeding resembles sheep breeding, with late culling and selection 
for size. There are plans for a goat-breeding cooperative in the Middle 
Atlas. In 1980, when the goat population peaked at 6.2 million, 25 per cent 
were clipped for hair. This hair is of very low yield and quality, and there 
is no place in the foreseeable future for the introduction -Lihair breeds. 
Sheep and goats graze together, and wool offers greater potential. 

Government Policy 

There is no separate government policy for extensive livestock 
production. There are overall policies that affect it, plus specific policies 
for Individual elements within it. The agricultural sector as a whole is 
presently undergoing a major shift in overall policy, unfder two World Bank 
Agricultural Adjustment Loans totaling $180 million. 

The adjustment program aims to improve agricultural productivity: 

The technical and economic ceilings of input used to increase yields 
could be substantially increased in the rainfed areas as well as the 
irrigated areas. In the former, despite natural constraints, major 
productivity improvement would resulc from widespread introcuction of 
improved farming techniques including mechanization of land preparation, 
use of modern inputs, and a more intensive and rational land use through 
an integration of crop/animal production. Most of these increases in 
productivity can be expected to occur in the medium to high rainfall 
areas. In the irrigated areas, there is also considerable room for 
increase in yields... (8) 
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Under this adjustment program, agriculture received 13 per cent of total
 
government appropriations in 1985, divided as follows: large-scale irrigation
projects 39 per cent; small and medium scale irrigation projects 10 per cent; 
plant Drocucticn 14 per cent; livestock 9 per cent; forestry 8 per cent; 
research ad extension 7 per cent. Moreover:
 

The budgetary appropriations within each subsector again accora priority 
to projects and operation that meet the following criteria: a) early 
completion; b) high economic return; c) rehabilitation and
 
modernization of existing plant; d) low recurrent charges; e) rapid
impact on production and the balance of payments; and f) high 
employment creation (9). 

The adjustzent program, then, aims for a rapid financial return from 
higher rainfall areas. Extensive livestock production can only yield returns 
in the long term, and it is mostly found in the lower rainfall areas. It is 
thus a low priority in the adjustment program. 

The specific goals of the adjustment program are to: 

* 	 Achieve a restructuring of the investment program; 

* 	 Re-orient the price and incentives framework; 

" 	 Strengthen agricultural support services, includirg rationalization 
of the role of the private sector; and 

" 	 Build instituticnal capacity for agricultural plannirg and policy 
analysis, and resolve structural problems (10).
 

The first objective, to restructure the gover-ren's investment 
program, aims for "greater eapiasis of public investment on rainfed 
agricultural development, forestry, small-scale irrigation, and livestock'
 
(11). Table Nine reports the 1985 allocations for priority projects, ;ihich 
ccxopose 69 per cent of the adjustment program's public investment budget for 
that year. This gives a good if incomplete picture of the investment plan: 

Table 9: Core Group of Priority Projects and Operations
 

1985 	Allocaitions (DH.)
 

Reforestation 103
 
Charb-Mamra and Lcukkos 64
 
Soil Conservation and Sylvopastoral 42
 
Rangeland Improvement 16
 
Medium-scale Irrigation 86
 
Small-scale Irrigation 64
 
Integrated Fual Development 162
 
Vegetable Marketing 18
 
Large-scaL Irrigation 469
 
Extersion and Research 78
 
Source: World Bank, Agricultural Adjustment Loan, Table 5a. 



The largest element by far is large-scale irrigation, some 43 per cent 
of t!le investment budget shown in Table Nine. This is an improvement over the 
1970s, when large-scale irrigation absorbed 65 per cent of the government's 
investment budget (12). Adding the mediun and small-scale irrigation budget 
plus vegetable marketing gives a figure of 62 per cent of the total investment 
shown in Table Nine devoted to irrigated farming. This sector, totaling less 
than 10 per cent of cropland, contributes about 45 per cent of the value added 
in agriculture (13). 

Extension and research should benefit all sectors. Forestry receives a 
sizeable share of the investment budget under reforestation, Gharb-Mamora and 
Loukkos, soil conservation and sylvopastoral, and the three integrated rural 
development projects. Cnly one of these three integrated projects, in the 
Middle Atlas, also involves non-forest grazing land. Extensive livestock thus 
receives an investment of some six per cent of the total in Table Nine. 

The second objective of the adjustment program, to reorient the pricu 
and incentive framework, entails the removal of input and output subsidies and 
price controls. In past years, 70 per cent of input subsidies and 80 per cent 
of output subsidies have benefited the irrigated zones. In 1984 alone, input
subsidies totaled DH 1150 million and output subsidies totaled DH 900 
million. Of 1984 output subsidies, 80 per cent went to sugar producers and 
the rest went to milk and cereal producers (14). Only the last group could 
possibly hail from extensive areas. 

The only input subsidies that reach extensive farming areas are perhaps 
those for agricultural machinery and breeding livestock, which total well 
under 10 per cent of total input subsidies. The government's plan to 
eliminate its input and output subsidies will thus affect extensive livestock 
production very little, except as the new prices affect the mix of crops and 
thus the availability of cultivated forage, stubble and fallow. There might 
be a shift away from intensive farming as input prices rise and output prices 
fall. Indeed, one of the adjustment program's objectives is to eliminate the 
net taxation of cereal and rainfed farming that helped raise cereal imports to 
27 per cent of national cereal consumption before the drought (15). If 
farmers shift to extensive farming, they might grow more forage or try to put 
more animals on the already oergrazed range. 

The third objective of the adjustment program is to strengthen 
agricultural support services, including rationalization of the role of the 
private sector. This will be accomplished by eliminating government 
agricultural services that the private sector can provide, and by 
strengthening the government's ability to deliver services that the private 
sector cannot provide. The government will gradually pull out of: 

* Veterinary, breeding and tractor services; 

* Fertilizer, seed, feed and cereal marketing; and 

* Seed and breeding stock production. 
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Among these activities, extensive livestock farmers presently benefit 
mainly from the veterinary services. A pilot program will establish private 
veterinarians in 20 intensive farming zones. The program will then be 
extended to all intensive areas. There are no plans to extend private
practice to extensive zcnes (16). Farmers in intensive areas are also the 
customers for the subsidized breeding stock and can best take over breeding
stock production themselves. A freer cereal market should benefit extensive 
crop farmers as well. Government tractor units have served extensive as well 
as intensive farms. Extensive farmers may use commercial seed, but they 
cannot hope to produce it themselves in the near future. 

