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PREFACE 

This report differs from the usual AID country profile in 

several ways. It is heavily oriented towards institutional
 

issues, leaving the details of social analysis for others (such 

as Clark University's Eastern Africa Country Profiles: Tanzania).
 

Circumstances dictated that this report was drafted by the senior
 

consultant after the SIP team had dispersed, so that while indi

vidual zembers contributed invaluable documentation the main opin

ions and language have not been reviewed by the team as a whole. 

Vital documentation was lost in transit between Washington and 

Boston in early 1984, necessitating two further visits by the team 

leader co Tanzania. Each time further changes in the Tanzanian
 

system were noted, making it evident that any descriptive document 

covering the whole of the United Republic is bound to beccme rapidly 

out of date. Most majcr changes up to September 1984 have been in

corporated into the report as it now stands. 

Alert readers will find many statistical inconsistencies in 

the pages to follow. Columns do not total, percentages are incom

plete, and aggregate figures on the same activity may be widely 

discrepant. An effort has been made to reproduce statistical data 

as they cccur in the original reports, but users should be forewarned 

that there is abundant evidence of poor quality control in the 

primary documentation.
 

No review this comprehensive can rest upon the efforts of 

a single author. In addition to help from the SIP team, the 

senior consultant wishes to acknowledge special assistance from 

Adolpho and Ophelia Mascarenhas of Dar es Salaam's Institute of
 

Resource Assessment, Robert and Betty Larell of West Virginia 

University, and Dr. Robert Munn for access to West Virginia's
 

Daily News holdings. As always, errors of interpretation and 

fact are the senior author's responsibility. Finally, the SIP
 

team records whole-hearted cooperation from Tanzanian officials 

in all aspects of this somewhat painful@l inquiry.
 



CHAPTER ONE 

INTRODUCTICN
 

Why Have a Social and Institutional Profile (SIP)?
 

1.1 A SIP analysis is intended as a summary of the social and insti
tutional environment which AID 2issions need to recognize when designing 
projects and when determining their country strategy (the CDSS). It i. 
important to recognize that a SIP analysis is not a substitute for the 
CDSS statement. Rather than being a policy dccument, the social and 
institutional profile 
of a country is meant to provide the basic back
ground information to facilitate the choice of effective development
 

strategies.
 

1.2 In the Tanzanian case, a wealth of new statistical and institu
tional information has become available in the 
last few years. To 
standard book length treatments by several authors with a lcng acquain 
tance in Tanzania (Hyden, Coulson, Mwansasu and Pratt, Yeager, and 
Resnick) 
 must be added the ILO Basic Needs Report, the World Bank's
 
A..riculural 
Sector Strategy Report, publication of the 1978 Census
 
results, and numerous 
 other official documents. In particular, two
 
recent dccuments prepared 
 under AID funding provide much of the back
ground which ordinarily constitutes a SIP analysis. These are: East
 
Africa Countrr ?rofiles: 
 Tanzania (prepared by a Clark University team:
 
and Tanzania Develooment Performance 
 and Im-lications for Levelo.ment 
Assistance (by Mudge, 
Crosswell and Kwan). 
 In sum total, these
 
documents make it unnecessary to repeat in this Report the usual inforn 
tion on geography, population trends, etc. which occupy much of the
 
other SIP analyses which have 
 been prepared to date. 

1.3 There is, however, an additional purpose for undertaking a 
SIP analysis of a given country. It is increasingly being recognized 
that institutional capabilities are one of the most significant resourc 
which a country may possess. Economic and social analyses have 
in the 
past largely ignored assessment of institutional capacity. For a nati
 
like Tanzania, this is a critical gap. Tanzania has invested heavily 
in the creation of a distinctive institutional matrix, one which is 

1Iuch of which is summarized in United Republic of Tanzania,Statistical Abstract 1973-1979 
and a key FAO/KILiZO report, Tanzania
Naticnal Fooa Strategy ki19od). 
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unique to this ccuntry and resembles neither US nor socialist models. 
Since there overare 400 new institutions comprising this network,
outsiders who need to operate effectively within Tanzania require a 
descriptive map simply to interpret current events (see Amnex i). 

1.4 For Tanzanian Policy-makers, the country's 400 moreor parasta:al
institutions pose the necessity facingof some difficult choices. The 
aggregate economic needs of the total institutional network now excee± 
what Tanzania can support from its present foreign exchange earning.
The reasons for this shortfall are compler (see chapter two), but the 
result has been a clear-cut "current economic crisis" affecting all
 
aspects of life since 1979.
late 

1.5 In response to this situation, the Tanzanian Government has in;i
tiated its own structural adjustment program. "It has implemenze

sweeping changes 
within the institutional pattern: i) reintroducti=
 
of co-operatives, 
 ii) a return to local government, replacing the
 
1972 "decentralization" 
form of its regional administration, and, ii:'
 
restrengthening 
 technical functions (the "agricultural policy"). It

has also signalled major changes 
 in land tenure and greater openness
 
to private sector 
initiative. 

1.6 The above "changes" represent a fundamental broadening of pub :
discussion to include measures whicn. were previously unacceptable to "-e 
Party. However, they remain statements of intent--the "what" of SOCial

policy-rather 
than evidence of accomplished modification-the "how"
 
of realized practice. In this 
sense, our SIP team's field interviews in 
September of 1983 came at an awkward and sensitive moment, when almost 
daily Presidentially appointed task forces were delivering their (still
confidential) proposals to the Party for consideration and final appr:
val. Either 
 our review should have come earlier, when it could have
 
fed suggestions into the 
policy formulation process, or later, when 
the changes will be more clearly agreed by the various segments in the 
Tanzanian institutional system. Indeed, we received some indica;ion 
that Tanzania's national leadership has received about 
as much outside 
advice as canit tolerate, 
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Timing and Focus 

1.7 The grounds for perservering in the preparation of a Report for. 
which there appears to be no definite consti.tuency are twofold, reflect
ing both internal and e;ternal con3iderations. Internally within Tan
zania, we encountered a number of very bright and capable middle-rung
 
officials who 
 stressed the great importance of the task with htch we 
had been entrusted. Some individuals seemed worried that time is running 
out for the Tanzanian system in its present form; others felt that the
 
Government's remedial measures w-re 
 not being taken seriously enough.
 
All agreed on 
 the need for more effective organizational measures to
 
buttress the economic instruments being stressed 
in official documents. 

1.8 
 Externally, the new cirzumstances have direct implications con
cerning where donor assistance ought to be directed. It should 
 be recog
nized that behind-the-scenes pressures from certain donors upon the 
Tanzanian Government have been intense. Perhaps because of These long
 
drawn negotiations$ several of Tanzania's 
major donors ha-e individually
 
decided to reduce--sometimes quite drastically--thei_ external 
 assistance. 
Whatever the merits of the individual, bilateral considerations, the aggre
gate impact of this shift is bound to have very serious reprecussions in
 
Tanzania. Cver 
 the past decade, Tanzania has becne accustcned to rely
ing on external funding for many 
essential administrative inputs (e.g.
 
housing, vehicles, equipment, experts, and even recurrent 
 flnanze). In
 
a time 
 of acute shortage of foreign exchange, the national economy :s
 
very ill-prepared to adjust creatively 
to the cut-off of kinds of support 
its institutional infrastructure has hitherto enjoyed. 
This shift is
 
accentuated during times when the dollar is strorig, since Tanzania's
 
UNDF contributions from European donors are 
valued in dollars (giving
 
a further de facto reduction of 
between 20-40% in UND? assistance). 

1.9 For USAID/Tanzania, the circumstances just outlined present both 
an opportunity and an immediate problem. The opportunity exists to 
support the new policy directions with programmatic and/or financial 
assistance. 
 Some senior Tanzanians went 
so far as to oropose that AID
 
might become a principal source of external assistance to enable Tan
zania's private sector to contribute more effectively to Tanzanian 
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rural development. Another proposal being weighed in 1983 within
 
USAID/Tanzania 
was for it to concentrate effort on the revitalization 
of co-operatives and local government, since these represent pluralistic 
institutional forms which USthe has often supported in the past. In
 
May of 1983 the Technical Subcommittee 
 for USAID's existing Training
 
for Rural Development Project 
 (TRD) reviewed the situation and con

cluded: 

These policy and institutional changes have major implications for the trajectory of Tanzania development over thenext 5-10 years, implications which neither the USAID nor
Tanzanian Government has been able to consider fully. The 

the 

Tanzanian Social/Institutional Appraisal is meant to provide
the resources and serve as a mechanism through which same of
these implications can be identified. 

1.10 Accordingly, the TRD Technical Subcommittee set down the follow
ing preliminary scope of work for the SI? analysis. 

1. Describe and assess the development implications of ongoi.g
and foreseen policy and institutional changes in the area of 
rural development. 

2. Describe and assess the development implications of ongoir.gand foreseen policy and institutional changes relating to theroles of cooperatives and parastatals in Tanzania. 
3. Nescribe and assess the development implications of ongoingand foreseen policy and institutional changes relating to therespective roles of central ministries, regicnal authcrities,district authorities, and local governments, focusing parti
cularly upon the 1982 Local Government Act; 
4. Discuss the extent to which the objectives of these changes 
are mutually compatible; and
 
5. Discuss apparent implementation issues in all these areas 
and make recommendations for their successful resolution.
 

1.11 The above terms of reference explain why an examination of 
co-operatives and local government constitutes a large part of this 
Report. Our exercise enjoyed full access to the relevant Tanzanian 
Government and USAID officials, who stressed the need to make imple
mentation issues 
our central focus. In addition, in the four months
 
before the SIP team began its work, further institutional issues 

IUnfortunately, the SIP team did not gain access to the officialletter of introduction from the Ministry of Manpower Development until
the final week of field interviews. 
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emerged. With Tanzania's agricultural economy grinding to a halt because 

of restrictions on vital imports-spare parts, scientific supplies, and 

even science textbooks-it becomes imperative that external donors should 

instead concentrate upon relieving the key bottlenecks which constrain 

the effectiveness of both the private sector and of the research-exten

sion-training system. And, finally, AID Washington's interest in the
 

transfer of technology suggested a fourth alternative: that USAID's 

assistance should concentrate upon Tanzania's agricultural support insti

tutions (such as TPRI, UAC, the Sokoine University, research parasTatals, 

and the input delivery system). Here a majcr opportunity is presented 

by the Tanzania Government's upgrading of the Faculty of Agriculture into 

the nation's second University.. With the possibility of this agricultural
 

university incorporating the lessons of t'e US land-grant experience,, 

this one institution alone could absorb the larger shkare of USAID/ 

Tanzania's very modest assistance.
1
 

1.12 The major problem affeccing all of U:AID/Tanzania's cpTions 

arises because durihg 1983 and 1984, Tanzania was in def'ault cn the 

repayment of earlier US development assistance loans. This sizuation 

brings into play automatic US restrictions on addition of any new funds 

under the Brooke amendment. Even without the ccmplication of :he 

Brooke amendment's provisicns, the Tanzania USAID "Jissi=n is at a
 

critical juncture in the evolution of its agricultural sec-cr assistance.
 

Several earlier projects giving assistance to village develcpment, the 

seed industry, farmer training, and extensicn support were cnming to 

termination in 1983. It is clear that USAID/Tanzania can expect at best 
only a very modest pro--am substantially below what had been" planned 

in the past. With perhaps 5-11 resident AID staff and an annual 

country budget of between 5-10 million dollars, USAID's influence in 

Tanzania would depend upon its strategic significance rather than upon 
its size. The main purpose of this SIP Report will be, therefore, To 

provide AID/Washingtcn. with the background data and analysis needed f.r 

undertaking an informed review of all options open to USAID/Tan:zaniz. 

IUSAID/Tanzania has funded study visits by senior Tanzanians to 
India and to the USA in order to facilitate planning for the new Univer
sity. In August 1984, the study team's draft report was under review 
though by this time the default situation precluded further AID funding. 
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Choices Open to Tanzania 

1.13 The most central issue for Tanzania, remains, then, the ouestion 
whether its current remedial measures (principally the Structural 

Adjustment Program) are going to reverse the negative trends exper
ienced up to mid-1983. As we will see later (in chapter two on the 
economic crisis and in chapter seven, weshere review the Govern
ment's response), the evidence is mixed: of the new
some policies 
have not been implemented vigorously, and failed thehave to yield 

hoped-for "turn a'round," while 
 in other areas determined a.tion does 
seem to have arrested further deterioration. Thus in late 198J we 
can be somewhat more optimistic than we were in mid-1983. Signifi
cant changrs in Tanzanian policy are occurring, sufficient to merit 
serious consideration and support by any western donors Lnterested in 
Tanzania's well-being.
 

1.14 The half-hea'ted implementation of certain parts of Tanzania's 
recovery program probably derives from the still unresolved ccnflict 
between two views as iscontrasting to why Tanzania experiencing such 
severe dislocations at mcment. views in leastthe These differ at 
four fundamental respects:
 

- where they locate the primary causes (external vs. internal). 
- the assumptions they make about likely Tanzanian institutional 

responses (the kinds of internal changes needed). 
- the kind of factors and components which are treated as prime 

movers (economic vs. social, ideological vs. organisa-icnal). 
- the rapidity of likely recovery. 

1.15 One family of explanations-which are basically those embodied 
in the Government's own Structural Adjustment Program-stresses the 
primacy of economic conditions and locates much of the responsibility 
in Tanzania's recent economic environment. Termed the "ecOnomic 
shocks" explanation, this viewpoint underlies the ILO's Basic Needs 
Report and is endor~ei by Tanzania's Party leadership. Ve thus dis
cuss this explanation first within chapter two, where the present 
economic difficulties are reviewed in detail. 
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1.16 For the US Government (and other donors like the ;orld Bank),
 

it 1';ould .e helpful to ackalowledge that recent empirical research on
 

the economic performanne of African countries largely substantiates 

the 'economic ah:s" (in to the W/orld Bank'sargument contrast 


own perscriptive views contained in the "Berg" Report). 1
 

1.17 For Tanzanians, however, we stress that being correct about 

the ultimate origin of Tanzania's weak situation does not necessari

ly exclude its own institutional incapacities as contributory causes,
 

nor does it make remedial measures based on the long-run view effec

tive in the short-rur. (as SAP assumes). Those who emphasize this
 

second aspect we term the "productivity cri.sis" advocates. They
 

point out that Tanzania's difficulties arise because of a structural
 

decline in its agricultural exports-a decline which has been acceler

ated by Tanzania's rural development policies as imple ented. Even 

were Tanzania's leadership to receive hard currency support to per

mit a reduced continuation of present programs, the root tendencies 

would remain uncorrected. Because underlying causes of low produc

tivity are not tackled within Tanzania's SAP, this explanation pre

dicts that once 
donors curtail external financial support, Tanzania's 

economic difficulties would socn reappear. (One assumes that this 

view lies behind the I'ThS reluctance to extend standby credits to 

Tanzania during the five years these have been u.1r negctiation.)
 

1.18 It is unfortunate that these two explanations have polarized 

the dialcgue between Tanzania's economic analysts and those employed 

by external donors. This report takes as its basic position (endorsed 

by the senior author) the view that both explanations are in large
 

part "correct", being complementary to each other. If so, the impli

cation remains that Tanzania's current SAP measures, with their re

venure enhancement focus, may yet prove insufficient to counteract
 

the negative pressures now unleashed. We hasten to add that not all
 

of us are equally certain on this point. Nevertheless, if even parts 

of the "productivity crisis" explanation are true, then Tanzania's 

leadership must vigorously implement further measuras which addrezs the
 
1 See David Wheeler (1984) "Sources of Stagnation in Sub-Saharan 

Africa," Vorld Development, vol. 12, no. 1, pp. 1-21. 
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internal workings of Tanzanian organizations (beyond the mere "cost

cutting" now being advocated).
 

1.19 There is, then, an urgency about the reconendations we make 
in this Report. Once economic systems begin to malfunction at all 

levels and in many sectors, the causal mechanisms underlying adverse 

performance become interconnected. As they become increasingly in-er
locked, the negative features are rendered impervious to corrective 

actions by the usual economic policy instruments (e.g. devaluation). 

A real danger can materialize that while a country gets into diffi
culties step by step, once enmired it cannot incrementally extract 
itself. A shut-off of donor financing at this point would push 'Tan
zania towards rampant inflation which, given all Tanzania's othe:

aberraticns, might become nearly impossible for the leadership to 
reverse-no matter what their ideology (the Ghanaian syndrome). 

1.20 There are those who might welcome such a situation, which 
would leave Tanzania incapable of taking effective action on the 
international scene. The analysis in this Report makes it clear 

such an outcome would not be in the national interests of the United 
States. Tanzania controls access to the sea for a number of neigh
bouring countries, which are even poorer and weaker than it is. it 

occupies a strategic situation on the Indian Ocean, and is one o' 
the few Black African nations with substantial undevelo:ed natural 

resources and ample land. Our final chapter indicates that the
 
national leadership has signalled a return to the kind of mixed economy 

which is widely found throughout the East and Southern African region. 
If Tanzania's western oriented (and largely US trained) leadership 

fails in making this transition; the likely alternative would be a 
military regime with little regard for US interests. As two senior 
USAID analysts put it not so long ago (Blue and Weaver, 1977:61): 

Uany of the points made by critics, both left and right, are 
valid. Nyerere and his successors may, ultimately, have to cve 
sharply in one diraction or another. They may choose to give up
the socialist version and adopt some sort of controlled capital
ism . . . Or they may choose to go the 'real' self-reliant route, 
break out of the international capitalist system, and force a 
rapid transformation of the economy and society. 



TABLE 1.1 

Summ ry cf Najor EVentu and Policies 

1961 3 year dev. plan issued. World Bank report. Agric. Credit Agency established. Independence (December).
 
62 Nyerere resigns to tour country. VLC' & "Peoples Plan" launched. COSATA. Expatriates panic. Nyerere retur.t. 
63 Village Settlement Agency formed. TYL settlements, RDA in Ruvuma. Min. of Planning. Zanzibar revolution.
 

1964 Army mutiny. 'JFL dissolved. Union with Zanzibar. National Youth Service. NDC. Co-operatives emphasized. 
65 Collapse sisal market. Block farms. One-party elections. 5 Year Plan. UII brings break with Britain. 
66 German aid cancelled. VSA settlement stopped. Inquiry on VFCU. Students sent home. EAC agreement. TAZAMA. 

1967 Arusha ]eclaration. Nationalizations,, SCOPO, NBC, NIC, STC set up. RDF fund. Ed. for Self-Reliance. Ujanaa. 
68 Leadership code applied. Friendship Textile mill, Nyerere visits China. NMC. Co-op College Noshi. Green guards
 
69 Ujamaa villages get priority. NDC restructured. NAFCO. 2nd 5 Year Plan. District Councils downgraded.
 

1970 Operation Dodoma. Workers councils. DDCs. Adult Education year. 
U Dsm replaces UEA. National elections. 
71 Mwongozo Guidelines. Housing nationalized. Asians panic. MDB&TRB set up. Op. Kigoma, Phase I. Uganda coup. 
72 Decentralization. PMO set up, |IDDs & DDDu. Councils phased out. Iringa Declaration. School vocationalizatton.
 

1973 KIL1M0 reorganized. NAPB merged into NMC. Livestock loan. Cash crop parastatals. 
NEC says move to villages. 
74 Drought. LIDA t.TFIJC. Price Commission. Nation-wide "operations". RIDEP guidelines. Musoma Resolution. 
75 Ujarlaa & villages Act. Drought continues, food Imports. NMO expands. NIC adopts UPE. Planning/PMO reorganized.
 

1976 
 Staff cuts. National Maize Project. Co-ops ordered disband. Operation Maduka. 3rd 5 Year Plan. EAA break-up.
 
77 EAC break-up. Border closed. TANU becomes CCM. RIDEPs. Nyorere visits USA. 
 Tilt towards privats indutry. 
78 Village managers. Cholera outbreak. National census. Student protests. Amin invades N. Tanzania. Militia forms. 

1979 War & fawiine in U anda. Cholera again. DSl4 port troubles. MIFUGO/KILlMO split. 20 Year Plan. IMF dispute. 
80 Shortages, food imports. Research parastatals. HIFUGO becomes Min. Village shops. DN? agrees. Obote returns. 
81 Anti-corruption drive. Co-ops & Couticl s to return. National Economic Survival Program. 11ehab. negotiations. 
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TABLE 1.2
 

Summary of Socio-Economic Indicatorsa
 

(for 1982 unless otherwise indicated)
 

Population:
 

Estimated 1980 Rural (CCO) 
 ....... 16,C69 
(mainland) 1980 Urban (000) ................. 2,109

1980 Total (000) .1......... .!8,178 
Estimated 1985 Rural (cCO) .-........ 18,047
(mainland) 1985 Urban (OCO) ............. 3,294 

1985 Total (COO) .... . ...... . . . v 21,341 

National Economic Performance:
 

Exports (T Shs mn) 
. ........................... 
 3,484
 
Imports (T Shs mn) 
........... 
 . ......... 8,392
Balance of visible trade 
(T Shs mn) .............-,906
 
Recurrent revenue generated (T Shs ian) .......... 12,000
 
Recurrent expenditure (T Shs mn) ............... 14,736

Development expenditure (T Shs ran) 
 ............... 4,479

of which from domestic sources (T Shs -rn) ...... 2,59

of which from loans & grants (T Shs inn) 2,020
........ 


Wage Employment:
 

Total wage employment .............. ............. 
676,017

Total wage increase 1981-1982, rate change 
......

Average annual increase per worker, 1981-82 change 
 7.7%
Annual increase in (urban mainland) price index... 28.9%
 

Education:
 

No. of children entering primary school 
......... 568,C00

% change increase, Std. I enrollment from 1981 
 14%
 
Total no. of children in primary schooling ... 3,626,000

Increase t primary school enrollment since 1981.. 2.6%

No. selected for secondary school entry (Form I). 
 9,178
% of primary leavers selected to enter Form I 
... 2.6% 
Total no. completing Form IV (high school) 
. 1,788

Total no. of public secondary schools 
 83
 

Villagization:
 

Total number of registered villages ............. 8,109
Villages with a health facility (mean 19 regions) 
 27-

Villages within 5 km of health facility (" I -).. 
 58% 
Villages within 10 km of health facility (F1" "). 88° 

Most totals refer to mainland Tanzania only. 1982 figures 
are derived from 1982 Economic Surve ; agricultural and
population data from (1984) Tanzania lational Food Strate.r.
Village health facility data (1978) from Thcmas & Rt.dquist.
 



TABLE 1.2 

Strarv of Indicators, continued: 

Health: 

Total number of hospitals ..................... 149 
Total number of doctors (1981) ..................... 950 
Total number 
Total number 

of hospital beds ................... 
of health centers ..................... 

22,350 
239 

Total number of dispensaries .................... 2,6,-, 

Agriculture: 

Cost (1981) of 65 HP tractor (T Shs) ......... 160,cco 
Total ha tractor cultivated, 1980 (coo ha)-o.. .. 622 
Total ha hand cultivated, 1980 (OO ha)o...... 5,39 
Total ha fully irrigated, 1980 (COO ha) ....... 21 
Total ha partially irrigated, 1980 (000 ha) .... 
Total indigenous cattle, 1981 (COo) ........... 

120 
12,803 

Total improved dairy stock, 1981 (CO) ......... 58 
Estimated total goats, 1961 (COO) ............. 5,901 
Estimated total sheep, 1981 (000) .............. 3,730 
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CHAPTER TWO 

THE REVENUE/PRODUCTIVITY CRISIS1 

Introduction 

2.1 It is with regret that we begin this social and institutional
 

profile by reviewing Tanzania's current foreign exchange crisis. The
 

economic dimensions of this crisis are thoroughly documented in a number 

of sources. Particulary useful are the World Bank's 198 and 1982 

publications, and the Bank-financed Advisory Group's Report (also issued 

in 1982), though all are restricted documents, The basic statistics
 

documenting the extent of Tanzania's foreign exchange deficit widely
are 


known from the Tanzania Government.s own economic reports (see Table 2.1).
 

Why then take 
 as our starting point yet another discussion of Tanzania's 

adverse balance-of-payments situation?
 

2.2 The basic reason is that for USAID/Tanzania, there is no alternative. 

Under the Brooke Amendment passed by the US Congress, USAID/Tan~ania cannot 
fund any new projects until repayment on Tanzania's bilat.e:'al debt to the 

USA is resumed. Since Tanzania's shortfall in its foreign exchange earn
ings (or FE) is the basic reason why it is in a situation of defaulting on 

its bilateral loan repayments, until the country can improve its balance-of

payments situation USAID will be excluded from further activity in Tanzania. 

2.3 Thus this SIP analyiis cannot, for the time being, assist USA-dl 

Tanzania either in selecting or designing new projects (the usual role 
for a SI? exercise). What it must do instead is to review the performance 

parameters and the Tanzanian Government's response in order to formulate 
a rough estimate of whether or not a more healthy balance-of-payments is 

in prospect. It can also pinpoint for the donor community key initiatives 
which analytical attention indicates are essential to reverse the downward 

spiral of escalating external debt. By knowing what policies are needed, 

USAID/Tanzania can at least monitor the situation more intelligently while 

seeking to maintain a dialogue with the responsible Tanzanian officials.
 

There is no advantage for USAID in our recapitulating the descriptive 

1 Section two of this chapter draws heavily upcn work by John Harris
 
presented in chapter 4 of the 1982 JASPA report (Basic Needs in Daner)

and reprinted in Boston University's African Studies Center Wor.cinx
 
Paoers No. 82.
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TABLE 2.1 
TANZAIA' S RECENT ECONOI PERFORLANCE a 

(T Shs in) 

1971 1978 1979 198 1981 1982 

Balance of 
Pa:,-ments 

Exports 

Imports 

Balance of vis
ible trade 

1,988 

2,726 

- 964 

3,671 

8,798 

- 5,127 

3,671 

8,986 

- 5,005 

4,187 

10,003 

- 5,816 

4,373 

9,120 

-4,747 

3,48A 

8,392 

- 4,908 

Balance of v. 
trade, services 
& transfer pay
ments 714 -3,643 -3,252 -4,605 -2,280 -3,16a 
Balance of 
payments 79 i,947 - 512 - 1,092 - 16 -907 

Money Supply 

Total: 2,624 

in circulation 986 

short t deposits 1,072 

long t deposits 566 

9,396 

2,915 

3,912 

2,570 

13,807 

4,055 

6,380 

3,371 

17,255 

5,064 

8,100 

4,061 

20,570 

6,577 

8,785 

5,209 

23,895 

7,' 89 

10,179 

6,519 

Cost of living
index, urban 
mainland (1969 

= i00) 

108 260 294 397 480 619 

Public Finance 70/71 

Recurrent rev. 1,683 

R. expenditure 1,631 

Dev, expenditure: 840 
domestic sources 570 

foreign sources, 270 

loans & grants 

78/79 

6,812 

8,295 

4,741 

2,314 

2,427 

79/8 

7,757 

9,229 

5,184 

2,864 

2,320 

80/81 

8,872 

10,136 

4,759 

2,887 

1,72 

81/82 

9,783 

12,903 

4,484 

2,646 

1,838 

82/83 

12,000 

14,736 

4,479 

2,459 

2,020 

aFigures only for Tanzania mainland, rounded
 

to nearest T She mn from publishea totals
 

Source: United Republic of Tanzania, The Economic Survey, 
1982 (June 1983), pp. 10-11.
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facts about Tanzania's current economic performance, which are readily 
availablc in Tanzania and which are soon out-of-date. The overall
 
situation has becn summarized by one of us as follows (Harris 1983:20)s 

The generally accepted facts of recent Tanzanian economic perfor
mance (are) that export crop production has fallen; food produc
tion for the market increased substantially through 1979 until 
bad weather depressed crop marketing in 1980 and 81; essential 
consumer goods have become unavailable in rural areas through
official channels; industrial output has fallen since 1980 as
 
a result of incapacity to obtain essential inputs, fuel and spare
parts; transport has become a serious bottleneck with a growing
portion of the rail and road-haulage capacity unserviceable for 
lack of maintenance, spare parts an fuel; that despite rising
.
 
margins between selling and buying prices, crop marketing author
ities have incurred large losses covered by borrowing from the 
banking system; that government revenues have fallen relative to 
expenditure causing large recurrent-budget deficits; and that

there has ben widespread disengagement from the official markets 
resulting in some combination of increased non-marketed produc
tion for own consumption in the rural areas and flourishing para
llel markets for both agricultural and consumer goods. 

-Taking this descriptive background largely as a "given", we will 
instead focus upon an analysis of necessary remedial measures.
 

2.4 Beyond the self-imposed limitations of US policy, this Report
 
does also carry implications for other donors and for Tanzanian
the 
Government. 
By all the evidence available in Dar es Salaam (as of
 
September 1984), there is no immediate prospect for early amelioration 
in Tanzania's balance-of-payments situation 
(Tables 2.1-2.3). If
 

Tanzania instead faces another 4-10 years FEof continued shortfall, 
how should donors redirect their assistance portfolios? Some donors 
have begun to reallign the nature of their support--note, for example, 

the World Bank's shift towards export rehabilitation loans. But by
 
and large the donor community has not yet worked out the full implica

tions of a continuing FE constraint in regard to more Judicious selec
tion of projects. We hope this SIP analysis will provide an intellec

tual base for carrying out such a reassessment.
 



- 14 

7ABLE 2.2 

TFE %IDEINEIG ?.CURPITNT REVENUE/EXPENDITURE GA? 

(T Shs mn) 

1976/77 1977/78 19--/79 1979/80 1980/81 1981/32 1982/83 198 3/84b 

Recurrent 5250.3 6057.0 666.2 7759.1 7934.1 9977.3 12602.5 12500.0 

Revenue 

Recurrent 5022.2 5840.1 89-.6 7543.4 9789.8 13213.9 14589.3 15620.0 
Expenditure 

Gap 
a

238.1 
a-a_ 2 ~ 217a-2- .4 a a225.ya-1955.7 -2236.6a-1986.8 -3120.0 

aApparent discrepanries in published source; corrected totals 
for the gap are a-s follows:: 228.1 (76/77); 216.9 (77/78); 
215.7 (79/80);-185=.7 (8o/81); -3236.6 (81/82).
 

bProjected estimate-. 

Scurce: 	 Table 3 in nited Republic of Tanzania, Spaech by the 
dinister fz: Finance...to the National Assembly on 
14h June. > dd. Dar es Salaam: Government printer. 

- .LE 2.3 

CENTIRAL 	 G0VE*i _T iiEVENU & EXEHiEWThC-

Shs mn) 

1981/82 1982/83 	 1983/84
 
MUiJET Estza:es Ac- -l Estimates Ac:al sti mates 

Recurrent: 

Revenue 10,681 9,:8 8,749 13,000 11,265 
Expenditure 12,205 13,-00 14,144 14,589 15r620 

Devel ooment: 

External funding 5,497 ... 2,584 2,020 2,731 
Total revenue 6,622 5,- Z' 4,816 4,480 5,830 
Bank borrowing 
(& other deficit 
financing) 1,850 3,2-'7 5,395 4,604 7,454
 

Source: 	 Econo:.st Intelligence Unit, Quarterlv Econcmic 
Revisi of Tanzania, Mozambiaue. Annual Sunole
ment. -;64, p. 13 (derived from Tanzanian 
Econo:-c Surveys and budget speeches). 

http:Econo:.st
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2.5 in presenting this analysis, we do not share complete agree

ment within the SIP team. Rather, we find the same split in diagnosis 

which has been evidenced among Tanzania's economic advisors at the 

national level. Consequently the senior author of this report has 

marshalled the main points under each viewpoint, which are presented 

here in secuence as the "economic shocks" vs. the "productivity crisis" 

interpretations of Tanzania's current difficulties. It is also apparen; 

by late 1984 that the initial attempts to reverse Tanzania's economic 

performance--which the SIP team observed under-way in mid-1983-have 

been inadequate to achieve the desired improvement. The first draft 

of this Report contained numerous examples from the Structural Adjust

ment Program's first year indicating weak follow-through. It is now 

apparent one year later that the Tanzania Government has become 

more serious in its SAP implementation efforts, so that our initial 

criticisms have been overtaken by events. Even so, in his 1984
 

presentaticn the Minister for Planning and Economic Affairs is reZor-e: 

as having admitted the SAP measures, which were launched two 'ears ago. 

have been insufficient. Cutput has continued to fall in 'most sec.crs, 

with GNP down 3% from 1980 estimates and the value of maiufacturin_ 

output (measured in constant prices) down a further 3.4%. Minerals 

were down 10.1% compared with 1982, and agricultural output down
 

11 .2. In the words of the Economist Intelligence Unit's third ouarter 

report (19584:8): 

Thus SAP's aim to reduce the external constraint has not been 
met, and in particular the target of increasing the value of 
exports by 10 per cent compared to 1982/83 has not been realized. 

The programme also required TSh 10,260 mn for 1982/83 foreign aid... 
The actual total aid inflow has not yet been revealed, but lalima 
stated that the final figure has been much less than required.
 

2.6 The consequences of continued economic failure are so sericus 

for the Tanzania Government that we have felt justified in examining 

further alternatives within the policy arena beyond our terms of refer

ence.. The justification for doing so is twofold. First, the Tanzanian 

Government's own measures consist largely of economic targets, without 

full analysis of necessary implementation steps. Second, achieving
 

improved performance has become a matter influencing the very survival 

of Tanzania's present system. 
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The 'Economic Shocks' Interpretation 

2.7 Our chapter designation, "the revenue/productivity crisis," 

capturez in a nutshell the two central features of Tanzania's conti

nuing economic problems. As might have been expected, polity makers 

within Tanzania at first interpreted the root difficulty as being 

one of insufficient revenue generation-the "economic shoccs" view

point (a label taicen over-from the title of Green, Rwegasira, and 

Van Arkadie's book on this topic). The economic statistics made it 

plain that a revenue shortfall is still occurring (Tables 2.1, 2.2 & 2.3). 

:'ith the benefit of hindsight, we can see that the current revenue 

crisis has multiple causes of a highly interactive nature:
 

- Tanzania's initial response to the 1973-74 drought was to in
crease commercial imports of food, which halved the country's
 
external reserves.
 

-The 1973 decision to move all rural Tanzanians into villages
 
became a strong disincentie to gro'ing perennial expor- croos
 
like coffee or cashew nuts, reinforced by price slippages rela
tive to food crops (which were easier to market cu.ie he
 
formal system).
 

- 2any of the new institutions and parastatals eszablishei in the
 
mid-1970s began to come on stream with recurrent cost dezand.
 

- Two rounds of OPEC price increases in the 1970s leave Tanzania
 
paying about 60%of its total FE earnings on fuel imports.
 

- The 1576 break-up of cooperatives and attempted tra -cf.of their 
functions to crop authorities disrupted the marketing of most 
export crops. 

- A vigorous growth of parallel markets diverted an increasing pro
portion of real production out of the export crop sector. 

- The persistent over-valuation of the Tanzanian shilling was in 
effect a "tax" on export crop producers and crop handling organiza
tions, whose own liquidity was thereby threatened. 

- The 1976-77 breakup of the East African community necessitated in
country industrial investments, some of which were highly dependent 
on either imported feedstocks or imported parts and management. 

- The 1978-79 7ar in Uganda was internally financed, and further 
strained supplies of transport, fuel, food, and ccnsuzer -o::ds. 

- A cholera pandemic coupled with flooding and droughts disrupted 
crop movements throughout much of rural Tanzania, accentuating

the negative impact from other factors already itemized. 
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- By 1980, Tanzania's terms of trade were 11% lower than in 197. 
and 2A lower than in 1966 (World Bank 1981:ii).
 

- Export volumes declined by more than one third since the mid
1960s (World Bank 1981:ii).
 

2.8 In facing these "shocks". Tanzania's leadership has the double
 
disadvantage of five years of initial 
success (1964-70), followed by
 

five further years (71-75) when astute management buffered the worst
 
impact of drought and the energy-cost explosion. External advisors
 

coming on 
 the scene in the early 1980s have usually been unaware of 
this earlier experience, uhich strongly conditioned Tanzanian percep
tions of the post-1977 situation. Let us digress briefly to descri*-e 
why the full seriousness of Tanzania's revenue crisis was not adeaua-.ey 

appreciated within the Party leadership.
 

2.9 	 First, the initial phase of Tanzania's move towards a sccialis
eccnomic system coincided with several better than average seasons "--e
tween 1964-69, with 1966 (just prior to the Arusha Declaration) beinz
 
particularly good. Against a background of much critical commentary 
frcm donors and economic "experts" alike, the Party leaders im-clemene:i 
steps to disengage Tanzania from Kenya's preponderant economic infLuenze 
while taking over control of its own currency, the banking system, =-n 
vital exports. These moves occurred at a time when the price of the 
country's main export earner (which was 
then sisal) fell catastrophi
cally (down from 1,700 shs. per ton to 765 per ton at the end of 1965). 
In the country's First Five Year Plan (drawn up by a Frenchman), it had 
been anticipated that external sources would contribute over 5C% of plan
ned investment; actual amounts of aid proved so low the Plan was abandoned. 
Nevertheless, overall growth of GDP for this period was on average 5% 
per annvm. Manufacturing value added grew by about 10% annually (how
ever from a very low base). And the Government successfully raised the 
rate of capital formation (from 166 of GDP in 1965 to 25r in 1970) an
the level of domestic savings even while reorganizing the economy. 
This was achieved without either running down foreign reserves or in
curring excessive external debt (Green et al. 1970:5-6). 

http:adeaua-.ey
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2.10 Second, when the first round of major "economic shocks" did
 
occur, Tanzanian leaders were able to mobilize
1 economically effec
tive resounses. No coups occurred, as happened in Ethiopia and
 
Niger under similar strains. Indeed, the overlaid and unfolding
 
train of events was such that for each criticism the external analyst
 
might raise, There was a 
 local rejoiner redirecting responsibility
 
outwards. Villagization the cause of low output? Then why was
 
the 1973-74 food crisis Africa-wide, afflicting many regimes irrespec
tive of their policies? Did Tanzania fail to use price mechanisms?
 
No, it was the deliberate stimulation of food crops by higher prices
 
after 1973 which saved the country from importing more food but at a
 
cost of depressed export crop production. Was the new capital in Dcdcma
 
a luxury? Then why haven't donors directed the same criticism at Lalawi
 
next door, where the case for moving the capital was much weaker than
 
in Tanzania? Are deficits 
dangerous? Not if a country's develcpmen-.
 
policies are attractive enough to command external grant funding-as
 
Tanzania's were during most of the 1970s. Too much being spenrt on 
infrastructure and institutions? 
 But what western country ham manaed
 
to maintain high levels of investment despite over half its external earnings 
being prempted by fuel imports? ....and so the arguments went, back
 
and forth, while in truth the Tanzanian leadership was preoccupied in
 
crisis management.. The day-to-day exigencies 
 of coping with war, famine,
 
and cholera in the face of deteriorating terms of trade and an escalating
 
fuel bill rendered Tanzania's 
 economic policy makers almost impervious 
to the kind of academically-rooted analysis being offered without solici
tation from the IUF, and, eventually, other western donors.
 

2.11 As the World Bank's 1981 Economic Memorandum on Tanzania (a 
basic starting reference on our topic) noted, "achieving and sustaining
 
a high level of investment has been a major element in Tanzania's dev
elopment strategy" (1981:5). This absolutely central feature of Tan

1The principal argument advanced (quite convincingly) by Green, Rwega
sira and Van Arkadie in Economic Shocks and National Policy na.cing (198C).
A good exposition of the contrary case can found in Michaelbe Lofchie
(1978) "Agrarian Crisis and Economic Liberalisation in Tanzania," J. of
Modern African Studies, vol. 16, no. 3, pp. 451-75. 
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zanian policy can be explained in part by the country's historic 

circumstances-the initial location of many of its services and
 
institutions in Kenya next door-and by its geography, the dispersal
 

of its higher potential lands around the periphery (see chapter 3).
 

But it also constitutes the one fundamental prumise shared by capitalist 

and socialist theoreticians of economic development. There are few 

practicing economists who would be willing to declare that rates of 
investment are not a key ingredient in facilitating, economic develop

ment. Where a "socialist" country like Tanzania differs from, say, 

Kenya next door is the depth of its determination to persist invest

ing under even adverse short-run economic conditions-a point confirmed 

by Wheeler's regression analysis of sources of stagnation in sub-Saharan 

Africa (1984). In Wheeler's words (1984:19):
 

Among the policy variables, the most important seem to be 
those which measure some form of retrenchment capability. The
 
'habit' results are consistent with a model which accords great
 
importance to appropriate allocation policy for regimes whose
 
overvaluation of exchange rates forces them to ration forei-n 
exchange. They suggest that even when rationing is instituted, 
the results can vary substantially according to the rules which
 
are employed. Rationing systems which adhere tightly to previous 
levels ... during periods of foreign exchange reduction aprear to
 
have done substantially worse, ceteris paribus, than those which
 
have retained more flexiblity. This result is consistent with
 
the arguments of those who claim that many African states have
 
mistakenly starved themselves of intermediate manufacturing and
 
agricultural inputs in order to maintain long-run investment pro
grammes, even in the face of evidently low doinestic capacity 
utilizati on. 

2.12 Roemer (drawing upon chs. L and 3 in Killick's classic study, Develon

ment Economics in Action) points out that in Ghana's case, Nkrumah's 
"big push" for economic development (1961-66) was derivea from the thirk

ing of "the most influential development economists of the day" (1983: 

9):
 

The strategy of the early 1960s was based on the notion of a
 
'big push' of massive investment that would break the 'vicious 
circle of poverty' and propel a 'take off' into self-sustained 
.growth. It was an unbalanced growth strategy, with import
substituting industry the leading sector operating behind a
 
high protective barrier, and agriculture yielding its labor
 
surplus to man the new factories. 
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According to Roemer (who has also worked in Tanzania) N;krunmah's 

strategy borrowed eclectically from Harrod, Domar, Scitovsky, 

Rosenstein-Rodan, Hirschman, Lewis, krebish, Singer, Nurkse, and 

Kaldor-and one must also add Rostow. Killick (1978:53) points 

out that Lewis, Kaldor, and Dudley Seers actually served as 

Nkrumah's economic advisors at one time or another. The twist 

Nkrumah added was his reliance upon public enterprizes to imple

Ghana's development plans, and his distrust of local entrepreneurs 

(Rcemer 1983:9-10). All of which could be said of Tanzania as
 

well, except that in Nyerere's case his leadership remained popular
 

and he was able to replace his first ger.eraticn of expatriate
 

economic advisors (Svendson, Van Arkadie, and Green) with US
 

trained Tanzanians (Rweyemamu, Rwegasira, and Malima).
 

2.13 It is important for outsiders to recognize that the basic,
 

underlying motivation of most economic policymakers in "late starting"
 

African economic systems (like Tanzania, Zambia, and Ialawi) has been
 

to lessen their dependence upon the arbitrary swings of primary ccm-

ity prices. The overwhelming impact of externally determined commcdi*y
 

prices qeems obvious to those living within a vulnerable econcmic system

1
 

like Tanzania's. Adverse terms of trade reappear as a central topic in
 

nearly every economic performance review. For example, the Minister 

of Planning's 1981 economic speech points cut thaz during a time when
 

import prices (1972-80) rose 240%, the price of coffee dropped over 

50% (between 79 and 81), and the amount of tea Tanzania had to export 

to pay for one tractor rose from 5 tons in 1972 to 17 tons in 1981
 

(URT 1981:12). This background explains why as soon as coffee prices
 

temporarily improved in 1977, the Party launched a major industrial
 

diversification drive although the nascent industries it established
 

now strongly contribute to the revenue crisis. It also explains Tan

zania's ccntinued infrastructural investments despite four years of
 

adverse trade imbalance.
 

1A layperson's commensense conclusion which is, however, supported
 

in recent economic analyses. For example Wheeler's regression analysis
 

of factors influencing African growth between 1960-80 supports the idea
 

that "the economic fortunes of most African states, including those deemed
 

'best managed' ... are heavily dependent on world trade cycles" (1984:3).
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2.14 In Tanzania, then, the general theoretical premise shared by 

many western economists in the early 1960s which stressed the key
 

role of investment rates was buttressed in the early 1970s by a more 

focussed attention to industrial policy. Two economists were especi

ally influential in this regard, Rweyemamu and Schumacher. R'xeyemamu's 

Harvard thesis was republished in 1973 as a book, UnderdeveloOment and 

Industrialization in Tanzania. Moving from Dean of Social Sciences in
 

the University to being Economic Advisor to Statehouse, Rweyemamu ad-,
 

vccated selective industrialization to increase the value of exports
 

and to create the intermediate industry needed to change Tanzania's
 

capacity for further economic growth. Rweyemamu's influence lay be

hind the Goverrnment's adoption in 1974 of a revised Long Term Basic,
 

Industrial Strategy (1975-1995). Its main emphases were (SIDO, 198L:):
 
cn)
- restructuring of industry (away frcm unselective import substitut 

- adjustment of ccnsumer preference to use local products 

- reduction of the share of imports through import substitution 

- ranking of investment priorities on multiple criteria 

- development of rural and small-scale industry sectors.
 

2.15 The latter point reflected awareness of Schumacher's arzu-'men's, 

published in the influential 1973 book, Small is 3eautiful. schumacher 

h,2d visited Tanzania to advise Nyerere, and in April of 1973 the ?arty 

National Executive issued guidelines cn the establishment and develop

mont of small scale industries in Tanzania (reviewed in chapter 4). At 

roughly this same time, Tanzania was heavily involved in promotion of 

adult and nonformal education just when these topics were coming to 

the ttenticn of international donors, e.g. Coombs' 1974 book for 

the World Bank, At-tacking Rural Poverty. Tanzania had already been
 

closely involved with the IIE? in Paris, whose approach to educaticnal
 

planning was based u-pon Schultz and Harbeson's development of the
 

concept of human capital. Finally, in the mid-1970s, the internaticnal 

dcncr coimunity discovered the "basic needs strategy" for econcmic 

development-a conception which was the mirror image at the theoreti

cal level of Tanzania's already formulated rural development policies. 
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Even with regards to the machinery for implementation, Tanzania was
 
prepared with its "integrated regional development plan" (or RIDEP)
 

approach. For the first time, donors began to support untried
 
rural development programs soft financing. Here the
with loan World 
Bank under MacNamara took the lead, adopting one of Tanzania's poorest 
and most remote areas, Kigoma Region, as its showcase "integrated rural 
development project" adding quickly more (inbut several RIDEPS Shinyanza, 
Tab-,a, Mwanza, and Mara). On their part, the Tanzanian leadership 
swallowed their pride and quietly adopted the Kenya Tea Development
 
Authority (KTDA)-which was then and still is generally regarded 
as an
 

African "success story"-as the model for a whole family of cash crop
 
authorities established in the early and mid-197Cs. Under the Basic
 
Needs/IRD strategy, the financing of export crop development alone
 
was considered ill-advised. Instead, the agreed aim was to finance
 

a package of ccmplementary measures including not only an export crop
 
but also infrastructure, transport, processing (if neceasary), and
 
extension (though the funds for the latter were seldom well spent). 

2.16 By the late 1970s, the adverse economic perforrance being genera:ed 
by all of this project activity was already sufficient to suggest several 
unpalatable lessons. First, Tanzania simply did not have the technical 
packages outside of the favored highland areas to genarate inen-st- :-l 

real production. Second, the risks of adverse seasons were higher than
 
had been allowed for. Third, the heavy investment in social services
 
was not yielding the anticipated payoff in improved rural produrtivity.
 

Fourth, it was a tremendous mistake to accept external loan financinz
 
in support of high risk production activities and untested instituticnal
 
expansion. Fifth, KTDA authority model not
the cash crop did perfo:'m 
well under Tanzania's different policy environment. Sixth, the pace 
of institutional change was such that Tanzania's supervisory and plannin.

bodies were overwhelmed. Instead of the tightly planned, socialist 

economy which Western ccnentators have sometimes assumed was operative, 
Tanzania instead found itself committed to achieving ambitibus goals wi-h
out realistic planning. And, seventh, it should have been obvious that 

investment by itself is insufficient to stimulate lasting development. 
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2.17 These are bitter lessons for a poor, western-oriented socialist
 

nation to absorb. Although outsiders sometimes blame Nyerere's stubborn
 

adherence to socialist goals as the reason for Tanzania's lack of
 
1 

organizational learning, we have seen above that the country's poli

cies have in large part mirrored predominant western ideas abcut rural
 

development in the 1970s. Indeed, Tanzania's attractive portfolio of
 

rural development policies proved quite advantageous during the initial
 

years of export downturn. For nearly a decade, it was Tanzania's success
 

in securizLg external aid on highly concessicnal terms which ccmpensated
 

for the growing deficits on the nation's trading account (if we for the
 

moment igncre the brief, coffee-price led 1976-77 recovery). Tables
 

2.4 and 2.5 summarize the contribution of external aid in this respect.
 

Here the influx, of World Bank and IDA funds played a key role, but hard 

currency support from Sweden has also been of crucial assistance. As 

Table 2.5 indicates, while the US government's direct, bilateral assis

tance to Tanzania in 1979 was about 4% of total aid, five small countries 

(Sweden, Netherlands, Norway, Canada, and Denmark) contributed over 4C% 

of all aid and Sweden and the Netherlands gave more in gronts than 

was covered by all multilateral lending and grants (Harris 1983:17). 

Furthermore, while the European donors have converted a number of poorly 

peforming loans into grants, the poorly perfor.ning US loans upon h.*-h 

Tanzania has defaulted have become the official reason for terminaz_;n 

of further US bilateral aid to Tanzania.
 

2.18 To summarize the "economic shocks" position, then: i) the major
 

cause of difficulty arises from adverse terms of trade, especially in
 

regard to necessary fuel imports; ii) virtuous economic performance is
 

shown by continuing investment; iii) attractive policies can offset
 

trade imbalances by securing aid support for worthy activities; and, 

iv) persistence will ultimately pay when over the longer-run the years 

of drought and low prices will be offset by good times or (as some 

once hoped) by structural readjustment between the 1iorth-South nations.. 

.eanwhile, the necessary remedial actions should consist of measures 
1See, for example, Ken Adelman's article "The Great Black Hope: 

Africa's leader of Illusions: Julius Nyerere," Harper's, vol. 203 
(July 1961), pp. 14-19. 
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TABLE 2.4 

SOURCES OF FOREIGNi EXCHANGE 

(US mn at 76-78 Import Prices) 

Change
 
1966 19 3 1980 66 to 73 75 to 80
 
722 659 370 - 63 - 289
 

-33 15 19 48 


69 224 377 155 153
 

-17 69 -6 86 -75741 767 760 
 226 - 2C7 

-83 -76 84 7 160
 

658 891 844 233 -47
 

(1983), p. 13 derived from World Bank, 
Economic Memorandum on Tanzania (1981), p. 56.
 

4 
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TABLE 2.5
 

SOURCES OF GROSS AID DISBURSE!NT, 1979 
(P US mn) 

Source 


Loans 


Bilateral (of which) 

OECD countries 

China (Peoples Republic) 
Other Socialist nations 

OPEC countries 


Mu~tilateral (of which) 
IBRD 
IDA 
I'F Trust Fund 

Grants
 

Bilateral (all OECD nations) 

Sweden 

Netherlands 

Germany (Federal Republic) 

Norway 

U.K. 

Canada 

USA 

Denmark 

Other socialist countries 

OPEC countries 


Multilateral 


EEC 

U:.N. 


Total 


Source: J. Harris (1983) 


$ million % of Total 

139.5 30.3
 

45.4 9.8
 
32.2 6.9
 
3.6 0.8
 
0.0 0.0
 
3.4 0.7
 

94.1 20.4
 
32.9 7.1
 
39.0 8.5 
16.4 3.6
 

294.4 63.9
 
69.7 15.1
 
145.9 10.0
 
34.4 7.5 
29.0 6.3
 
27.4 5-9
 
24.5 5.3
 
19.2 4.2 
17.4 3.8
 
0.0 0.0
 
0.0 0.0
 

27.0 5.9
 

20.3 4.4
 

6.7 1.5
 

460.9 100.0
 

"Tanzania's Performance in Meeting
 
Basic Needs: The international Context," p. 15. 
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to reverse the foreign exchange and revenue soueeze, e.g. by switch
ing aid from projects to generalized import support, by once again 
favoring export crops through higher prices and devaluation, by exporn 
rebate schemes as an incentive for larger-scale private producers, 
and by new revenue generation devices (reimposition of the personal 
tax, user fees for social services, "tn.). Yc.aures of this kind 
were first announced in the 1981 National Economic Survival Program, 
were then repeated in NES? II (1982) before reappearing in amplified 
form in the Structural Adjustment Program (1982-84).
 

The 'Productivity Crisis' interpretation
 

2.19 The fundamental criticism of the "economic shocks" explanation 
is that by redirecting attention outwards, it glosses over those 
factors which Tanzania could h'ave controlled. The principal cause of
 
the crisis has been a long term structural decline of the export sez.:or. 
Fad exports grown at the modest rate of 3% per annum, and given the 
changes in terms of trade which have occured, exports would have 
ccmmanded 2.3 times as many real imports in 1980 as were ccanded 
by actual exports that year. Alternatively, at actual 1980 import 
levels, 86% (instead of 44%) of their value would beenhave covered 
(Harris 1963:18). In short, by showing only an average level of 
perf ormance (25. per annum below'; what had already been achieved in 
the late 1960s), Tanzania's rural develo:tent institutiCns might 
have experienced difficulty but certainly nothing like the present 
"crisis". A strong cancase be made that the present revenue crisis 
is also a productivity crisis with profound implications for the 
whole direction of Tanzanian institutional investments. 

2.20 First, perhaps the strongest criticism of "econcmicthe shocks" 
view is that Tanz.nia's own policy makers failed to employ the same 
logic internally when evaluating producers' likely response to :he offi
cially controlled pricing system which was put in place in 1973/74. 
There is always a problem when assessing agricultural price responsive
ness caused by the lag before farmers receive payments and the large 
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TABLE 2.6 

PRODUCERS' SHARE OF F.O.B. PRICE IN TANZANIA (%) 

1975/76 1976/77 1977/78 1978/79 1979/80 1980/81 

Coffee 69 48 46 45 49 61 
Cotton - 46 46 45 44 53 
Tobacco - 52 52 49 79 85 
Tea - 43 34 47 60 60 

Cashew - 42 30 44 31 33 
Pyrethrum - 65 50 39 32 38 

Source: 	FAO/UIIDP (1981) Strategy and Proxramming Review Missicn,
 
Tanzania. Vol. 1, Main Report. Table i ;. 25).
 

TABLE 2.7-

TERMS CF TRADE FOR SNALLHOLDER PRODUCERS
 

Net Barter Terms of Trade Income Terms of Tr-ad 
Export 1)cmestic Total Export Domestic ToTal 
crops crops crops 
 crops crops crops 

1969/70 100.0 100.0 100.0 100.0 100.0 1C0.0 
70/71 96.9 97.5 97.0 101.8 187.8 11. .4 
71/72 95.3 89.6 94.6 102.8 121.1 1C4.8
 
72/73 88.5 
 81.6 87.5 96.3 129.4 99.9
 
73/74 76.0 76.1 
 76 . 78.3 119.3 79.4
 
74/75 63.5 78.o 64.5 68.8 39.0 65.6
 
75/76 90.5 112.9 93.2 84.5 87.1 84.8
 
76/77 110.0 107.9 109.7 102.5 103.4 102.5
 
77/78 79.5 106.6 
 85.4 73.7 166.6 84.0
 
78/79 67.4 98.2 74.5 
 62.7 	 153.4 72.8
 

Source: 	FAO/UNDP (1981) Strategy and Programming Review 1ission, 
Tanzania. Vol. I, 4ain Report. Table 10 (p. 24).
Derived from F. Ellis (196O), ERB ?aper60.3. 
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masking effect of climatic fluctuaticn. Nevertheless, Frank Ellis
 
has demonstrated in several papers (see Tables 2.6 and 
 2.7) that 
Tanzanian producers were behaving rationally during the mid and la:e
 
1970s, and that in general (with 1976/77 the one exception) the net 
barter terms of trade (which determine the actual farm-gate incentive
 
level) turned against export crops from 1974 onwards. Furthermore, 
for four years (from 1976/77) coffee producers received less Than 50%
 
of the F.O.B. price of coffee even when the T Sh was 
 greatly overvalued 
and when actual payments were often delayed by the Coffee Authcrity7.
 
This represented a crucial lapse of national economic management, 
because coffee contributes much more to Tanzania's total value of exports 
than might appear when it is merely listed among other export crops (Table 
2.8). To a large extent, Tanzania's FE crisis might be better vie7.;ed
 
as a coffee croduction crisis which persisted for four years while
 
little of a positive nature was done about it at the natir.nal level. 

2.21 For example, if we take 198 0's exports as indicative cf the 
situation, coffee accounted for more than timesthree the value of the 
next most important crop, cotton. From the standpoint of instrumenzs 
amenable to policy manipulation, the declining coffee produc-i.zn should 
have been where the Tanzania Government ,,as directing priority atten-ion. 
Instead, the actual circumstances facing growers in t*e 197Cs .;re: 

- great uncertainties about how villagization would affect their
 
continued ownership of coffee trees.
 

- nationalization of expatriate owned coffee estates in Arusha and
 
Kilimanjaro Regions in 1973/74, with a subsequent drop in produc
tion on nationalized farms.
 

-disbandment of the co-operative movement, where the coffee co-ops 
were among the few financially sound and well managed ones. 

- little attempt by KILI2O to strengthen robusta production of green
coffee (buni) in the Pare, Usambara, and Uluguru Uts., where "offi
cial" crops recommended by the Party were instead being pushed. 

- turmoil in West Lake Region, which included loss of the coffee pro
cessing plant, transport breakdowns, and probable smuggling.
 

- a break-down of coffee purchasing arrangements, so that on several
occasions growers did not receive payment for coffee delivered and 
so could not in turn repay their own production debts. 

- a continued relative decline in the attractiveness of coffee prices 
(here see Ellis, 1982:266).
 

http:produc-i.zn
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TABLE 2.8
 

1981-82 EXPORT PERFCR'UANCE & 1983 TARGETSC
 

Exporter Crop/Product 

CAT Green coffee 

TSA Sisal fiber 

TCA Lint cotton 

Seed cake 

Cotton seed 

CATA Rawnuts (cashew) 

Kernels (cashew) 

CISL 

Povder & shell 

TTA Tea 

TPB Pyrethrum extract 

Pyrethrum powder 

Pyrethrum dry marc 

TAT Tobacco 

GAPEX Cardammn 

Cccoa "eans 

Sesame seeds 

Beeswax & honey 

Kapok fiber 

Pigeon peas 

Llimosa extract 

SUDECO Sugar 

NAFCO Cocoa beans 

LIDA Livestock 

(T Sha mn)
 

Exports 

in 1981 


1,233.86 


264.12 


537.89 


41.46 


10.94 


283.80 


205.05 


5.52 


2.56 


119.43 


8.60 


0.r4 


1.21 


175.55 


13.08 

19.36 


12.28 


9.33 


-

-

-

7.00 

-

-

TOTAL 	Mainland Ag. Exports: 2 ,9 5 1 ,5 8a 

aTotalsnot provided in source. 

bIncorrect total as given in source 

Exports Target
 
in 1982 in 1983
 

1,297.94 1,,'68.16
 

201.65 230.02
 

382.06 423.31
 

13.22 14.54
 

1.87 

118.36 184.00
 

125.66 138.CO
 

4.45 5.CO
 

0.50 1.00
 

109.90 126.00
 

21.56 	) 

) 24.C0 

0.97 ) 

166 .-9 210.33 

14.89 15.00
 

12.87 20.00
 

17.83 20.CO
 

2.24 7.00 

1.65 3.00 

60.24 5.CO 

13.29 14.00
 

35.00 35.00
 

0.32 0.75 

- 15.C0
 

2 , 6 0 2 .9 6 a 2,96,.110 

(instead of 2,959.11). 

cDerived from curz'ert fiuires 14 June 1983, P ET Boa-,J of 

Lirectors' ReporT, Dar es Salaam. 

http:2,959.11
http:1,,'68.16
http:1,297.94
http:1,233.86
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-a drastic decline in coffee quality. 7hereas in 77/7b, 4a% of Tan
zania's coffee was average or better (with 9t in the -co A grades),
by 80/81 91' was below average. 

- a very hesitant response by the Ministry and the Coffee Authority 
to the outbreak of coffee berry disease (CBD), which had been known 
and combatted in Kenya since the mid-1960e. 

2.22 Second, this inattention to economic consequences of official policy 
took place at the very time when the number of econocr.c mo.itoring insti
tutions was being increased.. The Marketing Development Bureau in Dar es 
Salaam was providing annual price reviews, with detailed recommendations for 
each major export crop. A Board of External Trade (BET) was established, 
whose staff were specifically responsible to see that exports were main
tained. It had the legal powers to have insured that the most crucial
 
producers received 
 priority in foreign exchange allocations. Then ther.e
 

was the Bank of Tanzania (BOT), with 
 its own staff experts to zerform a
 
similar function- Other possible 
 sources of economic advice included,
 
of course, the Price Control Commission (established in the mid-101Cs),
 

the University's Economic Research Bureau, the Ministry of Planning an
 

Econcmic Affairs, the M4inistry of Finance, the Ec-nomic Committee of the 
Cablnet, economic advisors in the ?MO and in State House itself, and the
 

Party's own economic surveillance 
 staff. 24ore recently, -he §overnment
 

created the SAP Secretariate, the National Produc-iv.oity Council, and
 
the "a-icnal Consultative Econc:;-ic and Planni.ng Council he an
an:oer 
advisory body to the .inistry of Plat-nini). Cn their jart, scme conors 

provided the Tanzanian Government with analyses attempting to pinpoint 
w.here economic slippage was occurring. Thus we cannot attribute -he 

Government's lack of focussed remedial actions to :missinx economic 

intelligence or a lack of market information. 

2.23 Considering that all these institutions employed experts who 
were beinz paid for monitoring the Tanzanian economy, it is puzzling 
to find the Government's official targets remained resolutely optimistic 
long after the performance downturn was already apparent within offi
cial statistics (e.g. the rosy Third Five Year Plan 'argets). Nor
 
did Tanzania make any concerted attempt to enter ;he lucrative ;ulf 

http:Planni.ng
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States market despite Tanzania's transport advantage over cther pro

ducers (such as Brazil) which did successfully penetrate this market 

during these very years when Tanzania's exports were declining. The 

lesson for socialist nations is clear: if intermediary institutions 

are inserted with powers to control the export sector, then it is 

imperative that such organizations employ good economists who wield 

real oower. What Tanzania appears to have created instead is an army of 

j'inior economists with a vague interest in collectirg statistics and 

no continuing access to the levers of Party power. 

2. 21 Third, thp decline in commodity exports cannot be blamed upon 

a lack of agricultural service infrastructure for the major export 

crops . As we have noted, from the early 1970s onwards Tanzania was 

invest Lng heavily in the establishment of crop and livestock parastatals 

whose main official purpose was to monitorand s ~izuiae cczczsity prc

duction (Table 2.9). According to Nyerere's own figures, whereas 

in 1967 the naticn had 64 parastatals, by 1974 it had 139 (1977:38). 

By 1975 there were ten cash crop authorities: CAT (coffee), CATA 

(cashews), GAPEX (oilseeds), N11C (cereals), SDC (sugar), TAT (tobacco), 

TCA (cctton), TPB (pyrethrum),'TSA (sisal), and TTA (tea). 1 These 

replaced the earlier organization of marketing boards, which had served 

the major export crops. A similar structure of livestock parastatals 

was also established, most of them located under a suoer';iscry Live

stock Development Authority (LIDA). 

2. 25 Nor can it be said that these new institutions were starved 

of human and financial resources. Being parastatals, they offered 

better salaries and substantially better fringe benefits than did the 

mainline Ministry of Agriculture (KILIMO). During the mid-1970s,
 

therefore, many of KILIMO's better staff left the Ministry to take 

up positions in the crop authorities. Furthermore, the crop authori

tics enjoyed a strong comparative advantage in securing technical 

assistance projects and hence hard currency support. This is clearly 

indicated if we lock at the World Bank/IDA loan portfolio to the agri
1 See Marketing Development Bureua (1974) Profiles of Yaojor Ministry 

of Aoriculture Parastata.ls. Dar es Salaam: MDB, Min. of A.;.ic., 12o pp. 

http:Parastata.ls
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TABLE 2.9 
CROP PARASTATAL fNVEST"NT BUILD-UP a 

(T Shs n) 
Parastatal: 77/78 7/79 79/8 80/81 81/82 

GAPEX 33 69 ii 157 209 

SUDECO: 

Headquarters 405 478 727 836 939 
Kiloinbero 502 485 534 560 558 
Utibwa 168 175 174 163 165 
Kagera - 152 356 481 585 
TPC 276 266 254 237 220 
CATA (,oarent) 181 335 404 463 483 
CAT n.a. n.a. n.a. n.a. n.a. 
TSA n.a. n.a. n.a. n.a. n.a. 
NAFCO 220 256 314 387 n.a. 

N 165 193 245 273 26 7 
TB 40 61 80 92 113 
TTA 45 53 62 69 93 
TAT 192 153 155 168 178 
TCA 160 167 141 136 166 

aCuulative permanent investment 

Source: iILI2O figures. 
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cultural sector during the period up to 1980. 
 In order of activaticn, 
we then have: $ 10.8 mn to smallholder tea (TTA) (1972); $ 18.5 mn to 
livestock development (LIDA) (1973); $ 17.5 to cottonmn development in 
Geita (TCA) (1974); $ 21.0 mn to Cashewnut development (CATA) (1974)t 

$ 10.0 mn to Kigoma rural development, also with a cotton component 

(1974); two loans for $ 9.0 mn each to SUDECO for sugar development
 

in the Kilombero (1974); a further $ 10.0 
mn for dairy development
 

(1975); $ 18.0 mn for the national maize project (1976); $ 
 9.0 mn 
for fisheries develoliment in Kigoma (1976); $ 7.0 mn for Sao Hill
 
forestry development (1976); $ 8.0 mn for processing (TAT)
tobacco 

(.1976); $ 12.0 mn for Tabora rural development (a main TAT tobacco 
area) (1977); a further TAT tobacco handling loan of $ 14.0 mn (1978); 

12.0 mn for Mwanza and Shinyanga, both being central areas for
 

TCA's cotton production (1978); and, finally, a $ 27.5 mn second
 

cashewnut (CATA) loan (1979). From this 
single source, then, Tanzania 

had a total of $ 213.3 mn of loan funded projects under implezentaticn 
by mid-1980. The heavy concentration upon support to cash crop authori

ties comes out clearly if one examines the main cash. crops within the 
"RIDEP" loans, which were to districts where cotton and tobacco were 

the principal cash crops. Of this total portfolio, only 8% (the National 

Maize Project loan) was administered by the 1inistry cf Agricu'-1ure, and 
none of it ;as directed towards the ailinz coffee industry. (I: was only 
when some of these same agencies began returning with requests for new 
equipment before their earlier loans had even thatexpired the Bank 
became alarmed, and turned its attention to "sector rehabilitation".) 

2. 26 Fourth, the sharpest controversies arise, however, in trying to 
assess how far Nyerere's villagization program (which reached its :--ek 
in 1974/75) inhibited the country's agricultural performance (see 
Table 2. 10). The effects of relocation upon perennial tree crops lice 

cashew nuts and coffee are potentially quite serious. Here it is in
structive that cashew nut production suffered the worst, observaan 


tion consistent with the fact that cashew producers in southeastern 

Tanzania were relocated into villages while many coffee producers in 
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TABLE 2.10 

1EGREE OF VILLAGIZATION BY YEAR 

Total No. Total Population Village residents as
Year of villages in the villages % of total populaticn 

Feb. 1967 48 5,OO0 
 0.04
 
Dec. 1968 
 180 
 58,000 
 0.5
 
Dec. 1969 
 809 
 300,000 
 2.5
 

1970 
 1,956 
 531,2C0 
 4.3
 
1971 4,484 1,545,240 
 12.3
 
1972 
 5,556 1,980,862 
 15.3
 
1973 
 5,628 
 2,028,164 
 15.3
 
1974 


5 ,00 8a 2,560,472 
 17.6
 
May 1975 
 6,944 9,140,229 
 61.6
 

1976 7,684 13,061,0co 
 85.0
 
Dec. 1977 


7 ,3 73 b 13,506,044 
 85.0
 
July 1978 


7 ,6 3 1 b 13,775,532 
 87.0
 

aThe decrease during this year was due 
to mergers of

small villages into larger ones.
 

bOnly listing villages registered under the 1975 Village
and Ujamaa Village (Registration) Act. 
 Some villags
have noL yet been registered either because 
of ;oo few
people or because the villagers "are expected to resettle 
in a more suitable area."
 

Source: J.H.J. Maeda (1981) "Promoting Rural Develoz.Tent Through
Villagization," pp. 134-142. In, JASPA, Development, Employment
and Equity Issues in Tanzania. 
Addis Ababa: JASPA, ILO.
 
Figures derived from Economic Survey (1970/71); 
and !.-aendeleo
ya Viiji vya Uamaa, Prime Minister's Office (compiled frcm
 
various issues).
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northern Tanzania were not. The central issue is not whether reloca

tion disrupts crop production-as it obviously must for a season or
 
resettlement very carefully rather
two unless is timed-but if villagiza

tion has had a uersistent negative impact on output (as many external 
observers have Paggested). As it happened, the confluence of poorly 
planned villagization with two years of deepening drought (1973-75)
 

in Tanzania means that we will be able to fully answer
never this
 
question, interesting as it is from a theoretical standpoint. 1
 

2. 27 However, there are two subsidiary issues central to the product
ivity question which have escaped scrutiny because of the larger
 

controversy over whether or not Ujamaa villages were ever viable
 
economically. 
 It must be stressed that the main "economies of scale"
 
which villagization was supposed to tap were those related to the
 

centralized provision of social services (water, health care, and 
primary 	schooling). Here the "economies" presumably accrue to rural
 
households, who are saved the effort of walking to school and clinics,
 

except in thcse instances where an entire village can be served Cheaply 
with piped water (yielding village-level economies in service provisicn). 

As Rene 	 Dumont and others have since pointed out, these "economies" 

weighed the tomust be against costs of walking longer distances one's 

fields, 	 of shortages of fuelwood, of reduced crop security, of increased 
public health risks arising from dense settlement, and of diminished 
forage and fallow. Party leaders hoped that villagization would he 
acccmrannied by tractor farming, yielding major "economies" in land 

preparation (but not necessarily in weeding and harvesting). Here, toc, 
the reality of field conditions in much of rural Tanzania results in
 

very low returns from village-owned tractors. With shortages of fuel, 
parts, crop storage, and trained village accountants, the village which 

invests in a tractor is more likely to encounter diseconomies of scale. 
The combination of generally high seasonal risks and poor support ser
vices for equipment overwhelm the small increments in technical effi

ciency which larger-scale, village production was supposed to bring. 
1 For references to the large literature on Tanzanian villagization, 

see 
the topical listing within the Bibliography.
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2.28 The other unresolved productivity question arising out of
 
villagization is consequence the program's slow
a of institutional

ization. 
 In the evolution of any new social institution, there are
 

always unanticipated stresses which must be resolved over time. Areas 
of friction within the newly formed Ujamaa villages have included: i) 

how to rectify poor initial planning without complete relocation, ii) 

how to do land use planning to optimize soil productivity, iii) what
 

to do with undersize villages, iv) an organizational framework for 

sharing certain specialized services between Viillages, v) hcw to 

manage the group farm and distribute work and profits fairly, vi) 

what rights to give outsiders (like teachers) who must reside within 

the village, vii) how to discipline errant or corrupt staff assigned 
to the village by the Government, viii) regulations for conflict of 

interest situations where a leader was involved in villagealso busi
ness, ix) the rights of absentee members, and, x) what compensation 

families could expect if evicted or moved. Von Freyhold's graphic 

description of daily life as observed in Tanga Region's villages 

makes it clear these were real problems, with real impacts upon 

farmers' commitment to village life and production (1979:87-3S). 

2. 29 It is indicative that when the Prime Minister's Office (PYc) 
did finally draft legislation applying to Ujamaa villages after 

the program had been underway for seven years, the resultinz Villages 

and Ujamaa Villages Act of 1975 was silent on most of the keyr opera

tional ouestions we have just itemized. The Act has considerable 
detail on the formal machinery for village governance-possibly 14he 

reason why it was hailed as being a considerable step forward in 
Tanzania-but almost nothing to guide members in the critical area 
of their property relations and common enterprizes. The village 
was thus given secure tenure over its land, but not for its individual 

members. In regard to production, the Act vaguely specifies that 

the Village Council would be ampowered "to do all such acts and 

things as are necessary or expedient for the economic and social 

development of the village. 
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2.30 The core arguments that critics of Ujamaa productivity have
 

advanced are therefore: i) returns from communal farming have been 

extremely low, ii) no regularized system for work allocation mn.cd pro

fit sharing has emerged, such that it could become a national model, 

iii) peasants' losses of previous investment in houses and crops make them 

reluctant to reinvest in such enterprizes, and, iv) the booming parallel 

economy now offers many Tanzanian peasants (Flory and Bromley 198A:26): 

...the option of withdrawing from the official economy without 
giving up the ability to obtain consumer goods or a cash income. 
This is a threat that the government must take seriously. It 
must be careful not to kill the goose that lays the golden eggs. 
In other words, the threat of peasant withdrawal ultimately 
limits what the government can squeeze out of the agricultural 
sector. 

Party leaders would probably insist to the contrary that Ujamaa produc

tion has been a success in southern Tanzania, where villagization was
 

carried cut earlier than in the north, and that poor implezentation does 

not mean the policies themselves were at fault. While as a group we find 

ourselves divided on this issue, we can agree that in any system productivity 

is largely determined by the cualitr of imnlementation given to particular 

measures. If Ujamaa settlement has suffered from poor implementation for 

the seventeen years since the policy was introduced, then this failure in 

of itself beccmes sir.;ificant. 

2. 31 Fifth, the low output from Tanzania's major rural development pro

grams has been parallelled by an equivalent decline in work productivity 

within the industrial sector (see Tables 2.11 and.2.12). Kim's study of 

the performance. of 35 Tanzanian manufacturing establishments provides a
 

useful ccmparison between entirely private and mixed or wholly publically 

owned enterpizes (Table 2.12). 1 He notes that all Tanzanian industries 

have operated under a pervasive price and import control system. During 

the period under his review (1970-75), in all years except 1971 "goverr.

ment enterprizes incurred sizable deficits" whereas private sector firms 

had positive surpluses in five of the six years--and the one adverse 

1 The general pattern for "mixed" ownership instances was for 60% 
Government shares, with a government appointed manager. Such enter
i-izes showed performance similar to that of the wholly overnment-owned 
establishments. 

http:and.2.12
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TABLE 2.11
 

GDP AIND 	PRODUCTIVITY IN INDUSTRY
 

GDP in Industrial Employment: Overall Sccial
 
divisions in 1966 
 persons productivity per


Year prices (shs inn) (thousands) person/year (shs)
 

1967 1,120 	 87 
 12,874
 
1972 1,431 125 
 11,448
 
1974 1,528 159 
 9,610
 
1977 1,567 148 
 10,946
 
1978 1,532 148 10,351
 

1979 1,574 
 156 10,089
 

Source: 	J. Jedruszek (1981) "Policy Implications of the Devel>;
ment in Productivity of Labour in Tanzania, pp. 185-i9.
 
In, JASPA, Development, Emcloyment and 7cuit- Issues
-n
 
Tanzania. Addis Ababa: JASPA, ILO, p. 191.
 

TABLE 2.12
 

FACTCR UTILIZATICN
 

Private Public 
 All 
En2er;rise Entercri:e En:er.:rises
 

No. of employees per
 

enterprise 201.3 280.7 228.5
 

Man-hours per worker 2,282.0 
 2,533.8 2,360.0
 
Value added per m/hr (TSh) 9.73 a.13 9.21
 
Wage rate per m/hr (TSh) 3.73 4.72 4.05
 

Labor share in cross producta 0.38 0.58 0.44 

Operating capital per
 
man/hour (TSh) 
 29.24 15.13 24.61
 
Fixed capital usage per 
man/hour (TSh) 
 19.97 3.74 
 14.52 

aRatio of wage rate 
per -,i/hr to value added per tan-hour
 
Source: K. Kim (1981) "Enterprise Performances in the Public
 

and Private Sectors: Tanzanian Experience, 1970-75."
 
J. of Develooinz Areas, 15 (April), p. 477.
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instance was largely attributable to massive losses by one firm in 

his sample (Kim 1981:474). There was also a clear contrast in the 

relative labor-share in the gross product, and in the amount of 

operating and fixed capital employed per man-hour (with the "public" 

enterprises employing more labor at higher rates f' smaller incre

ments in output). Jedruszeck's longer term (1967-77) comparison of 

workers' productivity indicates that employment continued to grow 

faster than did output. His conclusions merit quotation at scme 

length, since they are central to our argument (1981:192); 

... there was a nearly steady decline in the absolute level of 
total factor productivity expressed in constant prices. In 
the period 1967-1977 there was an average decrease of 1.6-o per 
year and the overall decrease in absolute level of productivity 
amounted to 14.d%. The additions to output, which were growing 
in those ten years by 3.8% per year, were due mainly to the 
extensive factor expansion of labour force. 

The data for particular industrial divisions suppcrt strongly 
this observation. In the whole manufacturing division e.g. in 
the period 1967-1977 employment rose 2.6 times but contribu-icn 
to the GDP expressed in absolute terms only 1.8 times. Employ
ment rose there on average ll.l% a year while the producticn in 
constant prices only 6.5- a year. 

The deterioration in effectiveness of use of labour fac-or
disregarding the reasons. for it--is striking and imnplies very 
serious material losses in industrial production.... ?his is a 
phencmencn too expensive in sccial an, econcmic terms -c ze 
left without any attempt to chanre it. 

2.32 Productivity indices of the kinds employed by Kim and Jedruszeck 

reflect only very gross relationships. The actual slippages in produc

tivity at particular levels may be far greater than relationships ex

pressed in mean aggregate figures show. The Tanzanian labor force 

has received much study (by Bienefeld, Sabot and others). It appears 

that workers' characteristics are overshadowed by institutional factors, 

particularly during the post-1971 period. On the positive side, the 

involvement of labor union leaders as rivals to Nyerere in the 19 6 0s 

resulted in a TANU takeover which left labor relations firmly under 

Party control. A significant benefit has been the virtual absence of 



- 40 

strikes since the early 1970s (see Jackson, 1979). On the negative
 

side; the cost has been Party advocacy of workers' rights (articulated 

in the Party's "wonzozo guidelines). After several confrontations be

tween management and workers in the late 1960s and early 1970s, a con

sensus was established which gave workers deeply entrenched rights.
 

Every organization was told to set up a Workers' Council, dismissals
 

required workers' approval (through a workers' committee), and there 
were to be liberal leave provisions (maternity leave, etc.). Thus 

while yet a poor country, Tanzania implemented progressive labor
 

regulations modelled on those 
of the European welfare state. Of all
 

these measures, the restrictions on dismissal were probably the most
 

damaging to labor productivity. The negative effects became more
 

pronounced in the late 1970s, when because of shortages and interrup

tions in electricity or water the level of capacity utilization drop:ed 
markedly. Throughout the 1970s, Party leaders have strongly defended
 

the lworiozo provisions, while middle and senior managers have often
 

blamed the premature implementation of these guidelines for low worker 

productivity (Hyden 1979). 

2.33 Thus while Tanzania's Party leaders have recognized that wcrkars' 

productivity was a major problem for several years now, the cbs-:acle 

has always been how to devise incentive systems which do not viola_:e 

either the test of evident fairness or the Party's own ideolcgi.-al 

commitments. Several times incentive schemes have been tried, only 
to be subsequently withdrawn. 
Within a socialist state it is very
 

difficult to devise appropriate policy instruments for this purpose
 

without running the danger of further increasing the rigidities and
 

inefficiency one is trying to ameliorate. For example, three years
 

ago a National Productivity, Incomes and Price Policy was la- _ched
 

(in Government Paper No. 1 of 1981). 
 A National Productivity Council
 

was established in October of 1982 and a Secretariate created. Once
 

again, a new agency emerges. The Minister for Planning and Eccnomic
 

Affairs admits in his June 
1984 budget speech that the Council's 

"main activity during 1983" was recruitment of staff and "estab



lishment of working premises for the Council" (1984:!a). The official
 

machinery through which the Council is supposed to change Tanzanian
 

productivity consists of three committees, one 
each for Incomes and
 

Prices, Productivity Evaluation and Dissemination, and for Targets
 

and Productivity Assessment. Outsiders are likely to query whether
 

yet another planning body, charged with "educating the public"
 

about productivity and embarking "on.a dialogue with various Insti

tutes and Bodies" will serve any genuinely productive purpose. The 

Minister's own views to the contrary are stated as follows (O984:la): 

The importance of these Committees is even more apparent today,
 
considering the negative trends in productivity caused by a 
series of difficulties... Moreover, poor labour turnover and 
gross negligence worsened the situation even further, making 
it difficult to pin-point the real causes for low levels of 
productivity in the various sectors of the economy. Preli.3i
nary investigations by the Council have revealed that most of 
the institutions and areas of work visited had no prior .q-cw
ledge of the existence of the National PolicY on productivity... 

2.34 Tanzania's managers might have been in a stronger positin--o
 

complain about their workers' lcw productivity had the symptoms of
 

their own managerial inattention not been equally prozinent thrvzugh

out this same period. it is paradoxical that Tanzania's public cor

porations have--in theory if not in practice--vell articulated contro 

mechanisms. First, all appointees from Director level up-.ards are 

presidentially approved--and thus subject to immediate revoca-:ion
 

should an individual show signs of weak performance. Second, the
 

public corporations usually have General Managers to whom the subsi

diary companies report. In his capacity as "accounting officer"
 

for the corporation, the General Manager is vested with iir' 
 -cnr'
 

over all large transactions undertaken by the organizatisn. Indeed, 

the Tanzanian systems are so centralized that often the top manager 

must sign many financial documents in person. Third, the eGeneral 

Manager reports to a Board of Directors. Tne Board's Chair.::an is 

generally someone of long exoerience and high seniority. Fourth, 

by law the parastatals must submit their accounts for external audit, 

and the Tanzania Audit Corporation's commentary is published annually. 

http:Preli.3i
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Fifth, many key parastatals are also "under" the related sectoral
 
Ministry (Agriculture, Education, etc.), which is supoosed to exer
cise general supervision and has a place 
on the Board. Sixth, the
 
Party organs and representatives-and it should be noted that each
 
major institution will have its 
own Party branch, headed by a Chair
man-are supposed to safeguard the national interest. Party officials 
file confidential reports on institutional staff, and most senior
 
managers have attended mandatory seminars at Kivukcni, the Party's
 
ideological college. And, seventh, there is always as a last resort 
the possibility of investigative articles or accustory letters in
 
the Dar e8 Salaam Daily News.
 

During the time of economic crisis from the late 1970s onwards,
 
it would seem that the effective control mechanisms have been those 
external to the institutions involved, i.e. dismissal by the Presi
dent, Party investigations, and 
 newspaper critiaues. Headlines su' 
as the following have become frequent: "Company Managers Sacked," 
"Party Probes Shinyanga TCA," "Ukerewe RTC 2ianager fired,' "TES 
Head Loses Job," "Nine Sacked in Zanzibar"-and so it goes, week after 
week. 1 Anyone who lived in Tanzania durin_ the low point in the late 
1970s and 1980-81 can recite the "horror stories" which the Goverrnent 
owned press has brought to public attention: the railcar of orime KznZ--'a 
beef ordered ".-efore Christas which TRC delivered to Dar es Salaam af-er 
Christmas in unreferigerated state; the warehouse full of sugar which 
was allowed to spoil from a leaking roof at a time when ccmmon people had
 
to stand for hours in line 
to obtain a few kilos; 
the two Water Corpora
tion employees who toured Europe at public expense 
in order to purchase
 
purification chemicals which any Tanzanian embassy could have 
ordered
 
by phone ... It was stories like 
these, large and small, which conveyed
 
to the average citizen the impression that Tanzania's senior managers
 
despite drawing their allowances and holding the required Board meet
ings, were actually not very serious about their manLagerial duties.
 

1 These are actual headlines taken random fromat Daily News issues 
in early 1981.
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2.36 However, the average citizen had plenty of direct experience of
 
service deterioration to reinforce such a conclusion. Hear, for in
stance, how a company accountant described travel on the TRC railway: 1
 

We flew to Dodoma, then wanted to come back by train. To get the 
bookings, when we arrived Tuesday the first thing we requested 
KAUDO (a parastatal) to try to arrange bookings for our return 
trip. One little girl spent nearly full time the whole week 
going down to the railway station, trying to get bookings. Finally 
on Friday the man from the office went down with her, took two
 

.hours--2:CO to 4:00 pm--before he could get two second class
 
tickets for Saturday morning.
 

The train leaves (Dodoma) at 7:30 in the morning, was supposed 
to reach here (Dar es Salaam) at 10:0O pm. Instead it arrived at
 
4:30 am because a freight train was derailed on the way. We went 
second class, there was only one new coach in the whole train, the 
dining car. There was no water in any of the other coaches, maybe 
one light bulb in every four sockets... I tried to find a toilet
 
that worked, in the first class coaches the toilet doors wouldn't 
loc- and the basins were full of dirty water, all plugged up.
It was a terrible experience. 

2.37 A manager might reply that tt is unfair to use a single example 
ii]e this as being representative of the service offered by one of Tan

zania"s largest corporaticns. In any case, it could be argued that TRC 
was coerating with antiquated equipment and a shortage of parts, so that, 
its poor service cannot be attributed to the TRC manaeizent. While such 

explanations are commonly offered (and usually accepted) in Tanzania, are 
they in actual fact valid? In this case we are fortunate in having very 

detailed evaluations of TRC (and TAZARA) operations by external Canadian 

railway consultants, so that some definite answers about Tanzanian organiza

tional productivity can be arrived at.
 

2.38 First, we should note that using the TRC as an example is not un

fair. The TRC had in 1980 some 16,000 employees, 3,800 revenue wagons, 
and 116 diesel locomotives. 2 Its operations do not require sophisticated 

technology new Tanzania, they vitally affect hundreds ofto and thousands 
of peasants and workers. The TRC's two main lines have been Ln opera

ticn since German times. They were run by Tanzanians for several decades 

1From an interview in Dar es Salaam, December 1981.
 
2 These and subsequent figures are a CIDA study
from (1980) Tanzania 

Railway Transport Sector Study, Book I, Vol. A. Summary. .References are 
to paragraph numbers in the text. 
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with far fewer staff aLnd less resources than they have today. Where
as in 1972 the TRC's rail service carried 1,680,oo tonnes and 4.2 
million passengers, seven later ityears carried only 850,000 tonnes
 
and 2.8 million passengers--an average decline per 
annum of about
 
9% on freight and 7% on passengers, 
 so that by 1978 it could meet 
only about half the potential demand.1 
 Had it not been for the contin
uous economic decline in the years which followed, TRC's shortcomings 
would have reached disastrous proportions.
 

2.39 Second, comparative figures contrasting TRC's record with that
 
of other African railways 
show it next to the bottom in traffic carried 
per employee, and at the bottom in the amount of goods traffic per
 
wagon (exceeded in the latter case 
 by Mali, TAZARA, ialawi, Senegal,
 
Benin, Zaire, 2
Ethiopia, and Nigeria). Several of these other railways 
also use old equipment, and were operating under similar shortages. 

2.40 Third, it is imprtant not to confuse symptoms with causes. Dur 'r 
the time in question Tanzanians were often told that poor railway service 
was unavoidable because of derail.ments caused by old track. We might
 
note that the
on section of line going westwards frci the Coast--the
 
same route described above, 
 and cne traversed by mcst traffic on
 
either of the TRC's routes-while the TRC had 
 30 deraJilzents in 197 ,
 
the total jumped to 
91 in 1979 with 40 of them currin " on the first 
short stretch of track out of Dar Salaam.es It is true that 1979 
witnessed unusually heavy rains. However, the Canadian consultants 
point out that the root problem was often that drains beenhad left
 
uncleared, so that the heavy runo 
 f soon destroyed the abutments 
on older bridges which had survived since German times. Again, when 
the soil is saturated the condition of the ballast becomes critical-
so that derailments occurred where there was less ballest than speci
fications require. 
 Thus one might conclude that the basic 
cause of 
TRC's poor performance in 1979 was managerial, even if the proximate 
cause appeared to be th6 unusually heavy rainfall.
 

1CIDA (1980), paras. 1.05 and 3.16.
 

- IDA (1980), para. 2.13. 

-Daily Yews, 27 Lecember 1900. 
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2.41 Fourth, blcckages caused by poor maintenance of track were
 

compounded by a general "capacity crisis" which the TRC evidenced 
 in 

1979. This is how the consulting engineers described the situation
 
1


found:they 

In September....about a quarter of the entire wagon fleet
 
was under load and immobilized. The yards at Kigoma and
 
Mwanza were congesxed due to the delays in transhipping
 
the wagons onto the marine carriers. With loaded wagams
 
no longer able to be accepted on yard tracks,. (they) had
 
to be stored at Tabora and other line points, backing up
 
all the way to Dar es Salaam... With so many wagons loaded
 
with goods awaiting transhipment beyond Kigoma and 'wanza,
 
a shortage of empty wagons developed throughout the system.
 
Important maize and fertilizer movements on the Tanga line
 
virtually ceased.
 

