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No unplanned effects were identified.
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DRAFT FOR
 

DISCUSSION
 

SCOPE OF WORK
 

Lesotho Agricultural Sector Analysis
 

The overall objective of LASA is an improvement in the capacity of the 

Government of Lesotho for agricultural planning and policy foration. Two 

approaches are necessary simultaneously. First, the quality of the analytical 

foundaticn on which policy making rests must be improved. Second, the de­

cision making prcess needs to be improved to elicit as well as utilize 

better analyses and inputs from a wider audience, including more explicitly 

farmer needs. 

The analytical base in Lesotho is only marginally useful to policy mar rs
 

today; consequently it is not routinely employed in a systematouantitati ;e
 

fashion. Field research has frequently used poor, or at least unconvincinc
 

methodology. Those studies that have been dcne are often not related to e h
 

other and usually not related to policy issues in a direct fashion. Kn -w­

ledge of the Basotho farmer remains an accumulation of bits and pieces,
 

several of which are inconsistent with each other. A wholistic depiczi:n
 

remains to be consolidated.
 

One contributing factor is the inadequacy of the data base. Leso:* s
 

statistical system is still in its infancy. Tn the past, analysts have 'n
 
frustrated frequently by various statistical inadequacies. As a result u.
 

previous planning has been based on impressions, conventional wisdoms anJ
 

guesses. .Analysts have Perhaos over reacted, declining to use availabla
 

data when in fact some oF it is more useful than currently belived. yore
 



rigorous analyses could nave been done with available data. And data avail­

ability is changing with each year's accumulation of statistics and with
 

each new project baseline study. While major pieces are still missing and
 

will have to be-obtained, a sufficient nucleus exists 
to support a concentrated
 

integrative analytical effort at the present time.
 

In the absence of a meaningful analytical foundation, policy formation
 

and planning has tended to be an ad hoc process. Decisions rest frequently
 

--on oerdehtidn h] thout data are hard to convey, still
-prssfionfst s 

harder to test for accuracy. The absence of analysis has left Lesotho with 

a poorly scecified framework for planning which erodes the Government's 

tivities. The absence of an interactive decision process robs Lesotho of 

the benefits of cross fertilization of ideas and of the potential impact of
 

bringing a broader range of ideas to bear on a given problem.
 

These then are the felt needs to which LASA is attempting to contribute
 

solutions. Our basic approach during Phase ITI 
 is to develop an interactive
 

analytical process among Basotho agricu"tural planners that, supported with
 

rigorous analytical tools, can meet the Government's needs for better long
 

range planning and better policy formation in daily operations.
 

Sector analysis is therefore seen as including both a process and one
 

or more analy:ical models. The primary objective, the sector analysis process,
 

will be embodied in a core team of individuals drawn from the Planning Unit,
 

with associated members from the technical divisions of the Ministry of Ag'i­

culture, from Central Planning and possibly the Sureau of Sza:istics. The
 

Sector Analysis Team (S.A.T.) will utilize various analytical techniques in­

cluding some focal modeling of components of :he a_;riculura* sector Ce­

veiopment, testing and application of these :ecnnicues to :olicy and procram
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a principle means of integrating the SAT
 :ues of the Ministry is seen as 


of sustaining cooperation within it. Both dimensions, the process and
 
. 

must develop simultaneously.
e model, 


the proposed structure of
 
The various ideas and concepts that led 

to 


and the scope of work are surmmarized in 
the sections bel&"T
 

."e 11i 


ihe Sector Analysis Team
 

Currently the Planning Unit is characterized 
by individuals working
 

of their own responsibility. Coordination, cross-project

alore on areas 

than one point of view
the interaction of more

cN;oarative evaluation and 

analyses produced. Sector analysis by its na:ure­
r. 

re-
The broader perspective, the 
h a-hieved in thjs fashion. 

cf the sector in which different, indi­
dimensionslationship of varicus 

wide range of al­
viduals might be specialized and the interplay of a 


ternatives are all necessary parts of sector analysis.
 

a team process.

