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1. FOREWORD
 

The CILSS-FAO-AID Integrated Pest Management Research -

Regional Food Crop Protection Evr.iuation Team assembled in
 

Washington, D.C., on July 15, 1981, for meetings and briefings 

on July 16-17. The Team departed for Africa on July 17,
 

arriving in Ouagadougou, Upper Volta on July 18. The subsequent 

itinerary proceeded as follows: 

*July 20-25: planning meetings in Ouagadougou 

*July 26-August 20: completed team visits to four -

Guinea-Bissau, Mali, Senegal, Upper Volta - of nine
 

countries
 

*August 21-22: midpoint review and planning meeting in 

Dakar, Senegal
 

*August 23-August 30: completed team visits to the remaining 

five countries - Cameroon, Cape Verde, The Gambia, 

Mauritania, Niger. 

*August 31-September 13: consultations, report writing and 

compilation of supporting data. Also held preliminary 

meetings with CILSS-FAO-AID principals. 

*September 14: formal briefing of CILSS-FAO-AID principals 

followed by discussion and exchange of views. 

*September 14-16: editing and compilation of final draft 

report in English; delivered tn AID Ouagadougou for further
 

action in accordance with the agreed Terms of Reference 

*September 17: team departed 0uagadougou with assigned 

mission accomplished. 
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The Team draws the reader's attention to a variety of
 

editorial style and language in the report narrative; some 

differences in organization ma 7 also be noted. hese resulted 

from a conscious Team decision, because of stringent time 

schedules, to give priorit 7 to substance over form. For the 

record, individual Team members concentrated their principal 

efforts as follows: 

*Dr. Thomas C. Irvin, Overall Future Management and 

Direction of Program 

*Dr. Dale Bott-rell, Regional Food Crop Protaection 

(Anex A of CILSS Crop Protection Progr,.) 

*Michpl Lantagne, Construction and Eqtip=ent for 

Integrated Pest Mnagement Research (Annex B) 

*Parke D. ,asse7, Financial, Budgetar- and Ma-nagement 

Systems fou LM" 

*Dr. Patricia Matteson, Integrated Pest Management Reseach 

(Annex B) 

*Sereme Moussa, coilaborated on Integrated ?est Management 

Research 

*Richard Strong, collaborated on economic and socio-econcmic 

sections o2 both Annexes A and B. 

*Channing Fredrickson, althuugh not a formal Team member, 

provided valuable advice and cocmentar7 on various tech:ic. 

and adn.inistrative portions. 

*Charles .,.te, I!:Lng--provide i valuable financial-adm-is: 

which forcective out2.ines prior to an unf-rznace accident 

his withdrawal from Team activI.tios. 
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All Team members had opportunity to review and comment on 

all portions of the report. This served as a useful crosscheck
 

and, in some instances, drew forth valuable commentary and critique. 

To this extent, at least, all members are prepared to acknowledge
 

the general direction of the report's recommendations. The Team 

enters a caveat, however, with regard to the forthcoming translation 

into French: until selected Teammembers, i e., Drs. Matteson and 

Irvin, are afforded an opportunity to review and comment, that text 

should not be considered an approved Team document.
 

The Team notes the valuable contributions made by Ms. Valentina
 

Gontscharow and Ms. Marie de Lattre, Team translatorsiinterpreters.
 

Both were, in fact, much more. Their perceptions and observations
 

along with their t1-eless participation in the report preparation
 

and delivery activities added substance to the Team's efforts and
 

enabled several members to forego administrative chores and
 

devote valuable time to essential substantive matters.
 

A mission of this nature, involving many organizations,
 

countries and individuals, cannot be successful without. cooperation.
 

We have included at the end of this report, a list of the people
 

with whom the Team had opportinities to work, exchange ideas and
 

learn. A special note of thanks goes to all those. associated with
 

ClLSS, FAO and 'UDat all levels; their time and knowledge were
 

vital to Tedm accomplishments.
 

Ouagadougou, September 16, 1981.
 

Dr. Thomas C. Irvin, Team Leader 
Dr. Dale R. Boztrell 
Dr. Pazricia Matteson
 
Sereme Moussa
 
Richard Strong 
Michel Lantagne 
Parke D. Massey
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I. EXECUTIVE SUM1ARY 

General
 

In the wake of the 1968-1973 drought, six (later =ncreased 

to eight) Sahelian countries formed the Permanent Inter-State 

Committee for Drought Control in the Sahel (ge:ierally referred 

to as CILSS) to represent the member countries in deliberations 

with the major assistance donors on matters of economic and 

social development. CTLSS placed high priority on agricultural 

development toward the goal of achieving self.-sufficiency in 

food crop production. 

In the mid-1970s, CILSS with assistance from the Food and 

Agriculture Organization (FAO) and the U.S. Agency for Inter

national Development (AID) formulated a comprehensive program 

for Crop and Post-Harvest Protection. Anticipating this
 

Program, AID lauached a Regional Food Crop P. atection (RFCP) 

Project in 1975 assisting five Sahelian mid two neighboring West 

African countries. Ultimately, this project served goals and 

objectives outlined in the CILSS Program .or reinforcing the 

development and expmsion of nationa.l plant protection 3ervices. 

