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EVALUATICN

S

M. Brah Mahamane, Rural Development Secratary of State, presided oz a debdzfin'g.
with USAID's Evaluaticn Team concerning the National Cereals Project. It was beld
in the usual rocm of the Mindistry of Plan. Present:

¥ A, Barom, Regdcnal Develcmment Cfficer, AID
J. Livingsten, Project Managex, USAID
J. Fishexr, Ccordinator of CID
C.H. Raullerson, Coordinator of Texas Tech. Univ. Project
J. Williams, USAID Team Laader, Extension .‘dvisor
W. Hall, Seeds crecialist, USAID
C. Harvey, Genetician, {SAID
C. Brown, Agricultuxal Zngincer, USAID
E.Foerster, Rural Engineer, USAID
L. Siegel, USAID
Mxssa Abtba, N Coorzdinator
AMadou Carba, Directcr of (INCT
Qumarcu Meussa. IDVRAY
Quszane Bawa, Direction of Agziculrture
Abdou Aroura, Dizecticn of Agziculture
F. Foucher, " "' v
Y. Boulanger, BEPRO MDR
Cisse Amadou, General Seczetazy of MDR

The Secrtetary of Rural Develorment cpened the zeeting and welccmed all the parsici-
pants especially the zembers of USAID Evaluation Team. he excused hizmself and in—
formed the par<icipants that he would have to leave during the meeting, The General
Secretary of MDR wculd replace him,

The Seczetary of State, af*er having shewn the izportance of the project for Rural
Develcpment in Niger, pointed cut the difficulty,pechaps even the impossibility of
malking a ccmplete evaluation at the present stage, as the project =as enly'in its
begimnmings and had to prcve irtself, Hcwmver, a few questicns cculd alzeady be
resolved which prevented the oroper functioning of the project, The Seczetary of
Stata informed the audience of the igportance he was giving to the Cocrdination
Qffica to intagrate the differant aspects of the project and ccntzol all the opera=-
ticns: the coordinator =ust te expowexzed with an erfective authority owver the con-
trol of cperations, and it is in this perspective that the MCR signed the order

N° 28, dated 11/19/76 stipulating the different attributions of the Careals Project
-Coordinater. This coordination does not exclude the possibllisy for INRAN to
integrate the cperaticns of the Careals Project into its cwm activities, (n the
contrary, the services concernied by the project must tzy to integrate the activia-
ties of <he Careals Project, The different services should be linked by a close

© eolla' cxation, so that, for exacple, the work carriad cut by INRAN zay profit the

r Sexrvica of Agziculiure and the OICT,

NCP Coordinator: The Coordinator then sumarized the =ain points discussed
during the 'working'' Deetings with IDRAN, Service of Agriculiure and the G¥CX,
and presented tha.zaln points of the Project'!s progzram that have been carzied
out up till now,
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1) Construction: They started at the level of the delegations of the UNCC
arrcndissement, of the Seed Multiplicaticn Centars, of N'Dounga’s CFJA.

2) TIraining: Up to the present time, 40 aide-encadreurs hawve been trained
by the INCC, and 40 others will scon be selected in orcder ta be trained, 150
aide-encadreurs were hired to work within the framework of agricultural extension,

3) Production: Within the framework of the Dosso Productivity Project, a
millet operation was carried out in the areas where cowpeas had been produced in
1975. Thus, 3,384 hectares of millet were taken over and ylelds of between 50O
to 600 kilos/ha were obtained. We must realize that these yields are excellent
compared to those obtained by neighboring fields, However, they were handicapped -
by delays in the delivery of orders:the hoes did ot arrive on time and only 30 tens
af urea were made available for the campai¢n and the cperaticn.