As for the agricultural services that only the government can provide, 
these are chiefly research and extension. The two principal agricultural
research bodies are fLRA (Institut National de la Recherche Agroncmique) and 
INAV (Institut Agrcnomique et Veterinaire iassan II), althcugh RAFAconducts 
research on its own farms as well. The adjustment program concerns 
strengthening IN.RA and making itmore responsive to practical research 
demands. UIRA presently has no capacity for livestock research, however, and 
the loan document does not specify th-at it should develop any (17). 

As for extension, MARA has neglected it in favor of delivering inputs
and other services. There is practically no livestock extension, except in 
range Improvement through the Service des Parcours rather than through the 
extension service. As for the e-xension service itself, it is not a sevarate 
direction nor even a separate division, but falls under the Division de la 
Vulgarisation et Cocperation Agricole, which together -with the Division de la 
Reforme Agraire makes up &e Direction de la Vulgarisation et de la Reforme 
Agraire (see Figure Four). 

The adjustent program is establishing 28 pilot axtension centers, one 
in each DPA. Agents at these centers will spend most cf their time actually 
visiting producers' farms. The extension program will have a strong livestock 
ccmpcnent, and will gradually extend throughout the coutry. Everylare
extension agents will need information on hera records, selective breedirg,
ard .ol improvement. Agents in extensive areas will need special trainirg in 
pasture reseeding, watershed management, and the advantages of deferred 
grazing. 

The fourth goal of the adjustrent program is to build institutional 
capacity for agricultural planning and policy analysis and to resolve 
structural problems. Toward the former end, V"AFA will use AID and FAO 
assistance to strengthen statistical collection and evaluation in its 
Direction de la Planification et des Affaires Econcmiques, appoint economists 
to key D.rections, train staff in planning and analysis, and estahlish a 
parastatal econcmics firm to handle imediate price and statistical analysis.
The government also plans to incrL -se the number of OIRWVAs from nine to 12 and 
subsume the DPAs under them. The justification for this merger is to take 
advantage of the OCaVA's greater fiscal and operational autonomy (See Figure
Two). 

As for resolvirg structural problems, these fall into two categories:
land temre and natural rescutce management. The land tenure program aims to 



USGUgig; POSITION OF OEUSP VITHIM TH tNISTRI OF AGUICULTUR9 AND AGHMIAN NEFO
 

latinister of
 
Agriculture
 

Ilnspection e'el 
 Cabiat
 

u e eral.IGeleeSc~ 

I li] r 'l 
pftwtcllos I ulga ri&atan Equipment Conservailon flevaLe j ateProductiosi ESalmoat, planificatio [ Alfeir 

For. *t- Ve&etale Agricola let Alflre. Adelmietrades VVLwIamU Agjricola lural Foncier* lt) 

Traves rotoretos at Vaechrche Econosl ques Lives
dos onrtolea i et ltormI 

e
 du sale
T':t.oiqu.o, Aisire Toparaphiqua 


at L.Iresias II
des fraudse lot 

- ___._ -- I 

Sat Animal Prduction ioAl Hare 

l Snioal (Limal Production) IMor s$Hvalth) 


Survice do Service do lIOrlntation Service do Service do V1Aa teagemaa et do Is 
'AmalioreLioA de Is Produttion Aimala I Alilmontatio Iles as Valosur des Terreiess 
GOunitilue do ParcOcurs )'ISP 

bureau des Projet l.reeu des Tcaveeu 
et filial do P*LeaateuAint dos 

-F 



18
 

extend standardized land titles from irrigated to rainfed cropland. 1his will 
encourage optimtm farm size and hlp title-holders qualify for credit. The 
program is directed specifically at intensive rainfed areas (18). The natural 
resource management program will encourage reforestation and forestry 
research, inventory and management to enable domestic wood production to 
replace the 30 per cent of local needs currently imported, and to develop 
grazing and harvesting plans for the 85 per cent of forest lands that 
currently lack them. 

The Agricultural Sector Adjustment program, then, constitutes a major 
shift in government policy. Its effect on extensive livestock production will 
be largely indirect. The public investment program has minor components for 
extensive livestock; the price and subsidy reforms concern intensive farming; 
the agricultural service reforms in planning, extension and research will 
affect the sector as a whole and focus on intensive farming areas; the land 
meiLure program is aimed at intensive areas but forestry planning should 

improve forest pasture. 

The adjustent program's emphasis on intensive areas is deliberate. 
Morocco is currently in a financial crisis, with foreign debt greater than 
annual GDP. The adjustment program thus aims at investments with a high 
return in the short and medium term, and which improve the balance of payments 
(19). Investment in extensive livestock production would require many years 
to pay off. Short and medium-term profits are higher in other sectors. 
Degraded rarges take years to regenerate, and they cannot regenerate at all 
without major charges in land tenure first. The adjustment program's grazing 
activities are mostly part of forestry projects, and thus avoid t&e difficult 
land tenure problems of the non-forest range. 

Cuts-.-e tbe adjus-te-nc progra=, e tensive 1iiv.szock producticn ea=4L-is 
the charge of ARA. Within '.F, the Directictn de 1'-Eievage (ZE) ias primary 
responsibility for it, chiefly through the Service des Parccurs (SP) of the 
Division de la Production Animale (see Figure Four). The Direccicn des Eaux 
et Forets oversees forest rargelard. The Directicn de la Vularisation will 
soon have respcnsibility for livestcck extension. Table -en reports DE's 1965 
investment budget: 

Table 10: Direction de l'Elevage Investment Budget, 1985 (DHM) 

Health cIntrol 33.9 29% 
Feed distribution 5.3 57 
Meat and milk industrialization 26.9 23% 
Genetic improvement 
Direct farm subsidies 

10.3 
28.7 

9% 
257. 

Rangeland improvement 10.0 9% 

Total 115.1 100% 

Source: World Bank, Ag. Adj. Loan, Tech. S.pp. Vol., p. 135. 
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This budget differs from what DE will actually spend in 1985. In l,83,
the budget was Di 136 million but only EH 49 million was actually disbursed. 
Direct subsidies within this 1985 investment budget amount to DH 60.1 million, 
or 52 per cent of the total. Of the total subsidies, 36 per cent are directed 
to farmers, 30 per cent to milk collection and process ng, 20 per cent to 
parastatal farms, and 14 per cent to slaughterhouses (20). 