2.42 The TRC is by no means the worst of the Tanzanian transport
 
parastatals in regards to the 
 quality of its management. An even
 

more dismal record was being realized by Air Tanzania at roughly
 

the same pericd, as any reader of the Daily News for late _C
 

and early 1981 can attest.2 A similar pattern of exoenditure geting 

completely out of hand was found across the whole szectrum of Tanzania's 

crop and livestock parastatals. Let us use for our final example the 

situation in cashew nut processing, since this has been iell documented
 

by Ellis and once -again is a case where basic managerial =iszakes -re 

masked by many contributory difficulties. 3 

2.43 Ellis shows that the total marketing costs for cashew nuts 

rose from shs. 581 aper ton in 1973/74 to shs. 1,622 in 1978/79, 
five year increase of 179%. Of this, purely administrative costs 

went from shs. 85 per ton to shs. 470 (1980:16). Thus Ellis argues 
it is misleading to blame increased fuel costs as the main factor. 

To the contrary, "the fundamental origin of the growth in unit costs 

is...located in the unit overhead expenses of central administraticn. 

The latter roughly doubled their share of total unit cost, from 14.6. 
in 1973/74 to 29% in 1968/79" (Ellis 1980:17). Of course, when the 

1CIDA (1980), para. 4.21. 

E.g., see e Dec. 1960, 2 -29 
1981. Cn the latter date, the new General anager admitted 7 of 11 air
craft "were grounded for lack 

2..
Dec. 1980, 24 Jan. 1981, and 25 April 

of spares and proper maintenance." 
3 Frank Ellis (1980). ERB Paper 79.1. Dar es Salaam: Eccnomic Research 

Bure-au. 
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throughput of raw nuts was declining (fro 
 143 ,349 tons to about
 

6C,CCC) the overhead unit charges were bound 
 to i'ise. "Nevertheless
 
it is indicative for our argument that during this time 
 o)f declining 
production the Authority's head office expenses almost doubled (from 
shs. 5,057,353 to 9,600,000). Meanwhile the Authority's management 
incurred on growers' behalf IDA long-term lbn repayment bbli.maticns
 
rising from shs. 4.6 m.illion in 1980/81 to shs. 45.1 million 
 by 1984/85, 
a contribution to unit cost for this one item (assuming production
 
levels off at about 70,000 tons per annum) 
 of shs. 680 per tcn (Ellis 
1980:33). This fundamental error--for which the World Bar.k should bear 
at least equal blame--was never openly confronted, in part because 
there were at least 15 distinct contributory factors and nobody could 

agree which were the underlying causes of the overcapacity crisis.
 

As Ellis comments (1930:4):
 

Indeed the list of possible explanations suggested in one cr

other official pronouncements on the subject has grcwn ever
 
more varied and inventive with the passage of time, often 
givin,- the disti-. impression that the more reasons which, can 
be suggested less necessary isthe an investigation. based cn
 
actually asking peasants themselves...
 

2.44 We have so far identified five areas where Tanzanian insti
tutions have evidenced declining productivity durinE the late 1970s:
 
i) the fall-o-f in export crop 
 production, ii) ineffecti've economiC 
monitoring despite a plethora of controls, iii) massive investment 

in crop authorities with liberal access to manpower and external 
financing, iv) disappointing results from villagization, and, v) 
declining labor productivity both at "shop-floor" and at managerial 

levels. Most external observers would find this a sufficiently csmrrehe
siire list, and would merely insist that unless fundamental changes 

can be instituted in all five areas, Tanzania's economic'perf ormdance 

will continue to be institutionally ccnstrained,
 

2.45 However, Tanzania's current economic difficulties suggest an 
even more disquieting interpretation: the possibility that the nation's 
heavy investments in social and economic infrastructure are not yielding 
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the anticipated benefits which might have justified the sacrifices
 
Tanzanian peasants have made during the 
 past decade. We note this
 
suggestion goes against the grain of 
all Tanzanian political rhetoric, 
and much conventional development advice. A descriptive "social
institutional 
profile" would hardly seem an appropriate place for
 
launching speculative 
 notions concerning the productivity of factor
 
investments. Such analysis is, 
 nonetheless, essential thisin specific
instance precisely because Tanzania has devoted such a larze nrcportion 
of its very scarce resources in support of a 'basic needs' strate~,
 
for national development. Indeed, in most socialist countries, 
 a
 
commitment to service investments in schooling, health, and infra
structure is the norm. Tanzania's experience to date suggests that
 
our usual conceptions of "human capital", "modernization", and "basic
 
needs' satisfaction" may gloss over particular 
preconditions which
 
must be met before Reneralized service investments 
 become eccncmically 
effective. If this were in fact correct, it would have profound implica
tions concerning Tanzania's future strategy, and it would also explain 
why expansion of social infrastructure under IDA loan financing has 

compounded Tanzania's'curent economic difficulties. 

2.46 The simplest way to conceptualize Tanzania's service productivity
 
problem 
 is in terms of effective capacity utilization, a term borrowed
 
from the industrial sector. If we 
think of Tanzania's main social ser
vices-water supplies, adult education, primary schooling, dips (for 

cattle), village shops, clinics, police protection, and secondary educa
tion-as service delivery systems, then it becomes clear that such 
systems can be physically in place but 
not yet effective in offering
 

the desired service. Actual service delivery to clients is an inter
active outcome of a cluster of contributory factors: supply availability, 
transport, staff skills, workers' morale, work habits-aven such thinZ3 
as whether there is electricity or charcoal cooking!for Such factors 
are taken for granted in an already "developed" economy. Hcwever, 
Tanzania's experience shows that they are themselves influencedstrongly 
by the state of the larger institutional and economic system-e.g., 
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teachers who not paid their salaries or doctorsare 
who cannot obtain 

drugs soon lose interest in doing a professional job. In chanter 5 
we argue that Tanzania's physical plant is already larger then its
 
foreign exchange earning capacity can support, an overextended situa
tion made worse by the dispersed nature theof country's service
 
network. Henn gives the 
 following description of Tanzania's
 
health service, a picture which 
could be duplicated frcm the educa
tional sector (1980:4):
 

The high cost of vehicles and gasoline and the difficulty inobtaining spare parts has resulted in the country's health services system operating at only a fraction cf its capacity. Supplies sometimes spoil before they are ever distribuzed, andrural. health facilities suffer from lack 
most 

a of both medicinesequipment. andA large proportion of the health sector's vehiclesand equipment is inoperable because of lack of skilled repair
personnel or 
lack of necessary spare parts.
 

The key point here is that effective capacity is innot, fac:,
 
guaranteed by completion of physical 
 structures. The precccupaticn

of the Party (and external donors) with 
completing buildingsne;lects 
to considcr the fact that unless such fasilities are maintained and 
are supported by adequate recurrent financing, they will razidly

deteriorate and clients nevermay receive the intended benefits. 

2.47 !. is extremely important for Tanzania's Party leaders to
 
realize that this situation can 
 easily generale a "perverse cycle"

of interactive responses, wherein 
 the short-run "solutions" only
 
accelerate the 
 general deterioration. For example, the Government 
may come to rely upon externally funded projects to supply its 
transport and equipment needs. These in turn emphasize physical 
construction, and are often divorced from existing supply systems.
Meanwhile, the funds that should have been rfserved for institutional 
support within the regions get spent on adding still more capital 
facilities. Graaually over time government ministries and depart
ments adjust their own operaticns to withinfit recurrent cost con
straints, so that field inspection ceases normaland professicnal 
support collapses. Eventually a situation is reached where almost 
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all the Government's internal budget is committed in advance to salary 

payments. As the country's overall economy further deteriorates, a 
time may come when even salary obligations cannot be met-usually the 

final step before a coup occurs. 

2.48 Our analysis within this report suggests stronz reasons for
 
concern in this regard. First, Tanzania's leaders have chosen to
 

develop dispersed networks of small institutions in several sectcrs. 

For example, as of 1981 the nation had 19 Grade C type Colleges of 

National Education and 16 Grade-A type teacher training colleges. 

The Grade C colleges originated as mission-sponsored boarding primary 

schools, and the struggle to incorporate such a large number of sub

grade units has diluted the impact of better trained staff and :he 

Ministry's support capacity (which was already not strong). Abcut
 

the Grade A Colleges, UNESCO has this to say (1981:118):
 

... although all have been built as training colleges and 
lock nice physically, yet almost all suffer from lack of 
learning materials, laboratory equipment and chemicals,
 
audio-visual workshops, textbooks, and up-to-date library 
reference books. 

Exactly the raze pattern is evidenced in the health sector, wher

many ex-mission hospitals were permitted to add training wings for 

in:ermediate level staff. And, of course, we see an equivalbnt dis

persion of effort in the agricultural training sub-sector, where 

KILIM0O has sought donor support to build a large number of small 

colleges and rescarch institutes. In aggregate, such networks are 

strongly affected by the adequacy of transport$ inspection, supplies, 

and general Ministry support. Most have never received their initial
 

complement of equipment, and their isolated locations make it unlikely 

that deficiencies can be remedied by their own efforts within the 

local econcmy. As a consequence, while Tanzania's colleges and insti

tutions present to the eye attractive buildings, they lack nearly 

everything reouired for effective service delivery except blackboards, 

files, and wooden benches. 

2.A9 Secon-d. and of more immediate relevance, we saw earlier that 



- 50

the Government's own figures (Tables 2.2 and 2.3) project a widening 
gap between revenue and expenditures, even when making strcng assump
tions about the ability of District Councils and Co-operatives to 

revenue. plain is thegererate new The fact that situation is not 
yet under control, so that further squeezing of the recurrent budget 
is inevitable. The squeeze will be compounded by a rising rate of 
inflation--as the 1984 Budget speech itself warns--and by the fall
off in donor support which Tanzania is currently experiencing. The 
latter phenomenon will have particularly adverse impacts, precisely 
because Tanzanian field institutions have grown accustomed -o meetino 

many essential needs from. donor financing. 

2.50 If this situation is true of "higher level" instit.utions like 
Agricultural Institutes and Teachers Colleges, what chance thedo 
more remote rural services stand of delivering effective benefits to 
peasants? An insidicus danger is that rural development proj=ets 
will be implemented in such a or in suchfashicn contexts -hat no 

real benefits are realized at the local level. Kjaerby gives an 
example frcm villages in Hanang District of Arusha egizn, where 
the Goverrn.ent has several times attempted to settle the -nruiy 

Barabaig pastoralists (1981:6):
 

The first serious attempt at development amcn: the 3arbaig
 
came after 1968 when the villagization policy began to be

implemented. In the years which followed, governmentthe
started to provide economic and social infrastructural facili
ties...
 

Assessing this development effort ten years after its incep
tion, one can only conclude that it has been a failure. The dips
and veterinary centres were, in fact, constructed in both villages;
Dirma also got a piped water supply, a school and a police post.
However, Gehandu still has no water. Consequently the dip has 
never been used and the veterinary centre has mostly been unmanned 
and without stocks of drugs and equipment. A school was built
only recently through self-help efforts of the villagers and the 
cattle auction ring is in disrepair. 

In Dirma the police post was unmanned, and the veterinary
Centre and the dip have suffered from recurrent shortazes of acari
cide and drugs. The centre is, in fact, just an empty structure... 
For about two-thirds of the year, po water reaches The 
villaze
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through the pipe... Consequently the dip has been inoperative mcst 
of the time.
 

Between 1974 and 1976 the school remained closed because the 
teacher spent most of his time supervising wage labor on the vil
lage farm. During most of 1976 and 1977 the school had no teacher 
and some of the parents decided to send their children to school 
... about 20 km away.
 

On paper, then, these two villages enjoy the "fruits" of "progress": 

schools, water supplies, dips,.a veterinary centre, and police protec
tion. !i2reality, what they have probably deduced is that their Govern

ment cannot make good on its rown promises. 

2.51 The justification for calling this an insidious situation is 

fourfold. First, the capital investment costs already incurred in 

such villages are only marginally less than would have been required
 
for effective investments. Second, the projects 
will be shown at the
 
district 
and regional levels as having. ben completed--with the clear
 
implication that villagers 
are receiving the intended services. Third, 
the partial and disorganized field situation at the end 
of a long.supply
 

lines means that these services never actually enter the national system 
in terms of their "up stream" input requirements. As a consequence,
 
incremental growth corresponding to real world commitments does not
 
occur in the national support 
system, and effective maintenance arr : 
ments do not emerge. Fourth, the villages concerned will lose their 
"window of opportunity" for gaining district resources while the 
District and Regional leaders will continue adding still other pro
jects which further overstretch their already overcommitted resources. 

it was this situation which the Party is trying to correct by the
 

re-institution of District Councils, in the hope that somehow the 
District will monitor its own needs and find new sources of finance 
not available to the national system.
 

2.52 From the viewpoint of an external sceptic--which most of us 
do not share but which has influenced donor actions--the low produc
tivity of Tanzania's social investments is still not being addressed 
by the country's leadership. The argument goes as follows. First, 



- 52 

the kind of situation we have just portrayed is found broadly within 
many of morethe remote parts of Tanzania, the "second rung" regions 
like Kigoma, Kagera, Tabora, Singida, Mtwara, and Lindi which are the 
most affected by poor transport. Second, it hard to theis see how 
mere renaming of district government will confer advantag-es which
 
were not already available under the earlier "decentralized" system. 
After all, under "decentralization" the Regions and Districts were 
supposed 
to recieve 40 of the nation's development budget-a target
 
which the central government was 
never able to attain because of its 
financial stringencies. In the Barabaig example, resettlemenz was a 
"high priority" regional focus receivedand funding additional to
 
what these 
 villages could have otherwise expected. Nlor is Hanang
 
especially remote in comparison to other 
Tanzanian Districts. Thir, 
is not the real problem perhaps that under the Tanzanian structure
 
policy decisions are 
reserved for Party-controlled bodies who 
a-re no.
 
held responsible for implementation? For examole--and h'ere the senior 
author speaks frcm personal axperience--the veterinary staff in Arusha
 
Region were fully aware 
that the numbe. 
of dips being built exceeded
 
the-available 
 transport and acaricide supply capacity. 
it was their
 
evident inability to get rational re-adjustment in the ?arty's ambi
tious pr ogra
mmes whih might explain the rieep disa ffectin *.v'ich z-ny 
vILL1O and IIFUGO staff feel towards the Government's official 
rura
 
development programs. When senior Party leaders blame technician's 
lack of enthusiasm and ccmmitment as the "cause" of poor implementa
tion, they fail to understand that low staff morale will be inescapable
 
if policy is divorced from implementation while at the same time the 
implementing agencies are and heldagain again accountable for zeering 
unrealistic work targets. 

2.53 "lore generally, a sceptic would predict that the situation of 
operating beyond its resources if left unchecked is in the longer run 
particularly damainz-to aDoor, socialist nation. 
 Under sccialist
 
approaches, national leaders rely heavily upon exhortation, in the
 
hope that peasants and workers will accept individual sacrifices for
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the ccmmon good. Hcwvever, in the situation as we have just portzraye6
 

it, many peasants will not receive economically effective assis'.ance. 

Real productivity will not increase as a result of the government's
 

programs. Inflation will erode people's savings, and whatever progress 
does occur people will associate with their own private efforts. The 

Government's own staff will become alienated anc ineffective. Once 
this happens, the national system will lose much of its ability to 

support, encourage, and ccntrol rural development. With socialism
 

still'regarded as an "experiment" within Africa--in the sense hat- all 

adults can remember a happier period when the economy seemed to .or: 

more efficiently-it becomes likely that both the regiime in ;0,zer and 

socialist approaches in general will become discredited. 

2.54 It may come as a relief for any Tanzanian reader of this repor 

when we note that even under the most severe interpretati . n of this 

argtrent, there is no intrinsic reason why such failings are parti

cularly socialist in nature. "Capitalist" primary schzols are, after 

all, not very different from "socialist" ones' The root causal =echanism 
postulated here is the danzer of operating for extended periods teycni 

a nation's resource capacity. There are many, non-socialist La---n 

A.merican nations which are today experiencing difficulties uc*.h 

the snes we have just 4escribed. Alternatively, a military regite ,ich 

S serious a--out acceleratin rural devel.opment is ouie e 

the same path, with similar consequences. Indeed, the :nilitary govern

ment of an African state will usually insist that pocwer is retained "zy 

those who are not primarily the implementers of its policies. If it 

then sets ambitious objectives, when shortcoming occur those who are 

implementing will fail to take corrective actions because they are not 
in complete control and feel unable to modify "official policy". This 

is exactly the working situation which is created at all levels within 

the Tanzanian administration, with the added encumbrance that ther .re 

intermediary officials (the Area and Regional Commissioners) *ho further
 

buffer elected Party leaders from accepting The consequences of their 

joint actions. Thus when mistakes occur, neither the Party leaders nor 

the implementers learn from them. 
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2.55 it misses the point entirely to ascribe weaknesses of the kinds
 

we have reviewed above as 
being merely the failings of individual prc

jects or even individual officials. 
When similar patterns of perfor

mance breakdown emerge independently at many points in different
 
sectors, it 
can be said the causal factors have become rooted in the
 

system. From the productivity viewpoint, pressure 
on individuals
whether through work targets, close policing of routines, etc.--does
 

not deal. with 
 the basic causes, and thus will ultimately fail. Unless
 

incentives and socialization patterns which create and reinforce the
 

systemic faults are 
identified, systemic performance on the averngr
 

and over the longer run will not improve. (We will return to this
 
aspect in chapter , where we analyze specific causes of low parastatal 
productivity.) The main criticism one can make of the Tanzanian Gz'ern
ment's remedial efforts to date is that they are directed against
 

symptcms, and not causes.
 

2.56 Senior Tanzanians have sometimes reacted to criticism of their
 

institutional productivity as if it 
 implies in some way that anzani-ans 

cannot manag'e complex, modern enterprizes. To the contrary,, the "prc
ductivity crisis" interpretation emphasizes that at an earlier period 
Tanzanians were quite successful in maintaining resoectable econs=ic perf-r
mance. Ho,,ever the system which has emerged over the past 6ecsde -.ow
 
that the institutional matrix is more nearly ccmplete requires a large 
administrative input for rather meager output--in short, what measures 
of work productivity are all about. By this interpretation, without
 

having intended to, Tanzania's Party leadership has let a structural
 

situation develop wherein individual Tanzanian managers have a strong 
incentive to do things which in aggregate sabotage overall systemic 

efficiency. While in the short run these managers keep their indivi
dual organizations competitive within the Tanzanian environment, the 

interactive consequences for the whole system are 
uc-ative. Unfortunately, 

faults of such a nature reside largely within the processes for gettin 
tasks done rather than in organizational structures, and so are relatively 

invisible within the documentation each agency keeps on its own activi
ties. Hence the difficulty of "proving" the prcductivity inrerpretation. 



- 55 

2.57 :Zost of the SIP team did not share the "producti-vity crisis" view, 
which directly contradicts the usual "basic needs" stratogy for
 
national economic development. Those interviewed 
 stressed the resilience 
and patience which Tanzanian citizens have evidenced during the pro
longed economic crisis. 
 The Government has continued to offer basic
 
social services during cholera 
 outbreaks, an unprovoked war, and despite 
tremendous difficulty in obtaining fuel and vehicle retlacement s. simnlv 
to keep routine services in operation is in these conditions a major
 
achievement which 
 outsiders fail to appreciate. Most Tanzanian off-
cials have bee.i forced to show considerable ingenuity and commitmen-,
 
which is overlooked by disparaging critics 
who have not themselves
 
experienced 
 the tremendous operational problems encounters inone 
t..e field. If anything, the experience of ccmo.cn difficulties has
 
increased cooperation between individuals, and rendered more 
palatable

the stringent measures thewhich Government has been forced to azt 

2. 58 Circumstances dictated that this report was drafted after the 
iP team dispersed and without opportunity for further consultaticns
 

between us. It is likely 
that members of The team wou.ld have disass-ciaz:ed 
themselves from much of the "productivity crisis" interpretation, which
 
the senicr author has emphasized throughout this chapter. We note that
 
this diversity f prcfessional opinion is perha:s inev ' Le hen the
 
"issues as stake are critical but evidence is
the in.-omple-e and ambi
guous. One finds a similar spread 
 of opinion at the national level
 
within Tanzania, with senior government officials tending towards the
 
"econcmic shocks" explanation while donors and 
 other Tanzanian staff 
favor the "productivity crisis" viewpoint. What everyone agrees is 
that a continuation of the present declining economic performance will 
be disastrous for the Tanzania Government. This fact underlies the 
prominence of productivity issues in all of the chapters that follow,
 
which examine 
in seauence the agricultural, private, and then public
 
sector institutions which the Government has established since 1961. 
in our ccncluding chapter, we return to the overridino oue7ticn of 
whether or not the actions taken since 1981 will be sufficient to 
reverse Tanzania's declining economic fortunes. 
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CHAPTER THREE 

AGRICULTURAL BACKGROUND
 

Paradoxical Asnects 

3.1 Tanzania has a very diverse ecology which can potentially
 
suoport a broad range of crop and 
 livestock enterprizes. There is
 
unfsrtunately no 
 single source which contains all the main facts
 
needed to understand the country's root
ecological background. A 

difficulty which we address in this chapter 
is that for several reascns 
Tanzania's development situation can be portrayed in quite different 
ways--ways which have corresponding implications ccncerning the 
choice of short-run and long-run development strategies. Let us note 
briefly scme of the major contradictions which greatly ccmplicate 
finding a sensible rural development stragegy: 

- While on average, Tanzania is underpopulated with large 
expanses of underutilized arable land, the tsetse free
 
areas are often overpoulated.
 

- The northern-central portions 
 of Tanzania are drough--prone
whereas large portions of western and southern Tanzania con
sist of marshlands subject to seasonal flooding. 

- Small pockets of volcanic soil have high fertility whereas
 
there are large areas with low fertility. 

- The high potential areas lie scattered in islandS aroumnd 
Tanzania's periphery, far removed from export connecticns 
and Tanzania's major urban concentration (in Dar es Salaam).
 

- Tanzania has lands capable 
of being irriga ted, but these

often in 

are 
remote areas where key ccmponents fcr agricultural

development are lacking. 

- With surplus labor, Tanzania still experiences acute labor
 
shortages within the large farm/estate sector. 

- Tanzania's central rangelands suffer from overstocking while
large areas of western and southern Tanzania cannot be used 
because of tsetse infestation. 

These distributional aspects suggest that transport costs and the
 
quality of institutional organization will alwayz 
 be important. In
 
this regard, Tanzania is more like Zaire than it is the more 
 typical 
African country with a ccmpact geographical heartland (e.z. Kenya,
 
Bostwana, Ethiopia, Niger or Mali).
 

1 fhe best overview is Lundgren's (1976) Land and Land Use in
Ken'va and Tanzania, supplemented by LIorgan (1974), Pratt and 3w.ynrne

(1977), and the case studies in Anandajaye.sekeram, Ndunguru and 
Lupanga (1981).
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3.2 
 Let us begin by reviewing Tanzania's environzental cc=-oleX-ty.

rake, for the moment, the example of Tanzania's northern regions (Tana,
Kilimanaro, Arusha, and Yara). 
 Starting from the coast, we encounter 
in similar sequence the 
same broad agricultural zones 
one finds in
 
neighbouring Kenya: i) a narrow coastal belt (with Tanga being an ex
sisal shipping entrepot much like Mombasa); ii) the Usambara and Pare 
LUts., like Kenra's Teita Hills; iii) 
the Kilimanjaro and *:t. .eru hizh
lands, to which Moshi and Arusha have the same relationship as :;airczi 
to the closely similar Kikuyu highlands; iv) the Maasai 
occupied Rift
 
Valley being an extension of Kenya's; v) 11gcrongoro with its adjacent

wheat farming Karatu
at being a down-scaled version of 'the 2au and

Eldoret; vi) the Serergeti 
 plains (which cross over to become the Vasai-
Mara in Kenya); and, finally, vii) Mara Region's hills with the lake
side town of Ifusoma replicating Kisumu in Kenya. 
 This transect yied,

then, seven 
major agricultural zones with different major crops, distinc
tive ways of life, 
and much internal variati-n. For Kenya, such a li3t
in; encompasses most of the nation's arable land, lacking only desori 
tion of the arid northeastern salient to make it complete. ?or Tanzan
however, the listing applies 
 to less than one quarter of the nation and 
does not include the area with the country's highest develop-ent poten
til'
 

3.-3 To ccmple-e the picture for Tanzania at a cc-par.ble lovel of

detail would req-uire several 
 pages cf descriptive informaticn (see 
Conyers 1973). 
 If, instead, we 
only consider clusters cf regions ".a 
exhibit similar sequences in farming/land system types, we would have 
at least five or six additional groupings. Treating the northern regions 
as our first zone, we alsoshould recognize: the semi-arid 
central plataeu (parts of Singida, Dodoma, Shinyanga, iringa, and 
Tabora Regions); the coastal zone (stretching from Mtwara in the south 
to Tan;a in the north); the lake zone (the regions aroune. Lake Victoria);
the southern highlands (the Morogoro to Lbeya salient); the southern 
miombo zone (Ruvuma and the other regions along the 2czambi-ue border);
and, perhaps, a western zone along Lake Tanganyika (Rukwa ane Kizc-a). 
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3.4 One becomes accustomed to "hair-splitting" scientific classifi
cation schemes. Lest it be assumed that this dividing up of Tanzar.na
 
into seven zonal clusters is one such 
effort, it should be noted that 
Conyer's identified more than 35 agro-economic zones (1973) based uoon 
empirical characteristics and even a minimum listing of farming 3ys:tzs
 
yields at least 25 
major types. The variability in physical traits
 
evidenced "on 
the ground" in Tanzania is striking: sandy soils on the
 
ridges, clay soils in 
 the valleys; granitic mountains in the South, 
volcanoes in the North; 
shallow Lake 
Victoria vs. extremely deen Lake
 
Tanganyika; mist forest 
on 
top, rain forest on the slopes, and thorn
 
scrub in the foothills - and 
so the list could go on, page after pang.
 
The basic point is that these 
are real differences, which have pro
nounced effects uocn 
 the prospects for agriculture and health, ard thus 
for Tanzania's human development. Given this variability, the lack of
 
a basic reference which synthesizes for planners what is k'nown abcut
 
Tanzania's natural environments must be 
counted as a major disability.
 

3.5 
 The country's ecological diversity explains in 
part why Tanzania
 
has few locally effective technological packages. 
 It also accounts for 
the pressure to have a large network of research stations, covering all 
zones and most major crops. Even then, the intra-district var_-biliy
 
is such that research cannot be extended very 
far and field extensin 
agents must exercise astute 
judgement in deciding which practices 
to
 
prcmote. 
 Rather than deal with the bewildering complexities of re''
world farming in Tanzania, the Party leaders have often tried to "s:eed 
up" agricultural development by dictating "modern" agricultural practices, 

use of chemical fertilizerse.g. even in low rainfall areas where no 
positive response is evidenced. 
 Again and again the Ministry of Agri
culture has resorted to "blanket" or "standard" agronomic recommenda
tions. 
 These are communicct3d to harried district officials, who are
 
supposed to enforce 
them throughout an entire zone, e.g. by promulgating
 
a rule that every family must plant one hectare of cotton.
 

3.6 The absence 
of proven technological packages is not adequately 

comprehended by donors. It was a major (thotuh hardly exclusive)
 

1See Table 3.1 overleaf. 
The main preliminary source 
on Tanzanian
farming systems is Anandajayasekeram et. 
al. (eds) (1981) The ProceedingZsofthe Cnference
on?arming Systems andParming Systems Research in
 
Tanzania.
 

http:Tanzar.na
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TABLE 3 .1 

SYSTEMSaTANZANIAN FARMING 

Zone Constituent Systems 

Coastal 1. Fishing 
2. 	Perennial crops 

3. Estate agriculture 


Piedmont 4. Coastal hills 

5. 	 Southern plateau
6. 	 East-central 
7. 	 Northern 

Micmbo 8. Wet miombo 
9. 	 Dry miombo 

Steppe 10. Pastoral areas 

11. 	Ranching areas 

12. 	Bush collecting 

13. Arable dry farming 

Plateau 14. Dry plateau 
15. Intermediate plateau 

Montane 16. Annual crop montane 
17. 	Perennial crop 

montane 
18. 	Estate agriculture 


Lake 19. Fishing 

21. Plateau 

22. Highland 

23. Piedmont 

Riverine 24. Floodplain 

25. Irrigated 

aSource: J. Moris, "Farming Systems 
In, P. Anandajayasekeram et 

Type Areas 

Pangani, Pemba, Bagamoyo
 
Zanzibar, Kibaha
 
Korogwe
 

Mandera, Kichi Hills
 
Rondo, Newala 
Turiani, Kisaki
 
Kisangiro, Gonja
 

East Handeni
 
Tumbi, Nachingwea
 

Kiteto
 
Kongwa
 
Yaida
 
Bariadi, Lolkisale 

Singida, Kondoa 
Ismani, Karatu
 

Nguru, Lug.aru 
Marangu, Rungwe 

Usambara, Mufindi
 

Kigcma, Itungi
 
Bukoba
 
Gcmbe, Kasulu
 
Rukwa 

Rufiji, Kilcmbero 
blbarali 

in Tanzania,"
 
al. 	 (1981), p. 135. 
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reason for the failure of the World Bank's various Tanzanian rural 
development projects in the m-id-1970s. 1 The lack of genuine techno

logical improvements is masked by the research agronomists' claim that 
they have numerous recommendations which peasants have not yet adopted. 

However, if one checks more closely, many of the claimed "improvements" 
require increased labor input by farmers, depend on the availability 
of purchased inputs (especially insecticides); or show a positive 

response only in high rainfall years. (The research stations, of
 
course, have access to inputs and usually do not record labor require

ments associated with their recommendations.) Under typical local 

conditions of limited labor, unavailable inputs, and a highly variable 

rainfall regime, the supposed yield benefits do not actually occur. 2 

3.7 	 When technical assistance projects are implemented on the basis 

of overoptimistic yield projections, there are bound to be subsequent 
difficulties in loan repaymernt and in maintaining local enthusiasm. 

The World Bank's "integrated" rural development programs in Kigoma 

and Geita suffered from this problem, as did both USAID's Zasai .Rang2 
Project and its Arusha VLllage Development Project. In much the saze 

way, when individual extension agents are forced to promote enterprises 
and/or husbandry practices which are not locally profitable, their 

credibility will be undercut. To say that Tanzania's agrarian prog-ams 
have failed because of "inadequate incentives" is thus at the same ti=e 

true and misleading. The "incentive failure" frequently derives frcn. 
faulty technologies, which are in turn the consequence when "short cuts" 
are adopted. In this regard, external donors, the Ministry of Agricul
ture, and the Party leaders have all made the same mistakes, with the 

same consequences. 
1 With, of course, disastrous consequences for Tanzania's ability 

to repay these same loans. After the fact this was realized by the Bank,
which commissioned a review of this aspect by P.M. Tamboli. His report 
remains an essential starting source, see "Agricultural Technical Packages 
Tanzania--A Case Study" (February 1980).

2The main exception is with fertilizer applications on hyhrid maize 
in areas with reliable rainfall, i.e. the highlands. It is the absence of 
irrigation (and thus effective water control) in the lowlandn which distin
guishes African farming from the more optimistic situatioa in Asia. (Frcm 
an interview with J. Deutsch of CIMMYT, formerly stationed in Ilonza.) For 
the situation on maize packages, see J. Deutsch & I. Croon k1983). 
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3.8 With the exception of maize in the higher rainfall areas, and 
improved cotton seed, most yield increoies in Tanzania have arisen
 
from expansion in the areas cultivated rather than from increases in
 

farm productivity. This is reported as a general trend throughout
 
tropical Africa (Anthony et al. 1979:289-91). There appear to be
 

several reasons. First, as already pointed out, yield increases which 

depend upon imported inputs are strongly affected by the restriction 
*on imports. Second, most technical research was until recently aimed 

at support for the export crops (coffee, sisal, cotton, and tobacco). 
Third, and probably most importantly, Tanzanian peasants have resisted 

changes which entail intensified husbandry= This suggests that there 
must be unrecognized labor bottlenecks, at least seasonally, making 

peasants reluctant to do the extra work many technical recommendations 

require. It is quite possible, for example, that the critical con

straint is the availability of female labor; and this in turn may
 

reflect other features of the rural system (access to earnings, etc.). 

3.9 As a "solution" to Tanzania's food needs, further expansion of 

cropping is no longer feasible in a number of Tanzania's northern
 
districts. In the parts of Sukumaland around Mwanza and Shinyanga,
 

for example, there is hardly any fallow land left. Population densi
ties at places like Ukerewe. Island, the Kilimanjaro districts, or
 

Rungwe in Southern Tanzania approach the theoretical limits for non

irrigated, rain-fed cultivation. In such instances, the absolute
 

density of population per square kilometer can be misleading; it may be 
that the drier, plateau areas with poor soils and limited carrying 

capacity are the most overstressed7, e.g. Shinyanga, Singida, and 
Kondoa. Here a technological revolution will be rpnuired simply to 

retain present populations an the land. 

3.10 At present, short term relief to overpopulation in the high
land areas is occurring through spontaneous settlement within what 

can be termed the "piedmont" fringe along the base of mountain ranges. 

1The book Aricultural Change in Tropical Africa produced by a Stan
ford Food Research Institute team (Anthony, Johnston, Jones and Uchendu) 
was based in part on Tanzanian data (Geita district) and is strongly
recommended. For case studies on different farming systems, the key
reference remain's Ruthenberg's (1968) Smallholder Farming and Small
holder Development in Tanzania.
 



- 62 -

The strategic role of the "piedmont" areas ought to be more widely
 
recognized in Tanzania. Being at 
the foot of adjacent highlands,
 
the "piedmont" tends to have 
 deeper soils and sub-surface water. 
What is happening is that trading settlements below the mountains 
have been absorbing the surplus population from the higher areas. 

Many of Tanzania's early settlement schemes and, later, Ujamaa villages 
were also located in this zone, which contained sisal estates and the 
external communication links (roads and railways). Some of Tanzania's
 
most rapidly growing urban centers are also located 
here (e.g. Morcgoro 
Mbeya, Moshi and Arusha) as are the nation's three largest centers for 
technical agronomic research (the Morogoro Faculty, Uyole, and TPRI). 
For all of these reasons, the potential exists for higher marginal 
returns to further investment within the "piedmont" zone--a key con
sideration when development capital is 
scarce.
 

3.11 There are still major uncertainties in assessing what Tanzania's 
natural resource endowment could yield under different technologies and 
alternate development strategies. The reasons for this level of un

certainty are as follows: 

- Much of southern and western Tanzania consists of relatively
tunpopulated "Liombo" woodland, To date, modern agricultural
technologies have not been very successful within "micmbo" 
areas, and opinion is divided concerning their potential. 

- The great bulk of Tanzania's scientific research has been

done in the northern half of the country, at the centers
 
established during the colonial 
 regime (Lyamungu, Tengeru,
TPRI, Amboni, Ukiriguru, Mpwapwa). This left much of
 
southern and western Tanzania untouched, an isolation which
 
was reinforced for security reasons during the long libera
tion struggle in Mozambique.
 

- Tanzania's potential for 
irrigation development is probably
substantial, but not yet known in detail except for a few 
major areas such as the Kilombero, Usanri, and the Rufiji delta. 

- All agree that the presence of tsetse fly (and hence trypanoso
miasis) limits the use of the "hMiombo" zone, which coincides 
roughly with areas receiving more than 700 mm of rainfall per 
year. However, it is also known that dense human cccupaticn 
can relieve tsetse infestation; alternatively, a technological 
breakthrough in controlling the tsetse might occur.
 

- Relatively little effort has been devoted to developing new 
eccaomic crops, though there are a number of promising options
(Jojoba, cardamon, -lucinae, etc.).
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What gives one pause is the realization that the thinly populated parts 
of southern and western Tanzania strongly resemble Nigeria as it was 
a hundred years ago--and today Nigeria is Africa's most populous state. 

Water RelationshiDs
 

a. Rainfall
 

3.12 Tanzania lies in what is called the "inter-tropical convergence
 
zcneu, representing what Trewartha 
 (1966) terms a "problem climate". 1
 

Here moisture relationships assume 
 the central role which temperature
 
has in the northern lattitudes, 
 the arrival, distribution, and amount 
of rainfall overrides all other factors--even the quality of soils
as the 
most important constraint on agricultural production. In general, 
rainfall is unreliable and becomes more so as the average annual level 
declines--a trait true 
of much of tropical Africa. Put in cther words,
 
where rainfall matters the most (in the sub-70C mm zone) it is the least
 
reliable. 
 The Eastern Afr'ican nations, however, suffer an added dis
ability because their moisture bearing winds originate 
over the Indian
 
Ocean (the "monsoons") and the change in prevailing wind direction.
 
beccmes particularly unstable around the equator.
 

3.13 Tanzania's densely populated northern districts adjoining Kenya
 
derive all their rainfall from the monsoonal winds, and consequently
 
share central :enya's pattern of a bi-modal rainfall di3tribu in. 
 The
 
"short rains" occur in Cctober-November-December, when slopes facing
 
northeast receive the heaviest precipitation; the "long rains" occur
 
in March-April-May, when moisture-bearing winds instead arrive from
 
the southeast. Sometimes 
 the two peaks co-incide, but more typically 
January and February are hot and dry. Usually the "short rains" are 
less reliable than the "long rains," and in the North April is the 
month with maximum precipitation. Westwards and southwards these peaks 
merge into a unimcdal and longer "rainy season" that is spread over the 
months from November to May. Unfortunately, there are years when a 
3-4 week dry spell comes at the January-February break, just severe 

1 See "Tropical East Africa," pp. 121-137. In, G.T. Trewartha, The
Earth's Problem Climates. Another basic source is I.J. Jackson, ClimateWater and Agriculture 
in the Tropics (1977), based in part on field researchin Tanzania. 
Finally, see J. Kenworthy (1964) "Rainfall and iater Resources
of East Africa," pp. 111-137, In, R. Steel et al. (eds.) Geozra-hers and
the Tropics.
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enough to kill 
the crops in the field. Unfortunately, too, while we
 
know southern Tanzania has 
a unimodal pattern, the zone of transition
 
is wide and poorly demarcated. Morogoro, Dodoma, Masailand, 
 Singida,
 

and much of Sukumaland (the Lake 
 Regions) all fall into the ill-defined 
transitional zone. Yet these are tsetse free lands with comparatively
 

dense human populations relative to 
their carrying capacity, To mini
mize the danger of drought, people have occupied the mountain 
 slopes
 

(since generally up to about the 
3,000 m level, the reliability and
 
amount of rainfall increases with 
altitude). Tanzania's mountainous 
areas are therefore densely populated, particularly in the north, ex

cept where forest reserves have been established. 

3.14 The above account represents what was known about Tanzanian rain
fall up until a few years ago. What it neglects is the fact that there 
are large inland lakes near highland areas where the prevailing winds 
depend upon localized temperature differentials (and are therefcre 
more reliable than the distant, monsoonal sources). Rainfall averages 

conceal the critical aspect of reliabilit!--and yet statistics which 
permnit such calculations have been available for several decades. Once 
mapping of reliability was done, some unexpected 1findings emerged. In
 
northern Tanzania, there 
 are four islands with reliable rainfall-and 

all of them are heavily populated (Bukoba, Musoma, Kilimanjaro, and 
the Usambaras). But there is 
a much larger southwestern arc of land,
 
starting at the Iringa/Kilombero juncture and continuing southwards to 
Ruvuma and westwards through Mbeya almost to Kigoma where there is a 95% 
chance the maize crop will receive adequnte rainfall at the tasseling 
stage. It is this underdeveloped southern zone which has adde& 
potential for population absorption, as -ell as prospects for giving 

Tanzania the food security it presently lacks. Furthermore, the five 
areas with reliable rainfall are in different parts of the nation and 
exhibit different seasonal patterns. From this standpoint, rather than 
growing sisal for export Tanga Region should grow maize for dzaestic 

consumption. 

1 See analysis done by the FAO Early Warning Systems and Crop Monitor
ing Project, D.P.J. Van de Vyvere, "Agro-Climatic and Land Suitability 
Study," Working Paper No, 10 (1981).
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3.15 Insofar as rural population concentrations are concerned, the 

long run aim in Tanzania should be to discourage further intensification 

in the North-where land and water resources are fully committed-but 

to encourage further growth all along the higher potential southwestern 

salient. From such a perspective the TAZARA railway and the TANZAM highway 

make excellent sense, and even the MufindZ pulp and paper mill becomes 

marginally more justifiable.1 The southwestern highlands block with its
 

further connections into Ruvuma and Rukwa Regions is the only moderate to 

high potential area large enough to become a self-sustaining core for 

long run agrarian development. This fact would be even more evident if 

there were connecting transport routes through the adjacent Kilombero 

Basin, which also has substantial long-run develcpment potential. Indeed, 

in size this zone is roughly equivalent to the en-ire high potential areas 

in Kenya.
 

3.16 The paradox arises because short run optima all point in the other 

direction. In the short run, the production of food in the remote scu-herr 

regions for consumers living in distant Dar es Salaam or the North 

is economically unjustifiable. Not only must inputs come from far away 

(the fertilizer factory in Tanga lying at the extreme opposite corner of 

the country), but the transport to markets has a hiin foreign exchange 

component. Cn the balance, Tanzania might well lose more foreign exchange 

producing maize in Ruvuma than it 'ould importing it direc:ly. We should 

note that there is no magic formula which can resolve the tension between 

what is good in the short vs. the long run for Tanzanian rural develop

ment. Average locations somewhere in between incur the costs of both 

alternatives without the benefits-the root problem with the decision 

to put tobacco processing in Morogoro. Furthermore, by acting on short

run optima we preclude realizing the benefits which the long run optima 

might have yielded. Dar es Salaam will never be near Tanzania's higher 

potential lands; if--as now seems quite likely--it remains Tanzania's 

major domestic market, Tanzania can never enjoy lower cost food prcduc

tion in the regions which have reliable rainfall. 

1 While similar considerations justify moving the capital from Dar 

es Salaam, the Party leaders made a major error in not locating it along 
the TAZARA route where investments would have had a multiplier effect. 



- 66 

3.17 Why were these distributional aspects of Tanzanian development not 

realized earlier? 
First, since German times it has been in northern Tan

zania where development was concentrated and where the basic statistics 

required for planning were available. Second, the central railway to 

the West was designed to tap exports from the Congo. Because it was
 

routed through the dry central zone, it had little develcomental impact
 
(in contrast to the large impact of a similar railway in Kenya, where the
 
route crosses the nation's highest potential lands). Third, the Mala

garasi and Kilombero Rivers flood seasonally, cutting off the lands to 

the west and south. Even today, there are no all weather road connec
tions which 
 transect these gigantic flood plains. Fourth, throughout the 
liberation struggle in Mozambique, outsiders were forbidden to travel or 
conduct research in the southern regions. Colonial neglect of their re
sources was thus perpetuated for a further decade. 
 It is only natural 

that projects are located where prospective returns can be estimated, and 
not enough was known about the South and West to even identify prcmising1
 
possibilities. Fifth, for Tanzanians 
 from the populous North the very
 

idea of life 
south of the Dar es Salaam to Mbeya axis seems inconcei 4able. 
Most have never visited the South, unless forced to by governrmental trans

fers. (These days Northeners sometimes threaten to reoign rather than 

accepting southern postings.) 

3.13 The continuing foreign exchange crisis could not have come at a 

worse time for development in Tanzania's South and West. True, the TAZARA2 
railway does transect the zone, and at long last British aid is building 
an all weather road into Ruvuma. But most of the secondary investments 
netded for attracting people and for rtimulating agricultural production 
(feeder roads, storage depots, etc.) have yet to occur. In a sense, then, 

because there was no ovrall locational strategy underlying Tanzania's 
heavy institutional investments in the 1970s, while the necessary funds 

'For example, an FAO/UNDP Survey of the Pangani/Wami River Basins 
done in the 19 6 0s exiausted all its considerable resources (22 experts) 
on the Pan~ani River-which had been mapDed since German tizes--and never 
got to the VNami. We now realize that while the Pangani River's water is 
almost entirely subscribed, the Wami's is not. 

2See the URT/Finnish Government (1978) Uhuru Corridor Regional Physi
cal Plan which synthesizes a vast amount of information about the zone. 
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were spent, the projects were 
not concentrated geographically into the
 
zone where they would have generated multiplier effects. 
Now that the
 
development potential of the 
South and West is finally being documented,

the foreign exchange crisis will probably preclude further investment.
 

3.19 Two large areas subject to seasonal flooding-the Malagarasi Plainin western Tabora and the Kilombero Basin in Morogoro Region--merit indi
vidual mention under the topic of water management. Both are special
environments more like 
the Kafue river flats southwards in Zambia than
the familiar Rift Valley hi.ghlands of northern Tanzania and Kenya. Because

of their remoteness, they are seldom visited (either by outsiders 
or by
 
Tanzanian officials).
 

i) The Kilombero Basin is a former lake bed, 
so flat that incoming

rivers have deposited deltas and flow in channels above the level 
of the
surrounding marshland. This geologic feature is situated below the Iringa/
Mufindi escarpment; once the Kilombero marshes fill with water they return
it to the atmosphere in a self-perpetuating cycle of evaporation and precipitation which in turn extends the rainfai1 period on the escarpments
above. With its high water table and extended rains, the Kilombero can

produce maize and rice planted after the April-May rainfall peak in

northern Tanzania. 
This opens up the technical feasibility that Tanzania

could utilize the Kilombero to compensate for drought-induced shortfalls 
in food supplies within the northern half of the country. 
In any case,

the FAO surveys of irrigation potential done in the late 
l95Os and early

1960s identified significant prospects for further irrigation development

in the Kilombero. (The present "Kilombero" schemes for overhead irriga
tion of sugarcane actually occur outside the main basin.)1
 

ii) The Malagarasi River plain is interconnected with several lakes

in western Tabora, and also floods seasonally. On a smaller scale, marsh
lands like these 
are 
found through much of tropical Africa where they play
a key role in traditional rice cultivation. In ex-French West Africa they

are called "bas fonds", while 
 in Zambia the term is "dambos". They are
important for several reasons: 
they can produce rice, 
the clay soils re
tain moisture, they have higher fertility than 
surrounding areas, and
 
they were 
usually underutilized under traditional technologies. 
 In the
 

1A useful 
source 
on the Kilombero which summarizesFAO series and criticizesis by J' tzold theand Baum (1968), The %ilobero Vallev. 
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Tanzanian instance, the riverine plains are 
also often an important
 

game habitat and an obstacle to movement during times of seasonal
 

flooding. A strong case could be made for an exchange of scientific
 

information about how these distinctive environments can be better
 
utilized, perhaps on a regional basis through UNEP in Nairobi.
 

Water Relationhips:
 

b. Irrigation
 

3.20 In any country which is afflicted by recurrent drought, the pro-. 

spect of irrigation may seem to offer a technological solution which
 

will alleviate food insecurity. The 1973/74 drought had this effect
 

in Tanzania, and made the national leade-ship aware that relatively
 

little had been done to exploit Tanzania's irrigation potential (see
 

Table 3 .2). With a decade 's further exterience, we can make several
 

generalizations about Tanzania's irrigation potential:1
 

- Irrigation is almost always an exvensive form of agricultura.
development, and where it involves mechanical land preparation 
and/or pumping these costs may have a high FE compcnent. 

- To recover high initial costs, irrigated producticn must deal 
with higher value crops and be near centers of demand.
 

- Intenaive agricultural production in turn requires high levels
 
of management, both 
 in water handling and in crop husbandry.
 

- Except for traditional furrow irrigation in a few areas of zh
 
North, Tanzanian peasants do not have an indigenous .raditicn
 
of irrigated farming and do not show high levels of cooperation. 

- Access to nonporous, moderately fertile soils is another major 
constraint since such soils are either already under intensive 
use or they tend to occur in remote areas.
 

- Major irrigation works in the tropics are almost always associated 
with an increase in diseases. 

- Gravity-fed systems are much to be preferred over pump-fed systems, 
given the likelihood of frequent equipment breakdowns. 

- Carefully done initial design is especially important; its absence 
been a source of problems in Tanzanian schemes to date. 
1Technical sources on irrigation in Tanzania include R.I. Zoeree (1972)

The Economics and ?lanning of Irrization (FAO, no. TA 3&.6); A. azlewca x 
I. Livin;zston (1982) Irrigation Fconomics in Poor Countries (Pergamon):
J.0. Ngana (1983) Small Scale Irriation in Coast Region, I.R.A. Research 
Report No. 55 (Dar es Salaam), and T. Weaver et al. (1984) Raid gini
Apraisal of Irrigation Development ODtions (Dar es Salaam: USAID). Two 
other recent sources include Hekstra k193) and bawala (1981). 
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TABLE 3.2 

tAIN IRRIGATED AREAS BY REGION & 1.:ODE
 

Type Region: 
 Hectares (ha) 
I. Traditicnal Smallholder Irrigation (Estimated) 

Kilimanjar o 38,390
Ubeya 17,5C0

Arusha 
 15,347

Ruvuma 
 14,580

Other 
 20,377
 

Subtotal lC6,194 

II. 	 Large-scale, Government 

Lorogoro 9,622Kilimanjaro 
 6,710

Mbeya 
 3,2d0
Coast 


8Co
 

Subtotal 
 2C,372
 

III. Large-scale, Private 
 700 

Grand Total 127,266
 

Source: Ministry of 	Agriculture and Livestock Development (!s..;)
Tanzania National Food Strategy, vol. 1, '!ain Report.Rome: FAO for KILIMO, Table 21, p. 45
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- Schemes need to be designed with ample drainage, since even indry areas there are occasional times of very heavy rainfall.
 
- There are almost always other forms 
 of land use going on within

the perimeters, and these uses of water and land should also 
be allowed for. 

- In the dry seasons, domestic use of irrigation water is common. 

3.21 Tanzania's existing irrigation policies incorporate most of these
 
lessons. As being implemented at present, Tanzania's irrigation 
shows: 

- Small projects instead of large ones.
 

- Labor intensive construction methods (the ILO pilot projects). 
-
Location of the Irrigation Division in the Ministry of Agriculture.
 
- Interest in rehabilitating former schemes before starting new ones. 

These are sensible policies, and Tanzania deserves credit for sticking to
 
them despite temptation to embark on much 
 larger investment programs in 
places like the Kilombero Basin.
 

3.22 However, Tanzanian leaders have not entirely escaped the alluring 
aspects of irrigation. There is a tendency to assume that the best loca
tion for irrigation is in those areas which are most drought prone, i.e. 
north and central Tanzania. Such an assumption would only be correct if
 
several conditions were met, including access to large reservoirs which 
can even out water supplies between good and bad seasons. This is not 
the situation in Tanzania's two drought afflicted zones, where instead 
the following observations apply:
 

- In oversubscribed areas, water taken for irrigation will often be
removed at the expense of alternative and downstream users. Ifsoils are either sandy or porous (as many volcanic soils are), the 
attempt to irrigate may incur large water losses which the people

locally can ill afford.
 

- When there are droughts, people's domestic water requirements musttake priority over irrigated cropping. Thus in most small watersupplies during times of drought irrigation cannot serve as the 
means 
to insure a "safe" food supply.
 

- Because much of the Rift Valley zone is comprised of inland basins,drainage is poor and there are high evaporation losses. As a con
sequence, the low lying soils are often saline. While there may be some room for experimentation in growing salt-tolerant forage grasses,
this zone by and large does not offer attractive irrigation prospects. 

- Water in the main river systems (the Pangani and the Bubu) is either
being used for hydroelectricity or likely to be needed for urban
development. Thus diversion of water into irrigation is not advisable. 
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- It is also insufficiently realized that northern Tanzania's coffee 
crop (particularly the estate-grown component) depends heavily uponoverhead sprinkler irrigation. 
When the Bank of Tanzania denies such
 
growers permission to import spare parts for their sprinkler systems,

it is directly gonstraining Tanzania's FE earnings.
 

- For all of the above reasons, irrigated crop production within the

drought afflicted regions is not a viable technological answer to meet

their food needs. Irrigation can greatly assist Tanzania in the
future, but the most promising sites lie 
outside of the northern and
 
central zones.
 

3.23 There is one possible circumstance where the above remarks may
 
be too cautious. In Tanzania it is usually the custom to irrigate during
 
the "long rains" at the same time as rain-fed crops are planted. In the
 
north, the II long rains" are followed by a period 
of cool, cloudy weather which
 
depresses maturation. If there sites which draw water from major
are 


rivers, a case could be made to develop a "short rains" rice crop (such
 
as is grown at Mwea in Kenya to the northeast). Harvest would then occur 
in the hot, dry February weather and the grain would be available before
 
the "long rains" planting period (when people 
are most short of food and
 
so under temptation to eat their seed). 
 A few "short rains" schemes of
 
this nature could play a major role in alleviating the usual "hunger period"
 
while peasants are waiting for their crops to mature during the 
"long rains."
 

3.24 
 In advocating a slow, incremental approach to irrigation development
 
we are responding both to the 
current FE constraint and to awareness of
 
Tanzania's very weak institutional capacity in this field. 
Nonetheless, 
a SIP report is also obligated to identify longer run opportuities. We 
would be remiss if we did not point out that there are several major areas 
with adequate soils-a particularly scarce resource in Tanzania-and sur
plus water where larger-scale irrigati.n might be (theoretically, at least)
 
cost effective. 
 These sites actually cluster in Morogoro Region, being
 
located on 
the Ruvu, Wami, and Kilombero drainages. They are within easy
 
reach of the Dar es Salaam (and export) markets. They are not far from
 
transport and power connections (TAZARA and the Kidatu line). 
 And they
 
lie within the 
same ecological zone as the Sokoine University's experiments 
at Morogoro and the Ilonga Research Institute (the site for USAID's FSR 
project). '±Vhe Korean-assisted Dakawa scheme is one such venture, though 
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it suffers from poor design, but there are several others already in
 
operation (Ruvu, Kilombero, and Mtibwa). Considering that this area
 

is crossed by both railways (TRC and TAZARA) and two highways (to Dodoma
 

and Mbeya), that it has a near vacant research/and/training complex (at
 

Katryn near Ifakara), and that watez-surplus drainages with good soil
 

are not commonly found, it is puzzling why so little attention has been
 
paid to investigation of further irrigation development. At a minimum
 

the major potential sites should be identified, since other infrastructural
 

investments are being made which should take into account the region's 

future zrowth potential. When development does eventually occur in
 

this strategically located salient, it m.y provide much needed traffic
 

for the underutilized TAZARA line.
 

3.25. From the Tanzanian Government's perspective, the area most likely 

to be next targeted for irrigation investments are the Usangu Plains, site 
of the present Ubarali scheme (near Makambako on the junction of the TAZARA 

line wi-h the Mbeya highway). The Lbarali environs are well described in 
two publications by Livingstone and Hazlewoodl Originally FAO schemean 


which failed (because of poor land levelling and other difficulties),
 

Mfbara-i- was taken over by the Chinese and today is counted a "success".
 

A modest-sized scheme (roughly 8,000 acres, 6,500 irrigated at any one 
tire), Ubarali's "success" has stimulated the idea of using other, adja

cent rivers in the same way and thereby quadruple the area under ri-a-icn. 

Such a rapid expansion might well destroy the precarious ccntrol which 
Mbarali's Tanzanian staff have achieved, and would represent another
 

classic case of a sound start being overwhelmed by grandiose planning. 
While the Usangu Platns remain Tanzania's most favorable site for further 
irrigation expansion, there is one significant opportunity cost not 

identified in the Hazlewood and Livingstone book. Irrigation in Usangu 
draws water out of the top end of the Ruaha drainage, the same river on 
which are located two major dams (Mtera and Kidatu) and a river which some
times dries up completely. In the tropics, good damsites are rare. By 

an accident of geology, the huaha River flows through several (as yet) 

undeveloped sites in the narrow section where it cuts through the iringa 
1 See A. Hazlewood & I. Livingstone (1982) Irrigation Economics in 

Poor Countries. Illustrated by the Usangu Plains of Tanzania (Pergamon), 
and the Commonwealth Secretariat G978) The Development Potential of the 
Usangu Plains of Tanzania, 3 vols. 
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highlands to join the Rufiji. 
 Furthermore, the Ruaha is the 
only ma4:r
river near enough to prcvide water to the new capital in Dodoma (assu
ing it remains designated as such). 
 Thus further expansion of irri_
tion at Usangu comes at a high Opportunity cost, dince waterthe ther&:y
lost to the Ruaha system is a particularly valuable national asset. 
3.26 Meanwhile at the Ruvu scheme, 
less than an hour's drive frcmDar es Salaam and with ample water, the NAFCO management find they cc.

irrigate less than half the scheme's- designed capacity of 2COO ha. an.A
yields are low. 1 

this isIf true at whatRuvu, charce do the more re-z:e
projects stand for realizing cost-effective operation? Indeed, as a

FAO consultant pointed more
out than a ago,decade irrigation in Tanzania
is carried out under widely different systems: some operated by villaZ7s, 
some by estates, and some by mechanized NAFCO farms with Dutch, germs',
FAO, Chinese, Korean, and even Japanese assistance. As mecanized fa::S,

Ruvu and Ybarali involve the peasants only as day laborers-a strang-e
 
trast in 
a country officially committed to village development. 
 Czh-r

schemes, like Kilombero, originated as out-grower settlements l lnked-
a commercial estate. This diversity makes it difficult to transfer 
managerial experience from areaone to another. The Sokoine Uniersi-

Agriculture has an agricultural engineering option, but as 
 Of !ate _ had

neither irrigation specialists nor students enrolled in it. 
 Thus an
atterpt at rapi. expansion in irrigation develop~ent is *-: -to run 
seve-re 
manaerial, supervisory, logistic, and tecnio-al 151 -z-
3.27 There are 
several modest initiatives which could contribute si.-r4
ficantly to the more 
effective operation of Tanzania's existing schezz:
 

- Review of the most cost-effective approaches to scheme rehabi''--. :n,
drawing upon the Chinese, ILO, and private 
sector experience (!t::-a).
- Consolidation of experience with Water User organizaticns and the%
incorporation into the Tanzanian Ujamma village 
structure.
 - A regional sharing of project design experience for irrigation

schemes.
 

1T. Weaver, et al. 
(1984) RapidMini Apraisal ofIrrizatic-e _
ment Options (Dar es Salaam: USAID), 
p. 16.
 
2R. Boere (1972) The Economics and Planninz of Irrzaticn (FAO), 
:. 3. 
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Water Relationships:
 

c. Domestic Supplies I 

3.28 Problems associated with the water supply constitute probably the 
largest perceived need within Tanzania's villagization program. A recent
 

USAID sponsored survey of villagers in the country's southwestern regions
 

found that more than 55% had a quarter mile or further to go to get water, 

and 70% indicated they did not have 
access to clean water (Schultheis &
 

Seshamani, 1982, p. 6.5). 
 Awareness of these needs has stimulated a
 

major Tanzanian Government program to improve village water supplies, 

assisted by SIDA and the Dutch government. Donor experience shows that 
immediate shortages are as apt to result from pump breakdowns and poor 

maintenance as from inadequate absolute amounts of supply. The 1973/74 

villagization effort was done in a hurry and sometimes put entire villages 
where there was no water. In other cases, large herds of cattle or even 

irrigated gardens compete with families for a dwindling supply. It is 

often claimed-though this is a difficult observation to document in fact
that misuse of land on the slopes is increasing erosion and fluctuation
 

in water supplies in the valleys. By and large Tanzania 
 does not have
 
ample sub-surface acquifers 
which can be tapped by well drilling (as has 
been done in parts of the Sahel or the Western USA). Within the family,
 

management of domestic water usually falls in the woman's sphere; 
minor
 

improvements 
can have a dramatic positive impact on family well being.
 

3.29 There is also a perverse cost/benefit trade-off related to the 
technology for village supplies. A major negative impact which accompa

nies low-cost installations is the increased risk of contamination. (Con

taminated water is probably the 
principal reason in tropical conditions
 

for high rates of infant mortalityu since the largest singla cause of
 

death is dehydration accompanying diarrhoea.) In the lowland areas the
 

problems of water-linked disease (malaria, schistosomiasis, cholera, etc.) 

are so serious that village concentrations may result in higher mortality 

rates despite the greater ease of access to health care. From the health
 

standpoint, enclosed water systems linked to individual taps are 
greatly
 

to be preferred, but such installations are expensive and recuire mainte

1A useful reference describing some existing programs and outlining 
what USAID might attempt in a water supply project is Daniel Dworkin
 
(1980) Rural Water Projects in Tanzania. AID Evaluation Special Study
 
No. 3. Washington D.C.: Agency for International Development.
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nance. 1 (Indeed, in Morogoro Region while the Dutch at first concentrated 
on building new water supplies, the break-dawn rate was so high they soon 
shifted the emphasis of their program to concentrate upon institutionali
zing a maintenance capability within the villages being served.) In the
 
long rvn, the utilization of Tanzania's underpopulated southern and
 
western regions depends upon achieving control over water-related dis

eases. Unless Tanzanian peasants begin to practice better s nitation,
 

their involvement in development projects such as the Ujamaa village
 
program makes them more 
rather than less vulnerable to health risks.
 

3.30 On the planning side, there are both negative and positive observa
tions to be made. Negatively, ever since the early 1970s the water develop

ment ministry (MAJI) has concentrated on the preparation of 20 Year Water
 
Waster Plans (see Table 3.3). In fact, the kind of comprehensive, macro
planning such exercises entail is only useful if it is delimited accord-
Lng to river basin catchments, and these typically overlap more than one 
region. 
 By diverting its scarce manpower and foreign assistance into the
 
preparation of Master Plans, AJI has postponed the kind of localized, 
incremental planning which is needed for locating projects intelligently
 
without gaining greater control over the river systems being studied. 

3.31 On the positive side, Tanzania has done an outstanding job for a 
poor country in monitoring water development issues. The institution respon
sible has usually been the Institute of Resource Assessment (known until 
last year as BRALUP for "Bureau of Resource Assessment and Land Use Plan
ning"). This is one of the few Institutes in Tanzania which has maintained
 
a consistent record of investigation and publication, year after year, and
 
many of its monographs deal with aspects of water resource planning and
 

utilization.2 Its expertise is sufficient to recommend Dar es Salaam as
 
the site for any regional reviews donors might make of water-related
 

issues.
 

IAn epect treated in detail by Bradley et al. (1972). Other key
 

recent sources include Falkenmark's (1982) Rural Water Supply and Health 
and Lium and Skofteland's (1983) Water Master Planning in Developing Countries. 

2Two important earlier sources are Dennis Warner (ed.) (1970) Rural 
Water SuDply in East Africa, BRALUP Res. Paper no. 11, and G. Tschanner 
(ed.) (1971) Water Supply, BRALUP Res. Paper no. 20. See also I. Andersson 
et al. (1983) Domectic Water Supplies in Tanzania. a Bibliography with Empha
sis on SocioEconomic Research, IRA Research Paper 1. 
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TABLE 3.3
 

HEALTH, S.AITATION, AND CC' U,4.,.TY ?ARTICIPATIONJ (CP) 
IN TANZANIA'S RKGIONAL WATER MASTER PLANS b 

Sanita- CP PilotCPRegion Donor Year 
 Health tion 
 Brief :,ajor Projects?
 

Dodcma (Tanzania) 1974 
 Yes .. 
 ..
 
Shinyanga Holland 1974 
 ... 
 ..
 
Tanga Germany ]976 ... 
 ..
 
Mtwara Finland 1977 Yes .. 
 ..
 
Lindi Finland 1977 
 Yes .. 
 ..
 
Kilimanjaro Japan 
 1977 ... 
 ..
 
Kagera Sweden 
 1978 Yes 
 - Yes  -
~ara. Sweden 1975 Yes - Yes - -

Ywanza Sweden 1973 
 Yes 
 - Yes - -
Tabora IBRD 1979 - - Yes - -
Coast Canada 1979 Yes - Yes - -
Kig ama Norway 1982 
 Ye s Yes 
 Yes -
Rukwa Norway 1982 Yes Yes Yes Yes 
irinza Dermark 1982 Yes Yes Yes Yes 
M.fbe ya Denmark 1982 Yes Yes Yes Yes 
Ruvuma Denmark 1982 Yes Yes Ye.:Yes 

aArusha, 
 orogoro and Singida are as yet unccmmitted. Notehowever that Morogoro and Singida have had earlier technical
assistance for water development (Dutch & Australian). 

bSource: Brandstr&m, P. and Shirima, D. (1984) "Commwunity Participation and Water.Master Planning in Tanzania, Concept and
Implications,"op. 59-86. 
 In, M. Falkenmark and LunoviS:..
 
J. (eds.) ;later For All. Tema V Report. Linkopinx,

Sweden: Univ. of Linkping, Dept. of '.'later in Environzent 
and Society, Table 1.
 

http:U,4.,.TY
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TABLE 3.4 
ESTI::ATED LI1ESTCCK NUXnERS (1981) a 

(CCO head)
 

Indigenous Improved 
& beef dairy All
 

Region cattle cattle cattle Sheep Goats Pigs
 

Arusha 2,149 12.5 2,.61 1,155.9 1,597.1 36.0
 

Coast (& DSM) 114 2.7 
 117 5.8 24.0 1.5
 

Dodoma 1,C63 0.6 1,064 229.9 461.5 1.3
 
Iringa 5441 3.6 5,18 112.3 203.4 11.0
 

Kagera 503 507
3.8 65.7 217.8 0.6
 
Kigoma 73 73 80.0
0.2 35.1 0.2 

Kilimanjaro 391 417 7
22.5 246.9 32.0
 
Lindi 
 8 0.2 8 7.8 8.9 1.0 

2ara 1,139 1.5 I,1i1 271.7 354. 0.;
 
Ybeya 95 1.9 95 7- .6 114. 48.0
 

1:orCgoro 303 3.8 307 6..1 1- 6.0
 
twara 12 0.5 13 6.9 61-.- 1.7
 

1,143 0.9 1,14d 277.4 -. 2 0.c 
Ruk:;a 205 205 U.-0.1 22.2 10.0 
Ruvumna 
 44 0.2 dA 14.3 65.- 11.5
 

... ya..a 1,652 0.7 1,653 42. - C 
Sin ida 820 0.1 82C 259.2 - 0.2 

Tabora 1,109 0.4 1,108 230.7 311.1 0.5 
Tanga 579 2.4 581 167.2 299.8 1.1 

"ainland 
Total 12,803 58.5 12,862 3,729.7 5,909.9 164.5 

aScurce: inistry of Agriculture and Livest-c- Develoczen z (19o") 

Tanzania National Food Strategy, vol. 2, A Framework for 
Acticn. Rome: FAO for KILI7_O, Tables 3.2 k 3.3, pp. _ u 
& 121. Based on 2inistry statistics (updated 197 census). 
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the prior existence of a Tanganyika Packers' plant and (one hears) political
pressures-it put livestcck pricing at the mercy of the TRC's unreliable 
operations. Weight losses and a high death race are almost inevitable
 
when stock must 
 be trekked hundreds of miles from producing areas to
 
Dar es Salaam; and, in turn, 
 the low prices these conditions necessitate
 
further discourage production for the 
 national market.' 

3.35 It should be stressed that building new ranches on tsetse cleared
 
land is bou-nd to be a high cost, high 
risk undertaking. The initial
 
(phase I) 5 
 year IDA credit was for approximately $ 1.3 million to 
develop five parastatal ranches (1966-71). 
 Phase I (1971-79) wias
 
for an additicnal 
$ 18.5 million aimed at developing eleven parastatal
 
ranches, 
 helping four District Development Corporations with beef ven
tures, and providing the 
 external financing element in village cattle
 
ranches for Dodoma, 
 Singida, Arusha, and Shinyanga Regions. Before the
 
project began an economist working in Dar es 
 Salaam warned it was Likely
 
to fail (Mackenzie 1972:102):
 

From the precedLng sections of this paper several things become evident about this Phase II programme. First, it is to beinitiated during a period of disturbance and changs and it wilhave to counter a severe distrust of existing markeT procedures.Second, it anticipates a time horizon of five years for develop
ing along an integrated front of complex programmes requiringtaxing demands on both technical and adminstrative zerscnnel.
Third, it is huge in relaticn to anything yet attempted in Tanzania or elsewhere ... under peasant and pastoral mana;ement.Fourth, the total investment is very large and the lcan componentand its foreign exchange content are likely to require careful
examination in relation to alternative growth prospects.
 

These were prophetic words, amply confirmed by the Project's 
 terminal 

evaluation.2
 

3.36 When large development projects like these fail, the usual scate
goat to blame is "weak management". And, unfortunately, this 
was a
 
factor 
because most of the Ministry's livastcck specialists were by
 
training veterinarians with 
 little production experience. However, we 

1 For discussion of the policy issues at stake, see W. Mackenzie
(1972) "Conflicts and Obstacles in Livestock Development," East African
Journal of Rural 
evelooment, vol. 
5, nos. 1-2, pp. 81-102.
 

2The project's completion report issued by the World Bank's EasternAfrica Projects Department in July of 1981 is an excellent review of the
difficulties of Tanzanian livestock development. 
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should not overlook a fundamental design error, the adoption of 32,000 ha 

as a standard size for the IDA ranch units. Anyone who attempts to cc.i

trol cattle in such a large area under local conditions will scon dis

cover that it imposes impossible managerial demands. Vehicle travel be

comes a necessity, boundaries cannot be controlled, trespassing will 

often occur, and so there will be frequent disease outbreaks and losses 

of stock. Without large herds in the initial yearn, bush regeneration 

will take place and with it a return of the tsetse fly... One is told 

in Dar es Salaam this size was chosen because it was the minimum needed 

for sufficient cash flow to cover salaries, operating costs and. loan 

repayment. Nevertheless, it was a bad choice which a12 but guaranteed 

that NARCO's ranches would suffer from "weak management". 1 

3.37 The one major exception where tae polic:y of stimulating parastatal 

production in remote areas may be justifiable is on the Kitulo Plateau 

southeast of ibeya. This area was originally envisaged by FAO as an 

ideal site for wool production, because of its cool climate and the 

nearly total absence of road connections. Under successive PAO projects 

it has become a major investmenz in large-scale dairying based on the 

intrz-duction of high yielding "exotic" dairy breeds. He_ e cattle which 

do poorly elsewhere in Tanzania can be grown under temperate zone c-ndi;

tions (at an altitude aroundten thousand feet), and the area was only 

thinly settled because the climate was too cool for most arable cropo. 

It has become one of LIDA's major development projects. While some 

reports have been highly critical of this investment -because of un

necessary mechanization of milking parlors and doubts about the quality 

of forage-there is a large potential market in M!beya ton, which shcwed 

an astonishing 514% growth between 1967 and 1978 (indicating it will pro

bably become Tanzania's "second city" after Dar es Salaam). 

3. 38 A large share of Tanzania's livestock production enters parallel 

markets rather than the official marketing chain. Except for losses 

into neighbouring countries, the cperation of a parallel market is prc

bably on balance a positive factor. It permits livestock producers to 

1,For a description of the NARCO program, see B.A. Akimali (1978)
 
"A Decade of Commercializing Beef Ranching in Tanzania," ?aoer presented
 
to the 5th Scientific Conference of the Tanzania Society of Animal
 
Production.
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gain reasonable returns, and thus ccntinue to produce commercially.
 

This fact, however, caused great difficulties for USAID's Livestock
 

Marketing Project which was designed t. assist the livestock marketing
 

parastatal (then called the TLMC, or "Tanzania Livestock Marketing Co."). 

As observed in the field, the problem had three interrelated components: 

- "here are large and unpredictable swings in supply, caused by 
producers who do not offer stock to the national system until 
they are convinced a major drought is underway. 

- A commercial firm with its bureaucracy of accountants, drivers, 
money-guards, veterinary assistants and market masters is an 
intrinsically high cost answer to the need for a purchasing 
organization which deals in small numbers of animals spread 
over a large area. 

- The low national prices (based on transport costs and death losses 
incurred en route to Dar es Salaam) are usually outbid in the
 
auction ring by private butchers. Since these do nct trek animals
 
for any distance and operate with low overheads, they can offer
 
more attractive prices for a small proportion of the animals
 
coming to sale. Producers in turn then refuse to sell the other 
less desirable animals at the very low p ices offered nation6.lly.
 

These difficulties are not in essence "socialist" in origir; before it was 

nationalized (1974/75) Tanganyika Packers also offered low prices to 

producers, for the same reasons. Such problems will continue to compli

cate Tanzania's long and troubled effort to bring its traditional live

stock producers into the modern sector for many decades yet to come. 

3.39 A likely reason for the cautious attitu6e of MIFUGO officials 

towards working with existing livestock producers is, therefore, the 

Ministry's prolonged involvement with earlier USAID and UNDP projects
 

which failed to achieve tht.r objectives. The Ministry has made several 

valiant efforts to establioh village ranches, village bull-breeding sta

tions, and even village d':.7y units. Very few have stayed in operation
 

for more than a season or xwo, with even the best of them being only 

marginally successful in economic terms. The case-by-case nature of 

such projects has worked against the emergence within MIFUGO of a con

sensus about how village projects should be managed. 

1Other than the TLMC project described above, the largest of these 
was the Masai Range Development Project (1970-79) which attempted to 
establish ranching associations among Maasai pastoralists. For a case 
study of this project, see Moris (1981:99-113); the terminal evaluation 
was influenced by the high staff turnover and contained numerous errors. 
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3.40 While donors can sympathesize with the reasons for Tanzania's
 

neglect of its privately owned livestock, the evident deterioration of
 

pastoral lands in Dodoma, Singida, and Shinyanga regions suggests that
 

action cannot be indefinitely postponed. Desertification is a real prob

lem in parts of northern and central Tanzania, and overstocking is a contri
1
 

butory factor. Given that most of Tanzania's national herd is under
 

private ownership (the 1981 UNDP/FAO Report estimates NARCO controls
 

only 100,000 beef cattle), it is time for MIFUGO to turn its attention
 

towards this sector. We should note that during this same period Somalia's
 

emports to the Gulf market from the traditional sector has risen to an
 

unprecedented level of 2.4 million sheep units in 1980, and even Australia
 

has greatly increased its live sheep exports to the same markets. 2 MIFUGO's
 

present short-run strategy of promoting commercialized dairy and beef
 

production necessitates continuing ac'cess to FE (for veterinary drugs,
 

milking machines, spare parts, etc.) and is quite vulnerable to ineffi

cient management within the cnstituent production units.3 At the verry
 

least, now that Agriculture and Livestock are recombined, MIFUGO's activi

ties and linked parastatals should be included within PPIIB's scrutiny.
 

3.Al Tanzania's earlier experience of donor-assisted projects came at
 

an overoptimistic time when donors had little understanding of the techno

logies they. were sponsoring. USAID's field missions should realize that
 

this situation has changed. There is an emerging body of tested field
 

experience, which has been incorporated into the Africa Bureau's (1982)
 

Livestock Development Assistance Strategy Paper. 4 Several excellent 

sources are also available which synthesize the international experience.5
 

1 See United Republic of Tanzania (1977)The Threat of Desertification in 
Central Tanzania, a paper prepared by Henry F-osbrooke.
 

'eSee E. Reusse (1982) "Somalia's Nomadic Livestock Economy," World Ani
mal Review, no. 43, P. 11. 

3Strategies contained in the official statement of the MLD's policies,
 
(1983) The Livestock Policy of Tanzania (Dar es Salaam: URT), 25 pp. How
ever, as already noted, this document does acknowledge the need for a long
term shift towards working with existing "traditonal" producers.
 

4 1ncluded as an appendix to a very useful volume, J. Simpson & P.
 
Evangelou (eds.) (1984) Livestock Development in Subsaharan Africa. Boulder:
 
Westvisw Press.
 

In addition to the above volume by Simpson & Angelou, see also S. Sard.
 
ford (1983) Management of Pastoral Development in the Third World, London: 01": 
AID (1980) The Workshop on Pastoralism and African Livestock Development, AID
 
Pr.:.,,ram Evaluation Report No. 4; and J. Galaty et al (eds.) (1961) The Future
 
of Pastoral Peooles4 Ottalva: IDRC.
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ILCA in Addis Ababa has actively supported rangelands research in
 
several African countries (Kenya, Uali, and Ethiopia). Systematic
 

procedures have been worked out to test the comparability of tech
nical results within the Rift 
Valley zone (which Tanzania shares
 
with Kenya and Ethiopia), and 
much which has been learned within
 
these other countries would be applicable to highland parts of Tan
zania. In Tanzania itself, the 
Ministry has arranged the continued
 
support of FAO to the livestock sector--both operationally, by pro
viding senior livestock experts, and with additional planning and
 
statistical assistance. Given the sizeable numbers of Tanzanian
 
MIFUGO staff who received US training under 
 earlier AID projects
 
(the livestock marketing 
and Masai range projects), Tanzania does
 
have a core of well trained and 
 dedicated livestock production staff. 
What it lacks is an agreed framework for offerin livestok extension 

--here the influence of the senior veterinarians remains predcminant,
 
since they equate "extension" with 
 the mere delivery of livestock
 
services--and a clearcut strategy 
which specifies how tc effectively
 
engage the traditional sectcr. 
Provided these two basic in-re-e r
cou d be agreed uoon, 
 °ere is substantial underutilized capabiliy
 
which could be mobilizei within donor-assisted projects.
 

43 The necessity of further organizational chances arises
 
at 
present because of the re-amalgamation in 1983/84 of the Livestock
 
(YIFUGO) and Crop (KILI11O) Divisions (which were 
officially under separ
ate ministries for the past four years). 
 In additicn, under the Govern
ment's cost-cutting drive in 1984, both LIDA (the supervisory parastatal
 

created a decade ago) and the Livestock Yarketing Company (TL4C) have
 
been abolished. Lest it 
 be assumed these 
moves augment :IFJ"C's re
sources, it should be noted the 
assets of these parastatals are being
 
held against their debts. Thus in late 1984 TL-C's valuable transport
 
was being auctioned off, 
 while Dintrict Councils were struzglint to
 
c-. ate the primary livestock markets (using ,,?' u" s~af) wihout
 

benefit (in some 
cases )of the recessary transport. ndeed, this
 
appears to have been a general pattern: parastatals have returned staff 
but nothing else to the "strengthened" Uinistry of A-riculture. 
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CroD Devel oDment
 

a. Inputs
 
3.-2 The general aspects of crop production in Tanzania have already
 

been reviewed earlier in this chapter. Here we take up additional
 

specific details which the outsider coming to Tanzania needs to under

stand about its agricultural situation.
 

3.45 The distribution of moderate to high potential soils is a signi

ficant constraint on agricultural development almost anywhere in the
 

Tropics, but particularly in Africa. 1 Outside the volcanic areas along
 
the Rift Valley, :most of Africa represents very ancient land surfaces.
 

Soils are generally deficient in nitrogen, in organic matter, and in
 

other nutrients; they are in addition prone to "ironstone cap" forma

tion. Here superficial appearances can be misleading: "red soils"
 

formed on volcanic materials can be very fertile, while only a few
 

miles away similar looking soils may be quite infertile. There are
 

prounounced differ-nces in soil type, with transitions along the
 

slope from clay to red to sandy soils within a short distance. 2 Soils
 

on Tanzania's drier plateaus are extemely erodable, and were the focus 

of soil conservation campaigns during colonial times. 3 Certain crops
 
only do well on certain soil types, cotton and rice needing clay soils,
 

whereas tea requires acidic soils (usually found in high rainfall areas
 

and hence on the mountain slopes). There are pronounced interactions be
tween certain soils types and the vegetation and fauna, e.g. where legumi

nous tree species, dung beattles, or termites are present. In many areas,
 

the micro-variability in so;.l types is great, but where the land is un

disturbed the vegetation can sometimes indicate associated soil types. 

3.A6 Against these reasons why soil information is important, we must
 

set the fact of weak institutionalization of a soils' reconnaisance capa

bility. Very little attention was paid to soil characteristics during
 

the colonial period. When FAO assistance was obtained after independence
 

to establish a national soils' laboratory, it was placed out of the main

1 For materials on Tanzania's soils, see E. Lind and M. Morrison, "soils" 
in East African Vegetation, Longmans, pp. 166-187; C. Anderson (1963) Soils 
of TangLzyika, Dar es Salaam: Ministry of Agriculture; and A. Cook (19-75-A 
Soil Bibliography of Tanzania, BRALUP Res. Paper no. 39. 

2 Milne developed the soil scientists' concept of catena from observatiom., 
in Tanzania, see (1947) "A Soil Reconniasance Journey..." J. of Ecology, vol,
35, pp. 192-265.

3See Anders Rapp et al. (eds.) (1973) Studies of Soil Erosion and Sedi

mentation in Tanzania , BRALUP Research IMonograph No. 1. 
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stream at Tanga. 
 The three other centers which have some capability in
 
this area were C:DA soils specialists working on wheat in northern Tan
zania, the Faculty of Agriculture's Soil Science Department at W'orogoro, 
and the IRA (BRALUP) staff. 1 A failure to appreciate the importance of 
information about soil characteristics has affected Tanzania's agricul
tural development programs in several ways: 

- In the 1973/74 relocation "operations", Ujamaa villages were 
sometimes located on unsuitable soils or else, where land was 
scarce, the housesites were put on the best agricultural land. 

- Planners have failed to recognize that freely drained, alluvial
soils are a scarce resource, and should be mapped before other 
investments are undertaken. 

- There is an emerging problem of soil exhaustion around the larger 
villages, made worse when very nutrient demanding crops are grown. 

- Fertilizers have often been distributed under a high subsidy to
places where there is little empirical evidence that peasants
using the fertilizer will realize an eccncmic response. 

- Local variability in soils remains a principal reason 7hy cen
trally dictated "standard packages" often do not benefit the 
peasants upon who-m they are being imposed. 

3. 47 The whole issue of input delivery systems is controversial in Tan
zania, and has b- the subject of several recent 
reviews. 2 S,~ecialized
 
high volume farmi,.6; is normally associated with a heavy use of purchased
 
inputs: seeds, fertilizers, insecticides, and herbicides (and often adopted
 
by farmers in that order). But there are 
extraordinary c-nmplications when 
this package is introduced into subsistence farming situations where the 
institutional supports are rudimentary, the technologie's faulty, and 
the returns questionable. To use purchased inputs profitably, a farmer 
needs to have accurate technical information and adeouate credit; the
 
inputs must be available from the service delivery system at the right
 
time and place; often they must be applied jointly to realize the full 
benefits; the 
farmer should understand the hazards associated with their
 
use; and it is probably necessary that the farmer is producing for the 
market rather than home consumption. 

iThere are several BRALUP reports on soils' survey meh.dologY an
soils reconnaisance. with applications to the Rufiji delta and Rukwa Region.

2 See Weiler, E. et al. (1982) Input Marketing Study of the Ybeya Region.
Dar es Salaam: TRDB/KILI'/OFAO .beya RIDEP, 110 pp.; ifarketinz Development
Bureau (1977) Inout Distribution in Tanzania, Dar es Salaam: :OB, :inistry
of Agriculture for FAO/UNDP Project SF TAN 27; DANIDA (1981) "Report onVillage Storage Facilities and Input Supply Pick-Up Service," Dar es Salaam:
DANIDA; Singh, B.R. (1982) Report on Farm Services and Innuts. Dar es Salaam: 
FAO/Kilimo.
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3.48 To these general considerations must be added several further
 
complications peculiar to Tanzania:
 

- Technical packages are weak, rendering problematic the repayment 
of input costs from profits.
 

- Farmers are accordingly often delinquent on loan repayments, andthey have become accustomed to seeking and obtaining political
relief after a bad season. 

- The principal institutional framework for issuing inputs to
smallholder sector was until 1976 the co-operative movement, 

the 
atask its successor institutions have had great difficulty psrforminx. 

- The aggregate levels of "institutional risk" in the input delivery 
systems have been quite high. 

- Fertilizers produced in Tanzania have higher foreign exchange costs
than if beenthey had imported directly in finished form.
 

- Fertilizers generally show poor in with
a response areas unreliable 
rainfall. 

- The Government has operated a heavy fertilizer subsidy approaching
50% of product cost in an effort to encourage fertilizer use.
 

- Many ?arty officials remain 
 firmly convinced that use of fertilizers 
is an essential component in agricultural modernization. 

- The World Bank's '"integrated rural develooment" p-rozr_=s often had
loan financing for use of inputs as a major ccmponent. 

Tz, act al fact, farmers will usually adopt +-"' its'= "vih
out much external urging. Their reluctance to d. so in the ri e r
 
parts cf Tanzania 
 ought to have warred the TanzaniJ Th. -'c..-, and 
donors alike that loan financing for seasonal inputs .Ta', be inadvis
able at early stages of development, e.g. Kigoma .tezin. in the 
1984 Budget speech, it was announced that the fertilizer subsidy 
will be withdrawn. At the same time the Government is mnovin_ away 
frcm pan-territorial pricing, while prices toraising crop partially 
offset the removal of subsidies. These moves should greatly reduce 
the attractiveness of maize production in the Southwest, whizh is how
ever where rainfall and soil conditions are optimal. 

3.49 Tanzania's actual fertilizer uptake for 1980 by regicrs is 
s~.in Table 3 1 The long-run situation in regard to fertilizer 
demand hat excepo for volcanically derived soils in Arusha and 

1 Derived frcm a recent Ministry of Agriculture Repocrt (198,d)
Tanzania -aticnalFood Strategz (2 vols.) which contains many of thesacc9xrunc stat1isics cne needs cn Tanzania's a-ricuiure-as our heavy 
use of this source in this chapter indicates. 
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TABLE 3.5 

FERTILIZER UPTA1M BY REGIONS 

(tonnes) 

Actual Projec -d
Rezicn: in 1980 
 in 2COy
 

Shinyanga 
 2,6C7 
 39,528
 
LMwanza 
 2,923 
 34,445
 
M ra 
 1,158 
 20,563
 

Singida 
 484 
 4,448
 
Dodcoma 
 356 
 2,262
 
Arusha 
 2,751 
 49,902
 
Kagera 
 1,104 
 38,043
 

Kilimanjaro 5,901 
 30,004
 
Lindi 
 166 
 7,259
 
Mtwara 
 428 
 6,268
 
crogoro 
 4,6 53 72,420 

Ccast (and DSd) 
 1,704 
 12,487 
Tanga 
 3,929 
 40,993
 
Tabora 
 12,234 
 38,427
 
Kigoma 19661 13,848
 

Iringa 22,248 
 67,282
 
rbeya 
 16,048 
 7A,790
 

Rukwa 6,340 
 52,871
 

Ruvuma 
 17,675 
 48,512
 

TOTAL 104,370 
 654,052
 

Source: 
 .inistry of Agriculture and Livestock Develop
ment (1984) 'anzania National Food Strtemr,
vol. 1, Main Report. Rome: FAO for KILK'O, 
Table 18 p39. 
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Kilimanjaro Regions (and a small pocket at Rungwe in Ifbeya Region),
 

Tanzania's soils tend to be seriously deficient in nutrients and organic
 

matter. When cultivated intensively for an extended period, these soils
 

lose their natural fertility rapidly (in mazked contrast to the volcani

cally derived soils), and hence stabilized village settlement must
 

eventually be accompanied by increased fertilizer use. Soils are said 

to be deficient in nitrogen, moderately deficient in phosphorous and
 

sulfur, and locally deficient in potassium.1 Trace element deficiencies
 

also occur, and may be quite significant for particular crops. While
 

Tanzania is still a comparatively low user of fertilizer in contrast
 

to neighbouring countries (1979 figures)-i.e. only two-thirds Kenya's
 

use per caput, half of Malawi's, and only one sixth of Zambia's-it is
 

likely that were price and distribution constraints not so prominent,
 

demand would increase substantially (explaining the Ministry's six

fold increase predicted by the year 2000).2
 

3.50 As already indicated, the actual situation with regard to Tan

zania's fertilizer production and use is rather more complicated than
 

summarization of long-run needs might suggest. First, carefully con

ducted local trials to diagnose actual needs and responses have been
 

missing in many areas, and-when eventually obtained-give varying and
 

inconclusive results. Second, the siting and planning for TFC's one
 

major plant in Tanga was unfortunate. 3 At first designed to produce
 
only phosphate fertilizers the product mix had to be changed, and the 

factory did not exceed 50% of its installed capacity (130,000 tonnes) 

until 1981, nine years after it opened, Furthermore, as of 1980 prices,
 

Tanzania could have imported all of the 52,000 tonnes produced at T Shs
 
3.2 million less in foreign exchange than it cost TFC to import raw
 

materials and bags. The 1981 ex-factor cost averaged T Shs 4,000 per
 

tonne compared to a c.i.f. international price in Tanga of 2,000 T Shs.
 

(Spurling 1982:8). Third, as one of the few parastatals without trans

1Based on 
Andrew Spurling (1982) "The Supply and Distribution of Fer
tilizers," Background Paper X, World Bank Agriculture Sector Strategy Report. 

2 The contrast to Zambia is affected by Zambia's commitment to hybrid 
maize, which requires linked fertilizer application. Data from Spurling (198'
 

3 Cf. Andrew Coulson (1977) "Tanzania's Fertilizer Factory," J. of
 
ModernAfrican Studies, vol. 15 (1):119-125.
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port of its own, the TFC's distribution was badly hampered by the deteriora

ting railway (TRC) performance in the late 1970s. Fourth, to encourage 

food crop producticn after the 1973 drought, the Government excused many 

villages froa repaying fertilizer loans (some sources say fertilizer was 

issed free to maize growers during the 73/74 and 74/75 seasons). Despite 

the heavy subsidies which continued under the Government's :Naticnal 2aize 

Program (as of 81/82 the Treasury was in fact paying 6Cc of the value of 

transoorted fertilizer), repayment continued to be poor (S3urling 42:) 

And, fifth, the disbanding of c o-operatives in 1976/77 left the TRD3 respor

sible for administering credit directly to the villages--a task for which 

it had neither transport nor staff. While the TRD3's record had been ela

tively strong to that point, the subsequent non-payment on politically dic

tated village loans came in time to threaten the financial viability of 
1
 

the TRDB itself.
 