P3 Kolo Seeds procducticn experiments were madae at the Multiplication Centers:

CENTRE Hectares Prod.(T) Yields(Kg/ha)
CECERME o] 5.86 293

MADACUA 8 1.3 162.5
MAGARIA 0 13.0 650

Then the Coocedinator wrnt through the main difficulties the Project encountered
during the fixst year:
- delays in the orders

« delays in the delivery of equipment, materials and inputs

- delays at the level of the Financial Serwvice of the Ministry of Plan in the payment
af salaries and payments for thae purchasé of equipment and supplies,

As concerns the objectives 77, the Coordinator noted that the outlines for the
dmboration of the future -=lan of campaign have alreacdy been defined in the different
services and thus the act ons of the project may be directed to the objectives

in view,

SEDR : He noted that this prc'lem of supply concerning inputs, =material and equipment
limited the Project in s:ame ways presently, and something has to be cdone for the
inputs to be in place for the next campaign,

Mr Baron ¢ Be addressed his compliments to the Nigerien Government and especially to
the MDR for the izplementations carried out up to now, and raised the follcwing questior
tion: As the main objective of this Project is to improve the procduction of cereals

to feed the population, should the campaign 77 define precise objectives in terms of
nunbers of villages concermed by the praject? Could the project possibly and realisti-
cally reach in 1980 ,4,000 out of the 10,070 nigerien villages? Cn the other hand,

the AID Representant suggested that publicity about the Cereals Project Evaluation

be given to the newspapers and to the radio.

SEDR: He expressed his agreement to fix precise objectives and sees no cbjection
%o the questicn of publicity,

Coordinator: He acddressed the AID Representant and invited him to communicate to the
members participating in the meeting the observations -:-~« ' by the Zvaluation
team, These observations coulc be useful for the preparation of the next plan of
campaicn and the lccal expenses budget for the next year.

Mr Baron: Before communicating the observations of the Evaluation Team, Mr Baron
poi-ted out the fact that training of adainistrators and program officers within the
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frameworik of the Cereals Project .must be sericusly taken ifitoemsideration.USAID
specialists should be requested to come to Niger to organize training seminars on
the spot.

MrSiegel : He noted that USAID offered saveral training scholarships to the MDR
for. study in the USA or in other countries ( ex: two monthd'! training period for
the production of seeds in rbadan (Nigeria). But the MDR answered most of the time
that they had no available candidates for training-pericds offered,

Director INCC 1 As concemns training scholarships within the framesork of the Pro'e t
ject, he stressed the fact that the totality of specialities was not taken into
account, Especially, more attention should be given to the need for Cooperative
acministration specialists, ‘

Mr Barcn ¢ He commnicated the main observations of the Evaluatica team, beginning
with the general problems:

a) The main problem which could prevent the Cereals Project as a whole frem succee -
ding is coordination between the different elements of tha project. A special care
should be given to the relations between the different setvicas . These must be

seen in terms of the Project ctjectives: to improve farmers' millet and sorghum
procduction,

b) The key to, success gf this project as the transmission of informaticn and tech -
niques develcped at the reseazch levwil to the farmerss. It is evident that a certain
nunber of practices, capable of sublstantially improving the. procucticn, do exdist,
but we are not sure whether the Project had organized ‘or not’' a system of transmise
siocn wihich would respond to the needs of Niger,

€) As a priority item, the project aims to replace, progressively the foreign techni.
cal aid, Thererfore, it is izportant that the calendar proposed for the training

of Nigeriens must be closely followed, The homologues and trainees must be selectad
as sgen as possible,

d) The Cereals Project especially needs managerment and planifica*cion persomel. This
project represents a new approach in Niger, and its ultimate succes will cepend an
the ccopetency of the managers, aware of the needs of the agricultural <Cevelopment,

e )Another vital point is the selection of sites and construction of the resemsch
and multiplication centers,

MR Barcn then presented the observations of the Evaluaticn team concerning research
at INRAN,

a) The Cereals Project will izprove the research capacity of INRAN, Meanwhile, the
‘reseaxch sector of the Careals Project must be continually locking for practical
soluticns to a specific problem: the develcpment and organization of techniques desa
tined to improve pxocduction., Research within the program of the Cmxeals Project
seans to be the best way to cdevelop a capacity for Nigeriens to rapidly identify
and offer practical solutions to their own problems.

b) INRAN perscnnel should be oore interested and involved in the other sectors
of the project, For example, i¢ should get involved in the training of personnel
for cemonstratimms,