The abolition of subsidies will thus seriously curtail DE's present 
range of operations. These changes will mostly affect the Division de la 
Production Animale, which handles all of the subsidies and the entire budget 
in Table Ten except for health control (21). 

Production Animale has four Services (see Figure Four): Service de 
l'Orientation de la Production Animale (SOPA), Service de l'Amelioration 
Genetique (SAG), Service de l'Amenagement ec Mise en Valeur des Terrains de 
Parcaurs (DE/SP), and Service de 1'Alimt.tation. SOPA is a planning unit, but 
its staff of eigtit has no economic training. With a major shift in the role 
of Production Animale, SOPA's burden will greatly increase. 

SAG is essentially a dairy cattle service. It handles herd books, 
performance testir on private and parastatal farms, natural breeding and 
artificial insemination services, the impact of breeding stock and the 
subsidized sale of imported and local breeding stock to farmers. SAG has some 
sheep activities as well, organizing breeding cooperatives and handling the 
subsidized sale of breeding stock from government farms. It also handles, the 
subsidized sale of exotic parastatal beef cattle breeding stock. When 
subsidies are eliminated and breeding stock production and breeding services 
shift to private farms, SAG will be limited to herd book registry. ahere is 
ample opportunity to extend this system to sheep and eventually to native beef 
cattle. Promoting proper conservation and reproductiom of the nation's prime
breeding stock will be especially important when its production is dispersed
from a small number of parastatal farms to a large number of scattered private 
farms.
 

At present, DE/SP is the only government agency charged directly with 
extensive livestock development. Itu mandate is to Improve the productivity
of Morocco's vast rangelands. It presently has a professional staff of five 
at headquarters and 42 in 16 of the country's 33 provinces (see Figure Five).
Some 23 of these field staff are involved in the AID Range Management
Improvement Project at four separate sites. 

Experience at these four project sites shows that stock numbers can be 
controlled on collective pastures, and pasture productivity can be increased. 
This experience also shows that these things take time. The most difficult 
task is gaining the consent of collective grazers to reduce their stock 
numbers and to keep their herds off a pasture for several years while it 
regenerates. Grazing control on collective lands is perhaps the most 
difficult problem in agriculture development. Herders resist reducing their 
stock because drought might come along and reduce it further, putting them out 
of business completely. Cn uncontrolled collective pasture, herders aim to 
have larger herds so that more animals from their herd will survive a 
drought. A smaller number of well-fed animals would fare better, but on 
collective pasture smaller herds are no better fed than larger ones. 



FIGURE 5
 

SERVICE DES PARCOURS 
FIEL STAFF
 

(Ingenieurs and Adjoints
 

Tachniques) 
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The pastoral cammons suited the agricu-tural system when population was 
low and pasture was plentiful. As human and animal populations grow, pasture 
becomes more and more scarce, and so herders are more and more loathe to keep 
their herds off any one piece to let it regrow. Herder resistance to grazing 
control makes sense in the short run, but in the long run the pasture will 
vanish without it. Herders will enclose their own commons only with 
substantial government assistance and encouragement. Ihis is the job of DE/SP. 

At present, DE/SP's 42 field staff are hardly sufficient to promote 
pasture improvement and grazing control throughout the country. The present 
coverage ratio is more than a third of a million hectares of nn-forest 
rangeland per technician. These field staff conduct Lesearch, extension and 
range development. Under the new agricultural policy, DE as a whole will no 
longer conduct research or extension. Research institutes, chiefly INRA and 
12TAV, will be responsible for extensive livestock research, although at 
present only the latter has any capacity for this. The extension service has 
only begun to include livestock .n its program and it doubtless will start 
with intensive production. Extension staff in extensive areas will need 
training especially in pasture reseeding, herd records and selective breeding, 
wool improvement, watershed management and the advantages of deferred grazing. 

DE/SP will thus be free to concentrate on range development. 

DE/SP operates on collective, Jomanial and private land. Domanial land 
is less than cne per cent of the total range, and private land is an unknown 
but certainly small amount as well. On domanial land there are no legal 
impediments to grazing control, for the land is owned by the state. Private 
pasture is usually land plowed for grain at such low yields that grazing is a 
more economic use. There is no legal impediment to a private pasture owner 
improving it. 

Legislation already exists to convert collective ranges to controlled 
pastures. The legal procedure requires the consent of herders who use the 
land, and this is the bottleneck in the process. The sites that currently 
have some grazing control can encourage extension to other areas. Extension 
agents should try to interest other herders in pasture control and 
improvement, using existing sites as demonstrations. SP can then concentrate 
on land management and pasture development at participating sites. 

The last service of Production Animale is Service de 1 'Alimentation. 
This office haidles the subsidized supply of animal feeds throughout the 
country. There are two separate programs. The first handles beet pulp and 
wheat bran, hich arE consumed almost wholly by animals in intensive areas. 
The government plans to phase out this subsidized distribution. 

The second program is the P.'ogramme de Sauvegardi du Cheptel (PSC). 
This is essentially drought relief for animals. It began in 1961 and became a 
permanent program in 1972. Imported barley and alfalfa and domestic beet 
pulp, as well as some concentrates, hay, straw and molasses, are sold to 
livestock owners prices from 30 per cent to 10 per cent below cost. This 
subsidy rate varies from zone to zone, feed to feed, and year to year. lable 
Eleven shows PSC activity from. 1973 to 1982: 
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Table 11: Program de Suavegarde du Cheptel 

1973 1975 1976 1977 1978 1979 1980 1981 1982 Total 

Total (000 £H) 699 6389 557 5647 1897 4490 4888 65025 1090 90601 
Percent to DPAs 88 69 39 82 81 74 67 89 69 83 
Per cent to0RVAs 12 31 61 18 19 26 33 8 18 15 
Per cent to 0 0 0 0 0 0 0 3 13 2 
parastatals 

Scurce: MARA/AIRD, Etude sur la Politique des Prix et des Incitations dans le 
Secteur A.ricole, Rabat, _19bS, p. 150. 

In 19&3, &e government ended direct funding of the PSC and instituted a 
slaughter charge at abattoirs. In 1984, the sale prices of beet pulp and 
wheat bran in Service de l'Alimentation's other program were raised, and the 
extra funds were added to the PSC reserve. 

