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PROJECT EVALUATION SUMMARY (PES) - PART II 

13. SUMMARY. The evaluation which has been completed shows a number 
of weaknesses both in the design and the implementation aspects of the
 
project. Some of these weaknesses have already been addressed, others remain
 
to be addressed if the project continues and finally others cannot be
 
addressed in the context of the current project but can make for better
 
future project and implementation planning. The mission feels that the 
evaluation is especially relevant to project designers planning joint 
AID/Peace Corps projects.
 

The reader of this PES and the attached Evaluation Report may be led to 
think that the particular project being evaluated is a gross failure and
 
as such is a rather exceptional case. The project certainly is not one
 
of the mission's or for that matter, one of Niger's worst projects. The
 
actual state of project implementation in this case is similar to many
other projects operating in Niger. The major difference between this
 
evaluation and many others is that the evaluator was very knowledgeable

about the project and the subject matter and presented his findings frankly.
The mission presents this evaluation without any attempted rebuttal or 
defense although on occassion, the mission does have a somewhat differing
 
viewpoint than that of the evaluator.
 

14. EVALUATION METHODOLOGY. This evaluation was completed by a contractor 
who was recruited earlier in 1979 to train the new Peace Corps volunteers 
who were assigned as surveyors to the project. The evaluator has the 
formal technical education required to implement and evaluate such agricul
tural engineering projects plus considerable field experience in the Sahel 
in executing such projects. The evaluation was contracted as an "end
product contract" for the amount of $3,000. Once the evaluation began,
it was estimated to require 30 days for completion. Compensation to the
 
contractor ($3,000) included salary, per diem, and hiring of secretarial
 
services. The contractor was provided with a USAID vehicle. To clarify
 
the scope of work for the evaluation, a memorandum of understanding was
 
prepared and signed at the time the contract was signed. Copies of these 
documents are attached to the evaluation report.
 

As is evident by reading the evaluation, the contractor based his evalua
tion on extensive observations over approximately a thirty day period. 

It should be noted finally that the complete evaluation report contains 
the attached report plus an annexed file for each department containing
correspondence, reports and studies made by the volunteers and officials 
assigned to that department office. Rarely has the mission received such 
a thorough and consciously prepared evaluation report, although it often 
pays a much higher price. 

15. EXTERNAL FACTORS. The evaluation specifically requested the con
tractor to determine whether the planned outputs of the project responded
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to the development policies contained in the regional plans developed as
 
part of Niger's Five Year Plan. The evaluation, in addition to the above
 
concern noted the changes in the mandate of the implementing agent (Genie 
Rural) with the creation of a national office for the construction and 
management of irrigation projects. This change of organizational responsi
bilities and the uncertainty preceding the actual change created additional 
hardshipson those charged with the implementation of the project. It appears 
however that the function for which the Peace Corps volunteers were origi
nally sought will remain the legitimate function of "Genie Rural". 

16. INPUTS. Problems associated with supplied inputs and their suita
bility are described at length in the evaluation report and any serious
 
reader of this evaluation would be advised to consult the contractor's 
full report. The major problems identified were: a) the work expected
of the volunteers normally required a level of technical skills that they
 
most often did not have; b) the supervisicn and collaboration expected 
from the Host Country implementing agent was not adequate; and c) the
 
technical surveying equipment provided by the project did not, in general,
perform well. 

17. OUTPUTS. The outputs in this activity have been rather narrowly
 
defined as technical studies or project proposals adequate in nature to
 
attract financing of small-scale irrigation activities. The evaluation
 
report, again to which the reader is referred, concludes that it was
 
somewhat unrealistic to assume that Peace Corps volunteers would be able 
to complete all the necessary studies and documentation (proposed outputs)
 
required for proper project planning. Even more dissappointing, the
 
evaluator, after rather in-depth site inspections, indicates that a con
siderable number of the surveys (actual outputs) completed are of rather 
dubious quality. 

18. PURPOSE. The purpose of the project was to attract investment in
 
small scale surface water development. The evaluation report notes firstly

that the types of studies expected from this project are needed and will
 
continue to be.needed if the regional plans are to be implemented. It
 
also notes that to date none of the studies completed by the project have
 
yet to be funded as projects. This, according to the evaluator, is.due 
primarily to the fact that not until very recently have technically viable 
studies been completed and most probably, several studies will in fact be
 
financed as components of Niger's rural integrated development projects.

Perhaps most interesting, is the conclusion drawn that the types of projects 
developed by this activity do not have an immediate donor audience.
 
Funding currently seems to be drawn to either very small scale activities 
that essentially require no technical studies or large scale projects with 
heavy pre-investment studies.
 