3.51 For these and other reasons, then, it is probable that few Uja:aa
 

villages in Tanzania were receiving the correct inouts in t"e rih: s.o'iL.t 

and on time before cc=mencemenz Of the crop season. The l ,1:.0.1,'..1.P 

Stratezy and Prczramminr Review -'rission notes seven likely reasons f-r 

late fertilizer delivery (1981:30): 

- late ordering by villages
 
- late forwarding of village orders by district to rezic..
 

. - late forwarding of District orders by rei--r.n to TRD

- slow nrocessin7 by TRD3
 
- late shizment by TFC
 
- shortage of railway wagons 
- transport problems TRD3 to villages.
 

This listing omits the added complications which arose when TR3 -.as order

ing inputs to be handled through another parastatal, e.g. the Tanzania 

Cotton Authority, the Tea Authority, and the Tobacco Authority.2 Furt'er

more, the causes of late delivery are cumulative, so that .elaysincrease 

downwards. By 1981, one could predict delivery of inputs w2 almost alwavs 

late to the more remote areas, a particularly serious lapse in the case of 

fertilizer which does not store well and for %.hiohvillazes had little or 

no storage capacity. This, in turn, further depressed village loan repay-e:-t. 

1See jean Due (19SO) Costs, Returns and .eoa.yment E-er:_.nce of "Uamaa 
Villa-es in Tanzania (1973-1976). Nashington: Univ. Press cf America. 

2A weakness singled -out by the 'Yinister of Firiance in his June 1981 3udget 
Speech, where he criticized the 90 mn T Shs uncollected debts owed To TR.3 

.by .he crop authorities, debts largely incurred through advancement of in'ut
to villages. (URT 1981:6).
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3 .52 Alongside fertilizev the availability of improved seed is also
 
a prime ccnsideraticzn 
 for Tanzanian farmers both because of varietal
linked yield increases and because times
in of drough. villagers ma,
 
exhaust endogenous supplies. 
Unde- the East African corzon market whi-h
 
Tanzania inherited at Independence, seed could be freely imported f:oM
 
lenya's large-farming sector. 
In addition, the TFA headcuartered in
 
Lrusha Region sometimes initiated direct contracts wi!,h 
 !oal estates
 
for seed production in years when Kenya's seed supplies see-ed oroblez
matic. 
These arrangements operated effectively up until the region-wije

droughts of 1973-74, but left Tanzania without approved sources or any
 
scientific system for 
seed cc'rtification.
 

3-53 This background 
 lay behind the Ministry 3f Agriculture's appr-ach to 
USAID for assistance in developing interna.l seed production capacity, f-ormal
 
ized in the 
joint USAID/Tanzan.a Seed 
Jultiplication Project. 
 3egun :_n
 
1970, this 6,854,C00 pzaject was 
phased over a decade (to FY 19.2)
 
allow adeouate 
time for establishing seed farms and 
 -.
 
certificat_ rn system. 
 Legislation was 
passed establishing a Seed
 
tion Agency (TOSCA) as well 
 as TXL'SEED, the 
parastatal or~duct..n c--.
 
The oeo+lan.
 -vided for c.nstruczion of a national seed :er-i _ -. 

laboratory (located at 
-he Facult- of Agriculture, :orogoro, to facii.±t-.te
 
excha....-e of te:hni: al 
experience), and the Tanzanian Gove-n.en.. turne 
three farms 
for prducing foundaticn seed (at Aru.Sha. 1"i1o0a, a-,d r'-za 
near Iringa). The USAID contribution included farm and labor-tory 
ment, expatriate farm managers, counterpart training, and a seed speoial-st 
to be located at MAorogoro in the terminal phase (1980/81).
 

3.54 As so often happens, actual performance lagged considerably be*nd
 
projections. 
 Por nearly two years the Morogoro laboratory stood vacan-.,
 
awa.ting arrival of air conditioners from overseas; 
staff housinz a- "'cro
goro was not built; much theof seed produced (particularly fra: the Ki2 sa 
farm) was insect infested, while the Arusha farm suffered from drou;tht and 
trace element deficiencies in the soil. eanwhile, T-SEEED of nece ssi-y.Turned. to contract ~w (generaly the larger -states) whose supply 
was easier to a.-range than depending upon the ',:_4nitr--ss . .... z t 1y s onsored seed 

http:Gove-n.en
http:facii.�t-.te
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farms. The Project had envisaged an elaborate three-tiered structure
 
whereby the .inistry's seed farms would produce 
 "foundation seed" under
 
tight quality control f which TZA/EED might 
 then have bulked by comercial
 
contract growers 
 for eventual mass release. Meanwhile TOSCA's experts

would insure 
 that quality was maintained. USAID consultants have since
 
queried (rightly so, 
 in our view) whether such an elaborate and high

system was really necessary at this stagecost in Tanzania's development.1 
In any event, the Project's terminal evaluation praised the ?roiect's
 
Tanzanian staff 
for having bean able to issue good seed despite Great
 
constraints, and laid the 
blame for the project's lo, apparent producti
rity on, t-- bureaucratic logJam between 
T.L; -ED, TCSCA, :ITLI-O, and all
the other agencies involved in input delivery.2
 

TANEED's production of certified seed between 1977-80 constituted on!yr
 
a sm4_l oortion of the country's total seed re uire ments Table
see 3.6).

Cn its part, KILI'1O turned to external donors in 1981 
 with a reouest to
 
fund yet another "national" seed ].aboratory-.-this one to e built in
 
Iringa. (U':;DP/FAO 1981:107) 

3.55 In regard to farm tools (principally hoes and p!zu~ h.), the 
tion re:resents the opposite fromstrategy that adopted Thein seed 4n ustry.
:ere the Tanzanian Government has sooted encurage "tncr-. ia !2
 
india) to install older types of plant 
"hilch ":ould be regarded as cut
moded by ccntemocrary "v;estern" sta.dards. (-- presu-; %en---f 
more labcr intensive technology and less dezender e u;:)acrsedL rts
 
and expertise.) There are two large-scale manufacturers of farm imple
ments: the FarmUbungo Implements Co. (UFI) in Dar es Salaam, built by
the Chinese (1970) with a caacity of 1.3 hces-an -and 12,CC, ox-.lcuho 
per year; and ZaZana Kilimo (ZZK) in ;beya, being built since 1978 with 
Indian Gcvernment assistance. Both Llants have been affected by electri
city cut-offs and f'oreign exchange shortages, "withZZK not cc.ming into 
prciucti.-u until late 1532. In the case 
o U -, ;r o S o JniP ocrtea 

l'alker, D.D. Potts,and H.C. (982) "The Zevelopent-of Tanzania'.ati,nal seed Industry, eport of The CD,..zU - is~icn Deezber 19o2." 
es Sa.laam: AI. (unpu.2..:.,d report,'. 

9As of:Setember l914 the terminal proYctl ...P uaticn report stil:not been released, but was revieweu by in2here is, ac.:ever, an e:,kcell rt ee:ricr r-rz- . C 
 .
a.:.. nian " .ed..... . . ' " . D : -
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TABLE 3.6 

CERTIFIED SEED PRODUCTIMN (1 9 7 7 -8C) 
(oo tonnes) 

Crop 
 1976/77 1977/78 1978/79 1979/80
 

Hybrid maize 
 895 1,362 1,478 1,903 
Composite maize 3,420 675 500 1,581
 
Wheat 
 923 322 532 
 735
 
Sorghun 1,414 1,460 
 133 458
 
Rice (paddy) 
 427 359 
 255 400
 
Othe,, seeds 
 81 150 176 
 212
 

.,ainland Tanzania total 7,160 4,328 3,074 
 5,289 

aSource: TANSED figures, given in:
 
Ulnistry of Agriculture and Livestccl ve=.zent

(1984) Tanzania :iat-'ina1 Food Stratey, 
 vol. 1, 2fain 
Re2or. R.cme: ?AC Dr KIL!YO, Table 1, p. 37. 
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finished goods have apparently offset the marginal profitability :n 
its locally produced items. Its distribution system was the sub.e=_:
 
of major criticisms in 1983, when for various reasons peasants c 
 .il 
not obtain its products from official cutlets. 

3.56 A problem which has emerged is the low quality of 
some of Tan
zania's lo<-lly produced implements. Reviewing ZZK's products, an 
IFAD team comments (1983, A II p. 24):
 

No provision has been made 
for competent design staff to be
attached. The manufacture of ox-plcughs undertaken so far 
has been on the basis of an Indian design, which is not 
a
judged to be suitable for Tanzanian con iticns. 
 Very inade
quate field testing of prototypes was carried 
out. The firs:

thousand ploughs were made without either prcper fabricaicn
jigs or adequate inspection and quality contrcl prccedures.
.!any of the ploughs in stcck at end--Zarch 1983 -,ere so .ccri..
made as -c be unusable in the field. 

This should not have happened. The ZZK plant is under manaze..-en- con
zract from the :czrnataka Imnlements and '.,achineries Cc., Ltd. (;....., 
reputed by !1AD to be a Governmen- of 7ndia undertakin;:. In a t n
 
Tanzania has for many years had a 
 KiLILO-sponsored Tanzania Ar- ,
 
..achinery 1.estiL 
 Unit (TA !?TU) located in Arusha, ...............
 
taken over by the Linistry of Industries and renamed the Cen-re f:r
 
Ag-ricul ural :jechanizatin and Rural Te hn ology--
(CAA.T). (C.._--.
 
also inherited ~taff fr-.n :he Arusha Aonrori.ate Tec-.- 1 -- j
.__n -here is also the Univezsity's Facult.v of Enginaerin; in r
 
Salaa~m, which has for years 
 taken direct interest in small-scaer
industry, and which has recently established excellent desi ;. and 
testing facilities in the Institute for Product Innovation, a GTZ aid 
project. All in all, Tanzania has plenty of expertise capable of 
doing product testing, but no viable mechanism to insure that these 
resources are drawn upocn when new enternrizes are launched. 

3.57 A final word is needed about AISCO, a small parastatal unit 
established under Boardthe of External Trade to handle all agric':ur%! 
imports. The establishment of AISCO has oneadded further source of 
delay to what was already a cumbersome sy-.e:n for ottai....- n- neece: :ort 
and equipment (a sore point a-cng ±'1nzania'! estate 7reducers). 
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TABLE 3 .7 
ESTIMIATED PRODUCTION OF ZAJOR CROPS (1980)
 

(000 tonnes) 

Cereals: 
 1980 Other Cros: 
 1980 
Rice (paddy) 
 291 Sugar (refined) i19
 
Maize 
 1,726 Beans a 

23 
Millet 
 392 Cashewnuts 
 63
 
Sorghum 
 551 Other nuts 9 
Wheat 
 87 Vegetables 767 
Other cereals 
 61 Fruits 
 447 

Total cereals 3,108 Vegetable oils 61 
Cereals/per caput (kg) 178 Other foods 84
 

Coffee 50

Starches Tea 17 
Cassava (dry) 
 1,207 Tobacco 
 19
 
Bananas 2,153 Cotton 179 
Other starches 579 Sisal 82
 

Total starches 3,939 Castor 1 
Starches/per caput (kg) 217 Pyrethrum 2 

aNote that seed beans sold to Europe are a major cczerc-'l! 
crop in Arusha Region, sc that this total is not all avail
able as 
food inside Tanzania.
 

bSource: Llinistry of Agriculture and Livestock Development (198,)
Tanzania National Food Strate.y. Vol. 1, Main Reort. 
Rome: FAO for KILIAO, Table 8. 
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Crop Development 

b. Exnort Crons 

3.60 Because of its diverse topography and complex ecology, Tanzania. 
has the potential for growing a wide opectrum of crops, ranging from 
tropical ones like cocoa nuts on the Coast to temperate fruits in the 
Iringa highlands. As Table 3.7 shows, Tanzania currently produces
 
over twenty 
major crops and many additional 'minor ones (not shown). 
Within the major crops, there are sometimes (as in the case of tobacco 
and coffee) significantly different types which require their own grc
ing conditions. Furthermore, several of the country's extort crops
 
were initially promoted 
 in particular geographical areas: sisal cn
 
the coast, coffee 
 cn Yts. Kilimanjaro, Meru and Rungwe, tobacco in 
Tabora,.cotton in the "lake zone", and pyrethrum and wattle in L:ufl-:. 
Other regions were entirely missed, e.g. Singida and Kigcoma, and "':e
 
had to 
expcrt labor instead. 

3.61 In chapter two, we pointed out -hat Tanzania's crisis in e-=-:
 
earnings 
 might have been alleviated if the country had fccussed i-s
 
develcm:rent efforts on 
 just coffee, the :cp exchange earner ? 
PTi- of export crcps with particular regions and ecological zone_= 
part explains why the government cannot easily withdraw its supocri 
even when the relevant cash crop authority may be accuzul-.- l-ur: 
losses or the crop -isno longer profitable to farmers. For the re-.
concerned, "their crop" reipresents a large sunk cost in service f.--
ties which cannot be easily shifted to support other enterprizes. Thi
is particularly the case for the major export crops, all of which' 
linked prccessing investments. 
It has been the donors' mistakes in
 
the processing sector--especially in re. ard to meat, tobacco, and 
cashew nuts--which have saddled these industries with a =ou.nti '-.
burden (see Chapter 2 on the cashew nut industry). The Tanzanian ex-er
ience suggests that economic recovery depends upon astute decisions 
in each industry, and what works in one 
may not be effective in the 
others. For this reason, let us briefly review the major export::. 

industries individual2. 1 

1The best scurce for this purpose are the !B's annual price re':ireports, which cover the various major crops in separate annexes and
which have been drawn upon for the general comments which follow. 
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3.62 Tanzania's "coffee industry" is an amalgam of two major prcduc
tion types. About 2C0,CO0 ha is estate grown, where overhead sorinker 
irrigation is often used to safeguard yields and water fer.entaticn
 
(in coffee "factories") to insure high qualit5. 
 Most of the estates
 

were located in Arusha and Kilimanjaro Regions, and a sizeable number
 
were among the farms nationalized in 1974-75. The 
 estate sector has 
for years contributed a large share of the inhigher grades Tanzania's
 
rroffee exports. According to the Coffee Growers' Association figures
 

(TCGA), whereas in 1977/7 8 a point, when coffee
-- high contributed 41
of Tanzania's foreign exchange earnings--when 9% of Tanzania's coffee
 
was in the top 4 grades and 44$ average or better, by 1980/81 less
 
than 9 was average or better. This 
 quality differential has a major
 
impact on coffc-, earnings, but is not adeouately reflected in prices
 
paid to growers where the estates the
subsidize smallholders and where
 
a grower's quality differential is not reimbursed until the 
 last (often 
deferred) payment for the season's crop. 

3.43 Smallholders in turn relied cn primary co-opera-ivs to suzppy
 
inputs, pulperies (-houi-h not in all cases), and common 
 marketing.
 
' +ithinco-operative (as
the .cvement ":e shall see in chapter 6), 7he 
country's coffee co-ozeratives were by a wide margin the strcngest 

the nation (and during some periods the only solvent ones). 7n 

o-6her less favored areas, such as the Usambara Litz. I- Taga Regionl 

or the Uiu-j-uru "ts. in !orogoro, while peasants !rc,; coffee they. mut-
process The hand whichberry by (into buni, receives very !ow price), 
and have enjoyed little government encouragement in doing so. The 
two main species of coffee, arabica and robusta, do well in different 
environments; arabica prefers the volcanic mountains like '"'eru and 
Kilimanjaro, while robusta (used for mild, instant coffee) does well 
in :L-gera Region and on poorer soils. 

).64 Tanzania's coffee industry suffered from several major dis
locations in the mid-1970s, whose impact unfortunately overla .- ed the 
peak prices of 1977/78. First, the nationalization of Northern fan
zania farms (which exempted a few 'cf the highest quality producers) 
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took place during a prolonged drought, when disruption of irrigation
 

immediately depressed the 
estate yields. Second, the disbandment of
 

the co-operative movement in mid-1976 left the 
primary societies'
 

affairs in disarray just when prices were rising. Third, the Govern

ment then reorganized higher level marketing, reconstituting the
 

Coffee Board into the Coffee Authority of Tanzania, or CAT (from
 

1977 onwards). As Table 2.6 
(p. 27) shows, whereas producers were
 

receivinE 69 - of the F.O.B. price for coffee under the 
old marketing 

arrangement, by 78/79 after CAT's takeover they received only 45%. 

Fourth, coffee berry disease (a fungus probably introduced into
 

northern Tanzania with smuggled seedlings from Kenya) was depressing
 

yields within the peasant-grown sector at this time. And, fifth,
 

the combination of a boiler blow-up in Bukoba's instant coffee factory
 

and the Uganda War destroyed much of Tanzania's coffee output from
 

Kagera.
 

3.65 As established under the Coffee Industry Act of 1977, CAT
 

had the usual Tanianian structure with a General Manager who repcrts
 

to a Chairman and Board of Governors. Directly under the General
 

Manager were four dep.rtments ("directorates") for production, mar

keting, finance and administration. Up to June 1982, the CAT had 3
 

major zonal offices (Northern, Southern and Western), with 2 sub-zones
 

(for Arusha and Ruvuma). It is also responsible for three subsidiary
 

companies, one in Moshi and two in Bukoba. The Bukoba TANICA plant
 

processes green coffee into instant coffee 
for sale both locally and.
 

externally. CAT also found itself operating a few of the 
nationalized
 

coffee estates, once their declining productivity became evident. In
 

1982/83, 
CAT was once again under transition with the re-introduction
 

of co-operatives and instructions to hand 
over its extension staff to
 

the Ministry of Agriculture. It was severely criticized for lax finan

cial control in a 1979 MBD review of the crop parastatals (Report B4).
 

Prior to its present reorganization, CAT was listed as having 1, 393
 

employees (1982), 158 of them in its head office in Moshi. 1
 

1Marketing Development Bureaut(1982) Price Policy Recommendations 
for the July 1982 Agricultural Price Review, Annex 7. Coffee. Dar 
es Salaam: MDB, Ministry of Agriculture, 51 pp. 
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3.66 With coffee, as with several of Tanzania's export crops, there 
is a severe external market constraint which accounts for the great
 
importance of maintaining high quality production. 
 The international 
coffee trade (as of mid-1983) was regulated by the International
 
Coffee Council on behalf 
of 73 member states in the International 
Coffee Organization (47 exporting countries covering nearly all pro
ducers and the major consumers). Under terms of the 1976 International 
Coffee Agreement, a quota system is in effect. Because of weak inter
national prices, Tanzania's export quota was cut in 1981 from 8CO,OCO 
to 685,000 bags. This quota represented only CAT's62% of domestic
 
purchases in 80/81 (of 1,113,000 bags or 66,761 t), so that much of
 
the balance had to be sold at discounted prices on the ncn-ouota markets, 
e.g. to Alg-eria (MDB 1982:32). The main donor working with CAT to im
prove output quality has been the EEC, which is financing ?hase !I
 
(post-1981) of the Coffee Improvement Program. 

3.67 Sisal was during the colonial oeriod Tanzania's most i-ortant
 
export crop, generating about 
 a cuarter of Tanzania's total earnings
 
(comparable to the place coffee holds today). 
 As a hard fiber, sisal
 
is mainly used 
 for field twine but can be processed into a variety 
of finished goods (baskets, carpeting, reinforcement, etc.). From the
 
mid-l96Cs cnwards the ccmpetition from synthetics brou.zht about a zrie
 
.ollanse, from which the industry has never f'u-_y rez-...red.. .
 

Tanzania was world's 

. T cu h 

the second largest producer (with 2C'6 or so cf 
the market), 
the share held by Brazil (the largest producer) is so
 
predominant that Tanzania is forced to sell at 
prevai!!irn prices ana
any attempt at restricting output is 
 quickly countered by purchasers
 
resorting to Brazil or Kenya for their supplies.
 

3.68 The prominence of the large-scale, estate producers during 
The colonial period coupled with the price collapse of the 1960s led 
to the early nationalization of many estates a few months after the 
1967 Arusha Declaration. A new parastatal, the Tanzania Sisal Corpora
tion -:as formed in 1967 to manage the nationalized estates. Sources 

Eszablished under the Tanzania Sisal Ccrpcraticn Act 
(1367) which
 
w-s ;u[-'erceded in 1973 by the Tanzania Sisal industry Act :ich brought
into being the Tanzania Sisal Authority (TSA). 
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differ concerning the number of estates taken over (bet-reen 30-45), 
belonging to twelve ccmpanies. As of 1979, it was claimed that over 
137 million shs. compensation remained to be paid--an obligation which 
the TSC handed over to its parent authority the TSA when the TSC and
 
TSA were amalgimated in 1977. Before amalgamation, the TSC had abcut
 
20,800 workers (1974) and the TSA 177, of which 22 were senior staff
 

1(1976). it is perhaps indicative that while the TSA controlled in 
1979 almost 200 million shs. of funds, within the whole organization
 
there was "not one fully academically qualified accountant" (MBD 1979:3). 
The TSA operates under the usual Tanzanian pattern, with a General Manaper 
to whom divisional heads report; the GM in turn is answerable to a 
Presidentially appointed Board (10-15 members) headed by a Chairman.
 

As of mid-1977, the TSA undertook to decentralize its functicns to
 
several zonal offices. 2
 

3.69 The 1967 nationalizations-three more estates were added in 1968 
and some T-en-y additional ones in 1974-left the Gover=3ert in control
 
of more than half Tanzania's total sisal production. Hoever, the
 
plahtations taken 
 over tended to be those in dire eccnomic straits. 
Many owners had anticipated nationalized by ceasing to replant, post
poning factory improvements, or by sellirg out (one reason Tanzania
 
withdrew from the East African Currency Board in 1966, in order to
 
stem the flight of capita!). Whereas the most profitable and well-run 
plantations (such as the Swiss-owned, Amboni group) remained in pri
vate hands, the ones inherited by the sisal corporation were already 
near collapse. 3 Given the low prevailing sisal prices, the TSC put a 
substantial amount of funds into an ill-fated diversificatin program, 
attempting to convert its worst performing estates into dairying, horti
cultural crops, tea, or even maize production. For a variety of reasons 
this effort failed. Thus, after 15 years of subsidy and 4 years after
 
a complete reorganization, the government controlled estate sector was 
described in the Daily News (12 Ncvember 1981) in the following words:
 

1Figures frcm the respective Annual 4anpower Reports.
2This paragraph is based on material from UB's 1979 "Report 

B 8. TSA. Tanzania Sisal Authority," 55 pP. 
3For a description"of the plantations after nationalization in
 

1970, see Ndawula-Kajumba (1977) Socic-Eccno.nic Aspects of an African 
Plantation System, ERB Paper 77.1. 
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abandoned sisal estates-mostly overgrown by bushes--overageduncut sisal leaves,and decaying decorticators, ramshackle vehicles, dilapidated buildings, rusty workshops and, above all,frustrated sisal growers are reflective of the deterioratingsituation. 

The period from 1974 to 1982 saw production halved, dropping frcm 94
 
thousand tonnes 
worth Shs. 464 million to about 48 thcusand tonnes
 
worth Shs. 214 millicn (=B 1983). This 
decline virtually wiped out
 
the associated small-scale 
machinery services, most 
of which had been
 
in the hands of Asian family businesses within Tanga and Morogoro. 

3.70 A major further difficulty has been the adverse trend in the
 
labor market. Traditionally, 
 the majority sisalof workers did not
 
originate in neighbouring highland 
 areas (such the oras Usambara 

Pare ts.) but instead 
 came from remote parts of southern and western
 
Tanzania (Culliver 1956). 
 in the 1970s, by goverrment policy -his
 
interregional migration was 
 actively discouraged. In addi-icn, it
 
was likely that workers 
 were afraid of jeopardizing their claims
 

to land 
at hcme by being away, since the southern and -Nester= re_-icns
 
were the first to be villagized. In the TSA tried to enresponse, 

courage "cutgrower" production 
 by villazers (in 197,1/75 and -2 in J977
78) under a heavy subsidy for cut leaf (production reaching about 8,CCO 
it in 1975). When thE subsidy was dro:ed, smallholier deliveries 

effectively ceased (Spurling 1982:31). Local residens wi:hin the 
sisal producing regions-mainly Tanga, but also Morogoro, 
Ki1i anjaro,

Coast, and Lftwara--refused to cc-e forward to do the arduous work of 
sisal cutting. The plantations were thus trapped between low price
ceilings and rapidly rising labor costs-a situation exacerbated in
April 1980 for the private estates thewhen government imposed a confine
ment order requiring allthat spare parts and materials be ordered throuxh 
inefficient parastatal trading corporations (such as AISCO). eanwhile 
the TSA's estates resorted to underplanting, a whichtactic ameliorated
their cash flow problems but at a cost of crippling longer-r,.ui earnin. 
(As a perenr.ial crop, sisal requires several years cefore leaves can be 
cut). This background, then, explains why TSA was oe of he "-rataals
 
c"in: ccnoiJered for nossible 
 terM4,_ ::1 in , . 

http:longer-r,.ui
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3.71 Cotton is in many respects the small-holder equivalent of
 
sisal, being also a fiber crop which competes with food crops for
 
land and inputs and also subject to strong competition from syn
thetics on the international market.1 As with sisal, in Tanzania
 

it is a regionally-based crop.with about two thirds of annual pro
duction coming from Mwanza and Shinyanga regions. "hile it has
 
never been Tanzania's predominant export earner, cotton has usually 
been an important crop accounting for between 10-15% of the nation's
 
export earnings over 
the decade of the 1970s (though with a marked
 
slump in the mid-1970a). The crop is grown almost entirely by small
holders without benefit of large-scale irrigation, or parastatal
 

scheme management (unlike some other African countries like the Sudan).
 
The mid-1970s slump is usually attributed to the 1973/74 villagization
 
exercise, when the physical relocation of villagers coincided with
 
a time of drought. Cotton does 
best on heavy clay soils, which are 
widely found in Tanzania's lake regions but which can also produce
 
rice (peasants' preferred crop at times when cotton prices are low). 

3.72 From the viewpoint of the farmer, cotton has been a problematic
 
crop even at the best of times. First, to get the highest yi.elds it
 
should be planted early-putting it in direct competition with labor
 
for food crops (and this in drone-prone regions where farmers have a
 
strong reason for giving food 
 production priority). Second, the crop
 
is heavily attacked by a wide spectrum of insect pests. 
 The drought
 
resistant food crops 
 grown in Sukumaland accomodate some of these same
 
insects, so that when farmers spray 
cotton the insects simply move 
into the food crop stands. Official recommendations these days call
 
for between 8-12 sprayings per season-making farmers dependent in
 
turn upon 
an outside agency (the TCA) for credit, imported inputs,
 
and spare parts. The third problem is the labor intensive nature of 
cotton, which requires a heavy input at picking time (usually done 
by women and children). 
 Unless farmers practice all the recommenda
tions jointly, output falls off sharply and at current prices it may 
not be worthwhile even to pick a crop still in the field. 

1 Except for an excellent but dated article by von Rotenhan (1968) and 
a Ministry Handbook (1964), the major sources on Tanzania's cotton production
are unpublished Ph.D. theses. See especially Hankins (1974), McHenry (1971),

Shapiro (1974), and Malima (1971).
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3.73 The cotton industry is serviced by the Tanzania Coton Author

ity (or TCA) which came into being in 1973 (the Cotton Industry Act, 

No. 3). The TCA replaced the Lint and Seed Marketing Board, conti

nuing to occupy its Dar es Salaam facilities (hence "Pamba House" 

shared with the Ministry of Agriculture). However, the TCA's main 

organizational node has remained its Mwanza offices which have long 

served as headquarters for Tanzania's peasant-grown cotton industry. 

(Here see our notes in chapter 6 on the founding of the co-operative 

movement.) Control follows the usual Tanzanian system of having the 

General Manager report to a Board (10-15 members) under a presiden

tially-appointed Chairman. The TCA began life in 1973 with 805 employ

ees in a strong financial position at a time of high prices. It was 

also the recipient of early IDA loan support, a Shs. 145 million 

credit for cotton expansion in Geita district (LUDB 1974:96-98). 

3.74 While the former arketing Bcard had been fiscally cautious
 

and had confined its attention to the crop handling aspects, the
 

TCA followed the example of the co-onerative movement within :he 

Lake zone in expanding into seed-cake production and other ancillary 

activities. By 1977, it had 1,655 established posts: 87 in its head 

office, 1,054 in ;wanza Region, and a bit over 100 each in Kigoma, 

Shinyanga, and Creita; 2usoma had 19 staff and "orozoro 25. This 

staffing picture generally reflects the TCA's areas of concentration. 

!- is also worth noting its 1977 intention (from the !anjo,:er Report) 

"to replace the existing expatriate accountants who are estimated to 

be 20 and to be self-sufficient in this field by 1982" (WUn 1982:24). 

3.75 In recent years, TCA has experienced a strongly adverse finan

cial trend. KILIMO figures compiled in mid-1982 showed that while on 

its current trading account TCA showed a profit in 1977/78 and 78/79, 

from 79/80 the trend became negative with TCA's bank overdraft rising 

from shs. 232 million in 77/78 to a cumulative total of shs. 1,090 

million by mid-1982. These losses have ccm 1etely eroded the Author

ities assets. As with TAT, TCA has had problems in recovering loans 

from villages, an cut tanding debt for inputs of shs. Al million in 1982. 
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3.76 KILI.!O's supervisors had difficulty in ascertain4_ng ?CA's
 
true financial situation because the organization appeared 1o have
 
little financial 
control over its own field operaticns. in the 
PPM-B's own words, accounts supplied by TCA "are mostly estin:=es
 

and appear rather umreliable." Based TCA's
on own data, cost of
 
sales rose from 59 to 95% 
 of sales revenue over the period 77/7E 
81/82. Administrative expenses remained 
 fairly corstant ai about
 
30%. Most 
 of TCA's losses occur in regard to itj mandated role 
(from 1977 onwards) of purchasing the cotton crop from villages. In 
192, KILIL:O recommended urgent overhaul of TCA's financial system,
 
which suffers not from lack 
of data but rather inconsistency, in

completeness, and poor reliability.
 

3.77 An eauaily depressing picture emerges at the prcducticn level. 

Tanzania's total cotton output has fallen 35% from the averaze of
 
about 60,CC t 
 achieved earlier (1970-75). World prices reached a 
ten year lo,?! in real terms in 1982, when Tanzania's przduo~ion (82/33) 

was abcut 43,CCO t. in an ef'fort to increase prcduc.io., over
ment announced a 40 per cent %-ral) increase in producer prices
 

for the 8A/35 seasan, which 1iDB estimates would genera-e losses of
 
Shs. A"122 million for TCA. Az MDB notes, 
 "clearly. Goverrxen: should 
mate appropriate budgetary provision for price 'up-ort s i2y.n
 

th~; year's budget" (Z.D 1-3):34).l
 

3. 8 Cloves also contribute significantly to Tanzania's ecports, 
over 3,CCO t worth 393 million shillings in 1983 (DB 1983), but 

because they are grown almost exclusively on Zanzibar and Pemba 
Islands they were usually not shownin mainland statistics until 
1983/84. (Zanzibar is a small place, and the feeling amonz Zanzi
baris that they were subsidizing mainland extravagance was a source 
of dissension underlying the changes in Party leadership in 1984..) 
Details on Zanzaibar's clove production were not available to us 
in 1983. However, it is generally Rnown that the lslands' clove 
plantations have suffered from serious outbreaks of "dieback" and 
"sudden death" in recent years (Zanzibar Government 1978).
 

1 Though dated 1983, the 
 DB's 1983 price review was no: published
until early 1984, allowing inclusion of some i862/83 statis-tics in 
the 1983 report.
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3.79 Tanzania's cashew nuts are another regionally-based industry, 
like Zan'.ibar's cloves being a perennial tree crop confined to the 
coastal zone (mainly in the southern regions of Mtwara and Lindi, zut
 
also extending through Coast Region into Tanga). As with cloves, 
Tanzania is a major world producer. At the high point in the early
 
i97Cs, it produced over 300,C00 t of kernals worthraw nearly 2CC
 
million shillings, which came from an estimated of
350,000 ha plant
ings (M/DB 1983). Almost all this crop originated frzm peasant-cv.ne 
stands averaging about one hectare each. 
Cashews are drought tolerant, 
do not reouire high soil fertility, and can be grown extensively wizh 
relatively little labor input. As a long bearing tree crop, cashews
 
seem ideal for peasant producers, since they are complementary to 
rice and other horticultural crops traditionally 
grown in the ccas-ai
 
zone. it also seemed, as of the early 1970s, 
 that Tanzania could
 
mechanize cashew processing in order to export the higher value pr.
cessed nuts. Total export earnings (including processed nuts) pea--,e
 
at nearly shs. 5C millicn in 
 1981, when prices -for :awnu-s "xere C-ver
 
shs. .I,CCO per t and for processed kernals nearly shs. 31r,CC0 per
 

(MDB 1982).
 

3.80 The above background explains the World Bank's ill-i=ed i:-r
vention in "support" of Tanzania's cashew nu- industry, through f-
cDng a major expansion and :echanization of cashew processing. ,-e 
Cashew Authority (CATA) is another of the paraszatals formed in 1973 
(the Cashewnut Industry Act, no. 18), following the break-up of the 
National Agricultural ?roducts Boards into three separate units (CAA, 
GAFEX and N1.1t). Its headquarters are in Mtwara, supplemented by major 

.
facilities iz Dar es Salaam and Coast Regions. It has the usual struc
ture of a General Manager reporting to a board chaired by a presiden
tial appointee. CATA hac several changes in structure and managez.ent 
du'ing its early years, coupled with "extreme shortages in the fIn-_n
cial manaxemen" an. .-ccountinz areas." Its persistent staffing prz.
lens no doubt reflect ,Atwvara's isolated situation, where intermit ::n 
shortages of .iater and electricity are common (?AfDB 1979, B5:7-8). The 
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Authority plays a central role in village-level cashew marketing 
for some 7CO villages, to which it sends its own field toteams 
grade, record, and buy each peasant's crop. 

3.81 Gorld production of cashew nuts comes almost entirely (90%) 
from 4 countries-.India, Tanzania, Kenya, and Mocambiaue-with total 
annual output running between 300,CO0 and 400,000 tonnes fo.- the past 
decade. 'While India's production has fromrisen 90,000 t in 1974/
75 to 120,000 t in 1981/82, over the same period Tanzania's fell
 
from 119,CCO t to 44,000 (.DB 
 1982, 5:16). Traditionally, Tanzania's 
cashews were mostly shipped to India for processing. At the time of
 
the World Bank's initial involvement, there were two processing units 
in Tanzania, the Tanita (10,700 t throughput) and Mtwara (6,800 t) 
plants. Under two IDA loans, the Bank added processinz capacity in 
Lindi, Nachingwea, Masasi, Newala, Kibaha, and Mtwara itself, raising 
throughput potential fivefold to roughly 100,000 t (: B 1982, 5:6). 
Since actual production (CATA purchases) dropped to thanless 33,000 
tonnes in 1982/83, it is not surprizLng that CATA faces acute cash 
flow and debt repayment probLems (MDB 1983:31). 

3.82 How did the World Bank get its own projections so wrcnz?
 
One reason is, 
 of course, India's aggressive protectionism which
 
for a period even 
 removed the price differential bet;-een ra-. and
 
processed nuts. while
But this may explain w'.Ihy CATA loses money 
on its processing operazion, it does not answer why peasant output
 
has dropped 
 to one third earlier levels. Inside Tanzania, cne hears
 
numerous "explanaticns" 
 (see Ellis' amusing review in ERB Paper 
cited earlier). 
 The principal cause has undoubtedly been villagiza
tion, which place intook earlier southern Tanzania and which ccm
pletely disrupted peasants' individual holdings. Added thisto in
 
subsequ-it 
years have been drought, a disease and pest buili-up,
 
failure to 
replace aging trees, and low official prices. From 1981/82 
the price situation has been rectified, but meanwhile Tanzania has 
lost its predominant position in the world market and nobody knows 
what to do with CATA's expensive processing capacity lyin:g idle. 
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3.83 Tobacco and tea are also industries where expansion in the
 
peasant-grown sub-sector 
 took place after indpendence, even becoming 
"success stories" for a brief period. As it happens, Tanzania's
 
peaiant-grown 
 tobacco is unusually well documented. 1 There are
 
three types grown, mostly flue-cured (80% of so of the total)
 
produced in Tabora, Iringa, Mbeya 
 and Rukwa Regions, but some fire
cured tobacco 
 in Ruvuma and a little burley in Morogoro and Tanga.
 
Starting from 
 a base of 12,00 t worth 134 million shs. in 1974,
 
Tanzania's production 
 rose to a high point of 16,000 - worth 262
 
million shs. in 1976 before a 
 dramatic decline to 7,COO t in 1979. 
1982 output has been estimated at 9,200 t, valued at 170 million
 
shs. (DB 1983). The great bulk of this comes from Tabora and
 
Iringa, 
 75% or more from smallholders living in "tobacco villagesc
 
but some still derived 
 from larger farms in Iringa (formerly run by
 
Greeks belonging 
 to the SHTGA). Some of Tanzania's production de
cline can 
be ascribed to the squeezing out of SiTGA -roers in the
 
1970s and to Zimbabwe's vigorous re-entry 
 into the international
 
market--during UDI, Rhodesia's 
 tobacco exports were restric-ted
buT mostly the problems have been internal to the indui47y itself.
 
The decline in quality and 
 output of Tanzanian tobacco has occured
 
despite receiving major support from 
 the World Bank to the Tobacco 
Authority (TAT). 
 It is in marked contrast to the successful recor
 
of tobacco production among small-holders in western Kenya and in
 
Zimbabwe, though alawi's tobacco farmers have 
 experienced some of 
the same problems that Tanzania's have.
 

3.84 For the villager living in western Tanzania, tobacco has 'Pen
 
a demanding crop because 
 of its heavy input requirementZ o-hich 
must be obtained on credit from the TAT), because of a high degree
 
of skill needed, because of major investments farmers must make in
 
curing barns, because tobacco is demanding of soil nutrients and
 

iSee J. Boesen and A. "Ichele (1979) The "success Stor" of ?'asant
Tobacco ?rc']ucticn in Tanzania, Uposala: Scanriinavi~n Inti:u-e of A:'ri
can .;u.Aies; H. Feldman (1975) "Rural Social i-'fe-rentiaion and ?oljti
cal Coals in Tanzania," pp. 154-lJ2, In, I. Oxaal et al. (eds.) Beyondthe Sociclo?: of Develonment, London: ioutledze: .,. zhe:fler (I)
"Tzobacco 2chemes in the Central In, H.Diegon," -iu:henberz ked.) naolhclzer ?arminz and Smallholder Development in Tanzania.Veanao 6. .. =ich: ei forum-er±ag;S. .ueller (1~0) . .:.'ei o u....The Ararian ,uestion in -anzania:The Case ofTobacco. Boston Univ. African 3tudies Center, ,,or.<:nC PaTers o. 2. 
3ostcn: Boston University, 25 pp. 
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competes directly with food crops, and because of the large a.mount
 
of firewood needed in tobacco curing*1 In 
 "fueller's words (1980'12-13): 

The inputs used in tobacco are fertilizer, "seedbed packs (containing insecticides, fungicides and seeds), packing material(tarline paper, jute twine, and hessian cloth) barnand fluesin the case of fire cured tobacco"... An initial investment isrequired to clear the land and to build curing barns and grading sheds. Furthermore, in the case of fire cured tobacco,peasants must also pay for the transportation of firewood or
haul it on their backs. Although there is a 50 percent subsidy ... the Tobacco Authority 
 ... actually reimburses theGovernment for the inputs and then deducts them from the worldprice, thereby thelowering producer price. Effectively then,there is no real subsidy to directthe producer .... The cost
of tobacco inputs as a percentage of gross income 
 has risenfrom 20 percent to as much as 50 percent. 

Mueller also points out that tobacco is an unusually risky crop
 
when grown under Tanzanian conditions (1980:15): 

.. its production consists of a number of stages where anymodifications or cutbacks in constant and/or variable capitalincreases the potential for loss. At many points duri:gduction and marketir.g, individual producers 
Orc

are de-endent onstate organizatiors outside the village.... Inputs -..must 'Ce inported some-iimes do not arrive on time 
hch 

for a va,iety of reasons.... Once inputs are 
delayed, for .ha.e. reason, the result may be delays in planting, curing- or market
keting...
 

TAT is respcnsible for transporting firewocd to :c -ccovillages; however, 
dual 

often it dcr not do so, leavin : :-°;farmers to perform owntheir cutting and hauling. Hencethe tendency to use too little firewood in the curing prccess,thereby increasing the likelihood of loss and reducingquality (the grade) of the tobacco prcduced. 
the 

Althcurh TAT is
supposed to pick up the cured tobacco from villare baling shedsseveral times a week, there 
 often delays of up to severalweeks. 
are 

Most villages do not have adequate storage facilities,and the tobacco is often ruined 
.... Once tobacco is sold, producers may not get paid for up to three months, due to delaysin accounting between TAT TRDB.and Even then, th- returns areonly 40 percent of the total purchase price, as 6C percent isautomatically deducted to repay for the inputs which have beenreceived on credit. Farmers have been known to "wha-ask urbanworkers would do without three months salaries" (Interview lu,78)
and more and more are switching to maize where 
 one gets paid at 
the point of sale.
 

ISee A. Temu (1979) Fuelwood Scarcity and Cther Prob1e Assoc_.:edwith Tbacco Production in Tabora iepion, Tanzania. "or-cworo: Div4scnof Forestry, Faculty of Agriculture, Forestry and Veterinary Science, 2 2pp.,(an account based cn the author's Ph.D. thesis research). 
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The exhausticn of firewood around established villages has emerged
 
as a significant production constraint, as have 
 other less recognized 
problems such as rapid soil depletion and a build-up of nematode in
festation. Until recently, TAT had almost no concept extensionof 

work, failing both to insure 
 grcwers received reliable seed and to 
provide its own extension staff with basic guidelines concerning what 
and how to "extend". Indeed, one of the main changes which the
 
establishment 
 of TAT in 1972 involved was to transfer to the Authority 
all extension functicns for tobacco which had formerly been under the 
Ministry of Agriculture (I-DB 1974:92).
 

3.85 Another mistake may have been to locate TAT's headquarters
 

in 1:orogoro--a ccmprcmise because this was the juncture
transport 


between western and southern Tanzania. However, this meant that
 
BAT's already developed facilities at Urambo and Tumbi Research
 
Station in western Tanzania were far removed from managerial deci
sion-making, and from TAT's prccessing and storage 
 facilities (all
 
located in a new IDA-financed complex at Iorogoro). :crozcro lies
 
in the hot, sometimes humid coastal zone. Its labor is notorforce 


iously slack, even b. Tanzanian standards; sicred leaf can easily
 
beccme moldy; an: every tonne of 
tobacco processed must be t:ans
shipped twice. By 1978, TAT which 728
employed workers in 1974 had 
grown to 1,757, nine of them* non-citizens (ZtD 1982:ll). The ZA 
t-bacco project (1971-1976) in fact realized only about a cuarter 

of projected increases in tobacco area and even less than that
 
of anticipated output. Tanzania's export situation 
has meanwhile 
been jeonardized by a precipitatuous decline in it3 tobacco duality. 
By September 1983 the situaticn was so bad t~hat TAT could no longer 
meet Tanzania's tiny internal demand for finished cigarettes--reportedly 

because the of left oi:houtshut-off imports TAT cigarette paper. 
Since sales tax revenues on cigarettes are a significant ccmponent 
in the Government's revenue, once ai-ain State iouse had to intervene 

by calling the industry's representatives into conference in Dar es 
Salaam. None of these points are news 
in Tanzania, but they explain
 
why TAT is oeen as one of the weakest crop authorities. 
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3.86 The tea industry in Tanzania though small (2-4,0 of :otal export
 
earnings) is an interesting case for two reasons. 
First, direct ccmp
arisons are possible to tea production in neighbouring countries (Kenya,
 
Uganda, and Malawi), all of which-like Tanzania--began sma'al-.holder
grown tea from the nucleus of an existing, estate-grown industry.1 Seccnd,
 
the Tea Authority (TTA) was Tanzania's pilot crop authority (established
 
under the Tea Ordinance Act of 1968), modelled closely on Kenya's highly
9 
successful KTDA. Total tea production peakea in 1977/78, at 
18,462 t;
(YDB 1982); since then it has declined to 11,900 t (!IDB's 1983 provisional 

estimate for the 1982 season). 

3.87 Tea is grown within Tanzania in several widely scattered locarions: 
the Usambara L'ts. (Tanga Region); Mufi.nd_ an4 Niombe (iringa Region);
 
Run-,e (ibeya Region); and Bulkcba (Kagera Region). The reason for this
 
dispersion is both historic-the clusterin-7 of estates producers in 
Mufindi and also the Usambaras--and ecological. Tea requires acidic
 
scils and reliable rainfall. In East Africa, these two condi.i..s tend 
to occur either near -he great laces (e.g. 3ukoba), or else on 2cuntain

s at .. _altiudes. there .. fe-x In.t
.ile 
 ere es.azes 

Usambaras which ourchased green leaf .ro:.n .urrt... .... lhe (
......... .e lL old;ers (and 
still do), the main impetus for entry of Tanzanian peasants into tea 
production came after Independence at government initiative. Today 

-
the smal:aold; comoponent constitutes roughly one third of Tanzania's 
toial output, e.g. TTA factoris in 81/82 prcAced 5,1o' - -;ihin a 

of l,9;959 tornes. Ofthe total planted area of l0-1O0 ha. 45 
-3 found on private estates, 6-% on TTA's estates, and o6:on :h a zm:as 
of oome 9,iCO smallholders with a mean plot size of .34 ha (1123 !G82).
 
These aggregate totals conceal significant local differences. For 
example, much of Bukoba's comes -tL- from raditicna, itercroc:el frt
:n 
 and a substantial share of smallholders (J6- of ha and -a of 

4rowers) are ::.ma in arn::le Riun.Te.a area arcaund 

e Da n Ethr (r,7n) "Econo;:1ies of "caile and Tec-icaa 1 

.cierncy: A Ca-e 6tucy in- -ea ?rcauction," East AfricnJ. of tura veeio-Z
nent, vol. 4, no. p. 72-87. 

2I. Lamb and L. Yuller (1982) Ccntr(., Accountability, and incentives
in a Zuccessful 'Ev.elo.ent Institution: The Kenya. Ie yeelooe ntAuth"Or

... orl 3a.-- ...af or... ?apers, :.o. J ..... : 0he 
,iorld Bane, 71 pp. 



3.88 TTA's headiuarters is located in dcwnt own Dar es a-aa, juSt
above FA0's. The General L:anager reports to 3oarda of Direcoors. 
Under him cce (as of 1980) four departments (administration, produc
tion, marketing, and finance/planning) as well as fcur field branches 
located in TA factories within the different production zones. The
Authority supervises smallholders-registering 
 them, providing planting
material, arrang-n. credit and inputs, and organizirg leaf collectdn
 
and buying--as as
well running its own estates, buildinz and operatin
tea factories, an supplying Brooke Bcnd Liebig's with made tea for

internal Tanzanian consumption (20% or more of 
 its factory, outnut).
While TTA hat 1,666 employees (as of the 1978 -_ Annual Rejort)

many of these were seasonal laborers 
 and according to Worli Bank figures
the Authority reduced its headquarters staff from 240 in 197A 93to in

1979. As it ha. in Kenya, the "0orld rankrov ded 
 ini iai -2" .I '-rne;. facicrieo, lin-ed schemes for outgrower expansicn, and the ccrstruc
tion of "tea roads" so that rapid leaf collection could be extende to 

..... area ar_:- each factory. At that time it "as planned that
 
regional co-czera 
t.e uions would hold 49'^ of the shares in each of
the new f--ctories, with the A f
supcl-in Z-Da -

n... the co-operatives and TRDB ('JDB 197_1-1) :-as zriina- c7.-:l-nned that the factory profits ... furnish The 1rr
 
part of TTA's revenue. In actuality, since 
 construction the factories
 
ha.e run aat and the TTA hadhas to rely instead for revenue nselling c.' te. stutmps, cess madea on tea, and goverrzent subventicn-. 
2.89 The disaocintin- trend in tea prcdixction r!elates bz-:h to outp;ut
and to quality. TTA factory output dropped from 5,555 t of made tea in77-78 to t3,986 in 81/82 (B 1983:32). The Rung we factory at the center
of smallholder production operated far belos capocity ">'!e to -echanica
 
problems *t the factory, lack of leafgreen trnn.-,ort vehicles -n'. rr_age of pluckers" (:iDB 1982:3). "while 
 r,.': estates ocerated unier evengreater ccnstrains, their output decli..p vnac less than 
As :..D3 notes, their perforar.ce '.:as 

s 
"a t t-.e -a-e-" - a abI it'rof -he -riv: e tea producers" (:.:DB 19£:). Pocr response :rc. smallholders 

can be e-.:eIinea by the fact that in real zrice terms t..e reaiZ-d 
by the prcducer ec ired .fr -.T 3 .! l _1 , o J I . 
(ID3 1982:19). 

http:perforar.ce
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3.90 Sugar orcductLon in Tanzania is from sugarcane, not sugar beets. 
Almost all the officially marketed production comes fcm four sugar 
companies, two located in Lforogoro Region (Kilombero and tib;wa) and 
one each in the North (TPc) and in the est (Kagera). 'Itibia and T.C
 
represent former estates which were put 
 under public c.nership while
 
retaining expatriate management. Responsibility for 
sugar development 
rests with the Sugar Development Corporation (SU& Cc), a :ublic c orpcra
ticn (as ccntrasted to a crop authority) formed by executive order
 
in 1974 (under provisions of the 
 Public Corporations Act, no. 17 of
 
1969). SUDECO wholly owns its subsidiary companies, 
 which have an
 
installed capacity of 
221,OO t but were in 1980/81 producing about 
li8,COO t. Even excluding Kagera-out of action during the War L't
 
Uganda-capacity utilization 
was 69% and declining as of late 1981. 

This necessitated an embarrassing intervention by the 
*orld ;ank to
 
finance a sugar rehabilitation project even before 
 its original loan
 
to the sugar industry had terminated.' The individual companies are
 
large employers, !tibwa having 3,972 
emoloyees ( non-cit.izens) and 
Kilom-ero having 8,:CB (21 non-cltizens) in 1978; at this tL-:e S'2D-
ECO employed 142 in its headQuarters unit (,A'£!D l;8_2:!2-l2). 

3.31 At the very bottom of the list both sizein and in :rofitab :
l.ity come the Tangan',ika Pyrethrum Board (PB) w.hi... in I had l"
 
eiployees, 
 and the General Agricultural Prcucts EXport Corporaticn 
(JAPEX), which had 570o(MM. 1982:1A-15). TP3 has continued -o x - -- nd 
its administrative expenditure (mid-1982), thouzh pyrethr-z producti:n
 
fell from 4,CCO t in 
 72/73 to 1,600 in 82/83. Thi. decrease mostly 
reflects the intense competition from synthetic pyrethroids, which 
reduced the overseas selling price from $ 6 2. 6 0/kg in 1960 to l 
in June 1983 (LMB 1983). GAPEX which like SUDECO is a public corpora
tion handles a range of minor crops which are usualy low-volume, high 
ri.s crops to market (cardamon, cocoa, castor seed, pulses, beans, an
mi-mosa extract). Up to 80/81 it had a positive working capital situa
tion, but since then has accumulated growini: losses.
 

1
Thich appeared to be working, at least "cL.:c's figures znindustry profitability as of mid-1982. Data reflecting the recent
 
collanse in sugar prices in 1981 is not 
yet avaiize. 
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c. Agriculture in Zanzibar
 

3.92 Except for cloves, the foregoing review makes no mention cf
 
Zanzibar's agricultural production. 
 In future, this cmission will
 
become unnecessary. 
After twenty years, Zanzibar's statistics are
 
finally beginning to appear in the United Republic's documentation.
 

The gap until now arises because at the operational level the r'ain
land's and Zanzibar's ministerial structures remained totally separ
 

3.93 Based on a 1978 Zanzibar Government document, WIe 
have Completed
 
the Fourteenth Year, certain rudimentary aspects of Zanzibar's agri

culture can be described. At the consumers' level, the Zanzibar
 
Government directly subsidizes a number of agricultural commodities: 
rice, sugar, wheat flour, ghee, meat, and tinned milk. Rice cultiva
tion has been the Linistry of Agriculture's top priority (at 
an earlier 
stage even er-joying USAID support and more recently help from FAO). CTf
 
35,700 acres devoted to rice in 76/77, 16,600 were 
under Mechanize
 
(state farm) production, vs. 
19,00 acres hand grown (by smalihci:e.-ir:. 
Other significant crops in 76/77 Zanzibar andon Pemba include Ban-nas 
(27,1-2 acres), maize (10,363 acres), sorghum (9,986 acres), tannia 
(4,729 acres), copwoeas (2,385 acres), pigecn peas (2,-'67 acres), an: 
mun- beans (1,725 acres). The 1inistry began a ne- sugar plantati:n
 
at !acnda, ijih a yield in 1976/77 of 60,oo t (givin abcut 6,0C0
 
t made sugar). A second planned estate of 1,CCO acres would bring 
the Islands' total 
to 4,CCO acres capable of producing 80,CCO t of 

raw cane.
 

3.94 Coconuts traditionally have been an important Island crop. 
The 
low yields obtained in recent years reflect the fact the ex:e:n.ion 
services paid no attention to coconuts. Farmers left their tree-c to 
survive is semi-wild state, without giving any assistance after plant
ing. This 
 situation is addressed by the National Coconut Levelopzent 
-rczram (or :ICDP), a German aid assisted project, which is cn= of the 
fe:; operasicnal prcgrams involving both the mainland and the sians. 
Out of NCDP's 1,2CO ex-lension staff, about 150 occur in Zanzibar or 
Pemba (of w-hich 25 are diploma holders, 40 have certificates, an_ the 
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rest are auxiliaries). The focus of the campaign is on getting
 
farmers to 
plant improved varieties and to employ recommended husbandry, 
i.e. no fires, insect control, ring weeding, ferilizer, mulching, and 
intercropping with food crops. The NCDP operates a cycle of training 
sessions for staff and farmers alike; if adopted, its recommendations 
can boost oroduction from an annual average of about 21 nuts per tree 
in a neglected stand to a maximum of 72 per tree when new varieties
 
are given fertilizer. 
 A side benefit is that food crops grown in
 
amcng the coconuts al :o show 
 significantly higher yields. The Zanzi
bar State Trading Corporation (ZSTC) handles all the 
 Islands' agr-i
cultural exports, 
 among them being coconut oil and copra cake. 

3.95 The chief problems facing the Islands' livestock industry are 
the very limited areas available for grazing, and the many health and
 
nutritional problems associated with keeping imoroved Ftck in the
 
hot, coastal climate. It is estimates (1978 fig'res) that the tola!
 
number of beef cattle 
 on Zanzibar is 2,955 prlsmentad byu smlltc
 
and a :ew 
 dairy animals. Zanzibar's third airy far.. (a t .a.bi)
 
received assistance frcm Heifers' 
 International. A -- iy p-lan
(5CO liers/day) servin, the tc,,an of Zanzibar becamne o.eraticnal in
 
late 1977. The Veterinary Services have 
 concentrated on control of
 
Eas: Coast Fever ard the po.sibility of intrcd':inz rtifi-±'.! 
jns 2
na'ion. The Zanzibar Livestock Development Department also had a
 
small FAO/MDP project (URT/73/028) 
 aime. at developing zwo ailot 
units for smallholders keeping cattle, one (C.5 ha) beinz a simole
 
2 cow stall-feeding unit 
 and the other (2.0 ha) being slightly more 
elaborate and including a rotation of intensively growzn focd and 
fodder crops (Reynolds and Lund 1981). The Islanis' 6overnment has 
also negotiated access to a 88,00 acre ranch for its use in Bagarmoyo 
District, on the manland opposite Zanzibar. Indeed, the main poten
tial for the Islands' future agricultural development w.:ould seem to 
be through ccmmercial undertakings in the ccastqi zone cosite 
Zanzibar and Pemba. 
 The crops and climatic condit-ions would be
 
similar, but such plans would require better communication.links than 
no.. exist to the mainland. 
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d. Food Crons 

3.96 In mainland Tanzania, attention to food Policy often follo.s ad
 
verse seasons, when a food deficit forces the Government tu consider 
raising producer prices. Then, typically, worry arises that Peasants
 
may be shifting resources out of export crops and the emphasis sh"fts 
back to export crop promotion. As a consequence, food policy varies 
from receiving a high priority to low priority, and sometimes promo
tional measures 
overlap good years and cause an embarrassing surplus.
 

This situation is an inevitable consequence of the large role of sub
sistence, rain-fed production under circumstances of high risk as
 
the basis of Tanzania's food supply. Factors influencing peasants'
 
decision-making are only poorly understood, and each season may 
evidence a different pattern from the one which preceded it.1
 

3.97 Basic aggregate data on Tanzania's food supply situation are
 
readily available within country. Most useful 
 are the JD3's annual
 
price recommendations, one volume of which is to
typically devoted 

maize, rice and wheat. There is 
 also an excelent overview report, 

the Ministry of Agriculture's National Food Strategy (19:A). Hc-
ever, the user of Tanzanian data should keep several thinis in mini: 

i) MB estimates are generally not based on actual field surveys, "=:
 
represent instead guesses :!DB's staff
reasonable which field send to Dar
es Salaam; ii) data are weakest for the "minor" crops and mopt zrginal 
regions; iii) the largest "unk-nown" is the extent of non-cereal ;rc
duction (bananas,. cassava, etc.) its movement the
and through unoff!
cial trading network; and, iv) each season tends to be 
a case unto
 
itself, making forward projections very hazardous. 2
 

3.98 A main message of this report is that over the longer run, 
there is no necessary reason why Tanzania should encounter major fo: 
deficits. The country's resource endowment-the lake induced precipi-

Key sources on food in Tanzania include Keeler (1982) The Con=-p
zion Effects of Agricultural Policies in Tanzania, Renkow et al. i
'I-e ?oential ffects of Alternative Structures and Pric nz ?olicie. ..
Yaeger and ziler (1962) Food Policy in Tanzania, Zwanberg and Hoan 
(1981) implications of the Drouaht Syndrome..., and various TF'C reports.

2Assistance for conducting field surveys on 'arm costs and re;urns
to zhe 1133 staff was one possibility mentioned for fuiure USAID supo_'orT. 
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tation in Kagera, Ubeya and Yusoma Regions, its substantial but
 
underdeveloped irrigation potential, the atypical rainfall regime
 
in Tanga Region, and the relative abundance of land resources in 
the South and West-all combine to give Tanzania a reasonable ho:e 
of some day achieving food self sufficiency. Nevertheless, in KCeyne's 
oft-quoted phrase, "over the long run arewe all dead". 

3.99 in "he short run, Tanzania's deteriorating infrastructure,
 
its balance-of-payments 
 crisis, and the ctntinued concentratic of
 
human populations around Dar es Salaam or on drought-prone lands of
 
north-central Tanzania are likely to accentuate food 
deficits. At 
present the nation's diverse geography constitutes a marked disadvan
tage. Even in times of apparent drought there wil be certain regicns 
which do receive rainfall, making overall reports vague and contra
dictory (as happened in 1983/84). Perhaps Dodoma has a marked fccd 
deficit but nearby Singida gets a reasonable crop (as in 198a). The
 
question then is to what extent Singida's surplus will =eet Jodoma's
 
needs through unofficial channels? Nobody can say ita certainty,
 

uLrti.that drought is widespread there is a tendency to iiscount
 

scattered reports of hardshi. The biggest impcnderable is ,O-s 
the unofficzal market can meet people's needs. Parallel market trading 
of food stailes now represents the larger oir marketedof Tanzania's 


food, but is no- monitored officia-lly.
 

3.1CC Regional patterns of surplus relative to deficits are shown 

in Table 3.8 overleaf (1980 estimates). These fiures support the 
observaticr made above, that Tanzania's regions exhibit varying 
patterns. Ly the Ministry of Agriculture's own reckoning, the country 
has no less than 16 major agroeconcmic zones, comprised of "I sub-orouzs 

",here agricultural conditions are sufficiently h.cgencus to warrant 
the adootion of a single, uniform agricultural policy" (XIL 0, 198i: 
7). Since technical packages to match theze ,' units do nct yet e:ist, 
past atte..2ts at imposing uniform recommerndations on en:ire districts 
and regions have probably introduced an additicnal source of uncer
tainty into situations where pr-duction was alrea y quite risky. 
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TABLE 3.8 

REGIONAL SURPLUS/DEFICIT FOR FOCD CROPS, 1930
 

(coo tonnes) 

Region: Rice Maize Millet Sorghum Wheat Cassava Bananas
 

Arusha - 15.1 15.9 -- 3.5 20.5 - 0.1 17.2 

Coast &
 
Dar es Salaam - 54.7 -114.9 -4.9 -10.9 46.0 5.1 - 6.2 

Dodoma - 4.1 6.o 1.6 - 7.4 - 4.4 - 0.5 0.1 

Iringa -- 40.9 -- 1.6 24.8 0.5 - 0.1 
Kagera - -4.2 0.1 -2.0 1.21.2 -- 22.6 

Kigoma - 5.5 -11.8 -- 0.1 0.4 3.1 	 6.9
 

Kilimanjaro -13.5 - 5.0 - 0.2 -1.2 -0.3 -- -67.9 

Lindi 0.3 - 1.9 0.1 0.2 0.2 1.8 -	 0.3 

Mara 	 - 1.0 11.4 0.3 11.4 - 0.2 2.9 0.4 

'beya 12.5 10.9 0.9 -- -5.9 0.6 8.6 
moroxoro 0.5 6.9 -- 3.5 -6.7 8.8 2.6 

Itara 	 - 0.2 - 1.9 -- 4.3 - 1.1 13.- 0.6 

Mwanza - 2.8 -2.8 0.2 -0.3 3.3 10.9 -	 3.5 

Ru'.Iwa 6.6 45.4 32.2 20.9 1.5 3.1 0.2 

Ru-,ura 2.4 28.4 C.1 6.0 4 .6 3.4 -0.i 

Shinyanga 13.9 1.0 -22.4 20.2 0.3 2.7 --

Singida C.3 0.3 25.1 15.9 C.9- 0.3 0.3 

Tabora 1.3 3.9 1.6 0.2 2.9 3.8 0.2 

Tanga -4.2 -15.2 - 0.9 7.9 2.0 2.8 

Source: 	 Ministry of Agriculture and Livestock Development (1984) 
Tanzania National Food Strategy, vol. 1. Main Report. 
Rome: FAO for KILILO, Table 3, P. 7. 



- 118 
3.101 Estimates of food deficits represent potential ovements of 

food rather than total prcduction, for which figures were givenearlier (Table 3.7). 
 In total production, bananas and cassava
apparently outweigh cereals in respect to their ouantitative contribution to the national food supply (mean production per head of 217kg as contrasted to 178 kg for cereals). As in many other Africancountries, a danger exists too much attentionthat will be given bydonors and KILIMO to the cereal crops. Unanticipated changes like
the rapid spread of cassava mosaic (taking place in coastal Tanzaniain 1979/80) or 
of fungus diseases in bananas can have 
a dramatic
effect on the overall food requirements. Another worrisome featurein 1983 'was the spread of the scania beetle, which reportedly could
completely destroy stocks of maize flour held under usual villageconditions. "inor" problems of this nature if not checked couldreduce total food supplies by, say, 20% in even a good year--indicat.ing the precariousness of the go-vrernent's ability -o safeg-uar
 
food self sufficiency.
 

3.102 In regard to long distance, traded food, maize is farcountry's most significant 
by the 

staple (especially since the "offica_--Jymarketed totalre.resens the smaller proportion of actual foc Movements). Estimates of food grain prccurement, sales, and imports(based on NI'C figures) for the seven years from 75/76 tc 8 l/ a
given in Table e

3.9. Maize is not an ideal lowland crop, with
the best yields occurring in highland areas 
 similar to those of Kenyaand Zimbabwe (where hybrid maize represents a production "successstory"). However, mechanized large farms account for only a smallamount of Tanzania's production (coming principally from NAFCC farmsor TSA estates,. which sometimes inter-row crop sisal and maize). ;ostproduction is by villagers, even in high risk areas like Handeni,Singida 
or Shinyanga where government and Party officials have been
trying to promote a return to the traditional crops of sorghum andmillet. 
 It has been estimated that roughly 75% of domestic productionis retained for home consumption; total purchases by the : aticnalZillini Corboration (NL!C) were in 1981/82 some 113,000 tons. 
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TABLE 3.9 

PU'RCHASE, SALE 3k i.?CRT OF FCOD GRAINS (19'76-82" 

(OO0 tonnes)
 

Cr op 1975/76 76/77 78/79
77/78 79/80 80/811 8!/82a
 

Maize
 

Procured 
 91.1 127.5 213.2 220.4 IC4.6
151.5 113.0
 
Sales 145.4 132.8 145.0
109.0 224.7 258.A 350.0
 
Imports 106.5 
 41.6 
 34.2 49.0 4.5 274.6 200.0
 

Wheat
 

Procured 24.5 27.1 35.3 28.8 
 26.6 27.9 34.0
 
Sales 60.3 68.7 38.7 95.1 
 58.1 45.1 84.0
 
imports 60.2 33.5 40.5 61.3 32.5 8.7 50.0
 

Rice
 

PrCcured -
12.0 id.4, 35.1 3-. 0 
 30.2 12.6 20.0
 
Sales 
 34.7 52.3 74.6 74.6 80.o
55.7 6C.c
 
imports 24.8 5.3 l.2
e. "4.7 'z.? 4C.G
 

To-al 

Procured 127.6 169.2 283.6 283 .2 218.3 115 .1 167.0
 
Sales 240.4 174.5 314.7
272.3 336.- 3.5 4e-.0 
Im pcrs 201.4 80.5 122.8 53.5 91.7 3.5 290.0
 

aProvisional figures.
 
bSource: -BD 1982/83 Price ?olicy Reccmmenaticns, Arnex 1. Cited -n:
 

Ministry of Agriculture and Livestcck Develovpent (1984)

Tanzania Naional Food Strategy, Vol. 1. -ain Ren-ort.
 
Rome: FAO for KILIiO, Table 2.
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The concentration of production in places with a high variabilitj in 
rainfall, e.g. Iringa, Arusha, and Handeni, accentuates the inter
seasonal variations in iaize production. Where rain is more reliable, 
as in Mbeya and Songea, transport costs become prohibitive. Maize 
production in southwestern Tanzania increased under the pan-territorial 
pricing of he 1970s, which also subsidized movement of fertilizers 
into these same areas. No doubt the removal of this subsidy in recent 
years will once again encourage maize production in the higher risk 
areas which happen to lie nearest the main population oncentrations. 

3.103 Rice and wheat are grown quite differently from maize. Rice 
has long been a staple food in parts of lowland Tanga, Morogoro,
 
Mbeya and Mwanza regions which contain swampy areas ideally suited
 
to traditional, small-scale irrigation. Without official encourage
ment, rice producers mainly used 
 indigenous varieties and family labcr 
to farm small plots under "recessional" irrigation. Officially mar
keted rice comes 
 from a few main schemes, such as Ybara!i on the Usanzu 
plains near Zbeya or Mkcmazi in Tanga region. Elsewhere little atten
tion was paid the crop by either. KILI;iO or regional authorities. Some
times, as in the Lake regions, official campaigns aimed at pr:Mcting, 
say, cotton, have interferred with farmers' preference for growinzg rice. 
In years when high prices were permitted, farmers' producticn resocnse
 
has been good and one suspects this is all that is 
 really required to
 
get higher output over much of Tanzania.1
 

3.104 Tanzania's wheat production can be portrayed as either a miracle 
of modern agricultural engineering or as an economic disaster, depend
ing upon which side 
 of the story one chooses to emphasize (Freeman 1982). 
Wheat is extremely susceptible to rust in wet seasons, and is therefore 
grown on the drier upland areas of Kilimanjaro and Arusha regions. 
Originally introduced by European settler farmers, wheat briefly be
came a smallholder crop grown by Iraqw 
farmers in "'bulu and Hanang
 
districts as well as by European estates Weston Kilim-anjaro (Raikes 
1970). However, in the late 1960s and early 1970s seed bean produc

1 In recent years the Faculty of Agriculture at Uorogoro has beeninvolved in testing IRhI derived varieties; earlier farm budgetary
studies by -hapiro in Jeita and Yoshida in 1fiji provide data show
ing the greater profitability of rice as compared to cotton. 



- 121 

tion for export to Europe displa.-ed wheat on many of the farms where
 

wheat had been introduced. Also, a deliberate Party decision apmears
 
to have been made to squeeze out the larger peasant producers (or
 
kulaks) among the 
Iraqw (Freeman 1982:490). Land which had been farmed
 

by Iraqw and Barabaig peasants (the latter being a pastoral group whose
 
traditional rangelands proved excellent for wheat) 
was taken over to
 

create a complex of state-farms operated by NAFCO with CIDA assistance.
 
Production is highly mechanized, with one 
Canadian advisor and mech.anic
 
for each 10,00 acre unit; the complex of farms around Lake Basutu
 
in Arusha Region was projected to go from 7,300 acres in 1976 
to
 
70,CCO in the 1980s (Freeman 1982). Of course, 
this has also meant
 
that scarce foreign exchange would be required to repay costs 
of ex
patriate management, spare parts, tractors, and fuel. 
 Indeed, by the
 
MDB's calculations, for every $ 
 100 worth of wheat produced, 4 62 ust 
be spent in foreign exchange (1ADB 1983:6). W1heat purchases in i982jc3 
by .'-C rose to 31,2CO tonnes, the hig-hest total since 1977/78; 9,, of 
it came from Arusha Region (DB 1983). 

3.105 
 In many respects, Tanzania's overall "economic crisis" deri-;es
 
from performance in the food-crop sub-sector for reasons that are 
both
 
positive and negative. On the positive side, Tanzanian peasants have
 
shown themselves quite responsive to econmic incentives-which, -.
 
the late 197Cs and early 198 Cs, has meant producing "food crops" for
 
unofficial sale rather tUhan export crops. This movement out of the 
export crop sub-sector is one basic cause 
of Tanzanii's foreign ec
change crisis (as argued in the 1982 ILO Report and in chapter two 
of this reoort). Thus the costs to the Tanzania Government are :a:
tially offset by increased security of food supplies, and by increased 
real incomes being received by at least some rural producers.
 

3.1C6 Cn the negative side, few outsiders realize that losses in
curred in handling food grains are 
the single largest component in
 
the massive debt which Tanzania's crop parastatals have accumulaze.z.
 
As of mid-1'9o2, the N, had a debt against its working capital 
of
 
shs. 1,962 million, accumulated losses of 1,672 million, and 
an ia



- 122 

balance between accounts receivable and payable of shs. 1.68 billion, 
N'MC's capital deficit was at this time more than shs. 1.4 billion. 
This, despite several earlier attempts at restructuring NMC's unpaid 
debt which has grown to such proportions that it threatens even the 
integrity of the National Bank of Commerce. The "NMC mess" as it 
is often termed among donors within Tanzania has remained unresolved 
for nearly a decade, growing steadily worse year after year. It has 
become so significant that it merits separate note within this chapter. 

e . National -Iillinz Cornoration 

3.107 The National Milling Corporation was set up in 1568 after the 
Arusha Declaration, in an effort to bring the country's main food pro
cessing enterprizes under public control. Under the stimulus of conti
nuing drought from 1973/74 onwards, NLICs responsibilities were widened 
to include the logistics of food imports and distribution. As of late 
1974, NMrC operated an array of formerly independent businesses: three 
major wheat mills, the nation's four largest maize mills (and several 
smaller ones), six paddy mills, a fruit canning uni-, animal and 
poultr;
 
feed preparaticn, and a winery (in Dodoma). Under develo:m-nt -sere 

automated bakeries in Dar es Salaam, Dodoma, Tanga and Arusha as well 
as major expansion of processing capacity at most sites (''DB 97 ). 
In the 
same year a National Price Cor=isson was estblisoe5 to reg
ul*ate retail pricing (Whitworth 1980). Creation of the Price Czz..i
sicn instituticonalized fa-mine generated restrictions on rhe private 
sale and transport of food grains, a temporary practice w*hich had 
often been imposed also during the colonial period. cw -he 'I'C be
came the recipient of numerous further government directives: con
cerning the strategic grain reserve, pan-territorial trant port priz
ing, advance cash payment to peasants, mandatory purchasing of minor 
crops in remote districts, subsidies, and so forth (Keeler et ai. 
1982:48-51). All of these were Party-4.ictated policies i:h sir-7i
ficant costs, which N,3C was forced to accept without w:. ho
they would be paid. As the Government's main food pur =-s'nz agen:, 
'1C inherited resoonsibilities over food policy for which it was ill

pre pc.red. 
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3.108 In defence 
of N.C, it should be stressed that responsibility
 
for food crop purchasing and marketing is bound to be a risky, no
win proposition in the Tanzanian context. 
Most maize and much of
 
Tanzania's paddy crop are grown by small-scale, village producers.

Their first goal is to meet their 
own subsistence needs. 
 Because of
 
poorly developed transport and storage, any organization doing mar
kCeting for the subsistence sector will often experience high losses,
 
and will be forced consequently to maintain a wide margin between its
 
purchasing and selling prices. 
 Under conditicns of rain-fed produc
tion, in good years there will be 
a temporary surplus, depressing
 
the unofficial market prices and leaving the NUC to handle large

volumes of produce on short notice. In years,
bad local scarcities
 
will enable unofficial traders 
to offer high prices and NW's share
 
may drop 
to nothing at all. The official system is thus forced into 
the situation of being a buyer of last resort, unable to capitalize
 
on high prices 
 in the bad years but expected to absorb large surpluses
for which it lacks adeouate storage thein gocd seasons. A dual
 
-ricing structure is 
 oound to emerge, and its oceratior will rend to
 
accentuate t difficulties
.e which the official purchasinz c-r.anizatj"*= 
exoeriences. This is precisely what happened tc .LC after 197Ai, rmaae
 
all the worse 
by the Party's ill-considered directives fcrcing it to

trade in marzinal 
 croos which were dif-,,ult to store ar5 r body
 
to buy. The costs of providing adequate 
 .. rketin arranze:xents for !cw 
volume, annual crops remotegrown in places like Singida or Kigcma ce
come prohibitive when attempted by a large-scale, bureaucratic agenc-:.
The co-operatives tried in the early 196 0s, wentand broke; the NAP3
 
tried 
in the late 1960s, and also foundered: and now it was NIMC's turn. 

3.1C9 To these intrinsic strains addedwere specific, historic factors 
which greatly increased NMO's burdens in the 197Cs. 
First, we shoul;

note that '.2C acquired its mills through nationalizatin. Unlike the
 
case 
in export crops, where at least a potential exists to retain ex
pa:rite man-ement on 
contract terms, the 
Asian .i! manaz-rs prcb-;
haa i"6tle 
incentive to assist the government in ta~inE over their
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trade. Second, the movement of producers cut of wheat into seed beans 
was not anticipated, and resulted in a supply shortfall durinz a time 
of drought. Third, the NUC was 
itself mechanizing bakery Production 
a move which disrupted leng-standing relationships between .manysmall 
urban bakeries and both their suppliers and consumers. Fcurh;
 
when the Government attempted to villagize 
Tanzania's rural :ooulaticn 
despite the drought, peasants rapidly used up their food rezerves. 
Many ere unable to plant new crops while trying to rebuild their
 

homes, 
 and so became totally dependent on receiving food aid during
the transitional year. 
The Prime Minister's Office 
(which had organized

the resettlement effort) then responded by directives makinz the NMC
 
responsible for 
famine relief--financed through bank overdrafts, on
which NMC paid interest. Fifth, to stimulate focd production after
 
1974 the Party also directed 
 that NUC pay villages in cash, and in
 
advance of deliveries. 
 When subsequently produce either did not
 
materialize 
 or else was sold on the parallel market, -he record-kee:.
 
ing proved so poor that N_C cou..d not recover the debts. Six-th, fro= 
mid-1976 with the abolition of primary co-operatives, -'C was selected 
to become the principal crop buyer in remote areas which di not have
 
any other established cash 
crop agency. These were usually the very

poorest regions, places like 
 Kigcma or Singild wich had a-ready
defaulted in previous dealings with the co-o.eratives. And, seventh,

the last blow was the 'ar in 
 Uganda, where once a:ain the -as-2 asked 
to deliver food not only for the army but to counteract famine in
 
northern Uganda (Keeler et al. 1982:49). Such pressures zight have
 
overwhelmed even a tightly managed, well-staffed parastatal; 
for the
 
NMC, one 
of Tanzania's weakest parastatals, their impact 
was catastro
phic. 

3.110 Doctumenttion on the XfC is relatively good, provided one has
 
access 
 to the necessary reports (themselves an outcome of donors'
 

ccntinuin,- concern). 1 
 Let us, therefore, reviewv: N_*C's problems in 
iKey documents being "IDB's (1979) Report onInvesti--tinsthe -inancia!and Cnrating Position i't,~I ofKIL r.,' r z Au .. or i. . , i e ortn r {2. C.c: A. eller et. al. (1902) The Con :noticnE:-ect: of?olicj2- "=-ricuituralin an:ania and Renkow, . et al. (1963) ie oten: fectsof tizernaive S:truetures and Pricing Policies in 'he ..'arets for ... ai:eL'a zana.r.. both by Sioa One 
Corp., Raleigh, ;.C.): and Annex1-ce an4 *Yheat) in each year's ("aize-3 price review reports. 
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some detail, since the organization mirrors many of the problemmatic 

features shared by other Tanzanian commercial parastatals. 

3.111 The NMC in 1978/79 had 4,240 employees. Of these, 24 (0.6%)
 

were university trained, another 37 (0.9%) hel. diplomas, 
 674 (1 6;b) 
had some other training, but 3,465 (or about 82%) had no specialized 

training at all (!SD 1979:81). After a SCOPO/IDA rec--ended reorgan

ization in the same year, the NUC was left with 8 central departments 

(planning, procurement, audit, etce) and 24 branch offices (1 in each 

region and 4 in Dar es Salaam). Each of the headquarters sections and 
each of the field branches reported, in theory at least, to the General 

Manager. As of the end of 1978, there were roughly 400 people in the
 

headquaters office (located on Pugu Road in es Salaam); in
Dar 1,200 


NUC's Dar es Salaam branches, and about 2,600 upcountry. NYC's pro
curement volume at this time 
 was running about 400 to 5CC,COO mt
 
annually, but we should note it continued to operate numerous subsi

diary operations (bakeries, the Dodoma winery, canning, e:c.) as well 

as handling food imports. 

3.112 Before we turn to NMC's financial performance--whc:h has usually 

been central to donor's concern-it should be noted that lax financial 

control persists in part because the above organizational s-ructure 

makes the General Lanager responsible for far too many c:n-r linkaq_9s. 

His actual inability to exert effective control is a natural consequence 

of a combination of factors: i) the extreme paucity of skilled staff, 

especially at the branch level; ii) numerous procedural irregularities 

which make it impossible to compare performance between nits on a 

standardized basis; the number unitiii) large of heads reporting to 

him directly; iv) the absence of disaggregatead cost data according to 
function and origin; v) the diversity of enterprizes beinz managed; 

and, vi) the likelihood that any given General , anager in such a 

sprawling organization wilt try to cultivate subordinates' :ersonal 

loyalties. The overlap between regional zones, types of enterprize, 
and administrative functions creates a high degree of ambizui:y about 

who d oes what-and this in a system where control is conceptualized 
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as being intrinsically of a "top-down" nature. (The 1979 [DB review 
reported that many branch managers were uncertain whether they were 
accountable directly theto G9 or instead to him through the various 
departmental heads.) 

3.113 A natural consequence has been that NIIC persistently runs up 
large losses on each year's trading account. As of 1982/83, out of 
13 listed crops handled by NMC only 7 contributed posi ively to
 
overhead. 
 The net loss on the 13 for that year stood at over 4CO
 
million shillings. True, administrative costs rose 
 5C% between 
1977/78 and mid-1982, but they did at 
least remain below 15% of
 
total revenue. Much more significant were NMC's unpaid financial 
charges, which by mid-.1982 represented 26% of its outstanding over
draft and its
3U%of cumulative losses. As already noted, the N1-C
 
debt was by 1982 threatening the very survival 
 of the Nlaticnal Bank
 
of Commerce, which had been
once considered one of socialfsz's
 
"success stories" 
within Tanzania (eventuating in a two billion 
sh-illin.g injection of finance for NLIC by Treasury).
 

3.ll i'BD's 1979 review of I;'UC operations provides severa-I explana
tions why NIC's 
 financial control has been so ineffective. First, 
there is the obvious fact that the organization was extremely short
 
of senior accountants-a deficit shared many
with Tanzan'an parastatals. 
Seccnd, sole theof accounts were simpiv., not there-bra.c.-s which are
 
supposed to report quarterly would 
 be months late, and sometizes didn't 
report at all. An attempt in August of 1977 to decentralize account
keeping to the branch level only made performance worse (,"D3 1979:20). 

While theremay have been reconciliation of problems before,
inspection of same 
 of the branch returns show the information
in them is incomDlete and all these areas will to beneed clarified before any meaningful accounts becan produced. 

Partly this situation arose because branches were even weaker tian the 
headauarters in regard to access 
to skilled accountants. H*.E.ever, 
this situation in and of itself gives branch managers an excuse for 
tolerating incomplete lateand fLnancial reports. the .3As noted 
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(1979:11): 

Currently if a staff member does not do what is asked of him,
i.e. figures requested are not submitted, no action seems to
be taken. The system grinds to a halt... Either personnel have 
to carry out their duty to the organisation or they need to be 
replaced by people who will. 

Third, the financial control sheets appear to have been poorly de
signed. For example, while all branches submitted forms =onthly, -he 
layout on the sheet lacked space for a running or cumulative total 
so that to verify the current situation a manager would have to _o 
back to earlier forms. Gaps of inthis kind the record-keeping
 
explain why 
 sub-units find it so difficult to achieve their trial
 
balances at the year'9 
 end, and why complete accounts are often years 
late. In general, Tanzanian accountancy systems are oriented tcwards 
preventing misuse of funds-the legal function-rather than to-ards
 
indicating the current financial 
 status, the managerial function. 

kOf course, If accounts arrive at the head office several years 
after transactions were theyapproved, typically can serve neither
 
purpose.) 
 Foarth, the existing records are not organized in such
 
a way that costs 
 can be allocated between enterprizes, branches, and 
functions. 1any unattributable costs are simply absorbed into the
 
organizational overhead. absence
The aof systems for internal tr 
fer pricing is characteristic
a weakness in Tanzanian parastatals, 
which explains why overhead costs can suddenly balloon withcut any
body knowing exactly why. And, fifth, there is a particular mind-sez 
which accompanies being forced undertake uneconomic activities ao.

the Party's directive (MDB 1979:69): 

...in discussions with NMC personnel, everyone costsaw escala
tion as inevitable and that ultimately the Government would meet
 
any.shortfall. The problem with this attitude is that it does 
not provide cost control and is unlikely to lead to cost reduc
tion policies. 

indeed, this attitude iS the logical cutaro th of pressures wNhich 
were being put on "IC that it must purchase various minor crops in 
remote areas, at whatever cost. According to .,DB, this message 
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has been absorbed at all levels (1979:10): 

Yet the greatest handicap in the management area apparent at
various levels was in the interpretation of NIC's role. Anydiscussion on cost reduction was negated on premisethe thatcosts were incidental to fulfilling a mandate of crop procure
ment. 

For example, there were in 1979 some 22 specific crops which contri
buted individually less than to
1% each NMC sales,. but whbch obviously 
absorbed a disproportionate amount of managerial attention and finan
cial commitment in the form of unallocated organizational overheads. 

.!15 If we step back momentarily from the details of N[C's opera
tions, we can identify certain'general lessons which oher Tanzanian
 
parastatals need 
 to absorb: 

1) A root problem remains that the crop-buying units in the field
 
at .he village level (village councils until pr:nary
1983, co-opera
tives since 1984) lack the necessary 
 facilities and procedures for
 
operating commercially. When producers encounter high risks-as they
 
typically do in most of Tanzania--they will either withdraw ("exit"
 
as Hirschman terms it) else
or -they may exert political leverage ("vcice") 
to obtain relief. Either response makes crop purhasin_ mzre costly
 
for the intermediary 
agency-a difficulty effecting- all croa authorities. 

2) In an organizational structure short 
of skilled acc:,uLntants and
 
weak i-n mnidle-level 
mrana-gement, decentralization alone may z.ka things
 
worse rather than 
 improving accountability. 

3) The causes of poor financial control are cu-aulative and inter
active; individual remedies 
 are not to belikely effective.
 

4) Policies whose are yet known but which are imposed
costs not 
upon the organization from above, i.e. by the Party, foster in return 
an attitude that ultimately the government must make theup 23-ses.
 

5) Financing crop puchasing subsidies by means of bank overdaft
 
excuses the Party leadership frcm facing the costs of its -wn 3ecisicns. 
A further negative consequence is that the parastatal must then pay 
interest on funds so received, often without knowing what -he total bill 
will be 
or how it can realistically recover its funds.
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Natural Resources 

3.116 In regard to Tanzania's natural resources, the very diversity 
of environments which constitutes a problem constraining some forms 
of development becomes instead an asset. 
 If carefully managed,
 

the country's natural resources could become a major source of foreign 
exchange. Tanzania has the largest mountainous and highland areas in 
Black Africa, excepting only Ethiopia. It has alpine moorlands, mist 
forests, rain forests, acacia woodlands, miombo woodlands, thorn 
scrub, and magnif'icent open plains (the Serengeti). 
 Its coasts have
 
beautiful beaches, a picturesque traditional culture, remote islands, 
and exotic marine life. It has many inland lakes, some like Victoria 
an inland sea; others, like Lake Tanganyika, amcng the world's deepest. 
It has Africa's tallest mountain, Africa's most famous prehistoric 
site (Olduvai Gorge), Africa's largest game reserve (the Selous), and 
the continent's most spectacular scenery (Ngorongoro Crater). It has 
the world's largest seasonal migration of ungulates, the 1.2 million 
wildebeeste which each year traverse the Serangeti/3rzeti circuit.
 
These are all resources 
with marked potential as tourist atractions. 

As the wildlife resources of most other African states dwindle, Tan
zania's comparative advantage in attracting tourists will--in theory, 
if not in actual fact--continue to increase. 

3.117 Furthermore, the basic legal and infrastructural csmionents
 
needed for tapping this potential have already been put in place.
 
The most attractive sites have already been established as Naticnal 
Parks (Table 3.10). 
 These contain diverse habitats, and can easily
 

be visited in sequence to constitute a circuit (both being key con
siderations for development of tourism). Most also have well equipped 
lodges (although these days in run-down condition). The u-nderutilized 

Kilimanjaro International Airport has been in service for over a 
decade, and the Dar es Salaam Airport expanded (in 1983-8Z). There 
is an excellent WNildlife Management College at Mweka (near Z:Thi) 
capable of traininz -taff for the service. ofPark And, course, the
 
opening 
 of the border with Kenya in late 1983 makes it feasible once 
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TABLE 3-10
 

VISITORS TO NATICNAL PARKS
 

Park: 
 Area (sq kin) 1973 1975 1977 1979
 

Serengeti (1951) 14750 82,306 95,039 45,859 35,913
 
Lake ILanyara (1960) 320 68,664 61,112 21,212 28,571
 
Ngorongor o (1959) 8320 86,128 
 73,297 41,003 29,449 
Arusha (1960) 120 14,132 14,478 10,634 12,246 
IMikumi (1964) 3230 14,976 17,178 16,041 26,839 
Ruaha (1964) 13Co0 1,653 1,875 1,441 1,308 
Tarangire (1970) 2600 10,856 10,617 7,574 7,2C9 
Kilimanjaro (1973)a 750 .-- 5,450 6,055 
Katavi (1974)b 2250 
 ...--


.Rubcnd o (977)b 450 

Gombe Stream (1968)b 50 -

TOTAL 278,715 273,596 1z'9 114 147,590 

aTourist accomodaticn records begin -from 1977.
 
bTourist accorrodation 
 has not yet been implemented in these parks. 
Source: United 
Republic of Tanzania (1979) Statistical Abstract 

19731979. Dar es Salaam: .!inistryof Planning t:
Economnic Affairs, Tables A.2, W.1, pp. 2, 395. 



again for Tanzania to tap some 
of Kenya's tourist trade by encouraging
 

joint visits to both countries.
 