Thus PSC has done its share to further overgraze Morocco's pastures.
There are already too many animals for the available feed supply in a year of 
average rainfall. Even if there were not too many, animal nubers should 
decline during a drought through culling and slaughter t:o match the decline in 
available forage. This pre-vents further stress on che pasture, allowing it to 
rebound quickly after the drought and support a recovery of animal numbers. A 
herder cn collective land tries to delay culling and slaughter as long as 
pcssible, for scmecne else's anima..-s will remain and eat tHe pasture ever i,
his do not. k.d herders .culd like to keep their herds large throug.h a 
drcught so that even af-ar mortality loss they will have a large enough herd 
to stay in business. It is best for the range and for the country as a hole 
if the herders sell their animals instead, but prices fall during a drougl=
and thi is a further incentive to hold o._'o them instead. The PSC further 
encoura.ges herders not to sell, by supplying them with subsidized feed. The 
money chat pays for the subsidy would be much better spent during a drought in 
buying animals, at higher, pre-drought prices and sending them to t.e 
abattoirs. This would relieve the pressure on &e range and give herders 
money to buy animals again when the drought ends. Moreover, in a 
well-functioning liestock sector, animals move to feec rather than the 
reverse. Feed costs much more to transport than the animals that eat it. 

Te PSC raises a fundamental issue of extensive livestock production on 
communal lands. Overgrazing is so severe largely because communal pasture is 
free. Extensive grazing on collective land is low-co,-t, low-output
production. Supplying health services or feed on a low or nc-cost basis only 
encourages t&e patterv. Tecrmological improvement in extensive livestock 
production, as in other kinds of ag-iculcurai development, entails movirg
producers to higher-cost, higher-cutpuz techniques. Free or subsidized feed 
does the opposite. Moreover, much of the PSC feed is imported, a cost that 
Morocco cannot afford. And the subsidized feed prices discourage domestic 
feed production. And the abattoir tax translates partly into a tax on 
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producers, which further discourages sale for slaughter and adds to the 
pressure on the range. More animals on poorer pasture need more subsidized 
feed, 	and on and on until the range is hopelessly damaged.
 

NCES
 

1. 	 World Bank, Agricultural Sector Adjustment Loan, Washington, D.C., 1985,
 
p. 11 (henceforth A.S.A.L.). These figures are rough estimates, and are 
contradicted elsewhere in the loan Technical Support Volume, pp. 1, 26, 
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21. 	 Of the other two divisions, changes in the Division de la Sante Anlmale 
have been discussed above, and the Division des Hlaras is a largely 
self-financing horse service. 
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CHAPER 

AID'S ROLE IN EESIVE LIVESTO( DEVELOff1T 

Past Projects 

AID first became involved in extensive livestock production in Morocco 
in 1968. A $0.5 million project set up range management perimeters, performed 
forage adaptability trials, and provided technical assistance and training. 
Six Moroccans were sent to the US for 20 weeks of training and one was sent 
for an NS degree. The project helped formulate the official proclamation 
(Dahir) of 1969 that established the legal procedure for gaining the consent 
of herders with rights to collective lands to enforce grazing control on them. 

The project planned twelve sites, but echieved herder consent on only 
two. In 1972, the same year that the project was terminated, the Direction de 
1'Elevage was formed with a Service de l'Alimentation et des Parcours (SAP) 
within it. The Dahir of 1969 remained in force. The SAP handled the PSC and 
continued range management activitiec until they split in 1981 into the 
Service de l'Alimentation and SP. 

In 1975, the government requested further assistance in range 
management. USAID funded a forage seed production feasibility study in 1977. 
An outline project proposal followed in 1978 and was approved in 1979. The project 
paper followed in 1980 and the project began in 1981. This Range Management 
Improvement Project, funded with $5.1 million from AID and 
Dh 27.9 million by the Moroccan government, is scheduled to end in August, 
1986. 

In the time between these two range improvement projects, several 
Moroccans received range management training in the United States. AID also 
funded the importation of scme American beef cattle for a parastatal breeding 
ranch. Overall, then, in the 20 years since the government first requested 
assistance, AID will have spent somewhat less than six million dollars on 
extensive livestock production. 

Present Projects 

Aside from the Range Management Improvement Project, AID funds the 
following activities that can affect extensive livestock production. 

Dryland Agriculture Applied Research (0136 - $26.3 million). This 
project aims to strengthen INRA's capacity to conduct applied research in 
dryland farming. Forage production within a cereal rotation is includeu. 
This project could contribute to extensive livestock production by studying 
forage cultivation on drier cropland and grass and shrub reseeding on 
rangeland. 

Agronomic Institute (0160 - $28.5 million). This project aims to 
strengthe INAV 'scapacity to train agricultural managers, technicians, and 
scientists. INAV is presently more capable than any other institution to 
carry out livestock research. This project could further contribute to 
extensive livestock production by INAV faculty developing contracts for 
specific research projects through DE/SP. 
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PlannLrM, Economics and Statistics for Agi.iculture (0182- $12.6
 
million). This project aims to improve MARA's overall planning capacity

through improved statistics and procedures. As DE's role in livestock
 
production changes, this project can have an important impact on how well LE 
performs its new functions. This project especially could help DE/SP plan its 
land management activities t-roughout the count2.y.
 

Drought Recoveri Credi: (0184 - $15 million). This project has a very
specific purpose, to reschec.le the loans of small farmers struck by the lorg
drought. The Caisse Nationale de Credit Agricole (azA) has 95 local and 140 
seasonal or mobile branches that make loans only to farmers with assets of
 
less than $700, while 36 regional branches make loans to farmers with more 
than $700 in assets. The only distinction between intensive and extensive 
areas is that lending limits are lower for farmers without title to land, and 
these are mostly in extensLve areas. Although there are no special provisiors 
for extensive farmers, they will enefit as will other farmers from debt 
rescheduling. 

Small Ruminant C7SP (Title XII, centrally funded). This research and 
trainigp-oject concerns grazing management, nutrition, breeding, and 
sociology in both intensive and extensi-e production. IAV is the host 
institution. The research and training resulting from this project can make
 
an important contributioa to extensive livestock production in Morocco,
especial ly if it contracts with DE/SP for site specific st..idies for range 
development. A recent evaluation of this project suggested that t[e range 
mangement component "calls for a scale of support far in excess of the 
resources currently available to the SR-CRSP. '(1). 