(1) Sector analysis therefore requires 


sector analysis will be directly related to 
(2) The productivity of 


to the ex­
the degree of effective interaction within the team, 

to a feeling by the team that what 
istence of a team spirit and 

they have to offer through sector analysis is significant, perhaps 

the core cf agricultural policy and planning support. even 


be a directcenerate useful inputs will 
(3) The ability cf the SAT to 


various analytical tools
 
function of team member's skill with the 

of the full capacity of
their detailed knowiedgeand methods and 

strongly suggests that 
whatever analytical models are developed. This 

sector analysis in their daily 
team which 'will eventually applythe 


t.ne cons:ruc-ion 3f the associated4
 
work be involved from the outsez in 


model s. 



(4) Investigations during Phase IT,:he ASR, showed that both micro and 

macro perspectives lead to useful insights concerning the agri­

cultural sector. Both will be used simultaneously, each will serve 

as a cross check for the other. The SAT should include at least 

one person each with a strong ficility with micro and macro level 

analysis. 

(5) The social dimension is important throughout Lesotho's agriculture. 

This importance.is accentuazed by. relatively-low monetization levels 

of village transactions, the Basotho land tenure system, the several­

roles of livestock in the rural household and other factors. The 

SAT requires a member who can integrate these dimensions into the 

analysis.
 

We therefore propose to begin with a Sector Analysis Team composed as
 

follows:
 

1. Sector Analysis Team Leader to be an agricultural econcmist with
 

a facility in micro-analyses.
 

2. Pl'nninc Office- (MXacr-Economicsl to be an economist or agrizultural
 

economist with a facility in macro-analyses.
 

3. Planninc Officer ( Baer to a person skilled in ana­2ehavior) be 

lyzing human behavicr, especially at the farm management level. Training or 

experience in rural sociolcgy, agricultural economics or benavicral research 

would be advantageous. 

This group is proposed as the core SAT, each devoting the majority of 

his time to the activity. Each of :he above is a Mosotho and all are pro­

fessional staff members of t.e Planning Unit, Ministry of Agriculture. The 

CSU team will work closely with al but wi:n some loose s as~ecializacicn 


follows:
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Jerry Eckert - micro-analyses, farm management behavior and 
rural labor 

Ken Leathers - macro-analyses, farn economics
 

Gene Wilken - behavioral, resource and spatial analyses.
 

To this group will eventually be added team members with concentrations
 

on the affairs of key technical divisions'of the Ministry of Agriculture. One
 

might expect representatives from Livestock, Crops and Conservation Divisions
 

The exact nature of their administrative and organizational af­as a minimum. 


filiations has yet to be worked out. The important point is that these team
 

members will form the communicative bridge between LASA and the technical
 

reso'id to specific needs of the divisions and
divisions enabling LASA to 


bring the skills and information of the divisions into the sector analysis
 

process.
 

aureau of Statistics
Close relationships with Central Planning and with the 


are considered essential. One possibility is to identify an additional team
 

member frcm each orcanization. This and her pass:!:e fer.s o
 

should be discussed and finali:ed within the next 90 days.
 

The Sector Analysis Team will be respcnsible to the Chief Planning Of­

ficer, and through her to the Oeputy Permanent Secretary (Technical), Ministry
 

of Aaricul:-re and to the Per-nent Secretary, Central Planning and evelop­

ment Office. 

1I. The Sector nalvsls Mcdel
 

Analy-ical models are abstract quantitative deoictions of natural,
 

economic or other types of systems. While we do not, at this time,
 

feel we can or should produce an exhaustive model of the type Michigan
 

Korea, we do consider some model-
State developed for either Nieria or 

ing essential to seacor analysis in Lesotho. An attemo: :o :eieoo an 

analytical model of the acricultural seacor and/or Por:ions of it is 

exoected to yieid :ne fallowing oeneits: 



rural house­
(1) Quantitative understanding of agriculture, farmers and 

holds is too meager at present to support policy 
making adequately.
 