3.118 
 The reality is at present quite different. Despite the opening
 
of new parks, the total number of visitors to Tanzania's national
 
parks .wascut in half by the closure of the Kenya border in 1977
 
(Table 3.10). As of 1983/84, Air Tanzania's service to the Kiliman
jaro Airport had become erratic at best, and at worst 
a positive dis
incentive to tourists. The parastatal hotels are overpriced and run
down. 
The service is so poor that many tourists vow they will never
 
return. 
I' these seem harsh comments, we must recognize that most
 
tourists expect their hotel 
rooms to have air conditioners that o-.er
ate, and light bulbs which work.. Llany Tanzanians, who are accustomed
 
to such difficulties from long acquaintance, do not realize how s-ark
 
is the contrast which greets the incoming tourist. 
 Hear, for exanple,
 
what same tourists have said in the international press:
 

SIR-I found your article on Ur Nyerere's sccialist paradise

(October 20th) on the marz, 
but optimistic. No hordes of
tourists are going to use 
the new French-build airport to see
Tanzania's game parks until the Tanzanian tourist 
corporaticn

cleans up its act. 
 It would be beneficial if it would *rcvide

heat in the winter-time, hot water, and something to eal at
lunch and dinner besides roast pork, fruit salad and creme ae.C 

it would help if the moonscapes that are Tanzanian drzads e-r

repaired once in a while and if more petrol were pro.ided for
tourist buses. The government must also scrap an asinine new
law which limits tourist visas 
to seven days. Most small-town
local authorities tourists about assee often as they see polar

bears...
 

Letter to Economist (US edition). 10 Nov. 198d. 

SIR-Tanzania will never have a tourist industry while it maintains its artificial exchange rate, which is five times 'the
black market rate. Tourists are forced to change money offi
cially for tours and hotels and, as a result, prices are out
rage ous.
 

In Arusha, a half-day safari for two costs 
 200 while in

:Tairobi it costs $ 20. 
Wve met a number of tourists *xho, like
 
us, were so shocked with the prices that 
they were not going on any -ours but were getting hac.< to .enyaas quickly as -hey coul. 
We made cur decision after being quoted $ 7C0 for a one-and-a
half day safari. 

Letter to Economist (US edition), 23 ,;eo. i.,S. 
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3.119 Of course, there 
are 
others who would questicn the appropriate
ness 
of having anr international tourism in a poor, socialist nation.
 
We have already identified the two main arguments in favor of increased
tourism, viz.: i) Tanzania's comparative advantage based theon sheer 
quality of its potential attractions; and, ii) the country's substantial 
existing investment in underutilized facilities. There are some addi
tional considerations: 

- In much of northern Tanzania, a vestigial community of non-African citizens remains (though sometimes living in uuite
constrained circumstances). 
 Such individuals have the skills
needed for offering a widened spectrum of lower-cost, personalized tour opportunities without "corruot4ing" indigenous socialism. Modest development of small, low-cost lodges could provide a sensible use for the surviving lare farms and estates,many of which are located within reach of tourist attraotins. 
- Several of Tanzania's ma-jor national parks and game re.-.rvesexist either along international borders or in gaps betweenexisting centers 
of development. 
 In northern Tanzania, these
parIcs safeguard

in~ critical forest areas with aioi s igni:-i an.:u-.a
in regulating groundwater recharge ....and river flow regimes.Roads developed for game viewing also provide boUndar.y cntrol.in central Tanzania, parks like the Ruha or game reser'es likeThe Eelous protect the iuaha and Rufiji drainages where =uch ofTanzania's hydroelectric potential is found. Thus -here is abasic complementarity of land use between wildlife preservationand water conservation which can be fortaDoed tris..-as -ell. 
But the most telling argument is simply that -.he shortin run, a 
revitalization of Tanzania's tourist industry would not reoui-r larre
 
amounts of new capital, and is one of the few possibiiities for earn-

Lng foreign exchange where local operators already have skillsthe 
necessary. Whether, however, the attitudes and governmental controls 
which now stifle international tourism in Tanzania are amenable to 
rapid change is open to question. If one is willing to J1nore this 
last iuesticn, then azsistance 
to Tanzania in developing less expen
sive modes of tourism, perhaps combined with an educaticnal thrust-"early man at Olduvai"?--iht 
be something donors should consider. 
It is one of the few areas for assistance where -he ac'icns re -uired 
are almost entirely mat:rs for Tanzanian initiative independent of
the Usual com -odityconstraints affecting the a:r::ur ._. 
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3.120 It would be 
a mistake to think of Tanzania's natural resources
 
solely in relation to possibilities for tourism. From the standpoint 
of basic needs, the contribution of woodland to the energy budget 
through charcoal production is substantial. At present Tanzania's 
main source cf energy for vitually all households except those on 
salaried income--and even for many of them-is either wood, or, in 
towns, charcoal. The charcoal trade is entirely private, done by 
small entrepreneurs collecting from charcoal burners who operate in 
forest restrves with or without permits. We do not have reliable
 

estimates on charcoal production, but as elsewhere in the Tropics
 
it ccnstituites one of the largest inputs from natural reso,zces.
 

3.121 Another valuable contribution comes from fishing, marine and
 

inland, which is estimated (1979 figures) to be about 175,CC0 tcrines
 

annually (Table 3.11). Almost all of this is for local consumption,
 
and in some 
 areas where use of dried fish is traditional, fish nrc
tein is a significant element in local diets. Tanzania 53,500has 


squzre kilometers of inland waters, not counting disputed of
use 

Lake Malawi. Lake Victcria is the largest cz=ponent (3:,Clc S ,
followed by La'- Tanganyika (3,350 so k) and then a number of 

shallow, saline lakes in the. Rift Valley zones (Eyasi, Rukwa, :Patron 
and . anyara). In additiu:,, there are various little 'ncwn "swamps" 

like the Malagarasi swamp between Kigoma and Tabora 
or Lake Kitangiri
 

between Singida and Shinyanga. There has been 
some FAO/IIDP assistance 
to fisheries on Lake Tanganyika, and Norwegian assistance to undergird 
develooment of Tanzania's marine fisheries (as well as Japanese aid).
 
If the estimate of total potential catch at 440,CCO tonnes per annum 
is correct, Tanzania utilizes less than half its potential at present. 
The 'Ministry of Lands, Natural Rescurces and Tourism ( ALIASILI) has 
several small training colleges and research units, for forestry
 
centered at Olmotonyi near Arusha and for marine fisheries centered 
around Dar es Salaam. The potential inland and marine resources are 

certainiy sufficient to be iaken seriously in Tanzania's overall 

planning of national development. 
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TABLE 3. 11 
POTENTIAL AND ESTIMATED FISH CATCHES b 

(000 tonnes)
 
Estimated
 
Potential Estimated Actual Catches
Source Catch: 
 1971 1973 1975 1977 

,arine waters: 


Inland waters: 


L. Victoria 


L. Tanganyika 


L. M-alawi 


L. Rukwa 


L. Kitangiri

Nyumba-ya-mungu 


Other waters 


1979
 

75 21.9 23.0 32.0 46.0 45.0 

365 158.9 138.1 144.3 160.8 128.8 
120 42.5 49.6 46.6 65.4 55.1
 
135 50.2 55.9 64.3 
 61.8 A4-.2
 
g0 20.9 13.0 15.0 15.0 
 15.0 
) 6.6 4.8 3.1 3.0 3.0 

) 20 15" 6 a 0.4 0.7 0.6 ) 16.6 2.7 4.6 5.0 2.5 

11.7 0.6.5 10.01. 10.0 

Total Catch: 440 180.3 161.1 176.3 2C6 .8 173.3 

aLake Kitanoir, is a minor lake on the bcr".er -' Sinzida Rei-.While very productive iT sometimes -oes dry anJ this ic:al must 
be suseect.
 

Scurce: [in~stry of Tatural Resotxces and Tourism figures,
,in ....ity of Agriculture an" Livesoc. 7evel c-ent

(1984) Tanzania National Focd Strate,.?-o Vol. 1, qain
Reoort. Rcme: ?A0 for KILI.:O, Tables 26 1 29, j. 5o. 
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Energy Develo.pment 

3.122 The energy input required for agricultural development is usually 
seen as a chcice between fossil fuels and hydro-electricity, with a 
minor role for alternative sources 
(solar and wind-generaed power).
 
Tanzania relies almost entirely on imported fossil fuels in the large.
scale farming and tr-ansport sectors, to an extent beyond what 
 is dictated 
by necessity. Since roughly 60 
of its FE is now being spent cn energy
 
imports, the obvious question arises whether the. country could shift to 
other sources 
of energy available internally. The critical role of FE
 
in the economic system makes this a necessary question to ask. Before 
;.e look at some answers we should recognize that Tanzania has one of the 
lower levels of per capita energy consumption-even in comparison to 
other poor African countries-and it has managed to hold down total con
sumption to the same 
 level for the past decade, a very considerable
 
accomolishment 
 for a young nation at the initial stages of industriali
zation (Berry, Mascarenhas and Steward, 1982:36, 
 70). 1
 

3 .I23 It needs to be clearly stated that there are genuine :echnical
 
scs;ibilities 
 for further reducing Tanzania's dependence upcn impor.ed 
fuel. (;,hether these are feasible and cost-effec.ive is a different
 
matter.) For instance, during colonial 
 times many sisal estates ran
 
their zwn small-scale hydroelectric generating 
 plants (wazer :urbines).
 
Their field -ransoort was provided 
 by wood fuelled tramlines. The rail
ways were powered by wood fuelled and then 
coal-burning engines, some of
 
which remained in 
 service until very recently 'and Tanzania does have
 
soft-coal resources). The 
 major highways to Arusha and beya from Dar 
es Salaam lie alongside long distance hydro-electric power lines. Tanzania
 
produces 
 sugar and could convert this to methanol, should Brazil's experi
ments with renewable energy become effective. It also can produce oil 
seeds, should Zimbabwe's earlier experiments with vegetable-oil powered
 
farm equipment prove workable. 
 There are numerous small rivers flowino 

1According to this same source, Tanzania acTually reduced its consmotion of oil imports frcm 8CO,COO tonnes in 1972/73 to 700,CCO tonnes in
1980. Aggregate figures like these conceal important changes in internalconsumption, and with the rapid rise in parastatals throughout the decade
it seems likely the private sector has cut its consumpticn even nore. 

http:impor.ed
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frzm o"f the country's many escarpments, making omall-scale power 

eneration an attractive possibility. The country has soft-coal des-s

its in the Southwest-nothing dramatic, but sufficient to constizute 

a viable alternative to imported oil if a means of transport could *e 
developed (presumably by rail either to Songea or to Lake Malawi). 

There are even certain sites ideal for "wind harvesting" because of 

a diurnal temperature differential, yielding strong night winds. The 
major difficulty with all these proposals is that they require still
 
more capital investment, and usually 
a fairly high degree of managerial 

acumen. 

3.124 Such alternatives are overshadowed within Tanzania by the %-s" 
yet *underutilized option of hydropower develgopment (Table 3.12'. .iial 

attention was directed towards using the Pangani River. 
Pc-,er in a 

tions occur at Hale (21 Tw), Pangani Falls (17 mw), Nyrzba ya Iruizu 

(8 mw) and Kikuleza (2 mw). The .yumba ya A.ungu dam was Tanzania's
 
lar--est immediate post-independence constructicn prject. t =as
 

i.-.ed at creating a storage reservoi on the ?angani headwa rs w 

culd regularize river flow for .;aximum Dcwer zneraticn at 

sites (Hale ani Pangani Falls). Despite "y" ba ya " t'*- ?Pana-n 

drainace is short of water in dry years and future urban -r:!:-.h in 

Arurha and :Ioshi will further reduce its fow. (Tanzanian policy 

.... ~r l ccating new crojects in Arusha and :.cshi have generally n:: 

realized that most forms of industrial develo-ment are heavy users 

cf eiater.) This is unfortunate, because by accident of geovraphy is 

is relatively cheap to pump water frcm the Panzani River over the 
divide into a large portion of drought-afflicted Handeni District. 

One pipeline serving villagres in Handeni has been constructed, but 

any use of water for this purpose must be taken at expense of cc:er 

generation lower in the Pangani.
 

.125 e next substantial investment (in -he early 1970s) was tc 

dam the Ruaha River -where it flows throug-h hard roc' zor. north

east of Iringa. The Kidatu supply ( -cO is twicemw) ! large as all 

Tanzania'- earlier supplies, but suffers from a small storage basin 

and :ie varia.::n-s in the uaha'.- fcw. Tro-"ical rivers are notor
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TABLE 3 . 12
 

SOURCES OF CCIERCIAL ENERGY CONSUPTIII
 
1960 - 1978 

1,0CO tons coal-equivalent 
Ton3 of coalequivant
equivalent 

Year: Coal: Oil: Hydro: Total: Der head: 

1960 2 395 9 4c6 .0Al 

1965 2 525 22 549 .047 
1970 4 730 38 772 Cr58 

-- - - 730- - - - -. -- - - 0- --I 

1971 5 836 38 879 .064 

1972 7 916 39 962 .068 

1973 2 975 36 995 .068 
1974 3 1,022 38 1,063 .071 

1975 2 976 41 1,019 .c6 7 
1976 2 954 48 1,004 c6A 

1977 4 993 51 1,O8 .065 
1978 12 1,063 55 1,130 .068 

Source: Consultancy Report to the Tanzania Pe~rcieum Develop
ment Corporation, cited in, ILO (1982) 3--siz :eeds in
 
Danzer, p. 134.
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icus amon.g power engineers for their wide fluctuations between the
 
rainy season flood dry
peak and season flows, but the Ruaha's locat:cn 
along the dry side of the Lfbeya-Iringa highlands is especially unreli _'c..
 
Thus in the late 1970s work commenced on -tera dam to create a large 
storage reservoir upstream from AsKidatu. with Nyunmba ya :,unu which 
it resembles t!tera has been built Drincipally to gain over-the-.year
 
storage (it holds 2 years' flow); 
 the dam its'elf is a low structure 
without much potential for direct pow-er g-neration. To zervice Kidatu 
and now L.tera, TA:r1SCO has built its ovn training institute near Kidatu. 
Power transmission lines have been extended throuzh lringa -o the new 
capital site at Dodoma and as far southwards as Leya. 

3.126 _"cst senior policy makers in Tanzania are _,naware that in the
 
narr- section of rocky escarpment between "tera ln- Kdatu are 
 several 
additional dam sites-one for a high (400 plus feet arched concrete)
 
dan and others for incremental, low installations. Since the L!ter
da is already constructed, anr the country's 
major p:..er infras-r_.ture 
goes through the area, these sites become highly att ractive for fuure 

!eveicoimnt phases asin the -cuntry's need for electrizity gro.,.s. 
.n.. . mains=- the .. to lringa as rous.i r"-t
 

thr-u.- the bett m of two potentia! sites; anyJ -ater used from the
 
Ruaha fIr D: 'cma's future cave2ent.
 

o-,.'er generation: and upstream irriz-aicn 
develom-..nt in *. ya Re-i .
 
will also reduce flow in the Ruaha.
 

3.127 Development of the Ruaha system is overshadowed by a most
 
attractive damsite downstream in the main Rufiji system 
at Steigler's
 
Gorge . Here a single high dam 
 would create a lake sc:.-.e 110 _km !.2,
 
endin4 the seasonal flooding in the Rufiji delta 
and provid 4i: large
 
amcuntS of .cv:er relatively near Dar es
to Salaam. Compared to Tan
zania's other investments, the Steigler'o Xcrpe project 
 (whic has
 
been inzensively studied 
 by :'ORAD in cooperation with -,U AA,
 
;ara.statal authority created 
 to or,-anize the project) would be very 
large-especiaiiy if downstream flood control and irrigation works
 
are 
 added in. It would require the larger part of Tanzania's already 
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constrained manoc;;er and foreign exchange resources. 'here are also 
serious technical questions theabout darm's impact on the hydrciogic 
balance in the Rufiji delta. Drawing on mixedEgypt's experience with 
impacts from Aswanthe high dam, many have argued th.t the loss of
 
silt-laden floodwaters 
 would over the longer run ccnstitute a cost
 
rather than a benefit to farming systems 
 in the delta. The :resent
 
combination of recessional 
 rice cultivation and fishing in tzhe delta 
is highly productive. 
 This suggests the possibility of a design
 
allowing for an "artificial flood", 
 but of course the water released
 
would be relatively free from silt because of the long 
 storage reser
voir. Another technical possibility would be to divert clean RufiJi 
water at Steigler's into the Ruvu system-there is only a short dis
tance and slight height differential between the two watersheds at
 
the Steigler's site--thus assuring ample 
 water for Tanzania's larg-est
 
pooulation and industrial center in Dar es Salaam, 
 (The ni7n.pl system 
from the Ruvu to Dar es Salaam already exists, and fu.... '-.... 
develor.ent in 'orogoro may render Ruvu .ater too f. r ar es
 
Sa-_aan's future domestic water needs.)
 

-.. 28 7/e could go on to discuss still other 
sites in western Tanzania, e.z. planned developmen-ts on the Ca=-e
 
River 
 or cthers near Kigoma and on rivers flowing into i-e'-: a7 i
 
The fact of the matter 
 is that much of southern and we! -ern ....
ania
 
was never investigated hydrologically during the colonial period.
 
Tanzania's total 
potential for hydroelectric pow;er reneraticn appears
 
to be substantially larger 
 than earlier investigators assumed, suffi
cient that Tanzania could one day export po.ver 
 to Kenya or other
 
neighbours 
 if this were desirable. 

3.129 The 
irony is, then, that Tanzania's acute foreign exchan-se
 
constraint forces the leadership to continue to utilize imported fossil
 
fuels which in 
 turn cause the 7 shortage. However, the country's
 
poor record in managing large 
 projects with a major technclc:,i!al
 
component (such as TAZARA) suggests that a "crash program" 
 to breax
 
out of its energy dependency 
 would not be effective either. 

1 ee H. antje (199) The Rufiji Aricultural S.,v7tem, "2RA"LRe
search Paper No. 62, and A. Sanaberg Surveyof.
Lower RufijiFlood Plain, BRALUP Research Paper No. 34, ar es Salaam:Bureau of hesource Assessment and Land Use Planning, Univ. of esDar Salaam. 
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Organizational Units
 

3.130 In this review of the agricultural situation not much has been 

said about farmers, village organizations, and village production. 
 The
 

striking thing to outsiders is the small degree of interconnection be
tween Tanzania's past production policies and its general philosophy 
of "Ujamaa development"-a contrast which radical critics frequently 

pointed out throughout the 1970s. Under either irrigation or livestock 
development, the bulk of development furns went to comparatively large

scale fully mechanized units. 
 There were a few village schemes in each
 
sub-sector, but nothing like the countrywide "production brigades" of, 

say, the Chinese experience. And, of course, the externally-owned 

estates persisted though they operated under a continuing expectation 

of eventual takeover. This yields four main organizational types:
 

i) individual peasant smallholders
 

ii) village groupings of smallholders
 

iii) parastatal farms and ranches
 

iv) estate farms
 

We discuss the features of three of these in our description of Tan

zania's private sector (chapter four).
 

3.131 The categorization of investment totals between the above types 
would (if the figures were available) show that most support went into
 

parastatal farms and ranches, and 	 1
some into "Ujamaa villages". It is
 
a correct deduction (as we will see in our next chapter) to conclude 

that individual smallholders as well as the large farmers and 
estates
 

were cut off from most assistance. The one principal exception was 
where they utilized their own organizations, like the co-operatives
 

or the TFA, as an alternative channel. 

3.132 	 But the extent of effort is not so easily m Lsured. An enormous
 
amount of staff time was expended in trying to bridge the organizational
 

gap between Ujamaa villages and larger-scale mechanized operation. 2 For
 
1Until 1974, the term "Ujamaa village' was applied loosely to any


grouping of farmers to meet the Government's policy objective. 
 After
 
the 1975 Act, the 1'.jamaa" designation was in theory reserved for villages 
at an advanced stage of co-operation. The term will be used here in its
broader, pre-1975 sense (as it often is within Tanzania). 

2For vivid accounts of the frustrations involved, see M. von Frey
hold (1979) Ujamaa Villages in Tanzania. New York: Monthly Review Press. 
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over a full decade KILIMO staff operated under a Presidential Circular
 
(no. 1 of 1969) which directed that priority be given to Ujamaa villages. 
in practice this was interpreted as an injunction against working with 
individual smallholders. Almost all input loans were directed to Ujanaa 
villages. Technical field staff spent thousands upon thousands of hcurs 
in village meetings, trying to arrange tractor ploughing, distribution 
of bulls, contributions towards facilities like dips (an acaricide bath 

structure), IDA loan repayment, and the building of village go-downs 

(warehouses). 

3.133 On one key issue, however, the Tanzania Government structure left 
no doubt: rural development has since independence been seen as being 
in principle a political matter, leaving KILLi1 and MIFUGO staff to parti
cipaze in advisory roles only. This premise-which is firmly instituticn
alized in the Tanzanian system-presupposes that the main task is to 
mobilize the peasants. In turn, KILIC and MIFUGO staff are expected
 
to have effective technologies 
 ready, but even here the Party's cen~r-
decision on "standard reccmendations" must take precedence over the
 
individual officer's Profassional judgement. 
 This is how cne serr,:n1
 

officer described 
 his duties (In Kerezero and Carter 1982:5-6): 

The Regional Development Committee had directed that zotton
be introduced to repIace su'nfl 'ter as a cash crc-p in this area 
of work.
 

In order to enforce the directive the Extension Worker went 
around telling farmers that it was mandatory for each of them 
to have an acre of cotton to reach the target acreage set for 
the village. We strictly inspected farms to make sure that 
each adult farmer prepared an acre of land forocotton and to 
discourage the production of sunflower. 

Fearing penalties, most farmers prepared an acre of land each 
although they did not like growing cotton because it required a
lot of labor compared with sunflower and would not make much uif
ference to their income. When they learned that the exteni:n 
worker would not be able to k.eo track of them they planted sun 
flower instead of cotton. 

3.134 	 The realities of Tanzania's agricultural situation have renderea 

futile virtually all attempts at bringing peasant villagers szrois into 
mechanized, large scale production. The basic reasons are as follcws: 
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-
The natural riskiness of production in Tanzania is very high,
for reasons that cannot be controlled (rainfall, pests, etc.).
 
- Effective use 
of inputs depends on the adequacy of the interagency matrix handling a particular crop (i.e. seed, inputs,
storage, purchasing, and transport). 
 At many sites the combined interaction of support systems is totally unreliable. 
- High storage losses are typically encountered wheneverare therelarge amounts of a crop to be kept in 
one place.
 
- Farmers are unable 
to obtain spare parts and repair services
for many kinds 
of imported equipment (tractors, sprayers, etc.).
 
- Village units never evolved effective managerial structures
capable 
of assigning tasks fairly, supervising fieldwork, taking
responsibility, and distributing profits in an acceptable manner. 
- Many villages have been unable to safeguard their common 
funds,
so that members cannot trust their leaders to protect savings


or to reinvest profits wisely.
 
- The basic 
technical packages which can guarantee higher yields


are simply lacking.
 

Any one of these seven 
obstacles would be sufficient to strongly con
strain expansion into larger-scale, specialized production. Taken
 
jointly, they 
 insure that economies of scale have notoccured and that 
peasants who cooperate are generally penalized eccncmically for doing so.

Of course, not all crops or all environments are equally problemmatic.
There are a few success stories at the village level (generally associated 
with remoteness and a highly commited leadership), just as there are some 
large-scale estates which show consistently superior prcduction. But much
the more typical pattern is for cyclical movement, when for a time a farm
er (or a whole village) succeeds at a more co-mercializ:d level but then 
after one 
or two bad seasons lapses back into subsistence production.1
 

3.135 External commentators from either Left 
or Right have almost univer
sally misinterpreted the 
implications of this situation. 
 Put bluntly,

the calculus of the situation is such that specialized, larger-scale

production generally does not pay. This failure to reap the benefits
 
of technological improvement influences villages and 
 farmers alike. it 
makes farming in Tanzania a high cost, high risk operation--and there
fore an enterprize unusually dependent upon the skill and knowledge of
 
its management and the quality of its support services.
 

1A process documented by Raikes 
for the first generaticn of African 
wheat farmers in !bulu (1975:94 ). See also evidence frcm Zambia givenby Jan van Donge (1982) "Politicians, Bureaucrats and Farmers," J. ofDevelopment Studies, vol. 19, 
no. 1, pp. 88-107. 
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Institutional Implications for USAID/Tanzania
 

3.136 
 A review of USAID's project Portfolio in the 1970s indicates 
that much of its assistance to Tanzania concentrated on buttressing 

the institutional framework for rural development. 1 
The ten main

projects of this nature were 
(in shortened designation):
 

1) The Masai Range Project )2) The Tanga Tsetse Project J Ministry of Livestock 
*3) The Livestcck Marketing Project ) Development 
4) Arusha Village Development ) PYO and Ministry of
5) Training for Rural Development, I ) Manpower 
6) The Seed Project )7) KILIMO's Manpower Development 
 ) Ministry of Agriculture,8) Agric. Ed./Extension Project 
 ) University and9) Agricultural Research 
 Research
 

10) Farming Systems Research 
 a
 

3.137 
 Several of the above projects suffered from a slow start-up, 
caused by delays Ln building technician's housing, lack of transport,
 
etc. A slo.v start-up especially affected the Yasai, Seed, and L'cr: :ro 
Extension projects.
 

3.138 	 Because of these delays, coupled with the absence of key Tanzanlan 
staff while they were under external training, there '-as cnly a brief 
period before project termination when projects were fully staffed 7;: 
Tanzanians back in post working under the 
US technicians. 
This ha4 :
practical consequence that institutionalization in all its aspects--:re
tion of an enduring administrative framework, instituting improved ana
gerial techniques, establishment of planning routines, and localizine
 
the information handling capacity--did not 
occur. 
 In at least three
 
of these projects (Masai Range, Seed* and Morogoro Extension) the achieve
ment of project goals was severely compromised by the phasing out of 
external assistance at 
just that point when an operational capability
 
had been briefly established.
 

The above list suggests that USAID has already been involved in
 
many of the 
areas which are critical for technology transfer. 
From "me 
USAID officials who were involved, one often hears something to the
 
effect that: "We've helped them 
 for nearly ten years; it is time they 

1Table 5.13 
verleaflists USAID's major agricultural projects 
as
of 1981, which marked a turning point in AID strategy.
 

3.139 
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TABLE 5.13 

SUIOARY CF USAID' S AGRICULTURALLY-RELATED PROJECTS 

(AS OF 19 8 1 )c 

Project Initial Funding (US GOOs) 
Title Year through FY 80 

Seed iultipliaation 1970 6,854 

Masai Livestock & Range Uanagement 1970 4,768 

Agricultural Research 1971 7,151 (8 ,496 )a 

Agriculture Credit 1974 3,750 

Agriculture Manpower Development 1974 4,55 

Farmer Training & Production 1979 2,528 

Livestock Marketing & Development 1974 4,427 

Agricultural Education & Extension 1978 2,356 

Arusha Planning & Village Develop- 1978 11,C97 ( 1 4 , 5 9 1 )a 

ment 

Resources for Village Production 1980 3,175 ( 4 5 ,CCC)a 

& Income 

Arusha Women's Participation in 1979 4CC 
De ve 1 opment 

Farming Systems Research 1982 -- (25,CCO)a 

Training for Rural Development, I 1979 6,0Cc 

Training for Rural Development, II 1981 -- (2 5 ,COO)a 

Tsezse Fly Research b 1973 n.a. 

Rift Valley Pilot Riceb 
b 

n.a. n.a. 

Improved Rural Technology n.a. n.a. 

aProjected total funding, if diferent from total
 
through FT 80. However, note that these amounts
 
were in several cases subsequently reduced.
 

bRegional and/or Centrally-funded projects.
 

CSource: "USAID in Tanzania," (1981), Dar es 

Salaam: USAID/Mission, 22 pp.
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stood on 
their own feet." Nevertheless, the bald fact remains that today
Tanzania still does not have an adequate seed industry, viable technical
 
packages for Arusha's industrious smallholders, control 
over the tsetse

fly, or a workable solution for modernizing Xaasai pastoralism. 
When we

recognize that full-scale field 
operation usually did not 
occur until

the final two 
or three years of project activity, an alternate explana
tion emerges: perhaps the root problem is that we still do not know howto institutionalize desirable projects within Tanzanian administrative
 
settings, 
 When projects are terminated before institutionalization has
taken place, most of their benefits cease and the whole effort becomes
questionable. can beIt predicted that the two continuing projects,
TRD and FSR, will suffer the 
same fate (irrespective of the quality of
 
contractor's e fforts). 

3.140 
 A further problem has been the rapid turnover of USAID/Tanzaniaws
Mission staff. 
 Since the mid-1970s, there have been three complete 
re
placements of USAID's agricultural sector staff.'
Tanzanians typically respond 

We must point out thatto officials as individuals, depending upon
personal knowledge and exchanged loyalties. When an effective USAID 
officer leaves, the ties he 
or she has established also lapse.
 

On both the USAID and the Tanzanirm Government sides, the insti
tutional mechanisms for consolidating previous experience are very weak.

Few incoming Americans realize 
that Tanzania has 
often been studied by
US scholars, and a great deal is known about the natureof Tanzania's

problems. Similarly, many Tanzanians have completed their advance train
ing in the United States--a well established pattern going back to the

mid-1960s. 
It is embarrassing to discover on retrn visits that key
documents-sometimes reports prepared only a year earlier--have simply
disappeared. 2 
When dealing with such a complex agricultural economy and
institutional network, USAID officials need the support of a well-organized
 
and complete information retrieval system.
 

1Which perhaps explains USAID's unfortunate withdrawal from Arusha
Region, the 
one 
part of Tanzania with a vigorous and recognized private
sector capable of receiving official Party support.

2Many key documents which were 
used by the senior author in the Missionin December of 1981 had vanished by September of 1983.
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3.142 Insofar as is possible, USAID/Tanzania should avoid selecting new 
projects which:
 

-. have a large initial construction component 

- require a major commitment of recurrent expenditure
 

- expect US technicians to reside remotein areas
 

- depend upon rapid realization of benefits
 
- have as essential components a large equipment or supplies
 

element. 

3.143 These restrictions cast a different light on the oft-repeated dictum 
that "small projects require just as much USAID management as do large ones." 
(We were told several times in Dar es Salaam that the Mission was reviewing 
its project portfolio to concentrate funding upon a few ma5cr initiatives.) 
In point of fact, the guideline is itself false. A more accurate re
statement would be that:
 

i) New projects are much more management-intensive than old ones,
since it is in the initial stages when the actions requirinz
USAID involvement are clustered. 

ii) Projects involving physica construction (with line aspects 
of purchasing, equipment supply, etc.) are much _zre =ariageent
intensive
 

In Tanzania, having a large project nearly always means the project team 
must create its own physical facilities. The facilities in turn must be
 
enuipped--an extremely 
 time intensive task when it is attempted frc= t'he
 
Dar es Salaam end of a long "pipeline". And, of course, assemblinF 
a
 
compatible team of Swahili-speaking specialists covering several subject
 
areas usually exceeds what any one contract institution can supply. In
 
Africa generally small projects should be 
 preferred over large ones; and
 
this ic particularly so in Tanzania, given its foreign exchange 
 constraint 
and the enormous difficulty of arranging local construction and parts' 

supply.
 

3.14A USAID should resist pressures to make data gathering a major compo
nent in its future agricultural sector projects. In three instances (the
 
Arusha VDP, TRD, and thQ Farmer 
Training projects) far to' much effort
 
was absorbed in conducting expensive field surveys which never
were fully 
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analyzed or used. In the Tanzanian context, where communications are 
difficult, fuel is scarce, and staff may be poorly supervised, attempts 
to carry out rural surveys are extraordinarily demanding of senior staff 

time.
 

3.145 	 Another institutional lesson is to avoid projects which call for 
coordinated action between several ministries. It can be predicted that 
interministerial co-operation will not survive the withdrawal of external 
funding, though for a time the injection of such assistance may appear 
to bring about effective liaison. This warning applies unfortunately 
to a number of priority project areas where multi-agency involvement is 
all but mandatory- e.g. nutrition, irrigation, range development, and 

school agriculture.
 

3.146 Whatever USAID/Tanzania should choose as its focus in the agr-icul
tural sector, allowance must be made for extremely slo implementaticn. 1 

We have already stressed that new construction should Ie avoided. Even 
so, on average it will probably take three years to finalize a project 
design and begin disburesement, and another three to pu- a ccntract zeam 
on the ground with housing and vehicles. These necessary lead tines 
imply that any larger project must have almost a decade to show results, 
with ganuine field impact only occuring in the final 3-- years. Such
 
considerations suggest 
 that the Mission loses a great deal when it
 
terminates projects 
 that have already incurred these high establish-ent 
costs. Most USAID project managers will never see the outcomes of the
 
projects they have designed 
 (assuming existing turnover rates continue). 

3.147 
 Finally, there are many attractive technical possibilities whicli 
might merit donor assistance within Tanzania: improvement of food
 
storage, expansion of irrigation, feeder roads, nutrition, generation
 
of better technical packages, livestock 
development, etc. Con.sequently
 
the selection criteria cannot be 
 based on need alone. Instead of being
 
related to objectives, the determining 
 factors must be rather the like!'r 
effectiveness of implementation: i.e., the institutional dimension which 
has been our topic in this chapter.1
 

1This section is written as if USAID/Tanzania were in a positicn to
 
consider having further projects in the country. While because of he
 
default situation this may not be a realistic hope, we feel the guide
lines are applicable to any donor interested in assisting Tanzania's
 
agricultural development.
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C:.?TER FOUR
 

TH PRIVATE SECTOR 1
 

Introduc ti cn
 

4.1 Under the general category of "the private sector," we have chosen 

to group several interrelated topics: sector policy, transport, small

scale industries, financial infrastructure, and the nature of Tanzania's
 

production units themselves. Though not all of the organizations to :e
 
described are themselves pzivaTe, all play an essential role in suppcrt

ing private economic and ser.cE activities. Here we should note that 
private, religiously-based )7-arJzations have a significant place in octh 

Tanzania's comerciaj. and in its service sectors. any Tanzanians ha
 

their first acouaintance with 
 US citizens throuzh the activities cf
 

missionary organizaticns or through private educational contacts--.o
 
linkages which the cur ent US 
 towardstiude Tanzania overloo-s. 

4.2 It took the current ecc.:omic crisis, ho.,aever, to make plai.
the irivate sector in -a-nza . Istlactive far beycnd what -ts
 

minor place in policy sta-: menss up To 1981 mi_-ght suges. The ecznomaic 
crisis vas (and sti1. is) -, a sinificant degee a private sector c:r. 

Smaliholders were desertin7 the ex-crt crops, while private transpcrters 

cculd no Icnger obtain the fuel an- spare rarts they needed to ste i 
ccmmercia2. oera.ion. FurT*ernoi-e, the small but stratezic 1ar  1.'i:7 
sector -ad been cut off fron forei.n exchange and was near the tci:-: cf 
total collapse. ",uh of the too quality export -producticn essen-iaiso 


to maintaininz Tanzania's 
 market position had come from the large-scaie 

estate producers (particularly in coffee, sisal, and tea). This Dre

carious situation finally stimulated Tanzania's economic policy-nakers to
 
incorporaTe private sector activities under the umbrella of of.f;,i''
 

plan:.inz. Hot-ever, it was soon discovered that the country; la..:&1:he 

basic statistics and information reouired on many aspects -: t 
in of the pri.v. e sector. We are indebted to officils in 

of Plannin6 and in the BanK f:'Tanzania for such assistanc .' ;_%e
 

ablei to give, but it is clear zeveral important gaps remain.
 

.reoarea in QraZt *C the team's econoiiists: J..-.:ra,, 
. 
J. Semboja, and assisted by C. Kazi. The transport sector analyisas has 
been added subsequently. 
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' The Survival'of the P rivate Sector~~''~ -~~,;r'

d..te DepittDusui o a ocilis deelomen srze FrUTanz'an 
re tains~a significant private sector wihcniust in 
recent 'sta *erent by the.YMinistry ofF Panngasers t-1< 4 .: 

mert reaiized and appreciated the se ifi 
sector' in thel ove ball 'ec on ~ic\devel1opine n t '"the$~iticn 
ever',, this, realisation Ihas n'ot' been ,,fiully ex-)I'aino'-t+o g',e A-dnieral1 publib a has notrbeen :a- clear gu-Jed~in'~-D ve' 

U-In out, that the basunnort :', ,>ch-isstater~ent, senior,. officialsspcint 
4bon2e of &,Tcu1turere .,ins' Tan--anial' sallhoes; . t-,e eS 

continue to be~imyjortant in svral ,e'xport ',Ccs;;orei-than 4ha1 o 
industry,is in, private hands;,'th6 -largst --art of tr:ansr0i'49-es 

adprivazeaca~e~J q in hte 
-ii 

-ese O our sm an ccF_1-c- -re 

fU. 4 l sn sem 2t- he n a 

Or 'nav Ole n n',, 

aU esPe-& On'-"ab i h-n ebt i.u c t- s ' t -rill44F 

a-, t4'9'1tIhAF,1; chap 

may 'ate'e t re,iz,. -fac aUhe teofroe ne- s act"Vities 1 hsi..differentia_;,1 acceS7:oeources, :technclo~y., -ind.i~ane14.IUU19-'2 
v iz'u'lis and' organizations lumped togfether~ucer U._s 

-U 

caTe..or 
zai L̂ on 1-have~ t to1 e in c o~mr on, and are~lu jett ' 

"'0 e~~.r~rit cF1 is -." y. ct-aic rec-

' I s~'in'''m a , 1 o a, a- b t!--e-
U 

2*7e , is- -3 u i4U c 

oU Pr-''*t AetonyJtmn Poic the i secttate U'za z 
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ec'.my ;h:ile major gaps remain in this picture, cur cescr.:.on does incorporate the available materials and hlht. :h 
key issues which policy makers should address. 

- The heterogeneous composition of Tanzania's private sectcr may 
also account for the difficulty the Tanzania Goverra-ent has exper
ienced in influencing its activities by means 
of uniform policy

instruments. The diversity is so great that scmetizes policies
which benefit one part 
of the private sectcr may, paradoxically,
 
harm another part.
 

4.5 Throughout the 1970s, many Tanzanians would probably have seen 
the Party (TANU to 1977, and then the CCY) as being fundamentally an
tagonistic to private sector economic activities. To understand why 
this perception persists, let us quote at some length from the 1981. 
CC. Guidelines. (These promulgated 1981,were in and are still taken 
as the cff'icial and binding policies of the Party; copies are widel
circulated and cuoted to buttress arguments in policy debates and 
seminars.) The following passages convey the Party's position:
 

The naticnalization of fore.igr banks and big capitalist farms,
the establishment of parastatal organisations and -he se-tinz u:
of zublically owned industries are some of the examples :f the 
-art.' determinaticn and resolve tc build a new economic sy-s-=m
that was conzruent with the socialist society that was be:n: 
aspired to be built. (p. 7, para. 24) 

The macor means of producticn such as banks, industries, interna: 
ane, e.ternal trrde, big farms, railways, posts and telecc-.C.
 
ti-ns are all no-,, o,.ned by the public. (p. 7, para. 25)
 

However, the detractors and enemies of socialism, both Lnternal
 
and external, have persistently been spreading rumours that our
policy of socialism and self-reliance was the main cause of 
 our 
present problems. These enemies lnow pretty well that what theywere 
saying was untrue .... For in the past fourteen years since
the Arusha declaration, in some instances the Party, governmenz
and its instruments have been used to expand and strengthen the 
capitalist sector in industries, trade, transport, constructicn,

etc. And this capitalism which has developed ove:, this period

in question has largely been instrumental in spreading and ccn
solidating activities and influences whose overall effect has 
been that of sabotaging and weakening cur public sector. (3. 1,
 

Today capitalism has many more temptations than was the case at

the time when the Arusha Declaration was announced because, in
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spite of our having a very big public sector, due to our weak
ness in not combating and curbing capitalist tendencies, capit
alism has succeeded to expand and to infiltrate ever the public
 
sector itself. This is partly why capitalism now dares not only 
to disparage and vilify socialism openly and arrogantly but also 
to induce and manipulate some of our leaders so as to take them 
and subsequently the Party, away from our policy. (p. 17, para. 52)
 

It has become apparent that for the entire period of eighteen
 
years since the Arusha Declaration the government and its instru
ments as 7ell as some of the leaders have engaged in activities 
which have resulted in the strengthening and expansion of the 
capitalism in the ccuntry. From now on, the Party would be more 
alert and keen and would ensure that the power and resources of 
the government, its instruments as well as efforts of the Party
would be deployed fully to strengthen and promote socialism. 
(P. 39, para. 102) 

It must be ensured that the government and public corporationz 
do not offer or give out construction works projects to capital
ist constructors unl, ss that are not other alternatives .... The 
present practice of awarding to individuals tender for supplying 
foodstuffs to public institutions ...is eliminated step by step .... 
Transportation by public institutions needs to be strengthened 
and ex anded.. .the allocation of lorries and buses should be 
carried cut with the aim of expanding socialism in the sector 
cf transcort and ccmmunicaticn. (p. 40, para. 103) 

Since such statements must be approved by the Party's National
 

Executive Committee (,Ec), it is nst surprizing that private entre

preneurs failed to appreciate the "significant role cf'the private 

sector" which it is now being said was allowed under Government 

Policy.
 

4.6 The events which forced a reconsideration cf the Party's 

official position were, of course, the "economic shocks" of the mid 

and late 1970s: drought, high energy imports, 107 commodity prices, 

and the War in Uganda. To these must be added the 1977 break-up of
 

the East African Community and the linked closure of Tanzania's border 

with Kenya. This made it essential to encourage internal producticn 

of a range of specialized products Tanzania had formerly cbtained
 

through Kenya. 
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4.7 The actual contribution of the private sector to the Tanzanian 

economy arises mainly in regard to smallholder agriculture and, prior
 
to 1976, the cooperatives. Official fiLures are given in Table 4.1,
 

but are inconsistent with what is known from other sources. Followinz
 
the Arusha Declaraticn, there was a fall in the private sector's conzri

buiion to 0DP--frcm above 80o to about 77 and then st&bilzed. Privte 

caoital fcrmaticn fell abruptly from about 5C% to less than O71o in the 

early 1970s (figures which are consonant with other information about 
the growing role of government). However, the abrupt rise after 1975 
in the reported proportion is not likely. Given that over half of gross 
investment by 1978 was being channeled through governmental interventicn, 

and given the increasing role of parastatals at this tire, these figures
 
are probably in error. After 1973 there is data on the share of aTC 

emplcyment in the private sector which shows a constant or declining 

share of arcund 27. Since the private share of employ_.ent remaine4 
below 3C-. an6 other evidence suggests the capital-labor ratio in thE 
private sectzr is lc.wer the-n in zhe public, we can infer .hat the Dr;

va+e sectcr's s'--re of investment remained well be: w :c 

4.3 Perhaps the official figures have been adjusted to reflect what 
the Government had hoped would happen after the "tilt" toward orivate 

industry in 1977. instead, a subsequent shortfall in fore-g, exchanze 

necessitated a reimposition of tignt import controls, rhile a vigorous 

parallel market grew up in response to persistant shortages. Party 
leaders felt betrayed when individual entrepreneurs tried to use measures
 
for economic liberalization as a means for evading exchange contrcls. 

Business leaders on their part interpreted the Government's continuing 

campaign against individual traders ("operation maduka," etc.) as proof 
that the relaxation would be only temporary. The fact is that an over

valued currency, stringent import controls, input-starved commercial 

activity, and the parallel market have become interconnected parts cf 

a larger system whose precise functioning remains uncleir. Policies 
aimed at any one segment are bound to be influenced by other develop
ments in the total system, though not necessarily in the predicted ways. 
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TA312 	 4. 1 

CC. 	 T.-3UT:CN CF THE PRIVATE SECTCR TO THE ECC:C:."Y (.R.,;
 

GD?, CAITAL FORMATION AND ELPLOYINTa
 

Gro~s
 
domestic Capital E=p oy

.A :roduct: formation: ment:
 

1966 	 85.3 57-; n.a. 

1967 81.3 47.2 n.a. 
1968 80.9 50.1 n.a. 

1969 79.8 47.8 n.a. 

1970 78.6 31.9 n.a. 

1971 76.8 28.0 n .a. 

1972 76.3 28.7 r.a. 

1973 75.8 29.2 28.8 

19741 7- .C 28.5 27.0 

1975 74.4 34.3 28.3 

1976 76.- 50.2 27.9 
-.9 n.a. 4.5 27.7 

1973 	 n.a. 49.8 23.5
 
'
 1c97 n.a. 	 r7.8n.a. 

ta-

ac . -rDF an4 C" include nrivaie hou!ehc! 

and thoze fcr mloy.-en inclue private enTre
preneurs only. 

Sources: (i) National Accounts of Tanzania, 1966-76 

(ii) Statistical Abstracts, 1973-9
 

(iii) Haii a Uchu~ni Wa Taifa Katika !waka !92 

(Annual Econciic Survey for 1902.. 
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"'hat the Party clearly intends is to gain the advantage of increased
 
private sector participation, while limiting such activi-y to
 
defined channels which minimize the enrichment of indivIual entre:re
neurs. Thus, for example, at the same as
time the Dail., News runs
 
headlines such as "Encourage Private Investors-P2,", it also reDorz
that Bunge has passed the 
Sabotage Bill, making permanent the ca--.
 
against "economic and organizational crime". The cont:nuing portra7al 
by Party leaders of legitimate economic activity a.ithirn morali-:ic 
framework arises out of a deeply rooted ambivalence towards the private 
sector. The leadership would like to enjoy the benefits of a v.gorus 
co.%mercial revival--which the eooncmy desperately needs--but is still
 
reluctant to allow individuals 
 to act in the ways which such liberaliza
tion implies. The Government's statements and policies cver the
 
two years have taken a zigzag course tending towaris greater priv
sector participation but including numerous signals tc the 
 contrary. 
In these circumstances, donors and private entrepreneu.r2 alike h=_-e
 
been reluctant to ur.erwrite the 
initiaies whih the ].ernzent's
 
new policies were 
 intended to stimulate. 

4.9 The most imzportan: of these new policies in rexard to this 
chapter's topic is the investment policy for the private sector 
iscue. in Auust of 19s3. in thisssence, policy con-z:3 of a
 
set cf guidelines 
 tow:ards .riv-te investment. i beeins with the 
statement quoted at the 
star' of this chapter, re-ennhu :i: the 
"significant role" of the Drivate sector in the overall econcmic 
development of Tanzania. 
General guidelines include statements 
that joint ventures with government or parastatals are allowed, tha" 
"private investors will enjoy all the privileges which are extended
 
to public institutions," and that issues such as 
"capital dividend,
 
profit etc. will depend 
on 
individual project and negotiatizn bet.-

Government and the investors" as governed in part by the Forei4-r. 
vestment Protection Act of 1963. Rights to long-term leases in -

http:entrepreneu.r2
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culture are outlined. 
 It.is asserted that "private commercial farms
 
will be free to make their own commercial decisions provided that the 
decisions are based on the framework of law and regulation within the 
country." Provisions are made for special tax treatment for private
 
investment in mining--although 
 on big mining projects, joint ventures
 
with majority Government participation are stipulated. 
 Within industry, 
the necessity for private investments to accord with priorities speci
fied by the structural adjustment program (SAP) is outlined. It is 
also proposed that sector"private enterprises with significant export 
will be allowed to open external account...to enable theM to buy spare 
parts an other important inputs."
 

4.10 In addition, explicit mention is made to facilitating private
 
investment for exploitaticn of natural 
rescurces, including establish
ment of fishing industries, tour operation 
and tourist hotels. The
 
need for (but not an articulation of) a 
 clear policy on the utiliza
.ion of private vehicles for transport of people and goods 
 is no-ted
 

and the des,_rability of rehabilitation of the 
private transport fleet
 
is reccgnized. However, it is significant that in the tr-ade sector. 
the idl.2es say merely that "villages ard cooperative shops shoul-d
 
be assisted with 
 !cans from banks or ... grants from the Government." 
With regards to construction, the only statement is t hat a :olicy: is
 
required ;o determine and control house rents.
 

4.ll The clear impression conveyed by these statements is -hat 
large scale private enterprise in directly productive sectors will he 
encouraged. This has been reinforced by public announcement on several 
occasions, e.g. a meeting 1983 betweenin prominent members of the Asian 
community and MinisterPrime Sokoine, who urged them to establish lar 
scale commercial farms on their own or in participation with foreign 
private investcrs. Cn the other hand, there is ambivalence within 
the Party about the role of smallholders in peasant agricu .ure and 
small entrepreneurs in private transport couplad with hostility to
wards smal"-;cale priva:e trading enterprizes. 
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The Transprort SCor-5 

Tanzania's transport sector is of crucial importance 
to the natio-.'s
 
economic development, and will retain this significance 
no matter -What
 
kind of economic regime the national leadership espouses. This is true
 
for all of the usual reasons affecting any primary producer on the 
peri
phery of the international system, but also so fcr certain reasons peculiar
 
to Tanzania's situation and geography. 
A basic initial insight to under
standing Tanzania's "development dilemma" is the realization that these
 
pecularities ipose significant costs which must bo 
 abscrbed "y ahy or.aniza
tion-public or private--doing business in Tanzania. In broad bt.S
summary, the =air. points which need to be understood are: 

- the incomplete nature of Tanganyika's colonial investment in
 
transport infrastructure.
 

- tbhe inherently low returns to unit investment because of the

location 
 of higher potential areas in isolated "islands".
 

- the centrality of Tanzania's transport efficiency 2s an influez
upon neighbouring land-locked states. 

- hea.y loads destined to or fr. neighbcurin; states (Zai--
Kena, -aveithe pas- -greatly reduc?, 
 t-he life o Tanzan a' 
,za ,_was ,to -he north and 
to the southwest)
 

-z a.z
distance trarsport in Panzania frecuently invcl.es more
 
than one mode cf tr-nsocr-t, e.g. road and rail, or ra- an4
 

- Tanzania ooera-es 
two naticnal railway systems, TRC 
 .- . .,

have different gau-- and comple-tely separate or7:n:z-a-.-i:n,
 

- Tanza:.ia coerates three lante 
 shipoing rou-es as well as Marinecos~s ~shipping north, south, anf to Z--~bar. 

- single purpcse transporters (e.g. crop parastatals) musT o_"e:
 
send vehicles one 
 way empty for long distances, doubi-n. coats.
 

- the dispersed location 
of Tanzania's main crops--exceptin: perhaps cotton and pyrethrum--makes it likely that common prccessing
will entail high transport costs for some producers.
 

- while rail and air transport come under public corporatzi - , r-'
 
of road tranport 
 is offered by private operators whose servi
are essential for many rural com-mu-niies.
 

- .antenanceof the road network by Tanzania's blinistry of

has been starved of funding- except where 
 donors have .der'ri-

r,"-anr fc c - crC ct area-
-n 

- As the orzanization also resocnsible for aaitaini-rvehicles, the ."i4str 's inefficiencyjr ha -:, oZrvas 

im-act cn public sector productivity. 

,e
 

IEssentila reading; on this topic is a SIDA sponsored study zy -o 
Sedin Con:3ultants AB (182) Tanzania, Fact Findin:!.!issin 
 Tr:n-__r-


Sec or, ]--.c ,3C ?p . s rd c
S~ c .-.


http:Tanza:.ia
http:invcl.es
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4.13 While the various compcents of panzania's transport system 
appear relatively straight-forward when examined individually, there
 
have been pronounced problems in coordinating the joint operations of 
the system. First, we note this does not involve just Tanzania.
 
zania's transport efficiency influences and is influenced 
 by major
 
users in five neighbouring countries (with Kenya, 
 Uanda, -aawiand
 
even Somalia being potential clients). In four of these cases (nor
thern Zambia, eastern Zaire, Burundi, and Ruanda), transport links tc 
the sea through Tanzania remain the shortest and therefore potentially 
leas-cost land-based access. 1 Second, the necessity of tranferring
 
cargo from rail to ship to road or 
vice versa puts the whole system at 
the mercy cf its weakest links--as the TRC "capacity crisis" discussed 
in chapter two illustrates. Third, it is unfortunate (because there were 
alternatives, such as greater use by Tanzania of Tanga) that Dar es 5alaam 
has been made the principal outlet for both Tanzania and Zabia. Thus
 
ca-:zncity bcckaes 
wc*hich originate in either country's tra-e will q*''--.
 
af:'e:-
 the other cne--as Zambia discovered to its cost whe al es Eas.
 
became ccmpetaly clcgged in the mid-1970s. Fourth, pol_ical 
evenos
 
such as 
 the 'War in ganda, Kenya's seizure of the Victoria s-eamers, )r
 
the disunu- e over 
East African Airways' debts have had str.nz reprecus
sions cn the o-oe-aticn of the system. 
 And, fifth, the lt..ilz* of a rr: 
cu-.ura! processinz and fabrication Llants (tobacco, meat ;acking, mil
 
and fertilizers) 
 far from the producinz areas leaves much of -he e-rr
cultural sector 
 at the mercy of the nation's transport effiiency. To
 
get fertilizer from the factory at Tanga (where 
 it is already more expen
sive in FE than imported fertilizer) to Mbeya means moving iT over tw,,o 
rail systems and from one corner of the country to the opposite end.
 
And yet the highest demand for fertilizer is in Tanzania's southern
 
highlands zcne. Unless Tanzania's transport managers operate 
 with
 
unusually ".-gh levels of 
coordination and efficiency, many .- eonle in " • 
and out of Tanzania suffer.
 

±We miz'ht note that Tanzania's central railway wNas built during 

coioniil simez :o *er'e 7aire'seastern needs, which *cccun:s :or itsroute through drouzht-prcne districts where the line has had little develo-
mental impact. 



- 158 

4.14 This background explains why Tanzania's organizational infra

structure servicing the transport sector is relatively elaborate. The
 

necessity of coordinating mutual transport and energy interests is a
 

main reason behind several of the joint, bilateral Commissions which
 

Tanzania established with neighbouring countries during the 1970s. 

lore recently, the port of Dar es Salaam and the TAZARA railway have
 

been identified as an important entry point for transit traffic into
 -


the SADCC area and as such may qualify for regional support from SI-A
 

or other concerned donors. Renewed communications with Kenya =ay also
 

lead to a revival of some features of the former East African Ccmmun_-:y,
 

thoug7h it is too early to predict what form they might take.
 

4.15 Internal transport institutions differ between Tanzania and n

bar (as they do in most other sectors as well).1 Zanzibar's transpsrt
 

parastatals are heavily oriented towards shipping, as might be ex:e.ze-.
 

T'- Zanzibar Government Shippi. _ Corporation (established in za-:=esIGT\ 

_all domesti sti ppcng and operates three ships (the mv apn..-.uzi,
 

d A"r A Zanziba
Jamhuri a_. my f ).._. seoarate parastatal, the .. ' -:

-hipoi-- Cororatcn, services external vessels (163 ship.s in 

while act.al loading and storage is done by the Zanzibar ,iharfage C:-pzra

tion (E7,6,C tonnes in 1976). Road transport comes under the ' .. of 

Works, Rieads, an- Telecommunications, which maintains roads cn 

repai- vehicles, a.nd handles vehicle imports. The inadecu:e ser'i:e -c
 

Zanzibar by mainland parastatals (like Air Tanzania) in recent yearht
 

no doubt contributed to the Islands' desire to maintain their wn, :ale!
 

transp rt services.
 

4.16 At the national level on the mainland, it had been hoed Dar es
 

Salaam's National Institute of Transport (begun in 1975) could p....--' 

suc)ort an4. short term training, as well as running a 3 year dipoma 

course. anaerial and financial dj ,'ficulties instead resulted in 

Institute bein taken over by its parent ministry in 1962. Licenses 

:or ofer:n, road transport have been issued by the transocri licensi.: 

authority within the Ministry (though perhaps This might be one area 

1All Zanzibar figures from 
a 1978 Zanzibar Govericent docurent:
 
more recent information was unfortunately not available.
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of District Councils). Permits for purchase
affected by the revival 


handled by the State Motor Corporation.
of new vehicles are 


in the use been made holding4.17 	 As elsewhere economy, has of 

transport com
parastatals charged with the oversight of individual 

panies. The National Transport Corporation (with 50 employees in 

1978) is holding company for UDA, Dar es Salaam's public busthe 

Service (NBS), and the Coastal Shipning Line
line, the National Bus 

southern regions. For
(TACOSHILI) of critical importance to the 

set up
road traffic to Zambia, a special 	joint company (ZTRS) was 

600 trucks, which are mainly in
in 1966; it is said to have about 

volved in copper export. 

4.18 The public corporations involved in the transport sector 

tend 	 to be large in size, being (in 1982 figures): Tanzania Railways 

Tanzania Harbcurs Authority
Corporation, or TRC (17,509 employees); the 

(1-,2C6 employees); the Dar es Salaam Transport Co., 	 or UDA (1,567 

Corporation (1,237 employees).
employees) and the State *otor 	 Air
 

Tanzania Corporation (ATC) was listed as having 1,164 es : e: 

oosts (1978), b4- there is a clear difference in the Ann---: cnc..er 

Reoorts betweern numbers reported under "established po -s" and
 

For

given for total emoloyment (which may include daily laborers). 

ep.t lists A',AiS es-tblished posts
example, the 1977 Annual Yanuower 

7.* . 
for TRC and 4,277 for the Tanzania-Zambia Rail:"ay Authsr y, or 


Agencies Co. (N;ASAC0) which has
 (1962:4). The Naticnal Shippin 


havn.; 753

received sone limited 	assistance from Norway is shc-n as 


employees in 1978 (1982:43).
 

to TRC's capaciay problems
4.19 	 In chapter two, reference was made 

to various scandals which have surrounded ATC's 
in the late 197Os and 


The poor perfor
operaTions almost from the Corporation's inception. 


of Tanzania's transport corporations had immediate foreign ex
mance 


,

change ramificaticns. it also undermined the legitimnc ° of scc iaIi
 

this i one area where
 
to economic develop:zent, sinceapzrcaches 

cortact with the nation' Z parasta.al
average citizens come into direct 

are lare tz : left adrift,
management. The investments concerned Too 


perico of econcmi: cr-is 19'76-31)
as they -ere during the initial 

http:parasta.al
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system is central to the concerns of
4.20 Tanzania's road haulage 

this chapter, since the larger share of transporters (estimated at 

60K,) are still privately owned. in addition, Tanzanian producers 

generally prefer to employ road transport because of the 1oM. effi

cency of the rail services. This rces not necessarily justify
 

to road haul=a-e from a national 	standpoint, howaever.givinz priority 

haulage costs have a large foreign exchange ccmpoTanzania's road 

nent, not only because all fuel is imported but also the short w.ork

ing life of imported vehicles and the foreign exchange used to keep 

.z s calculations 'derived fr=roads assable. Table 4.2 gives 

costs in using read hala-.-MDB) of the ccmparative foreign 	exchange 

combined truck and rai: tr--_ns~ort.exclusively, as con-rasted with 

This underscore the aeed for rail';ay efficiency, pariculnr-Y in 

the transport cf cereal crops (m--.ize, rice and wheat), beans, and 

c offee 

1•i Table 4.3 .i',ssu:zcrt -.o th- ccnt.enti.Cr -that.:r.'at
 

We have no
sorters constitute the bac.(zcne of the road fleet. 

.reas on to douct this overall e....:zaticn, but the stati-c_
 

oas:s is ccnfuz n. A U .71 1 f-na.ced study by Lyon Associates notes
 

_c
in 2'9 that mto venic e stai ze as oublished ca!"nnt le u.e4
 

.
w.tnoC 	 W . ,,ile a -.a'...-', vehicles are adde4 tc rei,, 

old vhio -- n ln: r re--istere or ino..erab.e :...seach year, 

are not remoed. (Comzurin actual records against suotose. regitr

tions for 1969, LTyon Asscciates arrived at deflator percentages of 

29!: for passenger cars, 23- for vans, 22%,' 	 for lorries, and 104 lo.,er 

rule thaT one shou: cefor buses.) it would seem a safe general 


flate oublished statictics on vehicle registration by at !east '
 

to arrive at estimates of ---he current fleet in each wer 
.would meri	 a-.:o e.cellent bareli.... studies whcse quality 

de-vies, 	 .cc"9rttive 	 uc-o-ate in i''z re: Trm-ac Consulting A:2erta: ?i'457:) T--z::n :ruo ... . " utr.~2C'~r al .... 


Consutir._ . . •
7O c, ksee esc. chap. ,"h .... sport Lyse..deriocs Sep....).s, . 

of the 	 "Tran!oort--. n Cverview," and chap. 5, "The Elements 
" 

in Tanzania"); Lycn Associates (1972) Final Report, Tanzania ich' 
3 vols. Baltimore, 2D: Lycn Associ.tes.an: .. t..enance OranizatiCns, 


-*"on Associates (197-), vol. Il-, chap. 2, -. ,6.
 

http:ccnt.enti.Cr
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TABLE - .2 

FCRIGN EXCHANGE COSTS OF CROP TRANSPORT ( I/ 3 2 ) 

(US $/torne) 

Cro. Truck Only: Truck & Rail: 

Coffee 134 89 

Tea 207 168 

Tobacco 153 118 

Cott on Lint 123 91 

Sisal 51 51 

Cashewnuts 28 28 

:aize 157 57 

Rice 85 32 

Wheat 157 62 

Beans 129 62
 

Cassava 22 22 

aT*.e cos- of movinx cash crops f:'., points of orizin 

to port and food crops to Dar es Salaam. 

Source: ... n str. of Agriculture and Livestock DeveIorment
Tazniz- Nr at i a I ?oo_ ta-tez.,, vc1. ?., 

. ?raze..cr: for Action. RMe: ?..O for '7C, 
S5.5 - *16.
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TABLE 4.3 a
 

YAKEUP OF TANZANIAN ROAD TRANSPORT IN 1974
 

No. cf : of Total Production % of Total
 
Sector Trucks Fleet Lmn of t/kin) Production
 

Private 6,CC 68.2 1,080 59.7
 

Cooperatives 6co 6.8 120 6.6
 

Parastatals 1,495 17.0 180 9.9
 

National Road
 
Haulage Co. 315 3.6 108 6.0
 

Tanzania Road 70 .8 30 
 1.7
 
Services
 

Zam-Tan Road a 320 3.6 292 16.1
 
Services (ZTRS)
 

Total 8,8co 10 1,810 IC
 

±ncluded because of registration in Tanzania 

bNot including approx. 200 foreign regis'E:ed 

vehicles operating in Tanzania 

Scurce: Table 2 in N-ila 11wase, The Str',ture of the 
Roa' Haulaze Industry in Tanzania ' azer 
7o.), i900, p.13. 

TABLE 4.3 b
 

A?1E P C7 T:Z,7A.,A ROA.D T:A:,SO.RT !:I 1i82 
-
No. cf % o' ao, irox. total o: 

Sectcr owers oners truck fleet truc: fleet-

Parastatals 146 2.62 2,049 1.15 
Cooperatives 231 4.14 458 4.06
 

Ccmpanies/ 5,204 93.24 8,780 77.79
 
Private traders
 

Total 5,581 10 11,287 	 100
 

aPresumably those licensed to offer co.erci.
 

haulage services (otherwise the total for .*e 
parasTatal sector would be muc*- hizher). 

Source: 	United Republic of Tanzania, Hal_ ;a Ucnhaku_ 
na Mawasiliano Nchini, Mfwaka 19c2, l .o3,p. 21.
 
(Annual 	Report, 1962, ."inistryrf Tansport and 
Co.munications) 

http:T:A:,SO.RT
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4.22 A significant trend in Tanzania since Indpendence has been
 
the changing composition of vehicles on the road, with proportionately
 

far fewer passenger cars than would have 
been found without public inter
vention. A tax on passenger cars was introduced in 1964, and was revised
 
upwards in 1967, 1969, 1970 and 
on several occasions since then. Its
 
Lzpact on growth rates was immediate: while anrual growth rates for
 
nunmbers of passenger cars had been 4.6% between 196-65, it dropped to
 
1.6% between 
 1965-70 and has been even lower since then. Lyon Associates 
calculated that the growth rate for vans during the same periods rose 
from 0.3,' to 5.2%, for trucks from 0.7% to 6.1, and for buses from 2.2,1 
to IO.4%." In the early 1970s, the State Motor Corporation took over
 
cont:-ol of vehicle importation from private suppliers, and the 
present
 
system for purchase approval was instituted. This all but cut off
 
passenger car 
imocrts except for parastatals or expatriates payn..- In
 
hard currency. However, we do not have up-to-date figures giving the
 
.resent 7roporti of passenger cars among registered vehc' s.
 

4.23 Another :rend with significant reprecussions has 'teen the

r oc:z of .. arastatal rc~d fleets durinz 
 the lata Th f9iCs,;'ures
 

for't'2- _4 ab,1, thein .31 fro Minis try F Annual RePc r t _rze Sure>
 
in gross error. Cut of more than 450 parastatals, l_6 is toro low
 
an estimate for those which 
own trucks. The 197 figures seem nearer
 

-n
rfal:ty *;vn.' -or all co-cerative and oara . c.
 
trucks in the national fleet; we would consider the .hare :f-ay i r.
bably over 3C 
 of the total. This growth in parastatal truckinga whicn
 
is readily observable on 
the road, derives from favored access to Bank
 
of Tanzania and STC imoort clearances. The uncounted cost is, how..ever, 
the tendency of crop authority (and other parastatal) vehicles to make 
lcng trips travelling only one way loaded. .1hile zenera .tr..nsorter
usually can arrange trips so thai vehicles are loaded bctb czminF anc 
going, the specific objectives associated with parastatal ozeraticns 
often means travelling one way empty. This effectively dcublez the 
actual per mile costs of transport, even though the increase will not 
appnear within mileage statistics as usually shCwn. 

loi__.,vol. 3, cha.. 2, pp. 34-36. 
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4.24 Statistics on the present road network also show unexplained 

discrepancies. The World Bank's estimate by regions is given in
 

Table 4.4 overleaf. Other estimates of the length of the road
 

system vary between 45,000 and 559000 km. Of this, 2,800 km are
 

paved with another 6,800 km gravelled (Bo Sedin 1982:6). The Ministry 

(EAWASILIANO) is responsible for maintaining a total of 17,600 km
 

(prior to initiation of District Councils; we have no indication
 

yet whether the Councils will re-assume their pre-1972 role in
 

the upkeep of local roads). The many other roads making up the 

total system are in very poor condition, some having deteriorated
 

completely before even the loans used in their construction have 

beer. paid off (e.g. some of the World Bank financed feeder roads). 

Poor road conditions have thus exacerbated high transport costs
 

for private transporters, with private and public transporters
 

experiencing very high rates of vehicle depreciation. 

4.25 Within Tanzania, ministries tend to blame the Ministry for this 

situation, since it maintains public roads and services most govern

ment owned vehicles (only MAJI and a few construction-oriented secticns
 

of other ministries are excused from relying on COMWORKS for this pur

pose).' :t would seem that during Tanzania's extended financial crisis
 

when recurrent funds were very short, the Ministry simply stopped 

maintenance on many minor roads. In retrospect, the self-defeating 

nature of this strategem is evident. As with railways (see chap. 2), 

on roads a small amount of annual maintenance can forestall much more 

expensive rebuilding of the roadway itself. It also externalizes to 

users vastly increased equipment breakdown costs, usually paid in 

foreign exchange. However, it is not fair to plaae all the blame on 

the Ministry. COMWORKS inherited a substantial proportion of its
 

road network from the former District Councils, which as they became 

financially pressed adopted the same strategy for "saving" funds. In 

July of 197) Lyon Associates surveyed COMWORKS' existing stock of 

1,445 pieces of equipment for road maintenance; 47% was found dead

line . as inoperable. As for COMWORKS' workshops, they observed: 

%Transportand Works were separated in 1974 and only recently. re
joined under one Ministry. The old designation COMWORKS w:s in use in 
1972 and is retained here, though operationally vehicle repairs and 
road maintenance were and are separate, being under different divisions. 
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TABLE 4.4 

ROAD LENGTH AND DENSITY BY REGION 

Length Length Total km Roadof km of Roadof Paved of Unpaved Length per 1,COO per 100Region: Roads Roads Roads. (km) (km) rural pop.' =so land 

Arusha 276 3,662 3,938 4.2 5.0
 
Coast 
 521 2,878 3,399 6.7 12.4
 
Dcd rea 
 2 6 c 3,0O8 3,034 3.1 8.6 
Iringa 
 345 3,010 3,355 3.7 9.7
 
Kigca 20 
 972 992 
 1.6 8.2
 
Kilimanjaro 324 
 2,106 2,430 2.7 
 22.0
 
Lindi 30 749 799 1.5 n.a.
 
lara 4 1,354 1,358 6.41.3 

Lreya 360 3,924 4,254 4.
 
Yor ogor o 38 
 2,720 3,104 3.5 10.9
 

Mtwara 
 20 2,940 2,969 4.1 
 9.9
 
Mwanza 
 80 2,384 2,464 
 1.^ 17.5
 
Ruvu-na 2 2,177 2,179 3.8 
 .
 
S iinyangz  2,5 3 2,601 i.9 7.. 
SinL'ida 
 7 2,224 2,231 3.7 7.6
 
Tanga 286 
 3,C62 3,>48 3.5 15.7
 
rager 
 22 2,289 2,313
 
Rukwxa 
 nil 2,632 2,632 
 5.8 n.a. 
Tab ora 4 5,44F 5,453 6.9 

TOTVAL 2,725 50,13o 52,863 3.3 10.2 

aProtected to 1981 from 1978 population figures based on 
past regional growth rates 

bTotal a.ricultural land, including unused & fallow land 
The post-1981 completion of the paved road to Dodoma 
will have greatly changed this figure.
 

Cource: .J. Staab (1982) and"Transport Agriculture," Bac-;:rcund
Paper IV, B'orid 

Report, Tables 4 & 6 (derived from TISCO, 


r the Eank Azricuilural ector Stra-..: 
Zotor Vebicle 

Distribution Study, December 1981).
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In general these shops have 
inadequate facilities, equipment,

supplies and handtools to perform even the simolest repairs.

In so"te cases lubrication cannot be properly performed due 
to the lack of the proper lubricants or'lubrication equipment. 

As a consequence, rates of equipment usage despite the scarcity of 
units were "very low": 1 

Suggested reasons for low usage are: (1) long procurement time
needed for spares results in non-availability of the eaui.ment,
(2) shortage of qualified operators, mechanics and supervisors,

(3) influence of Government policy of labor intensification, and
 
(4) accounting system requiring equipment to be 
"hired-out" to

assine Restricted.obs.. fl-unds available per job limit amount 
available for charges aganst equipment. 

The consulting engineers went 
on to suggest that CCT'IORKS' poor perfor
mance w.,,as in 1972 largel:, a ccnsenuence of trying to do too --.';1., 

too little--a -erennial Tanzanian trait, 
 They conclude: 2
 

The physical facili*i_ for vehicle and equipmert r a - nr.r.. e 
and repair w;as, in mos: Re6ions, totally inadequate for the larTe 
numer 0f un..in..-.ed. in .1i-ionto the Cor=%:.orks fleet,
-hese shops are expected to orovide service for all other -overn
ment "linistries, resultin. in a demand of hurre- t.ssever? " 

cn o 
very li-ited facilit. wich is, in many cases, inadeauate 

oto.. even preventative maintenance.m
.er minimum 

We noze that these ccm.ents were mde in 1972, a ,i- - 4n i 
.
zana's fina..nc4.al- situation in c::.-;a'on4 t r years' 

4.26 The aues-ion is w.ether donors should have addressed thi. --

tent Tanzanian wea-'-ess when extending lan financin - for the ccnstr*.C
ticn of low specification roads. This is even a valid issue in regard
 
to showpiece investments, like USAID's assistance 
on the Zar es Salea
to !_.eyahighway, African countries 
seem unable to resist sendinr ..r
 
heavy loads down their main highways, irregardless of specifications. 
The consequences on a li&'htly cc-nacted roadbed--where the main "savin.-" 
occur, since less eouir:.ent use is reouired during const..ct..n--':
 
be to destroy the sub-surface stressin;. of the roadbed, sc.e:i.mes for 
the hi -h.-way'.- entire len th Thus within ten years of it cons.uo:_cn, 
the .ar es Salaam to .Teya highway now recuires rebuilding over muc o: 
4:s rute. A-d, of course, it was built with loan financing. 

1,-n Asscciates (1972)., voli. 1, chap. 2, p. 62. 2 lbid., p. 62. 

http:const..ct
http:in..-.ed
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responded belatedly to the crisis in road haulage. 
The IBED has instituted a trunk road maintenance project, and is also 
said to have included some vehicle repairs under its export rehabili

4.27 Donors have 

tation credit. The Bank is also giving assistance to reorganized
 

regional transport companies (RETCCs). The EEC has launched a major
 
project designed to get the 
more than 6CO sidelined parastatal trucks
 
back on the road (Bo Sedin 1982). However, noting that transport is
 
one area where the private sector could still compete and the willing
ness of the Sovernment to allow it a larger role, 
-e must ouesticn 
whether further supnort. to transport parastatals makes the best u e 
of ver- -carce external financing. The answer is probably that in 
the short run existing organizations were in desrerate straights
 
even thcugh in the longer run other arrangements mer t dcnor sup:-zrt.
 

b. Rail Haulae
 

4.28 The deterioration in Tanzania's transocrt sector dces feature
 
prominen,.!y in the 
Structural Adjustment Pro-ram (!96'_: _-E ). The 
aim is to s i"t !on di stance cargo movements from rca rai:2c 

to remo.e unnecessary interregional rest:-icTi .. 
 -n.. -. 

('hih had artifically increased costs), to stress rehabi iaiocn,
 
arn to ... c e the 
 n 4- ryIs planning capacity'--aal 2aau- _ .. 

4.2' . serious obst-ce to realizing the SAP obec:i'-z beer 

.he c.erfor..ce uns; h.of Tanzania's two major rai -, 


1liner -.o th 'JIest and .;orTh under the Tanzania hailways crpora-zion 

(TRC), an. the Uhuru Raiiway to Zamia's copperbelt und .... 
(Table 4-5). TrC's problems in the late 1970s were discussed in 
some 
detai! in chapter 2 (paras. 2.36-12), and are clearly indicate:
 
in ocm!::-aive performance statistics (Table 4.6 and 4.7). 
 TAZ:RA 
'as a-lso ccme under severe criticism, but in TAZARA's cace 
,.-c of
 
i:s difficulties can he 
traced to a basic mistake"'ad- h"7.zr
.- he 

:n rro:irino -hizh were un6erpc.e:-ere for -h ': I; .nccmci',ies 

or the "e.tra- ec-ion, 'hare " rtu ' th£ 'r. escarz
e:t. A.s vi-h ThC ksee our foliowin;- accounz), CI :r7. 

raii':wav consultants to assist. T.-CAA's 'managementir" ;n-*.'
 



- 168 -

TABLE 4.5 

RAILWAY HAULAGE STATISTICS, TRC & TAZARA
 

(a) Tanzania Railways Corpcraticn 

(Length: 2,600 k) 

Year: 

Item: 1973 1977 1981 1982 

tons carried 1,587,929 1,302,180 1,152,421 1,58,866 

passengers 4,518,289 3,700,624 2,389,653 3,284,194 

wvagonsb 6,370 5,492 4,458 3,922 

pass. coaches 228 274 2CC 219 

locomotives 176 158 202 202 

bFigures for 1981 and 1982 refer specifically to freigh:. 

wagons, whereas for 1973 and 1977 totals refer to 
"rollinF- stock". 

(b) The Uhuru Railw;ay (TAZARA) 

(Le n th: 

Year:
 

he : 194 19 77 1981 9
 

tons carried 92,75- 1,271,682 752,CCC 7?7,CcO 

passengers 618,926 1,048,820 1,U21,478 9:3 ,7: 

rolling st 

coaches & 
restaurant 

k 

cars 

1,370 

100 

1,870 

100 

1,908 

97 

1,8 

97 

mainline 
motives 

: cco-
(DH) 

85 85 97 80 

a Source: 'The Econcmic Survey, for the years 1977-7, 1952. 
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TABLE3. 4.6 ZSIUTTED TRC .. - 1978 

('000 tonnes) 

Estirmated Act-al 
Co odit," Demand: Traffic: Shortfall: 

Petro1eum 340 170 - 5C 

Grains 240 60 -

ZR t-rnsit 240 110 - 54 

Cement 200 74 - 63," 

Coffee 96 75 - 22r 

Sugar 86 15 - 93;; 
Cotton lint 59 41 - 3y1! 

Livestock 58 25 - 57 

Fertilizer 50 15 - 7C . 

Cat"tle cake 38 14 - 65" 

Sisal 30 13 - 57" 
Al, ~er rCC 'I . 

1,950 1,C10 - z6:. 

S.:r!e: .. , 298C?) 'an-n'n 'a ns''- t -

Boc: I, Vol. A. , pa 3..... 

-T "A -.7 :; -:. -7-- -- 77-~j f'T r : 31 C 

..... iC/.7...,ree Ar-nual ocds 7'- c/.,-. 
(' Cc tonme) ('COo torne/.-) 

Zimbabwe 320 Mli 460 
Zaire CO T.ZA 430 
TIC II lawi 400 

'65; Seone.-1 360
I"aawi 62 Be-Un 350 

cr::ii 2 

T1.C 210 

ce , ? ) nr.,ania - .g,_ 
zoo k :, ",o!. A. Su;.::a ,, ara. 2.113, 

•] 'd -' .(n..d. o. ' ::_ai!.:a." ....... -t ect.-r . 
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opera: onal performance. West German assistance in rebuilding -he
 
Chinese DFH2 locomotives with German diesel electric engines ape-rs
 
to have been successful, and represents an innovative local soluion
 
to a major technical bottleneck. 2 The Canadian engineers also put to
 
rest external speculation that TAZAFRA was repeating TRC's dismal record 
of ncn-maintenance cf its track (198L:7-9): 

Generally, the track structure throughout the entire TAZARA system

appears to be well maintained and in good condition. 
 Both surfaces

and alignments are very good, the ballast was clean and has full
shoulders and properly filled cribs, and the shoulder The formaof 

ticn are generally well maintained and free of weeds.
 

Z .30 For the TP.C, however, a return to cost-effective operaticn wl1 
be much more difficult to achieve. Here we are also fortunate in having
 
at hand an exoelle-.t CIDA evaluation, from which the following poin-s
 
have been taken, riven here in direct cuotatio (paragr-zhn-. 
( 1) Inefficient use of Dresent reso'rces: "In 1979, the averaze turn arcun(load to loaa) t me Ir he anproximately 3,300 potentially active wag-ns was

roughly 27 days. despite the fact 
caryins fall s-rt of denand and ne.

lorzest scheduled rouund trip -nz time...is less 
than five days." (4.2C) 

)raA iTn of oneratin at a loss: "Since in. .crati in t. -

TRC has exoeri rnced net annu'u- f.nncial losses...a:.d the forecast f:r l95c

is an even = .resubstantial net deficit...despite a thirty percent incrOas
in goods tariffs implementec in 1979" ('.306) 

3) Lick of finr.cial data: "The financial and accounti.i sys-:e-s and controls of t-ne T.2J nave -zeen ana to a la-ge extent continue tobe in disarray"
(4toC0e).DLn: tno field evaluat-_n perioc, TEC did not 'ave fcrma2financial staterent nor any opening balance position. The ava-i"l; f inanci:1
information related primarily to operating profit and loss figures -sed on
approximate or refined forecast figures. 
This presented a major constraintin carrying out a normal financial and accounting status review and evaluation" 
(4 .310). 

4) ieclinin; Droductivitv: "Although the present situation is bleak, itis worse wnen viewed in perspective. Traffic carryings have been on a steadydecline since 1972. 
 In that Deriod total goods traffic has fallen from

1,680,C00 tores to 850,0C0 tonnes in 1979, an average decline of about o 
per year" (1.05).
 

5) Failure to utilize in-country opnortunities: "Concrete sleepers cou!,be adopteQ...this would have the major benefit of avoiding a major portion of

the foregin excharge expenditures" (4.1SC) "The concrete slee:er plant in Tanzania built for...the TAZ ' A railway is not currently in proauczion. The zlan was not turned over to TAZ7.LA on completion of railway cons:ruc:icn ( 

.Canadia:. -acific Ccnsultinz Services (1984) O r _atinr an taffin. 
for Tanzania Z'a=*- -na'ay AuhoriT-'. Froess:-e--rt, .ar e s zaaa:CC. 

2A. Mkamba (19 3 "Experience of Irnovaion an; its -1=- on !nd -'-'.e ' 
The TnzaniaEr_. _n , vcl. 1, no. 2, pp. 33-3L. 

3CDA (n.d.) Tanzania Railway Transport Sector a-ud, c . A, S...... 
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17) Staff vacancies because of loss of staff: "Vacancies in the range of 
25% and more are common in most departments... It is also understood that TRC 
is not always presently able to offer sufficient salary or other compensations 
to attract and hold qualified people... The salary scale paid, for example, for 
equivalent positions on the TAZARA Railway is reported consid rably higher than 
on TRC- (4.16). 

18) Early retirement of experienced staff: "At the age when officers in
 
many countries are making major contributions to their enterprises, officers
 
on the TRC are nearing retirement" (4.32).
 

19) Inexperience of newly appointed senior maners: "The situation has 
been made more difficult by the shortage of senior staff and by the inexperience
 
of some of the most aenior managrs... They are not only new to their TRC jobs, 
but also new to the railroad industry and the traditions of service that make
 
it work... Without consolidated data for management information, and with key
 
TRC managers lacking the empirical knowledge which could substitute for data,
 
the TRC has suffered from the lack of planned direction when it was most 
needed" (4.22).
 

20) Oer-emphasis on academic qualification: "On TRC today, it would ap
pear, in some instances, that an over-emphasis has been placed on the importance
 
of academic qualifications in comparison to hands-on experience" (4.31). "This 
situation of two distinctive groups--one experienced (but) lacking academic
 
type qualifications and one academically well qualifiec but lacking relevant
 
experience is not unique. Hcever, elsewhere young academically qualified per
sonnel are usually expected to remain at fairly junior levels of responsibility
 
...as they develop knowledge of the enterprize... Sufficient numbers...are not
 
available in Tanzania...and consequently promotion to senior levels on the TRC
 
is quicker than normal" (4.3).
 

21) Management Board concentrates on details rather than goals: "A full 
appreciation of the role of the Board of Directors and its importance in estab
lishing overall goals and objectives appears to be lacking... No apparent spec
ific financial objectives have been established... both the Board and the senior 
operating officers find themselves preoccupied with details of operation, and
 
the establishment of long term objectives and overall corporate plans is not
 
receiving the appropriate emphasis" (4.04).
 

22) SCOPO as a bottleneck: "The mandate of (SCOPO) includes the regulatio,
 
of wages, salaries, and other compensatory items... Because of this responsibi
lity, SCOPO is involved in such considerations as approval of organizational 
establishments in TRC. The influence on the Corporation is therefore consider
able" (4.37). "The sheer volume of SCOPO involvement in hundreds of parastatals 
...gives them little time to initiate such reviews. Presently, the resolution 
of such fundamental issues is in limbo. Differences which require personal 
dialogue are being dealt with by correspondence. Exchanges are taking 6 months 
or more with no resolution in sight" (4.38). 

23) JUWATA as a bottleneck: "JUWATA...is far more pervasive than mcst, even
 
large, union organizations... The perceived power (real or imagined), the per
vasiveness of JUWATA and the reportedly time consuming...procedures...have
 
apparently combined to erode management perogatives... The accumulative effect
 
*.. is said to have decreased management's ability to direct the work and to
 
obtain desired response from the work force" (4.39)."
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-.31 Nearly all the above traits could be documented from several major 

Tanzanian parastatals; probably a majority of them apply to most of the 

nation's larger parastatal. enterprizes. 'nis is the root reason why one 
must be cautious in assuming individual perscriptions can effect the changes 

necessary to reverse systemic momentum which appears to crass-cut the entire 
universe of Tanzania's rural development institutions.
 

4.32 The railways case is also valuable because it typifies the constraints 
which must be dealt with by outside management consultants asked to assist 
in improving Tanzanian institutional performance. 

1) First, there is not the slightest chance that the railways can be
 
"returned" to free-_market, competitive operation. Since inception before
 

World War 1, the East African railways systems have always been public sector
 

enterprizes. They will remain public corporations for the forseeable future. 
To put forward a barrage of detailed suggestions derived from the usual world 

of private enterprize, commercial operations is of no particular benefi" 7o 
anybody. The setting and constraints which apply to public sector enter

prize do fundamentally affect the range of options which can be consasere
 
2) Second, the Tanzariian railway system did at one tine operate w.:

substantially &-eater efficiency than it does now. It was able to move a
 

greater tonnage with fewer staff under many of the same field d -4_
iffu_._-s
 

which today seem to cripple its performance. The older, experienced s-aff
 

who are now being retired to make room for well educated but inexperienzed
 

managers did at one time run the system more effectively. It would see=
 
imperative to concentrate on asking h within existing constraints the
 

overall perfo_ance has steadily deteriorated during the 197Cs (the is-ue
 

which underlies this entire review of Tanzanian atal institutions).
 

3) Third, the evident weaknesses of recent performance grow out
 

of an i4nteracticn between structural features whose ccmbined effec-7 

exceed trheir individual impact. For example, the fact t.i-a- super'.'*rZry 

staff do not make inspection trips (for unders-andable reasons) is --e 

more ser:ious becauze TRC has an entrenched workers' or-anizazicn
 

youn-, academicall, qualified managers. ',7e have argue, Thrzuhcu
 

report that simlar networks of interccnnected ':,eaknesses lie at he 

core of Tanzania's low parastatal productivity. '10e actual auaez as 

illustra~e! here ' tan do not seem of crucial importance at te ..... 

--here t-.: arise in day-to-day ---rations---hence the -f-'cult f 
remedying them "from above". 
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Small Scale industry 

4.43 Assistance to small scale industry has been a Party priori,
in Tanzania since of when TANU issued favor-April 1973, guidelines 
ing small-scale establishments. EntreDreneurs receiving assistance
 

can be either private businesses or small co-operatives, but in
 
practice most are the former. 
Thus in this area, unlike the situa
ticn in agriculture, Party policy has been strongly supportive of
 
private sector activity. Official figures estimate that the 
'b of 
small-scale activity has risen from below 2N, to about 445 of all 
industrial contribution to GDP (Table 4.8). (These estimates may e 
on the hizh side were it not for the very lo.; rates of capacity
 
utilization within Tanzania's large-scale industries.) A census
 
of -he small-scale sector carried out by SIDO 
 in 1977./7 indicated
 
it was then c:mrcsed of 3,978 units emplcying 52,28 people (T- cle
 
4.9 Roughly half (2,095) of these units were located in Dar es
 
Salaa=, 
 ":.oh:.r cgoro (at Z96) a distant second and Kilianj-rc 

I6' and Arusha (:65) in third pace. As so often in thZe i 
ings, the isolated and peripheral regions make up the rear: au';-

(8%), Ruka (2:), Singida (32) and tigoma ( 12). 

4.2-. d-_r "small scale industr-" are regionally-located "ini 
r..rariose desiz.-aticn for Ouite mc'e- -

c uzner-zun-ber of fabrication premises under cne rf-
and district and villace industries. Hanic... units, irdiid .l
 

or ccopera=tive, alsc qualify for assistance.
 

-. 35 The main institutional support comes from the Small Industries 
Development Orgarnizaticn (SID0), established by Act No. 28 of 197 
Whe Act se.:fei a wide range of possible functions for II-.... 
simp!y prremcun. "he concept: market research, enterzrize su.;ra, 
plannir.-, trainin7, technical assistance, and even consultancy

4. 3 In its own review of the first decade, SIDC divides its Lr'.:h 
into thr e s-ac-es. The first years (1973-75) were devoted c buin
uP core staf"" 2d in 1975) and budgetary support kshs. 11.9 Millicni'; 

S3_C e. f":lces were opened in every re.=cin. In lj7- , 
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TABLE 4.8 

-ATICALGIPDP C0TRIBUTICN OF SIVALL-SCALE I:7DUsTV7 

Ccntribution Contrib. of % industry % s-scale 
of industry small-scale in total industry 

Year: Total GDP to GDPa industry GDPa in GDP 

----In millions Sbs. 

1976-77 20,267 2,047 -C.1 -. 

1977-78 21,A8: 2,237 431 12.4 2.C 

1978-79 22,773 2,445 499 13.0 2.2 

1979-80 25,1395 2,672 789 13.8 3.1 
198C-81 26 ,647 2,92O 1,138 11.5 -. 3 
1981-82 28,246 2,191 1,346 16.0 4.8 

1982-83 29,940 3,488 1,537 16.8 9 .1 

aContribution of whole industrial sector, including smal-scale 
compcnent. 

'SoUr e: SIDO (1980) Su of th= Third Ye -r P laoary Five 
Deveooent of Smal Scale lndusries in P-r .. : 



POSITICN 

No. of 

Region: Units: 


Tanga 124 


Kilimanjaro 169 


Arusha -165 


Mara 71 


Mwanza 120 


Shi.-yanga 60 


West Lake 80 


Dar es Salaam 2095 


Coast 82 


Mor ozoro 496 


Singid- 32 


Dcdo-a 50 


Ta'- cr7 61 


42 


Iringa 68 


.oeya 70 


Rukwa 23 


Ruvua 8 


Lincdi 73 


Mtwara 76 


TOTAL 3,978 
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TABTE 4.9 

OF SM:'1LL SCALE INDUSTRY E 1977/78 

Employment 

(ir. nos.): 


2,830 


2,152 


4,272 


1,012 


1,434 


1,6C6 


1,--7a 

27,496 


1,579 


2 ,Or1 


606 


733 


95 


533 


840 


865 


386 


196 


1,102 


1,058 


52,284 


Total Total 
Investment: Output: 
(in shs. OCO) (shs. OCC) 

8,466 27,993 

19,184 84,262 

28,914 90,180 

6,911 14,424 

4,988 17,720 

l0,C69 22,268 

3,265 4,623 

216,932 447,865 

2,301 8,83 

20,714 35,-, 

6,54 11.673 

12,052 15,26. 