The Range M ganaement ILorovement Project (0145 - $5.1 million). This 
project has trainee DE.SP staff ano bolsterec its ability to engage in range

development. During the project, DE/SP has also conducted range research and 
extension. DE/SP is now well enough established to become a land and range
management agency. There is now enough interest in the country in range 
management that DE/SP1 can contract out range research to research institutions 
and turn range extension over to the extension service.
 

Overall, extensive livestock production takes up less than six per cent 
of AiD's agricultural project portfolio.
 

Opportunities for AID 

Extensive livestock production, then, is a critical income source for 
most of Morocco's rural population. Its present course is one of 
en-ironmental degradation, leading not only to a crisis on the communal 
pastures, but also to soil erosion, dam siltation and falling water tables in 
neighboring irrigated and rainfed farming areas. Something must be done, not 
only to raise herder incomes, but also to save Morocco's precious farmland. 

The two most important*pro(±action constraints are, first, poor animal 
nutrition and, second, collective land tenure which prevents proper pasture
 

http:reschec.le
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management. Agroncmic research at IRA especially is addressing improved 
nutrition through fodder crop production, and INAV is conducting research on 
small ruminant production. DE/SP has been conducting research on pasture 
management and reseeding, but only here the research institutes have not. If 
11RA and INAV undertook a full program of research in extensive livestock 
production, DE/SP would be free to concentrate on land management and range 
deve lopment. 

The second major constraint, collective land tenure, can be overcome 
slowly through patient extension and demonstration to herders on collective 
land. Beyond extension, there are further legal measures for speeding pasture 
control and improvement on collective land. Today, sixteen years after the 
Dahir of 1969, there are only a handful of sites with any controlled grazing. 
The government might consider paying some right-holders to give up their 
rights to collective pasture, or taxing severely animals above a certain herd 
size for each herder, or even introducing some limited form of privatization. 
Such intensified means, in conjunction with a concerted extension and 
development effort at specific sites, might speed the expansion of controlled 
grazing on the rangeland. 

The third and less important constraint is animal breeding. 
Cooperatives are already selecting for true breed type in sheep. There is a 
need for select,,i for meat and wool production, as well, and for some system 
of selection for the native beef breed. 

Oerall, extensive livestock production has not been a major priority 
for agricultural policy. This is just as true for the World Bank Agricultural 
Sector Adjustment Progra which addresses the major constraints only 
indirectly. Investment in annual cereal production and irrigated agriculture 
as a whole can reap benefits in the short-term. Pasture improvement is a 
long-term proposition. Its rationale is to conserve - that is, to prevent 
damage to farmland as much as it is to increase production. As such, the 
benefits accrue to the public as a whole, rather than to individual 
producers. Its costs must be borne accordingly. Pasture improvement is thus 
a prime candidate for donor-funded assistance. 

AID is best placed to fill this need. Although its contribution to 
extensive lives tock production has been very small compared to its other 
agricultural activities, it has a longer history in the sector than any other 
donor. DE/SP arose from the first AID range management project, several of 
its staff were trained in the 197Cs, and the present range managmeent project 
has assisted it in research, training, extension, and range development. 
DE/SP is reacy to become a fully active, range and land management agency. 
AID is best placed to help them in this task. At this point, if AID does not 
assist DE -in addressing t e crisis on the commons, no one else will do so. 

AID can best contribute to extensive livestock production through a 
unified Range and Extensive Livestock Development Program. It would operate 
through DE o: 

* Contract out site-specific research to local research institutions; 

* Promote in-country training for DE/SP and other relevant staff; and 
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0 	 Assist DE/SP to become a fully functioning land and range 
management agency. 

This Program would capitalize on Morocco's improved institutional capacity and 
would thus minimize both overseas training and long-term technical 
assistance. Chapter Three of this report presents this program in some detail. 

AID can further contribute to extensive livestock production in Ibrocco 
by helping to end the Programme de Sauvegard du Cheptel. Stocking rates must 
be flexible, declining wh±en drought reduces available feed, rising when rains 
are good. Government programs should help to make stocc',i-g races more 
flexible, by encouraging herders to reduce numbers curzg drcugic and co 
increase them again in good years. Instead, the PSC maes tre stccking rate 
more 	 rigid, by encouraging herders -o hold onto their animals durirg drought. 
ThLs 	 keeps even mcre hungry animals on an already overgrazed range. The 
national herd should contract in a droutht, but through slau2gcer, not through 
mortality. During the recent drought, more animals die- tha. were 
slaughtered. This is a terrible waste of the nation's wealth. 

The Private Sector 

AID has an especial interest in promoting private sector development in 
Morocco. The agricultural adjustment program strongly supports this goal, by
aiming to turn over production and marketing and as many services as pcssible 
to private enterprise. The policy is clear. AID can assist the goverrment in 
carrying i out. 

First, AID can help DE privatize the Plant Materials Center (PEC) of the 
Range Management Improvement project. The FMC functicns well as a farm, ard 
has turned its atention away from perennial rara:- s -m 3cnmos 
annual forages. This is laudable, for cool seascn gra es cann.cc reprccue 
properly at the present P.C, and range shrub seedlings -usn :ravel too far to 
the pasture sites. Small range shrub nurseries close :' nhe rarge sites have 
already sprang up. It is wise to keep EXC as a reorocucer c:F annual forages 
and appropriate range grasses and shrubs, but this" can be acccirlished through 
a ccntract with a private operator. 

Second, AID might assist the transiticn of veterinary services from DE 
to private hands. The new private veterinarians, though still signing
government contracts, will have to finance their cun medicinas, equipment, and 
vehicles. ThiLs is an issue more important to intensive cair farming than to 
extensive livestock production, but it is a valuable task ncnetheless. 

Beyond these two actions, there is little AID can presently do directly
in the private sector for extensive livestock production. This is ironic, for 
extensive livestock is perhaps that ccmponent of the agricultural sector most 
fixmly in private hanu Yet those private hands use collective land. The 
greatest need in the ext,_nsive livestock sector is moving collective land 
toward private control, through establishing a fixed nL=ber of herders with 
fixed rights to a fixed area of land. This is a legal task for the governmerr
and can best be aided by the program outlined in this report. 