¢) An additionnal research should be programmed to cevelop and determine the econo=
aical feasibility of animal traction and other simple technical innovatiens,

d) T™he crganizaticn of acditicnal research substructures and the program for conse-
truction should be linked to the production potentiality .
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@) ‘The extension plans of the NCP research program should take into account the pers
sonnel available and espeeially in the beginning the CID team $lould stress the
tziining of persomnel.

f) In the preparation of recommendations for the totality of topics linhked to prac-
tical techniques, one should bear in mind the economical feasiblity and the degree
of receptivity of the farmer.

g) The proper functioning of the project has not been delayed in any way by conatru-
ctian yet, but it will soon be the case: corzrguently, important decisions should’
be made now, and if necessary , additional fin,ncing should be foreseen or the
plans modified in terms of available funds,

Mr Moussa QOumarout As concerns buildings, he stressed the importance of starting the
the canstruction of the 3 ::-usearch sub-stations at the same time, He added that *
INRAN's construction is in good process except for Tarna!s which has not received
USAID's agreement,

Mr, Siecel: He observed that the problem of construction constitutes the principal
bottle neck of the project up to ncw, This is the reascn why USAID had suggested
‘"plizi=g an expatriated civil Engineer at the Rural Engineering Department to help
the exdstant team responsible for the Project comstruetion . However,the Director
of Rural Engineering has not agreed to this. On the other hand, it was suggested
that Mr Foerster could supervise the constructions., But as he is assicned to INRAN
he has too much work cealing with the questimms of water econemy in Maradi to be
able to have any snare time for this problem.

General Secretarv: Ha closed the discussion on this point and announced that a ¢ca -
nadian engineer ( rural engineer) will join the Bureau of studies and will help to
find a solution to this problem,

Coordinator : He sugge,ted that INRAN should supply technical formas for the applica-
tion of technical topics at the farming level. Cn the other hand, animal tractionm
research must be aimed towards extension. As concerns the expansion plan of INRAN,
he considered that INRAN must tear in mind its available persomnel, INRAN proposed
the construction of 3 sub-stations at Ciallam, Tanout and Diffa, at the same time
whereas he, himself,propcsed at first the construction of one sub-station at Qual-
lam and then consider the personnel available tefore starting the construction

of the 2 other sub:'stations,

Finally the Coordinator asked INRAN to nominate a correspendent for all questicns
linked to the Cexeals Proj:ct,

Mr Baron : Commnicated the observations of the Evaluation team concerning the
Seed Multiplication Centers:

a) The problem of lack of workers will delay the progress of the Project; more
attention should be given to training, to the selection of short-~texm consultants
and to the other needs as soon as possible, For example, it is alreacy obvious
that an aid will be necessary to gather, rencder efficient and train teams for the
cleaning of seeds and their processing,

b) The cleaning and processing equipment has not yet been ordered, short-tera con-
sultant-exgerts who will help to make a final decision and place the orders should
be requested immediately,

¢) The progress macde by the project will cdepend,in its final stages, on a strong
national seed policy, consequantly attention shculd be given to its elaboration
as soon as possible,
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d) The progress of work carried ocut at the center of Lossa depends on the solutions
found for a few technical problems, including the size and type of irrigation sys-
tem; thus, we recommend pl-ocizg special care to this problem,

.
Mr O, Bawa t Concerning seed processing, he proposed to define, as soon as possible
the number of cadres to be trained to assuzre such an operation., He askéd what will
be the exact role of a short-term consultant. Finally, he underlined the fact that
the equipment propaosed by AID experts for seed processing is much too expensive
and would affect the price of the seeds to the extent that it will then be too
expensive for the farmers,

Coordinator : The Coordinatiaon Office has already asked AID experts to ppopcse a
list of equipment for seed processing, so as to be able to define the plan of the
buildings and plan the training of personnel,

Mr Baron: He uncerlined the fact that USAID proposed a X2asic' equirment in a first
stage following nigerien suggestion., Howevar the plans of the buildings will be
drawn up so as to be able to integrate a more sophisticated equirment in the future,
He reassexrted that the most urgent and the most important point is to define a
national seed policy.

Coordinator: we will study with the MDR the possibility of preparing plans concer-
ning the national seed policy.