10,450 18,17C 

867 1,259 

4,382 13,69

4,867 1407
 

318 1,1[9
 

779 2,126
 

4,741 9,81C 

3,157 

369,712 845,3 2
 

aiu1es ndcipherable on copy.
 

Source: ID 1977/78 Census of Small Scale industries.
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SIDO built six training and production centers (Ubeya, Lanzoni, Kilosa, 

Usseri, Kibaha, and Mwambisi) adding to four (Dodoma, Njombe, Usangi 

and Tabora) it inherited from the National Small Industries Corpora

tion, its predecessor. These centers emphasized training in craft 
skills--lime making, pottery, etc. By the end of 1977, SIDO had 40C
 

people ane an annual budget of 26.3 million shs. In 1978, an ambi

tious 5 Year Plan was prepared. It aimed at.SIDO establishing 1,067 

"factory type" and 2,271 "non-factory" rural industrial units requir
ing a total investment of Shs. 1,668 million. Actual performance in 
this third phase has been below target but respectable: 732 factory
 

projects and 504 non-factory units, utilizing about 300 million shs.
 

in fixed investment, and employing about 25,000 people (SIDO 1984). 

4.37 Probably SIDC's most important contribution has beer. through 

its industrial extensicn service. As of 1983, SIDO had some 60 

Industrial Extension Officers; in each region, the SIDO team will 

consist of a regional manager, an economist, and one technical offi
cer. These teams work with prospective entrepreneurs to insure ade

cuate financial and technical backstopping. Applications from a 
co-operative or group of craftsmen arp given preference, and are for

warded by SIDO to a regional screening team (usually chaired by the 
BDD). The regional committee approves the initial idea for a given
 
type of industrial undertaking, and interviews applicants when they
 

have been identified by SIDO. SIDO has been able to arrange financing
 

and even equipment imports for its projects, until affected by the
 

foreign exchange crisis after 1981. It prepares both "tailor made"
 

projects aimed at meeting the needs of particular client groups, and
 
"open" projects where a prepared project is thrown open to any appli

cants. In its first decade of operation, SIDO prepared 698 technical 

profiles and 819 feasibility studies; its ten training-cum-producticn 

centers trained 1,809 people (SIDO 1984). 

4 .3 SIDO has arranged international training for some of its entre

preneurs, 48 under Sweden's Sister Industry Program, 12 in Hungary,
 

and 45 project managers in India. Numerous other donors have assisted 

on particular projects, e.g. the Dutch, IDRC, UNIDO and USAID (in
 

Arusha Region).
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Financial cervices 

4 .3G Under financial services come both the banking system and various 
investment organizations, some of them non-governmental and crientec to
 
particular communities within Tanzania. 
The Industrial Promotion Ser
vice (or IPS) is 
a good example of financial assistance generated by
 
a roligious organization for its members, the Aga 
ihan roup. Others
 
of this type include the Karimjee Jivanjee (K.J.) Group, and several
 
more smaller units. 
 For external donors, of course, there may be prob
lems in giving assistance to such organizations even thcugh they have
 
played key, roles within certain industries.
 

4.40 Less controversial in regard to donor assistance are various
 
officially supported investment funds, such as 
Tanzania's GCmmunit:Y
 
Developmenz Trust Fund (CDTF) which has sponsored small-scale improve
ments at the comu.ity level, 
and the larger Tanzania Devezmen-. n n.
 
Ltd. (TDFL). Established in 19062, 
TDFL's shareholders i.c':e the 

C Tanzania Investment Bank (TIB, ederiar.dse 

Liaatscnappij voor Cntzwikkelin-ianden N.V. 


the .. Financier:- 

and the Deutsche :ase 1i
c. . . . . . .-
a f t l i c.aeZrt ..ch s 

* s :Jrpoe is to ro..i.e ... esment ca:ital-. ( .c...in ..
 
c^n n;-e for a wide_ range of 
 development-oriented enter:rizes, many of -hem 

' :we-vf TDTIs -:r. epcrt suggEsts t-e zany ac ti:
ties this fund has supDor-.ed: prinrting presses for ;anza
the ?rln:ing 
Centre, suoort to Vitanda A'anufcturing- Company making foam mattresses,
 
assistance 
 to a coconut estate 
on 
 Aafia Island, production and botti

-of o:' drin s in atwara, and so forth. All in all, there are about 
90 different companies and ventures which have received assistance.
 
Ve can foresee a need 
 to use such assistance quite selecti".ely in -ze 
future, Fiven generalthe ecu:±,%ic situation. In shortrun,the TDFL 
might out its emphasis upon:
 

- consolidation of its existing portfolio,
 
- rehabilitation of the existing- industrial operations, 

r-.- ..... .. of worn out Machinery, 
- financing of spare parts and imported feedstocks,
 
-
aztac:..., the main factors limiting naoacitv utiliza.:t-, a"-,
 

-.ro.... 
na.su:]:ri*J oroductivity. 

http:supDor-.ed
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4.41 In the medium term and longer run, the TDPL's emphasis 'hou
 

shift towards:
 

- modern s-nall- and medium-scale industries which use mainly local 
raw materials,
 

- indigenous African enterepreneurs in the private sector,
 

- those sector activitier which:
 

(i) use local materials
 

.(ii) provide potential for exports
 

(iii) create more employnent
 

(iv) 	generate high value added
 

(v) have the most linkage effects (forward and backward)
 

(vi) 	have comparative advantage in generating prc-.uts
 

which can be used as inputs by existing industries.
 

Of course, it is far easier to ennumerate the desirable attributes 

of future r.'estzent than it is to actually identify activities hic:

meet all the recuisites rhic.h are theoreticall.: desirable. The 

point is simpy that TDTL FhouLd not continue to assist The hinls cf 

impcrt-dependen-, enterprizes which bulked so large in Tanzania's 

iniial ;--.._z- inusrialization. 

.42 Te Cc..o.wea..h Development Corporatior. (CDC) whcse i..e.-:ent
 

capit'-! is u-i.-.iey derived from tha h critish
Qoernzent, .s 

active -i-. 	 Fcr the year3 between. lEC-l9 CDC Si: Tanzania. 	 , 

investments have been (figures in £ sterling) 1.42 millicn to -e 

Kibo 	Match Corporation, 9.9 million to Southern Paper "il1 Co., 1.35 

million to TDFL, 1.97 million to Tanganyika Wattle Co., 3.55 Millizn 

to TANESCO (the Kidatu-Mufindi grid system), 1.4 million to Kilambero
 

Sugar Co., .62 million to Tanzania Seed Co., 3.6 million to the .:iman

-aro 	Textile Co., and .06 million to Ruaha Bottling Co. There would seem 

to 'e no ra.on in principle -whyCDC could not play a fairly -aicr role
 

in assistance to larger firms within Tanzania's private sector.
 

d ..3 The Tanzania Investment Bank (TIB) was created in late 1970 as 

part of a general restructuring of Tanzania's financial system, it
 

derives nearly all its working funds from government sources, n pro
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viaes medium and long term financing for both private and parastatal
 
enterprizes. Projects 
must require a minimum of Shy. 10OCO0 assistance, 
and loan finance is extended up to 75% of total project cost. TIB share
holders included (in 1981) 60% GOT, 30% NBC, and 10% NIC. It operates
 
under a Board of Directors with 10 members: 
 the Chairman and laraging
 
Director appointed by the President, 5 members by Governnent, 2 by NBC,
 
and 1 by.NIC. The Minister of Finance appoints 
 the General "anager, who
 
has a 5 year term and is TIB's principal Executive Cfficer. Up through
 
1981, TIB had 4 departments (operations, finance, planning ,.nd 
 administra
tion) with a 5th for projects being added in 1982. 

4.44 A sectoraJ breakdown of T1B's activity over its first decade (70-80) 
shows 61% devoted to manufacturing, 11% to agriculture, 8% to engineerinz, 
6,' to transpocrt and storage, 6% tc tourism and hotels, and 8% m oe.Ian cuZ 
(1979/80 TIB Annual Reoor, cited in Bagachwa, 1981:45). in 1981/32,
 
TIB chaned its lendinz ocrt-folio to include 
 import support and projec

real tation. Of alcpro:iz-ately 1-5 million 
shs. new l-.ans, £.3 ziliion
 
was to finance mazerials an_ spare parts. 
 The balance of shs. 39.2 zil
lion wa.s allocated w'aith 3 million (3.2 to agricultura prcessinF),
 
75 million (84"-) to manufacturinz, 8.8 million 
 (9-) to -oS products,
 
and 2. 
 --il4lion (2.6oC to mining (1981/82 TIB Annual Rencr-.'. To-ta! 
employess in 1982 were 12.. U: to June 1980, TIB had given 1. ,3 . 
sin-ce -E inceoti on, "itn an ,erazL.-2 of shs. 8.5 million r c-:, -. 
gachwa, 1981:5). 

Bankinz and Credit 

A.45 There are basically two banks which concern the rural sector, 
th2 :,atinal ank of Cc"merce (_BC), and the TCRDB or Tanzania Co-otera
tive and Rural Develorment *Bank. 1 u to l9d3 kno,.n simply as :E: ). e
fore -e lock at these t.'c .4ntit-i-r.c, how,,ever, it should be nozed -h.t 
the whole banking system was taken o:er from private hands in -,67 
fc_oin-the Arusthe Declaration. Actually, the old East ;.frican Cu-'-ren
cy 3oard was replaced .in !966 by '.he n' formed Ban . a.' B"l..... 
which marked the assumption of national control over the zonetary system., 

The 3OT t.n serves as Tanzania'S na-zional bank at the arex " the z -tez. 
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,.46 The National Bank of Commerce 
(NBC) began its life in 1967 vi-th 
'8 branches and 26 agencies and about shs. 1,01A million in deposits 
against 10O million share capital (of which 25 million was 
paid up).
 
As of June 1980 it had grown to 208 branches and 230 agencio,: with
 
deposits of 11,268 million shs. 
 Its employment (1978) was 4,546. 
 NBC
 
basically provides the working capital for the entire monetized sector. 
Up tc ay of 1976 it also advanced croo purchasing canital t: -he reicnal 
Co-op Unicns, a function they overhanded to crop authorities from 1977 
onwards. After ver.a rapid expansion in the early 1970s, l! agencies
 
were closed 1978. ofdcn in As 1980, each branch served on averae 
157,0CC people.
 

4.47 NC's agricultural sector loans rose fron shs. 818 milion in
 
1967 to shs. 6,249 million in 1979. 
 Of this, direct produc:in loans
 
dropned steadily from 12."S to 3.85 whereas the share for -.
r:,duce =ar
ketir. rose from 23-
 to 4O (BOT figures cited in Bagac.-,a,
 

s a--ric-t,:raloa, 
 activities are suzmarized in T. -. 'C rn 
It is said -hat by 19E!, 1he ;',.C alcne h.eld about ,.. of t- tsal :,c
 
loan ort fis (- .. c_1:,C). Since the Ban*k re-eiveZ r*"r'-"
96;. cf the country's t " " deposits, its heavy invclve.-nt n -s-- .1 
and government loan financing during years ..recent thre--tens .
 
banki. systen. 1et 
 vernment bcrrc.:ir.7 the
 
shs.. 9,CCO.4 milion az 
 of June 19SC, an increase sh. .f 


over 1979 (Bagachwa 1981:vi). It -w-as this sittuatic.n ';hioh uli
mately forced the Governnent to confront the out-of-control -ituation
 
on the purchasing of export cnops.
 

A.48 The Tanzania Cooerative and Rural Develop.ent Bank (TCrBI) is 
a recent restructuring of the Tanzania Rural Develcpment 2a-on to :rinz 
back into its pcrtfolio responsibility for the re-introduced co-c=eratives. 
The TPB as it was until last year is thoroughly familiar To USAID, 
roviled ;roject assistance through the recources for v''-
 .....t'.c+
 

and inc.me project (:;o. 621-CI-5). 1 Thi3 project was aimed !-" 
increased small-scale industrial support through TRDB and strenjr.2henir;
its institutional develcpment. Originally targeted at a 4 :illion doilnr 

nBoncc Ccnsultis-- Cor-tin (1983) pro-ct .cv.luaticn. -e"-roes orVillare Production and Income Project (No. _0i2.-Cl-5). ,ashln;--., D.C.:
 
Ronco, 9C pp.
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TABLE 4.10 

N.B.t. A!ricultural Loans
 

(in mil lions shs. '.) 

Year 

Agricultural 
production 
loans 

1. 

:Marketing of 
agricultural 
prouuce 

2. 

Total 
sectoral 
loans 

3. 

5bof 
1 to 

. 
3 

' of 
2 to 3 

1967 102.1 190.9 813.1 12.5 23., 

197) 

1972 

171.6 

96.2 

28U.-

531.5 

1,347.1 

1,548.9 

12.7 

6.2 

20.3 

3"-'.3 

1975 165.8 983.9 3,350.0 ,.9 29.3 

1979 236.3 2,504.1 6,249.U 3.8 WU 

of Tanzania, Economic an,! Onarations e.orl

Sonrce: lan7z 


(June 1979), cited in 3agachwa 1981, p. 30.
 

TA3TT 4.11 

TJ -.ieCn,= of "':..C.i:,ricultura. Loans 

in illio:s Sh, . ) 

' June 1976 June 1977 j;ne

Typ e of , r,ficiar,: June 1975 

7S ,U. - ;i 5.. U
Par t ld 


11.0 1.0

Ujamaa villages 0.15 

. 3.0 5.U 3.DDCs 
7.U 99.0 9o.U96.0 

companies " esti:tes 

T 0 T A L 15!i.15 16.o0 1 j .:-

Tanzania, 

Privae forei:.n 


Source: Bazac-ma, 1.t'8, p. 31 citin; Lan; of 
Urea it f,v' :jevelo '::nt of viricultire in Tanzania. 

1.7 



- 182b 

project spread over 7 years, the funding was reduced in 1983 to a $ 15 
million level terminating in 198Z instead of 1984 (Ronco 1 83:1). The 
TRDB had earlier AID support, a $ 3.75 million Agricultural Credit Pro
ject (no. 621-0117), from June 1974 to June 1981. In addition, there 
was some TRDB funding received through the Arusha Planning and Village 

Development Project (for establishing maize mills and farm implements).
 

4.49 The TRDB was established in May of 1971, taking over from the
 
National Development Credit Agency (NDCA), which had lent 
to co-operative
 

societies as a subsidiary of the National Co-operative and Development 

Bank. By its charter, the TRDB (as it was then) was made the primary
 

lending agency for the rural sector, broadly defined to include crops, 
animals, forestry, fisheries, and the processing and transport of a-ri
cultural cowodities (Bagachwa 1981:12). It offered short t rm Produc
tion credit (I year or less) to cover seasonal inputs; medium term credit 

(3-5 year) for items like farm machinery; and long term financing (5 or 
more years) for storage facilities or ranch expansion. Pricr to 1976, 

TRDB channe-led loans to the 22 regional co-operative unions; after 1977/78 

it had to assume much of the responsibility for the financing of short
term crop purchasing--a source of some of its financial difficulties in
 

recent years.
 

d.5C Control was vested in a Board of Directors, under a presidentially

apoointed chairman, The General Manager was appointed by the Minister of 
Finance and served as TRDB's principal executive and legal officer. 
 TRDB
 

was 
(as of 1981) organized into five departments ("directorates"): opera
tions, planning and development, finance, manpower, and regional super
vision. As of 1983, it had over 500 employees spread between the head 
office in Dar es Salaam and 20 regional offices, with J.5 district offines
 

in districts 'where there was usually substantial loan activity (Ronco 1983: 
5). Loan applications were submitted by potential clients to regional 
offices, which saw to it that applications met minimum criteria and were 
adequately formulated. The regional office works thoough a Regional 

Loans Comnmittee which can approve loans up to shs. 2000O0. Larger loans 
must be approved by the Central Loans Comittee on which members of the 
Board of Directors sit as well as the managing director (Bagachwa 1981:14).
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4.51 In regard to its lending, TRDB has been the institutional mechan

ism for much of the World Bank's support to particular export crops. It
 

is estimated that as of 1981 on average 50% of the crop financing went to
 

tobacco production (Bagachwa 1981:15). TRDB also assisted livestock enter

prizes run by District Development Corporations (DDCs) or else in some
 

inst nces by Ujamaa villages. While overall performance on the livestock 

portfolio has been sati-factory? villages and DDCs have encountered serious 

difficulty in obtaining technical support and in financial management.
 

4.52 As with NBC, so also TRDB's financial viability had been undercut
 

by Door financial control throughout the whole rural system. First, when
 

the Co-operative Unions were disbanded, TRDB was left for an extended per

iod (up to 1983) holding unrecoverable Union loans until finally Treasury
 

forwarded 59.6 million shilling,; meanwhile, TRDB suffered heavily from the 

loss in interest and the decline in shilling value (Ronco 1983:5). Second, 

because of variation in donors' stipulations similar loans were given under 

different conditions. Villagars were quick to note such discrepancies, and 

deman elief from repayment. Third, the attempt to use crop authorities in 

place oa co-operatives brough: its own probelms (Ronco 1983:28):. 

On seasonal loans, TRDB looks to the relevant commodity parastatal to 
make collection from produce payments and to remit funds to TRDB. The 
crop authorities commcnly use funds collected on behalf of TRDB for 
long periods to finance their own operations. For food crops t his is 
compounded by the small part of food crop production delivered tc NLC. 

Fourth, when local political leaders intercede on behalf of delinquent 

villages, villagers often assume the deferments they receive are permanent.
 

Fifth, political leaders have sometimes brought pressure to bear upon the 

TRDB to advance loans for marginal projects. And, sixth, the poor account

ing within TRDB and its lack of effective collection procedures compounds 

the Bank's other problems in dealing with recalcitrant borrowers. In the 

original project paper for USAID, it was estimated that to put the Bank back 

on a sound financial basis would require an injection of about $ 30 million, 

an estimate which still appeared valid in 1983 (Ronco 1983:27).
 

4.5- In 1983/84, USAID froze further disbursement umder its project at 

the level of P 10.75 already obligated, which Ronco felt would leave most 

of the major improvements needed still incomplete (1983:34). The SIP team
 

did not have further information as to the TRDB's reorganized operations 

now that co-operative lending has once again been included. 
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Trade Institutions 

4.54 Distinctive to Tanzania are a set of trade institutions-the
 

Board of External Trade (BET), the Board of Internal Trade (BIT), and 

the Price Comission-which are intermediary between private producers
 

and the market. The Board of External Trade (or BET) was established
 

in 1978 to assist exporters in the areas of trade information, market 

research, international trade fairs, and training under various export
 

schemes. An initial flaw was BET's concentration in monitoring indivi

dual expcrters rather than on watching key export commodities upon which 

Tanzania's economic fortunes rested. Underneath BET come what are termed
 

"export confinee" organizations, generally the parastatals responsible 

for particular products, e.g. CATA (cashews), GAPEX (general agricultural 

products), CAT (coffee), TCA (cotton), TTA (tea), LIDA (livestock), TLAI 

(leather), TAFICC (sea products), Tantimbers (wood products), and ZSTC 

(cloves). BET's initial regulatory focus is now being reoriented to
 

export promotion by means of several administrative incentives introduced 

since 1981. expcrt rebates, export credit in3urance, expcrters being
 

allowed to open external accounts, etc. Nevertheless, i' was the view of 

the SIP team (in mid-198) that the whole confinement policy should be 

reviewed to eliminate any unnecessary controls and monopoly powers. The 

Bank of Tanzania (BOT) has its own mechanisms to insure recapture of 

foreign exchange generated by exports. If BET must exist, then let it 

serve exporters by giving them preferential access to local support. 

4.55 The Board of Internal Trade (BIT) is the equivalent institution
 

established to regulate internal trade. Under it come a number of 

wholesale distribution companies, established to replace private trading 

firms which were mostly under immigrant control: AISCO (Agricultural 

Implements and Supplies Co.), BHESCO (Building, Hardware & Electrical
 

Supplies Co.), HOSCO (Household and Supplies Co., Ltd.), DABCO (Domestic
 

Appliances & Bicycle Co.), GEFCO (General Foods Co.), NAPCO (National Phar

maceutical Co.), and DARTEX (Dar es Salaam Textile Co.). In theory, these 

then feed locally produced items to the 20 Regional Trading Companies that 

supply co-operative shops and other retail outlets. BIT is, in fact, a 

holding varastatal under the Ministry of Trade; its associated companies 
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are 
national trading companies for the categories of manufactured goods
 

given in each one's name. Mwapachu gives a useful overview of BIT's 

assigned functions, which include deciding what products can 
be ir:ported,
 

negotiating on 
behalf of its companies with the Price Commission and
 

with the Minister for Trade, performing mana ment audits, and so forth
 

(1983:24-26, 65-66). 
 In actual fact, like many of Tanzania's holding
 

parastatals its progeny show little evidence of having received beneficial
 

tutelege, and several were in late 1984 being considered for possible
 

disbandment.
 

Conclusion
 

4.56 The primary point of this chapter has been to make 
it clear that
 

there is a private sector in Tanzania, and one which produces the vast
 

bulk of the country's exports as well as running more than two thirds of
 

road haulage and perhaps a half of industrial production. It has been 

the imminent collapse of these private activities which generated the
 

"economic crisis" in the late 1970s and early 1980s. 

4.57 A second observation is that slowly and hesitantly the Government 

has beg-un to recognize the centrality of private performance for Tanzania's 

continued economic well-being. A change in attitude which had begun in 

!983 was much more 
evident by late 1984. We welcome the Government's
 

increased realism in this regard, and believe 
it provides a genuine
 

opening for greater encouragement by donors in assisting a private sector 

revival. (This might have been a priority for USAID, as was suggested to us.) 

A.58 The third point is, however, that adequate private sector responses 

are hobbled by low performance of public sector agencies, such as Tanzania's 

two railway corporations (TRC and TAZARA) or 
its two main banks (NBC, TCRDB).
 

An extended case study of TRC shows that its woes are only partly explicable 
by reference to "socialist" policies; and its recovery will require a multi

pronged approach that goes far beyond the usual managerial tinkering. Sim

ilarly, institutions like BET and BIT have done little 
to merit their
 

strategic powers over the Tanzanian economy. 

4.59 A fourth observation is that several 
of Tanzania's key institutions
 

such as TIB, NBC, or TRDB (as it was) have assisted the private sector in
 

the past. Provided they receive clear policy directions from the top, 

there is no structural reason why they could not do so again in the future. 
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CHAPTER FIVE
 

PUBLIC SECTOR INSTITUTINS
 

Sunremacy of the Party
 

5.1 It is useful to concePtualize the Tanzanian institutional system as 
being made up of four sharply distinct sub-sectors: i) the CC,' (Party) 
apparatus, ii) the regional administration, iii) the main technical m:n

4stries, and,iv) the parastatals. The parastatals in turn divide into
 
those with commercial functions and 
 those doing training and research, 
such as the University of Dar es Salaam. 
Thus even if the.-private
 

sector is excluded, under the general rubric of "public sector institu

tions" one finds a wide array of organizational types. 

5.2 Among Tanzanians, the supremacy of the Party within this array of
 

institutins has been treated as a key tenet of political loyalty-the 
one premise above argument or equivocation. O>jtsiders tend tc see this 
tenet as an arbitrary imposition designed to maximize pclitical control. 
While it does undoubtedly increase political control, the widespread 

acceptance of this tenet has rested upon several developments which have 
reinforced the Party's legitimacy. To Party adherents, proof of the 
need to put political priorities first is provided by the followir. 

achievements: 

- The class differences inherited at Independence have been narr-,ed. 

- Powerful minority grcups (such as the European estate o.ners and".he 
Asian mercantile class) have been largely displaced.
 

- Mass social services have been extended into the ccun-ry2ide. 
- Liberation movements in Mozambique and Zimbabwe were supported, 

and proved successful (despite Western opposition). 

- Key economic institutions (such as banking) were taken over by the 
state, and have been expanded in outreach (again, in the face of 
strongly negative Western commentary). 

- A very high rate of investment has been maintained for over two
 
decades, despite Tanzania being a very poor nation.
 

- A moderate industrial infrastructure has been created (replacing -the 
Kenyan industries which previously served Tanzania).
 

- Most of the specialized technical instituticns required for azri
cultural develooment no7! exist. 

- A viable One Party political system has been created, and has been 
copied in other African countries. 

- The President retained his respect and popultrity in the country
during two decades of his leadership. 
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In many instances, the above initiatives were critized by outsiders, who
 
claimed they were 
premature, too radical, too expensive, 
or even-as in 
the case of the banking takeover in 196 7-bound to fail. When disastrous
 
consequences did not materialize, the Party's legitimacy was strengthened.
And, among Party leaders themselves, there has been a tendency to dismiss 
external advice as 
being both unsympathetic and too pessimistic (which
it often was during the initial years of Tanzania's socialist experiment).

It should also be noted that "the Party" is not a monolithic factor in
 
Tanzania; there have 
 usually been a ofnumber viewpoints within the Party
about how policies should be carried out. Within Tanzania, the one distin
guishing characteristic unfifying the different facti ns comprising the 
Party is loyalty to the President.
 

General Trends 

5.3 The most active period for institution building took place in the
 
late 196 0s and early 1970s, when the framework for socialist ccrzrol 
 o
the economy was being erected (fcllowing the Arusha Declaration of !l'7).

in the main, this transition 
involved the creation of "parastatals",
 
which are 
(in the commercial sector) public corporations res-c-nsible
 
for offering commercial services. 
 From the early 1970s onwards, the
 
relative share 
of investment and institutional support between the 
four
 
sub-sectors reflected the Party's goal of replacing the priva.e sec:=
 
by the parastata! sector. 
When these institutions have prov;ed inadequate,

it'has seemed obvious to American advisors that the root 
problem has heen
 
the replacement of efficient private sector institutions by inefficient
 
public sector organizations.
 

5.1 However, it should be noted that parastatals were supcsed to be 
cost recovering, and that they were created as 
separate 2.eg al entities 
specifically so that they would not be bound by cumberso.e civil ser
vices rules. 
The Mc Kinsey Company did 
the redesign of Tanzania's 
newly created State Trading Corporation (1968-70), as =el the su:
sequent "decentralization" of the entire governmental machinery in 1972. 
Kenya's highly successful tea authority, fo7.the KTDA, was the mcdel 
Tanzania's ten catch 
crop parastatals. 
The Uyole Agricultural Center 
complex, while designed by Nordic advisors, nevertheless embodied a
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training-extensicn-research linkage directly modelled on the US "land 
grant" pattern. Except for the massive TAZARA project buiLt with
 

Chinese aid, the socialist influenoe over Tanzanian parastatal planni.. 
has been entirely "home grown"; USSR and otier socialist nation mcdels 

have been strikingly absent. Thus the failure of parastatals to ;er
form is not seen :Ln Tanzania as being an especially socialist weakness. 

If anything, tnese institutions are associated with Nyerere's pro-W7eszern 
leanings, and their failure opens the door for more radical proposals 
to restructure the econmic system along more authoritarian lines. !n 

the Tanzanian context, "parnstatal'.sm" should be viewed as an experiment 
to see if a publically ccn~rolled but pro-western commercial sector cc:!d 

be created. Consequently the failure of this large investment progrsm 
does not automatically benefit the western donors who have been heavily 

involved in its creation.
 

5.5 Up unttl 1976 ,hen co- peratives were disbanded, there existed in
 
effect a three tier ordering of public instituticrns each with its c7;n
 
sunccrt and c-mrc2. .scani=s. At the top, there were the paras:t

which are 
zoverne by SCOPO (the Standing Committee cn Parastatal crzani
zations). At the middle, there were regular goverrnen. departments -,c*
ccnstitutea the civil service with standardized salary scales ard benef;s. 
And, at the bottcm, we had the employees of the co-operatives. 7i1' h 
reintroducticn of co-operatives and local Covernment as bottom i.. -

the system, it can be anticipated that these will once again beccme a 
distinct cadre not quite competitive with the more attractive (and 

nationally mobile) cadres of ministry and parastatal staff. 

5.6 From 1977/78 onwards, there were several years with relatively 
little institutional chanze. The official view during that period was 
that the "decentralization" structure adopted in 1972 had been fully 

successful. With crop and !ivestock parastatals in place, attentior 

shifted to regulatory institutions such as the Price Control Comi
sion, and the two Board,: of Trade (BIT for internal and BET for exterr-.r 
trade) as devices to conserve scarce foreign exchange. The current 
chan.ges i1S2-34)therefore represent a major restructuring of tne 

http:parnstatal'.sm
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rural administration on a scale not seen since the early 1970s.
 

5.7 While Tanzanian leaders have made many institutional changes in
 

the two decades since Independence, the prevailing modes of implementa
tion have not changed. Throughout the period, leaders have relied upon
 

exhortation, on standardized solutions, on the setting of overoptimistic
 
targets, on assistance to "pet" schemes, and n the deliberate fostering
 
of a crisis atmosphere ("operations"). These aspects of institutional
 
performance are hard to document. It seems likely that the larger share
 
of existiig pErformance weaknesses grow out of the cumulative and re
iterative impact of the Tanzanian leadership's habitup! approaches to
 

program management.
 

5.8 The array of major parastatal institutions as of 1981 is outlined
 
in Table 5.0 overleaf. Anyone working with the Tanzanian administration
 

needs to learn this list, since organizations are often referred to only 
by their acronyms, e.g. BET, ERB, SIDO, etc. (A more complete listing 
of training institutions is given later in Table 5.23.) With well 
over
 
400 parastatals, Tanzania's national leadership can no longer exercise
 
detailed control over the many institutions it has created. An up-to-date 
directory of all parastatals is greatly neede,., as is also a compendium 
of the various Acts which are usually drafted at the time when a para
statal first becones an independent corporate entity. Similarly, SCOPO 
cannot hope to exercise its officially stipulated functions when it must 
deal unaided with so many institutions-a point we will return to later.
 

5.9 The pcliferation of parastatals in the 197,0s is only part of the 
story. At the same time, Ministries were also establishing additional 
training and service organizations--e.g. the various MATIs and ARIs which 
KILIMO founde, AFYA's health training institutions, ELIMU's Colleges of
 

National Education, and so forth. It is typical of Tanzania that when
 
the country approached UNESCO with a request to fill the missing function 
of in-service teacher training, ELIMU asked for no less than 13'. (Most 
African countries get by quite well with only one large in-service college,.) 

And, at the same time, many parastatals were (with Government encourage
ment) expanding their number of zonal offices and field stations. 



T1HE 1981 

Research 


National Council (UTAFITI) 


Economic (atB,
BLUp) 
Soils (Nat. Soil Survey)

Census (Bureau Statistics) 


(IRDO)
Industrial 

Lrketing (XDB) 

Agriculture (UAC, TARO,

Fac. of Agrc., TRI) 


Livestock (TAZIR0) 

Marine (Inst. Parine Sci.) 

Food (T C) 


dAARA (Forestry (Foz. Res. inst.) 


CroD Parastatals 


Cashews (CATA) 

Coffee (CAT 

Cotton (TCA)
Food ("iC) 

Oil Seeds (GAPEr) 

Pyrethrum 
 (T73)
Sisal TSAi
Sugar
Tea (MTA) 
Tobacco (TAT) 


Livestock ?arastatals 

Authority (iA) 
Ranc nirn (.... 
fDairying (n.kC C)
1Zlk mkt. (TDL) 
IMea: akt. kTI.C) 
Meat Proc. (TPL)
Cold chain (xcc) 
Inse~minat. (:~uC) 

Production ara.tatals 

Fisheries (TAFICO) 

Wildlife (TAW:cc)

Cereals 
 (N;.FCC)

"dood products (? ICO) 
Mining (ST V-=o)
Petroleum (TPDC) 
7lectrii- (SARUJI)Cement SManagemenT 

Ref inin TxieT CLow 

Dev. Corporations 


.'-1iCUItI=a Inzuts 

Fertilizers (FC) 

Seeds (T; 'D, TOSCA)

Implements N--I)Su..ies AISCC)
 

INST:TUTIOhJAL 14A7t . 

Small Industries
 

Rural industry (S!DO) 
Machinery testing (T..M.) 
Village technology (AI-C)

Handicrafts (HAIZIC0) 

Transoort 

Training (Ins . of Transport) 
Directorate of Civil Aviation
Shipping (TACOSHILI, EA Supply L.e, 

Chinese-Tanzania Ship. id.).- M- Raiway (ocRailways (Ar, T kPA)Airas (ATC) 

Harbours (MA) 
Roads (Nat. Road Haulage, 11at. Transoort 

Corm., Regional :-re.-.sport Cc.:anies) 
Stat Travel Ser.ice
 
Pipelines (TAZA ,i)
 
Investment & Banki:
 

Irdustries (NDC, TISCC,Rural credit (TPz3)Central Bank (Bank o 
Comercial (NDC)
Sa7vings (TPO.B) 
Housing (2-J) 

Investment (Ms) 
insurance (I::C ' F)
Audit (TIC) 

Y rketin 

Standards (2S) 

Tr,.,T
 
Tanzania) 

ational Price Ccmmission 
Board of Internal ?rade (37I) 
Board of External _-aple
Distribution (UA".Aj: ;

Trade i ormatic - -

Various zraaing ccm:panies: ?_-,ezc. 

Manaerement rairnlnz 

Co-operatives (1nt'2 oo-o) Cc!!e:e=, 
Banking (I.~'N)
Administration (I::)

degreesHigh level courses 

level coursesConsultancy help ( 

(1(E. :anarerent ns

(3 ) -. 

Educational Comnoexes
 

ibana Zd. Centre 
Uyole Agric. Centro 

of Adult EducationInst.Inst. of Education
Int. Conference Centre, Arusha 
Audio-Visual Institu
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5-10 What Tanzania's economic planners failed to allow for was that 

institutions are generally built in stages. The phase of initial con

struction is followed by numerous further investments: in equipment, 

staff housing, subsidiary services-a library, clinic, post office, 

canteen, store, motor pool, etc.---and workers' amenities, specialized 

staff, communications... As we saw in chapter two, Tanzanian para

statals have had to become especially lavish in this regard, to come.n

sate for deteriorating or nonexistent public services, and to attract 

staff despite fixed salary scales. Unless parastatals were fortunate 

enough to have an external donor, they usually started life with only 

part of even the mininum physical facilities they would need. It has 

can miz.-tbecome a tradition in Tanzania to prove one get by under what 

be seen elsewhere as intolerable conditions. Showplace projects like 

Y.ibaha set the standard towards which all parastatals aspired, but zean

while some institutions operated for years without glass in their win

dcws or water born sanitation. Thus in reality the several hundred 

created the a pre-emp.i'.parastatals officially during 1970s represent 

c-aim upcn Tanzar.a's future development. Much of the true develo:-en: 

ccsts to -ake these institutions effective remains unpaid. But bezaus 

Party leaders associate such instituticns with the foundations for 

'mcdern" rural development, nobody becomes especially worried about the 

ag-regate demand such commitments represent.1 Failure to identify and 

measure this demand must be seen as a serious shortcoming of Tanzanian 

econcmic planning throughout the 1970s. 

5.11 What is true in regards to physical development is also true in 

regards 	 to personnel. Each parastatal requires several department heads. 

skilled staff officers (a bursar, director of training, chiefvarious 

management staff.
accountant, etc.), and a sizeable complement of middle 

To a considerable extent, Tanzania's chronic "shortage" of high level 

manpocwer is a self-induced ;hencmenon directly related to the overexpan

stion of the parastatal network. The "shortage" has also been fed by 

1Dcnors 	 have been :ertly resocnsible for this situation by preferrinz 

to finance new institutions. From the Tanzanian leadership's position,
 

it is that "poor" country cannot external aid and
believed a refuse that 
upon internal investment.every increment in physical capital saves 
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the 1972 "decentralization" measures 
(involving the insertion of 
 c
 

Kinsey designed staff positions into all districts and regions), 
the
 
continuing addition of new districts and tovnships, the localization
 
of the East African Community's corporations after 1977, and by the
 
bureaucratization 
of the Party structure in recent years. Just the
 
Mc Kinsey measures in 1972 alone 
are said to have raised the Govern
ment's recurrent budget to the regions by about 60% in the first year
 
(;Iwapachu 1983:58). With its continuing need to staff so many new
 
institutions, the Tanzania Government can always claim the weak per
formance of individual units derives from shortages of 
'high level
 

manpower".
 

5.12 On the 
other hand, awareness by the top leadership of the imper
ative need 
to curb further growth of the civil service has brcuGh .
 

about a conscliiation in the number of ministries (Table 5.:). 
 1,1hereas
 
formery there were 
up to 24 ministries, following the mid-198L: ocnsoli
a.isn-.v..ich it 
is said was based on 
plans already draftee by the !ae
 

PrLme Zinister Sckoine--there 
 are only 14 ministr-is an2 three "super
 
mnstr.es" (Offices of 
 the Presient, Vice-President, and Prime :.'ins:er). 
The ccnsolidaticn threatened to leave 
a number of prominent-olitical
 
fizures without jobs, hence the 
retention of several deputy ministers
 
;ho do no, hold cabinet rank. 
The Zanzibar Government en: :hrouzh a
 
si._lar streamlining, with a reduction in its ministries from 16 
to 11 

5.13 The Party structure has become considerably more formalized since 
the merger of TANU and the Afro-Shirazi Party in early 1977. At tha. 
time the CCIV had 21,947 posts, making it one of Tanzania's larger
 
emlioyers (1977 Annual ManpowerReport, 1982:32). Of the three major 
CC- cr-aris--the Party Conference, the 'ationai Executive, and the Cen.t. 
Committee--the 'National Executive (INEC) icts as the supreme board for 
all policy formul ation. Since 1967, the Party has directed that branches 
woui2 be formed in all organizations and workplaces. In 1975, "political 
secre,-ries" -,ere added in some of the Key public corporat:ons to terve 
as " -.son with the
i.-r -arty's Central Commaittee (Y,wapachu 1963:177).
 
.ore recen:l; (1982) 
a separate position of Part:- Secretary was added
 
at :he 
reois:sal level, ana the various departments have been building 
u-- e own spec ialized staff to monitor im,.lzementation. 

http:mnstr.es


192
 

TABLE 5.1
 

GOVERNL1ENT STRUCTURE IN MID 1984 

The President: Julius Kambarage Nyerere 

Ministers of State in President's Office (w/cabinet rank):
 
Amir Jamal (Cabinet Affairs); Samuel Sitta (Capital Levelo~ment)
 
Rashidi iavwawa (Party Affairs); Uustafa Nyanganyi (Int. Cor-perat.cn)
 
Principal Secretary (and Head of Civil Service): Timothy Apiyo
 

Vice President: Ali Hassan Mwinyi
 

Llin. of State in V/President's Office (w/cabinet rank):
 
Ramadhani A. Shabani (Union Affairs)
 
Principal Secretary: Tobias N. Machume
 

Prime Minister: Salim Ahmed Salim
 

2.in. of State in P/Minister's Office (w cabinet rank)
 
Gezrude Icngella (Com. Dev. & Soc. Welfare); Anna Wak.inda(Co-ord.) 
Kingunge Ngombale-Mwiru (Reg. Admin., Local Gcv. & Co-ops).
 
Principal Secretary: Pius Msekwa
 

Agri-ulture & Minister: Prof. John Ilachunda 
Livestock D-evelopment Yin. of State: Herman Kirigini 

P.S.: Prof. Simon Mbilinvi 

Communicarions & Works 'inister: John S.W. 2alecela 
min.of 3tate: G. itatiro 

P.S.: Odira Ongara 

:efence & National Minister: 2uhidin Kimaryo 
Servic:e Dep. Minister" Esli Iwakyambik"i 

P.S.: Stephen Galinoma 

Finance ;1inister: CleopR "suya 
Dep. Ministers: Stephen Kibcna; Arca-o a 
P.S.: Gilman hutihinda 

Foreir. Affairs Minister: Benjamin Ukapa 
P.S.: Paul Rupia 

Health Minister: Dr. Aaron Chiduo 
P.S.: Julius Sepeku 

Home Affairs Uinister: Salum Amour 
Dep. inister: Hamad R. Mohamed 
P.S.: Elimsuri Malamia 

indutry(les) !n-d -.inister: Basil Llramb-

Trade Dep. Minister: 
P.S.: Dr. Felician ,.:ujuni 

Justice 1'inister: Joseph .ariobi 
P.S.: Damiani Meela 

http:Cor-perat.cn
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Table 5.2, continued: 

Labour and Uanpower 	 Jinister: Daudi Ywakawago 
Development 
 P.3.: Bernard Mulokozi
 

Lands, Natural Minister: Paul Bomani
 
Resources & Tourism P.S.: Hosea Talawa
 

Naticnal Education 	 ":inister: Jackson LMakweta 
P.S.: R.". Linjewile 

Planning and Econcmi. Minister: Prof. Kighoma Malima 
Affairs P.S.: Ndewirwa N. Kitomari
 
Water, Energj and 
 Linis z: Al-nocr Kassum

.ineral s o -:r..State: Pius 1Uwandu 

P.S.: Fulgence Kazaura 

aSource: USAID/Tanzaia, 	 August 1984. 
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Regional Adzinistr tion 

5.14 The cuzrent governmental structure for mainland Tanzania is base,;
 
at the top on 20 Regions (or Iik.oa), consisting of a majlor to7n i'e
 
Arusha or Eorooro and its surrounding hinterland (Tabh 5.1t').This 
 is a
 
large number 
 in contrast to the 9 Provinces in pre-independence 7anga.yika,

but althou;h there are groupings of Regions into a smaller number of zones
 
these differ from one ministry to the next. For most plarning and review
 
purposes, the representation when 
 national m=etin -s are neld is according 
to Regions.
 

5.15 Next come about 104 Districts (or Wilaya), a total which '
 
as larger Districts are allowed 
to subdivide or towns are accorded Dis-:rict
 
status, e.g. Dar es Salaam which has been 
 subdivided into three urban
 
"districts". i 
 T'Te practice of designating major towns as Distric-s grew um
 
in the mid-1970s after 
 the abolition of Urban or Town Councils-t: provide 
specialists f .obvious functional needs in these areas--but has been ccn-tinued
 
despite the reintroduction of the Councils (!975/3C). As of December I9_U.,
 
no 2egion had more than 6 Districts-a desirable maximum to inzue
 
reziorna staff can keep abreast of 
 developments within their terrizcr. 

5.16 
 }elow tne district level is the Division (or f cf whiz -.-here nay be 
as few as two or as :any as six units in one District. Those Divisions which
 
were formely treated as sub-district centers because of size or 
 isolaticn a've
 
.en-rd tC be Dzistricts in their own right, e.i. 
Lolicndo. H 'or,:ne
 
Tarn, 
- is not fully staffed by all Depar-ments, =-d its head has few crdina-ir
 
powers (which are reserved to the District). For a period (1969-74) Divisional
 
Secretaries were appointed, but-lacking transport ana housing did not play a
 
particularly influential role. 
 There are about 360 Tarafa in all. 
5.17 The most significant fully operational unit below the District is, there
fore, the Ward (or Kata). The Ward originated as an electoral uLnit 
 in the _re
1972 Local 3ov-tnaent stu-acture (which turn grew
in out of the pre-Independence
 
local :;a:ive Councils). Tanzania has in 
 all about 1,920 plus .'ards, givinz

roughly 1D-25 ards per District. 
theThe Ward level is also the fcundation of 


Party structure; 
 each Ward has a salaried Ward Executive Cfficer and also a-n
 
elected Party Chairman.
 

We were told but could not confirm that there were 
 116 Districts as 
of late 1984. Party branches always outn,,mber Aistricts, since each ris also represented as 
if it were a district in the 
?arty structure. It isalso not clear how many of the 116 are whichtowns have been acotred 2.iszrictstatus. Neverthless, this illu.;tra-es 6ur point in regar- t burzecni.Tsalary costs of uncontrolled grc'.,.th in numbers of ditrzc's. 

he 

http:grc'.,.th
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TA3LE 5. ib 
POPFULATICN PROJECTICNS BY REGION (1978-1985)O 

(o00) 
1978 (Census) 1980 1985RegiJon Rural Urban Total Rural Urban Total Rural Urbai Tctal 

.rusha 
7 6 5 a1 , 6 3 8 a 936 61873 

997 1,1CC 77 1,177
Coast 
 501 16 517 514 20 
 534 543 34 577

Dares Salaam 95 757 852 97 911 1,OC8 IO 1,447 1,547
Dodc. a 9C3 69 
 972 945 81 1,026 
 1,O49 124 1,173,
irina 866 57 923 903 68 971 99? 10 1,C96Kagera 989 20 1,009 1,062 24 1,086 1,256 
 36 1,292Kigoma 599 59 687 696 87 783

50 649 628 

z-anJarc 85C 52 902 
 894 59 953 1,C01 79 ,8C

Linii 
 5! 27 
 528 517 
 31 518 555 13
 
-a 690 33 72, 72C 38 753 792 5' 8 5Ya~r 
 99 "'"~7 2~dC 1,:- 106 ',17 ~ 242,26 74t274 i: 

-4" 
7 1 57 772 73 96 992 990 250 1_0

81 c,- 896 
66 A-c 731 

-.. :a1za , I18 1,4. 1 5 2,5267, 1.,_8 
 24C 1,75&
.uwa 423 29 452 4:57 35 492 552 57 6 C 
U56 18 564 577 23 6CO 656 d! 697 

1-,32 22 1,323 1,387 27 1,41- 1,620 ' 633Si. Xi da 5C5 29 534 6:0 36 646 671 61 732Tabora 751 67 818 810 83 893 966 140 1,06
Tanga 
 918 121 1,039 
 959 140 1,099 1,059 
 205 1,264
 

Total 15203 2475 17677 16069 2109 18178 18047 3294 21341 

aTlese -otals are obvicusly in errcr (see 1980 projections), 
but are repr oduced as in the sour-e.
 

binis~ry of Agiculture 
 and Livestock Development (198-)
Tanzania 'Na:inal oc tr~teo.'y, vol. 2, A Framewcrk forAci . 'oe: FAO for KILI:O, Table 1.5, p. 11)70f:-ures derived from nationalKIL:.:0. census, projections by 
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5.13 	 3eio-, the Ward level come individual villages, on average 

per ','ard Ous there is wide variability depending on village sizes. 

Cficial 1979.fiFures give a total of 8,3C villages for mair.land 

Tanzania, but many districts lack up-to-date village lisis and 

nobcdy zno:.ws the total for certain. The Villages' Act of 1975 

soecifies -::-at each village's Government should lock like, though 

again there is some variability from village to village. Power 

is ultimately vested in the Village Assembly, comprised of everyone 

over 18, which elects a Village Council of 25 members. Responsible 

to the Council are five statutory ccmmittees-i) education, culture 

an- social v:elfare, ii) finance and planning, iii) works and trar.

soort, _v) security and defence, and, v) production and .arketinz_

and also an elected Village Chairman. The -oal is to station a 

.V___a 'ana,-er in each village,, though at present vilo lages 

.... share the s.e Villa-e anazer. The Village 1!anaxer serves as 

ee,: .. ~..: ~:dviscr for the Council, but i- aiministrati~e:; 

e . ...-	 z r necretary. 

....* Fr e::rences "Within Tanzaniar. regional ac etratiz., 

-ere are tao c"-j:rvations$ o be noted in regard to *how zhe svs... 

o-:-.. prcte. First, it does seem the points of slioaze 

-t- cccur at the top and near the boo. the 

U regi n: to deal with exceeds toe capacty o te'

s. a of 'ecisior.-rakero for monitorin i&I. i-leme..._:. 

There are al.-jays some regions whoce reports arrive late or whcse 

actual status and needs are not considered in a given ieeoin4. This 

kind of urinentional neglect does not occur at the regional level 

;ecse t.-. n.er of districts reporting are small encu:-' h- -.-" 

.a...es ec.e noticed and recti'fied. MIa.y regional reviews take 

a .- ee., :cit* different distric ts reoor-n on -epar -e d--ays 

ut a: least %v toe end the functional eacs .. re zonal tarl . 

s:-_ff have a reasonably up-to-iate 4ra- of the current o:ua_= s:. 

- -e 2.n.n: :e .aid of eittrict 4. '.'-i rer,'ie,', rt 

is cone ' j S nsio . The District te-m hearino7 eoore-- frn some 
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twenty or so different Wards can easily lose track, and grows accustomed
 

to the absence of representatives from the more remote sections. This 

is perhaps one reason for the continuing sub-division of larger dis

tricts into smaller units.
 

5.20 For some activities, national leaders try to deal with all Dis

tricts simutltaneously-as, for example, when national elections are
 

held (where districts constitute the parliamentary constituencies).
 

In the new Local Government structure, too, the primary focus is on
 

District Councils to which regional officials are only supervisory.
 

Useful -s District Councils can be in facilitating more direct pooular
 

representation, the existence of more than 100 districts makes it 

impossible to deal with all of them at once unless for exceptional 

purposes such as the national elections. It would be a mistake to 

assume (as some Presidential advisors occasionally do) that if the 

intervening regional level could somehow be eliminated, cooreination 

and assistance from the national level would improve. To the contrary, 

actions requiring direct linkages to and feedback from all 1CO plus 

districts are, in the Tanzanian system, time consurintr and cuinbersome. 

Even keeping track of 20 reionn nometimeo exceeds the adininirtr 1 tive 

system's present intelligence capabilites. 

5.21 A second observation concerns the structural obstacles within 

the Tanzanian system which make it quite difficult to reach a con

sensus when a given official is performing well. Distances are great, 

transport and communications are poor, and much of one's energy is 

spent on tasks without discernable output. Lt is striking that at 

each level officials feel they themselves are working very hard, but 

those elsewhere--above or below them-are not. At the national level, 
one hears many complaints about poor performance in the regions. At 

the regional level, people will say the districts cannot get reports 

in on time. At the village level, citizens complain they never see
 

their village manager. Outsiders with experience elsewhere in Africa
 

will tell you that individually most Tanzanian officials show a high 

level of commitment, but the system a3 a whole gives disappointing 

results.
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I.22 The term "regional administration" is often employed rather 

loosely in Tanzania to refer to all government officials assigned to 

work within the regions (as contrasted to those on duty in the M[inistry 

headquarters). in actual fact, there are employees both of the Presi

dent's Office (the Area and Regional Commissioners) as well as of the 

Prime inister's Office (the former District and Regional Development 

Directors an_ their functional staff). For a decade (1972-81) this 

left the main arena of development activities under the Regional Develop

ment Directors, who viewed themselves as eouivalent to Princinle Secre

taries in a Linistry. With the changeover to Local Government, the 

Regiona2. Commissioner emerges as the key coordinating position while 

RDDs have been retitled and down-graded. This is ironic, since the 
Regional Corimissioners had little to do in the mid- and laze-1970s 

excent ra7s.nz contributions for stadiums and chairing meetings. 

th e.ar..on of full-time Party officers at the regional level (from 

lri2, there are nc-., three sets of salaried officials !zc-inz ..... 

ot'her - ' s'-ouiders but reportn, respectively to the C0l:, Stateh'-S 

the PIC. Pr.nin, these to a single position might make everyone moro 

5.23 The PI4C as a 'superministry" emerges from the policy changes with 

its role enhanced, following the decision tj leave both co-cperatives and 

Lccal government within its ministerial jurisdiction (where they had been 

before). However, there are several other features about the P14O which 

make it distinctive. First, of course, is the obvious fact that it is 

headed by the 1-rime Minister. His rank and prestige in the Tanzanian 

system buffer the PMO from the public questioning to which other ministries 

are sometimes subjected. (This absence of feedback has not been helpful 

to the PMO, whose various divisional heads have seldom worked together 

smoothly.)
 

5.24 Second, the PMO incorporates both technical and political functions, 

the latter shared with "State House" (the President's LIffice). Cn many 

issues related to economic planning and regional administration, it has 

been left unclear for extended periods whether technocratic or political 
1 

would take precedence.priorities 
1 An ambiguity which probably does not reflect the Prime Minister's 

own views, but is a natural consequence of the hybrid nature of Tanzania's 
admini-trative-polit ical structures. 



5.25 Third, when the 
P!AO was formed in 1972 it incorporated elements
 
of regional administration (the old Local Government), community
 
development, and co-operatives. These administrative divisions had
 
been moved several times, from ministry to ministry. Under the PMO
 
they continued to operate with considerable autonomy. In the mid-1970s
 
there was open rivalry within the 
PMO over which of its divisions would
 
staff the cadre serving village development. On one side there were
 
"village management technicians" (or VMTs), drawn from the ranks of
 
the co-operative inspectors; on the other, "village managers" (or Vs) 
who represented the other two elements within the PMO. In Tanzania,
 
divisions within a ministry generally 
have little to do with each other-
indicating that the top level coordinating mechanisms for planning and 
implementation are usually weak. 

5.26 Fourth, the 
PUO's direct links to the field administration means 
it will automa:ically become involved whenever there are crises affect
ing any substantial segment of the population. During the 197Cs (as xe 
have already seen) there were crises aplenty: Ujamaa "operations", 
drouh-h relief, "cper-:ion mauka", the ;var in Ugar-da, the Coll-ase a-, 
the East African communitY, ann4 a cholera pandemic lasting four years. 
As a poor country, Tanzania has few surplus resources to use when a
 
crisis arises. Because its staff are 
occupied in "crisis management" 
so much of the time-the reintroduction of cooperatives and local govern
ment being only the latest of many such upheavals--the P-O's own abiliy
 

to plan and coordinate has never been strong. This wea m'.ess was criti
cally significant in the mid-1970s, when for several years the inistry
 
of Planning .as abolished and its functions placed under the 
PMO. As
 

a consequence, the PMO moved very slowly in institutionalizing the
 
Ujamaa villages, and it was never fully in control of its RL? przr. 

.>....7 he Si team was not in a oosition to observe .h new structure
 
for regional administration, implemented since 1983, 
nor do we have da
tails on the reorganization of P:.:O in 198A to bring information serprioes
 
under its umbrella. Theoretical considerations are reviewed in our
 
foll owing chapter where we lock at 
the implications of re-introduction 
of local gcverrent and co-operatives (both under MO). 
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........ of Ag'riculture
 

5.28 As has been the incase other African ccuntrj2 s (e. . in Zambia
 
and S-dar.), Tanzania's 
 linistry of Agriculture has been re3tructured a
 
number of times during the past 
 two decades. Just before independence
 
it was a :,Iinistry 
of Natural Resources, encompassing all the resource
related functions (veterinary services, 
 tsetse, agriculture, etc.). Then 
it becane the :;inistry of Agriculture, Food and Co-cperat-ives (shortly after 
Independence). In 1969, it was further reorganized with research and
 
traininz as a single division, and a 
proposal to appoint "directors of
 
agriculture" 
 in each Region who would coordinate all the different tech
nical fu::otions involved in agricultural development. 
 While -his chang-e
 
was still teinz implemented, the 
 ":cKinsey" reorganization of the en-ire
 
government structure 
 occurred. Having "decentralized" Regional Administra

tion (in mid-1972), the 11c Kinsey Co.'s consultants turned their attentionto the Kpey 'implementing" ministries and in 1973 proposed a different struc
ture for the -inistry of Ag-'iculture (and one which separated research from
 
trann 
 * .:,-e the Research Division continued with a viable porefs-i_
 
of duties, retanin control 
 over its "national" research ti.. . -
-. e rezaon:s kand hence their t-rnsport and housing)" t Exension -i

;on Iost .s functions to Regional Adm-_nistration, which wa- nc- Icca
 
in a ne..y orea-ed ?rine inister's Office (the P0C). :ithin the FPLC,
 
technical staff at the regional and district levels (the A.O and £ ADC,
 
respectively) reported directly -to the Regional and District heas (The
 
RDD and rather than 
 to their o n, ,iintry supervi.or. . A further cane ccurred in the late 197 s, when the Livestock Levelo.zMent Divisicn 
was re.....e the .Lnistry of Agriculture. At first it was put toget-her 
with n4atural uesources, and then subsequently became the .inistry of Live
stoco Zeveloument on its own. in April of 198a, however, the Livestock
 

niisry ;as re-ante-ated 
 back in-to Agriculture under one c ' one-. ..... 
of Ag-ricul'ture and Livestock ,evelooment. 

5.29 	 At first, it was proposed that the reorganized 'inistrywould have 
six directorates: 1) crop producticn, 2) livestock "rodUctic,3) Planni-.., 
-:1) rriat ion, 5) research and training, and 6) adminis.traticn and finance.
 
By late i984, however, it seemed that 
 these various departments (as they
 
are often called in KILIO) might 
 be grouped under three main divisicns
 
(crops, livestock, and planning) 
 whose heads would be upgraded to Co-Lis
sioner status. 
 The root problem is That any organizaticnal changes also 

http:supervi.or
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involve the designation of section and Division heads, a delicate task 
when (as in this case) the Government is trying to re-unify two separate 
ministries. Thus while in the abstract Tanzanian senior officials have 

little trouble slecifying what an ideal Ministry structure might lock 

like, in the particular case each change poses a threat to scmebody in 
the present system. The complications of rank and assig.r-Ment explain 

why " he J4inistry has moved very slowly in finalizing its re-amalgamated 

structure (which was not yet a matter of public record in earlyDecemoer, 

198/-, though various senior officials had well-thumbed, craft versions 

on their desks). 

5.30 To understand the lack of public sympatby for KIL0:O's situation, 
one must recognize that throughout most of the 1970s the Ministry of Agri

culture was one of the nation's weaker ministries. Under the "M'c Kinsey" 

decen-ralization, nearly one third of the PHO's Development Lireczors and 

Pl-nninG Officers were drawn from KILI .t s small Doc! of agric,'-..ral pr

fessicnals. A second blow--though this time a change elccezJ -"y -LXIC's 
-senior staff-w-.,as the forms -i r of numerous croo and ivst ck -r- " 

in the mid-19Cs. In short orde'r between 1968 and 19-3 were formed TTA

:;ARCO, N.A.FCO, T1-C, TAT, , , and ('D3 SinneCATA, 'A TCA, TSA .
 
these wer al production crien,, a,-enc es, responsible r :.

in or for markeeinkz Tanzania's main export croos (and !ivesck rouc-s), 

the parastatals urgently rezuired technical staff. As it happened, -he 

only available source was the " ry Agriculture's-inis own staff. Since.f 
the narastaials offered better salaries and benefits, many of KILZO's 

best officers recuested release To take up senior positions within the 

crop authorities. A third outflux occurred when USATD's Training f r 
Rural Levelcpment ?roJect began to offer attractive overseas opportuni

ties (for either first or graduate degree training). For the Yinis:ry's 

younger professionals, T.D's training positions opened the door for 

a continuation of their awn professi onal trainin_; to the B.Sc. or 

even .Sc. and Ph.D. levels. The final blow came in !980-1, when al

mos- the last remainin ccntingent of senior Tanzanian -taff left to 
Joint the newly created renearch parastatals (TARC and AL3.C). .he 

point is that these losses were cumulative. Even .vi th additicn of FAC 

expatriate staff, by late 1980 Pamba House was just a shell of v:ha: it 

had been in the early 1970s. 
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adequate 'transpcrt, reore I n ok'ran--a ofield s a- -.,-11 lose 
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-ural Policies and
a. A ~rio 	 Planning
 

Tanzan..a is fortunate in having three 
strong unis~t.-o inzide
 
KILI:.:C and one outside--which provide the 
raw data needed for agri
cultural pClicy formation: i) the Marketing Developmert Bureau (ZB):
ii,; the Froject Preparation and L'onitoring Bureau (PPMB); and, iii) 
the Tanzania .ccd and Nutrition Centre (TFiC). All three have done 
excellen: work, and are prime candidates for continued donor support.
 
The Do ve s the basic analyses of production costs and marketinZ
 
trends uzon which national producer prices are based. 
 It was Crigi
nally an ?-AC/ULT?7 
 project, allowinF the bureau to retain 4-5 expatriate
 
ec :.TJists ,cr.
cinr under a Tanzanian director. 
After a UNDP financi-al 
crisis 4i- 1c,76, this support has come from World Bank/IDA funds directed 

at stren, hn':n- KTTTr"O'S insti.ut.,al c*pa'"lities, iir 
??3 has been s-rongly supported by the Bank. 
It waas the 	 ?:?2's r 
•crz: 	 cn z.arazn= al financing-a donor stipulazed preIzminar- f r cn 

awaited 	 str:zc='=r' adjustment funds--,,,-hich provides dezailed 9=-=
 
n- -rity losses nzan4a ;hers crs: "c ' .ere originatini-. (T '.'ou! oe- bene:'i-e
: 	 - -z-- (T2... 

ben...._ sinilar units in other minis-ries:) Te hej-- of 
a '- 1 ssistant director's rank, and .- cn X
 

sector report 
 tc the Director of ,ILi0's pIannin. divsi:. 
The soruoture of this division was under external review in early 13i,
 
an: it '-).- -ed that i s head would be ..... t- " C:-.: . .
e " 

statu.;.:- r .he still unannounced (late 19,81) 4..ini_t-'. re crzan.aT'
. -z.n. 


5.32 "h so nuch hinged upon "getting the prices rig.- -in Tanzania 

as else,:h.re--the process for arrivinE at support prices criticecon-e-
call,- i::zr.ant. The gcal trsards which ZDB works is to susp:,, --e 

conoz:oe :o of the Ca-inet -:ith t - 3 necessary cac:.croun a.erz 
4n su:;clenz for the President to announce the conin year's =r...s 

on Pensan: 	 '--. (July 7th., the date a-o of ll.Z2U' fitdin ). The 

Ec on :.,,.ic 0z-tee is in the Tanzania:: syo'em sometimes more iortant 
than the Cacinet itself; it is alwayr chaired by the President, and h--
DE ..... as. its secretariat. _IDB's series of price reccmmend-aions are 
T.er :n:crpcrazed as annexes to each year's Cabinet Fa.er. 

De .,'eel (_') "Improved Stru-..;re and Coera:icn of .r r?lannln- in the 1inistry of Aricuit-re and Livestock Z-evel- ,rme: 
A'.'e 
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b. Agricura! Research 
5.35 For a poor country in financial difficulties, Tanzania has alarge but ill-nourished network of research institutions.number The largeof separate facilities reflects the incorporationdifferent systems in the period between 1965-75. 

of four 
First, there werecOmmodity-based research stations which were originally financedcharges levied byagainst their parent industries: Lyamungu (coffee),Mlingano (sisal), Ukiriguru and Ilonga (&otton), Tumbi (tobacco), 

and Uaruku (tea). A second set constitute the old DepartmentAgriculture's ofzonal research stations whichleft over from 
also include large- farmsgovernment projects like the colonial GroundnutTengeru Scheme:(for the northern zone), Upwapwa

and' Urambo 
and Konga (for livestock),and Nachingwea (ex-groundnut scheme units)., A third groupof research stations were inherited from the East African Commuty'ssystem for basic research or from the Commonwealth: TPRI for pesticideresearch near Arusha, Kibaha (now

ject), and 
for sugar but originally a'EAC pro-Amani (ma:laria research, but origiraaly. the.c..entifi mainstation 'n Gerc-.an tim:s). A fourth set reflect donor involvemenIndependence, posiand are located for the most part in areasmissed: Katrin which had been(built by German aid for the Kilombero Valley), Uyole(Nordic aid for Southwest Tanzania), Nyagezi (near Mwanza), Kasu>u(World Bank fr Kig oa), Lorogoro (USAID),

Uyole and 
and Mtwara (XIzz).Lorogoro were principally training complexes,large farms but inccr3cra-_:edand a major enzphasis on agronomic researchIn sum total, from the start.Tanzania had by the late 1970s some twentyresearch statins, or more largerand another 25 or so smaller units. Aboutof the stations a two thirdsinclude training function; though for over aresearch decadeand training have been separated organizationally.include most alsoa large farm operated separately from the field experimentsand, in theory at least, supposed to generate food and revenue.

5.36 A survey of KILI O's five largest research stationsfound in 107E/'77they tented to cover too many crops and problems;excessive staff rotation; 
suffered frcz

had no formalized on-the-job training; relied 

LV e s 

http:Gerc-.an


mostly on B.S. level staff; lacked parts and repair facilities to
 

keep 	equipment in operation; had unattractive living conditions; and 

duplicated basic information sources while not keeping up with the 

current literature in specialized fields (Foote and Rpsjo 1978). 

In the years since, conditions have deteriorated further. We were 

told 	that at many stations critical shortages of the basic items re

quired for scientific research, ouch as laboratory reagents, have 

brought serious work to a standstill. An independent review by 

Albrecht (around 1978/79) confirmed all of the Foote and Rosjo obser

vations, and:noted also that the young research staff being posted 

to stations immediately after training were selected without regard 

for research aptitude and soon became preoccupied with station's 

ancillary production projects. 1 Thus in addition to "overwhelming" 
manpower and financial constraints, Tanzania's agricultural research 

system also evidenced pronounced organizational weaknesses. 

5.37 The staffing weakness (Table 5.2) convinced the Tanzania
 

Government 
 that unless terms of service could be made more attractive 

-implying a changeover to parastatal status-the research stations 

would be unable to retain their better scientists. Table 5.2 indi

cates that as of 1979 with only Tvao exceptions the highest trained 
Tanzanian staff held only M.S. degrees. A typical larger station
 

would have perhaps 2 M.S. holders and fro 10-14 B.S. staff, so that 
necessarily most station sections would be led by someone with only 

a first degree. Virtually all Ph.D. scientists were as of 78/79 ex
patriates on short contracts, mostly associated with bilateral donor 
programs. While there had been some 13 bilateral donors assisting 

crop research and 6 assisting livestock research, from 1976 onwards 
the number fell off dramatically as donors switched attention to 

2 
regional integrated development projects (or RIDEPs). 

1. Albrecht (n.d.) "Report of a Study of Research Priorit.es," 
unpublished report held by KILIO's Crop Development Division. ' uozed 
in United Republic of Tanzania (1979) Agriculture and Livestock Research 
Project, 	 vol. 1, lain Report, p. 13. 

2ibid p. 1 . 

http:Priorit.es
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TABLE 5.2
 

CROP hESEARCH STAFF BY TRAINING & INSTITUTEa 

Institute: B.S. M.S. Ph.D Total: 

Ukiriguru 12 2 - 14 

M1lingano 13 2 - 15 

Ilonga 14 2 - 16 

Naliendele (Mtwara) 5 - - 5 

Lyamungu 11 4 1 16 

Tumbi 7 - 7 

Uyole 23 - - 23 

Maruku 6 - - 6 

Kibaha 4 - 1 5 

Katrin ( Kil omero) 8 1 - 9 

Total Tanzanians 103 11 2 116
 

expatriate contract staff': 	 4i 

157
 

aThese numbers do not include the Tea Research Institute
 

at Mari Kitanda opened in 1979 with linked sub-stations 
in West Lake, Mbeya, and Iringa. They also emit Dutch
 
horticulturalists at Tengeru, and other KILILO units at
 
Nachingwea, Chambezi, Bihawana, and TPRI.
 

Source: 	 United Republic of Tanzania (1979) Agriculture and 
Livestock Research Project, vol. 2, Annex 5, Table 10. 
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5.38 The above picture is somewhat misleading, since at the typical
ILILIO or MIFUGO station (nowadays become TARO TALIROand units), there 

are additional Diploma and Certificate-trained field staff vho do much
of the actual work of supervising ccientific experiments. Take, for

example, 2wanza 
 Region's well established Ukiriguru staticn (inherited
from Britain's Empire Cottx Growing Associaticn). Out of 4d4 ha,

69 are devoted to buildings, 220 pasture
to for the station's live
stock, and only 53 
 ha actual2y used for experiments. There are 99
technical officers, of which 9 hold degrees 
and 59 are lowly qualified

field assistants. The staticn also employs over 200 laborers. Itsupervises 5 sub-stations, and in addition to 4 main research programs 

wasin 1973 trying to investigate 17 sub-programs. figuresSimilar 

apply to the Lyamungu station 
serving northern Tanzania, with 2 50-ha

of which only 65 
 are devoted to coffee. Lyamungu had 62 technical
 
staff, 94 nontechnical, and 195 labo:rs. 1 
 Over the period from 1975
80, it seems that roughly 66% 
 of the funds supplied by KILI:O to its

research units directly
went into staff salaries. A major further drain
must have been the unprofitable production 
 farms which stations operate
under the 
Party's mandate that 
all research and training institutions
 
contribute to their own upkeep. For example, as of early 1981 the Uyole
Center (not under direct Ministry control) operated a mixed farm of about8C ha, using 17 tractors, and running at a loss on its farm operations.
The field experiments themselves change seasonfrom to season as senior
 
erpatriates come and with
go, little continuity and 'ollow-through.
 
Thus it on
is balance not surprizing that despite the exrenditure of 
Tanzanian ahs. 54 million annually on crop research, and another 15 million 
on livestock research, the research system was generating very little by
way of improved technical packages to support export crop development.3
The same national commitment if consolidated on, say, only6 stations 

1Figures for Ukiriguru and Lyamungu(1973) derived from Ministry ofDirectory of AricuturalResearchinstitutesin Tanzania, 
Agriculture 
p. 6, l4.
2From budgetary analysis carried out

1982 by U. Schluter for thesector review (Background Paper VII, and 
World 3ank's 

p. 14 Table 21).3Official figures from the (1979) Agriculture and LivestockResearchject, vol. Pro1, p. 6. Detailed work by Schluter (ibid.) suggests actualfor crop research were totalsnearer to 34 million
TARO, 8 m TPRI 

shs., with an additicnal 11 m forfor and 13 for Uyole. Of !Iorogoro's
45-50 million shs., 

19 8 c/ 8 1 budget of betweenperhaps 1-2 million might go towards crop research. 

-7 
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would have provided from 6-9 million shs. each--hardly munificent, 
but enough to keep essential experiments going on key problems. 

5.39 These issues came to the fore in early 1979, when the Uinistry
 
convened a major conference in Arusha to consider how its research
 
system would be reorganized. As an outcome, two new parastatals
 
were created: one 
 for crops (TARO), and the other for livestock (TALIRO). 

(The organizational structure for TARO is outlined in Table 5.3.) In
 
addition, USAID/Tanzania agreed to fund a continuation of its earlier
 
project at the Ilonga Research Institute in Morogoro Region, but 
expanding its scope to incorporate a farming systems' emphasis (pro
ject 621-0156). The new TARO research organization became the pro
ject's implemerting agency, with the contractor beino a US consortium
 
of western universities (CID). The initial life-of-project funding
 
was expected to have been 
 25 million dollars, with a FY-82 obligation
 
of $ 5 million in the project's first year. (These totals have since
 
been substantially reduced.) However, the 
Ministry's larger objective
 
of involvin_ other donors was not as The
successful. consolidated
 
proposal (1979) 
 contained many further items for capital investment. 
At just one station, for example (Tumbi, in western Tanzanial, CiL-.0 
wanted donor support for 10 staff houses, a laboratory, apecialized 
crop handling rooms, water supplies, 16 Im of road-building, 150 ha 
bush clearing, 2 tractors, 5 land rovers, 1 bus, 1 truck, a po*.erand 
generator. Minny other stations expected the same. In addition, train
ing was requested for 641 B.S. degree staff (400 on crops and 241 cn 
livestock), and 342 at M.S. or Ph.D level. Among these-who would 
constitute nearly the entire senior cade for Tanzania's ARIs, LPR.s, 
and MATIs-the Ministry requested exactly one extension specialist, 
and nobody at all in agricultural education, information services, 
statistical analysis, or farm survey design. Little was said about 
how the TARO and TALIRO programs would be coordinated with those of 
other institutions such as Uyole, TPRI, and Morogoro which were 
already involved in crop-related research. 

1 United Republic of Tanzania (1979) Azriculture and Livestock Fe~enrch 
Project, vol. 2, Annexes. Annex 5, tables 11-14. 
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TABLE 5.3 

ORGANIZATIONAL STRUCTURE OF TARO 

Ministry of Agriculture 

TARO Council 

Sor-General 

internal 
Auditor
 

Directorate 
of Finance & 
Administration 

Research 
Institutes 

Directorate 
of Research 

Accounts Dept. -Planning 4 

Evaluation DeDt. 
Admin. Dept. Documentation 

Supplies Dept. --
Directors 

of 
Dept. 

S lResearch Extension 
Persornnel ILONGA Liaison Dept. 
De parie nt KIBAHA 

LYAMUNGU 

MARIKITANDA 

MLINGANO 

NALIENDELE 
TUMBI 

UKIRIGURU 

Source: Daily News, 18 May 1983 

ZV I
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5.40 The reservations which donors like the World Bank expressed

in 1979 appear 
to have been well founded. TARO, in particular, has 
been a disappointment to those who had hoped that upgrading KILIMO's 
research stations to parastatal status would dramatically boost their 
productivity. 
Within Tanzania as of mid-1984 one sensed renewed inter
est at the policy level in exploring alternative models for creating 
viable research-extension linkages. Some saw the UYOLE model, serv
ing several regions from a combined research and training institution,
 
as the answer. Other were proposing that the newly created Sokoine
 
University 
 of Agriculture could become the coordinating institution
 
for all agricultural research, along the lines of a "land
US grant"
 
agricultural college system. 
 (This was, in fact, one proposal
 
where USAID/Tanzania could 
 redirect its main assistance.) The
 
Sokoine University issue was not part of our terms
SIP ef reference,
 
having had its own, USAID financed 
study team with a separate report 

1in late 198 . Whatever model for the research-extension linkage is
 
ultimately chosen, we stress that in the short 
run without additional
 
donor support 
 for supplies and equipment, the research 2tations are 
bound to fail. The inadequacy of Tanzania's technical packages despi.e 
the country having a large (but ineffective) research network emerges
 
as one of the key constraints limiting export 
 crop recovery. 

c. Field Extensicn Services 

5.41 	 Another central question dealt with by Tanzania's poSt-1981 
"new policies" concerned who recruit,should supervise, and support
 
the extension field cadres. 
 As we saw earlier in regard to the P!IO,
 
for a decade the Ministry of Agriculture was relegated to the side
lines, with the main responsibilities falling upon the ?M's village
level staff supplemented by specialized advisors thefrom crop author
ities. Since neithez 
 source had much competency in agricultural exten
sion, it is perhaps not surprizing that their efforts were ineffective. 
The critical issue now becomes whether by "handing back" this function 
to the L!inistry of Agriculture, will extension work markedly improve? 

1 The United Republic of Tanzania (1984) Report of Study Team onthe Sooine University of A.ricultureLAorooro, 'Tanzania. 
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5.42 The preliminary vedict can hardly be positive. As of late 

1984, the Crop and Livestock sections within the recombined Ministry
 

still operated independently in relation to extension end training
 

roll of staff did exist. The officialmatters. A common field not 

reports contain widely varying estimates of staff numbers-which is
 

never certain if both livestock and
 hardly surprizing since one is 


or if the various crop authority and 	regional
crop cadres are counted, 


to show the divergences
employees are shown. Illustrative figures 
are displayedone typically encounters in Tanzanian statistics in
 

Table 5.7, reflect's the crop

Tables 3.4-5.7. The last of these, 

of the Ministry's 1984 budget submission
divisions field staff as 

1
 

probably reasonably reliable.

and is 

numbers, do Tanzania's field extension
5.43 Whatever the total 


workers possess the minimal resources needed to accomplish what is
 

note when crop authorities "handed
expected of them? Here we that 


back" the extension cadres-still in process in 1984, though offi

of salaries

cially already an acccmplished fact insofat as payment 


to have retainei transport and, one would
 
was concerned-they appear 


has crippled
guess, the better officers. The lack of transport 

KILILO's takeover activities, since throughout the 1970s most donor 

support went either to the regions or to the crop authorities, leav

we earlier,
ing KILIXO and "{ UGO sometimes very 	short indeed. As noted 


which were being "wound up" in

the 'ivestock parastatals under LIDA 


transport- auctioned off to pay outstanding debts
1984 had their 


standard commercial practico., no doubt, but-a d4sastrous remedy
 

for those who continue to be responsible for livestock services. In
 

either event, then, KILE0 received back its staff 
without the
 

they require for actual field activities.
 resources 


5.44 Another rude surprize for the 	Ministry was to discover that
 

within many regions, untrained auxiliaries had been 
added to the
 

Because they were re"extension" rolls in quite large numbers. 


*.ruitea directly by regional authorities, such staff didl 
not ha,e
 

KILI.O's usual pre-service training, 	nor do they meet the educaticnal 

1The main source on any aspects of Tanzania's agricultural manpc;,er 

is a USAID financed study by R. Simmons et al. (1980) Tanzania Aricull

2 Washington, Agency In'ternationalural anovm:er Study, vols. 	 D.C.: for 

Developomnnt for USAID/Tanzania dnd the Tanzania Government.
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20BLZ 5 .4 

AGRICULTURAL MANPO.,M BY QUALIICATION & EMPLOY R (DEC. 1978) a
 

Assirnment: 
Grad-
uates: 

Diplo-
mates: 

Certi-
ficates: 

Field 
Assistants: TOTALS: 

General Extension in b 
the Regions 84 548 1,757 1,364 b 3,753 
Engineers (Irrigation) 3 - - - 3 
Irrigation Division 
headquarters 12 3 15 -, 30 
Livestock/Veterinary 
Extenstion in Regions 
Planning Division 

71 
18 

403 
-

717 
-

2,211 
-

3,402 
18 

Crop Research (inc. HQs) 104 140 279 136 659 
Maize Project (HQ) 14 6 - - 20 

Livestock Research 
(including HQs) 60 79 151 186 476 
Livestock Division HQ 9 4 4 17 
Training Institutes 96 162 154 25 437 
Manpower Development 
Division HQ 9 9 5 - 23 
Administ=ation 1 - - - 1 
State Fa.rms 7 23 37 14 
Parastatals and other 
employers 168 248 624 241 1,282. 

TOTALS: 1,-2- 3 

aJu-e 1977 estimates.
 
bFiures adjusted downwards to allow for estimaTed lo! es of 2C0
 
diploma staff and 500 certificate staff to the Village lanagers
scheme (under PFO). 
Source: United Republic of Tanzania (1979) Arriculture and Live

stock Research Project, vol. 2, Annex 5, Table 19. 
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TABLE 5.5 

MINISTRY OF AGRICULTURE ANPOIER, END 1977 

Graduates: 	 Field Offic./ Certi- Field
 
Asst. FO, G . I ficate Auxili-


Assignment: Expt. Tanz. 	 aries a 

Agric. extension in 26 79 585 1,790 1,335 
the regions 

Livestock ext. in 17 47 426 834 2,209 
the regions 

Training (in IMATIs) 38 87 148 148 25 
Crop Research 34 98 13lb 224 136 

Livestock Research 18 39 62 133 172 

State Farms or other 14 72 79 b 71 18 
MOA Services 

Crop Authorities & 27 151 186 587 158 
others 

sub-total 174 573 

Total: 747 1,617 3,787 4,053 

aAg-icultural and Livestock Field Auxiliaries, usually with 

only primary school level training 

bIncluding one expatriate technician (in each case). These 

two are the only expatriates below graduate level; all others 
at FO or lower 	levels are Tanzanians.
 

Source: S.H. Sudad (1980) Major Constraints in Farmer TraininE at Field 
Level, Case Studies from Jordan, Malaysia and Tanzanla. Roze: 
FAO, p. 101. Derived from Annual Reoon (1977) of ianpower Dev. 
Division, Ministry of Agriculture (Table 14, p. 17). 
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TABLE 5.6 

MINISTRY OF AGRICULTURE STAFF 
(1979 actual, 1987 ideal) 

Educational 
 Filled Posts 
 Ideal Staffing 
 %Increase to 
Level: 
 in i979 
 in 1987 
 Reach ideal
 
Ph.D. 
 33 
 90 
 176 
U.S. 
 145 
 608 
 325
 
Gen. degree 35 35 _ 
B.S. 
 708 
 2,170 
 206 
Dipl cma 1,366 
 6,137 
 349
 
Certificate 2,909 
 16,205 
 457
 
By Merit 162 
 12
 

TOTAL 5,358 25,40 

Source: Ministry of AgricupTjre and Livestock Development (198!)Tanzania National Food Strate r, vol. 1, Main Rejcrt.Rome: FAO for KILZI 0. Table 30, p. 60. 



TABLE 5. 7 

CROP DIVISION EXTENSION STAFF BY REGIONa
 

Locatio: Total Staff: 

Headouarter- & service projects 619 
Arusha 374 
Dar es Salaam 62 
Dod oma 225 
Iringa 340 
Kage ra 322 
Kig oma 290 
Kil imanjaro 378 
Lindi 147 
Idara 198 
Ybeya 397 
dorcgoro 360 
"2twara 235 
L.Yainza 466 
1:r. i 200 

Ruk~.va 296 
Ruvuza 289 
Sh inyanga 384 
Singida 213 
Tabora 440 
Tanga 296 

6,531
 

aCrop Division only, as of mid-1983. Dces not include 
Livestock (1IFUGO) staff, nor those on Zanzibar. 
Source: KILIO planrn.g division figures for 198,. 

budget submissicn.
 

2/5' 
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requirements which would be desirable (many of them being those whose 
weak percrmance in science and mathematics disqualified them from
 
going on into higher education). The re-training 
and re-integration 
of these auxiliaries back into an orderly scheme of service became
 
the top priority task of KILIMO's 
 training division in 1983/84. 

5.45 The means chosen to accomplish this objective were typical:
 

KILIMO's training 
division simply warranted funds directly to each
 
RBADO, with instructions 
that the regional agricultural office should 
Organize a cycle of training seminars for regional and district level 
staff. How to design, implement, and support such training was left 
to the discretion of each RADO. When it became evident that this
 
task eyceeded the training and technical support capabilities in
 
many regions, KILIAO turned as 
a stop-gap measure to the Center for 
Continuing Education in Morogoro--ironically, just as USAID phased out 
its support (December 1983) to this Center. Meanwhile FAO was approached 
iII 25L4 to set up a retraining pro4ect-an important KILI.0 priority,
 
but ore whicz ,fll require more than merely adding 
 one cr two prcfess on
al trainers at the too. [[L!I O's own ability to plan and monitor its
 
field training activities 
 is imprcying significantly, now that (in 8/A) 
the first generation of specialized, professionalstaff are returning 

from overseas training. 

5.46 Under the new structure, while KILIM&O headquar-J-r's riies on 
the regional level (RADC) for liaison, the pivotal 'positi': -:Z; nctuaily 
that of the DADO at District level. DADOs 
are seen as the principal
 
technical advisors of the District Councils, and members of "%hatevGr 
agriculture ly-related Committees the Councils establish. The diffi
cult task 
facing the financially pressed Councils will be how to give 
extension cadres the minimum resources they presently lack. As shov-n
 
in Table 
 5. 8, field staff at present see their main constraints as 
being the unavailability of inputs and facilities, lack of transport, 
and the weaknesses of research and technical support. Our me,-sa,-e in 

this secticn' is that KIL..O as of mid-1984 had still not resolved the 
question of how this minimum support would be provided. 
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TABLE 5.8 

PERCEIVED REASONS FOR EXTENSION WORKERS' INABILITY 

TO GIVE SMALL FARMERS NECESSARY TRAINING 

(n 49) 

Reasons cited Number One Choice Among First
 
(by sample of 49 workers) Choice Three Choices
 

no.: no.: % 

Unavailability of inputs &
 

training faci lities 13 26.5 
 24 d9.0
 
Lack of transportation 12 24.5 
 25 51.0 

Lack of research and tech
nical support 
 4 8.2 21 43.0
 

Lack of incentives & admin
istrative support 3 6.1 15 30.7
 
Farmers are slow to learn 3 6.1 14 28.6 

Not a problem/no response a 14 28.6 

49 100.0 

aIncludes 8 (16.3%) who said they were able to train small 
farmers "to a great extent" and 6 who gave no response. 

Source: Sahir H. Sudad (1980) Major Constraints in Farmer Train
ing at Field Level, Case Studies from Jordan, Malaysia
and Tanzania. Rome: FAG, Table 6-C, p. 95 

.-17
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Social Services 

been central to Nyerere's5.47 Expansion of social services has 

vision for a modern Tanzania. It should be noted that at Independence 

Tanganyika had neither a university nor a single advanced professional 

training 	program within its borders. By a decision of the colonial 

atgovernment, Tanganyika's higher education had been placed Makerere 

University in Uganda. (Makerere's entire output of trained agricultur

alists in 1963/64 to meet Tanzania's needs was four students'.) Tlie 

Ministry of Natural hesource s.--predecessor to today's Ministry of Agri

culture-recruited African field staff from the sub-high school (10th grade) 

level. Teacher training and health education were organized by mission 

societies, on a grant-in-aid partnership basis. 

5.48 TAU's interest in changing this situation was signalled in 

1963, when the Party turned over its new national headquarters in 

Dar es Salaam to allow the fledgling University of Dar es Salaam to 

open before its campus was constructed. Tanzania was one of the first 

African countries to institute serious manpower planning. 1 Its educa

tional programs were designed from the start with assistance from the 

International Institute of Educational Planning (IEEP) in Paris. Tt 

has been a leading African country in developing nonformal education, 

and was one of the pilot areas in UNESCO's functional literacy pro-

Its adult education programs are internationally acclaimed.
gram. 


In regard to vocational education, Nyerere's 1967 policy statement, 

"Education for Self Reliance", has been widely reprinted, and remains 

aan admired statement of policy. In 1974, the Party adopted target 

of achieving universal primary education (UPE) within three years

an ambitious goal which would strain the educational system to its
 

breaiing point. Thus there is nothing rhetorical about Nyeree's pre

ference for being called "Mwalimu" (teacher): a teacher he was before 

entering politics, and a teacher he has remained.
 

1Assisted initially by the Ford Foundation. This background ex

plains the useful series of reports titled Annual Manpower. Renorts to 
days issued by the Ministry of Manpower Development).the President (these 

2Responsible for several monographs on Tanzania, cf. J. King 

Non-formal Education in Tanzania. Paris: IIEP/UIESCO.(1967) Planning 
'Budd Hall (1975) Adult Education and the Develonment of Socialism 

East Literature Bureau.
in Tanzania. Nairobi: African 



-219

5.49 In health services, too, Tanzania's policies have been accorceA 
internaticnal. recognition. The country's leadership was early to re
cognize the critical need in a poor nation for a preventative rather
 
than purely curative approach to health services. It has also per
mitted a large role for private, voluntary organizations--snme of 
them American-up to the present. 
 In actual fact, the conrecticns
 
between Tanzania and US non-gov rnmental organizations are long
 
standing and warm. 
Many senior Tanzanians have been trained in the
 

associated US-linkedUSA or else have been with NOOs within Tanzania. 
In this regard, the social services sector presents a situation which 
is the opposite from that found in trade and ecnomics, where the USA 
and Tanzania have few interests in common. The SIP team notes that
 
to base US policies towards Tanzania solely cn matters of economic
 
ideology ignore areas
is to the where the US and Tanzania share
 
important humanitarian concerns. 
 -

a. 1ini.s-.rZ of Health 

5.50 The evolution of Tanzania's health care services, curative an:
 
preventative, are well
unusually described in published sources. 1 The
 
changes since independence and in particular for 
the period between
 
1973-78 are shown in 
2ables 5.9-11. In social services generally, 
Tanzania's leadership hs frequently employed target dates for uni
versal coverage as a mobilizing device, e.g. in to nregard ,rovisi 
of clean water, primary education, and health care. For health 
care, the government's objective remains universal coverage by the 
year 2CCO. Dramatic as the changes were 
between 1961-81, present
 
circumstances call into question the wisdom of continuing to e~picy 
over-ambitious targets in this simplistic fashion.
 