There remains the issue of the private herder groups that receive rights 
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to enclosed land. They might constitute themselves as cooperatives. CNCA h1as 
well-established procedures for extending credit to cooperatives, and these 
Ee adequate at the present time for enclosed collective herding groups. The 
main problem is one of collateral, for coops do not have land to put up. They 
often 	meet collateral requirements through cash deposits. Collective herders 
will have difficulty providing adequate collateral. The government has 
mechanisms for guaranteeirg loans that a coop cannot back itself. AID should 
not involve itself directly in this issue. 

There are also herder cooperatives that are not fixed to a particular 
piece 	of land. These are member coops of the Association Nationale des Ovins 
et Caprins (kNCC). They are service coops. That is, herders manage their own 
flocks, but receive government services and subsidies in common. Irue, ANOC 
is the private sector, but it would not exist without intensive government 
technical assistance and priority in the allocation of input subsidies. And 
breeding selecticn does not address the fundamental problems of nutrition and 
land tenure cn collective pasture. AID might consider, however, helping to 
establish a similar private breeding program for native beef cattle. 

AID's most important potential contribution to the private extensive 
livestock sector uculd be to help the government address the nutrition and 
land tenuma problems. Addressing these problems involves financial losses 
that private agents by definition could not sustain. Saving the ranges is a 
public issue, and the benefit will accrue to the country as a whole. Ilhe 
costs 	must be borne accordingly. 

A final issue in the role of the private sector is livestock and meat 
narketing. The World Bank adjustment program will have little effect here 
because lives tock and meat marketing are already almost entirely free from 
government price controls. The only intervention is in health inspection in 
slaughterhouses and a slaughter profit margin fixed by municipalities. Retail 
prices ani thus uniform wiLhin a municipality, but they vary over time 
according co i estock prices in the local market. The justification tor this 
fixed margin is to allow small butchers to compete with larger meat merchants, 
and this hndeed it does. 

Morocco dces need, however, a better market information system. Herders 
selling animals in one village do not always know the prices in neighboring 
villages or towns, where the price might be better. AID might assist SOPA in 
DE to 	develop a price reporting system for the ccuntry. 

There is no present need for a nationwide system of meat grading or for 
expanded cold storage capacity. These might become important in the future if 
Morocco reaches the poinc of being able to export meat, most probably to the 
Middle Eas :. In the domestic market, livestock sales by weight and condition 
and meat sales by weight, taste and butcher reputation are adequate for 
present demand(2). 

NOTS
 

1. 	 Small Ruminant CRSP, "Seventh Report of the External Evaluation Panel," 
1985, Washington, D.C., p.10. 

2. 	 See FAO, "Rapporz Sectoriale - Industrie de la Viande," Rabat, 1985. 



31
 

C2AMER TFREE 

A PROPOSED EXCENSIVE LIVES=3Q PRCGRAM 

Program Summy 

The purpose of the proposed program is to increase extensive livestock 
productivity and prcnote proper land use in extensive livestock areas. The 
goals of the proposed program are to: 

" 	 Develop in-country capacity to identify and meet research needs in 
pasture and watershed management, extensive livestock nutrition, 
health, and breed improvement; 

* 	 Develop in-country capacity to train range and extensive livestock 
scientists, technicians and extension workers; and 

" 	 Develop in-country capacity to carry out range and livestock 
development programs in extensive livestock areas. 

The objectives of the proposed program are to: 

• 	 Establish a research office in the Direction de l'Elevage to 
identify disciplinary and site-specific research needs and contract 
out research projects to appropriate in-country research institutes; 

* 	 Enhance INAV's ability to provide graduate training in range 
management and extensive livestock production; 

* 	 Enhance EDI's ability to provide short-term training for goverment 
technicians and extension workers in proper range management 
techniques; 

* Provide range and extensive livestock training and materials, as 
well as logistical support, to extension workers in Centres de 
Travaux in extensive livestock areas; 

* Provide assistance to the Service des Parcours to plan, implement, 
and evaluate long-term range improvement interventions at specific
sites throughout the country; and 

* 	 Assist the Direction de la Conservation Fonciere et des Travaux 
Top6graphiques to conduct a land resource inventory of extensive 
livestock areas.
 

The proposed extensive livestock program will entail a minimum of 
technical assistance and out-of-country training. Most of its elements will 
fall under an Extensive Livestock Project (ELP). Strengthening INAV's
graduate-training capability and the development of a land resource inventory 
are separate activities outside the ELP (see Figure 6). 

The proposed ELP will have three long-term technical assise-ance 
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FIGURE 6 

THE EENSVE LIVESTOCK PROJECT 

Chief of Party (TA) - Moroccan Counterpart (DE) 

Research Specialist (TA) - Moroccan Counterpart(DE) 

Training Specialist(TDY) - Moroccan Counterpart (DEA
Extension Specialist (ThY) - Moroccan Count erpart (DV) 

Range Management Specialist(TA) - Moroccan Counteroart(DE) 

DEA - Direction de l'Enseignament Agricole at de la Recherche
 
DV - Direction de la Vulgarisation at de la Reforme Agraire
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positions for the 10-year life of the project. There will be eight months per 
year of regular, scheduled TDY assistance. 

All three long-term TAs will have permanent Direction de l'Elevage 
counterparts. The first long-term TA position will be the Chief of Party who 
will share administrative responsibility with one Moroccan counterpart for the 
project's three activities: research, training and extension, and 
development. The second long-term TA position will share with another 
Moroccan counterpart technical responsibility for soliciting, developing, 
approving and monitoring research projects contracted out through the 
Direction de 1'Elevage to appropriate in-country research institutions. Site 
specific research in pasture and watershed management should receive 
priority. The third TA position will have resposibility for assisting the 
third Moroccan counterpart in the Service des Parcours to coordinate range 
improvement efforts throughout the country. 

The regularly scheduled short-term TA will have specific duties in 
training and extension development. Uhere will be four months a year of 
training TA and four months a year of extension TA. There will be two 
permanent Moroccan counterparts with whom these TAs work, one in the Direction 
de l'Enseignement Agricole and one in the Direction de la Vulgarisation. 

The other two components of the Extensive Livestock Program are separate 
activities outside this ELP. Strengthening IAV's graduate capability will be 
accomplished through exchange programs with American universities and the 
provision of funds for range and extensive livestock courses. This is only 
the first year of INAV's Range Management Master's program, and it must be 
supplemented by courses at Meknes and Sale. 