An accurate analytical foundation is needed urgently, especially
 

given the growir~g complexity and size of agricultural 
development
 

efforts.
 

k2) Cooperation while developing .the model(s) 
should serve to coalesce
 

a high productivity.

the SAT into an interactive unit with 


of
 
(3) The need for technical information to support a model will, 


necessity, strengthen relationships 
with the technical divisions
 

of the Ministry of Ag-4i'
 

that meets the r needs.
to emerge 

and deterministic linkages
- functional
(4) Modelling draws attention 


between sectors, subsectors and outside influences. :n so doing
 

it broadens the frame of rs:erence brought to bear on 
individual
 

probl ems. 
per-it the sector 

or more well develoce. analytical models will 
(5) One 

better inout to their de­
analysis effort to pro','.e policy makers 

For this reason, it is expected
 
cisions than available =1se%;here. 


turn t. the SAT for assistance, a de­
that users will incresingly 

sense of impcrarce and contri­
-:-ance the
velopment qnich will 


bution shared by team m---s.
 

serve as an integrating
.=an con:-nue to 

(6) Finally an effective -noc" 


;ztor anaysis process after the de­mechanism, sustaining :ne 


team.
Parture of the ISU 
:n deveioping a 

we have cnosen to concentra:eFor the above reasons 

irst year o .hase ".. Since such an
 
sector analysis -ocel during r. 


of work withdown Into sec-rIc typese
- effort cananalyslsresears 
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specific time sequences more easily than can the development of a more gen-. 

eralized decision process, the model seems the logical component to pace our 

work during the next few months. The sector analysis process remains first 

priority, however, with the result that each step in the development of the
 

various analytical tools must contribute directly to a needed dimension of
 

the final process.
 

For example, determining the components of a model exposes the SAT to 

the full range of factors influencing agriculture. It also .permits inter­

-actionwith the Ministry leadership to determine priorities and questions of 

policy importance. Quantifica:ion of the model will teach research methods 

and-m -a tOOls to tne SAT while devecping close working rei=tionshi-s 

wi.h tec 1nI staff in the divisions. Testing and refinement of the model(s, 

will provide experience in doing analysis and evaluation at the sectoral and 

intersectoral level. Figure 1 depiczs this parallel development process. 

As mentioned earlier, both the micro- and macro-viewpoints are useful 

points of dear-ure. For a start we will attempt to develop the following 

models. 

1. At tne micro-level, a model of farm manacement behavior, with two 

principle Parts focused on a) crops and b) livestock. While farm 

budcets and costs of production are a logical first step, it seems 

pcssiole -o develop a linea- orogram to portray crop manacement 

decisicns. Many of the necessary technical coefficients are un­

kncwn, hcwever, and survey work will be needed during the coming 

growing season. 4e have prooosed to develop a major farm manacement 
behavior survey cootera:ively witn SAS and Farminc Systems to meet 

the needs of alI three :rojeczs for -nforma-.aon 3n :rvco r c Sstem
 

manacement :ecisicns. :hode~in be
the livestock suc-svszem will 




I
 

Itjujre 1. 	 Steps Leadnug Toward Establi shling an Int( ractive Process of Sector Analysis 

_(___r.ows mean "leads to", SAI Ieans Sector Analysis Team)
 
DeveloIiieiLif lievelopiienLt of DevelppmenL of Persons Involved -

Aialytlal hModel SecLoral 'erspecLive Aalytical Process Type of Contribution
 

Define major .Aarness of Sector, SAIi it.eracLs on col- SAT - develop structure 
SLi-ucLura I componentIs Subsc ["or components cepLs,, pr iori ies, PS/UPS - add priori ties 

s ticture 

Spci fication of g Awareness of internal Emierging agreement on SAT 
0- Sectoral linkages (iyna, ics, systemic con- iriorities, technical Technical specialists ­

o 	 nectlios relationships and first ensureiall significant 
iindicaion of areas of 1inkag s included• .( 	 i,,dividuadl special ization 

4 .uantification of Awareness becomes 	 Analy~is techniques focused SAT - 4nalysis, leadership
linkages 4 sectoral .qualILiLative, sectoral on quanLi fication of model- 1ntegrdtioil 
dynamics perspective emerges in " same techniques used later Tech. 1pec - Conceptual and 

p1lannin, poicy formaln to ,-e iie & update nodel echical input 
•JI 	 j Farnerl Behavioral patterns

I ndividual sectors or linkages hecome seful 	 Field Laff] mot ivations 

'l.esting/l(eflnement begins 
of model >of model, critical natute sector analysis process Tech. !pec - fechnical input 

I of certain 1 inkages to planning/policy issues PS/DlS - Task SAT for output 
l- Assist evaluation 