IMain sources include: A. Beck (1970) A History theof British 
Medical Administration of East Africa, 1900-95.. Cambridge, .A:
Harvard Univ. Press; D. Clyde (1967) Malaria in Tanzania. Lordon:Oxford Univ. Press; A. Nsekela and A. Nhonoli (1976) The Develop-en-tofHealth Services and Society in ".ainland Tanzania. N.irob: Eas;African Literature Bureau; E. (1949) the-.Pridie A Review of !edicalPolicro Pfananyika. Dar es Salaam: Government Printer; T. Schul:en(1976) Inte~ration of Church and Government Yedical Services in Tan
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TABLE 5. 9
 

DEVELOPLNT OF RURAL HEALTH CARE FROM 1961 - 1980
 

Health Centers (Rural) 


Dispensaries 


Medical Assistants 


Rural Medical Aids 


MCH Aids/Village Midwives 


Health Assistants 


Target Actual 
1961 1972 1980 1980 

22 99 300 239 

975 1,501 2,300 2,6OC 

200 335 1,200 1,4CC 

380 578 2,800 2,310 

400 700 2,500 2,070 

150 290 i,8OO 68i 

Source: 	 A.S. Dhalla (1982) "Country Report on Tanzania," 
reprinted in The Joint Swedish/Tanzanian Health 
Sector -. evie in Tanzania, April 1982. 
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TABLE 5.10 
TRENTD IN COVERAGE OF HOSPITAL SERVICES (1973-78) 

District/Region 

Percentage of Population 
within 10 ms of Hospital 
1973 1978 

Change (+/-) 
in %,served 

1973 - 1978 

Kondoa 
Mpwapwa 
Dodoma 

10 
9 

13 

7 
10 
25 

- 3 
1 
12 

DODOMA REGION 11 16 5 

"Ki!imuajaro"a 
Pare 

98 
38 

85 
40 

- 13 
2 

KILIMA2;J,'0 REGION 84 74 - 10 

Bagamoyo 
Kisarawe 
Rufiji 
Mafia 

11 
4 

11 
37 

14 
14 
15 
50 

3 
10 
4 
13 

COAST REGuON 9 16 5 

Tunduru 
Scngea 
Lfbinga 

16 
18 
20 

19 
27 
27 

3 
9 
7 

RUV'ZA REGION 18 25 7 

Kibando 13 14 1 
Kasulu 
Kigcma 43 

39 
34 
32 

- 9 
- 7 

KIGOIA REGION 33 29 - 4 

Ukerewe 
Mwanza 
Kwimba 
Geita 

31 
27 
4 
8 

31 
43 
20 
11 

0 
16 
16 
3 

MWANZA REGINC 14 24 10 

a"Kilimanjaro" here represents the former district which has
 
since been broken into Rombo, Hai, Moshi rural and Zoshi
sub-urban districts (grouped together for purposes of
 
c omraris on). 
Source: Ian Thomas (1983) Pooulation and Health Facilities i.
Tanzania,1978. 
Vol. 1, Method and Results. Norwich,


U.K.: Overseas Development Group, Univ. of East Anglia,
 
Table 7.3, p. 223.
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TABLE 5.11 
TREND IN COVERAGE OF ANY HEALTH FACILITY (1973 - 78)
 

Percentage of Population Change (,/.-)

within 10 kms of facility in % s:erved
 

District/Region 
 1973 
 1978 1973 
- 1978
 

Kondoa 
 83 
 92 9Upwapwa 
 71 
 86 
 15
Dodoma 
 78 
 96 
 18
 
DODOILA REGION 
 78 
 92 
 14
 
"Kilimanjaro"a 
 99 
 99 
 0
 
Pare 
 94 
 96 
 2
 
KILIEANJAR0 REGION 
 97 
 98 
 1
 
Bagam oy o 73 89 1I

Kisarawe 
 72 
 92 
 20
Rufiji 
 51 
 98 
 47
afia 
 100 
 100 
 0
 
COAST REGICN 
 67 93 26
 
Tunduru 
 66 
 86 
 20
Songea 
 65 
 86 
 21
rbinga 75 95 
 2o
 
RUV'IA REGICN 69 
 88 
 19
 
Kibondo 
 87 93 6Kasulu 
 92 
 95 
 3
Kigcma 
 89 
 85 -
KIGCA REGION 89 
 91 2 
Ukerewe 99 100 
 1
Mwanza 
 81 
 98 17
Kwimba 
 75 98 23Geita 
 58 
 99 
 41
 
M ANZA REGION 
 73 98 
 25
 

a"Kilimanjaro" is the former district, which has since 
been subdivided into Rombo, Hai, Moshi rural and Moshi sub-urban districts.
These are grouped together here 
for purposes of comparison, 73-78.
 
Source: 
 Ian Thomas (1983) Population and Health Facilitiesin Tanzania, 1 Vol.
978. 1, Rethod and Results. -orvich, U.k.:
Overseas Levelopment Group, Univ. of Last Anglia, Table
 

6.2, p. 95.
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5.51 Reascnably up-to--date statistics on health services in Tan

zania are readily available in a useful (1982) Report from the Joint
 
Swedish/Tanzanian Health Sector Review, 
 issued by a SIDA supported 
planning unit in the Ministry. Another valuable source with a wealth
 
of detailed information is Henn's (1980) Tanzania Health Sector Stra
tegy (reflecting past USAID assistance in support of maternal/child
 
care programs). The 1980 national situation in regard to provision 
of curative health facilities on the mainland is given in Table 5.22
 
At the apex of the system stand three large referral hospitals: Mu
humbili in Dar es Salaam, the Kilimanjaro Christian Medical Center 
(KCYC) in Moshi, and Bugando in Mwanza. Two of the three are church 
related institutions, the KCMC linked to Protestant assistance and 
Bugando to Catholic sources. This oontinued overseas support has 
become even more significant at a time when drugs and medical equip

ment are in very short supply. As can be imagined, the Party's 
decision to allow a continued, non-governmental role at this level 
was the object of hot debate in Tanzania (Mayer 1975). 

5.52 The case against having large, referral hospitals at all is
 
usually stated in terms of their reduced cost-effectiveness in an
 
overall national strategy for health care.1 It is alleged that such
 
hosnitals serve mainly the elite and the urban populations, at expense
 
of alternative investments in preventative medicine and in rurally
located health centers. The contrary argument is that these are 
first and foremost training hospitals which would be required in any 
case; that they tap external sources of assistance which might not 
be available for local health centers; and that they provide impor
tant support and logistic functions for a network of regional hospitals 
which--at least in theory-can greatly extend their effective outreach. 
The regional coverage as of 1978 is indicated in Table 5.13.
 

Sources examining the economics of Tanzania's health care 
include: Oscar Gish (1575) Planrninz the Health Sector, the Tanzanian
 
Exnerience. Londcn: Croom Helm; .. Gottlieb (1975) Health Care ?inancz.
 
in La-irland. Tanzania. Syracuse: Syracuse University (reour2ication :"
 
materials frcm ERB Papers 73.7 and 7A.l); and W. Mayer (1975) "The Leci

sion to Build the Mwanza Hospital: insights into Policy "laking in Tanzania,"
Taamuli. vol. 5, no. 2 (eeember), pp. 25-33. 
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TABLE 5.12 

EXISTING HEALTH FACILITIES, MAI.NLAND TANZANIA 

Total No. in StaffUnits: Level: 1981:a Facility: Assigned: Nos. in198 0:b
 

6 Zone 
 3 Referral (Specialists) Medicalhospital 

doctors:
 

20 Region 17 Regional Reg. Med. Off. (566 T.)
I 
 hospital Reg. Health 0. 

104 District 81 District Dist. Med. Off. NursesC
 
hospital- - - - - - 

hospital Asst. Med.
 
Officers:
457 Division 186 Health 
 Medical Asst. 
 258 

centre 
 Health Asst. 
 e 
1,400
 

1,963 Ward 2,500 Dispensary icwivesc
Rural 1Medical Rural 'ed.
 
Aid i/c Aids:
 

2,310
 

5,300 Village 23 Village health 2 health 
 Health As:.
 

post workers 681
 
MCH aids:
2,070
 

Sources: a"Guidelines for the Implementation of the Health Care 
Programme in Tanzania", AFYA (1983), p. -3.

bReort from Jointthe Swedish-Tanzania Health Sector 
Review in Tanzania, April 1A-26, 1982. Citing figures
from paper by A.S. Dhalla (1982), p. 16. 

cThe total for nurses/midwives is not shown separately
by level at which stationed, and is 7,275 in all. 
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TABLE 5.13 
POPULATION & AREAS COVERED BY CONSULTANT HOSPITALS 

(1978) 

Hospital: 

Population 
to be 
covered: % Pop.: 

Area in 
sq. kms. 
covered: % Area: 

Mtuhumbili 6,626,341 39 436,818 49 
K.CM.C. 4,455,415 26 212,676 24 
Bugando 5,966,573 35 233,849 27 

Total Tanzania

Mainland 
 17,048,329 
 100 883,343 100
 

Source: 
 Ian Thomas (1983) Population and Health Facilities
in Tanzania, 1978. Vol. 1, Method and Results. Norwich,U.K.: Overseas Development Group, Univ. of East Anglia,
Table 7.1, p. 101. 



5.53 The Muhimbili Medical Center is the central institution for
 
the medical profession in Tanzania, since 
 it is where most Tanzanian
 
doctors received their training. Originally the teaching hospital for
 
the University of Dar es 
Salaam, it became an independent parastatal in
 
1977 retaining the Faculty but having its own pension scheme and headed
 
by a Director General. 
 the ofAs in cases the Institute of Education 
and BRALUP, which were also under the University but sought independent 
status, the change proved a mixed blessing. The position of Dean had to
 
be reintroduced, and the University, 
 on its part, began the search for a 
donor willing to build a completely new teaching hospital. Linked loosely 
to Muhimbili is a separate parastatal with its own Director General, the 
National Lnstitute for Medical Research.1
 

5.54 Below the zonal level-and we hasten to note that 3 of the inistry', 
6 zones do not yet have their referral hospital complexes--the Tanzanian 
structure puts the senior Medical Officer in charge both of the district
 
or region and the 
hospital in vihich this individual is based. On the
 
one hand, this unitary line 
 of command means that the pressures of
 
operating curative services through the 
 hospital tend to take precedence
 
over 
 field activities of a preventative nature. On the other hand, it 

removes the possibility of disputes over transport, budgetary decisions, 
etc., which tight otherwise arise. The medical "team" in each eistric 
typically includes Districtthe edical Officer, a Nursirg Cfficer, and 
a Hbalth Officer in charge of the preventative medicine section. 

5.55 Up into the early 1970s, an initial problem for the _inistry of 
Health (AFYA) was how to absorb heterogeneous voluntary agency facilities 
into a common national Semesystem. mission societies like the Seventh 
Day Adventists or 
the Lutherans in Singida emphasized hospital building
 
as their main focus during the colonial period. Singida District as iz 

was before Independence contained lessno than five hospitals-four ?VC 
and one Government facilities-but not a single secondary schcol. Fe
adjustmients to Give a more eaual distribution of service may explain ;h-y 
some communities have less coverage in 1978 than in 1973 (.able 5. io). 

lIlith field stations for medical research at Amani, wanza, Tabora. 
and at 1,uhimbili itself. 
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5.56 A behind-the-scene struggle took place in the 1970s over the 
future of private, profit-making clinics. Often staffed by immigrant
 
physicians, these were largely found in Tanzania's 
 bigger towns. The
 
disagreement was between Party ideologues, determined. to eradicate 
 pri
vate medicine, and Tanzania's emerging salaried class which in the urban 
areas relied heavily upon private practitioners operating out of store
front clinics. The Group Occupational Health and Private Hospitals 
Act (eventually passed in 1978) is one of the very fe, instances where 
Parliament (Bunge) defeated on its first reading a major bill coming to 
it wi4h the Party imprimateur. 

5.57 In contrast, voluntary agency hospitals-often receiving "grants
in-aid" from the Government, administered through joint committees
have ccntinued to be welcome (though contributing a declining propcr
tion of total medical services). Clear differences remain between the 
two types of facility. Mission hospitals while not profit-making -re 

allowed to charge fees,, in contrast to free government services. The 
volunta-z agencies concentrate on in-patients, leaving the heavier out

patient load and most preventative medicine to the Gover.nment. They 
have better access to drugs, but less to vehicles. While 185 of the 
government dispensaries were stated to be in bad condition in 1978/7-, 
only 2% of VA dispensaries were so described (SIDA/AFYA 1982:10). The 
parastatal clinics and dispensaries which mushroomed in the 1970s seez 
interrediate between the two types, being like VA facilities in their 
focus on curative medicine. Parastatal clinics now substitute for the 
banned private clinics (some of which converted themselves into occu
pational health services and so stayed in operation). They represent 
an attempt by salaried and professional workers to circumvent the over
crowded government facilities. VA hospitals typically resemble a govern
ment district hospital, whereas parastatal facilities tend to be inter
mediate between a dispensary and a rural medical center (depending on 

the size of the parastatal served). 

5.5b Below the district level, primary healtb care in Tanzania has 

at its apex a Rural Health Center (RHC) usually pu: at the divisional
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level. RHCs typically have one wing with-. in-.atient beds, bu" their 
main focus is on out-patient service and organisatioral suoport for
 
preventative services as
such maternal-child care clinics. Each center 
is in the charge of a Iedical Assistant, a cadre of health-care pro
fessioal intermediate between a nurse and an .D. but performing =ost 
of a doctor's functions within the system. As earlier indicated, the
 
Government is still a very 
 long %ay from having a RHC in each Division. 

5.59 At the Ward level, one finds out-patient'dispensaries. in theory 
these are staffed by rural medical aids when there are enough to go 

around (about in50% staffing 1978/79). Actual facilities tend to be

rudimentary; the evaluation
78/79 found 55% of government and 58 of
 
VA dispensaries 
 did not evin have a working referigerator and only 22
had all 
six of the recommended preventative vaccines. VA dispensaries 
were much better off, "in many cases" having mort drugs than even the
 
government RHCs (SIDA/AFYA 1982:10). The main reason is, of course, 
the direct import of donated drugs which is permitted to VA uits. 

,.60 All in all, it is estimated about 32,000 people were wcrkir.-n
 
within Tanzania's health sector in 1978/79. 564 
 of these .-ere sza:ine
in hospitals, 14% in health centers, and 30% at dispensaries. However, 
about two thirds of the total are ancillary, non-medical staff (sweepers, 
etc.), with 2% being university trained doctors, another 2.5% medical 
assistants, and 17, nurses. By 1980, there were 20,CGC inhabitants per 
doctor, as contrasted with 28,OCO in 1972 (if ".edical Assistants are 
counted in, the ratio becomes more favorable). Among para. rcfessionals, 
rural medical aids are said to constitute 5i and maternal child-care 
aids another 2 .5i of the total (SIDA/AFYA 1982:9). To su:port this net
work, the Tanzania mainland spent about shs 
I billion on recurrent health 
costs in l151, shs 52 per inhabitant. A rough breakdown -ives 55' on 
salaries, 23% on drugs and vaccines, 10% on equipment and' zaintenance, 
and 91 left for other purposes. Costs of facilities are Fivien Ln Table 
5.14. A praiseworthy feature is that about 65% of.exnn'ture is spent 
in rural areas, compared to WHO's average for developin. nations of 25% 

(SIDA/AFYA 1982:7).
 



TABLE 5.14
 

TARGET CCNSTRUCTILS COSTS FOR TANZAIIA •; 
HEALTH FACILITIES 

Reg./districtITEM: Hospitals 
 RHCs Dispensaries
 

Construction shs. 
 shs. 
 shs.expenditure: 14 million 2 million 165,cM0 

Average recurrentexpendtiture per shs. she.
facility: shs. 

2.8 Million 256,000 37,400 

Expenditure per 
out-patient

visit: 4/60 2/60 1/90 
In-patient day: 53/- 29/-
 10/-


Source: SIDA/AFYA (1982) Report from the Join: Swed--Taoz -Health Sector Review? in Tanzania, p. 8. 
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AFYA has enjoyed a substantial amount of donor support, which 
is only to be expected in a poor African country where health care 
is so greatly needed. 
An added incentive is the Ministry's sensible
 
approach: clear policies, standardized plans for new facilities, and

explicit criteria to guide in the location of new projects (size of
population served, distance from nearest health facility, etc.). 
 Data
 
on the country's health sector comes from a small planning unit estab
lished within the Ministry with SIDA assistance.
 
5.62 	 In 1981/82, three donors provided more than 15 million shs. of
assistance to the health sector: 
 Sweden (20.5), the UK (20.2), and

Danida (18.1). Next comes UNICEF (10.0), West Germany (7.6) 
and USAID
(3.0). 
 Italy gave 2.0 million and 6 other donors between 1 and 2 millicn
each (WHO, FII!.IDA, UNDP/UNFPA, Ireland, Netherlands, and the European
Community). Socialist countries have provided doctors, from60 Chinaand 20 from Cuba (with others from Russia and the Eastern Euronean ".lcc).
Altogether there are about 20 donors active, but the first four liste5
have been by far the most significant. 
 SIDA's development expenditure

support alone has accounted for 50% of Tanzania's assistance to .1-iCs,20% of the Tanzania Food and Nutrition Centre (TFNC), 7% ofand the drugs
used in rural areas (SIDA/AFYA 1982:15). DANIDA, in particular, has
boosted Tanzania's 
 drug supply Pith about 30 million DK worth annually;
through AFYA it also coordinates the other donors' drug supply plans. 

USAID's main assistance has been in maternal child-care, wi:h
 
a seven year project which came to completion in 1982.1 
 Field surveys

and training of health workerscare have been undertaken in Hanang District, also (as with the MCH project) under central funding. Bilateral
assistance has been given to Zanzibar for malaria control, to AMREF (aNairobi-based Foundation which \
has been active in both Kenya and Tanzania

for design of medical refresher courses, and to school health in two
regions. 
 Since the health care sector was not stressed in the SIP terms
of reference, we 
have not given USAID's role detailed scrutiny.
 

1An evaluation was done in 1982, but its report was not available
at the time of the 
initial SIP team visit in mid-1983.
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Health Care Performance 

5.64 The Government's emphasis upon building new facilities to even 

out the coverage of health services is evidenced by Tanzania's fairly 

respectable figures on client access. It is said that 70% of the popu

lation now live within 5 km of some kind of health facility, and 92. 

within 10 km of one; on average in the 6 regions covered by the 78/79 

evaluation, 45% of the population have a health facility where they 

reside (SIDA/AFYA 1982:11). There are two problems with such statistics,
 

other than the obvious point that they are extremely dggregate in nature: 

i) they count rural dispensaries as if they were operational facilities, 

when many are not; and, ii) they do not measure the quality of care 

given.
 

5.65 In an attempt to document service quality, the 78/79 Evaluz.-icn 

sent teams into the field. These included external physicians, and 

observed actual treatments for 183 patients in 3 regions. Reported results 

can be summarized as follows (SIDA/AFYA 1982:11): 

The time to examine a patient was longer at the hospitals; 65
 
were examined within 5 minutes. At RHCs and dispensaries 95
were examined within 5 minutes. A larger percentage (70%) were
 
examined within 1-2 minutes in the dispensaries compared to 5r7
 
at the RHCs.
 

The examination was not correct for 4% of the patients at the hcs
pitals, 30% at the RIHCs and 13% of the dispensaries. 20 out of 52 
observed RHC patients were from one RHC which was not functicning 
very well.
 

However, the quality of examination at dispensaries was surpriz
ingly high.
 

For the quality of diagnosis about the same percentage as for
 
examination was observed.
 

9% of the patients at hospitals, 22% at RHCs and 10% at the dis
pensaries were not treated correctly.
 

115 patients answered a question whether they were satisfied with
 
the treatment and 571 said that they were satisfied. Only 5% were 
not at all satisfied. 

As for queing 3,200 patients were observed. 54 of the patientc
 
at hospitals arrived before 9 o'clock, 51% at RHCs and 64% at the 
the dispensaries. The work at dispensaries and RHCs goes on up 
to closing time 2.30 but very few patients arrive after 1 o'clock. 

2-31 



5.66 
 In addition to its curative services, the Ministry has made
 
several, less successful attempts at basing preventative medicine
 
within the villages themselves. Ironically, this problemmatic
 
aspect of AFYA's program is the best known abroad where it has been
 
portrayed as a "barefoot doctor" success story. In actual fact, 
there are 
several ways to offer improved, village-level services.
 
Weekly maternal child-care clinics at the dispensaries or 
on a rota 
ting schedule within villeges have sometines been quite popular, an
 
innovation pioneered at a large Nordic 
 project in Kibaha. A research 
unit on traditional medicine haz been established within the 1uhimbili 
Medical Center, and pre-independence negativism towards traditional 
practitioners has been overcome. 
 Recognition has been accorded to
 
birth attendanid ("mid-wives"), with training seminars and other limited
 
types of assistance. (Most are, 
of course, older women who would remain 
active in remote communities with or without AFYA's blessing. ) 
5.67 
 The least successful approach to offering primary he Ith care
 
at the village level been
has AFYA's several attempts to train unpaid

paraprofessional 4'volunteers". 
 In 1969, for example, AFYA attempted
 
to recruit 'villawe medical nelpers" to staff "first aid posts" 
 in
 
places without a dispensary. The Ministry's 
own assessment followvs: 1 

Urfortunately, the train... 
 of these workers was we.!not planned"'.here 
was no standard training schedule, the pericc of tra-nlng varied from between I and 3 months, to 6 months. Traininztook place at district a.d regicnal hospitals with gcinzworkersback to work in their villages of origin. The first aid boxes
had specific drugs and equipment, no allowances were given to
the workers and there was no scheme of service. As a result,
many of them were frustrated and left their posts to work in dispensaries and hospitals in towns. 
 Others started to sell the
drugs and equipment and to give injections indiscriminately so
 
as to obtain some income.
 

In truth, young male school leavers--who were 
what most villages put

forward as theii- candidates for health care training-were usually
 
not sou-ht out vhhen 
people bad illnesses, and had little genuine commit
ment to their assignment except to use 
it as a stepping stone for 
findin more secure employment outside their villaees. 

1Ministry of Health (1983) "Guidelines for implementaticn if the
Health Care Programme in Tanzania," Dar es Salaam: AFYA, p. 17.
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b. 11inistry of rational Education (ELIMU) 

5.68 Except for the public debt, education at 2,524 million shs. 
(1982/53 estimates) takes the largest single share (usually aro-und 15)

of the Government's annual budget, as it would in many African countries. 
An overview of numbers in formal education is given in Table 5.15, derived 
from "inistry of Education (ELIYU) butfigures excluding private schools.
The distinctive features of Tanzania's educational system can be summar
ized as follows: 

-	 hea.vy stress on several forms of adult education.
 
- about 5CO,OO pupils entering primary school in 1982, with 420,COOco=:-letin- the full 7 year course; of these, 9,116. then joined*

Forz I (beginning secondary), abotit 2% those completing Std. VII. 
- priority given to expanding primary schooling, with a total of

3.5 zillion pupils (1982) contrasting to 39,000 in secondary.
-	 in 1974 the Party dictated achievement of universal primary educa

tion (UHE) by 1977, becoming the Ministry's major preoccupation. 
- There are 313 post-primary technlcal training centers, giving a 2 

year course in simple trade skills; erxollment was 7,531 in 1982. 
- aeconary schooling is 4 years to Form IV level, with 35,07" studentsenrc_ed in 84 public secondary sch3ols; another 3,9C9 are taking

Forms V and VI (2 year senior secondary) in 1982.
 
- Roughly 
 33% of total public secondary students at Forms I-IV level 

are girls; 1982, 2 atin % of those Forms V and VI were girls. 
- Public secondary education divides students at Form I - 1V levelbetween four vocational or "bias" streams (as they are termed).in 19C2, 15,236 were in the agriculture bias, 10,558 in comnerce,3,77C' in technical, and 1,923 in home economics; 3,587 were noyet within vocationally allocated streams ("non-diversified"). 
- Of the teaching force, all but 500 are Tanzanians, distributed as follows: 88,370 in primary schools, 1,900 in public secondaryand 1,011 in private secondary, 786 in colleges of education, 96in technical colleges, and 286 in folk (adult) colleges. Thisgive 92,448 in all levels, with 499 expatriates mainly at the

sc:cndary level for an overall total of 92,547 (1982).
 

- L"ost private schooling is concentrated at the secondary level:there 
,,,ere in 1982 some 9,000 private primary students; of the
29,761 at Form I-IV levels, 11,383 (38) were girls; of the 4C1
private pupils at V and VI, 83Form (21%) were girls.
 
- The national output in 1982 at Form VI level 1,928;
was there werea 	total 
of only 1,071 students enrolled in first degree courseswithin the University of Dar es Salaam. 
1lost tctals summarized below come from the 1982 Annual 2anpower

Report to the President. 
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TABLE 5.15
 

SUMMARY OF EDUCATICN DATA (1982)
 

LEVEL: 


I. PRIMARY 


(government & 

private) 


(9,070 in 


private) 


Total:a 

II. 	 SECCNDARY 

(government) 

Total: 

iii. 	 SE-7i!R 

SEcc2;D.kY 

(government) 
Total: 

Source : ELI.'U 

Boys: 


Std. 	1 249,266 


Std. 2 236,442 
Std. 3 228,476 

Std. 4 248,276 

Std. 361,845 

std. 	6 257,909 


Std. 	7 233,164 

3,512,799 


Form I 6,034 
Form Ii 5,909 

Form 	 III 5,897 

Form 	IV 5,758 


23,598 


Form 	 V 

Form 	 VI 

fivares given 
to the?resident. 

Development (June, 


a Corrected totals to 


1,640 

1,375 

3,015 

Girls: Total: 

249,955 499 221 

236,219 472,661 
225,827 454,303 

240,342 488,618 

333,492 695,337 

224,646 A82,555 

186,920 420,104 

1,815,398 1,697,401 

3,082 9,116 

2,934 8,843 

2,866 8,763 

2,594 8,-z2 

11,476 35,C74 

481 2,121 

4131 1,738 

894 3,909 

in 1982 Annual Manoower Reporz 
Ministry of Labour and ar.pmc;er 
1984). 

remove arithmetic errors. 

http:SEcc2;D.kY
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5.69 ELIMU's responsibilities to the nation as a whole are 
quite
 
broad. 
They include: i) adult and nonformal education, ii) primary
 
schooling, iii) primary teacher training, iv) secondary schooling,
 
v) vocational education, vi) secondary teacher training, and vii) 
oversight of the University-level institutions. 
While for our pur
poses the principal interest is at the higher levels, it should be
 
clear from the summary just presented that ELIMU's heaviest emphasis
 
has been at lower levels (UPE, adult education, etc.). The presence
 
of the Institutes of Education and Adult Education, both autonomous
 
parastatals, and the involvement of the University's education depart
ment staff through subject panels has spread the load somewhat.
 

1) Adult Education 

5.70 From the very first days of Independence, Nyerere and his TANU
 
cclleagues have been strongly commited to creating a literate, involved
 
citizenry. it should be remembered that Nyerere himselfwas capitulated 
into politics as a young teacher, when in the 1950s he was intcpressed 

defending the Meru people's claims on their 
land before the Jhited 
Nations. Under his leadership, TA11U (now the CC!.) has strongly support
ed all forms of adult education. Among them have been Tanzania's leader
ship in establishing one of Africa's first Institutes of Adult Education;
 
implementation of a UNSCO sponsored "functicnal literacy" pilot projec: 
in the lake regions; several radio listeners' "study _group" campaigns; 
an ELIMU sponsored unit doing correspondence education (with SIDA support); 
several national campaigns to eradicate illiteracy in certain target
 
districts; and establishment of a network of short-course, residential
 
centers, the "folk development colleges". 

5.71 The consensus among commentators is that Tanzania's adult educa
tion efforts are among the country's most successful programs. Stress
 
on adult education dates from Nyerere's 1969 New Year's Eve address,
 
when Nyerere. designated 1970 as 
the Adult Education Year.I This kicked
 
off a campaign to appoint adult education officers in every mainland 
district; in the first nine months, 324,664 adults were 
said to have
 

1Reprinted along with his 1970 New Year's Eve address 
as "Education

Never End," pp. 1-15. -In, Adult Education and Development in Tanzania,
vol. I. 
Dar es Salaam: National Adult Education Association of Tanzania.
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registered as members of adult education courses. 1970's Year'sIn New 
Eve address, Nyerere deepened the commitment, calling for total eradica
tion of illiteracy in five rural Districts (Ukerewe, Mafia, Uasasi, Pare, 
and Kilimanjaro) as as in Salaamwell Dar es itself (the only place 
among the six where it was conceded that a deliberate plan for implementa
tion would be required). Later the stress on annual campaigns was re
placed by a general commitment to an "Adult Education Decade" during
 
which time ifliteracy was been eradicatedto have throughout Tanzania. 
5.72 More technocratic in focus but probably also more effective have 
been the Lake regions' "fu-nctional literacy" programs, organized with
 
UNESCO assistance as a pilot project 
 from 1968 onwards.' The main pro
gram, from 1973-76, was evaluated in the field 
by Singh and Mbakile 
(1976). They list as its achievements (pp. 5-6):
 

- a positive response among learners.
positive on - a impact life style, especially in relation to health. 

- attitudinal impacts.
acquisition technical- some of information. 

- some participants did acquire literacy skills, though more
in reading and arithmetic than in writing.
 

As is often the case in Tanzania, the quantitative indicators were more
 
impressive than the qualitative 
 ones. The earlier pilot project was said 
to have produad seven functional literacy primers with accompanying
 
teachers' guides on
(e.g. cotton, bananas, rice, fishing, cattle-keepinz,
 
home economics, and politics); to have conducted 
 16,800 literacy classes 
based on a 2 year training cycle in Kiswahili; to have had a total en
rollment of 534,800; and to have started 90 rural libraries and 4 news
papers.
 

5.73 Less favorable were the operational problems Singh and l'bakile 
note (1976:5-6): 

- lack of coherent in-service training for literacy teachers. 
weaknesses in field supervision.
 

- inadequate teaching materials.
 
- lack of competent personnel to do agricultural demonstrations. 
- breakdown in production and distribution of rural newspapers.


lack of appropriate reading materials for rural libraries.
 
1See Viscusi, 
 Margo (1971) Literacy for Working: Functional Literacyin .-ural Tanzania. UNEScO Educational Studies & Documents, No. 5. Paris:UNESCO, 39 pp. Also, G. Singh and E. Mbakile (1976) Final Evaluation :eport, July1973-Jure 1976. L.'wanna: Tanzania UNDP-UNESCO Functional Liter

acy Curriculum Programmes & Materials Project, 145 pp. 
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The evaluators then catalogue indicators which if widespread would have
 
greatly reduced the economic impact of the program. (This is 
a central
 
point in 
our whole analysis of social service productivity.) They warn:
 

Apart from the weaknesses ... mentioned earlier, other factors
 
contributed... :
 
-
indications that the training cycle of approximately two years


was not enough for the majority of the participants in any pro
gram to make them functionally literate;
 

- indication that the training cycle was affected by high drop-out

and drop-in rates, shorter life of classes in months and sessions,

relatively low attendance rates and time utilization.
 

-
indications that although the majority of participants in most
 
programs were women, it was 
they who dropped out more often then
 
men.
 

- indication that individual deficiency in the knowledge of the ;'a
hili language acts as a stumbling block in the learning prccess. 

In short, are kinds worldthese the of real difficulties which one sus
pects influence most adult education prcgrams in Tanzania but are sften
 
not reported. They do explain why such activities have a ralatively
 
mincr economic impact.
 

5.7A The typical Tanzanian approach to such mass campaigns is illusir-ted 
by a 1(73 radio listeners' broadcast group campaign titled "Ltu ni A.ya" 

("man is health"). This was organized by the newly established Insti
tute of Adult Education. Its organizers claim nearly two "l" peo:e
 
participated, through a sequenced approach which operated very much like
 
a classic "pyramid" scheme. 
 First 240 adult education officers were
 
trained, then these 
prepared 3,000 district organizers who in turn
 
trained 75,000 study groups leaders. A case study on this campaign
 
has been published in the USA (Hall 1978), and argues it 
was highly
 
successful.
 

Another adult education activity under ELIU's sponsorship is
 
correspcndence education (originally pioneered in Tanzania by the
 
International Co-operative College in ,oshi). 
 SIDA assistance permitted
 
establishment of a National Correspondence Institution within the 1inistry.
 

s.ee 
P. Mtenga (1975) "Strategies for Training Adult Educators for
 
Rural Areas," pp. 58-76. 
 In, Adult Education in Tanzania. Dar es Salaam:
National Adult Ed. Assoc. 
of Tanzania. The case study is by Budd Hall
 
(1978) Ltu ni Afya, Tanzania's Health Campai'n. Washington, D.C.:
 
The Clearing House on Development Ccmmunication, 7' PP.
 



Among the 6,125 students enrolled in mid-1974, men overwhelmingly
 
predominated: 5,650 vs. 475 women. 1
 

5.76 ELIUJU also operates 47 "folk development colleges", designaa 

tion taken over from the Scandinavian donor. Actually, small short-,
 
course residential centers have been found Tanzaniain since shortly
 
after indpendence: some were "farmer training centers" (FTCs), like
 
those of Kenya (where the concept originated) develooed by the Ministry
 
of Agriculture, and others district training centers (DTCs) under
 
Community Development. From 1969/70, most FTCs were merged in with
 
the DTCs and called RTCs 
 (Rural Training Centers) located administra
tively under Regional Adminisiration. 
In 1.975 a policy decision was
 
made to rename all of them Folk Development Colleges, transferred to
 
the adult education section of ELIMU. Meanwhile the Party created some
 
four or 
 five "zonal party colleges" which continued to offer short 
courses under the PMO's sponsorship. While it is said that in 1982
 
the FDCs had 286 teachers (2C9 men and 77 women), it has been difficult 
to secure adequate technical staff. The distribution is given as 39
 
agriculture teachers, 72 fo: domestic science, 76 for political economy,
 
22 for adult education, 38 fcr 
technical, 16 for commercial topics, and
 
23 on cultural matters (1982 Annual Manpower Report, 
 p. 72). Accordingly
 
KILIiO re-instituted adult farmer training as FTC "wings" at four of its
 
larer MATIs from about 1977/78 onwards, and were able to obtain USAID 
assistance for these programs (at Ukiriguru, Uyole, Iflingano and twara). 
The final evaluation for this project was highly complimentary of both
 
the contractor's and 
 KILIO's efforts, and recommended continuaticn. 2 

5.77 The main organizational support within ELIZU for its adult educa
tion divisicn comes from the Institute of Adult Education. The institute 
has over 300 staff (321 in 1977) in four central departments and 14 
regional centers. It offers a one year Diploma in Adult Education, at 
which enrolli;ent has fluctuated between about 25-50. Most of the Insti
tutes program t:aditionally consisted of part-time instruction, much of 
it given in evening classes. (See the 1976 Annual Manoower Report, pp.73-77,)

1 R.F. Erdos (1975) "Corresoondence Education in Tanzania," pp. !33-l5l. 
In, Adult Education in Tanzania. es NAEAT.21f 

Dar Salaam: 
ministry of Agriculture and Livestock Development (19c) Farmor rair

ing and Production Project: Evaluation Reoo.t. Dar es Salaam: KILlO, 7 pP. 
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2) Primary Education
 

5.78 The basic statistics on Tanzania's primary schooling are contained 

in Table 5.15; ELIMU's subject timetable at different levels is given 

overleaf (Table 5.16). Soon after Independence the decision was made 

to shorten primary schooling by one year, from 8 to 7 years' total, 
and to delay beginning of school until pupils had reached age seven (to
 

minimize the "school leaver" problem for thone completing primary school 

but unable to continue onwards into secondary education). Inspection 
of the enrollment data shows that boys and girls are evenly matched un

til about Std. 5, but then girls fall behind quite rapidly. This it: a 

respectable achievement, however, if compared against some other Afr:.can 

countries or Tanzania's earlier pattern at Independence. 

5.79 Rightly or wrongly-and here we should note that those who study 

the cost-effectiveness of educational investments differ quite strongly 
in regard to whether or not expansicn of the primary base should take 

priority-ELMU has put strong emphasis on primary schooling while hold
ing secondary enrollments down. 1 The biggest boost came after the 1974 

Musma Declaration, when the Party decided that universal primary educa
tion (UPE) should be achieved within three years. Other East African 

countries have also implemented UPE; what distinguishes Tanzania is
 

the very short timetable its leadership set for what is the largest single 
social service in the country. Virtually all ministries mounted crash 
programs after 1974 to build the necessary classrooms, and both teachers 
and instructional materials were in very short supply (1 book for every 
10 pupils). As one letter writer complained (Daily News 11 October 1984): 

There were shortages of classes in 1977 when UPE was launched. Today
there are still not enough classes and some places one is liable to 
see pupils of two classes sharing a single classroom. One class fac
ing the blackboard and the other facing the opposite wall .... Even 
if there are desks and chairs one might find that these are few and 
40-60 pupils or more-as classes are usually overcrowded-sharing 
10 to 15 desks... 

Schools have been forced to introduce two sessions a day. Standards 
I-IV attend classes during the morning and V-VII attend the afteri.oon 
session .... There is an overworking of teachers .... pupils do not get 
enough time to concentrate on their curriculum. 

1 Contrast, for example, the World Bank's cwn differences of opinion 
whethei to stress primary vs. secondary enrollments. See C. colclough 
(1980) Primary Schooling and Economic Development (Staff Working Paper 399) 

p.vs. the 1983 World levelooment Report on secon ry education, 106. 
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TABLE 5.16 

SUBJECT TILM-TABLE FOR PRIMARY SCHOOLS 

Periods per Week (5 Days) 

Standards Standarda StandardaSUBJECT: StanrI - Ii 11 - V -IV Vi V1 

Kiswahili 
 12 
 9 
 7 
 6
 
Mathematics 8 7 7 8 
Art 
 4 3 3 
Home Economics/ 1 2 2 2


Health Science 
Physical Education 
 2 
 2 
 2 
 2

Handicraifts 1 
 1 2 2 
Religion 
 2 2 .2 2
Science/Agricultural 
 - 2 4 4 

Science
 
EnC!ish 4 4 4
 
Political Education 
 - 2 2 2 
Ge o.-ra phy - 2 2 2 
History 
 - 2 2 

TOTAL 30 3 5a 4 0b b
*C

aTotal 
as given in source; actual total is 36.
 
bTotal as given in 
 source; actual total is 39.

Source: Y.inistry of National 
Education (1980) Basic Facts aboutEducation in Tanzania 
Appendix B. Cited in tJESCO (l28!:l63). 
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5.80 The strain on the educational system caused by UFE was magnified
 

because ELIMU has tried to provide permanent school structures with
 

a reasonably well-trained teachLng staff. Local communities are urged 

to provide materials and labor, but in comparison to some other Africaa 

countries Tanzania's schools are fairly well built and the proportion 

of private primary schooling very low. It is estmated that at present 

71% of the age 7-14 years' cohort is now enrolled--not universal, but 

nonetheless an impressive achievement for a poor country. Official 

targets are for 45 students in each class, though the present average 

is 40 (Annual Manpower Report 1982, p. 46).
 

5.81 Probably the largest unanticipated impact of UE was its immediate 

"fall out" influence over adult edu.ation. Party leaders apparently did 

not realize that the larger share of "voluntary" adult education teachers 

came from the primary teacher training force. Once double-shift teaching 

and other adjustments to UPE took place after 1975, teachers withdrew 

from unpaid assistance to adult education. While a modest adult educa

tion pro-ram has continued, even the Institute of Adult Education became 

involved assisting the UPE effort rather than targeting its main function. 

5.82 At the primary and secondary levels, ELIIU recieves curriculu=
 

planning assistance from the Institute of Education located physically
 

n the University campus. The Institute was created in 10,3, in-t--1y 

as part of the University. In 1972 links to ELIU were strengthened 

with the secondment of Ministry staff to the Institute. In 1975, the 

Institute was made a completely autonomous parastatal undei its own
 

Director and Governing Council. The main mechanism used by the Ministry
 

for guidance on educational matters has been to establish subject panels
 

in each academic subject area. Membership on the panels is very flexible,
 

including Yiaistry staff, Institute co-ordinators, University staff, and 

practicing teachers. The Institute has responsibility for curriculum 

evaluation, production of teaching guides, and in-service training. 

5.83 Finally, as indicated earlier there are over 88,0C primary
 

school teachers. These are categorized by training depending upon 

the college facilities at the various CNEs (Colleges of :;aTional Educa

tion); there were in 1'61 some 16 Grade-A and 19 Grade-C C:.Es, -iith 

684 teachers (203 graduates and 2d4ciplomates) teaching 11,347 trainees 

(ULNESCO 1981, ?. 123). 
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3) Secondary Schoolin

5. aY Soon after independence and reflecting external advice, ELZ:U 
made the Policy decision to have large, multi-streim high schools.
 
The alternative would have been to allcw local communities to build
 
their own secondary schools, which would have yielded a plethora of
 
small, under-capitalized units like the 
"Harambee Schools" in Kenya 
next door. There were several immediate advantages fro_ staying with
 
large high schools. 
 It was easier to incorporate the mainly Asia:.
 
schools which Tanzania inherited in its major towns. 
 Larze schocls
 
seemed to offer economies of administration and supervision. 
 Donor
 
.financing--principally by the World Bank-would be easier tc plan
 
and secure. And, most importantly, the supply of secordary "school
 
leavers" (as they are 
termed in Africa) would be 
kept under planned
 

control to match demand. 

5. r This background explains why (as cf 1982) Tanzania had on"y
 
83 public hig- schools (compared with nearly a thousand 
in Ke:y a.
 
However, it proved politically impossible hold line
to the against
 
communi ies which .,ere determined 
 to offer their cwn, private seccn
dary schooling (often the a mission
with help of tody or other reli
gious organization). 
 From the mid-1970s onwards regis.tration o:
 
private high schools 
 has been permitted, and totalthe n--ber enro 
in them no.', almost matches the total in public schools (30,162 vs.
 
38,983). Cut 
of 69,1l5 students at 
the high school level in 5?,
 
A5,320 were boys and 23,835 girls.(1982 Annual 
anc.er et
 

5.96 It should be noted that the proportion of those going on into 
secondary schooling from primary isthe level very lm, havin been 
2.2 in Id82 and 1983 (1982 Economic Survey, p. 169). (Any user co' 
official Tar.zanian statistics on education should beware, because it 
is often unclear whether privately enrolled students are being ccun.ed.) 
If we as-tune that less than 5% of primary school leavers go on into 
seccncary eeucation, the Party's insistence that primary trainin..:-shcu!d
 
be comolete un itself makes good sense. By the token,same ,
 

ever, inclusion of a strong vocational element for the 1_1-d,. who go 
cn into seccnary education i4s J-'pc.riate. 
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S.V7 Another basic decision-which in retrospect see-s unfortunate-

was to retain the ex-British structure for secondary schooling. This 

consists of four years (or Forms) to reach a multi-subject, School 

Certificate (or "0" level), followed by two more years (Forms V and 

VI) to reach the Higher (or "A" level) School. Certificate. .7hile "0" 

level work encompasses the usual range of general subjects, at the 

"A" level students specialize in only three as a prelude to univer

sity admission. Many of Tanzania's secondary schools lacked the 

extra laboratories and library needed for advanced Form V and VI 

instruction. The small number of Form V and VI streams emerged as 

a serious bottleneck by the late 1970s, a planning oversizht by
 

ELI'IU and donors alike. (Under the 7th IDA Education Project, addi

tional A level streams are being added at a number of schools.) 

p.8 Vtost public secondary schools in Tanzania also offer one cr 

two out of four occupaticnal "biases": agricultural (!.,226 students), 

commercial (lC.558), technical (3,770), and Home Econosic.,(?3)--th

figures for 19E2, leaving 7,,96 students in non-diversified przrarzs 

(1982 Annual M-anover Report) Having an occupational bias az the 

secondary level is the direct outcome of President Nyerere's 1.967 

Educaticn for Self Reliance policy. Nyerere's ideas Tere appeallin 

in .:heirsirpl)icity. Tanzania's educaticn, he argued, .as truncated. 

The content of lower levels was dictated by subjects needed by the fe; 

who would go on; students enjoyed expensive boarding facilities but 

contributed nothing to their upkeep; and th? cost of onry educa

tion was such that the country simply could not afford graduates who 

still had no occupational skills. In absorbing these oriticisms, 

ELIUJ made three substantive changes to its secondary system: 1) l 

schools were directed to start commercial projects (termed "self rel

iance" activities) wNhich in theory are supposed to generate 25 cf 

catering expenses; 2) each school should incorporate specialized skills' 

training in at least one occupational field, the "bias" element; and, 

3) pupils ev:aluations hive been chanzed to.a'3o ta.ce intc account 

group ":or" anc students' work -erformance. 
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S%? The impositicn of occupational training and "self reliance"
 
pericds for revenue generation on top of a system already stretched
 
by adding political education periods has not been easy. The offt
cial secondary time-table as of 1980 is indicated in Table 5.17. it 
can be seen that at Forms I and II, pupils 'receive 40 periods of cc:,
pulscry instruction, 3 plus periods on an optional subject, 10 hours
 
of "self reliance" activity, and 2 hours on week.
sports each There
 
are ten compulsory subjects 
 other than the required practical work.
 
This amounts to a very heavy load indeed. It would appear 
 the Vin
istry's Secondary and Technical 
 Division simply continued to add sub
jects 
without regard for ;adents' absorption capacity or teachers' 
fatigue.
 

;,.0 Several contradicticns have emerged within ELI-!U's attennts at
 
implementing its occupaticnal 
 bias programs. Skill training in iech
nical fields requires smal7 grcups and experienced teachers; it is 
inev tably mcre exrensive tnan equivalent level general educatiCn.
 
Tanzania 
 had no effective way of preparing its occupeticnal bias
 
teachers, since degree level 
agriculturalists and technicians were 
much demand. At first 
it put a small agricultural training unit for
 
the agricultural bias teachers a Butimba, near Mwanza, then roved i4
 
to Mpwapwa in Dodoma before finally going to Monduli Arushain Regic.
 
(all being crimary teacher traininz 
c le ges, a sore point with t-a'e-s
 
preparing to teach at 
 the secondary level). 'hen the agricultural bias
 
4 year syllabus is compared with KILIM.O's post-secondary, 2 year ":AT:
 
syllabus, it is apparent 
 there is a great deal of overlap. As it
 
happens, the inability of ELIMfl KILIMO
and to coordinate their curri
nulum at successive levels of the 
 same system has not been crucial
 
because few agricu..tural bias students have gone on 
 into agricultural
 
fields after secondary school'. Msuka's 
 figures on the allocation of
 
ELIU's agricultural bias trainees shows that the proceeding
number 

into agricultural training at a higher 
level was II in 1975, but had
 
dropped 
 to less than 7 by 1979 (out of A,084 students). 2 

1 Cne headmistress explained that herin school in the mid-197Cs
4t was found the cnly wa; to cover the official syllabus was to ceeostudents at tbelr desks between periods with teachers poping In a- out.2T. ,.suka (1981) "Tlanzanin Experience on Increased Pupil -"articipa

tion as '?reparation for Life' " paper for the ConferenceNcrdic =inc-ese 
Pupil Participation, Oslo, Norway, p. 19. 
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TABLE 5.17 
SUBJECT TIL-TABLE FCR AGRICULVTURE ATD HCI! ECOIoICS 

BIAS SECONDARY SCHOOLS, 1980 

Periods per week 
Forms I & II Forms III & IV

SUBJECT: AgricuJ ture H. Economics Agriculture H. Eczncmics 

ComDULSory 

Political Education 2 2 2 2Kiswahil i 3 3 3 3English 
 5 5 - 5Mathem a:ics 6 6 6 6 
Biology 3 3 4 4 
Chemistr:. - 3 4 4 
Physics 3 3Ge ogr phy 3 3 -History 
 2 2 



_ _Re ligi on 2 2 2 2Home Economics - 8 - 10
Agricultural Science 
 8 
 - 10 -


TOC- 40 40 
 36 36 
Oticna.l Fubjects 

Added Mathematics 
 4Physics 
Ge ography 
History 
HcMe :rzZ2.cs 
Forei-.. Lan.a ges
T~achinz Lethods 
gusic 
Arts/Wood/L.etalwork 
Physical Education 

_ 
-

-
3 
3 
-
3 
3 
3 

_ 
-

-
3 
3 
_ 
3 
3 
3 

4 
3 
3 
4 
3 
2 
3 
3 
3 

-
-

-

-

-

-

-

-

-

Self ieliance Projects 10 hrs 10 hr3 10 hrs 10 hrs 
Games & Sports 2 hrs 2 hrs 2 hrs 2 hrs 

Source: 
 TrESCO (1981) citing L!inistry of National Education (l9CC)
Basic Facts about Education in Tanzania. 
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By 1980, the 
"bias" program was 
ten years old, and had 127
teachers involved in the agricultural component. A field survey of28 teachers in'ten schools by Mattee and Rimstad found, however, thatfew made good use of the NORAD/IDA supplied laboratory/workshop units. 
These had been added at an.average cost (in 1975/76) of about


31,CO0 each (Sheffield 1976:13). 
 By the time of the survey, most
had been constructed and equipped for several years. 
Yet 73% of the
teachers said they were 
unable to use 
the workshop tools and 62% the
farm equipment effectively. 
 In only half the cases were the NORAD/IZA

workshops being put to any definite purpose. 
 Less than 40% of those
surveyed indicated having ever used the units for either instructicnal
 
or productive purposes. 
Reasons were as 
follows (Lattee and Rimstad,
 
1980:4-6):
 

"The head master keeps the keys and nobody else is allowed into
the workshop." 
 "It was not officially handed 
 other
teacher left." "We use the old school workshop 
over when the 

schocl for repairs bythe carpenter." Or, "'ost of the tools have disaroere-t
and we can't get ;replacements."
 

In the term previous the
to survey, workshop units had been used anaverage of 2.5 hours per week. Further enquiry disclosed itttutors' previous preparation in Tanzania's 
mos: 

MATIs had emphasized class
room lectures. Teachers 
arrived at their new ELIMU assignments with
"hardly any practical skills to demonstrate to students" (Ibid., 
 o. A 

Frc.m the "productivity crisis" viewpoint, it is impor:ant tzanalyze I so little use 
was made of ELIMU's agricultural workshops.
It cannot have been lack of demand: schools were 
under heavy pressure

to generate agriculturally-derived 
revenue, and the agricultural bias
had the most students enrolled of any. 
Rather, reasons 
for lo utiliza
tion were 
mainly of an organizatioral and ccntextual nature:
 

- Tools are 
very hard 
to obtain in rural Tanzania. Unles 
 tight
security is maintained continuously, they will simply disappear.

- Those in operational control of tools tend 
to be junior staff;
if they cannot be fired, 
the school loses accountabiliy when
expensive tools are 
missing.
 
- When teachers leave 
on transfer, it is often unclear what the
the inventory status is and each can blame the 
other for things
which are mssing.
 

ayp
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- Many tools are imported. Using them for "hands on" instructicn
 
of beginners will mean a high rate 
of breakage and subsequert

difficulties in obtaining replacements.
 

- Need for equipment by productive farm enterprizes will often
conflict with instructional requirements geared to the orderly 
presentation of a syllabus.
 

- Field demonstrations usually require small groups and advance
preparation, something teachers under a heavy timetable cannot 
afford.
 

- "Hands on" work requires a self-confidant instructor, who has
already mastered field operations and understands the necessary
safety precautions. ELIIIU's tutors tended to be adequate on 
theory but very weak on practice.
 

- Inevitably, much field work is physically exhausting and dirty.

Unless learners experience other satisfactions associated with 
their tasks and perceive why they are necessary, they will use
 
their ingenuity to evade or eien sabotage the tasks at hand.

Covert destruction of equipment is one 
of the easiest ways to
 
ascomplish this goal.
 

- The nature of agricultural work is such that it may be requirea

,n weekends, during holidays, or at awkward hours. To link such
 
activities to the use 
of a fixed facility recuires a i degree
of delegation and trust among all c'onuerned. 

- Conceptualization of the "whys" to justify how skill training
contributes to students' education has been glossed over within

the Tanzanian approach to "self reliance." Nevertheless, the
"why" aspect is vital te a learner's motivation and thereby to 
the efficiency of instruction. Without it, students may acquire
negative attitudes towards "time wasting" practical work which 
are directly opposite to what was intended by the policy.
 

We should think of workshop management, then, as a set of interlocked
 
procedural and skill routines which make 
serious practical work possible.
 
Under the 
best of conditions, these routines are hard to institutionalize
 
if those responsible are not highly experienced.I They are also quite
 
individualized, making mass instruction difficult. 
 Under Tanzanian
 
circumstances, with young and inexperienced instructors, a high staff 
turnover, poor security, uncooperative students, and a heavy time
 
schedule, 
it is not surprizing the workshop units remain underutilized.
 
As in 
so many other fields, the lack of effective organizational routines
 
within Tanzanian implementing units explains why expensive, loan-financed
 
facilities do not actually contribute to genuine rural development.
 

1These comments derive in part from the senior author's eoer--.ce 
attempting to operate field workshops under the Masai Range Proect. 

http:eoer--.ce
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Another ancmaly was the inherited specializations within t
technical bias programs. 
Under the 
old City and Guilds' Examina-t.s
 
(given at 
the ,MoshiTechnical School), trainees had 
to choose be---en,
 
say, metal working, woodworking, masonry, or electrical br plumbing 
skills. The early separation of apprentices in this fashion pres 
poses an already developed economy with different trades which stud
ents will join after graduation. In Tanzania, to.the contrary, a 
self-employed builder will need to know a bit of each of these s:lls.
 
it also turned 
 out that the workshops for technical training are much 
more erpensivc than average secondary facilities, explaining why
 
zania had only four technical high schools (Ifunda, 
YMtara, Tanza anc
 
Moshi) until the 
recent addition of workshops at 10 additicnal sc:.'.:z!

(1982 Eccnomic Survey, p. 170).
 

All in all, the 
inclusion of a vocational bias into secoz---
education has had 
both negative and 
positive aspects. 
 On the ne_-aive
 
side, ELI..U showed 
no ability to coordinate curriculum.c~nen-.
 
the larger structure 
of educational and career advancement. 
 The 'sei

reliance" activities have covered 
on average 
5% of total caterinzc_ 
-- hardly enough to justify the tremendous organizational effort t -- e
 
projects entail. 
 Most students have not stayed within their bias
 
vocations 
when going on for further training, at least not in the
 
agric ultural 
bias stream (the largest of the four). The heavy ......
 
ments in tLne, facilities, teacher commitment, and recurrent cost
vocational subjects has made these very unpopular with school ad-n:stra
tors. Teachers were often overworked; the 1980 field survey men.i:ned 
above found 
an average 
load of 34 hours per week not counting the out-of
class supervision of "self reliance" activities. The consequence n-S been 
to foster the very style of "blackboard teaching" which the policy:


meant to counteract. 
 On the positive side, some schools-such as Qbaha 
or the four Cuban assisted units-have operated large farm enterprizes 
quite successfully. 
'T'he Ministry has evolved a 
participative mode for 
curriculum planning which has drawn upon the experience of hundreds of 
its own staff through subject panels, seminars, and planning meetings.
 

..ost importantly, the 
program has remained distinctly Tanzanian.
 

IV 
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4) Educational Performance
 

It is perhaps inevitable that users-students and their parents
will judge educational effectiveness by examination results. From
 
what has already been 
 said about secondary education, one might guess 
that educational quality has suffered. 
 Critics of Nyerere's "Education
 
for Self Reliance" predicted that practical work would lower students'
 
academic achievement. 
 This appears to have been avoided. Msuka's
 
statistics already cited 
on agricultural bias students show the pro
portion going on into Form V (based on academic merit) has been between 
17-25 percent, roughly the 
same as 
for the system as a whole (1981:lQ1. 
In an empirical test, Maliyamkono hypothesized that schools with higher
agricultural yields (assuming this reflected the relative stress given
to occupational training) had lower examinations scores; 
no relation
ship either way was found 
(Maliyamkono 1982:46-47). 
Thus if student
 
performance in academic examinations has been weak, it must be because
 
of general features common to the whole system. 

Cause for concern has arisen in Tanzania because of students'
 
high failure 
rates for 1977-79 in mathematics, physics, and chemistry,
 
ranging from 40% to 60% (UNSCO 
 1981:20). Yet these are the 
very sub
jects which are 
emphasized for entry into many scientifically-related
 
fields at diploma or University level. 
 Independent documentatin orn
 
poor Tanzanian student performance was provided when the L'inistry
 
administered siandardized lEA tests to selected school populations.

Some of the results are summarized in Table 5.18-5.20. Tanzanian
 
students were 
weakest in English reading and in mathematics. Their
 
performance in general science was similar to the unweighted scores
 
from four comparator LDC nations (Chile, India, Iran and Thailand).

'-he depressing aspect relative to English language results is that 
Tanzanian 10 year olds rear the beginning of formal education (pri
mary schooling is not suppoeed to until agebegin seven) perform
better relatively than do in Form whothose IV constitute the top
2.2% of their age cohort population and who fail to surpass 13 year 
olds' average performance in developed countries. 

http:5.18-5.20
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TABLE 5.18
 

RESULTS IN IEA READING TESTS
 

Percent of Students Answering Correctly 

COUNTRY Averaged over Number of Itemsa 

Population I Population II Populaticn III 
10 Years-old 14 Years-old Top Grade, 

Tanzania
 

Form I (n=216) 


Form III (n=247) 


Belgium (Fl.) 


Belgium (Fr.) 


Chile 


England 


Finland 


Hungary 

India 


Iran 


Israel 


Italy 


Netherlands 


New Zealand 


Scotland 


Sweden 


U.S.A. 


aEach item (question) 

(5 items) 

42.8 

42.8 


63.0 


70.4 


57.4 


81.9 


90.2 


66.4 

49.0 


36.4 


6i.O 

65.0 

67.4 


69.6 


70.6 


67.0 


( items; 

32.7 

35.9 


67.7 


78.0 

51.8 


71.1 


67.5 


62.7 

38.4 


40.6 


63.1 


77.7 


69.8 


77.2 


74.1 


70.1 


74.5 


Secondary Sch.
 
(6 items)
 

23.0 

25.2
 

66.1
 

76.1 

59.3
 

76.1 

76.1 

66.6 

33.0
 

31.3
 

70.5
 

73.8 

85.8
 

80.6 

74.1
 

64.0
 

61.8
 

has 4 possible, multiple-choice answers. 

A random guessing score would be 25 per cent. 
Source: UESCO (1981) Develoment of Education: Opoortunities 

for External Financing, United Republic of Tanzania,
 
Table 5, p. 22.
 



TABLE 5.19
 

RESULTS IN 1EA MATHEMATICS TESTS
 

Percent of Students Answering Correctly 
Averaged Across Items in Each SUbject
 

SUBJECT 
AREA 

No. of Items 
(Questions) 

Tanzania 
Form I 

Pilot Survey 
Form 111 

Average of' 
12 Developed 

Countrie s a 

.15 Year-olds 17 Year-olds 13 Year-olds 

Arithae tic 11 54.8 57.6 58.8 
Algebra 9 44.6 53.1 54.7 
Geometry 11 43.0 47.8 52.5 

Probability & 
Statistics 4 55.2 63.0 54.5 
Measurement 5 52.0 55.8 47.2 

TOTAL 40 49.0 54.2 54.3 

PBelgium (F.), Belgium (Fr.), Canada/USA, France, Hong Kong,
Hungary, Ireland, Japan, Netherlands, New Zealand, Scotland, 
Sweden. 

Source: UITESCO (1981) Develcment of Education: Opportunities
for External Financing, United Renublic of Tanzania, 
Table 4, p. 21.
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TABLE 5.20
 

RESULTS IN 
EA SCIENCE TESTS
 

TEA 
 All coun- Mean for
Question Subject
number question tries, %
content number correct 4 LDCs, Tanzania% correct % correct 

IEA Comparator 
 Tanzania

Population II Form I
81 Biology 10-Test 4A 18.7 16.3 18.782 
 " 6-Test 4B 62.1 59.0 41.9
83 
 " 1i-Test 4B 33.9 19.5
84 Chemistry 12-Test 4B 

32.3
 
39.4 15.8 
 18.9
85 
 " 12-Test 4A 
 16.4 
 12.3
86 Physics 29-Test 4A 

12.3 

64.9 46.8 
 40.6
87 
 " 28-Test 4B 
 25.1 16.5 
 18.1
8-


- 11.9
 

IEA Comparator 
 Tanzania

Population IV 
 Form III
 

81 Biology 5-Test 11B 
 42.6 21.6 
 24.0
82 
 " 1-Test lB 83.0 74.6 58.0
83 
 " 7-Test ICA 53.5 25.5
84 Chemistry 11-Test 11B 
35.6
 

55.7 29.1 
 24.6
85 " 
 9-Test 11B 
 22.6 13.4 
 17.0
86 Physics 

47.9
87 



24.6
 
88 " 20-Test 1OA 46.1 
 36.4 2C.2
 

aunweighted average for scores from Chile, India, Iran & Thaiana.
 

Source: 
 UlNESCO (1981) Development of Education: Opportunities

for External 
 nacin. United Reoublic -of 2nzania.
 
Table 6, p. 23.
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The plain truth is that Tanzania's expensively traized, highly 
selected Form studentsIV acquire English language and mathematics' 
skills roughly equivalent to what a primary school student gets from 
education in the USA, Canada, Belgium or France. (This, then, explains
 
why senior Tanzanians are so adamant about the need for having a Form 
V and VI interlude before such students go on into university educa
tion.) As the joint UNESCO/World Bank study team comments (1981:22): 

If this is so, it casts doubts on some assumptions used in man
power planning and raises serious implications for the vhole 
future effort of manpower development in Tanzania. Furthermore,
it defers to the higher levels of education and training the 
burden of compensating for the less than satisfactory levels 
of preparation of their intakes. 

The UNESCO/World Bank which the abcvestudy mission provided 

test results coincided in time with a Presidential Conmissicn cn
 
Tanzanian education. The Commission was chaired by Jackson Makweta,
 
whom :yerere subsequently appointed as Minister. 
The L.r-SCO/Bank 
team's report strongly recommended that ELI!U move away fr-cn its 
large boarding schools towards rurally-located, day secondary schcois. 
The main argument in favor of this recommended change--which gives 
favored regions an edge in future access to secondary education
is that it would substantially reduce per student costs. The econo
mists on the team also recommended double-shift use of present secon
dary facilities to allow day streams without capitaladded invesnen. 
(UNESCO 1981:14). Neat calculations are presented to show that with 
single stream, 35 pupil classrooms and a 10%enrollment rate such 
schools would be viable wherever the ,atchment population exceeds 
16,00 people. Of course, the unstated premise is that Tanzanian 
secondary schools will operate bus services pick upto pupils as do 
similar day schools in developed nations; one wishes the Wcrld Bank's 
economists the pleasure of this experience within rural Tanzania. 
Indeed, given the examinations results we have reviewed it seems 
doubtful whether stretching the Ministry's resources still further 
ought to be the priority recommendation at this point in time. Maybe 
this explains why the akweta Commission's Report had still not been 
issued in mid-1984, tw6 years after its submission. 
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Basic Needs in Retrospect 

A serious problem with the "basic needs" approach which 

countries like Tanzania have adopted is the strong dependence of 

the argument on certain unproved core assumptions. There is, of 

course, a huge body of correlations which suggest that countries 

experiencing high rates of economic growth also have higher rates of 

literacy, primary education, clean water, etc. Do, however, the lat-ter 

cause the former? We know from many studies that modernization i3 

often an outcome of interrelated trends, where indicators become 

almost interchangeable because the end result is basically generated 

by systemic transformation. To pick out one or two categories of 

investment--such as clean water or universal primary schooling-and 

make these the primary generators of economic benefits is to go be

yond what correlational evidence allows. Verhaps such such zrojects 

will stimulate other desired imprcvements over the long-er run and 

ag-regate; and perhaps they will not. 

Historic associations cannot prove anything abcut the future. 

7t is particularly dangerous to press them into suppcrt for policy 

perscripticns for a "late starting" nation like Tanzania. The per

scriptive advice about its educational system which Tanzania has 

been receiving from outsiders--especially the ILO, 5U.TESCC, and soMe

times the World Bank-is far icre speculative than pro-onents will 

admit. There are strong practical grounds (reviewed in chapter 3) 

for warning that in an externally constrained economic system like 

Tanzaiia's, the predicted relationships may not materialize. 

Let us be generous and assume that Tanzania's "basic needs" 

investments do eventually pay off for individual citizens. Is the 

typical poor African nation like Tanzania in a position to recapture 

the state's share of th :;e benefits? Here the arguments marshalled 

in chapter 3 and in this chapter converge. What seems quite clear is 

that once a large share of economic activities escape the official 

.- CY 
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system (as nowadays they do in several African countries), the 
state experiences great difficulty either in taxing unofficial 
activity or in raising revenues by any other legitimate means.
 

African countries usually do not have Latin America's tradition 
of land taxes. The poll tax (or head tax) is still remembered as 
a hated, colonial imposition; and average citizens have learned many 
ways around cesses which the state attempts to e-tract from the mar

keting chain. This leaves only "user fees" as the means for cover
ing service costs--but realistic user fees are retrogressive for 
poorer, marginal areas and are also concrary to socialist ideology. 

The preceding two propositions-that a basic needs approach
 
does not automatically generate increased economic output, and 
 tha-t 
African states have real difficulty recovering their investments 
from private citizens-have serious implications for how social ser
vices should be financed. The ability to recapture foreign'exdhan-e 

frcz a -.ajcr investment in productive infrastructure like a dam is 
fairly good. When, however, a country like Tanzania ta-es World 

Bank cr USAIr loans to build low specification feeder roads in 
Geita or asa!land-roads which can be destroyed by two ofseascns 


hard rain-repayment must refledt diversion frcm investments
other 
(whether or not it i! made in "hard" currency). The seven or more 

.educational assistance loans Tanzania has received from the World4 
Bank (IDA) fall into the same category. (As we saw, the first six 
did not even deal with the Forms V and VI science output bottle

neck.) From this report's "productivity crisis" vantage point, 
it would seem the Bank has been inoensitive to the vast differences 
between sectors in regard to repayment capabilities. Economic ideolo
gies which see all monetized activity as equivalent and accessible 
under appropriate fiscal instruments should not dictaze-ending 

policies for highly dualistic systems like Tanzania's.
 

An excellent source with much to say this topic is Alexon 
Radian (1980) Resource Mobilisation in Poor Countrie: -1.nemeztn* 
Tax Policies. New Brunswick, N.J.: Transaction Books. 
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Another consequence of using loan financing to start major 

programs is the short circuiting of institutional learning which 

can result. The normal growth pattern when governments do not have 

access to loans is for incremental additions of one or two facili

ties each year. Problems can be dealt with as they arise, and the 

capable managers tend to gravitate into positions of responsibility. 

All this changes when many field units come "on stream" simultaneously. 

Administrators are picked from other fields without evidence of rele

vant performance; problems will occur in all units at once, generat

ing widespread demands for creative problem-solving; and supervisors 

at the center become preoccupied with physical construction (which 

in Africa is more management-intensive than elsewhere).
 

Furthermore, the appraisal and performance criteria used in 

loan financed projects tend to be set by economists in terms of 
"gite" measurements-inputs vs. outputs-arrived at by examination
 

of ratios and not from knowledge of the actual workings of -he sy:-em. 

It seems economic appraisal has certain similarities to Party direc

tives: it uses arbitrary performance targets, is imposed from abzve, 

and usually ignores local and situational implementation constrai-.ts. 

It is also strongly "front-loaded" tmiards the start-up stages, i.e. 

concentrating on investment planning rather than providing -,iZa! 

mid-project logistic and organizaticnal support once impezenta:in 

runs into difficulties. The short attention span of donors and t:-.eir 

economists has much the same impact on implementing organizati,n: as 

does externally institutionalized Party control. Thus ministries 

trying to implement loan financed programs must satisfy two sets of 

kibitzers: Party officials, and the donor's economists. 

The three economists in the SIP team would probably disassociate 

themselves from the interpretative commentary just presented. Ins:ead, 

in reviewing chapter 2 and the arguments here, they stress the key role 

of secondary investments needed in the social service sectors before 

primary investments (buildings and infrastructure) can pay off. The 

central pcint is that whereas in an advanced, free-market economy one 

http:constrai-.ts
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can usuall3 rely on private profitability to stimulate the necessary
 

second order investments, this cycle of supporting investment may no
occur in countries at earlier stages of development (or in a socialist 
economy). Witness, for example, the low impact on surrounding areas 
which has accompanied the construction of African railways. The heavy 
investment cost Tanzania is already paying for TAZARA has not generated 
anticipated production benefits because many second order facilities
feeder roads, storage, technical packages, etc.-were absent from 
most of Tazara's route. So also, for the Ministry of Education to 
build new teacher training colleges as structures without books in 
the library or chemical reagents in the laboratories has greatly diin
ished the effective impact of these investments. Our dismay expressed 
at various points throughout this report on the large number of smahi 
institutions Tanzania has been building arises from our worry that 
these represent a large, unplanned commitment on Tanzania's capability
 
to make the necessary secondary investments. The continuing fore.. 
exchange crisis began to take hold at just the time when Tanzania's 
ministries had completed physical construction of large numbers of 
CNEs, MATIs, ARIs, and similar institutions. There is evidence -he 
Ministry of Manpower was aware of this danger: but by the time it 
acted the situation was out of control. 1
 

The nation's declininr economic base has itself become an 
interwined aspect of the overall problem. Since 1977 on some indi
cators, and as far back as 1972 on others, Tanzania's volume of
 
economic activity has been declining. A 2C% dropin one year is diff
icult to absorb in any economic system. However, when repeated for 
thre% or four years running the situation becomes like that of the
 
USA during the Depression. Tanzania's existing industrial capacity
 
lies idle; its agricultural processing plants run at half capacity 
or less. As a SIP team, we must strongly question whether further 
demand compressing measures--necessary as they may be to temporarily 
restore fiscal integrity-constitute an appropriate remedy for an 

•already severely compressed economic system. 
... , "Future Technical Training Policy: Proposals to Counter 

the Present Fragmentation Tendency" (undated circular n.U-,/5/3 ) 
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Hizher Level Training Institutions1
 

There are 
basically five high level training institutions in

Tanzania today: andI 2) the University esof Dar Salaam and Sokoine
University of Agriculture (separated in late 1984),2 3) the Institute 
of Development Management (IDM) in Morogoro, 4) the Uyole Agricultural
Center (UAC) in Mbeya, and, 5) the Eastern and Southern Africa Manaze
ment Institute (ESAMI) in Arusha. The first four all contain more

than 400 student 
 places, and offer extended, three year post-secondary
training. ESAMI is a management short course and conference center.

In a borderline situation are several second 
 rung institutions which
because of orsize mission have strategic importance even if not ceing
quite in the ranks of the top five: Kivukoni College (the Party's main
training institution), the international Co-operative College in :.Oshi,
the Institute of Development Management (IFM/) 
in Dar es Salaam, and

perhaps ELIMU's two technical colleges in esDar Salaam and Arusha.
 
In a third tier come the 
 strictly ministry-oriented occupational
colleges, like Ukirigu-u (for KILIMO) or Ardhi (for Lands) and many
other smaller units. However, at the moment only our first fi"e ha.'e
crossed the threshold to be viable intellectual centers on their :,;n. 

From this Report's productivity viewpoint, it has probably been a mistake to ccntinue to newform training and research insituti:-s 
within Tanzania at a time when the main units were short of pupils

and adequate central support. 
Each additional facility-whether

Zanzibar's EACRCTAIIAL (Eastern African Centre for Research on Oral
 
Traditions and 
 African Languages), Arusha's CIRDAFRICA (Centre

Integrated Rural Development for Africa), or Dodoma's 

on
 
two fledlin

institutes, IRDP (Institute of Rural Development Planning) and theMinerals' Center--furthr:-overstretches the country's limited insti
tutional support capacity. At present, Tanzania does not need Mrore 
new institutions: what it does require, however, atare least four
 
or five major ones which they are
do what supposed to do. Let us


hen review7 b'iefly the main candidates 
 for possible donor suppcrt. 
IThe oinions expressed below do not ecessaril:, reflect thcoseof SIP team members who came from" some of these sane institutions. 
2Lumping the Muhiribili edical Center in regardfunctions wit - to its traiinztihe University esof Dar Salaam; so also in respectto other professional faculties. 
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1) University of Dar es Salaam (UDS2)
 

Having a university was not a high priority of Tanganyika's
 

colonial government. While the possibility was first mentioned 

in a 1955 report on higher education in East Africa, as late as 

early 1960 it was thought the country should aim for a Faculty of 

Law in 1964, and perhaps Arts and Sciences in 1965. All this changed 

when Nyerere came to power under an AfricAn majority in September of 

1960. A principal was appointed forthwith, and the first 14 students 

admitted in October of 1961, using facilities leased in the Party's 

own new headquarters. In July 1964 Arts and Social Sciences were 

opened within a newly built campus n Observaticm Hill, followed by 

a Faculty of Science in 1965, of Medicine in 1968, and Agriculture 

(at Morogoro) in 1969. in mid-1970 the old University of East Africa 

structure was dissolved, bringing into being three separate national 

universities in Kenya, Uganda, and Tanzania.
 

In its first decade at its present site (1964-74), the Univer

sity proved a pace-setter in 2ast African education. Its first pri

cipal, Professor Cranford Pratt from the University of Toronto, suc

ceeded in attracting bright, young intellectuals-Walter Rodney, 

John Saul, Lionel Cliffe among others-as well as distinguiished 

schclars at mid-career. Under Tanzanian leadership, be.4inninr .ith 

Dr. Wilbert Chagula, numerous organizational irnov-ticrs were added: 

formulation of development studies as a required core program in all 

faculties, provision that all arts and sciences students would also 

be prepared for teaching, establishment of institutes of educat;.on 

and adult education, acceptance of "mature entry" students at mid

career, and the redesign of academic majors into occupationally

linked prcfessions, e.g. regional planning instead of just geography. 

The University's two research institutes (for economics and resource 

assessment, ERB and BRALUP) had an applied bent lacking from the 

old East African Institute of Social Research which they replaced. 

The Government's new policies were often announced and dabated "on 

the hill", giving to everyone concerned the sense that the Univer

1 Historical background derived from a (1982) University of ar 
es Salaam document, Proposal to Establish a University at the Facultv 

of Azriculture..., pp. 7-8. 

http:educat;.on
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sity held center stage in the unfolding of Tanzanian development. 

As of 1982, the University of Dar es Salaam had roughly 3,OCO
 

students, the output divided between professional and academic fields
 

as follows (nos. of graduates per year): 1
 

B.A./3.A. (Ed.) 280 B.Sc. (Engineering) ... 160 
B. Commerce .. 120 B.Sc. (Agric.) ........ 75
 
ML.D ........... 50 L.L.B . ....... 40
 
B. Pharm...... 25 B.Sc. (Forestry) ...... 25
 
D.D.S.......... 25 B.V.Sc. ................ 25
 

B.Sc./B.sc. (Ed)...... 250
 

A Faculty of Engineering was started in 1973, with German assistance; 

in 1979 an Institute of Marine Sciences added, and in 1980/31 Commerce
 

and Management became a separate Faculty. A separate Faculty of Educa

tion was approved in Drinciple, but held in abeyance because of the
 

financial constraints which had become evident by 1981. This prolifer

ation of Faculties is somewhat misleading; overall enrollment has not
 

increased drazatically over the pzast decade.
 

A major adjustment affecting all instituticns of higher learninr 

4n Tanzania was the November 1974, "Musoma Declaration" issued by TA:JU. 

The Party leadership reiterated Nyerere's earlier criticisms (stated 

in his Education for Self Reliance) and stipulated that henceforth to 

gain entry to hiher education a student must do one year's c--u2sYr 

National Service, and must also have a minimum of two years' wor- ex-er

ie.nce including employers' and party branch commendation. Furthermore, 

students in training would be henceforth on leave without ay other 

than their usual University allowances, and on completion would be 
2 

bonded to government service for five years.
 

Notwithstanding its successful implementation of the Musoma
 

provisions, the University of Dar es Salaam today lacks the sense of
 

elan and participation which made sacrifices palatable at an earlier
 

stage. Classrooms need paint, the water supply is often interrupted
 

(sometimes for weeks on end), and many expatriate lecturers have simply
 

broken their contracts and left. Decline is visible on every side.
 
1Ibid., p. 9. 
2See G.V. Mmari (1980) "The Implementation of the Musoma Resolutions: 

The University of Dar es Salaam Admissions Experience," pp. 164-193. in, 
A. Ishumi and T.L. Maliyamkono (eds.) Education & Social Chank-e. Dar es 

Salaam: Black Star Agencies. 

http:B.Sc./B.sc
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2) Sokoine University of Agriculture
 

The Sokoine University of Agriculture is comprised of the
three former Faculties (Agriculture, Forestry and Veterinary Science)

of the University of Dar es 
Salaam. Originally a diploma colleage

built for KILIMO by USAID in the 1960s (a West Virginia University

contract), it became a Faculty of the University in 1969/70. 
Forestry 
was added shortly thereafter with NORAD assistance (being transferred

from Makerere University). The veterinary component came in the late
 
197Cs at Tanzanian initiative, and has received major assistance from-
DANIDA (which earlier supported the Faculty's Animal Science program).
 

The three Faculties in 1982 had grown from a small establishment 
of 24 academic staff in 69/70 to 150 teaching staff (if 
one in
cludes Tutorial Assistants and 89 away completing higher degrees).I

This puts them behind the Faculties at Makerere and Nairobi, but ahead
of most 
other similar programs in East and Southern Africa. 
 77% of the
teaching staff were Tanzanian citizens. 
The instructicnal program inagriculture and forestry is three years (120 weeks), and fouxryears
in Veterinary Science. The academic years starts in January, dividedinto four ten week terms with one 
term each year spent outside of

classrocms 
on 
pratical assignments. 
As of mid-1982, there were 314
undergraduate and 78 advanced degree students, sunported by recurre:
exoenditure 
of about 35 million shs., and a total annual cost per

student of shs. 98,8CO (versus 57,COC at the main campus). Total 
szudent capacity in terms of beds available was 444, not counting tnosmall hostels for short term purposes (visiting staff aid the Centerfor Ccntinuing Education). Physical facilities represented about 
a
 
billion shillings of investzent, with 139 
 houses for staff, 1C6 offices7 lecture theatres, 12 specialized laboratories (5 more under construction), 
student hostels, a cafeteria for 3CO, a library, an- a dispensary. 
To the old 
 orogoro Agricultural College campus of 325 ha, another 2,CCO
ha were added in 1972 on which a dairy unit of 300 cows and a 1,2C0 ha
 crop przduction farm have been developed. 
 By 1984/85, -he first year
under its new 
status, the total University recurrent budget had grown
 

1These 

es 

an all other figures below from a (1982) University of Dar
Salaam document, Proposal to Establish a Universiv
at the Facul-t
of Aricu t..u: -ore'-r" 
..
-ai...., r nar Scie
Salaam, 11-1orcooo Campus.~orgrna Veser.r-
 nce ofUni.erst 
 ,
of Dar-es'
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to 94,046,000 shs. which can be contrasted to the total main cmpuus
 

recurrent budget (excluding Muhimbili and independent units) in 81/82 

of 140,500,000 shs. A cost breakdown for this total is given in 

Table 5. 21.As with so many Tanzanian parastatals, a major reason 

for these high recurrent expenditures has been the large number of 

ancillary and supporting staff not linked to academic functions, 53% 

of Morogoro's 826 person establishment (1982 figures). 

Morogoro's inrtake capacity in 1982 was 75 students in agri

culture, 35 in forestry and 25 in the veterinary program. The high 

faculty to student ratio has been a continuing embarassment whenever 

the institution has approached donors. It is an outcome of four 

factors:
 

- Low enrollments when the Party's Musoma Resolution dictated that 
secondary students must first go into two years of field employ
ment; 

- The continuing shortage of students leaving secondary school with 
passes in the science subjects required in agriculture; 

- The adoDticn of a departmental structure and higher degree trainin. 

in all Faculties, leading necessarily to higher staff rumbers; 

- A premature, goverrment-dictated attempt to offer specialized op
tions within a very tight three year syllabus (frcm 1974 onwards). 

Only the third of these four f"actors is under University control; 2oro

goro staff tend to blame the Party and Government for the very lo: utiliza

tion rates. 

From the standpoint of someone aho must teach agricultural skills 

within any of Morogoro's Faculties, the most frustrating aspect is the 

extremely crowded syllabus (again, a general feature of many Tanzanian 

programs). In the three years alloted to agriculture and forestry, mo--t 

of the first year must be given over to 'basic science instruction-uch 

of it of a remedial nature to compensate for incoming students' wea'=esses. 

KILZ-0's diploma students are allowed direct entry, as are some "mature" 

mid-career candidates given special admission each year. The third yea:_ 

must ccver specialized courses related to each student's opticn: rural 

economy, animal production, soil science, et. This leaves only the second 

7-6 2
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TABLE 5.21 

SOKOE UNIVERSITY OF AGRICULTUPE
 

RECURRENT BLMFGET (84/85 )a
 

(oo shs) 
1. Salaries-Academic Staff 

2. Salaries-Administrative
 

and Technical Staff 


3. Salaries-Supporting Staff 
4. Other 	Personal Emoluments 


Subtotal 	 for salaries 

5. Other 	Charges 

6. Special Expenditure 


.............. 11,538 

.............. 6,372 

............. 8,889 

............. 9,007 

...................... 35,807 

..... 37,029 
............... 4,300
 

7. Direct Costs on Students .............. 11,120
 
8 . Grant 	to Farm 
 ...... 	 2,6cc 
9. Promotion & Salary Increases ........... 3,189
 

Subtotal for other costs .................... 58,2Z8
 

TCTAL APFRO'ED 3UDGET (1984/85) 	 94,C4E 

aSource: 	 United Republic of Tanzania (1984) Report of Stud.,Team on the Sokoine University of ALricu!:ura, p. 3c 

2. d 
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year-thirty weeks, actually, because 
one term is spent on "practicals"
 
--in which to convey basic agricultural principles and the 
corn~on core
 
of kno-ledge Morogoro's graduates must depend upon for the remainder of
 
their careers. Several times resolutions have been passed urging the 
Tanzania Government to permit a full, four year course so that students 
would have sufficient exposure to assimilate and apply theywhat are 
being taught.
 

Another sore over years has been the 

farm. This is a self-accounting unit, in theory supposed 


point the University's 
to run at a 

profit (receiving we might note a 2.6 million shs direct grant in 84/85). 
As with ARIs elsewhere in Tanzania, the actual agricultural experiments 
are separate from the farm and do not shoy in its budget. Year after
 
year the farm projects a healthy profit and runs at 
a loss. Its live
stock suffer from tsetse infestation on the outlying pastures. The
 
mechanized arable cropping unit can never seem to get all its land
 
harrowed 
 in time for planting, or weeded in time for harvesting. A 
combination of high disease risks, unreliable planting dates, poorly
 
disciplined labor, acute input shortages, and officially controlled
 
prices has defeated ,ne farm manager after another (inc. ..g Tar.zania's
 
present inister of Agriculture). The lesson which neither the Univer
sity nor the Party have absorbed is that under lowland tro.:ical farm
ing conditions, large-scale mechanized production 
 exceeds existing 
institutional capacity by a large margin (irrespective 
of hows hard 
working an individual manager may be). If this is so for a farm with
 
Morogoro's advantages, having Ph.D. advisors and a captive urban market,
 
other parastatal farms also running at a loss have little to apologize 
for.
 

Sokoine University's forestry section has its own field units, 
a delightful training center in the Olmotonyi produ-tion forest near 
Arusha and a research forest at Mazumbai in the Usambara lts. 'he 
forestry component has been from inception a NORAD project--:ne of
 
the most cost-effective aid projects in the country. There are also 
proposals to add wildlife training to take advantage of nearby ':iku.i 
ParV.. For the Veterinarians, there are livestock diseases aplenty-



beginning with the University's own livestock.
 

A major concern in 1984 was the new University's weak library 

holdings, where foreign exchange restrictions have hit new accessions. 

For some time outsiders have suggested that Morogoro be made the national 

agricultural library, serving KILIMC's various MATIs and ARIs on demand. 

The Faculty even received Irish aid intended to provide a journal photo

copying service-an attractive idea from afar, but difficult to imple

ment when the University lacked the hard currency to maintain its
 

journal subscriptions'. 

An even more ambitious idea surfaced in late 1983, when the prob

lems of TARO had become widely acknowledged within Tanzania: perhaps 

under its ne w structure Morogoro might encompass all of the various 

field research instituticns within the agricultural sector? This
 

would have made the new Sokoine University of Agriculture the direct 

analogue of a US "land grant" university. At a stroke, it might have 

resolved many of the tensions and rivalries which have beset the 
rinstry s own It give meansinstitutes. would a for coordinating 

more basic science research at the Faculties with field experiments 

and applied research. Free interchange of staff at a senior level 
would be facilitated. The University's resources in the design of 
teaching materials and extensicn modules could be tapped to design 
better "technical packages". The research-extension-traininz linkages 

could be made operaticnal, as they never have within Tanzania to da-te.
 
There was even an existing USAID financed project, located in a newly 
constructed Center for Continuing Education, which might have been 

linked up with USAID's continuing Farming Systems' Research Project 
to prcvide a nucleus of American assistance. Such was the optimistic
 

thinking in Tanzania, leading to the unusual step of there being a 
direct request by the .2inister of Education to the U.S. Ambassador 

zhat USAID's small Morogoro project might be extended. Instead, the 
remaining project funds were drawn upon to send a joint Tanzanian/US 

study team to visit India, Kenya, and four "land grant" US universi

ties. Their report will constitute USAID's legacy to Morogoro. 



3) Institute of Development Manazement (I5m)1
 

Morogoro's IDU is a parallel institution a few miles up the

road from the Sokoine University. 
It has a campus of roughly 1,000
acres, with residential capacity for 990 students, classrooms for
1,170, 189 staff houses, 72 offices, a library of 28,0C0 volumes,
and a cafeteria and assembly hall. 
 Its physical facilities are an
amalgam of the old Local Government and Rural Development Training

Center (going back to 1953) and a newer campus complex built withNordic assistance in the earlyr 1970s. Under the IDM's second phaseexpansion, it is planned to increase hostel accomodation to 1,2C0

with added housing and a linked Executive Development Center. 

Annual total enrollment which was 362 students in 1972/73 (37of them women) peaked at 947 in 79/80 hasand remained at about thislevel since then but with a gradually increasing proportion of femalestudents, 176 out 955of total in 1982/83. The 1981/82 breakdown
of students by types of courses taken is shown in Table 5.22. Staffina has also almost trebled over the same period. In 1972 the Institute had 229 members of staff, of65 them teachers; in 29; the tota
establishment was 671 with 125 teachers. 
This puts the ID4 almost on
a par with SoKoine University nert door in terms of its total academic 
resources, anc. it is noteworthy that IDM teaching staff employ the same academic designations (professor, associate professor, lecturer).In regards to actual academic qualification, however, the ID_ has haddifficulty retaining its department beads (up until 1980 it had fiveacademic departments) senior academicand staff. Teaching is organizedthrough subject panels within the two academic departments (administra
tive and business studies) created by an amendment (Act No. of22 198C)to the original Act No. of15 1972 establishing the IDM as a parastatal. 

1Documentation on Uzumbe examined includes:Activities of the iDU (1982) Report oftheInstituteof Develomet.ana.ement
Accounts ... 2zumbeandAuI'teL962; 1D1 1977an of theInstitute of Development Management 

Perform ane of the(Report by an Evaluationunder Tanzanian-Nordic Auspices)"; Ministry of Manpower Development 
Team set 

(1978) 
up.
 

"Comments 
on 
the Report of September, 1977 
on the Institute
Management (IDa)..."; of Development
iDM (1982) Ten Years as

1972-82; and 1D 

a Parastatal Organizaticn

(1983) Prospectus 1d3/84.
 

91-7 



-267-


TABLE 5.22 
DISTRIBUTION OF IDM STUDENTS BY COURSE 81/82 

Course of Study: 
Ist 
Year: 

2nd 
Year: 

3rd 
Year: 

TOTAL 
Male: Female: Total: 

Advanced Diploma in 
Certified Account
ancy (ADCA) 128 93 90 257 54 311 
Advanced Diploma in 
Business Administra
tion (ADBA) 76 78 8o 207 27 234 

Advanced Diploma in 
Public Administra
tion (ADPA) 47 34 40 88 33 121 
Advanced Diploma in 
Hospital A-'-.inistra
tion (ADHA) IC 6 9 18 7 25 
Advanced Diplcma in 
Economic Planning
(ADE?) 35 23 21 62 17 79 
Post-Graduate Dipicma
in General Management
P("DV) 20 20 - 2C 

Certificate in 3asicManagement (3IzC) 30 18 12 30 
Certificate in "an
pcw,,er
(M'c) 

-an-ge;er.t 
28 22 6 28 

Certificate 
(PaC') 

in Law 
49 40 9 49 

Total: 423 234 240 732 165 897 

Source: InsTitute of Development Uanagement (1982) Retort of theAct-_vjies of the Institute of Develoment .azen:,hzurribe and Audited Accounts for the Year Ended 3C'!June 
11~2 P. 7. 



In regard to specific course programs, the IDM has consider
able flexiblity. It offers both 
 short courses and seminars to meet
 
client demand as well as standard, long term diploma przgrams. Under
 
administrative studies come three "advanced diploma" 
 offerings, in
 
public administration, hospital administration, and ezonomic 
 planning,
 
each a three year course. In business studies, there are two 3 year
 
diploma programs: an advanced diploma 
 in certified accountancy (lead
ing tc national certification by the NBAA 
 after one year of approved
 
practice), and an advanced diploma in 
 business administration (allow
ing a choice in one of three specializations). In addition, the ID'"
 
has a "post graduate" one year diploma in general management, targeted 
at personnel already in middle management positions, and a similar 
lower level 10 month course for junior managers. There are two nine 
month certificate programs in law, for primary court and district 
magistrates, and a one year certificate course in manpower maragement. 
The last three are all arranged in close cooperation with the emlo;
ing ministry. which does candidate selection. Otherxise, for its 
main diploma courses the ID' tries to match university entrance recuire
ments, an- its -<blic administration graduates ministry employenter 

ment 
on the same salary scale as graduates. 

Three points should be noted about the IDIM's longer term
 
prcgrams. First, while 
 the ID2! is an autoncmous parastatal under
 
its own governing board, it is perceived within Tanzania as serv
ing the iZinistry of Manpower Development. This impression goes 
back to the IDLMs origins in 1970. Its predecessor, the Institute
 
of ?ublic Administration was removed frcm the University of Dar es 
Salaam and put at Mzumbe specifically to serve the (then) Central
 
Establishments Division. The IDL's actual training, hovever, over
laps several fields and therefore ought to Ferve all agencies recuir
ing managerial staff. A particular blow to the IDN in the late 
1970s was the withdrawal of Prime Minister's Office support when it 
started it3 cwn, diploma granting instituticn in bz .. , inst - 

:' eural -ee2o:ment korPlanning RDP). 