The land resources inventory wi 11 require a team of imerican and 
Moroccan scientists over a two-year period. This land resource inventory 
should be on large-scale maps (1:IC0,C0) wiereas present land use inventory
in on small-scale maps (I:20,Cj,, TIe small-scale mapping is essential for 
intensive farming areas, but it is not recctnende for immediate extension to 
other areas. Mapping the whole country at 1:20,CO0 is too slow, expensive and 
detailed for extensive areas. There is an immediate need for the whole 
country to be mapped quickly and inexpensively at 1:100,000 so that 
country-wide land use planning can commence. This will especially help
planning for extensive livestock production, which ranges over more than four 
fifths of the country's agricultural land. 

An Extensive Livestock Project (ELP): Research 

Morocco has a well-trained cadre of researchers in its universities and 
research institutions. By the end of this year, there will be six PhDs in 
range management or closely related fields at IAV, INRTA, ENIA, EINFI, and the 
College of Science. Many others are trained in other related fields such as 
animal science, crops, forestry, botany and soils. These institutions have 
already begun to win research contracts within Morocco. This project proposes 
an extensive livestock research fund to take advantage of and to further this 
in-country capability. 

The fund will be located within DE, but DE itself will do none of the 
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research. The Moroccan head of the fund in DE, and his TA counterpart, would
develop research proposals with interested parties within DE in Rabat and in 
the field, with Eaux et Forits, or with any other relevant party. There will 
be ceilings cn the amount of funding going to any one project and any one 
subject. Project proposals may include requests for TDY to assist in the 
research. Project fundirg will provide for the transmission of results to 
relevant parties. 

Contracting of research offers a very real benefit to the research and 
educational institutions. The funds provided will strengthen the research 
program hile providing information to the contracting agency. In the 
universities such contracts can provide topics and funding for graduate
student research, while at the same time broadening the experience and 
capabilities of the professors as principal investigators. Contracting also 
leaves the research institutions free to set their own research agendas and 
only 	submit proposals on projects that fit these agencas. 

Research topics might inclLde t&e following: 

0 	 grazing systems best suited to particular ecological zones; 

• 	 improving water retention on certain rangelands; 

* 	 nutritional requirements and forage preferences of the various 
native sheep breeds; 

* 	 selection practices for izprovement of wcol on Moroccan sheep; 

a 	 improvement of native beef cattle through selection; and 

, relationship of grazing livestock and tree reproduction on forest 
grazing areas. 

The creation of land rescurce inventories for specific project sices could 
also be funded under this ccmponent. 

An Extensive Livestock Project: Short-term Trainin 

Many of the Moroccan extension personnel are already trained. Fowever,
their traLnirg and expearience have been restricted tc more intensive 
production system-. As they are moved into positions asscciated .with range
management and exunsive livestock production systems, their perspective must 
be enlarged. Extensicn workers in e-xtensive areas need apecial training in 
the advantages of deferred grazing, herding coop organization, watershed 
management and pasture improvement. 

It is proposed that the Ecole Nationale dle l'Agrict 'ture at Meknes would 
be a logical institution at which short-tem training could be provided for 
extension, EE/SF, and other staff. In order to provide such training,
assistance woula be made available to the institutions for: 

* 	 Technical assistance for planning and implementing short courses; 

/<9
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* Preparation of materials; 

* Funding faculty and personnel; 

* Transportation and expenses for field trips; and 

* Food and lodging for trainees while enrolled. 

An Extensive Livestock Project: Extension 

Current extension programs in Morocco are aimed at cultivated 
agricuture, leaving extensive livestock and range excension to a piece meal 
effort carried cut by DE. Under a n&w program being instituted by the World 
Bank, t7o pilot Centres des Travaux (Crs) have been operating for 18 months. 
These centers field a nunber of extension agents who live and work in the 
field with their clientele four days of the week during which they carry cut a 
program of integrated agricultural extension. On the fifth day, extension 
agents meet with specialists to discuss the problems encountered and to learn 
of new programs and techniques. 

The new project is working well at the pilot sites, with a well 
integrated approach. An area of common land has been reseeded and managed in 
addition to rotation of forage crops with other crops being instituted on 
private land. Animal husbandry is also integrated into the progr.ni and 
results are already being realized. 

An additional 28 such CTs are being planned under the World Bank program 
for the coming year. These centers, one per DPA, will be in areas of higher
agricultural potential. The need will still exist for this type of center to 
be established in the rangeland areas where extensive livestock production is 
practiced. Since these areas will be lower priority on the existing program
funded by the World Bank, it is proposed that an AID program be initiated to 
provide funding and technical assistance for establishment and/or Lpgrading of 
a number of CTs, fitting into the overall extension program of the ministry.
Extension workers will need training, materials and transport. 

An Extensive Livestock Project: Improving Range and Land ManagKment Capability 

This fourth and final component of the proposed ELP will build directly 
on the experiences of the PIP and the recommendations contained in the recent 
evaluation(l). If DE/SP is to continue to play a leading role in the solution 
of range and land maragement problems in the extensive livestock sector, then 
it should be upgraded from the level of a Service to that of a Division. This 
should provide DE/SP with increasing responsibility, authority, and resources 
to address these prcblems. 

Under the proposed ELP, the American Chief of Party (COP) would serve as 
counterpart to the head of this newly-created division and would assist him in 
setting priorities in extensive livestock research, training, extension and 
implementation. 

Particular attention would be attached to the planning process so that 

http:progr.ni
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realistic objectives could be established and viable development and
 
intervention strategies created. To date, DE/SP has favored an extensiw 
development strategy on the grounds that, as a relatively new institution, it
 
must establish a presence througbout the more important rangelands regions of

the country. Under the proposed project, DE/SP would hopefully consider
 
consolidating some of its personnel and rescurces in those areas that show the 
greatest potential for demonstrating sme success in the medium term. While 
this has happened under the E'UP to a certain extent, it is questionable
whether DE/SP's limited resources have always been allocated in a 
developmentally rational manner. This process of consolication and
 
concentration on "targets of opportunity" would begin by selecting areas of
the country wtere research, extension, and implementation activities would be 
coordinated. Such areas should include regions olhere DE/SP is alreacy active 
but should not be restricted to those which have alreacy received direct
 
assistance -m RIIP. In addition, in those areas selected, DE/SP will

ascertain that the Lciowledge gained from P&L_, particularly in the area of 
range extension, be fully incorporated into the proposed ELP program. As
 
extensicn staff elsewhere develop interest among herders for range management,
 
new sites will be added to the program.
 