19. GOALS/SUBGOALS. A subgoal of the project, at least for AID, was 
to increase the institutional capability of the implementing agent. 
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Achievement toward this subgoal has been limited to increasing the 
material inventory of the subdivisions of the implementing agent. 
There has been little transfer of technical skills for rather obvious
 
reasons. The author of the evaluation notes however that with better 
trained, more qualified volunteers and the recent assignment of counter
parts to the volunteers, some progress towards the above stated subgoal 
can realistically be expected.
 

20. BENEFICIARIES. Primary beneficiaries are those who have their
 
technical skills upgraded or benefit from the utilization of a project
 
designed by this activity and subsequently implemented. For this project, 
one can unfortunately conclude that the primary beneficiaries of the 
project are few and the magnitude of the benefit received by them,
 
limited.
 

21. UNPLANNED EFFECTS. This point was not specifically covered by 
the evaluation and in respect to this project., an inquiry into the
 
unplanned effects would, in the opinion of the mission, be of marginal 
utility.
 

22. LESSONS LEARNED.
 

a) Design: 

1) Obviously, the design of this activity was over optimistic 
in terms of what could realisticaly be accomplished in short term projects 
of the AID nature. 

2) The evaluation points out that the GON implementing agent
 
(i.e., Genie Rural) wanted "across the board" general assistance for
 
their ongoing program, which probably would have been acceptable to
 
Peace Corps for their manpower input. AID however in order to provide
 
material support to the volunteers needed to "projectize" the assistance 
given and orient this assistance in fairly specific directions. Thus 
the project generated additional support requirements on the implementing 
agency and the lack of these supporting services was exactly what was 
lacking in their pre-project program. Project planners must be more 
conscience of the limited human resources available to support projects. 

b) Implementation:
 

1) AID .and Peace Corps..have ..somewhat .differing.inatitutional 
goals and objectives. Peace Corps places a fairly high importance on 
providing an experience to a volunteer for his own personal growth and 
development. AID, however, gives more importance to undertaking activities 
that produce tangible benefits to a target group of beneficiaries. These 
institutional objectives are neither mutually exclusive nor mutually
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self-fulfilling. AID, in planning the use of Peace Corps volunteers,must realize that volunteers will most likely tend to be inexperienced
with limited professional skills. As a consequence, output expectations
should be scaled down or technical supervisia1 and more intensive trainingincluded as an AID input to insure producing the desired output. Mutual
goal attainment will also require greater coordination in the actual

implementation process. The sharing of information and inter-agency
reporting did not, in the case of this project, insure adequate coordination to accomplish the project outputs and purpose. To remedy this
situation, Peace Corps has been able to recruit better qualified volunteers
and has strengtheaed its training program. AID is advised and accepts
the recommendation to provide a greater degree of technical supervision

for the volunteers in future programs involving PCVs, however, no firm
arrangement has yet been made. In general, 
 when Peace Corps volunteers 
are an intregal part of a project, AID must take adequate measures toprovide technical supervision of their work. It is noted, on the otherhand, that such an approach is inimical to the basic thrust of the AID 
program which is to fund and implement small projects relying upon thetechnical and administrative capability of the host government - or an
intermediary such as a PVO or PC. 

I Project implementation for small, short duration projects
remains encumbered by tying development assistance to US procurement.

The landrover vehicles have provided good service while the surveying
equipment has caused numerous problems. 

c) Evaluation:
 

The problems encountered in the implementation of this project
could have been determined earlier had an evaluation been completed
earlier in the course of project implementation. An evaluation should 
at least have been completed as the first group of volunteers departed
and before the- arrival of the second group. 

As has been stated previously this is a rather frank and criticalevaluation which the. mission appreciates in order to try to rectify
shortcomings in project implementation. The reaction of the otherparticipants in this project to such a frank assessment remains to be 
seen.
 

Finally, it should be noted that the current restrictions on
Personnel Services Contracts makes completing small punctual evaluations.
such as this one rather cumbersome chores. 
End product contracts tend
to lessen the missions ability to direct evaluations. In this case,a memorandum of understanding was signed concurrently with the End-Product Contract which enabled the. mission to provide some direction tothe contractor. While the mission is by and large happy with the end 
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end product, we feel it reflects more the capabilities and attitude 
of the contractor rather than the mode of contracting. 

23. SPECIAL COMMENTS OR REMARKS.
 

Attachments to this PES include: 

1. 	 An Evaluation Report on Niger Marshlands Survey Project 
(AID/AIP 683-0215) by Steven Evett. 54 pages. 

Z. 	Contract for the Evaluation of Niger Marshlands Survey
 
Project (AID/AIP 683-0215). 4 pages. 

3. 	 Memorandum of Understanding to the End-Product Contract 
between USAID/Niger and Steven Evett. 3 pages.
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I. 	 An Evaluation Report on Niger Marshlands Survey
Project - (AID/AIP 683-02151 by Steven Evett. 
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2. 	Contract for the Evaluation of Niger Marshlands
 
Survey Project (AID/AIP 683-0215). 4 pages.
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