Mr Barcn: Exposed the principal reccmmendations of the Evaluation team as com -~
cerns extension:

a)we believe that the key to success for the Cereals Project is basecd on the esta -
blishment of an efficient system of ex%ension, in accordance with the needs and con
ditions of Niger. But up until now, there co not seem to be any acdequate programs
nor available personnel to cevelop such a system, A special attention should be
given to the extension problem within the next 6 months.,

b) We do not pretend to have an ideal extension system for Niger, but it appears -’
that 1) the different services should be more coordinated 2) a detailed extension
program should be prepared 3) The programs of all the different services might have
to be brought together,

C) We lkncow that the lack of qualifiad personnel constitutas a major restraint, thus
a new anc wicer training program should be established and new extension techniques
demanding less training should be tested, For example, young farmers of the CFJAs
could be used as part-time encadreurs at the villge level,

d) We hichly recommend the extension acdrdsor be used for all the aspects of exten~
sion of the Project and not » be limited to only one service.

Mr O, BawatHe poi.ited cut that the extemsicn program cdoes not have its cwn perscon-:
nel as there is no extension director. The agricultural agents must,as well , work
with the Plant and Tree Protection Service, control the plant conditionning, deal
with the fruit crops and the extension program. Some aide-encadreurs must be traia
ned to do this work. On the other hand, there is no special extensicn program, but
an agricultural campaign preogran which includes extension.

Director of INCC: To alleviate this problem, stress shculd be put cn the role
of extension faromers, INCC experimented with this within the framework of Dosso
Procuctivity Project, where oeans and personnel were limited. The action of

the extansion farmers an the project blocks is spreading , and many farmers apply
tha technical topics on their cwn blocks of land,

Mr Baron: He incicated that the Evaluation team proposed that the MDOR could have
its own incapencdant extension s*ructure,



-6-

Coordinator: Cencerning the lack of cadres, he stressed the suggestion of using
ex~CFJAs as aidee-encadreurs. The aide-encadreurs recruited by the Agricultural
Service could also be trained and the villages where they will work should be de-
termined, making an effort not to scatter them all over the place, The best aide -
scadreurs should be selected and the number of villages with which they will be con
cerned shculd be determined.But, what will they do when the project is finished? -
Will the Service of Agriculture be able to hire them? This question has to be ans -
‘wered,

Finally MrBaron enumerated the observations concerning INCC:

a)We inow that the procduction of millet and sorghum in Niger has been sericusly
handicapped by an insufficient supply system of vital inputs and deficient marketing
and extensicnsystems, therefore, as ressarch establishes new teclniques and tests new 7
practices the Cereals Project must furnish an adequate supply of inputs and a protec-
ted market. Planning is needadwith a view to expansion of UNCC as soon as pessible.

b) As the Project proge mes the funding needs for the purchase of inputs, of commer-
cialization and storage will rise, consequently, the Goverrment of Niger and USAID
should discuss the situation so as to be able to respond to these needs,

c) The UNCC program should be eyqpancde’ . we reccmmend . that sericus consideration be
given to the establiskment af a special traihing center for WNCC,

No discussion followed the recommendatians ccncerning INCC.

CoordinatortIn conclusion, the main problems encewttaxred by the Project were reviewed:
- delay in the orders and delivery of inputs and of necessary project materials,

~ delay and difficultics in the area of financial payments by the Ministxy of Plan::
it takes two weeks before the Ordinator refuses a raquest of pagment ; it takes more
than one month for a readjustzent of the budget to he approved and salaries are not

paid on time,

Mr O. Bawa! He remarked that the functioning funds of the agricultural Depas=ent are
insufficient and the Advance Funds should reach 20 Million FCFA.

Mr Baron: He sucgested planning next year's evaluation session for between the 15th
of November and the lé6thr of December, He recommencded preparing a revisian of the
financial document of the Project in January: the financing will need to be increased
by 30% so as to be able to ceal ™ith the construction expenses: 275 million FCFA will
be asked from the Counterpart Rinds. Next year's budget for local expenses should be
prepared and the plan of work for the next campaign should be completed.

The Coordinator of the Project closed the zeeting by thatding the bpembers of AID's
Evaluation team and all the participants of the meeting.