IS14
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Second, the IDM does offer advanced accountancy training making 
it along with the IFM and the University one of three higher level 
training institutions given this function. With its large number of 
student places, there is no logistic reason why the IDM could not have 
been pressed into service to alleviate Tanzania's critical shortage 
of qualified accountants. The practical difficulties which ruled out 
such a neat solution are analogous to the bottleneck in Tanzania's 
supply of agricultural professionals (already reviewed above). Students 
coming from secondary education are weak in mathematics and ccmputation. 

Those allocated to accountancy training by the government often have. 
little interest, and good accountants can earn far more in the private 
sector than they can staying within the stratified public system. The 
ID- on its part responds to the Ministry of Mancpoer Develop-ent w" * 
did not view providing accountancy training as the IDM's primary purpose. 

Third, the structural equivalency between ID- diploma training 
and degree training makes comparison between the two types of pro&ram 
inevitable. IDM staff think of themselves as intellectuals, fully cn 
a par with the University's staff. They aspire to (and will ni doubt
 
eventually obtain) the same qualifications, and they already enjoy 
the same academic ranks (by IDal's own self-designation). For staff 
and students alike, ID- qualifications are not widely recognized out
side Tanzania, and even within the country they tend to be seen as a 
secon. choice option. There are special problems in the IDM's attempt 
a conferring "post graduate" managerial training in its one year advanced 
course. Mid-career managers entering such a program are bound to con
trast their situation with the Master's qualification a similar effort 
would obtain from the University. All in all, it seems IDN staff and 
students are trapped in an anomalous structural situation, having a 
course identical in length to a degree program, wanting the prestige 
and benefits of degree qualification but insisting theirs is a iiffer
ent, more practically oriented option. For these and other reasons, 
student mozale has remained ouite lov. Twice students have gone on a 
general strike, boycotting classes and examinations for two and a half 
months (14 December to 28 February) in 1981/82.
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While these internal difficulties are serious (and remain 

the contribution
largely unresolved), they should not overshadow great 

In its first decade of

the IDM has made to Tanzanian development. 


has graduated 4,272 students, distributed as
operation, the IDL 

follows: 1,44 from 3 year diploma courses, 852 from 1 year certifi

cate courses, and 1,976 from other client-oriented short courses 

(IDM 1982:46). It accomplished this with relatively modest donor 

large expatriate presence in, say,
assistance -nothig like the 

Germans in the University's Engineering
Uyole (up to 1980/81) or the 

Faculty. Where external assistance was sought, it was emplcyed to 

which met local e.g. a co-operaparticular needs,buttress new emphases 

tive program with Birmingham University's Institute of Local Government 

Studies on urban management (following the 1978/79 re-introduction 

of 2 month short courses on
Urban Councils), and a continuing series 

plannng and appraisal of agro-industrial projects, Jointly run with 

The IDY has twice been 
Bradford 	University's Project Planning Centre. 


in 192-.
the object of external Nordic evaluation, in 1977 and 	 again 

positive abou: 
We are informed that both evaluaticns have been quite 

(the 1982 Evaluation Report was not 
the institution's achievements 

available to us in mid-1983).
 

asked in 	 Tanzania %as
The unstated question one did not hear 


why the :D: was not made a Faculty of the Sokoine University w.-hen
 

This would have resolved many of
 
it gained autonomy in late 1984. 

qualifioations.about the future of IDM staff andthe knotty issues 


also have lead to some economies in adinistration, since
 
it -ould 


run bus services to Morogoro

both institutions operate libraries, 


town, and already share the same bookstore. Most importantly, this
 

to IDM's young and ambitious staff at
 
move would have given a boost 


when this is needed.
just the 	 point in the Institute's evolution 

the consensus in Tanzania seemed that the amalgamation would
However, 

bring with it too many organizational problems, and a tug-of-war 

between two, rival ministries. For whatever reasons, the failure to 

natural and easy is regretable,
take this step when it would have been 

~-7I
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4) Uqole Agricultural Center (UAC) 

Some Tanzanians may be surprized to find the UAC in Mbeya 
among our list of the country's main high level institutions. In
 
Tanzania, Uyole alongside KTLIIO'susually appears other MATIs as 
merely one of several institutes giving a three year diploma course. 
In fact, however, Uyole was built under Nordic aid to have been the
 
diploma granting agricultural college, replacing Morogoro when it
 
was upgraded into a Faculty of the University. It is an autonomous
 
parastatal, with over 60 teaching staff and about 500 residential _ 
student places. At present it offers the normal two year certifica-e 
course in agriculture, followed by a third year to Diploma level in 
three subject areas: Crop Production, Animal Production, and Agri-
Home Economics. This puts it in a borderline situation, like that 
of the much larger Muhimbili Medical Center (with an establishen. 
of 2,470 in 1978, very nearly the same as the University of Dar es
 
Salaam), the Dar es Salaam College of National Education (6CC s-uden:
 
places), and the two Technical Colleges. All have become czzar-e~y
 
large institutions, exceeding the parent ministry's logistic and 
 super
visory capacities.
 

What lifts Uyole above the other occupational units within
 
our frame of reference is its distinctive organisational structure.
 
The Nordic planners put together at Uycle three separate funrticns:
 
training, research, and the supervision cf linked field ox-e -
stations serving four regions. In addition (as earlier noted), 
Uycle operates an 800 ha mechanized farm and an impressive array 
of other agricultural enterprizes. Organizationally, the Uyole 
Center closely resembles the US "land grant" college system. Ori
ginally planned to offer all diploma training in agriculture, its 
mandate was narrnied to three fields by KILLIC in order to let 
other institutions have their share. However, Uyole retains sign
ficant service functions to its western zone. A previous principal. 
was removed when loose talk began circulating about a "University 

Western Tanzania," though of course this is precisely what western 
Tanzania zay need to catch up with the developed North. 

72 
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5) Eastern and Se thern Management Institute (ESA.I)
 

ESA14I, while p'ysically a small institution on the outskirts 

of Arusha, is the nearest Tanzania has to a genuine, higher level 

management institution. A holdover from the East African Community

being almost the only joint activity to survive the Community's 

collapse in 1977-ESAMI now caters to the whole East and Southern 

Africa zone. It offers several residential short and medium-term 
(one year) management diploma programs. Under donor financing, ESA!I 
can also arranze special focus, short term training as it did for the 

World Bank on transport sector planning. It is the only instituticn 

in Tanzania other than the two universities whose library covers the 

larger East African region as a whole.
 

6) International Co-operative Colleze 

The Cooperative College in Moshi comes under the Prime Minister's 
Office. We review it here because of the SIP team's terms cf reference, 

which stressed possible assistance to the co-operatives' sub-sector. 

It actually consists of two institutions, the College itself with 

50 full-time teaching staff and more than 300 residential places an4 a 

linked Co-operative Education Center doing field training for the Cc-op 

Unions within the regions. While the two are legally separate, the 

Principal of the College is Director of the Center. I 

According to the now dated 1977 Directorv of Training, the Colere 
offers a two year diploma course recruiting either from Form VI (-he 

ideal) or Form IV with post-secondary experience (actual). The annual 
output is about 1CO, qualified either in management or in accountancy 

(second year options). The College also offers a nine month certif_-:-:e 

course in co-operative management and administration, *vith an annu-. 
output of 100. Other courses and seminars have been offered on co-opera

tive retail, wholsesale, savings, and credit management; on shop manage

ment; and co-operative education for women. The stress on traininz in 

the operation of village shops was a post-1976 development, coinciding 

with the Government's attempt to phase out private re-ail outlets within 

the Ujamaa villages. 

LSee a special article by Ibrahim Chimgege, "Co-operative Fduz-atcn 

Centre, 20 Years After," Daily News, 2 July 19814, pp. 4-5. 



The Co-operative Education Center preceded the Institute of
 
Adult Education, which resembles 
 it closely in structure. It has
 
more than ten regional "ings" at which or two are
one tutors stationed. 
These field tutors organize seminars, offer short courses, and help 
in registering and giving counsel to correspondence students. At
 
headquarters, t.e Center has four main 
sections dealing with corres
pondence, radio broadcasts, the co-operative "wings", and women. 
In its first two decades of operation (1965-84), the Center is said
 
to have registered over 36,000 students of whom more than 11,000
 
received certificates (Daily News 2 July 1984). We are fortunate
 
in having a carefully conducted follow-up of 405 trainees, represent

ing 29 primary co-operatives. 1 Samplizng was to representdone weak,

medium, and strong societies in 5 regions. The investigator could
 
find no relationship between 
 the level of knowledge possessed by a 
society's leader3 and staff, and its subsequent performance. Hyden
 
concludes 
 that though training did slightly alter respondents' levels
 
of knowlezge, its impact is 
 masked by other features of the institu

tional environment (Hyden 1974:49): 

The problem with education is t.hat it does not disru'pt the
 
existing social in absence
structure... the of other forces
that cause disruptions, the values and the knowledge imparted
through education will be interpreted and used within the exist
ing social structure. This is very much what has happened in
co-operatives in Tanzania. hinividuals have returned from courses 
and seminars to the prevailing social system in the rural areas,
and very few, if any,. have managed to achieve any drastic improve
ment of perfurmance in their institutions. 

The Co-operative Education Center's radio program, Jifunze 
Ushirika has in since Itsbeen operation 1967. correspondence 
"feeder system" to residential courses in the College has been a 

a model of its kind. From inception, the Co-op Center ard College 
have been mainly assisted by the :iordic countries. In 1982/33 they 
re-activated long standing as ofties part their support to Tanzania's 
re-institution of co-operatives nationally. 

1 Goran Hyden (197a) '!Co-operative Education and Cooperative
Development: the Tanzanian Experience," Agricultural Adir.instratic-, 
vol. 1, p. 49. 
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Middle and Lower Level Training 

Over the two decades since Independence, the Tanzania Govern

ment has invested heavily in a large network of occupationally-related
 

training institutes, generally recruiting at a Form IV level (end of
 

high school) but giving certificate or diploma qualification rather
 

than university degrees (Table 5.23). The motivation for making this 

large an investment is undoubtedly the view-shared with many other 

poor African nations-Lhat education is the key to national develop
ment. At independence, the nation's civil service was almost entirely 

staffed by expatriates: out of about 4,000 senior positions, only 346 
were held by Africans (IBRD 1961:348). As late as 1959, the total 
number of African District Officers had been eight. in comparison,
 

today (1980 figures) there are almost 27,000 middle and higher level 

positions in the civil service, another 15,600 in parastatals, and 

around 4,000 in private firms (Table 5.24).
 

The low total of senior manpower found in the private sector 

(less than 10%) requires c-xrment. As indicated in chapter four, many 
of the firms making up Tanzania's private sector are owned by immigrant 

communities which-in the case of "Asians" (a heterogeneous category 

created by the colonial government)-were sometimes excluded from the 

agricultural sector throughout the colonial period. The mercantile 

trading houses were thus family-owned businesses, making up the core 
"downtown" area of each of Tanzania's larger towns. Immigrant families 

were (as we argued in chapter 3) extremely cost conscious, employing 

relatives rather than professional staff and keeping the size of their 
middle-level management to an absolute minimum. Such firms were for 
this reason extremely competitive, since many usual overhead costs were 

shared within the family or simply not incurred. As immigrants and as 

owners of private businesses, the Asian family firms recognized their 

precarious economic position after Independence and have usually made 

strenuous efforts to get their children out of Tanzania into more secure
 
1
 

positions within the international world economy. This perpetuated the 
earlier pattern. 

1Though Tanzania has never had as overtly anti-Asian legislation 
as was found in Uganda and Kenya at this time, the 1972 nationalization 
of rental housing primarily affected the Asian community. 
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TABLE 5.23 
POST-SECONDAIRy TRAINING INSTITUTESa 

(nos. in Parznthesis w student places) 

A. Agriculture/Live9tock cEA Health

1. Central Vety. labs. (20) 1. Dugando (120 MA, 120 N)
2. (Ilombr 2. Bumbuli (65 MA)
C2o)

3. Kilombez3(?).
4. iMaruku (100) Muhumbili (310 A, )4. Ifakara (120 MA)5. Uyole (500) 
 5. KMo (120 N)6. Mlingano (80) 
 6. macham (9o m)
7. Morognro (200) 
 7. Tanga (166 MA)
8. Mpwapwa (200) 
 p. Other Ministries
 
9. Mtwara (185)
10. Nyagezi (350) 
 1. Arrdh. Institute (290) (LANDS)11. Tengeru (300) 
 2. Tanzania School of Journalism (40)
12. Tumbi (130) 
 3,, Dam Water Resources Inst, (360) (WATIM
13. Ukiriguru (360) 
 4. TANESCO Tech. Inst. (120) (POWER)

Be Natural Resources 
 5. National Sooial Welfare Tlaining
Institute (100) (WELAmE)
1. College of Airican Wildlife 
 6. Inatitute of Development Maragement
Management, Noshi (86) 
 (1,155) (MANpoWiR)
2. Forest Ind. Training (3?) 
 7. Dsm School of Accumntancy (ecO) (FIN:%/.C3. Forest Training Inst. (200) 8. Institute of Finance 11anagement
4. Kunduchi Marine Fisheries


Res. Z Training Inst. (40) (535) (FINANCE)
9. Nat. Bank Commerce Training Centre
5. Kbegani Fisheries Training (120) (FI11ANCE)
Centre, Bagamoyo (55) 
 10. College of Business Education
 

(300) (TRADE)
C. Prime Minister's Office 
 11. National Institute of Transport

(200) (co'.:.nacATIo:Ns2. Home Economics Train. Centre (80) &TRANSPORT)

12. Ministry of Home2. Co-operative College, Moshi (300) 
Affairs Colleges

3. Rural Dev. T-aining Centre, ( institutions mainly pre- and in-

Murutwuguru service for police, immigration,
(96) and prisons staff, total 1,071)
4. Institute for Rural Development G Extra-Territorial InstitutesPlanning, Dodoma (7)

5. Ki ukoni College (150) 
 1. Eastern Africa Management Instituts,
D. National Educationb Arusha
 
1. Darn Technical College (1,000) 

2. East African Mineral Resources Dev. 
. Centre, Dodoma2. Dam Secretarial College (390) 3. E.A. Centre for Res. on3. Tabora Secretarial College (480) 

Oral Traditl.,Jon

& African National Languages, :'anzibar
4. Nyagezi Social Training Centre (170)5. Shinyaa Commercial Inst. (127) 

6. Colleges of National Education,

21. approx. 4,000 places in Grade A


plus 800 Diploma places
 

aBas d on URT (1977) Directory of Training Institutions, updated in some
instances (education). This listing excludes programs recruiting below
Form TV (full secondary), 
 and also does not cover University levelb programs at Dar es Salaam and Morogoro.The Ministry of Education also runs 19 Grade C teacher training proe-zramswhich recruit at sub-Form i7 level, for approx. 6,500 places. Becauseare often at the same thesesite as Grade A, the combined total of NCEs is 35.CMost Ministry of Health programs recruit below Form IV, with 11 programs for
rural medical aids (1,230 places) and 19 programs for Grade B nurses (1,766).
PL - Medical Assistants, N 
= Grade A nursing places. 
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TABLE 5.24
 

Distribution of Middle 
 and nigh Level MIanpower 
Between Types of Employers 

Type of 	 Middle & Total Vacant
organization 
 High level Employment Posts
 
no: 
 no: 5 no: 

CCM and 

affiliates 329 
 Uu55 


Civil service 


,7 0.6 297 1.7
 

26,707 57.2 189,U45 55.7 13,846 77.9
 

Parastatals 
 15,588 33.4 119,422 35.2 2,930 
 16.5
 

Private firms 11,U58 8.7 28,953 8.5 
 697 3.9
 

TOTAL 	 46,682 100% 339,475 1005 17,770 
 l O',. 

Source: 	1980 Manpower Survey, reported in
 
Kuenne & Pinter, 1981, p. llU.
 

2.77 
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The above background explains why it has been difficult to 

transfer control and management of private sector firms into African 
hands after Independence. The middle-level management positions from 
which experienced managers would normally have been recruited were 

entirely lacking except in a few of the largest firms. TANU, aas 
political party, was cnmposed of labor union organizers and teachers, 
not businessmen. The only way to create an indigenous cadre of busi

ness managers seemed to be by formal training--not a very efficient 
approach in any system'. A closely analogous situation existed in
 

the major professional fields (agriculture., architecture, and engineer
ing), except that here the incumbents were mostly.British expatriate
 

staff holding colonial service appointments and expecting to return 
to the United Kingdom at retirement. Of Tanzania's more than 3,000 
expatriate civil servants at Independence, 40% left or resigned in 

therfirst year. After 1965 with the dispute over Rhodesian UDI, 

Britain froze technical assistance and Tanzania was left essentially
 

without middle and upper level technic-ians in many 

The Government's response has been the creation of occupational 
training colleges in virtually every field, a process which began in
 
the late 1960s but which accelerated rapidly throughout the 1970s. A
 

paradox has been that while careful planning of training was character
istic of higher level, university education, no planning at all was
 

devoted to middle-level training which was left to each Ministry to
 
organize on its own. This means that at present the situation is 
out of control. The Governmont's Manpower Planning D.vision has no 
direct authority over the training sections of each Ministry, and 

cannot even be certain of obtaining its requested reports. Its one 
crucial document, the 1977 Directory of Training Institutions, is now 
badly out-of-date. Donor assistance in recent years has been mostly 

from German sources, which has resulted in several national manpower 

surveys (e.g. the 1980 Kuenne and Pinter study from which Table 5.25 
is drawn). However, it does appear that donor support might be more 
usefully directed to the actual planning and monitcring of training 

programs at the sub-university level. 
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The smaller, Ministry-run training programs have been strongly
affected by the current shortage of hard currency imports. Many were 
not yet genuinely established when the crisis unfolded. 
They report
similar difficulties: courses are underenrolled (by as much as 50%), 
students drop out, there are no books, there are too few teachers,
 
staff are insufficiently qualified, and training funds 
are short. 
There appears to be no vertical connection between training programs 
at the certificate and diploma levels and stronger institutions like 
the two Universities. The training being offered at most Ministry
 
institutes (principally KILIYO, AFYA, and ELIMU) tends to be given in
 
the form of lecture notes copied from the blackboard-an ironic situa
tion, given the high ideals Tanzania's leadership has in this sector.
 
As a consequence, one 
sees a clear emergence of a three-tier system
 
within post-secondary school training. The studentsbest proceed into 
higher school certificate (Forms V and VI) and eventually university
level work. Next come those fortunate enough to secure places in the 
three yar diploma colleges, like 1DM or IFM. Anci, finally, the rest 
are allocated to.Occupational training in health, agriculture, or
 
primary teacher training where the quality of training received is
 
most uneven and student motivation most problemmatic. 

USAID/Tanzania has had three projects giving greatly needed
 
supervisory and logistic support to Tanzania's training efforts: the
 
Morogoro Agricultural Education and Extension Project, located in
 
the 
 former Faculty of Agriculture (terminated in late 1983); West 
Virginia University's Farmer Training and Production Project; and
 
the Training for Rural Development Project (No. 621-0161) which worked 
with KILIMO, PMO, and the Manpower Ministry. For projects of this 
nature the actual outputs (trainees, materials prepared, etc.) 
are
 
oft-times less significant than the innovations in training procedure
 
which they introduce, and the support they provide to training super
visors in the Ministry. 
The TRD project is highly regarded in Tan
zania, and has sought to examplify a participative, problem-oriented
 
style of training which merits emulation elsewhere in the system.
 
It has included trainess from different ministries and different
 
levels. Participant training under TRD was as of mid-1983 one of 
the few avenues left for Tanzanians desiring US-based advanced training. 
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Prcducti..n and "Iarketinz Parastatals 

Production and marketing parastatals are a ccrx,on organizati onal 
form throughout most of Africa-witness Senegal's many agricultural 

parastatals or Lalawi's ADMARC system-but they assume added signi

ficance in Tanzania because so much was expected of them. The para

statal label can be affixed to any quasi-governmental organization 

which is assigned commercial,'training, or research functions. As 
"pwapachu's valuable review points out (1983:15-37), Tanzania's Par-y 

leadership has adopted a number of alternative structures within the1 
parastatal sector. These include public corporations (whose forma

tion is governed by the 1969 Act), which are either unitary or act as
 

holding and investment organs for subsidiary companies (e.g. the Bo-ard
 

of Internal Trade); public-owned companies such as TANESCO or BP Tan

zan-J; corporations sole--e.g. the Dar es Salaam Water Supply; di-s-r. 

development corporations (established by the District Corpora-ion Act, 

No. 16 of l73); departmental public enterprizes, such as 
the Director

ate of Civil Aviation; and multinaticnal enterprizes like E.AA.-e,
 

like TAZA.A, are large organizations meant to operate entirely as -:7.

..... l eniiies. Cthers are little more than a store-frn o:-f-i-ce 

lirned to providing some -echnical function. The diversity and de-rh 
of parasa-.aal organizational structures is not always apparent, Cu. 

has become a fact of organizational life in mot mcdern states. C'.. 

e encounter in 

unusual if one looks across at contemporary Italy or ?raince. The proO

lem Tanzanian officials face when 

complex system -.-. Tanzania is, then, nothi.-j particur!-r 

dealing witn American adviscrc ' 
that while the USA has an equally elaborate system, many Americans 

are not fmillar ",'ith the operation and control of .arasza.as. 

lanzania dceas 'ave several control mechanisms
 

statals, notably the Standing Committee on Parastatal Crganizations (_SCCYC; 
each parastatal's 3card, and a Parliamentary Co:zmittee on parasta-al "i.ances
 
which acts on recommendations of a similar committee in Treasury kfr the
 
annual budget. Outsiders may fail to realize the key role accorced to SCC}'C,
 
established by the President after the Arusha.Declaration .n 1977. 0...
 

1",*w.c ma.1cr zuc aescri*_r..z Tanzania's parast a l ro'-e are . ..waacnu -e .nana .een::ub1c .-.
 
C:untries, Le'a >iehi: Cxford & I3"; and, J.hl-.a:;,a e !.7 y :roe:
of ".ana.enent i_ a Developinz Environment. Ams'nrda=: :ortl
 

1.o. -- 72a .. z 

http:arasza.as


must also approve all staff transfers (from Ministries to Parasta-=Is 
between parastatals), which involves control of benefits and terms of
vice. It has been sviamped, an bably needs logistic assistance t: do 

The SIP team was not specifically requested to review the 
weak performance of Tanzania's export crop parastatals. 
The reascns
 
for doing so irregardless of mandate are threefold: i) the various 
crop authorities do constitute the main institutional infrastructure 
for agricultural development; ii) the existing record has been a 

cause of donors' criticism;main 
and, iii) recovery of Tanzania's
 

export performance continues 
 to depend upon finding ways to make

these organizations cost-effective. 
 Let us then hazard some general
observations which emerge from our admittedly spotty review:1 

1) The option of "privatizji.q" export crop oroduction by simply
eliminating the intervening crop handling organization is. i. mos 
cases (with the possible exception of TSA's large-scale sisal esta-es),
not feasible. This has sometimes been a sore point between senior
 
Tanzanians 
 and the occasional policy advisor who arrives from abrcad 
without previous African experience. Throughout Eastern Africa,

the model for the region's numerous 
 cash crop authorities has been

Kenya's very successful Kenya Tea 
 Development Authority (KTDA). -n
today, the KTDA is cited for its outstanding record. Tanzanzan
 
Ministry officials feel 
 that the similarities between Kenya's a=4 ---n
zania's export situation and constraints are sufficient to indica-=
 
that at least in theory crop handling organizations like the KTDA
 
can operate at a profit. 
 For export crops with a major processinx

requirement-such 
 as tea, coffee, tobacco, and sisal--involvemen't ofsmallholders as producers necessarily means creating some kind zf 
linking organization. Villagers who farm less than a hectare each of
 
a crop like tea or tobacco simply cannot provide the credit, inpu-s,
process.ng, and marketing elements individually. if commercial firms

do agree to perform this role-as 
the British American Tocacco Com
pany has in Kenya--they create an organizational superstructure very
similar to that 
of Tanzania's present crop parastatals. Not much is

gained, therefore, 
 if Americans accustomed to a large-farmin- syste
cuestionthe need to have any crop handling organization.
lDerived frommateria-1 rl = 

the senior consultant's perscnal" u. -I.'" collecz4.r cf.'
. . ... - : who had agreea to haz.nae this as'e . -the SIP team was in Tanzania subseauently withdrew from the study. 

or 

ser

its job. 

http:process.ng
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2) Acceptance of the previous point in principle does not require 
us, however, to excuse the disastrous economic performance of Tan
zania's main crop parastatals (see Tables 5.25 and 5.26).The fact 
that the KTDA next door in Kenya, as well as Amboni Estates in Tanga 
Region, have continued to operate at a profit while Tanzania's eoui
valent parastatals were accumulating large losses is particularly
 
damaging evidence. Obviously somethin within the crop authoritics 
themselves has been going wrong, beyond what can be explained by
 
reference to the external shocks of 
 declining commodity prices. 

3) To the credit of Tanzania's Ministry of Agriculture, as of
 
mid-1983 
 it had on hand as detailed and up-to-date informaticn on
 
the exact financial situation of several 
 majcr crop authorities as 
one is likely to find anywhere in Africa. Because the necessary 
reports are confidential, 1 low level officials in Tanzania or out
siders like ourselves may fail to appreciate the degree of factual 
information which does exist on Tanzanian parastatal weaknesses. 
The problem is, of course, the fear among managers that such infcr
maticn might be used to justify their removal from office. It is 
ironic that because of their high quality, such data cannot he dis
closed tc crontribute to the on-going debate about how to best improve 
parastatal productivity. Instead, by their very ccmprehensiveness 
these excellent reports encourage a moralistic and legalistic atti
tude amcng the few policy makers senior enough to have access to 
them. Once again, as we saw repeatedly in regard to Tanzania's 
use of financial records for mainly audit purposes, an emphasis u:Cn 
possible punishments for wrong-doing diverts attention from the 
more fundamental reforms needed to reward good managerial performance. 
Better manaement would make timely punishment unnecessary. in 
drawing upon some of this confidential literature, our purpose has 
not been to embarrass the Tanzanian government, but rather to search 
out as yet unexploited ways to change how Tanzanian parastatals work. 

1 2he key references needed for designing administrative reform 
within Tanzania's parastatals are: i) the Tanzanian advisory grcup's
(1982) Report on a Structural Ad.ustment Prozra.e, ii) various Wor--
Bank project reviews, iii) the rehabilitation recorts prepared by PZin 1983 on individual industries (such as the Tobacco industry). ana,
iv) an invaluable three PP2L3 on financiavolume report the .sittti::
in crop authorties up to 1983. 



TABLE 5.25 
CROP PARASTATAL PROFITABILITY TRENDS 

(T shs inn)
Parastatal: 77/78 8/79 L8 80/81 81/82 

GAPEX 26.2 4.5 1.3 - 41.3 - 72.1 

SUDECO:
 
headquarters - 5.9 -69.8 - 90.8 - 51.6 67.8 
Kilombero -12 3 - 16 - 5 37 
Mtibwa -69 
 - 12 - 13 n.a. 27
 
Kagera 
 n.a. 
 - 51 n.a. n.a. n.a. 
TPC 
 -13 
 -14 - 18 L.a. 48
 
CATA (parent) 59.2 45.6 - 6.5 
 97.5 2.0
 
CAT 
 n.a. n.a. n.a. 
 n.a. n.a.
 
TSA 
 n.a. n.a. n.a. 
 n.a. n.a.
 
NAFCO 
 - 0.9 2.2 6.9 1.2 8.2
 
NmC 
 - 277 -268 - 629 134 - 364
 
TP3 
 - 4.2 - 2.6 n.a. - 7 - 23 
TAT - 25 n.a. - 107 - 115 114. 
TTA 
 1.9  2.1 - 7.3 - 32.8 - 15.1 
TCA 12 26 - 69 - 191 - 125 

Source KILI{O figures. 
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TABLE 5.26 
KILI:0 PARASTATAL PROFIT AND LOSSES (1981) 

(in TShs -00) 

Over-
Parastatal: 

Cost of Sales 
as of rev. 

Fixed Costs 
as % of rev. 

Net P.ofits 
or Lot.ses 

draf-. 
(i5--l5 5 

Cashewnuts (CATA) n.a. n.a. n.a. 1 
Coffee (CAT) n.a. n.a. n.a. 443,CC0 
GAPEX 93.0 7.6 - 2,276 21,12C 
NAFCO 5.1 51.7 - 200 38,CCC 
"illing (:-.C) 117.4 13.4 - 469,304 2,394,0CC 
Sugar (SUD7Co) 
(parent co.) 

90.7 9.4 - 2,637 50,9C 

Tanganyika Plan- 68.6 34.4 - 4,688 42,32:2 
ters (TPC) 

Kilombero Sugar 78.3 26.9 - 8,879 35,CCC 
':tibwa Sugar 71.2 40.8 - 7,039 
Cotton (TCA) n.a. n.a. n.a. 99!,5c. 
...ORCCO 91.9 18.8 - 5,25 3,4C, 
Pyre:n~m (T?3) 90.3 43.7 - 6,812 30,C6C 

.sal(TSA) 108.1 29.7 - 34,735 258,722 
Tea (TTA) 99.0 23.4 - 18,2o6 32, C. 
Tobacco (TAT) 140.9 44.8 - 128,525 447,7_,0 
TobccI Co. (T'ro) 91.3 18.1 - 1,198 

aAs of 3C-6-81. In the case of i<WC, T~h 2 bn removed by Treasu::. 
Source: Ministry of Agriculture and Livestock Development (1984)

Tanzania hat4cnal Food StrateFy, vol. 1, ain Reocrt. 
Rome: FAO for KILILO, Table 36, p. 80. 
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4) What most of Tanzania's peasant-grown export crops share is 
that they are labor intensive and depend critically on high auality 
output in order to obtain high prices internationally (true of tea, 
coffee, tobacco and cotton). In all instances but cotton, there were
 
medium and large-scale European producers in Tanzania who provided a 
substantial share of higher quality output up through the 196 0s (and 
who also generated significant labor demand because of the nature of
 
the crops grown). 
 Little effort was made to retain these producers.
 
Meanwhile, under the newly established crop authorities both financt al
 
and quality controls were let slip. The consequences, ballooning
 
costs and deteriorating output, were interactive--each maki-n- the
 
effects of the other worse. For donors, "integrated rural develop
ment" became the focus and old-fashioned, commodity programs (like
 
BAT's excellent Urambo operation) were looked down upon. Failure to
 
spot what 
was happening must be accounted in retrospect as one of
 

KILI.X!Os and the Party's most serious lapses.
 

5) Another shared feature (for cotton, tobacco, tea and coffee'
 
is that production is spread over-widely dispersed geographical loca
tions, and even-in tobacco and coffee-over different ty.:s of crop. 
The attempt at clustering all technical, input supply, processing and 
marketing functions under a single authority assumed that field u.iTs 
could maintain direct communication with their headquarters. It a.so 
put organizational productivIty at the mercy of Tanzania's transp.-rt
 
network--a constraint about which individual crop authorities could
 
do very little once major processing plants had been erected hundreds
 
of miles from the main supply areas.
 

6) Individual authorities seemed positively eager during the 1970s
 
to involve themselves in added enterprizes not strictly reouired fo
the fulfillment of their primary function. The ancillary enterprizes 
have usually contributed nothing to profits, but meanwhile constitute 
a continuing drain on managerial attention. theFor same reason, mar-. 
ginal operations like TCA's Kigoma and Morogoro cott.on campaigns (neither 
of which were popular with growers) should have been cancelled long =-o.
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7) What the various crop industries do not share is their approach 
involving peasants as producers.. With sisal, smallholderto 

"hedgerow" 
production wastried,,as were also satellite "outgrower" villages (an 
approach used in sugar production at Kilombero, to.o), In tea and
 

coffee, to the ccntrary, a classic "smallholder" strategy based 
on indi
vidual plots was used (though with tea, some 
"block farms" were bri.efly
 
attempted). With tobacco, the 
standard arproach had been careful selec
tion of 10 acre "master farmers"; with cotton, communal "block farms"
 
were mandated (and ver-y unpopular). The diversity meant that KT.LLT7O
 
as a M.Lnistry had 
no common strategyr for carrying cut field extension,
 
nor were the crop authorities -trong i. this area. 
 Once Ujamaa villages
 
became the principal focus of government assistance (from 197A onwards),
 
all previcius arrangements were called into question and effective 
exten.
iion work virtually ceased.2 
In theory, the newly crea-;ed Prime Linister's
 
Office took over responsibility for mobilizing peasant producticn; 
in
 
practice, it proved singularly inept in delivering the technical f Jn'
ticns wic Tanzania's 
 crop portfolio demanded. The weakn.ess in a&-ri
cultural ext..sicn was compounded by loavred producer prices, which 
almost F.lways f')l2 owed the takeover of marketing board functions by- the 

cror, authorities. 

8) A majority of Tanzania's croz and livestock parastatalS kere
 
estab2ished 
 during a briEf, four year period (1?7.-75), based on e:.. 
ing marketing boards. What is instructive in retrospect is that 
wi..thin four or five years, most had doubled their employment. This 
.tafL... Increase was generated by three kinds of pressure: i) over
manning- at the bottom; ii) an expansion of middle-management positions
 
.hich accC.tpanieo the creation 
 of soecialiized departmen-s; and, ii" 
the openin of zonal offices in the field. Note that the latter two
 
tr-nds while easily justified in modern commercial organizaticns (publzi: 
or private), do not directly contribute to increased turnover--oart:
cularly if these positions are filled (as they were in Tanzania) by 
inexperienced, recent graduates. in a study of L''anda's Co-cperati:;e 
Department, Crawford Young warns of "premature profssionaism" (Yo,..
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et al. 1981). His point is youngthat graduates who step directly 
into junior management positions think their actions contribute 
greatly t) improved output. 
 In actuality, because of their cnplete
ignorance about the operational aspects particular to a given industry 
(like tea or tobacco), such staff create almost manyas problems as 
they solve. eanwhile, their salaries absorb a significant portion
of the 
initial public funding used to establish the parastatal. Some
thing very much like this appe~ars to have happened in Tanzania, where 
the laudable desire to modernize a mercantile trading structure brcughz

with it major overhead costs which neither the Tanzanian Govermen 
nor the World Bank anticipated. 

9) A comm scenario for the typical crop authority in the 97Cs
 
was for it to double in size during a period when 
 the crop being

handled was halved. It 
 is little wonder, then, that these organiza

tions evidence negative profitability trends 
 (Tables 3. 25-3.26).
 
Authority managers stress, 
 however, that their worst losses occur
 
when governmentally-announced 
 (and enforced) prices do not accord
 
with economic realities. Again and in
again Tanzania the Party leader
ship has intervened to dictate pricing- policies and procuremert arrange
ments-leaving the parastatal concerned to make up the difference th... 
NBC overdrafts. This is an aspect of Tanzanian commercial operaticns

which 
 is not faced by crop parastatals operating in neighboug::;*
 
countries, at least not to the same 
 extent. Surely the Marketing

Development Bureau 
 is correct in advising that direct coverage of
 
subsidies in the national 
 budget is a preferable way for applyng 
Party policies. As it is, parastatal managers feel they are made the 
scapegoat for the Party's own unwillingness to count costs-an ctt-. 
tude which neither fostersmutual trust, nor encourages managers to
 
learn 
from theiL own mistakes. 

10) Having noted this, the outside observer is still dismayed by
the nearly universal loss of financial control and accountability 
within Tanzania's crop authorities. While shortage of accountants 
is obviously one contributinz factor-sometimes self-caused, as we 
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saw in TCA's case-this lack cannot have been the only reason. In 
Tanzania, one finds again and again that the paperwork required for 
routine transactions has never been scrutinized from th standpoint 
of its utility for the day-to-day monitoring of activities. This 
is a particular weakness in regard to financial forms, with their 
orientation towards a;,ditors rather than financial controllers. ?z-*-r 
design of forms is exacerbated when files disappear unaccountably 
or the data is simply missing. 
We noted that as a rule failutre to
 
submit adequate records is not sufficient gwounds for dismissal-
and cannot be, given the mountains of trivial documentation which 
the existing systems generate. Again, senior officials are alloved 
to accumulate large debts, while continuing to receive imprest funds 
(cash advances)-a lapse those below are quick to sei, e upon in de
fence of their own irregularities. 
Most Tanzanian parastatais do
 
not assign realistic transfer prices to keep track of internal costs.
 
This is a serious fault in a socialist system, where rewards often
 
take the form cf subsidized services or anLillary staff benefits.
 
On its Part, 
 when the Party imposes ac6ions on a pa.astatal, it
 
will ofteen mean that uncosted transfers must take place within its
 
internal operations-a further disincentive to accitrate record
 
keeping. And, finally, once the 
general economic system breaks
 
down, nearly everyone begins to use organizational resources to 
augment private transactions: what Goran Hyden calls Tanzania's 
"econcmy of affection" (Hyden 1979).
 

11) Lest donors become accusatory, we should note that they have
 
been closely involved in financing (and thus creating) the present
 
malfuncticning system. Many of the loans on which Tanzania is
 
currently in default are--if we 
may be allowed to speak plainly
nonpoerformirp ones. The projects they financed were flawed from 
the very beginning: based on eak or even nonexistent technical 
packages, they nonetheless projected linear increases in aggrega-e 
output. 
 Little attention was paid to indigenous implementation
 
capacity. Economists wrote the appr-isal documents, and econcmists
 



aoproved the loans--: ut. what Tanzania needed was hard-headed, sceptical agronmic and managerial advice. 
 In retrospect, it diffiis
cult to understand why the WNorld Bank continued to build surplus processing capacity long after declining production trends becamedent. WVhen actual performance 

evi
stays at around 25-3O of appraisalestimates across a whole portfolio of rural development loans, it


it hard to put all of 
the blame on the borrower.
 
12) There are 
 also questions of timing and organizational overload. Wc can see now startthat to ten major crop parastatals all
at once was foolhardy: it 
 meant too many agencies drawing from the same constrained staffing pool; 
 too many crops spread over toomany regions; too many management.-intensive loan negotiationson goingsimultaneously; and, finally, too much vulnerability to unanticipated

events (the "external shocks"). In quick succession, Tanzania's
leadership had to cope with the 1973-75 drought, the 1973-74 rise
in oil prices, the 1973-75 
 mass villagization, the 1976-77 disbandingof co-ope:,atives, the 1977-78 break-up of the East African Cozzunity,the 1977-79 cholera pandemic (which was very severe in certain regicns);the War in Uganda (1979); and, as a consequence, the emergence of widespread corruption (1979-81). Such considerations ovvrwhelmed the Party'scapacity for monitoring economic trends-during the very period whenthe leadership dismantled its own Ministry of Economic Planning. Onecannot blame Party ieaders for having baen distracted, but one canwonder why they continued to take decisions which increased the managerial load on an already overburdened administrative system. 
13) In retrospect, there can be little doubt but that the villagization program severely disruptea the planting of perennial cropsas cashews or tea, and 

such 
also greatly complicated tobacco development.

An even larger though invisible impact was the uncertainty which it
generated: concerning what KILIO's role should be, how peasants wouldproducer, what they actually owned, and who should bear the risks ofproducticn. The hope that village residence would somehow lead toeconomies of scale in provision of social services was probably a
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chimera-Primary schools are just as expensive to build whether 
families live near them or far away. Certainly, the expectation
 
that joint pr'oduction through 
 sharing of tractors and input supply 
would lower production costs proved unfounded. As we saw in the 

of tobacco, heavy involvementcase 
by outside authorities in village

level production simply increases the overall levels of institutional 
risk with which Tanzanian peasants must cope. Nevertheless, villagiza
tion has now been an accomplished fact for over a decade in many parts

of Tanzania. 
 It is time for outsie observers to recognize that the 
pluses and minuses of villagization are no longer at issue, so that 
attention can shift to learning how the Village Councils and be made 
more effective in facilitating members' agricultural development. 

l) The fact that the Party'leadership continued 
to take steps
which made 
the 
parastatal situation worse, even after villagization
 
was called to a halt, indicates that the 
split between "policy makers"
 
and "implementers" goes very deep. 
Those working in the field 
in the
 
mid-1970s 
sat through meetings where they were 
ordered to build dips
 
without 
cement and rural housing without transport. Any system which
 
institutionalizes 
the location of all policy decisions in 
ore branch
 
separate from where 
implementation decisions are 
made will find that
 
morale and jcint-accountability suffers. 
 Socialist regimes tend 
to
 
set high 
output targets deliberately. 
Under circumstances 
of scarcity,

however, there 
is risk that over time 
the implementers became alienated
 
and frustrated. In Tanzania at present, there are 
easily double the
 
.umLer of 
paid iarty officials as 
there are technical staff employed

by the Ministry of Agriculture. For technical 
staff, continued criti
cism and exhortation from salaried Party officials has beccme an irri
tant which is not 
contributing to improved productivity. 
At the hi.gher

levels where management decisions are 
made, the Tanzanian structure
 
brings about 
a curious inversion: the 
policies with econcmic imDlica
tions which would normally constitute the 
central business of a manag
ing board are 
not subject to scrutiny and modification because 
they

originate 
outside the organization. 
 Instead, Tanzanian boards 
Eive
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much attention to examining the details of how uneconomic policies
are being carried out. A strong manager will likely perceive suchscrutiny as blatant interference, leading either to the mnanager's
dismissal or to the board's withdrawal into a routine approval of
everything the general manager proposes.' Another unexplained weak
ness is why KILI'O proved so ineffective in supervising its crop
parastatals when it 
was almost always represented on 
their managing

boards. What usually appears to have happened was that the actualmembership on boards changed from session to session, with various
junior officials standing in on short notice for the "inistry's

Principal Secretary. 
Temporary replacements of this kind will have
little awareness of previous decisions, and no real authority to 
challenge a general manager's views.
 

15) There is a further observation needed for understanding why
Tanzanio's productivity slipped in the 1970s as much as it did.
Throughout the 1960s, Tanzania still benefitted from immigrant controlled trading houses; externally owned and managed estates; an
inherited complex of machinery services and input suu'4liers; and afrugal, petty-tracer class. What these vaious units share: was anin-i-rained cost-consciousness. Fir example, Asian family businesses
 
had to operate under slim profit margins and mostvere urli.kely to
add unnc.cssary middle management staff. 
 Similarly, individual ex
patriates under contract who supplied critical accourtancy and tech
nical functions did so at bargain rates if we contrast the charges
for similar functions when 
 offered by a multinational firm (a mainpoint of LeVan Hall's article on transfer pricing, in Coulson 1979).

The private estate owner 
 anticipating nationalization was extremely
careful about unnecessary plant expansions. 
 For whatever reasons,
then, the ofkind small-scale, mixed ownership firms which one had
in Tanganyika at Indpendence were being operated with very low overheads and 
a high degree of flexibility. 
Since these individuals v:ere 
seen in Party ideology as exploiters, no sustained effort madewas 
to retain their skills once existing structures were "modernized". 

-An interpreTatinj put forward by Packard in keywhich a 1972 articleremains essential reading on topic,in A.-ricuiture this "Corporate Structureand Socialist Development in Tanzania," East African .of Yural Develcoment, vol. 5P, pp. 163-182. 
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16) There are other institutional factors arising out of the general
 
administrative environment in Tanzania which further depress parastaia!
 
productivity:
 

- The local concept of "heshima" (respect), which views direct
 
criticism as 
an expression of disloyalty, and thereby strongly

inhibits upwards feedback about performance inadeauacies.
 

- The leadership's desire to "run while others walk,", with a corsequence that crash programs are not welt planned but becausethey carry a "high priority" label, corrective acticns are not
 
taken early enough.
 

- The past reliance on technical assistance financing and on the

project cycle approach to performance monitoring. This conceptual framework suits the economic assessment of costs and benefits. 
 However it also postpones serious ttention to perfor
mance variables until the "implementation stage," which is often
 
cut 
short by delays and by antcipated termination of project funds.
 

- The gradual erosion of recurrent cost 
flows for every-thing butthe payment of salaries. A predictable impact is that equip
men" and plant are not maintained, which in turn builds a high
rate of phyz.nal depreciation throughout the system.
 

- To attract good 
senior staff despite fixed salaries, Tanzanian

organizaticns compete through the offering of uncosted fringebenefits (loans, housing, free electricity, a bus service,

clinic, a retail outlet, etc.). 
 These must then be absor-ed
 
into the organization's overhead charges.
 

- Because senior managers are Presidential appointees, they tend
to dminate 
 review boards and are rarely challenged as long as

they prcject the aura of -yerere's backing.
 

- The inability to dismiss staff except 
 for the most flagrantoffences results in an 
organizaticn accumulating a large nunbe
ofl fu--.inally specific junior workers: grass cutters; "ea
ladies", etc. Work traditions dictate that individuals can cn vdo a narrow range of tasks. This rigidity greatly inflates the

unit costs of production, particularly during times when there
 
is low capacity utilization.
 

- Political interventions 
 are common. root, actionsAt such occurwhen Party officials or other senior bureaucrats try to externalize 
costs which their own organization cannot Thepay. "loaning" of 
ecuipment and transport between Tanzanian organizations is c---cn,
but ultimately the donor unit must pay the costs entailed.
 

- By deliberate choice, Tanzanian units are often built to havelarger capacities than would be reouired at present prcducticn

levels--ironically, in the mistaken view that this allows them
to reap "economies of scale". To operate with an unnecessarilylarge physical plant is a recipe for stilladding more staff and 
:cr razid de-eriorati -n in L-nu-ed enuipment. 
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17) In sum total, the above organizational traits contribute a
 
huge, though invisible, 
 pressure which the Tanzanian firm or agency 
must counteract orderin to be reasonably efficient. We are not 
arguing at all that poor management is an intrinsic Tanzanian trait. 
To the contrary, what this argument implies is that in order to show 
cost-effective operation, the individual Tanzanian manager must work 
extraordinarily hard. We also stress that there someare quite
 
successful Tanzanian 
 institutions, so that at least the potential
 
for more cost-effective operation exists. At different times 
 in 
Tanzania cne was told that PPMB, MUDB, TRDB, MORETCO, and other similar 
sections were doing an excellent job (though one would not necessarily 
obtain the same listing today). The Sellander Bridge was rebuilt
 
using local 
 labor in record time. A priority task of productivity 
analysts within Tanzania should be to identify such unit,, and then
 
study them intensively to discover I v, even under current constraints, 
they succeed. 

18) An element of urgency is added because it does seem that the
 
problemmatic elements in Tanzanian 
 administration are becoming more
 
interconnected over The factors
time. negative have incrensed In 
weight as the system grows larger. Whereas in the past there mizht 
have been only a single reason pushing a manager towards a decision
 
which carries adverse 
 overall ccnsequences, today the reasons for 
making the wrcng choice are Themultiple. interconnectedness of 
Tanzania's parastatal malfunctioning is represented schematically 
overleaf. We should conceptualize the linking arrows on this 
diagram as reverberative feedback loops, growing stronger each time 
they are activated. While a country make get into this dangerous
 
situation step by 
 step, once the network of negative pressures has 
become highly intertwined, individual remedial tomeasures cease 
be effective. The positive responses desired from individual managers 
no longer occur because even when a given pressure is temporarily re
moved, there are many other reasons prompting the individual to take 
the wrong action. This is what we meant when it was stated in chapter 
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two that the basic difficulty in Tanzania today is that managers have
 
many proximate reasons for doing things which nevertheless destroy 
overall organizational productivity. To label this a problem of 
"weak" or "immoral" management per se is to completely misunderstand 
how the system functions. A further implication is that the earlier 
simplicity of control and operation is irretrievably lost. No 
matter who holds Party leadership, the size of Tanzania's parastatal 
system (with well over 450 individual agencies) now exceeds what 
one or two well-informed individuals can control. 

19) This organizational context explains why as a team the SIP 
group was unable to welcome enthusiastically the Tanzanian Govern
ment's current restructuring of co-operatives, local government, 
and the parastatal system. While the changes being implemented (in
 
1983/84) were sound ones, they will not yield dramatic economies in 
parastatal operation. The unresolved issue remains how to decide 
(ard then finance) which functions should remain within each crop 
authority. Among older TanzanlanE who remember the more placid 
economic climate of the 196 0s, a strong sentiment exists for a 
return to the marketing board structure. Regretably, it is doubt
ful today that by the mere return to an earlier structure, Tanzania 
can recapture the fiscal conservatism which its marketing boards 
once evidenced. The whole rationale for a vertical g-.ouzino of 
technical and marketing function is hinged on a sharing of overhead 
costs. The existing authority structure also has the potential for 
rapid internal cnmmunication, so that when technical bcttlenecks 
arise everyone is informed and an appropriate response can be mobil
ized. It is by now abundantly clear that whichever organization in 
Tanzania is made responsible for offering crop credit and purchasin
to villages will probably operate at a loss. Thus while the "new" 
policy of having co-operatives take over this function is sensible, 
it will not be a markedly less expensive approach. Similarly, the 
handover of extension staff to the Minis-try of Agriculture was done 
at a time when the 
Ministry was very weak technically, and was not 
accompanied by handover of parastatal transport. It is unlikely the 
"new" three-tier structure will be less expensive than what it replaces. 
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General Observations
 

To conclude this chapter on Tanzania's public 
sector institu
tions, let us 
step back from the details on individual ministries 
-o
 
obtain an overview of the organizational landscape. The focus is cn
 
common traits shared by many Tanzanian agencies, which jointlr make
 
up what car be termed the Tanzanian administrative system.
 

1) Our starting point is that Tanzanian institutions are very
 
manapement-intensive in order to obtain a predictable output. 
 Routine
 
actions, such as preparing annual reports 
or getting the accounts to
 
reconcile, require far more effort from those in command than cught to 
be necessary. Of course, this trait is by no means confined to Tanzanial 
But those who have worked in a number of African countr.es usually az_e 
Tanzania is among the worst in terms of the sheer persistence one must
 
evidence to make things happen. 
 Tanzanians themselves provide -rof 

,when they use personal contacts to circumvent normal Procedures--thre
 
solving immediate problems but overall
making performance wiorse. -"4'e
 
this is a controversial observati,)n let us give two 
 brief examples, frC7-
A YA and from an evaluation of KZLZ.O s parastazals: 

The ".inistry of Health has well-trained Tanzanian professicnais inmost of its senior positions, yet they have so little qualified
assistance and are faced with such overwhelminz co- ictransz:rtation constraints that the overall ouality of aanazenn ....... the Ministry is very poor. The same situation exists a:
the rura. levels of the regions and districts. (Henr 198O:4) 
The senior management appears to be well qualified and astute inthe performance of their functions.... Durinz the course 
 'study, where senior management personnel askIedwere for information, almost inevitably they themselves had theto find i-form-ation physically. They rarely seemed to have anyone to whom :heycould delegate even some relatively simple tasks ....The net effecof all this is the utilization of an incredible amount of time too...p sh the most elementary ask. (elson 1979:29, 31) 

One can list many reasons why this should be so: over-centralized de
cision ma.ing, poor communications, unreliable support services, too 
many steps in routine transactions, low work output from junic 
etc. Probably all contribute. Nevertheless, while systemic letbar
persists at present levels, individual workoroductivit',:. ' e I 

http:countr.es


2) Amorg the factors contributing to middle-management load, 
perhaps the most significant is the large number of steps which are 
often required to complete a bureaucratic transaction. For example, 
Fernandez found in the early 1970s it took 358 and 592 days, involv
ing 36 and 56 separate administrative actions, "board"to two unser
viceable Landrovers (1972:51-55). By his analysis, the task could 
have been reduced to "only" 24 steps requiring 4 months; that this 
reduction would appear a major improvement is itself a commentary 
on the system. Again, Micheal Schluter traced through for the World 
Bank eight major actions, each with numerous internal andsteps cle--r
ances, which a Tanzanian tea factory must take to obtain an imported 
spare part. The point is that Tanzanian agencies (whether public,
 
parastatal, orprivate) do realexpend resources in trying to make 
things happen: phone calls, letters, fruitless trips to Dar es Salaam, 
expensive delays while equipment lies idle, etc. A major effort at 
simplifying procedures and clearances is 
long overdue.
 

What does the present situation signify for the system as a
 
whole? First, it would seem reasonable to guess that procedural 
 elabor
ation grows frcm above. Any organization tied in knots gets tha ;. 

when senior managers try to increase control over its constituent acti
vities. Second, this situation is symptomatic of systems with pocr 
feedback from below; thope whose work-load is going up are unabl- :c 
impress this fact upon their superiors. Third, attempts at increasing 
control in this fashion are inherently counter-productive. The more 
difficult it becomes to accomplish things through normal channels, the 
more people will resort to informal means tc obtain what they need. 
Fourth, procedural complexity is cumulative throughout the system. 
Whereas having six or seven steps to gain a desired action may not 
seem unreasonably long Ln the individual case, when almost all actions 
require similar input the overall effort becomes intolerable. Fifth, 
this kind of procedural obstacle course invites arbitrary interventicn 
by individual officials. Ultimately, it fosters the growth of ad

ministratiVe corrupticn. 
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3) A paradox we cannot fully explain is thbt while managers

of large Tanzanian organizations 
wield extensive power, coorAdinazic,
 
between divisions is often poor and 
 overall organizational morale low. 
In at least three of the 
four large Ministries responsible for key

social and technical services-PMO, KILIMO, AFYA and ELIMU-little
 
operational coordination between divisions takes 
place. AFYA's
 
situation as it was up 
 to 1980 was described in these words (Henn 19.c:3): 

There is a Planning Unit within the Ministry which has been severely hampered in its efforts by the lack of a reliable information c.rreporting system and by a lack of communication between the var.:usparts of the Ministry. The situation ... until recently has neted various sections ... to deal indpendently with donors and todevelop projects without central coordination. 

Explanations might be the personalized delegation of many tasks tc :nly 
a few individuals (and not necessarily those so entrusted by virtue c
position) from the top; a feeling suggestions from one divisicn abo:. 
another's operations are "meddling"; lack of caonmitment to the Mn:-*r.r's 
overall cjectives; or even open competition for betweenresouces -e
tions. The general lack of coherent, flexible, and apprcpriate pi=r_-n9
is a flaw within many Tanzanian organizations, whose general managers

have been allowed to go up to 100 percent over budget 
 without censure.
 
Indeed, the 
 top managers' decison-making style contributes to the proZ
lem (Nelson 1979:3!): 

As an overall observation, the senior management generally appearto be overworked. Too many decisions appear to rest on this leveland it was nothing to have twenty people come into a senior executive's office courseduring the of a two hour interview for directions of one kind or another... 

4) Without having intended this outcome, Tanzania's leaders 
have created a generalized stracture for training which consists of 
many small steps with frequent interruptions. While the objectives
 
at each step seem sensible, the resulting system is relatively ineff:
cient. At most stages, teachers are overstretched with little oppor
tunity to worry about quality. Instruction is defined in terms of 
classrooms and beds, not vital ingredients such as having an adecua_ e 
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library, equipped laboratories, or interested students. Proponents
 

will counter that such idems are "luxuries," beyond the economic 

reach of a poor country like Tanzania. Nevertheless, by failing to
 

design the system as a totality, Tanzania's policy makers have built
 

expensive higher level institutions forced to operate at very low
 

levels of efficiency. The bottleneck in numbers of secondary science
 

students (and their quality) is self-created by the system, made worse
 

by overexpansion of small occupational colleges requiring science
 

passes for entry. The structural contradictions within the system
 

cause poor utilization of resources rather than being themselves a
 

consequence of Tanzanian poverty.
 

5) There is no doubt that Tanzania's top leadership now recog

nize the inability to continue to support organizational proliferaticn. 

Here our warning is that the forces leading to proliferation appear 

beyond planned control, with new parastatals being formed faster than 

old ones can be disbanded. The pressures behind parastatal growth 

incl!ude: 

- Donors'desire to have each their "own" project entities. 

- Dissatisfaction with existing agencies' performance.
 

- Claims from "overlooked" regions without major facilities. 

- Rivalry between ministries in setting up their cvn collegres. 

- Need to retain specialized scientific staff, i.e. terms of serv:ce. 

- Field activities which are. not suited to government regulatlons. 

- Desire to insulate the organization from direct political control. 

- "Big fish" needing new appointments equal to their seniority. 

Even when there is agreement in principle that no new parastatals be 

formed, in the real world of proximate decision-making there wifll 

be usually reasons for making one more exception... Donors should 

recognize that in Tanzania as elsewhere new parastatals v'll continue 

to be formed. While "privatization" may sometimes help, more attention
 

must be given to gaining control over the internal workings of the zara

3:atals which remain in the public sector.
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6) On va2icus occasions different Ministries (AFYA, ELLIU, 
P.MO, and XILIL!O) have tried to kzircumvent the high costs of technical 
staff by taking on village-level paraprofessionals. One can cite
 
attractive theoretical arguments (dialogica. extension, etc.) in
 
support of this policy. 
Nonetheless, similar difficulties have emerged 

in every one of the programs based on this tactic:
 

- It appears extremely difficult to convey the necessary concepts
and skills required in a comp..ex environmeht within the 1-6
months usually allocted for training such cadres. 

- Those joining these "crash program" schemes have usually

been unemployed young men seeking entry 
into more secure
 
jobs outside their villages.
 

- The marked seasonality 
 of village production makes it unrealistic 
to suppose villagers will support paraprofessionals by payments
in kind. Ultimately, the sponsoring Ministry becomes pressured
into salary support even though this was perhaps not intended. 

- Older mar. and wamen who are household heads within the villages
generally do not trust the advice they receive from school
 
leavers, nor do they seek out such people for assistance. 

TImplementation of these prog-rams opens the door to haphazardous
staff recruitment, since little control is exercised over who 
gets taker, or., but once employed such people find ways to stay. 

This is, then, an area where idealistic principles if allowed uncritical 
sway may create actual work situations totally different from what thcse 
at the 
top wanted. Most ministries have enough staff To make fu-ure 

crash prcgrams unnecessary.
 

7) Senior Tanzanians when pressed to explain the "current economic 
crisis" will often say that while policies were good, impleentation has 
been poor. This implies, of course, that the implementers were primarily 
at fault. Dair review in this chapter suggests a more complex interpre
tation. Often it would seem the present system is unable to resolve how 
to desizn implementation of bold, new policies. Wildly unrealistic tar
gets have been uncritically accepted by those at the top; the design of 
organizations has often been influenced by those who hoped to fill the 
positions being created; structural incompatibilities between levels are 
allowed to persist; and long delays occur between the announcement of 
new policies and actual implementation. These are all signs that imple
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mentatJicn issues receive inadequate consideration in the initial
 
choice of policies. We 
 are not in a position to say why and how
 
the breakdown occurs, but 
at the least friends of Tanzania's bold
 
policies should recognize where many 
 of the problems originate. 

8) Tanzania's Party leadership should be commended for having

allowed free criticism of institutional performance in the Daily

News. 
 It would not take much additional courage to make public

the various performance statistics readily available 
 to donors like
 
the World Bank in Washington, but restricted 
within Tanzania. In
 
recent years most ministry officials have become accustomed to re
reiving audits, mid-term reviews, 
 and project evaluations. Such 
documents con-tain valuable details and criticisms. if Tanzania is
 
ever to develop the capability of its own institutions, such theas 

IDM or the ERB, individuals working such
in places must have access
 
to adequate documentation. 
 The Party could announce that all restricted 
docu.ments dealing with parassatals and ministries other than defence
 
would be released for general 
 use in the country after three years.

Knoaledre 
 that this would eventually happen would itself increase
 
pressure on parasTatal managers to respond 
 constructively when criti
cized. The Government 
 might also request that donors rou-tinely Eend 
codes of descriptive reports to the major local instiutions, e.g.
the two universities, ERB, IRA, IFM, NIP, ESA.,I, and KivuKoni. 

9) The last point has to do with donors themselves. was
observed earlier in this chapter that donors' approaches have sometimes 
accentuated existing administrative weaknesses. Looking theat large
role of World Bank/IDA loan financing in many of Tanzania's low per
forming programs, we find it difficult to believe there should not be 
some jointaccuntability. Similarly, SIDA's generous hard currency 
support must have played some part in the leadership's continuation 
of over-ambitious field programs which did not pay off. The changes
donors are now demanding of the Tanzanian system would be more palaTable
if the donors themselves acknowledged their roleown in creating czme 
of the problems which Tanzania now experiences. 



-299-

CHAPTER SIX
 

COOPERATIVES AND LOCAL GOVERNMENT i 

In.trc ucticn
 

1. The two major policy initiatives in Tanzania's institutional environ
ment which we were specifically requested to examine 
are the reintrc
duction of cooperatives and local government. 
 Both are occurring at
 
a time of economic crisis; both have be-n adopted in hopes of bringing
 
decision making closer to the 
people; and both are housed administrative
ly in the Prime Minister's Office (or ?MO). 
 For this reascn and because
 
they are being implemented at the 
same time, both are competing for t-e
 
same scarce human, financial, and institutional resources. Most sign
ficant of all, both are reintroductions.
 

2. The reintroduction of an institutional form which was already -re
sent at an earlier period and thin abolished is bound 'co be a c.:=plex 
undertaking. On the positive side, Tanzania has a substantial cadre of
 
senior officials-- some of them holding very 
high pcsit-ions indeed--who 

thoroushl y understand the problems of c:o-operatives an: dis:rict coun
cils from frst hand ex:erience. On the negative sid " ec:nicins 
which brought abcut the abolition of co-operatives and di-r:: coni2 
in the early and mid-i970, still exist. Enough is known ab.out these 
difficulties to predict that unless great care is taken, the "new" 
institutional for:ns will soon enccunter the same pre.sures an.: eak
nesses which their predecessor organizations did. It u -z "cbe 
ncted that co-operatives and local government rlost most cf thei best 
staff to other crganizations--principally the parastatals, which were 
being created in large numbers throughout the 1970s and which had a
 
strcng der-and for good managers and accountants-and so start life
 
again in a weakened situation vis-a-vis their stock of ex:erienced
 
personnel. 
 To compound the problem further, the P2C chose t: :-rite
 
new legislation for both co-oper.tives and local government before
 
many of the implementation details had been decided. 
 By Septem
ber of 1983 , we were being told that this legislation wa- out-of-date 
.ecause of subseouent chanzes so that field staff cculd f::.:w neither 
The old regulations which they understood nor the new ones which were 

1 uch of thi cha :ter was pre pared by -eorge Honadle, drawin-- u:n
 
1he -evelopment A!-rn'tives, ir.c. experien'e in Arusha -e .sn, .
 
also his own extensi-vz .ricar . Sro,'d.
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already inaccurate.
 

3. In our discussion of these developments, we will first treat the 

two types of institutions separately before in a closing section look

ing at commonalities in the implementation process and reviewing possi

bilities for donor (chiefly USAID) assistance. 

A. COOERATIVES 

Short History of Cooppratives 

4. Tanzania's cooperative movement owes its origins to a successful 

attempt by Chagga coffee growers in the 192O to circumvent immigrant
 

traders and sell their-coffee directly on the London market. With the
 

enthusiastic backing of a British District Commissioner (Sir Charles
 

Dundas), the Cooperative Societies Ordinance was enacted in 1932 and
 

the first 12 cooperative societies registered in Kilimanjaro District.
 

The Chagga coffee growers example was soon copied in neighbouring Kenya 

and eventually in other parts of Tanganyika: on nearby Mt. Meru (the
 

Meru Cooperative Union), in the south (the Rungwe Cooperative Union), 

and in the west (the Bukoba Native Cooperative Union). All of these 

were associations of coffee growers. By 1948, there were 62 registered 

cooperative societies amcng African farmers, with a total membership 

of 52,000 (IBRD 1961:214). Of these, the Kilimanjaro Native Coopera

tive Union (or KNCU) remained by far the most powerful and influential;
 

in 1953 it exported 7,910 tons of coffee. This success stimulated a
 

parallel effort among Sukuma cotton growers living around Lake Victoria.
 

Once again, the principal aim was to bypass Asian middlemen, the cotton
 

ginners whose power over producers had been strengthened during World 
War II. Following the coffee growers' example, the cotton growers were 

organized into the Victoria Federation of Cooperative Unions (or VFCU). 

By 1960 just prior to independence, the VFCU had no less than 360 pri

mary societies organized into 19 unions, with a total membership of 

140,000 (MacDonald 1966:129-30).
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5. Thus byi t~e time of Tanganyika's Independence in 1961iat2 Afrca
cco'era tives handled almost all the country's peasant prcduced exp:r
crops and a substantial portion of the domestically marketed crcs 
',such
 
as . For
cdstuffs). 
 over a decade, the co-operative movement'had been
 
a principal outlet into which younger African leaders with commcrcial
 
aptitude had channelled their efforts. 
 Not surprizingly, these 
same
 
indij.duals 
Joined TANU, and shared the 
Party's success when it 
cane
 
.o power under the leadership of a secondary school teacher, Julius
 
Tyerere. He in turn picked four of the first TANU Ministers directly 
from the too ranks of the cooperative movement--all going into key
 
economic .inistries--and the T.NU Constitution 
itself embodied a foral
 
comitment to cooperatives. For example, Article 
 (f) which states the
 
Party's "?rinciple Aims and Objectives" called upon the zcvernmenz 
 tc
 
actively assist the
in formation and maintenance of coc-erative cr:-.... 
tin:ns. 

6. 7,;ith political backinz in the nost-colonial zeriod, the .u':
'cooreratives gre, racidlyj The of-..;=e phanded by thec
 
tives increased fr=m 1451,CCO ton- -in260 to abcut 
 , Cns in .
 
To s.re...the the marketinz cooperatives, the 7cvern:ent -n 1,56 
the C:,c era:ive Unior of Tan:.anyika (or CUT) as a cervicinz in ttuti n
 
to backstop the individual Unions. 
 It was announced that hencefor
no Pn..ry societies ,cu 1 
 e re cr which did not affiliate. 
o.e f.the 14 . u.i.s (acD 131). In ...
 
insttu:..nal supports were added: a Cooperative College "h-ch was hud!
in lfoshi near the heart 
 of the .2,CU (Burke 1965:8), ar.2 a Coolerat s 
Develooment Bank to act 
as 
the unions' banker, Alongside This bank va
formed the National Development Credit Agency (or NDCA) which Fave loans
 
to the scieties 
 (the N~CA was the predecessor to the Tanzania -ural
 
Devel o:ment Bank). 

7. The price of such official support was an increasing decree of con
trol from above. While being moved from Ministry to Ministry (Aricu.... 
to Cooperatives to Re i.nal Administration), the Coop-rative Develo-_-en 
Division expanded its corps of inspectors from l 5 to 286 ........ 5E:
 



130).nstea of-rly; 

130). Instead of relying upon voluntarism as basisthe for formLng
 
new cooperatives, Politicians wanted to establish as any cocperatives
 

as possible throughout the ciuntry. 
Carrying this theme to an extre e,
 
the government in 1963 through 
 an amendment to the Cooperative Societies 
Ordinance, stripped the Registrar of Cooperatives of the final power
 
to refuse to register a cooperative 
 because it lacked evidence of 
viability (!Awase 1973:9).
 

8. 
 Following such political pressure, cooperatives began to be organized
 
from above without concern for genuine local demand. 
 Officials in other
 
regions which had lacked 
African--rown cash crops (and hence co-operatives) 
felt obligated to form primary societies, even in back=cois areas like
 
Singida, Chunya, or Kigoma where there 
was nothing much to sell. 
 Once
 
a society was registered, peasants ccul ± be forced to sell their pro
duce through it. The then Vinis-er of C'.-merce and Co-oeratives, Jere
miah Kasambala, warned the Naticnal Assembly of .hat
in June 1954 things 
were getting out of hand: 1
 

Flattered as 
I a= by the ccnstant references both i..ide and
outside this :iouse tc tne desirability of establishing new
co-operatives of every sort and kind 
... I would cake itouitclear that 
as the Yi..se7 r.ocnsible, I am here t. eoczur-i
'the£ 
 ........ cf Zuccesfu. co-czarative2 cnv, an: no
-uc-t a ofd---wie
n.ushroo= orfozire co-coer*tives.
 

9. E.',1966 there were 1,533 re -stcered cooperatives. The.- .ere -er-n
 
asked to take 
cn ne-x 
functionO, such as ';arehous:n, pr.cesi z, h
ac'c=odation, car hire services, tractor ploughing for members, etc. 
The VFCU served as a notorious example. 
 By 1965 it had ballocned to
 
45.0 primary societies, and it owned 1 
ginneries, 3 oil m-1l, 
 2 rice 
mills, a sisal factory and 158 tractors-all financear out of cesses on 
a low value, annual cash crop being ;rown by smallholders. ..- or:5nz 
to la-Dcnald--who wrote as an adzirer-.he VFCU-had-a budget one ::LrI 
the Government's and its expenditures were three tires t!:,se :f the 
Ministry of Agriculture (l9d6:1 5). 

l±alicz in the original, uoted in wase (!97":.). .te nctec that Kazazbala himself' cane out of a back,-roua.c ir - cz-r
ative cvrement. 

http:adzirer-.he
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10. Cn 26 -an.ar%, 1,669, a seven-man ?residential Special Ccmmittee 
of Incuiry:',az apsointed to look into the troubles of the coce-eratives 
and marketini bcarJs. Its terms of reference Pere: 

to review the staffing, and where necessary, the or-ganizaticnal structure of the Co-cperative Movem.ent and the "arketin _-Boards in order to recommend what steps should be taken tcst're..the.n thz- f:r the maximum benefit of the prcdu.ers and 
consutzers alix.e. 

The Committee f that prices,tund low heavy overhead costs, losses, 
corrupticn, nepotit., diishonesty, inefficiency, undemocratic leader
si-o, and u.n"air Erading of produce were scme of farmers' =ajor ccz
plaints against th- co-coeratives. . It also claized that "a major

prohcem Of the Co-crerative 1ovement is its susce;tibility to poli
tioal2..- __= ..
 *'--_ findin.- which the Government's subse-uen-n."r,_
 
Pa:er re4e:e :ase( 1973 :45). 

i!, These f_::dir..s resulted in the ,overnment's takin- o'.:r the ' 
'inU4:zno af:e:, remcvinz their leaders. In I E. 16 other Uni:.s
 

in les3 e -:eZ -=-:ns 
zere alsn taken under temporary ;:err..
ma neMent '-"-se I973:1223). The Revised Co..erati.'e Z4
 
recrz-..ized the ccoperati es 
and strengthened central ccntro ls., 

Unifie Co-cperative Service Ccmmission was ini created, a.......
 
1"ni= staff n , i -:e d t"-a door to tra. :_ -- of zerr....
 

?S-'. rn:-inz. -7ventua-l!y it w;as d-ecreed there c- c4 ! * -. ! :n
Uni:n per .,Si-n. Step by step the co-czerati"-e mcvement .a- bec......
 

more bureaucrati:-d, hence
and mere removed fr=m its ulti-.-.e .-a 

the growers at the society
primary level.' 

12. With the proclamation of the Aruoha Declaration in early 1967, a 
new element was introduced: the expectation that in Ujamaa villages 
the existing martzezing co-operatives should be trancfcrmed into multi
purpose , ;ruc i :.-oriented fa.IinE unit . Th- more ra
tors viewed the t-aditional marketin- co-o-.rrative as an ins:rumer.t for 

.. eop: ita:izn of' he weaker :easants by t .e trn'or. It .;f'.-
tht existing co-operative movement repreF.ned the "kula.s" an£ rutr. 

1Van ie-':-er o=d Van Velzen (1972) pOi:.e.j cut that -e asan t l .. d 
officials as.off s -- " :--- ', " "'"s-... 7crd :r "ment", and continued to identify them as :r'.?ns o: centra± Jzer.- 'o-hthan as t-he:.r ouin instruments for progress. 
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capitalists. A rapid transformation into some kind of production bri
gade seemed the 
only way out which was consonant with the new ideology
 
of "ujamaa" production. The main obstacle was that "ujamaa" policies
 
were treated as being of a highly political nature, and there were 
 no
 
technocratic guidelines to indicate in 
 detail how the desired transfor
mation was to be realized in practice.
 

13. *eanwhile the expansion of the co-operative movement continued,
 
and with it spread the abuses which the Committee of Inquiry had tried
 
to correct. The TANU National Executive meeting in Kigoma in March 
of
 
1971 decided to write-off Kigoma Region's co-operative debts of over
 
shs. 368,000 to the National Bank of Commerce; in the same year, Dodoma's 
Co-operative Union was reported to have run up a 2.5 million shilling 
loss (Mwase 1973:129). Difficulties at the primary level are well docu
mented in the literature, and were 
by no means unique to Tanzania.' A
 
Scandinavian researcher who in 1971/72 reviewed the of
accounts 1,060
 
primary societies found that 22 were 
 insolvent. All the societies in 
Dodoma Region were insolvent, and in both Morogoro and Tanga Regions the 
number of insolvent societies outnumbered those solvent (Westergaard 
1973:30). Westergaard found the large number of deficit societies was
 
his "most striking observation". His advice to the Tanzania Government 
is still timely today (1973:33): 

There are societies which suffer from chronic deficits and one 
may well wonder how they are kept alive. In many cases, theprimary societies live on overdrafts from the co-operative union
and the union in turn ... on overdrafts from one of the banks.

Keeping an insolvent society alive means, in the final analysis,
that it is subsidized by others... Subsidizing a co-operative

society...may be a desirable policy. In remote areas with scattered population where 
a society may have difficulties in reaching

a high turnover, it may be 
desirable to subsidize such societies...
 
Such subsidies should be made deliberately and openly as a lump sum.
 

Instead, the Unions were 
left to absorb these losses.
 

1In the literature on East African co-operatives, key sources include 
Hyden (1973) Efficiency versus Distribution in East African Cooperatives,

Long (1970) "Co-operative Enterprise and Rural Development in Tanzania,"
Mutaha et al. (1976) Cooperati.rs i 
Tanzania, Saul (1971) "Marketing
Cooperatives in a Developing Country," Widstrand (1970) Co-operatives andRural Development in East Africa, Quick (1977) "Bureaucracy and RuralSocialism in Zambia," Nelson (1967) The Freemen of Meru, Westergaard (1973)Analysis ofthe Accounts... (ERL-Pap 73.2), 
and Young et al. (1981)
Ccozeratives & Development.
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14. From around 1970 onwards there developed a widening'split between
 
members of the co-operative movement and the TANU Party leadership.
 
This split was signalled in July of 1970 when the Co-orerative Bank
 
was dissolved, and members told they could use 
the newly formed T.RDB
 
instead. 
The Bank Chairman criticized the Government's action in 
a
 
signed newspaper article, and 
shortly thereafter steoed down frc
 
his job. In a "Face the People" interview the then inister of Agri
culture, Derek Eryceson (himself an ex-wheat farmer), called the
 
Co-op Unions "middlemen destined to suffer the same fate that
as of
 
all other middl6men" (-wase 1973:18). A few 
 days later the CUT Annual 
Conference voted unanimously that the Co-operative Bank's assets abCve
 
shares (abort shs. 5.5 million) be returned to members rather than to
 
the newly formed TRDB as had been recommended (:wase 1973:3). 

15. The above details of a historical nature suggest that the ultimate 
anncuncement that co-operatives would be disbanded, which occurred i 
mid-1976, was in fact a long time in the making. There were sil y 

= 
wea s esithin the primary sccietieZ, desite nearly a deca-e' 
remedial activities cn the part of the Co-operarve College an- he
 
field inspectors. 
 y of the Unions remaine- finarcially
 
and so had repeatedly come under the scrutiny of TA"U's raT:,nl
 
-
s.in. .arketinT co-oreratives -;ere an embarrassment within.the '! -m 

vi-r, x-....the e-a ,hlihmen: of c a..na n C .ion 

the uzimate zcal . L_.ay of the eai 
Co- lad r-,-e--e o 

active within the top ranks of TAtU, and 
on 'heir ;art blamed the
 
Government's pressures for the movemert's predicament. 
 And, finally, 
the growers were probably disallusioned by the growing burden of :ver
head costs which the bureaucratization of the Unions had cccasi_ n=d. 

Reasons for Cooterative Malfunctioning 

16. dba..i.: the entire co-operative movemt,-,, the TanL_.zia 
Government avoided coming to direct terms with the underlyinz cau-es 
of cc-aperative However, because the ,anzar-- . 
ience ;i-,h co-czeratlves is well dccxmented, it io possible tz secl:. 

It can. -e noted that similar difficulties 'were ap;aren. ....

nei,-hbourinr.- coun:ries of U:-anda, 'Kenya, and Zam._- ... '-".
The -'.liel is especially instructive for uncers-anding the Tanzaniar. c-e, 
here see Quick I 
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with fair certainty what the reasons for the Tarzanian failure were.2These become especially pertinent when policies for reviving the Co-op
institutional framework are 
at issue (as they are 
in this Report). in
very abbreviated form, the main causes of co-operative weakness were:
 
1) A general inability of illiterate growers to contrsl the-*
society's business through the mechanism of the arnual
members' meeting.
 
2) iloorly desigrned accounting systems, which made it hard tc
relate costs tc returns or to prove what had in fact been


dne in members' nae.-

I) 	 Long delays in the submission and approval of accounts,which thereby lost their significance for either management 

or for control. 
4) 	Temptations occasicned by cash handling in remc:e 
areas
 

w ....
out adeoq=te banking services.5) -isuse of co-operative transport and equipment for ccznn:i~.members' private purposes.
 

6) 	At ?.....to impose sin,- =e c 
nn 
 o.ma
 vome, .o'.w
aue 
food crc-z! in marginal areas .hv.ecosts were- high and e zcwers could easily evade t' .nach .. :ne ry.

7) In scme instancez, 
 invo!-.ent ;rith higbly perJSha'be Cro-..
 
8) The my-riad difficulties of controlling and main-aininz- tranz:
in 	 si.tuaT-ons wiLbout good roads or supporting services.
9) Lack of trained staff the
at village level capable of doacccunts or nanag4in the warehcu~in-- fur.ction.

10) C2reiti n frcm better establizhed local traderc in the ea-'.years whe-n volumes being handled might still be very.-
11) Attempts to organize 	

low. 
primary societies "from above"growers 	 beforeshow an interest or have any commitment.


12) ?requent political interventions, e.g. 
encouraging lenianc', tcwards insolvent societies or 
imposin- political criter-42 f.:1
staff recruitment and leadership selection.
 
13) increased bureaucratizaticn at 
the Union level, with a ccn.e.uent
financial burden on the 
stronger pr: 
ary socities.
l) 
Involvement of Co-operative Unions in an array cf unnecess.r, and
non cost-recovering enterprizes, with 
a consequent disrzr3icn :"Imanagerial attentioN and members' profits.

15) A continuin7 loss of better staff to higher paying posit.icns elsewhere in the 
public and parastatai sectors.
 
1 
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17. The above listing of reasons for poor co-op performance is har:1.y 
uniue to Tanzania. Vany other African countries have had to cope 
with similar difficulties, e.g. the comparatively Huccessful 
irrigaticn
 
co-operatives in rural Niger. 
Given sufficient perserverance, a natizn
 
like Tanzania could resolve its crop marketing problems even under
 
existing circumstances. However, in contrast to the general situaicr
 
of African co-operatives, the Tanzanian failures (excluding for the
 
moment the more 
successful coffee co-operatives) arose 
out of a heizht
ened interaction of: i) "top-down" formation, ii) remote locations,
 
iii) involvement in low value, annual crops, iv) transport dependency,
 
v) weak institut.ralization, especially in regard to financial :znnr...,
 
vi) a h-';.-h degree of political interference, and, vii) a marked pa-ssi
vity towards Union level overspending. There is no need at this c nzi
 
to elaborate on the reasons why these 
traits are predominant in Tan
zania. W'hat is crucial is to recognize that these seven traits a:
still nre-er. 
in the rural Tanzanian in..tituticnal efir-ret
 
of this fact is provided by the 
dismal history of "Ujeiaa" vlla
owned shcps, which have 
 repeatedly encountered the sa-e d.ffiu 

which 
 afflicted the mar-Ketirn: co-operatives, with the same ccn-euen:-
(here se -the excellent discussicn provided in von Freyhol2's 
 rev-e- cf 
Ujamaa villages in Eastern Tanzania, 1979:87-88). Indeed, it is -he
 
thesis of this report that the transport situaticn in Tanzania h 
come worse, so that efforts to revive the co-operatives may o
a.more adverse situation than was faced a decade ago (reflecting ass 
diinishe profit margins cropsfor major and a near total bread zwn
 
of the input supply and spare parts distribution in remote areas).
 

18. It is significant that a majority of the reasons for failure
 
are of an organizational nature, suggesting a deeply rooted ina'iii': 
of Tanzanian organizations to devise effective working routines h 
safeguard organizaticnal performance. 
 Let us use for our exam.ple th
 
key aspect of financial control. 
 Von Fxyhold lists the absence of 
"any reliable sy tem of financial control" as the "Moct serious :r3le.' 
in nearly all Ujamaa villrnTes (1979:87). Preci:- ly. t-? ame ":.Jn." J-i 
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made by ',Westev.-aard at 
an earlier da-e 
in regard to cc-cperative

accounts. 
 He 
found accourting systems in 
use corncr.e& neither toth Co-operatives Ordinance nor were standardized within ard bet-,eenRegirns; there were 6 Regions where 
(a3 of mid-1971) no -cccunts 
,were
available after 1968; 
out 
of roughly 1,200 societies, abcut !,CCO
15 months :ere
or more 
behind in submission of'acccunts; and i coe " -...
accounts had been "misplaced" and could not be 
found (?;eztergaard 1973).


19. Circumstances such as von Freyhold and ester-aard describe meanthat society records had little use fcr their intended p'UrPose cf zanaemen' and control. 
 While in Westergaardts view the principal reas-n f-r
this state of affairs was the rapid growth in societo nubers, he alsonoted that the accountancy system was badly desi,.ed
headings were 

(73 :24). Accour.tmisleading; honoraria included in one ye-r's accounts oftenreferred 
to the previous season; the 
final crop ravou: usually came after
the end of the financial year and 
so had 
to be hov.n in -,he neyxt -eas-r.!s'acccunts,; it was not clear how. tc char.-e 
for sz:cll :Zrvie (i-tractor plou-hi~); and it was disturtr-i. eaS.forward .unspect balances shc'.-;n in the tooks n.s havn- ee "returne,
to members. All this in a system which .as sup:)e:.ze 
 ': a!-cw the .ar-r:*,Yilliterate farmers to keep their committeemen and leaders ue.co.t..'
 
2C. "....
ncr ordnizaeitna 
......s of t'--.
i 
 nau,.
 

....
ued in a ma jori-. of the ncre th" ,= i:

societies which handled Tanzania's main expcrt-earninz 
crops.. The 4i -lo;ical explanaticn which led tc the abolition of co-operatives in N'F
failed 
to recoi;nize 
the organizaticnal roots 
of the co-o;erative movement's problems. 
 The functions the co-operatives had been provii
..... -erea!:ty , v 
 critical for rural develop.ent: acvace:znt of e
credit, thG purchase of crops, storage, input supply, transport to
.e ....cllectinL- centers, etc. 
 The official polisy was 
that the
cash croo authorities should take over these functi" 
 w.ith the Vii__eCovernzent becorminz a 4e 
facto multi-Durpone co-ocera-ive 
as the ba
level or.aznation. 
Bu: the villages wera 
then:el-e' .Peeoly e'ireAj 

An Ac.merican volunteer who wcrkeda.,es ~'eot". -', Arusha 2.eru,much co-cperaof hi.o time t. simplii:rcuzcerscme -r,- takin effecat!eaccountancy -'system. See "Com.nin to. r.p-. Accoun-::e"w .... 9-l15, in Nelson 
(1967).
 

http:sup:)e:.ze
http:desi,.ed


other orgarizaticnal problems =rizJnz fr= the Ujazaa resettlezent
 
exerclse. At just 
the time when th._ Frime 'inister3- rfice neede 

all its resources 
to assist vilJlazers in implementing-the Villages
 
and Ujamaa Villages Act of 1975, its 
staff found themselves saddled 
with a nation-wide crisis caused by the 
change 
in policy towards the
 
co-cperatives. To a much larzer degree than outsiders realize, the
 
subseauernt problems 
 of the cash crop authorities in the a1te 1970s-
the large bank overdrafts the: accumulated in trying to 
finance cr-:. 
purchasing activities, the ra:id expansion in their overh-,ad costs,
 
the need to open 
 field offices in remote locations, etc.--ste= direc.
from the attempt to make them responsible for what had beer co-oera-:;7 
functions. 
And the P_'O foun6 itself almost entirely preoccupied in
 
1977 and 1978 in dev-isjnz ad hoc solu-ions which kept 
 the crop .
 
and ha..ling operationz 
 from :reakin- down entirely. Given that theZe 
were years of firancial str1'.nc. ccnplicated by czhIera outbreaks 
n: 
the .ar in Uianda, n retrszc= we can see tI:at the decision t atsl--h 
:-o:... ra-sves in t c:nc!ived and s-ectacularly i2.-:e:. 

n,:eruary !1, th ?ri=e iinister s Co-mission of Inquiry in :
 
tae ?ossibility of RIees:ablish:n- Ccoperative Unions 
 presented its 
re •or. r .- reas n t.- ac': there was by "1E"a _enerrl cc.
sensus amcn7 Ta.zanian leader -hat t e cach 
 cro- authcri-ies were
 
failing 
to Deform the ex-oc-::.ati'.-e functins efficiently. t ..as 
also widely felt that growers -. eded a more representative mar etin
institution, one 
 with which the,. could identify. Th4 s it ca-e as no
 
aurprizt 
 that the in-uiry Rez:t recommended that cooperatives -e
 
reestablished. 
 A new coozera:"ie Act was approved by the legisla ure 
in Yay of 1982, to go in-to effect in March of 1983. 

22. The ne, cooperative le isliticn establishes a three-tiereaz nat:==_.a 
system composed of primary societies based in villages, reg:o.nai or 
district based secondary societies, and a naticnal apex or?%-' a . 
The new cooperatives are to inherit the assets of the pre-ld cccera_

http:str1'.nc
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tives, and they are to be the main production organizations in the 

country. (Much of the property referred to has been used, since 1976,
 

by various cash crop parastatals, even though in most cases the transfer
 

of legal title had not been finalized.) Once again, the "new" coopera

tives come under the PMO, but the apex organization will be a mass
 

organ (like JUWATA, etc.) of the Party.
 

23. The reintroduction of co-operatives calls for judgement of two 

kinds 	 by potential donors. First, a realistic assessment must be made 

concerning the measures needed to improve cooperative performance and 

the likelihood such steps actually will be taken. Second, what types 

of help should donors provide, and which donors have a cutparative ad

vantage in dealing with co-operative organizations. Here the SIP team 

notes the already activated assistance from the Nordic crurntries to 

PFlA for its re-introduction of co-operatives. In mid-1983, we were 

told the new project will assist both the International Co-operative 

College's training outreach, and the regional unions (with one advisor 

scheduled to assist in each region). In size, this project already 

exceeds any which USAiD might consider. Furthermore, the Scandinavian 

countries have a strong comparative advantage based not only upon their 

own co-operative movements, but a.so on a long history of technical 

assistance to other East African countries (such as Kenya). We feel 

that with so many other areas in urgent need of external support, it
 

would not be very cost-effective for USAID to try to duplicate the 

Nordic support. 

24. Whatever donors should assist co-operatives, it will be important 

not to assume that training by itself is the main need at the moment. 

Earlier, in chapter 5, we saw how Hyden's follow-up study of the Co-opera

tive Education Center's trainees east doubts on the premise that giving 

people skills will change the system (Hyden 1974:49). Von Freyhold's
 

study of Ujamaa villagers gives exactly the same warning (1980:88):
 

Training alone, however, would not have been enough. In most
 
villages the idea of financial control was incompatible with
 
the relationship between members and leaders... The suggestion 
that the financial dealings of a leader needed to be watched was
 
tantamount to a vote of no confidence to which members only re
sorted when ... some of their money had been embezzled. 



- 311 -

B. LOCAL GOVERNIMENT
 

Short History of Local Government 

25. During the British colonial period, local government passed
through two stages. First, from 1927 to i954, the Native Authority 
Ordinance made local chiefs responsible for collecting taxes, main
taining law and order, and constructing and maintaining physical infra
structure 
(such as village 
access roads, local court buildings, and
 
other public facilities). 
 The second phase, 
under the Local Govern
ment Ordinance from 1954 
to 1963, 
saw the base of popular participa
tion broadened as District and Township Councils were 
added to the
 
local institutional profile. 
 Chiefs continued to exist until the TANU
 
government abolished them in 1962. 
During this second phase, local
 
authorities were also required to initiate eocio-eccnomic.development
 
projects in their areas 
of jurisdiction.
 

26. 
 The close association of local government with" British supported
 
chiefs and local councilors ("diwanis") was 
to have negative conse
quences after Indpendence. 
 The new political leadership came out of
 
the 
labor unions and service professions-particularly teachers-and
 
neither group had high regard for the chiefs and diwanis vho had been
 
the core membership in the local cotuncils. 
 After coming to power, the
 
TANU leadership was determined 
to make a sharp break with the past

-which it achieved in the 
governmental restructuring which took
 
place in 1962 (the 
year when Nyerere stepped out of office to concen
trate upon matters of field organization). 
 The solution adopted from
 
1963 onwards was 
for political appointees responsible to the President
 
to oversee the 
senior civil servants at the District and Regional
 
levels. 
 In turn, "local government" now became known as Regional

Administration--a term which reflects the actual realities 
of power
 
and which has been generally used until the 1982-83 re-introduction
 
of local government.
 