Proposed extension activities which have already proved th~ir worth
 
include the following: 

* The building of benchettes and contour furrows; 

* Reseeding in appropriate areas; 

* The planting of shrubs; 

" The introduction of water catc.-ent systems; 

• The introduction of water retention techniques;
 

* Deferment of cc=al grazing lands; and 

• The "short scrotum!' sterilization technique for rams. 

The third long-te= TA, with his Mioroccan counterpart, will assist in
 
planning, implementing and evaluating DE/SP activities in the field. This 
field team will travel frm site to site, serving as th7e main link between
local range management staff and Rabat headquarters. This team will further 
serve to communicate site-specific research and TDI technical assistance needs 
to Rabat.
 

DE/SP will also be encouraged to broaden its intervention strategy at
 
the local level--presently limited to a single blueprint model inwhich the 
local community agrees to the creation of a range iaprovement perimeter and
thereby cedes control and management to DE/SP. It is on this carefully
delimited perimeter that DE/S? undertakes many of its activities. As this
report has continuously emphasized, the issue of land tenure and the control 
of stocking rates on commnal lands is primordial in addressing range

improvement for extensive livestock production. The development of range

improvement perimeters is one way, albeit slow and small-scale, in which this
issue can be addressed. 
 ]Q
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But other ways must be found to encourage this process--through 
privatization, sime form of taxation, or some form of guaranteed land sale 
program. While such possibilities would broaden DE/SP s intervention 
strategies, they are not likely to materialize without some new legislation. 
Nevertheless, DE/SP could take the initiative in pushing for such legislative 
changes--based on its own experiences to date on both state and communal 
lands. Together with the Ministry of the Interior, DE/SP is best placed to 
pursue this initiative. 

Other Program Activities: Long-term Training 

Any sustained effort in range management within Morocco will depend on 
personnel trained to BS, MS, and doctorate levels at INAV. Various programs 
of staff exchange between INAV and US institutions with range programs or scme 
US training for Moroccan staff would improve the capability of INAV to provide 
the trained personnel needed for a continuing program in range management. 
Perhaps the training of personnel within Morocco would be most expedient 
because of the limited number of range scientists in the US with adequate 
command of French. There may also be Moroccans trained at the doctorate or 
PhD level who could1 be temporarily reassigned to NAV to organize and give 
leadership to this program. 

Program assistance to the university would include but not be limited to 
funding for technical assistance, travel expenses, equipment purchase, library 
acquisitions, support for program identified students, and training costs in 
the US, if necessary. 

The most logical way to achieve this development might be to augment the 
existing programs. Added funds could be directed at training for specific 
individuals to increase institutional capability in range management. 

Long-term projections would indicate that the system could absorb at 
least one PhD and three K; degrees in range management each year for a period 
of 10 years after the capability is achieved. 

Other Program Activities: Land Use and Land Capability 

A pressing need in planning for extensive livestock development is a 
land use inventory. Present agricultural land use inventory and mapping is on 
a scale of 1:20,COO, appropriate for area-by-area analysis of intensive 
farming zones. * At the same time, there must be a strong effort in national 
land use planning, which requires large-scale mapping of the country as a 
whole. This can be done quickly and relatively inexpensively. 

AID has funded similar programs in other countries of the region, such 
as the Land Use Inventory in Mali and a similar program in Mauritania, both in 
the early 1980s. Such mapping is crucial for Morocco's pastures, which cover 
more than four fifths of the country's agricultural land. This project might 
begin in specific areas where DE/SP is active, perhaps funded through the EL 
research office. 



Such an inventory and classification should be conducted by a team of 

Moroccan and US scientists and should proceed in the following steps: 

" Review of existing information; 

* Development of a satellite image base; 

* A system of soil/vegetation unit classification; 

* Soil/vegetation mapping; 

" Mapping land capability classes; and 

* Land use classification and mapping. 

During the time uhen the satellite imagery base is being developed, a 
review of existing data should be conducted. Maps, soil surveys, ecological
studies, land use inventories, and anthropological studies relating to the 
classification and mapping of land and its uses would be collectec in a 
documentation center. This infotmation would be reviewed and would provide 
the base from which the inventory would be initiated. 

High quality satellite imagery is available or can easily be obtained 
for the entire country. This imagery is available on ccmputer ccapatible 
tapes hich can be digitally mosaiced and gecre rically corrected to match t&e 
existirg map base of the country (probably at !:lGO,COO scale). Each 
satellite image mosaic would correspond to one map sheet of the topographical 
base maps. Imagery would be digitally ernhanced to sta-e-of-the-art and 
er-hanced as false-color pctographic images. These "Aculc be selected from zte 
most recent satellite passes, preferably those which ccc'.rred durirg the late 
spring to obtain good vegetation development but witnout major cloud cover. 
There should be -ood color matching of adjacent imagery within each sheet and 
between sheets. 

Prior to mapping the soils and vegetation using the satellite imagery, a 
classification system must be developed. This would identify and describe the 
various units of soil and the vegetation it is currently supporting in units 
which are appropriate for the scale of mapping. Each unit would be described 
and a legend wcukc be developed to represent each unit in mappi-mg. Using the 
classification system, the soil/vegetation units would be mapped on the 
satellite image mosaics. This would be done by a combination of remote 
sensing, cn-site visits, interpretation of aerial photo samples, and 
oerflights in small aircraft. The final product would be a set of 
soil/vegetation map overlays which can be used on both the satellite image map
sheets and their corresponding topographical map sheets. 

A set of land capability classes similar to those used by the USLA would 
be developed for Mcrocco. These would correspond to suitability for various 
agriculural uses, such as irrigated farming, dryland agriculture, rangeland, 
or forestry. Within each broad category would be subclasses to identify
limitations due to drainage, soil depth, slope and rainfall as appropriate.
The actual use of the land, land tenure systems, transhumance systems, and 
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naradism would be identified and classified as appropriate to Morocco. A 
system of applying this information to the land base would be developed and 
suitable overlays would be developed. 

NUTES 
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