0 outputs 

" 	 Awareness of sensitivit SAT to apply SAT - refinement, application 

,I I 	 Farmers - [eedback
 
Anialytical P)lanning and PolicSy Uyestlop 

J, ,/Increasingly put to model sac 

Exercising the SA SAT gains experience
 
Model oii actual in applying decision
 
prolelis process, sectoral per-


Snewdata cvreinement spective tod available
 
iCts ni a drevielio) tools to problels of im­

portaiice to (ovellllent
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done first, at least insofar as available data permit, 
because of
 

the current interest in livestock imports, range deterioration and
 

Whether or not a field investigations 
of livestock
 

related topics. 


husbandry practices is
needed will be addressed 

subsequently.
 

simple input-output
a 

our first effort will be 


2. At the macro-level, 

on trade in agriculturalfocussed

of the agricultural sector,model 
labor migration.includingof production,and factorscc.rmodities 

are unde ay at presetusin agregate data
 
3. Two related efforts 


crop output and livestock
 on 

to estimate the effects 

of rainfall 

preliminary
 

In addition, a survey isin process to obtain a 

trade. 


F T i; c7 
assessment of farmer's percep-u"t 


Further work is planned with the Research
 
avoidance strategies. 


the effects of measured variability in
climate,
 

Station :o model 

crop output.
 

particularly the probability of mid-season 
droughts on 


a fairly thorough
combine into 

of these several dimensicns will 
All a component
 

investigation of the elements of climate and risk as 


of the crop management model.
 

structure of what might
 
very preliminary conceptual
Figure 11 shows a 

and the agricultural 
The farm management behavior model 

eventually result. 

lie two levels
3etween the two 

m,,ocel are the principle comcnents. 
sector 

of human interaction and 
decision making, the household and the social 

system.
 

well as constituting
 

Both provide important constraints to individual action as 


The government is important, particularly 
for
 

assets in other dimensions. 


And given the enclave nature of
 

its input and product marketing 
services. 


ptisns and
 

Lesotho's economy, the dominance of migration 
among emoloyment c


tne foreign sec:r is of unusual
 

micrantS earninGs am.ong income sourc3, 


sicni ficance.
 



Figure 2. Possible Structural 

Model (SAM) 
Organization of a Sector Analysis 
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Il. The Sector Analysis process 
Our ultimate objective is 
an analytical 
process providing evauaions
of alternatives or analyses of implications 
toidin 
 auatoul
 

like this 
 ,ucess 
to Produce better answers than
in fact, expect it 
are now available 
 eLnd
to excell 
over alternative methods that could be de­veloped. 
 To do so the sector analysis process must be:
 

a. systematic, 
in 
terms of a series of steps,
b. interactive, 

including 


active
with a specific topic,
 

c. multidiscipl inary,
 
d. 
rigorous, in analytical technjues 
e. Supported by 
an improved data system,

f. capable of relatively quck< 
response,
 
g. 
farmer orien-ed fn 
The 

its perspective.

core SA7 will provide the sustaining nucleus. 
 All other ,,embers
wflthe Planning Unit plus selected specialists of 'he technical dlvisicns
will 
be asscciated 
as 
the need arises. 


veloped, a zeam approach will 

Once the basic tools are de­
be used in aolvinc the tools
queszicns. to scecific
,-For each assignment 
at Ieast one 
of t-the 
as required by the topic wil follow 

core team plus ohers
 
a process perhaps such as 
aotears
 

in Figure 3. This figure as 
it is currently drawn iS simply a
version of The generai_-_
scienific method" 
 . is expected
use -o evolve while in
to ,,ore explicitly identfy 
componenzs enhancing its
to the farmer and o responsiveness
:n o inisry'seacershio 
 Tairinc 
t oeproduct 5
t f 
 Mtinstr-,'s 
needs conceivably wfuil 
 necessf ate more 
Interactiveloops between :.ne SA7 and polic', makers white greazar =on:ac: wi:. far.ersmust be bu:;t In in order 
 - ,e 
res onsi.e 
o :Iel 
 ecs 

a 7armer and :c sus:;,
oren:.d 
:ers-e:zi.e a 
 Z,
;-A memoers 



Set o f Questions Sector Analysis 
to a Specific Question or
 

Peoole :nvoved 
Steo 

Farmers~District Staff Felt Need 

Feedb ck 
Ministry LeadershipSAT Leader 

Problem Definition 

Definition of Desired
Product or Analysis 

SAT (wit SA ,)Tech 
Tec. oiv. STac i 
DPS/CPq 

SAT to review with 

s 

/ 

SubdiVide Probl em 
Form HyPotheses-Succes­ k 

Pu, BOS, -,ecn Jivns. Available !n a"':~ 'n- - . 