27. While the structure 
of regional administration has remained
 
quite stable for two decades, with Party officials at the top, the
 
Regional and District Secretaries in-between to 
serve as linkmen, and
 
civil servants at the bottom of the administrative 
status hierarchy,
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the placement of the Regional Administration as a Division has not. 

At first (December of 1962) it was lc-cated under the Vice-President. 

Later (August 1963?) it was shifted to the President's Office under a
 
Minister of State for Regional Administration. In October 1965 it 
achieved ministry status again (Regional Administration and Local
 

Government). In mid-1967 it was put back under the President's Office 

while Local Government merged into a short-lived Ministry of Community 

Development and National Culture. In 1968, the weretwo recombined 

as the Ministry of Regional Administration and Rural Development under
 

a Minister of State in the President's Office. In mid-1972, it was
 

merged under the "decentralization policy" into the Prime Minister's
 

Office (PMO) where it has remained for the past decade.
 

28. This history of divisional shuffling from one ministry to another
 

and back has occurred several times within Tanzania's larger ministries
 

concerned with rural development, e.g. with regional administration, 
co-operatives, agriculture, and water development. It has three con

sequences which are not immediately apparent to the outsider unfamiliar 

witb Tanzanian administrative culture. First, most middle rung civil
 

servants owe their strongest loyalties to their division and not, as 

one might suppose, to the largEr ministry. Second, within the same
 

ministry one can encounter rivalries as strong as one sees in other 

countries between separate ministries. Divisions vie with each other
 

for resources and better quality staff, and divisional coordination at 

the top is often weak. Third, it sometimes appeara that ministerial 

reshuffling is done more to please the "ig man" who temporarily finds 
himself in charge of a new ministry than to meet functional require

ments. This once again acentuates the cleavage between politicians 

at the ministry level and the civil servants under them. Thus
 

while to outsiders a retu--n to a Ministry of Local Government appears 

to represent a fundamental change in governmental emphasis, senior 

Tanzanians tend to be more cautious in assessing its likely impact. 

The Decentralization Policy, 1972-83 

29. While not quite as frequent, fundamental changes have also been 
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made in the basic structures for rural administration. The first major
 

shift, away from chiefs and local councils in 1962, has already been
 
discussed. From 1963 onwards District Couneils took over this function
 

(Act No. 3 of 1963). Membership consisted both of officials under an 
Executive Officer, and elected councillors each representing one Ward.
 

Underneath these came Village Development Committees, but these proved
 
difficult to coordinate and support. In 1966 (Government Circular No. 

1) a District Development and Planning Committee (or DD & PC) was added, 
reflecting a growing emphasis in the mid-1960s co, 
central planning and
 

a shift away from the 'peoples' plan" concept of !962-63 (which under
lay village development committees). A further reorganization occurred 
in 1969, with Ward Development Committees absorbing the smaller Village
 

Development Committees, and each Ward being provided (in theory, at least)
 
with a salaried Ward Executive Officer. There was a brief attempt in
 

1970-72 to institute a Divisional level between the Ward and the District,
 
and Divisional Executive Officers were 
also appointed. However in the
 
DD & PC meetings, funding recuests continued to be identified by Wards
 

(of which some Districts had as many as 20-30). At this time also the
 

District Council's taxing power was removed with the revocation of the
 
highly unpopular "head tax" (kodi). This abolition of the local tax
 
rate eroded the financial base of the District Councils and made them
 

dependent on central government subventions for the discharge of their
 
duties. General dissatisfaction with District Council performance led
 

to a reassessment of the entire 
structure of Regional Administration

a critical analytic task undertaken for the Party leadership by an 

outside "western" consulting firm, Mc Kinsey and Co., Inc. 

30. The "McKinsey Recommendations" as they have come to be called in
 

Tanzania involved sweeping changes in the system, and were 
generally
 
popular with the Tanzania leadership. From mid-1972 onwards, District 

Councils were eliminated, and with them thL Executive Officers who had
 

sometimes criticized central government decisions. District Develop

ment Committees replaced the DD & PC, but had no legal authority to
 
own property, to collect taxes and dues, 
or to hire their own personnel.
 

The new structure of field administration which lasted a full decade
 
is portrayed in Figures 1-5 (derived from Justin Maeda's research).
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FIGURE 1 
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FIGURE 2 

THE RELATIONSHIP BETWEEN THE PARTY 4ND THE GOVERNMENT STR'CTLRES 
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FIGURE 3 

THE ORGANIZATION AND STRUCTURE OF A VILLAGE 
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FIGURE 4
 

MASS PARTICIPATION IN DECISION-MAKING 
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FIGURE 5 

THE PLANNING PROCESS UNDER GOVERNMENT DECENMhAUZAtION 
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31. The "decentralization policy" incorporated a number of further
 

changes, which have been described in detail by Malhotra, a former
 

teacher at the IDM, Mzumbe (1978:791-96). New positions of Regional
 

and District Development Directors were created, with the RDD carrying
 

formal status equivalent to the Principal Secretary in a Ministry.
 

Under the RDD or DDD came three staff officers for Personnel, Finance,
 

and Planning; of these, only the Planning Officer survived as a perma

nent feature of the new system. All departmental resources formerly 

h ld by central ministries (such as Agriculture) were now in theory under 

allocative control of either the DDD or RDD; this mainly affected vehicles 

and housing. Functional department heads were enjoined against communica

ting directly from the district to the regional level without passing
 

through the District Development Director-a prohibition never fully en

forced but nevertheless highly unpopular with techrical staff. 

32. The actual practice of this "decentralized" system evolved slowly
 

and in sometimes unanticipated ways. The most serious flaw lay in the 

need to institute parallel review bodies at each level to incorporate 

Party officials and representatives. There was an obvious overlap be
tween the functions of the Regional Commissioner (officially termed the 

Regional Party Secretary) and the RDD; similarly at the District level 
between the Area Commissioner and DDD. As Fig. 4 indicates, in place
 

of one District Development & Planning Committee in the old mold, we 

now had four bodies which met in sequence on each set of initiatives: 

the District Management Team, the District Planning and Implementation 

Committee, the District Development Council, and, finally, the Party's 

District Executive Committee. Fig. 5 shows that it took no less than 

16 discrete stages for an initiative to pass from the supposed point 

of origin within the local Branch Committee up to the Party's Central
 

Committee.
 

33. In fact, despite the plethora of bodies supposed to "represent" 

the people, few locally-initiated proposals ever succeeded in passing 

all the hurdles to become "official" development proposals. People began 

to say the new structure had "stolen" the Government from them, and pressure 

mounted in the field for a return to less complex ways of operating local 

administration. This background, then, accounts for the decision to
 
"reintroduce" Local Government in place of the "Mc Kinsey System". 
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C. IMPLEMENTATION ISSUES 

An Interorganizational Perspective
 

34. The reintroduction of local government 
or co-operatives are not
 
discrete events, but rather they are actions producing vibrations and 
echoes throughout the decision making structure 
of Tanzania. Previous
 
sections of this chapter outlined the history of these two institutional
 
forms: how each aeveloped in the first decade after 
Independence, why
 
each was abandoned, 
 and why both have again become "official policy".
 
This section introduces more pervasive issues that affect the effi
ciency of all of Tanoania's government institutions. But these issues 
are not unique to this country. To illuminate what is at stake, some 
examples from elsewhere are incorporated into the discussion. The
 
purpose here is not 
 to offer definitive answers and perscriptions, but
 
rather to convey 
a preliminary organizational assessment of the factors
 
which donors must consider when weighing 
what role they might play.
 
This should support AID's 
ability to engage in constructive dialogue
 
which will enhance Tanzania's ability 
to achieve long run humanitarian
 
and developmental goals-goals already eloquently 
articulated by 

1
President Nyerere. 

35. When a new profile of interorganizational relationships is pro
posed, we should expect that resistance will be mobilized 
 by tbose who
 
fear they have much 
 to lose. The one exception to this generalization
 
is perhaps during the 
 first decade after Independence, when the colonial 
rulers have departed and the new socio-economic formations2 have not fully 
cleystallized. 
 But these days even a poor country like Tanzania has an
 
elaborate institutional infrastructure that contains many vested inter
ests. In fact, if transition obstacles are not adequately understood, 
the new initiatives will be stillborn. Seldom is the logic of 
a new
 
institutional order so compelling that it overcomes, with no effort, the 
resistance marshalled by those organizations whose vital interests will 
suffer from the new order. 

See for example his Man and Development, Dar es Salaam: Ciford 
University Press. 

2The ease of making institutional changes in the immediate post-Independe,c:cperiod may be one reason why leaders like Nyerere or Kaunda have tendedto overestimate their freedom of action in this regard later. 
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36. This observation is particularly apt when we turn to local 
government and co-operatives. As we have saen above, these insti
tutional forms have a long history in Tanzania. The Ministry charged
 
with implementing the changes (the PUO) is the 
same one which was also
 
responsible for both organizational types during the years when they
 
were deemed to have "failed". Furthermore, the external constraints 
are now tighter. 
The Party (CCU) has become bureaucratized, and can
 
be expected to intervene "from above" in both areas of activity, which
 
overlap its 
own charter and perceived role. Financial constraints are
 
much tighter, and made worse by the naive hope 
we sometimes encountered
 
in our interviers that local 
government and co-operatives will tap new
 
sources of funding presently denied to the central government. It is
 
this matrix of highly charged attitudes, expectations, and interests
 
which apparently has encouraged a deliberate vagueness about hcw 
the
 
new policies will be implemented. 
It seems that the national leader
ship has hoped that ambiguity about who controls whom and who gets
 
what might smooth the transition--if what is ha-ppening is uncertain,
 
then it is difficult to oppose it.
 

37. Among the potential sources of conflict are 
the allocation of
 
resources 
presently controlled by the crop authorities. (The question
 
is "Do the vehicles, etc. 
go to the co-ops, the local government, or
 
the line ministries?" Interviews with Tangov officials suggest a lack
 
of consensus.) Both the Agriculture and Livestock Ministries feel that
 
under the new agricultural policies, they will inherit these 
resources.
 
Other resistance 
sources include the Regional Development Directors,
 
who stand to be abolished (or 
at least to lose much influence) and the
 

Regional Commissioners.
 

38. A more detailed examination of institutional interactions that
 
may arise from the proposed changes suggests numerous points of conten
tion. 
 Figure 6 identifies areas of convergence and divergence arising
 
from the cooperative and local government legislation, as contrasted to
 
the Tanzania Agricultural Policy. The "institutional interaction matrix".
 
presented in figure 7 
outlines the potential problem spots in the rela
tionships between the major existing institutional types.
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_39. This can be compounded even 
further when there is a scarcity

of material resources and communication . Instructions that are

in conflict may arrive at the 
field in bunches, and only by
consulting the date on the letter is it possible to 
determine
which one is 
the order of the day. In such a situation it is lack

of communication and isolation that 
gives a sense of continuity
and direction to a manager's job 
-- being in constant touch
requires more 
jumping in opposite directions.
 

40. Under such circumstances, discussion of accountability is 
a
 
moot point because no large scale human organization is so
responsive 
that it can truly implement flip-flopping

instructions. Moreover, program implementation requires a long
term effort. Interview responses suggest that this 
situation is
commonly perceived among civil servants. The effect of this kind
of management on ministry morale is pervasive and mixed signals

continue to occur at both policy and management levels.
 

41. 
 Other elements of style also effect organizational paralysis
or performance. One of these is the use of formal versus informal
approaches to policy development. In fact, this is a widely

observed determinant of the degree of management success 
found in
rural environments. Recent research on the organization and 
management of rural development efforts in 19 countries argues that

legalistic, overformalized and rule-oriented management styles

are major impediments to organizational performance. Successful

implementation is invariably related to a manager's abil-ity to
recognize and utilize informal procedures, relationships, agree
ments, and communication channels.
 

42. This observation 
seems to be valid in any culture or

location. Behind the scenes relationships and maneuvering not

only offer much better explanations for why things worked in 
some
situations and not others, but also the ability to capture and
guide informal dynamics characterized all outstanding managers.
 

43. 
 The essence of an informal style is to encourage non
threatening involvement during formulation of
the 
 a decision so
 as to create a sense of joint ownership among those whose

cooperation is needed ot implement the decision. When this is
achieved, less 
resistance is encountered during implementation.

This holds true 
in both horizontal interactions and in
 
relationships between superior and subordinate.
 

44. Tanzania fits this perspective and offers many examples of
how informal processes work and how formal ones do not. Interpersonal examples, such as the importance of friendship networks
for obtaining scarce resources and getting appointments by being
first in line 
can be marshalled to 
support the importance of

informal practices and to document that they are used. But at
 more 
critical policy levels and interactions within the bureauc
racy, formal methods appear to dominate. Instead of being shepherded.through informal channels and then introduced at meetings,

new departures are introduced 
for the first time in formal
 arenas, agreed to, 
and then informal opposition blocks implemen
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tation. Authority is concentrated and secretive during policy
development and-this creates diffuse and secretive opposition

during implementation. The result is 
a bureaucracy that does not
 
work.
 

45. Micro level interactions also reinforce this view. in oneparastatal a shortage of materials resulted in only one copy of
intradepartmental memos. A memo would be routed to all those
concerned, in order of status, and then filed. If 5 officials
 were to see it, and the third one was on safari, it would not be
passed on 
to the last two until he returned and initialed it.
This rigid adherence to formal process combined with a resource
shortage to lengthen the time needed for even the most elementary

administrative action.
 

46. Material shortages 
also reinforce secretive management.

Inability to obtain public laws, lack of 
access to records of
parastatal performance, and non-circulation of important research
documents block information flows and result in widespreadsuspicion, distrust and managerial defensiveness.
 

47. This observed tendency is furthered by the Local GovernmentAct, which stresses the "closed" nature of. DC committee meetingsand records. In fact, this may prove to be an important barrierto the open information flows necessary for administrative 
reform, local accountability and self reliant development.
 

48. In a time, such as the present financial crisis, whenorganizational resources are being diverted to fulfill 
individual
survival needs, secretiveness increases due to fear of punishment. 
When diversion is widespread, secrecy follows it.
 

49. For administrative reforms 
to work, basic changes will be
needed in the operation of Tanzanian administrative institutions.
 
The local government initiative, the cooperative initiative and
the structural adjustment programall require more 
effective
organizational performance. 
 But improvement will not occur if
the scarcity in the environment is so 
great that resources cannot
be applied to the development effort. Thus the causal relationships flow two ways -- administrative performance must improve
for the economy to get back on its feet and stay there, but
unless the pressure on the bureaucracy is eased, it cannot
improve. This 
suggests that non-project support is 
more
appropriate than strategies which increase administrative demands
 
on 
already overtaxed organizations.
 

Incentives and Performance
 

50. Tanzania has many competent and dedicated civil servants. In
fact; the general level of committment to development goals
the desire to see things work is 
and
 

a widespread strength of government officials. (The fact that some cases of severe corruption
have been uncovered does 
not refute this. Excesses exist
 
everywhere.)
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51. At the same time that this committment exists, individua
actions do not always reflect it. But this does not mean it is 
not there. Rather, it suggests that the structure of rewards and

the requirements of survival push behavior in directions that,

although they are immediately productive for the individual,
 
lower organizational performance.
 

52. An example from another country illustrates the point and
simultaneously shows the commonness of the situation. In 
one area
 
a rural development effort was supporting a bottom-up approach to

village planning and small-scale project implementation. As part

of the effort, training of government staff in village mobiliza
tion techniques, provision of 4-wheel drive vehicles, and support

for operating costs were 
included. Yet performance did not meet 
expectations. (Honadle 1982). 

53. Upon examination, management procedures actually blocked
performance. To simplify management and to promote accountability
for vehicle management, one person was put in charge of each

vehicle. That person also received, in cash, a standard monthly

allottment to cover the cost of petrol and routine repairs. This
 
did minimize false expense claims, but it 
also had other
 
consequences.
 

54. If the cost for the month was less than the allottment, the
civil servant could keep the difference, but if it was more, then
the extra cost would have to come from his own pocket. Thus there
 
was an incentive not to visit villages and travel to isolated
 
rural areas because such travel increased petrol costs and raised
the probability of minor repairs. In fact the result was that the
vehicle was used less as the program expected and more as home to 
office transportation on the paved roads in the urban area.
 

55. This was a very dedicated individual, by the way, but theneed to feed a family on a low salary exerted pressure that
resulted in reduced performance. Similiar choices confront many
Tanzanian officials. Shortages of basic goods cause public
resources to be sidetracked and used for private survival pur
poses. Although the individual decisions are sensible and
 
rational. the aggregate effect of 
m ny such decisions is
 
bureaucratic paralysis.
 

56. 'To rectify conditions characterized by parallel markets,
bureaucratic paralysis and parastatal financial drains, requires
going beyond assigning blame to individuals. Instead it requires 
a dispassionate and depersonalized examination of the structure
of rewards and penalties in the organizational environment. Not 
punishment, but understanding should be the concern guiding this
 
inquiry.
 

57. But more than just a study is needed. Foreign exchange
constraints must be slackened in 
the short run so that some 
pressure will be removed from the bureaucracy -- people cannot be 
interviewed if they are busy using government vehicles 
to search
 
for food.
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58. Moreover, without a real committment on the part or seniordecision makers, such an examination would lead to little more
than an unread report gathering dust. And yet, an in-depth
administrative self-assessment could help to bring about 
some of
the system-wide preconditions necessary for the success of the

local government initiative. If this is not 
done, local
 
government will succumb to the same pressures presently felt by
the national and regional administrations. Thus, the 
new
initiatives serve to emphasize the serious need 
for a systematic

organizational analysis 
of public sector performance and an
 
assessment of the consequences of different reform strategies.
 

59. Such an analysis would examine the degree sluggishof
organizational performance related to the McKinsey system as well
 
as other factors. For example part of the weakness of the tech
nical line 
ministries follows from the fact that responsibility

for supervising their own field staff was withdrawn from them
with the adoption of the McKinsey regionalization approach. Thus
 a generalist PMO took control of rural development while technical expertise was relegated a
to secondary position. The
 
primacy of the party further eroded the place of technical considerations in 
decision making and political criteria became
 
paramount. The result was a centralization of power in a nontechnical ministry -- the PMO -- even though the rhetoric called
for decentralization. This also resulted in a great information
overload in the PMO and this situation is partly traceable to the

regional approach adopted in 1972.
 

60. Other aspects of suboptima. performance may relate to other
organization design factors, however. For example, 
the operation

of production parastatals appears to be much better than service
parastatals. A factor contributing to this 
record is most likely

the use of a single organizational design for tasks that afford a

satisfactory fit on the production side but 
a most unsatisfactory
one on the service del ivery 
side. This is a hypothesis that

deserves further examination.
 

61. This preliminary analysis then, indicates 
that a more
intensive inquiry into administrative behavior and organization

design is needed if the cooperative and local government

initiatives are to be more successful than similiar past attempts

to make things work. The Tanzanian institutional environment is a
tightly woven fabric and reworking only one thread will have
 
little effect on performance.
 

D. CONCLUSION
 

62. As previous discussion demonstrates, the cooperative and

local government initiatives are interwoven with line ministries,

the PMO, and CCM in an institutional tapestry that is
characterized by resource 
scarcity. The patt,rn of interinstitu
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tional relationships that is emerging is far 
from clear.

Different legislation embodies different visions of that pattern

and different divisions of resources 
and responsibility.
 

63. Nevertheless, one thing is clear -- until there is serious
 
attention given to performance incentives and major institutional

reform, USAID-assisted project inititatives should be minimized.
 
Instead, support should be judiciously given to immediate nonproject emergency efforts and to any requests that might arise

for analytic assistance 
to address the issues of performance

incentives and alternative policy and oryianizational requirements

for the implementation of such incentives. Specific conclusions

related to cooperatives and local government ara 
noted below.
 

Cooperatives
 

64. Numerous studies of East African cooperatives conclude that

the major barriers to 
success aru not discrete and easily
addressed 
problems such as inadequate numbers of trained

bookeepers or a lack of material supplies 
and equipment.

Instead, obstacles tend to be much more systemic, such as
policy environment, incentives for cooperative leaders 

the
 
to engage


in activities that undercut cooperative viability, or a lack of
 
values supporting collective action.
 

65. In the specific case of Tanzania, both outside observers and
Tangov commissions have arrived at similiar conclusions. If these
conclusions are accurate, 
then direct assistance to primary

societies to carry out their mandated functions resembles the
treatment of symptoms rather than the 
treatment of critical

constraints. Moreover, the Nordic project for cooperative and
rural development in Tanzania 
is already providing assistance to
the PMO, the apex organization, and the cooperative college

through 1988. Since this 
is happening and the Nordic cooperative

experience gives it a comparative edge over the American
experience, it would not be advantageous or efficient for USAID
 to step in and apply it's resources in this area.
 

66. Thus both the immediate crisis facing the Tanzanian economy

and the need to address more systemic structural and decision
making issues suggest that the reintroduction of cooperatives

not a strategic point for the use of limited USAID resources. 

is
 

Local Government
 

67. As of September, 1983 the new system was in flux. Both the
 
outline of the new 
structure and transition measures were 
being
debated on a daily basis and consideration was being given to
amending the 1982 act. When the dust settles and the outline of
the new local government structure becomes clearer, the implemen
tation of the act will be a sensitive undertaking. Reshuffling
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power and authority invariably produces resistance. Both the
 
party and the administration will be active players in shaping

the final product.
 

68. Once the new system is 
in place it will still require years
of testing new ways of interacting before it becomes either
effective or efficient. Numerous capacities must be built at
village and district levels and new 
the
 

approaches to decisionmaking
will be needed at 
the national level. As strengths and weaknesses
become clearer, modifications 
should follow. In fact basic
changes in the 
structure of national administration may be
 
necessary to make things work.
 

69. 
 During the initial phases of the reestablishment of local
 
government, basic policy decisions must be 
made within the PMO.
Some of them will be controversial and even technical issues will
be interpreted from a political perspective.
 

70. 
 After basic decisions have been taken and implementation hPz
begun, capacity building must be undertaken for the system to
produce the desired results. Action-oriented training, the
introduction of electronic data processing aids 
for decision
making, and consultant assistance to identify revenue sourcesmangement incentives are among the activities 
and 

donors might
effectively support.
 

not
71. But that support should involve the location of
expatriate advisors at district council sites. Instead, it should
stress assistance to intermediary institutions, such as IDM at
Mzumbe and IRDP at Dodoma, to strengthen the ability of these
institutions 
to provide direct services. Key intermediaries that
will support cooperatives and local governments are displayed 
in
figure 8. They should be the direct beneficiaries of any AID
assistance in the areas 
of cooperatives and local government.

The approach of this assistance should be action oriented and
involved in actual 
service provision and it should not
traditional classroom oriented "training at 

be a
 
the institute" focus.
 

72. Concurrent with support to 
intermediate institutions, there
will be a need to 
provide central government with tools for
analyzing and managing central-local relations and organizational
incentives. 
This should be a component in the assistance to
intermediary institutions and the two parts should be closely
integrated. Either one without the other 
 ultimately will be

ineffective.
 

73. In the short run, then USAID should not involve itself
directly in the reintroduction of 
local government in Tanzania.
There is much suspicion on the part of many Tanzanians toward thevalue of outsilers' advice -- the McKinsey and Co. approach todecentralization and local government is often blamed for theperceived failure of the previous system. If by the beginning of1986, or when the new local government system sorts itself out,the government of Tanzania is 
interested 
in the kinds of
assistance noted above, then USAID should consider providing such
 



FIGURE 8: TRAINING SUPPORT FOR LOCAL GOVERNME!T AND COOPERATIVES 

INSTITUTIONS EXPECTED SIPPORT TO LOCAL GOVERNMENT 	 EXPECTED SUPPORT TO COOPERATIVES 

1. 	Institute for Development I.A. Provide all training for local 
 I.A. Train people who Will become 
Management (IDM), government administrative staff and staff -t Cooperative College, 
Mzumbe officials. Moah1. 

l.B. Train people who will become
 
staff at Comnunity Development Institute, Tengeru.
 

2. 	Institute for Rural 2.A. Provide training in planning for local
 
Development Planning government planning staff. None
 
(IRDPI, Dodoma
 

3. 	 Cooperative College, None 3.A. Train Primary Society staff.
 
Moshi 
 3.B. Train Cooperative Union staff.
 

3.C. Train Tengeru staff. 

4. 	Local Government 4.A. Provide fund ig support to sponsor
 
Commision, Dar Es Salaam 
 courses for local government officials None
 

and staff at instututions such as IDM,
 
IRDP, CDI,
 

5. 	Ministry of Agriculture 5.A. Train local government technical
 
Training Institutes agricultural staff. None
 
(MATIs), throughout Tanzania
 

6. 	Community Development 6.A. Provide training to social service 
 6.A. Provide community development
 
Institute (CDI), Tengeru staff to local government, training to cooperative union
 

staff.
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assistance. 
 In the meantime, low profile participant training, focused
 
management studies 
or short term assistance with immediate problems
 
offer better prospects for the application of limited resources. The 
critical test will be to see whether under new Localits form Government 
can successfully generate its own revenue base-the precise ofarea 
difficulty which led to the collapse of District Councils in the early 
1970s. 
 Anything donors can do to assist the Tanzania Government in
 
devising more effective methods for raising recurrent revenue should be 

welcomed. 

74. This chapter has concentrated on the issues underlying Co-opera
tives and Local Government, rather. than detailed review of implementa
tion measures which were being
still formulated in mid-1983. The SIP
 
team was not 
 privy to various high level reports which were being re
ceived at State. House from 
working parties appointed by the President
 
to recommend 
 or these very matters. It would have been presumptious to
 
g-uess what the ccntents of such reports might be. Nevertheless, we close 
by stressing that it is unrealistic to hope that Local Government will 
prove cheaper than the regional administration it replaces. 
There are
 
other reasons for making the change--and oneswith which we concur-but
 
Tanzania's economic 
 policies should not be predicated on the assumption
 
that major economies will be realized in providing 
rural services. 

756 If the above conclusion is confirmed by events in the next few years,
it suggests that the notion that simply re-introducing co-operatives 
and local government will solve Tanzania's financial crisis is premature.
 
Useful as co-operatives and councils may be, they do not constitute the
 
the kind of interventions 
 which directly relieves the Government's revenue
 
shortfall. It will take 
 tremendous efforts merely to keep within the old
 
budgetary ceilings. Thus our somewhat 
 somber message is that Tanzania's 
leaders must look elsewhere 
for mechanisms which will dramatically improve

organizational productivity. 
As of mid-1983, 
too much faith was being put

in mere structural changes as the country's "answer" to its malfunctioning 
administrative system. 
 Donors should support these changes, but should 
recognize much more is needed before a "turnaround" is assured.1 

1A conclusion which echoes the argument advanced by Hyden in his(1983) book, No Shortcuts to Prog-ress. 
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CHAPTER SEVEN 

THE TURNAROUND? 

What Kind of Turnaround? 

7.1 When the SIP team began work in August of 1983, one could ques

tion whether a genuine and lasting turnaround in Tanzania's policies
 

had yet occurred. The SAP measures announced in 1982 consisted basic

ally of economic targets imposed on a recalcitrant system from above.
 

There were daily indications-new parastatals being formed, punitive
 

measures taken against private entrepreneurs, etc.-that the rationale 

underlying the targets had not been absorbed by decision makers. Donors 

were wearied by over three years of inconclusive, behind-the-scenes 

negotiations. They suspected the announced changes would not be imple

mented, allowing adverse trends to gain further momentum while merely
 

cosmetic improvements were being put into place. 

7.2 A year and a half later, it is more apparent that the turnaround 

in Tanzania's rural development policies has beer. genuine. Each succes

sive step in the unfolding governmental response-NESP, SAP, the Agri

cultural Policy, Cost-Reduction, the 1984 budget measures-has been 

more drastic than the one preceding it. Topics which for years could 

not be discussed within the Party have now become matters for open 

debate. The circle of people involved in the Party's various, high 

level reviews has been widened; implementors are at last having their 

vcices heard. Most basic of all, the contribution of the private 

sector -n Tanzania--peasant smallholders as well as immigrant entre

preneurs-has finally achieved official recognition. 

7.3 At a policy level, then-which we review in the first section 

of this final chapter-the change in direction is impressive. What 

cannot yet be said with equal certainty is whether the Party has at 

last fcund effective means for achieving its desirable targets. Is 

implementation going to produce the economic turnaround Tanzania so 

urgently needs? Since investigation of implementation issues was
 

foremost within our terms of reference, a "productivity crisis" view 

has predominated within our analysis. Abundant evidence reviewed in 

earlier chap-ers suggests grounds for caution. .e therefore conclude 

this review by outlining its main implicaticns for the Tanzanian
 

Government an6 for donors alike. 
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The Tanzania Government's Response
 

7.4 
 Significant Tanzanian responses to the deteriorating economic
 
situation date from mid-1981, by which time there were 
obvious signs

of organizational malfunctioning in the general economy and both the 
World Bank and the IMF had become involved behind the scenes in try
ing to stimulate an effective Tanzanian policy response. The key
external documents were 
the IMF's (1979) Tanzania, Recent Economic
 
Development and the World Bank's (1981) Economic Memorandum 
on
 
Tanzania. 
The 
official Tanzanian response was to commission an
 
advisory group (all but 
one 
of whom were external economists with
 
longtime Tanzanian experience) whose report (19
8 2)Axi Interim
 
Report on a Structural Adjustment Programme was followed by the
 
Government's (1982) Structural Adjustment Programme for Tanzania (or SAP).

Meanwhile the World Bank issued a major further document (1982),

Tanzania Agricultural Sector Report which contained numerous statisti
cal analyses and specific short and medium term remedies. it was also
 
accompanied by no less than 14 background working papers. 
 It is irndi
cative 
of the general problem that of all these key documents, ,he

Government's SAP report was the 
only one made available to the public.

Yet 
the various statistics and analyses covered many critical aspects

of Tanzanian development, and presented a wealth of detailed informa
tion which ought to have been available for open discussion.
 

7.5 Before we analyse in detail the content of the Government's SAP,

.the Agricultural Policy, and the 1984 Budget measures, let us note 
the
 
actions preceding these steps. 
 Already by early 1981 the Ministry

for Economic Affairs and Planning had formulated in broad outline
 
a 15 point program, announced to the public 
on 2 March in the Daly
 
News under the front-page headline, "Time 
 to Bolster Economy". 
In his statement, the Minister in effect introduced the idea of 
structural adjustment. "There is 
no point in planning to build ten
 
bridges when cement production can only meet the requirements of five,"
 
he was quoted as saying.
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7.6 The Party's involvement stemmed from the highly publicized
 

managerial irregularities which surfaced in late 1980 and early 1981,
 

notably the Air Tanzania Corporation's losses, an irregular sale of
 

the ship the mv Jitegemea, and public complaints about the parastatal
 

Elimu Supplies (which handles stationery and schcol equipment). On
 

10 January 1981 the President called into session a special meeting
 

of the Party's National Executive in order:
1
 

- To consider the failures in the implementation of ... the fair
 
distribution of goods throughout the country, together with
 
the associated problems of magendo and black market prices;
 

- To consider the manner in which certain operations of Govern
ment and Parast.tal institutions have been carried on, with
 
particular reference to some actions which have led to great
 
losses of public money or of foreign exchange.
 

From the 14 
of January to the 1 of March the Party's Central Committee
 

continued
2
its investigations, which rapidly spread to involve other
 

scandals. Meanwhile in his address on the fourth anniversary of the Party's
 

(CCO's) founding, President Nyerere was reported as dealing at length
 

with Tanzania's emerging economic problems.3 This tcpic was repeated
 

by Vice President jumbe (headlined "'Economic Revival Main Task") in
 

early February and again by Nyerere in his Workers' Day speech May 1.
 

7. 7 Space precludes listing month by month the various campaigns,
 

slogans, working parties, study groups, exercises and so forth which
 

have continued ever since early 1981 on this theme. For example, in
 

early and mid-1984 it was the "Cost Reduction Exercise" (Daily News
 

3 February) followed by a "Tightening-up Campaign" (Daily News 13
 
July). Over time the scope of initiatives being discussed has been
 

widened to include proposals which would have been automatically ruled
 

out only a few years ago. Outsiders need to recognize that people in

side Tanzania have experienced four years during which the theme of
 

improving productivity and reducing costs has held center stage.. The 
motivation for change is not at issue; the questici. is rather how to 

IQuoted in Dail'y News, 24 January 1981. See also DN, 2 March 1981.
 
2Daily News, 2 March 1981.
 
3Daily News, 6 February 1981.
 
4Daily News for 2 February and 1 May, 1981.
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bring about the desired improvements in productivity. 

a. Structural Adjustment Program
 

7.8 The "structural adjustment" concept comes out of IMF/World 
Bank parlance, where it refers to the hard currency support a
 
country requires when restructuring its financial and 
 export systems 
following adverse "economic shocks". Tanzania's SAP represented a 
formalization and packaging of measures already under consideration 
within the 1981 National Economic Survival Programme (or NESP).
 
As described 
 by the Minister of Planning, NESP objectives included: 
i) "an aggressive export drive" to mobilize additional foreign ex
change (FE); ii) more judicious use of FE by redirecting it towards 
FE generating activities; iii) small-scale irrigation and drought
 
resistant crops 
 to increase food security; iv) "strict control of
 
public spendinr i1i both Government and parastatals"; v) consolida
tion rather than new projects; and, vi) increased self-reliance and
 
incentives within the workplace (SAP 1982:3). 
 Perhaps the Party
 
leaders hoped to tap the crisis atmosphere which had served them so
 
well in earlier "campaigns" and "operations". In the actual event,
 
,ne people were tired; wrong-doing by public officials 
 overshadowed
 
the "economic saboteurs" the Party sought to blame; and N-ESP 
 simply 
had no teeth.
 

7.9 	 In late 1981 drawing upon World Bank funds the Tanzania Govern
brought in an independent Advisory Group.ment As earlier indicated,
 

the team were 
 mostly senior economists. An outcome of their effort 
was a hard-hitting, confidential report. 
 Its tarots (but not all the
 
substantive suggestions about how to implement reform) were the basis
 
of a published SAP document released by the Ministry 
 of Planning in 
mid-1982. The structural adjustment label was no doubt aimed at 
securing hard currency support from donors. Conceptually, SAP broke 
new ground by admitting that Tanzania suffered from three types of 
structural imbalance, whose combined and interactive influences would
 
have 	 to be countered: 
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- a lack of budgetary restraint vis-a-vis revenue, with a con
sequent increase in domestic inflation. 

- an external imbalance, derived from exports deterioratlow and 
ing terms of trade.
 

- a programmatic imbalance, with too much investment 
on non
productive economic activities leading to the emergence 
of an unofficial parallel market.
 

7.10 How did SAP intend to restore balance in the overall economic 
system such 
that these three destabilizing forces could be 
successfully
 
counteracted? Most broadly, SAP aimed (like NESP before it) to reduce
 
inflation by cutting government spending; a
to achieve balance of pay
ments such that foreign exchange 
 scarcity would not cripple domestic 
capacity utilization; to boost the productivity of parastatal and govern
ment 
institutions; and to maintain equity in income distribution. The
 
main measures listed for realizing these goals were (1982:4): 

1) provide incentives and support to exporters 
2) articulate priorities for cutback in expenditure
 
3) reduce the rate of monetary expansion
 
4) improve decisicn making prccess in respect 
 to FE management 
5) improve efficiency in the parastatal sector 
6) rationalize agricultural producer and (ultimately) consumer pricing 
7) increase transport efficiency, marketing and distribution
 
8) economize on 
 imported fuel, develop alternate energy sources
 
9) make effective use 
of external assistance.
 

7.11 If we compare these perscriptions with those articulated a year 
earlier (Table T.1) and also the sorts of suggestions an independent con-, 
sultant might have made (Table 7.2), 
 it is apparent there was already in 
mid-1982 a fairly clear idea about what the necessary goals for achieving 

an economic turnaround were. Almost everybody involved with Tanzania's 
productivity crisis would agree 
on 
the goals and targets identified in
 
the SAP document. 
Where doubts arise is in relation to whether having
 
the correct objectives is sufficient to bring about major changes in 
the functioning of an economic system. The core assumptions underlying 
SAP reflect a stactic, "top down" image of how an economy works. For 
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TABLE 7.1 

TEE 	1981 ECONOMIC RECOVERY PROGAMa 

As reported by the Minister of Planning, Kighoma Malima, Tanzania'seconomic survival program in early 1981 had the following components: 

1. 	 15-25% of goods from key industries to be set aside for export. 

2. 	Deliberate assistance to small-scale mineral prospect 
za. 

3. 	 Fishing to be encouraged and increased, if necessary with
 
foreign investment partnership.
 

4. 	 Preferences in allocation of foreign exchange to go for purchases
of raw materials and spires for existing industries rather than 
new ventures or expansion. 

5. 	 Priority to industries able to genprate more foreign exchange. 

6. 	 Tight control and restriction on overseas travel by Tanzanians. 

7. 	 Foreign funding agencies asked to help provide inputs for existing
concerns in preference to undertaking new ones.
 

8. 	 Government will continue to offer essential public services. 

9. 	More efficiency and vigilance in revenue collection.
 

10. 	 Spending by Government departments and parastatals will be tightened
and supervised. 

11. 	 State planning mechanisms will be strengthened at all levels while
development projects' implementation and planning will be synchro
nized with foreign exchange and materials availability. 

12. 	 On the agricultur2l sector, targets will be set 	for villages, districtsand 	regions. 

13. 	 15%, of foreign exchange earnings from each crop will be set 	aside forthe 	development of the crop. This wil2 pay 	for imported insecticides,
fertilizers, spares, packaging materia:.s and the like. 

14. 	 Increased productivity per 	ha, including more irrigation, better andtimely distribution of inputs, extension servicesp loans and fair
prices. 

15. 	 New crop prices will be announced before each season and whenever 
neceseary. 

aSources"Time to Bolster Economy," IDily News, 2 March 1981, p. 1. 
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TABLE 7. 2
 
STEPS TO ACHIEVE ECONOMIC RECOVERY'a
 

1. Dramatically increase labor productivity
 

2. Give peasants incentives to produce within the system
 

3. Bring the parallel economy into the open where it can be dealt with 

4. Make the major parastatals cost-effective
 

5. Increase the flow of resources to the foreign exchange earners
 
6. Make much better use of the surviving private sector
 

7. Drastically prune unproductive institutions
 

8. Impose a total freeze on major new projects
 

9. Get effective output from critical training/research institutions
 

10. Reward administrative efficiency in the salaried sector
 

11. Give the technical ministries a clearly defined role
 
12. Find ways to make village-level institutions effective
 

13. Restrict sharply political interference in development matters
 

14. Get productive impact from RIDEPs and regional administration
 

15. Use technical assistance and external financing more iraginately.
 

aSource: J. Moris (1982) "Overall Institutional Performance, 1961

1981," Background Paper No. 6, Tanzania Agricu! ure Sector
 
Strategy Report. Washington, D.C.: EAPSA, The World Bank.
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example, the device selected for operationelizing these concerns was 

a printed, government document titled Implementation Schedule for the
 

Structural Adjustment Programme (1982). It ran to twenty pages, and
 

consists exclusively of a tabular presentation which breaks down the
 

SAP by areas of responsibility, leading ministries (and other organisa

tions) responsible for each area, the pages on which instructions are
 

given within SAP, liaison linkages, and the reporting back date. It
 

is also highly significant that the one place where SAP talks about
 

decision-making processes is in relation to the management of foreign 

exchange. Or. the possibility that Tanzania's present crisis is the
 

result of routine processes of decision-making at all levels and through

out the eccnomy, the SAP is silent.
 

7.12 This is a serious criticism to make of a document two years in
 

preparation, so let us look directly at what SAP has to say about our
 

main topic %n this report, the agricultural productivity crisis. On
 

export crops, SAP explains the declining production as follows (3982:16): 

Climate and international price movements adversely affected pro-
Luction and exports but the major influences included lack of in
puts and incentive goods, processing, maketing and transport prob
lems consequence of foreign exchange shortages as well as institu
tional inadequacies. 

No mention of villagization, the disbanding of co-operatives, low official 

prices, or the explosion in cash crop authority costs. Its solution is 

to recommend the Ministry prepare "export crop packages" for each major 

crop (1982:17). It endorses KILIMO's ambitious ideas for mechanisation 

and for establishing its own network of farm input centers (1982:18). It 

calls for prompt payment to farmers. And, insofar as the Ministry of Agri

culture is concerned, SAP calls for "strengthening of Planning Unit, Exten

sion Services, etc." For crop authorities, it says (1982:20):
 

Crop Authorities--are amongst the most important institutions in the 
Tanzanian economy. Priority will be given to ensuring they are staffed 
with the most competent and accomplished managers. The development of 
specialist skills by and continuity of staff in senior positions is 
critical .... Crop Authority activities will be rehabilitated and stren
gthened under the Export Crop Package Programme. 

7.13 By even late 1982, it was clear these provisions were inadequate. 

Major further initiatives would be required in agricultural policy, and 

in the actual operation of parastatal and government organisations. 
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b. New Agricultural Policy 

7.14 The 1983 Agricultural Policy of Tanzania (which should-be read
 
alongside a companion document on livestock policy) begins with an
 
extended 
 quotation from President Nyerere wbich bears repeating: 

Because of the importance of agriculture in our development,

one would expect that Agriculture and the needs of the Agri
cultural producers would be the beginning, and the central reference point, of all our economic planning. Instead, we havetreated Agriculture as if it was something peripheral, or just

another activity in the country, to be treated on a par with allothers, and used by the others without having any special claim 
upon them . . . We are neglecting Agriculture. If we were not,every Ministry without exception, and every Parastatal and everyParty meeting, would be working on the direct and indirect needsof the agricultural producers We. . . must now stop this neglectof agriculture. 
 We must now give it the central place in all 
our
development planning. 
For agriculture 
is indeed the foundation
 
of all our progress. 

To achieve the policy objectives which are desirable for the agri
cultural sector, five 
basic targets are identified: i) to increase 
food cutout in pace with population, ii) to establish a National 
Strategic Grain Reserve, iii) improved efficiency Particularly for
 
marketing and processing, iv) increased investment, and, v) better 
coordination with programs in other sectors. 

7.15 For perhaps the first time 
in a major Party policy statement,
 
the issue of modes of production (and land rights) is faced squarely. 
The policy starts by recognizing that smallholder production has been 
and will continue to be "the dominant mode of production". Three 
categories of farms are recognized: 

- The household's farm plot ("shamb "), normally near the houseand at least a half hectare in size (1.25 acre). 
 If village
plans cannot at present meet this minimum, their lay-out will 
be re-drawn.
 

- Block farms should also be encouraged. In these, each family
will receive contiguous plots to facilitate joint operations.
However, individuals will do the work and retain the produce.
 

- Communal farms will provide 
 village revenue, and contain common
enterprizes established by the village as a whole. 
 Villages are

urged to develop a "core team of managers and skilled workers". 
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While no "hard and fast line" 
should be drawn between these categor
ies, the transition to communal production "cannot be forced, and 
should not 
be rushed" (p. 4). Furthermore, in regard to land 
tenure
 
(pp. 10-11) the Policy states unequivocably that users must "feel 
confidant" about their land rights. 
 Villages will receive 999 year
 
leases, and can sub-lease parcels for between 33-99 years:
 

In particular, each Household will normally be 
given its ownlong-term sub-lease so as to provide reasonably permanent occupancy ... 
but the right to free sale will not 
be included
in that lease; if the family wish to surrender their sub-leasethey must return it to the Village Government in return forcompensation for the value of the house and other buildings,of any land improvements which have been made, and of any pe.
manent crops. 

So also with regard to holdings in the Block Farm. 

7.16 Three categories of large farm are also identified: i) state
 
(or parastatal) farms, ii) private commercial farms, and, iii) joint 
public-private ventures. 
While private 
farms will not receive long
 
term investment from public sources, they will be on a par with the 
state or 
parastatal farms in receiving foreiin exchange alloca:izns.
 
Individual commercial farms--available to citizens and non-citizens
 
alike, and to instituticns as well--will be 
given leases of at least
 
33 years (again, up to a 99 
 year maximum):
 

The 
user will be entitled to a document setting out his boundaries, and the conditions of his Lease. 
 When surveying and
mapping .. has been completed, the Leaseholder will be givenhis registered Lease Documents, but in the meantime an interimdocument will be registered and give him full legal protection.
His possession of the land will thus be fully protected by law
 
as long as 
he observes the condition of his lease.
 

If dispossed, commercial farmers can appeal, and if the appeal is 
not upheld will receive full compensations for improvements (p. 11). 

The Policy also stresses that all parastatal units involved
 
in farming should "immediately" prepare plans for operating 
on a 
commercial basis, 
or face being closed down (p. 8). They should be
 
financially autonomous, retain profits for their own investment, 
and improve their accountability to the holding organization. 

7.17 
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7.18 In regard to ag-ricultural services, the Policy incorporates a 
number of long overdue changes (pp. 16-18). The return of extension
 
functions from crop authorities to the Ministry of Agriculture is 
endcrsed. Detailed instructions are given concerning how field exten
stion staff, based in the villages, will operate and it is stated
 
that they must have transport. Accordingly the previous system of
 
providing loans for bicycles and motor cycles will be reintroduced, 

as will also-mileage allowances. 
Training facilities such as FTCs
 
will revert to Ministry control. DADOs and RADOs 
are urged to visit
 

villages "as frequently possible" 18). the timeas (p. -or first 

also, there is reference to 
the concept of a Central Service Village,
 
which can support smaller units placed nearer to farming areas (p. 11).
 

7.19 Several measures are 
identified to facilitate liberalized mar
keting, by primary co-operatives as well as by individual large 
farm
ers (pp. 22-24). Larger units will be allowed 
to arrange direct sales,
 
includin- for export markets (p. 23). Similarly, parastatal producers 
will be allowed to service large consumers directly without going through 
croo authorities or NYC. Primary societies can trade with adjacent units 
outside of their own Unions, though generally the Co-operative Unions 
will constitute the main buyers from the village level. A free market 

will exist for perishable crops like fruit or vegetables. The main
 
thrust of these changes would appear to be directed towards removing
 
the monopoly powers which purchasing organizations in Tanzania have
 
often enjoyed (in theory if not in practice) ever since the mid-1060s.
 
The olicy also spells out in detail how agricultural prices will be
 

determined and administered (pp. 24-25).
 

7.20 Finally, the Policy mentions a range of institutional supports 
-- more encouragement of irrigation; establishment of an input distri
bution system under the Ministry of Agriculture; a three-tier credit
 
structure with the TRDB continuing as the main lender to producers, 
villages, and Co-operatives; strengthening of market information
 

through MDB (for export crops) and the Early Warning System (for food 
crops); establishment of crop protection through the M:inistry; an: 
several general sections on resources and parastatal management. 
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c. The 1984 Budget Speech'
 

7.21 The June 14, 1984 Minister of Finance's budget speech is regarded
 

in Tanzania as a key document which reflects the Government's current 

thinking about the economic crisis. It incorporates recommendations of 

a Commission on Productivity of Government, which had reported earlier to 

Nyerere It recognizes that the adverse economic situation will require
 

at least five years to reverse, and itemizes in specific detail a broad 

range of measures aimed at achieving this outcome. Among the changes 

it ennumerates are: 

- endoresment of a cost reduction program aimed at parastatals.
 

- strengthening of the export rebate scheme, and removal of opera

tional bottlenecks.
 

- opening of external accounts to be allowed to key producers.
 

- offsetting exports/imports with key industries (KILTEX, etc.). 

- additional measures to recapture foreign exchange from expatriates, 
tourists, etc. with opening of "two tier" shops for those with 
hard currency. 

- libenalisatlon of import provisions for those with legitimate FE 

needs.
 

- reshedaling and where possible conversion of loans to grants.
 

- possible agreement with ILT and World Bank to enable continued
 
hard currency assistance in key areas.
 

- co-operation with Kenya, opening of the border. 

- implementation of Productivity Commission proposals, including: 

1) reduction in number of Ministries from 22 to 15.
 
2) new revenues, personal tax.
 
3) freeze on employment (except teachers, medical and'agricultural
 

staff).
 
4) no issuance of local purchase orders without having funds in hand. 
5) tighter controls over parastatal and government vehicle use. 
6) reorganization of the Government's own supply organizations. 

- move towards day secondary schools, parents to absorb more of board
ing school expenses; fees by parents for secondary education. 

its own local services to act as incentive- Local Government to finance 
to control costs. 

- review of parastatal organizational structures to minimize head office 

costs. 

- winding up and/or amalgamation of some parastatals. 
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- "huge savings" to be realized by re-introduction of cooperatives (p.20). 
-NMC's unsatisfactory financial situation to be tackled, by removal
of some functions, freeing prices for sembe (maize flour), andliberalization of interregional transport and grain purchasing.
 

- removal of fertilizer subsidy, with raise in producer prices to 
offset increased production costs. 

- No crop authorities to receive government subsidies or subventions. 
- greater attention to needs of rural sector for credit, through NBC,TIB, and TCRDB, with more stress on repayment of loans. 
- salary increases, with greatest increase to lower brackets. 
- increased reliance on user fees, licenses, etc. for government revenue. 

7.22 The 1984 Budget Speech closed with a quotation from President Nyerere: 

Basically, it is we ourselves who have to stop 
our economic decline,
and climb out 
of the hole in which we have fallen or been uushed
into. However unpleasant the process, we have to do this on thebasis of Self-Reliance--Using resources andour own our own sweat,and doing without many things which we can not producer fcr our
selves. 
There is no other choice. 

As with any detailed government program, there are 
invididual points 
one might question, e.g. the claim that reintroduction of cooperatives will
 
generate "huge savings" or the notion that all crop authorities can operate

without subvention while still 
 subject to external price controls. None
theless, on 
 the whole the Budget Speech respresents a significant shift 
away from the policies which led to Tanzania's current crisis. Outsiders
 
may not be aware how firmly and 
 long the Party's leadership has resisted 
changes of the 
kind embodied in the agricultural policy and the 198A budget.

The granting of secure land rights to villagers, acceptance of large farms,
the insistence publicthat corporations and authorities must pay their own
 
way, a freeze on employment and new projects, 
 and the charging of user fees 
for social services (like secondary education) are all highly symbolic, 
changes in a Tanzanian context. Once implemented, they make it impossible 
to exclude from consideration other, similar changes which are long over
due within the Tanzanian system. Furthermore, since 1981 for the 
first
 
time the Party leadership has begun involving senior Tanzanians from all 
walks of life in the policy formulation process-e.g. the many Presidential 
working parties who have framed the new policies. This represents a signi
ficant improvement, which external donors should welcome. 
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d. Policy Effectiveness
 

7.24 The root issue underlying this entire report is the extent to
 

which the causes of Tanzania's low productivity are responsive to 

normal economic policy instruments of the type contained in the 1984 

budget. The usual "IMF package" aimed at demand compressions is now 

partly in place within Tanzania (though many would argue for a still
 

more drastic devaluation). Insofar as national policies can redress 

economic malfunctioning, Tanzania's leadership has begun implementing 

many of the steps outsiders have been recommending ever since late 

1979. The SIP team would probably agree that donors no longer have
 

a strong case for withholding assistance if they are genuinely interest
ed in Tanzania's economic survival. It should be noted that Tanzania
 

and the USA have shared in recent years persistent balance-of-payment 

deficits, overvalued currencies, and certain strong spending commit

ments which the national leadership has refused to abandon despite 

much eccncmic advice. Had it been desirable, this report could have 

documented the non-performing nature of the loans upon which Tanzania
 

has defaulted. It was also shown in chapter three that these loan

financed projects were often in high risk sectors where Tanzanian
 

organizational capacity was very weak and where grants would have been
 

mcre appropriate than loans. Considering that the non-performaing 

projects were designed and implemented by donor agencies, the attempt 

to apply a colle:tion agency's aiguments is demeaning to all concerned. 

The SIP team wculd have had no difficulty agreeing that from a political 

standpoint, th. time has come to move beyond mutual recrimination to 
more positive measures. Insofar as national policy-making can serve as 

a litmus test of political will, Tanzania's leadership have made as 

many changes as one could expect of any regime in a single year. 

7.25 However, this conclusion leaves unanswered the more basic question 

whether the new policies are likely to prove operationally effective. 

Here the senior author exercises editorial licence to question whether 

economic policy analysis is really all Tanzania has needed. It has been 

shown in earlier chapters that Tanzania's citizens are receiving meager 
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benefits from the impressive level of investment which the leadership
 

has maintained. This was shown to have been the case in regard to
 

adult education, railway operations, school agriculture, road transport,
 

secondary education, tourist hotels, and preventati.e medicine. In 

none of these seven areas has the "socialist" content of implementation 

been the major cause of low performance. Instead, it was suggested that 

the institutional failure grows out cf interactive responses to a wide

spread situation of top-down planning, a split between policy-makers and 

implementers, overcommitment of scarce resources, and an unwillingness 

to build up organizational capacity incrementally. These failures could
 

have occured under a capitalist regime. The "we must run while others 

walk" syndrome (so characteristic of Nyerere's regime) is not inherently 

socialist (unless one is willing to concede that only socialist regimes 

are over-ambitious). What may be true, however, is that when over-ambi

tious programs are combined with a "top-down" socialist regime, the 

faults inherent in either approach re-inforce each other to create con

secuences at the systemic level which nobody anticipated. 

7.26 To the senicr author of this report, it seems that the tragedy 

o' independent Tanzania is that an extremely management-intensive system 

has been created in a setting where poor communication and the dis-cersal 

of resources leave little room for inefficiency. Now that the fcrms of 

administrative malfunctioning have become interconnected--what we migh: 

term a condition of "systemic interlock"--the larger system can render 

impotent almost all the usual policy and managerial interventions. It 

is easy to specify what the desirable outcomes should be (Table 7.2). 

Our analysis suggests top policy makers must stop forming new parastatals;
 

senior managers must learn how to keep overhead costs under control; the 

middle managers must become cost-conscious; workers must become respon

sible and subject to summary dismissal if negligent; record-keeping 

needs to be re-oriented towards managerial monitoring rather than audit; 

those in a position to produce must have the freedom and incentives to 

do so. The Tanzanian Government's own proposals are largely of this 

nature, specifying imperatives with which few would disagree. The dan

ger is that these deal with symptoms rather than causes.
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7.27 Cost-cutting, fov example, gives only a brief respite unless
 

at the same time the systems which generate high costs are modified.
 

Analytically, a d.onor like the ILM which insists on a severely defla

tionary budget is making the same mistake the Party makes when it
 

assumes a "cost cutting campaign" constitutes a remedy for Tanzania's
 

ills. Factors which fuel higher costs in Tanzania at the moment are
 

multiple, and deeply-rooted within the system:
 

- declining capacity utilization, leading to higher unit costs. 

- increaesing lcan repayment obligations. 

- zonation to service producers in dispersed regions.
 

- specialized middle-management functions not found earlier.
 

- dulication internally of deficient public services (buses,
 
clinics, shops, etc.). 

- use of uncosted fringe benefits to attract good staff. 

- deteriorating roads and higher transport costs. 

- overmanninrg of low level positions. 

- deteriorating quality control. 

- lack of systems for transfer-cost pricing. 

- shortage of accountants and financial controllers. 

- poorly designed records make assessment of situation difficult. 

- desire b,, political leaders to externalize costs of priority tasks. 

Irbnic.ally, standard remedies which are part of the rhetoric of moderniza

tion, such as "professionalism" and "decentralization", are themselves
 

major causes of cost inflation. A moment's reflection onthe inter

connected, mutually re-inforcing nature of the causal network outlined
 

above will show why the external imposition of a cost-ceiling cannot be
 

regarded as any kind of a long run solution. To regain cost-effective
 
operation, Tanzanian institutions will be forced to make painfull changes 

in long-established con'rentions. Changes might include making financial 

performance public, to put greater pressure senior management; devisingo.-i 


new systems for transfer-cost pricing to pinpoint where costs originate; 

reduction in overo-manning (always a sensitive matter in any system); and
 

even a re-introduction of competition in supply of essential services. 
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7.28 The example given above-the loss of cost-control within 
Tanzanian parastatals-illustrates the need for locally conducted
 
studies of administrative process. Detailed analysis is required to
 
pinpoint how and why administrative functioning is going wrong at
 
present. We 
note that while Tanzania has many management training
 
institutions, most provide a very conventional-almost Victorian-
approach. Nor has the Government drawn upon a managerial-process
 
viewpoint when framing its reform 
 proposals, which instead embody 
a static and idealized concept of administration. To the contrary, 
the history of Tanzania's many organizational changes since Indepen
dence suggests 
 that stock remedies like cost-containment or decentrali
zation yield diminishing returns now that the existing structures are
 
highly differentiated and interconnected. 
 The senior author of this
 
report stresses that those working on the 
 reform of Tanzanian produc
tivity will have 
to break new ground. In western (and in socialist)
 

administrative science, relatively little is known about how to
 
correct process deficiencies of the type so widely evidenced withJn
 
Tanzanian administration. There 
 are some sources which might provide 
the analytical tools Tanzanian management consultants will reauire,
 

but none to date which give a step-by-step guide. 1 

Imolications for the Tanzania Government 

7.29 The 
SIP team observed a number of initiatives underway which
 

signalled the Tanzanian Government's willingness to reactivate private
 
sector participation in national development. 
 Since the private sector
 
has been generating whatever modest 
 surpluses the Government has drawn
 
upon for its ambitious investment programs, we welcome official 
recog
nition of its central role. 
 However, these initiatives have been 
accompanied by mixed signals (as of 1983/84) concerning the 
Party's
 
ultimate intent. 
 We have stressed 
(pp. 149-155) that Tanzania's irmni

1Key sources from the bibliography which should be drawn upon in
clude Young et al. (1981), Radian (1980), Hyden (1983), Quick (1977),

von Freyhold (1980), Lamb and Muller (1982), Mwapachu (1983), 
Packard (1972)and works by David Korten, Samuel Paul, David Leonard and otners 
not cited in this report. For a review of this litef-iture, see JonMoris (1982) "Institutional Choice for Rural Development," Development
Discussicn Paper No. 179, Harvard Institute for International Development. 
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grant communities remember the outcome of '.earlier encouragement to 

invest in development projects, and thus have reason to be very
 

cautious in responding. To the Party leadership, we point out that 

for the Government's promises to be effective, they must be believed. 

To external donors interested in assisting Tanzania's private sector, 

we warn that immigrant communities who have experienced sharp losses 

in the past have 
an extreme incentive to transfer funds out of Tanzania.
 

Many investment devices which otherwise might be attractive can be sub

ject to misuse when the desire to repatriate funds is as high as it is
 

among some segments of Tanzania's private sector. 

7.30 Nevertheless, the entrepreneurial skills possessed by Tanzania's 

immigrant communities do rep-esent an underutilized resource. We pro
pose that more thought be given to identifying where these resources 

can be legitimately employed. For a start, the past role of immigran:s 

in supporting the agrioultural sector through agricultural machinery
 

services is still absolutely vital to maintaining Tanzanian exports.
 

We do not see parastatal organizations as having been very effective 

in meeting such needs; a return to a mixed economy in this area is !onz 

overdue. Another possibility would be to extend liberal incentives to 

any large farmer or estate which develops new crops for export, provided 

the producers bear the risk. With a huge Gulf states market nearly 

nex-t-door, Tanzania has ample cause to diversify its agricultural exports 

towards a part of the world where it enjoys a transport cost advantage. 

To date, Tanzania's parastatals have proved inept at penetrating the 

lucrative Gulf state market; it is time to give the private sector a 

chance. A third possibility discussed in chapter three (p7. 131-132)
 

would be to encourage private sector initiatives in small-scale tourist 

facilities. Here, too, Tanzania's parastatal hotels and tour organiza

tions do not merit the protection they have received by virtue of 

their near-monopoly position. Increased competition is definitely
 

needfd within Tanzania's tourist industry (and might be accompanied by
 

a shared-profits scheme for workers in the parastatal hotals). 

7.31 There were indications in mid-1983 that the foreign exchange 

constraint was jeopardizing the entire transport sector. Since then, 
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there is evidence this danger is being dealt with at 
a policy level.
 
The Party's willingness to encourage small-scale, private transporters
 

should be supported, but the danger of liberalization which had al
ready emerged in 1983 was that private transporters were switching
 
to the more lucrative Dar es Salaam trade leaving home communities 
stranded. We noted the vital importance of Tanzania's transport
 
efficiency for neighbouring countries (pp. 156-157), and the high
 
foreign exchange content of Tanzania's road haulage (p. 161). None 
of this is news to Tanzania's leadership, but it does mean that an
 
integ-rated approach 
to transport planning is essential and that if
 
Tanzania's railways are inefficient it rapidly becomes an interna
tional matter. The hidden costs of travelling only one way loaded
 
were cited as 
a major argument against giving parastatals like the
 
crop authorities a major role in truck haulage. 
We also warnied that 
Tanzania has been unable 
to protect its light specification highways
 
from overweight loads-a failure which has drastic foreign exchange 
implications, since 
it can more 
than halve the life of the roadway. 

The whol- ojestion of light specification constructions under external 
loan financing needs to be reviewed in the light of Tanzania's recent
 
experience. Finally, for the 
public sector the undercapitalization
 
and low efficiency of Tanzania's Transport and Works Yinistry (aya
silianc) has constituted a severe bottleneck, as has also the pocling
 
of vehicles for use by those 
not held responsible for maintenance and
 
upkeep. 
Despite its high foreign exchange costs, much unnecessary
 

road travel occurs in Tanzania because individuals cannot rely upon
 
telephone and radio connections. The whole question of the 
foreign
 
exchange implications of present public sector transport policies
 
needs review. Perhaps the most cost effective answer would be to 
seek donor assistance to improve the telecommunications services. 

7.32 There is an analytic dimension to Tanzania's continuing transport 
crisis. Policy-makers seem insufficiently sensitive 
to the fact thaz 
by opting for a dispersed network of small institutions-NCE's, ARI's, 
MATI's, etc.--they maximize the impact of deterioration in comn-unica
tions. 
 Similarly for the location of processing industries and other,
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transport-linked investments. 
We have argued that the intrinsic
 
situation of having the country's major centers of 
production dis
persed around its periphery leaves little margin for transport in
efficiency. For many export crops, transport costs will alwy
constitute a prime consideration affecting farm profitability. It 
is this hidden load which Tanzanian parastata.s have ignored in their 
gradiose expansion schemes. The decision to open zonal offices, for 
example, seems a necessary and natural solution-and yet this very 
action often presages economic disaster for the parent organizaticn.
 

7.33 The continuing weakness of the Ministry of Agriculture and
 
Livestock Development merits urgent attention (see pp. 200-216). Both
 
SAP and the New Agricultural Policy give KILIMO the central responsi
bility for supporting a revival of export crop production. We found
 
that while the Ministry's top leaders have an impressive knowledge of
 
details within agency,their major issues have been left unresolve4
 
for over 
 two years after the "new" policies were announced. The coordi
nation between KILIMO and YIFUGO staff is very weak, thewithout Ministry
having consolidated staff lists or even having decided which incumbents
 
will be in substantive charge of each 6echnical function (there being

usually: two training officers, two research co-ordinators, etc.). Vhe 
handing over of export crop extensio. was done in such thata way field
 
staff lack the 
 means to travel and work-hardly an auspicious beginning 
for the central element in the revival of Tanzania's exports'. 
At a
 
time when it should be concentrating on its central tasks, KILILO is 
busy designing input distribution centers-a function which officially
 
belongs to co-operatives and not KILIMO-and encouraging tractor mechaniza
tion (when fuel and spare parts cannot be obtained and the Ministry has
 
twice 
failed when trying similar programs in the past). Everybody agrees

the research system is ineffective and overly complex; nobody kn.vs what 
to do about it. Technical packages still do not exist, and there is talk
 
of reverting to standard recommendations-another disastrous move with 
an especially bad history in Tanzania. 
 In short, an effective agricul
tural support system was not yet in evidence by December of 1984, and 
unless this is quickly remedied the hoped for benefits from agricultural 
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reorganization will not materialize. In saying this, we do not mean
 
to criticize the individuals within the Ministry, who seem to be doing 
the 
best that they can, but rather to reiterate that KILIMO must re
ceive firm support from above if it is to carry out its mandate. 

7.34 There seems to be a lingering insensitivity to the aggregate 
demands which having such a large parastatal sector imposes 
on the
 
national economy. While ministries give lip service 
to the announced
 
goal of restricting further formation of parastatals, almost every
 
week some new institution is announced. 
 We suggest that the forces
 
leading to parastatal proliferation 
are still very strong-being en
couraped by donors as well as 
potential office holders-whereas the
 
national planning controls have 
 been generally ineffective. Perhaps
 
one reasor 
 for this situation is that SCOPO is swamped. It is a mis
take to have the same organization deal with individual rezuests for
 
transfers, benefit adjustment, etc.--a huge task, 
 running into thou
sands of reouests-and 
 also matters of parastatal policy. SCCPO would 
greatly benefit from separating its functions between several internal 
uni-s, an- perhaps employment of microcomputers to monitor the mannower 
situation in the entire parastatal sector. As of mid-1983, neither
 
SCCPC, the Manpower Ministry, nor anyone else 
 knew with certainty how 
many parastatals Tanzania has. 
There is no up-to-date central registry,

and not even a comnlete file of the Acts which are usually passed when 
each parastatal is formed. 
 In effect, 
this means Tanzania has the
 
appearance of control over its parastatal sector, but not the reality. 

7.35 Inside the parastatals, there was still in 1983 an evident
 
lack of cost-consciousness at middle-management levels (if not at the 
top as well). we assume 
the Government's cost-containment campaign
 
has made some impact, which we are not in a position to evaluate in 
1985, However, as argued earlier in this chapter (p . 350), there are 
still many pressures nudging costs upwards and some of them managers 
feel they cannot constrain. In the work of the !1DB and the PPUB in 
KILIMIO, the Government has access to excellent information on the 
financial situation of the cash crop authorities-probably as good 
in quality as any to be 
found in Africa. 
 Here we have argued that
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having a punitive approach would be an error, since it gives managers 
maximum incentive to disguise the true situation. What Tanzania needs
 

instead are better methods of transfer cost pricing, rapid publication 
of financial reports, 
a stress on monitoring performance rather than on
 

audit, solar powered hand calculators to minimize arithmetic errors, 
micro-computers to facilitate routine data processing, and a review of 
cost-control performance when hiring or promoting managars. These are 
not impossible reforms, but they do imply widespread changes in how the 
system presently operates. As a minimum first step, the Government 

should insist that every ministry and every major parastatal sets up
 
monitoring units like PPO. Reports from these units should be widely and 
directly circulated without requiring management approval. A more drastic
 

step would be to freeze disbursement of sec'ond quarter funds in all pub

lic and parastatal organizations until a draft reconciliation of the 
previous year's accounts have been submitted.
 

7.36 At present, individuals within Tanzanian organizations often
 

have strong incentives to take actions 
which, while they may resolve
 

immediate problems, nevertheless reduce institutional effectiveness.
 

Similarly, those in charge of parastatals take actions which benefit
 
their own organizations but which are 
damaging to the national interest. 

The failure to identify where these pressures originate is perhaps the 
primary reason we cannot yet assert that the many reforms now in progess 
will achieve a lasting improvement in productivity. We strongly recom
mend that an in-depth review of the existing incentives, formal and 

informal, be carried out. 
 This review should be done by Tanzanians
 

themselves, and should be of a comparative nature across ministries 

and across sectors. When large parastatal organizations are being
 
dealt with, external pressures of the kind now being applied can have 
only a temporary effect. To achieve permanent improvement will require 

that the organization itself is rewarding those activities which pro

mote the desired kinds of performance. 

7.37 A puzzling feature of the Tanzanian situation is why the various 

parastatal boards have been so ineffective. Virtually all crop authori

ties and public corporations have managerial boards, whose chairmen 
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and members have often drawn quite handsome allowances at a time when
 

the organization was accumulating huge losses. 
While Mwapachu (1983:
 
92-118), El-Namiki (1979) and Packard (1972) criticize the functioning
 
of Tanzania's Boards of Directors, it would be helpful to have detailed
 
analysis of actual cases. Perhaps this is a task which ESAII, IDM,
 
or NIP could undertake. 
 The point is that a board of directors remains 
the most logical mechanism for guiding parastatal operations; if in a 
Tanzanian context boards are not serving their intended function, it is
 
important to learn why not (here 
see p. 288).
 

7.38 We have stated at many points throughout this report doubts 
that the re-introduction of co-operatives and local government will 
yield major economies in. marketing and the provision of rural services. 
In regard to marketing, policy makers must note that when volumes handled
 
are declining and loan obligations rising (for underutilized processing
 
capacity in the cases 
of tobacco, tea and cashews), unit handling costs
 
are bound to rise. Furthermore, the 'losses" authorities weresome 
showing followed directly from nationally-set prices, and transport costs 
have risen sharply. For all four reasons, and because it is usually more 
expensive to run two organizational networks in place of one, Tanzania 
will be lucky to stay within the margins experienced in the recent past.
 
This is not welcome news, and we hope our prognosis is proven wrong. 

7.39 Past experience in Tanzania indicates that where 
organizational
 
linkages and responsibilities are effectiveunclear, implementation 
stops. The analysis of the interactional matrix presented in chapter
 
six (pp. 324-326) suggests that as of mid-1983 there 
were yet a large
 
number of unclear linkages between even critical components. The likely 
qposequence will be long delays, much bureaucratic "in fighting", and
 

a general "freezing up" of implementation until negotiated solutions 
are achieved. (This seems to be, 
in fact, what stalled KILIMO's imple
mentation of the "new policies".) We believe the national Party leader
ship has failed to recognize how much more complicated the o;verall Tan
zanian institutional system has become. Directives which could be easily 
put into effect in 1967 would today involve a tangled network of exist
ing institutions, all of whose interests are vitally affected. 
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7.40 Amidst all the criticism of Tanzanian parastatals by donors,
 

little attention has been paid to the burgeoning salariat in the 

regional administration and in the Party. Both types of employment
 

are directly linked to the number of districts, since the Government
 

and Party have standardized staffing expectations for each District.
 

We point out that at regional and district levels, Tanzania often
 

employs five officials to do what in other countries two would 

accomplish, e.g. the Party Chairman, Party Secretary, Regional 

Commissioner, Regional Executive Officer (or former RDD), and the 

Regional Planning Officer. The overlap between State House, the 

Party, and PMO, and the doubling of positions at regional and district 

levels means that addition of districts is enormouslyany new expen

sive in terms of the ultimate commitment on the budget. Surely an 

elected party official, a presidentially-appointed co-ordinator, 

and a professional planner (whatever these roles are called) would 

suffice. Since we did not observe the new Local Government structure 

in action, we hesitate to suggest where cuts should occur. Neverthe

less, there is consnicuous overmanning within the Tanzanian administra

tive and Party system in its Dresent form. 

7.41 An even more radical suggestion (from the Tanzanian perspective) 
is that the fundamental separation between "policy" and "implementation" 

positions has hindered Tanzanian development. Mwapachu notes that in 

Russia the same issue has arisen (1983:179). If implementers are loyal
 
Party members, is it really helpful to vest all policy formulation fun

ctions in a separate organization? Over the past four years, the Tan
zanian leadership's reaction has been to deepen the Farty's role 
as
 

implementation "watchCog". However, a strong case could be made from 

the evidence reviewed in this report that the split between policy

makers (the Party leaders) and implementers (parastatal and ministry
 

staff) has caused some of Tanzania's more conspicuous mistakes. The 
use Nyerere has wade of working parties drawn from implementers is a 

welcome development in recent years. However, the long delay in the 

implementation of the policies considered in this report indicates 

the Party still has not learned how to adequately involve implementers 
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after policy changes are agreed. Instead of having so much Party 

interference at the design phase, a more effective strategy might be 

to screen potential managers carefully for their loyalty before 

appointment (or promotion), but then make it clear to them they will 

be judged by the results their organj.zations achieve. The attempt to 

retain Party control over implementation by issuing external directives 

has the side effect of excusing managers from accepting the responsi

bility for their own mistakes. In all fairness to President Nyerere, 

we note that the chairmen of the Lakweta and Mbilinyi Commissions 

were both moved into positions of responsibility over implementation. 

Thus it is puzzling why there should have been so many subsequent prob

lems in the Ministries concerned, Withcut having an answer of our cwn, 

we must warn that weak and inconclusive implementation continues to be 

a prominent trait of the Tanzanian administrative system. Tanzania's
 

leaderhi, needs to recognize that reservations about the country's 

implementation capacity are partly responsible for donors' reservaticns 

abcut rendering continued assistance. 

7.42 The Government's whole approach to training and manpower is 

badly in need of overhaul. it is not clear why the bottleneck in 

science-trained secondary school output was allowed to persist for 

sc Long. Surely a conversion of the smaller YATIs and NCEs or a 

restructuring of Forms V and VI making A level work part of all post-

Form IV training would quickly relieve the pressure without major new 

expenditures. Again, despite having an expensive Institute of Educa

tion, Tanzania's secondary schooling is woefully weak if we remember 

that it accepts only the top 5% or so of each year's primary leavers 

(pp. 249-253). We have warned about the dangers of building so much 

social infrastructure under loan financing which the Tanzanian Govern

ment is unlikely to re-over from beneficiaries (pp. 254-256). There 

is also urgent need to assist Tanzania's Manpoer Planning to keep 

track of post-secondary occupational training (pp. 275-27 6 c) instead 

of merely compiling localization statistics. Tanzania has by almost
 

any standard an impressive array of training institutions; what it
 

has not obtained yet is an output commensurate with the nation's 

investment. (One hopes the Makweta Commission will have resolved 

many of these issues.) 
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7.43 Lest the preceding recommendations seem too harsh, we quickly 
add that the Tanzanian Government's achievements in the social 
ser
vices' sector have been impressive. Tanzania's policies in adult
 
education (pp. 335-337) and in public health (pp. 219-232) are inter
nationally acclaimed, as 
is Nyerere's forthright Education for Self
 
Reliance statement. 
 The paradox with which we have struggled through
out 
this report is to explain why admirable policies have generally
 
been carried out in such hesitant, incomplete, and contradictory 
ways. 
 Call it what you will-the "productivity crisis" has been our 
preferred term-this situation nullifies the impact of apparently
 
sensible policies. Certainly, the Party did not expect such an 
out
come. It is in large part the reason benefits are often disappcint
ing at the "grass roots" level where villagers experience government
 
policy. All of chapter 
 two (pp. 12-55) deals with this aspect of 
the recent Tanzanian experience. However, we call particular atten
tion to a brief case analysis 6f Barbaig resettlement (pp. 50-52),
 
which illustrates the danger to Nyerere's 
 regime of proceeding as
 
if merely by having good 
 policies rural development will result. In
deed, the senicr author suggests one reason for the 
 incomplete field
 
imulementation 
 so often encountered within Tanzania is that over
ambiticus targets are 
again and again imposed by the Party upon
 
weakly organized implementing agencies. The first time this happens,
 
perhaps by diverting resources from other sectors and 
 a herculean
 
effort, targets met.
are When, however, demanding the impossible 
becomes frequent either implementers begin to fabricate "paper" 
results, or systemicoverall functioning becomes unreliable. The 
time has come in Tanzania to focus on already established institu
tions,.to insure they are operational and effective. This means 
avoiding the "we must run while others walk" syndrome in favor of 
modest improvements which permanently increase systemic capacity. 
It also means heeding Nyerere's admonition that the key to develop
ment is man, not physical infrastructure. Institutional capacity
 
should in future precede, not follow, creation of physical plant. 

http:tions,.to
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7.44 Our review of Tanzania's natural resources (chapter three)
 

finds that the country still has substantial underexploited opportuni
ties. In the long run, prospects for increased tourism earnings, for
 
developing alternative energy supplies, and for a dramatic expansion
 
of hydro-electric genermtion are excellert. Tanzania's diverse ecology
 
makes it feasible to grow nearly any crop: tropical, Bub-tropical, or 
temperate. There are several regions with alluvial soils near to major 
rivers, the major precondition for successful irrigation development 
in Africa. And, of course, the tantalizing possibility of building 
the Steigler's Gorge dam remains (p. 138), though we point out that a 
sequence of smaller dams on the Ruaha are also feasible. What these 
initiatives all share is the requirement that implementation is care
fully planned and highly efficient. Thus a failure to insist upon 
these same qualities at present-achieved we suggest by attention 
to detail and an incremental rather than "crash program" approach
will doom Tanzania to continued poverty and dependency. On these 
grounds, we offer no apology for our stress on institutional productivity 
throughout this study. 

7.A5 Finally, the SIP team welcomes the Government's increased con
cern for the needs of smallholders and peasant households. We show in 
chapter three that much of the "present crisis" can be attributed to
 
cnly two basic causes, the neglect of coffee growers' needs at a criti
cal point in the mid-1970s (pp. 96-98), and an ill-advised entry of the
 
state into food grain marketing through the NMC (pp. 122-128). In both 
instances, the Party's other policies amplified the costs of its inatten
tion to coffee exports and its dogged insistence on subsidizing urban 
maize consumers. The refreshing feature of the Government's post-1982 
statements has been the recognition accorded to smallholders and villagers 
as the ones whose surpluses have partly financed the Party's ambitious 
programs. Similarly, recent events have brought home to all concerned 
the technical difficulty of managing grain distribution centrally in
 
an economy as diverse and scattered geographically as Tanzania's. The
 
central attention given to NMC in the 1984 Budget Speech suggests that
 
the Party is finally becoming more realistic in its approach to NYC, 
the one parastatal responsible for the larger share of authority losses.
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Implications for donors and USAID/Tanzania
 

7.46 In a situation characte,.ized by stringent foreign exchange
 

limitation, the Tan-anian economy needs import support far more than
 

it does ncw projects. Since 1981 this has been recognized by most 

donors, and also by the Tanzanian Government (explicitly noted in SAP).
 

The World Bank, IMF, EEC and Scandinavians have taken the lead in for

mulating various structural adjustment and rehabilitation measures,
 

though for several years disagreement over the Tanzanian response
 

forestalled further support by the IMF and World Bank. However, un

restricted import support is more appropriate for countries which
 

are Tanzania's major trading partners or which agree clcseoy with
 

its policies. For USAID/Tanzania, the congressional restriction
 

on extending further support to countries in default on US loans
 

rules out anything except emergency food imports (or so we were in

formed in late 1984). In principle, the SIP team was in aAreement
 

that donors should put priority on import support to assist existing
 

DroAraens rather than on starting new projects. 

7.47 Approval of import-support measures does not have to be of an 

unrestricted nature, however. There are certain minor but very sTra

tegic needs which would be attractive to any small donor motivated by 

humanitarian considerations, such as maintaining subscriptions to
 

international journals for the libraries in training institutions,
 

providing hard currency for ordering textbooks in agricultural and
 

scientific fields, or even such simple actions as getting spare parts
 

for MIFUGO's American Jbeps. We have pointed out that probably the
 

larger share of Tanzania's scientific manpower received their advanced
 

training in the USA and are sympathetic to US concerns. As of 1984,U.S.
 

policies towards Tanzania were undercutting those members of the Tan

zanian elite most friendly to America.
 

7.48 Whatever the US Government's official position, it was clear
 

to the SIP team that 1983/84 would have been an ideal time for chart

ing new directions in donor assistance. Proposals put to us covered
 

a number of sensible options: direct assistance to Tanzania's falter

ing private sector, support to the newly established Sokoine University,
 



- 363 

expansion of the TRD approach (see p. 27 6 c) to other ministries, 
help to KILIMO in reorganizing its field extension cadres, training 
for local government staff, help in revitalizing agricultural re

search, o5 simply an emergency program to eradicate the Scania beetle. 
Minor inputs which might make Tanzania's present system more effective 
would include financing of field surveys by MDB so that price reviews 
reflect actual farm costs, providing a microcomputer and training to 
SCOPO so that it can :'kep better track of parastatals, and doing much 
the same thing in Manpower Planning to monitor Ministry training 

programs. Advisory and supervisory support to ELIMU, KILILO, and 

AFYA aimed at consolidating and assisting their field institutes is 
much needed (as was partly supplied by USAID's recent Farmer Training
 
project). We would add transport planning as a priority, though it
 

appears this need is being addressed by CIDA, SIDA, and the World Bank. 
Among these possibilities, probably support to Tanzania's private 

sector or assistance to Sokoine University come the closest to AID's 

current priorities within Africa. 

7.49 In regard to the private sector, an obvious strategy would be 

to concentrate upon enterprizes with the greatest potential for expand

ing Tanzania's foreign exchange earnings. Export feasibility studies 

might constitute one such activity, particularly in regard to the 
huge Gulf states' market. Given the weak price prospects for several 

of Tanzania's present export crops, a strong case exists to diversify 

into new crops. However, any such effort must be implemented outside 

of Tanzania's present institutional network which is already hampered
 

by being spread over too many focii (hence our earlier recommenda

tion to the Tanzania Government that this task be given to the private 

estate sector) We also warn that BET's record to date is not encourag

ing when it comes to agricultural exports. Thus there may be a case 

for applying external assistance instead to the processing, agricul

tural service, or even industrial export sectors. With Tanzania's 

underutilized industrial capacity, assistance in arranging exports
 

would be highly desirable. Stimulation of local machinery repair
 

services in the private sector would also yield significant multiplier
 

benefits.
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7.50 An alternative strategy for the private sector would be to
 

focus on PVOs and farmers' associations (such as TFA) where these
 

offer an effective means for breaking farmers' production bottle

necks. Here the first step should be to look for inputs which have
 

a large multiplier impact in the private sector. Production of
 

feed concentrates to serve private poultry raisers was cited to us 

as one example. The Tanganyika Farmers' Association has continued
 

in operation without much government support. We regard it as 

a highly suitable institution for providing agricultural assistance.
 

The SIP team was unable to interview TFA management during our brief 

stay in Tanzania, but it would seem on the surface an ideal organi

sational base for expanded project assistance (rather than duplicat

ing TFA's functions within KILIMO's proposed input supply centers). 

Another opticn would be to extend small-amounts of non-project funding 

which Peace Corps volunteers or other PVOs (such as Heifers Interna

tional) njE.ht draw upon. USA7D/Tanzania has in the past supported 

several small private American PVOs at the regional level within 

Tanzania; it would make good political sense to continue such support. 

7.51 The possibility of expanded US (or alternative donor) assistance 

to Sokoine University of Agriculture arose after the SIP team had dis

banded. The Sokoine University's program has been described in scme 

detail (pp. 261-265), and is fully covered in a recent USAID/Tanzania 

Government report (1984). Senior Tanzanians have pointed out that 

Sokoine University originated in 1963/64 as a USAID project (with 

West Virginia University as the contractor); many of its senior staff 

hold US degrees; and there is a strong complementarity between the 

Tanzanian Government's hopes for its new University and AID/Washing

ton's current focus on bringing the "green revolution" to Africa. 

USAID has in recent years had a much larger project to assist Egerton 

College in Kenya, while at the same time terminating its small assis

tance to M!orogoro's Center for Continuing Education. At present, 

the foreign exchange constraint strongly affects the University's 

library and research programs. Given the willingness expressed in 

Tanzania for a re-organization of research services, it would seem 

donors are missing a major opportunity for institutional innovation. 
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7.52 For USAID/Tanzania, several warnings were giveiL based on
 

USAID's earlier project experience in the late 1970s (pp. 143-147).
 

Should the time come when USAID does expand its assistance in Tanzania 

again, five lessons should be absorbed:
 

- implementation will take much longer than outsiders empect. 
- projects requiring cooperation between ministries are less 

likely to become institutionalized.
 
- USAID should avoid designs which have a large survey or data 

gathering component unless this is the project's primary aim.
 
- small projects are much preferable to large ones. 
- USAID should avoid having large elements of physical construc

ticn in its projects. 

We are not optimistic that AID/Washington will accept such advice,
 

but at least AID's present willingness to fund longer term projects 

elsewhere in Africa is an encouraging sign. The interesting point 

about USAID's earlier project portfolio is that it dealt with most 

of the same areas which should be a priority today: village develop

ment, seed supply, KILI!1O's manpower development, agricultural exten

sion, livestock marketing, range conservation, and training for rural 

development. This suggests that donors have a better record in identi

fying the priority areas than in actually giving effective assistance 

(though of course many of the reasons for project failure arise from 

the local environment). A Driority task in our view would be for 

donors to look closely at their own previous orojects in an effort to 

hi-ghlight why uroject performance in Tanzania has been so ephemeral. 

Here probably it-would be advisable to combine forces, so that out

siders not from the donor concerned could independently analyze its 

particular faults. In Tanzania, the major role of World Bank/IDA
 

and of SIDA financing certainly merits more scrutiny than it has re

ceived to date. We emphasise this point, because donors' unwillingness 

to accept any joint responsibility for the low performance of their
 

projects is perceived by Tanzanians as a valid reason for suspecting
 

donors' motivations now and in the future.
 

7.53 As it happens, the senior author has been involved over the 

years in many of USAID/Tanzania's projects (either as a contractor or 

as an observer resident in a project's area of field operation). What
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neither the Tanzania Government nor USAID officials adequately
 
recognize is that because the start-up phase 
is so long, most of
 
USAID's major projects had only two or three 
seasons when they
 
were being fully implemented with necessaryall project resources 
in place. 
 This is simply too short a time for effective institution
alization to occur. 
 In turn, because of weak institutionalization,
 
loan repayment cannot be expected from the activities a project has 
financed. 
These days when Tanzania repays donors' loans, it usually

does so by diverting funds from other sources rather than from the
 
recapture of 
 revenues from the projects financed. Knowledge that 
this is 
so explains why many senior Tanzanians view donors' attempts
 
at obtaining loan repayment as 
being vindicative in nature, motivated
 
by the donors' internal politics and not by realistic assessment of
 
Tanzania's repayment capacity. 
 With this view, this report emphati
cally concurs.
 

7.54 
 Why, then, is there 
so little sympathy for Tanzania's repay
ment dilemma within AID/Washington? 
Here Tanzania's policy-makers
 
should realize that a significant proportion of Africa Bureau's senior 
staff have at cne time or another served in Tanzania (a natural ccn
sequence when tours of duty are 
short and the 
rate of transfers high).

There are 
many AID officials in Washington who remember vivi_.ly the
 
frustration of "assisting" Tanzanian administration in the 
form des
cribed in this report. This experience has left 
a legacy of scepticism 
much like what one 
finds at middle levels within Tanzanian agencies.

Indeed, one 
of several ironies highlighted in this report is that
 
AID's customary structure for project implementation in Africa is
 
closely analog Dus to Tanzania's (and produces a similar alienation on 
the implementers' part). 
 In the UD system, the direct hire "pro
ject managers" resident in Dar es Salaam think of themselves as the
 
supervisors and controllers of field activities, yet in reality the
 
work is done by contract staff who are subject to unrealistic time
tables, constantly changing overseers, and a ofstream directives 
from above. Another similarity is that there is nobody positioned
to have an overview of all the various -components of a project over 

http:vivi_.ly
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the totality of the project cycle. AID/Washington worries about Congres

sional oversight, USAID/Dar es Salaam about Washington, the contractor 

about its home office and budget, the TanGov agency about the Regional 

Administration and/or the Ministry, and the Regional Administration 

about the Party's and State House's oversight. These divergences are 

amplified by a rapid turnover in the staffing at each level. Project 

teams find they are constantly explaining basic facts to new super

visors. One feels constrained on every side by different political 

agenda5and contradictory performance expectations. Structurally, the 

situation of a USAID contract team is subject to many of the same mis

apprehensions about performance which one sees in the Tanzanian system 

itself at the lower levels (see p. 197). It is, in short, a quite 

manarement-intensive system which yields relatively small output from a
 

large input (good cause for avoiding loan financed projects'.). 

7.55 UltImately the issue AID/Washington faces is whether to channel 

assistance accordirg to short-term political criteria, or long-term 

need and development potential. Chapter three of this report makes 

the case that Tanzania still has substantial underexploited natural 

resources: major potential for irrigation and hydropower, its as yet 

undeveloped Southern Highlands zone (as large as all of Kenya's high

lands). enormous tourism potential, and significant inland waters
 

shared with neighbcuring states (Likes Victoria, Tanganyika, and 

Malawi). Chapter four argues that the efficiency of Tanzania's 

transport systems is of considerable regional importance, especially 

to Zambia, northern Malawi, and Burundi, but also to Uganda, Ruanda, 

and Zaire. Chapter five points out Tanzania's generally progressive 

sooial policies, its several major training institutions (two of them 

cast in the US "land grant" mold), and the substantial connections be

tween US voluntary agencies and Tanzanian health and education services. 

Chapter six describes the Government's intention to restore local repre

sentation in i.s system by means of co-operatives and local government. 

The SIP team was unanimous in feeling that these potential advantages 

should outweigh short-run concerns about debt-repayment. There is still 

a reservoir of good feeling within Tanzania towards the USA, which 

should not be cast aside lightly. 
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Postscript
 

Throughout this report., reference has been made 
to the "SIP
 
team" having reached certain conclusions-and opinions. The SIP 
group as a whole did review a summarized statement amounting to over
 
ten single spaced pages, presented to USAID/Tanzania before we dis

banded. However, it proved impossible to arrive at a narrative draft
 
of all seven chapters within the short period of less than a month 
which we had together. In addition, loss of all the documents relating 
to chapters two and four greatly delayed completion of the report. The 
senior consultant takes the final responsibility for the inevitable
 
mistakes and errors 
 tich remain. SIP team members individually pro
v:ded much of the documentation for each chapter, and contributed vigor
ously to the debates we had about Tanzania's current policies. The 
s+ress on the productivity interpretation was added by the senior author 
and should not necessarily be linked to other individuals in the team.
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