Assembl, 
 y SAT 

nrOrma 


0o "EEcec, 
 ;rre
 
SAT, factor considered 

Test Y p:Ieses, anaiyzeimplications, form ena­
tive conclusions 

SAT plus personnel 
listed 
n box as needed 
 c-o-, UGS ons wf''
,Reviaw
 : "I ,n 1 '­leaders 
 0, 3 -"sz. t fItech. 0 vlcn- and 
 a me rs 

T.omete 
AnalysIs 

SATMinistry 'eadershio 

T ­-si : ana;vj.- . 

neads 
of 
 ozo 

for, neeed
 

by uzers 
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Necessary elements of team interaction and experience 'will be de­veloped while building the analytical tools 
during the first year.
The sectcral perspective and the importance of subccmponents begins with
the specification of the conceptual model. 
 An awareness by the Ministry
leadership of the Potential usefulness of sector analysis should begin
as they are 
asked to 
respond to the completeness of the models with
 
respect to coverage of policy 
areas.
 

Quantifying the models will provide intensive training in analytical
techniques applied to Letotho's data base. 
 At the same 
time, SAT members
will be developing close working relationships with specailists in thetechnical 
divisions both for data and for analytical insights. 
 Some
data will 
not be available. 
Consequently the SAT will be engaced inbasic research on 
selected topics. 
 Field survey experience during this
period will contribute toward farer orienteda perspective and, in thelong run, to 
testing of "-o:com-up'planning and c.-mmunications Processes.
 
As the data is assembled, team members will Cain experience in
computer data Processing and modelling techniques whicn they will 
ul-i­mately have to have to 
sustain dnd exnand sect:or analysis 
in :he Post-
LASA period. Integrating the models provides an oPportun!y learnto 

systems analysis, sensitivi y analysis as 
well as 
a solid perception of
 
the exact influences of each sectoral cmpocnent. 

As individual 
comonents become o. 
 ional, 
tre team will seek to
apply them to 
Existing issues and new ;r-blems as assigned. As each new
portion of the 
odel 
emerges, the wcrkioad of the SAT will 
shift in­creasing, 
 t.-wart 
a ol.ica:icn. 
 Cur, na :he final fifteen mcnths of thepro .
 ... n will aIsc b.e
_ iven to :neans of increasing the 
re­spocnsiveness an, relievance of the sector analys is process. Fine tuning
of this nature canrc be dcne until the Prccess is actual>, :einc aoiied. 
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Finally, an explicit phase-out of the CSU team from the 	position of
 

During
co-leaders is prorarrmed to be complete by the end of 1979. 


the following eight months sector analysis leadership will rest solely
 

with the Basotho; CSU will participate solely as resource persons
 

participating within the team as directed.
 

IV. Training and Consultants
 

- componen ts of the .program are entirely supportive.No te-__thaf_thes 

of the activities already discussed. Their final de~in.ionce­

quires agreement on the activities and the sequencing associatad 

with the ,-.odel and the prccess. While preliminary "best guesses" 

are ncluded in the flow chart of activities, they will be more 

the LASA Review Xeetinc, June 21-23, 1 •7.fully specified during 

V. Activity Se"uencina
 

Figure 4 gives a preliminar'- version of the Preposed schedule of 

25 months of the LASA project. As notedactivities over tre remaining 

the first year are set largely by the mcdeiino exerciseabove, timings cr 

witn Sector Analysis ?rocess activities sequenced accordingcP. Wtle
have
 

added a "local support" block to identify related but distinc iv 

rcaranm is :o proceed on schedle-. ?rgressthat are essen-ial 4f the LASA 


is underay in all -hree dimensions.
 