CILSS-FAO-AID deliberations also produced the framework 

for a second project aimed at providing the Sahelian farmer 

with the best available methods for crop protection through 

pest control. This initiative grew out of the CILSS Program's 

stress under Anoex B on a project for Integrated Pest Management 

(IMI Research. When commenced in February 1978, this AID-fnded 

project would assist all the member countries of CILSS. 



In April 1981, CILSS-FAO-AID policy makers decided to 

engage a team of experts to evaluate the administrative and 

technical progress under the RFCP and IPM projects. 

Curtly stated, the evaluation objectives stressed a review of 

management structures, technical capabilities and coordination

liaison relationships as related to both projects. The Team 

was required to produce a set of recommendations that would 

(a) serve as guidelines for design team work on an RFCP, 

Phase III and (b) provide a basis for revision and restructuring 

IPM Research. In the paragraphs that follow are short 

descriptions of the current status of technical affairs in the 

RFCP and IPM Projects followed by highlights of the review of 

their respective administrative and financial progress. 

R=P Project_-*Evaluation Findings 

Phase I of the Regional Food Crop Protection Project, 

authorized on June 20, 1975, provided $3.125 million for a 

four-year period. A three year extension of the project, 

known as Phase II, authorized on March 19, 1979, provided 

$8.323 million. Phase II will terrninate on June 30, 1982. 

The stated purpose of the RFCP Project was to encourage
 

and facilitate the extension of IPM concepts and techniques to 

small food crop farmers. Countries presently included in 

Project funding and the year in which they joined the Project 

are as follows: Senegal (1976), The Gambia (1976), Cameroon 

(1976), Cape Verde (1976), Mauritania (1976), and Guinea-Bissau 

(1978). Chad joined the Project in 1976 and participated until 

March 1979. In addition, the Proje-t has funded academic 

training of four Malian students in the United States. 



The RFCP Project has supported a range of activities with
 

emphasis on building up the national plant protection (NPP) 

services' infrastructures. This has been accomplished through:
 

(a) university training in crop protection for NP Service
 

personnel, regional training facilities at the Project's 

regional centers in Yaounde and Dakar, and in-country7 training 

ectensionfor government officials, NPP service personnel, 

of farmers; (b) increasing theagents, and a limited number 

NPP services' staff of technicians and crop protection (inter

vention) brigades; (c) suppl7ing the services with vehicles, 

pesticide application equipment, and certain other equipment; 

and (d) and sponsoring construction required for office, 

teaching, laboratory, and storage facilities. In addition, the 

Project has sponsored work to determine the losses caused to 

to determine thefood crops by various pests, pest surveys 

kinds and seasonal abundance of pests on selected crops, a 

limited amount of research on alternative methods of pest 

control, and some work on ecxtension of pest management technique: 

to farmers. 

The Project unquestionably has succeeded in strengthening 

of the NPP servicesthe organization, training, and equipping 

It also has increased
in each of the participating countries. 

the Sahel and surrounding areas of the awareness throughout 

importance of pest problems and the need for crop protection.
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The Project has ffailed, however, to show significant prog

ress in developing and strengthening a system for extending 17

technology to farmers. This is a serious deficiency and one 

that must be corrected. Otherwise, new 1PM technology that may 

evolve under the complementary CILSS IPM Project (also AID

funded) will remain confined at the experimental level and 

never reach the intended beneficiaries, the small farmers. 

The evaluation showed that the RFCP Project has focussed 

heavily on the use of pesticides and the primary beneficiaries
 

to date have been the NPP services; these -ervices gencrally 

are not involved in any aspect of crop protection other than 

intervention with pesticides. It was concluded that the poten

tially most harmful impediment to 1?M in the Sahel and surr.oundir 

area is a continuing proliferation of extension and intervention 

efforts which favor increased pesticide use. E.xperience from
 

around the world has shown that once the chemical control
 

strategy has been adopted the chances for IPM are severely
 

reduced. As presently structured, the RFCP Project is fostering 

a climate favorable to increased use of the chemical control
 

strategy.
 

are offered which, if adopted and followedRecomendations 


by the design tearn, will restructure the RFCP Project during
 

Phaze III as required to develop programs and policies that
 

aim toward a cohesive regional effort in IPM development and 

execution with much less emphasis on unilateral chemical control
 

means. 



CILSS IPM Project Evaluation Findings 

Project was created
The CILSS Integrated Pest Management 

to strengthen national research capability 
toward developing
 

farmers. To Q'is
 
appropriate !PM techniques for extension 

to 


I was started to build laboratories and 
other infra

end, Phase 

an IPM research program, evaluate crop
 strucrure, establish 


losses and the relative economic importance 
of pests, set up
 

a surveillance system on the occurrence 
of major pests, and 

develop a system of demonstration and 
extension. 

Because of administrative and management 
problems, project. 

did =ot comence until about September, 
1980. Chad 

activities 

its civil
 

has not been a project participating country since 


conflicts have frozen operations in
 
war, and administrative 

In Mauritania, Senegal, Cape Verde, 
Mali, Upper
 

The Gambia. 


in their first
 
Volta and Niger, modest scientific 

programs are 

Most national 
season. Construction has begun only in Senegal. 


and either established 
programs trained observers in 1981, 


Thus, progress is
 
observation posts or chose their sites. 


I to June, 1985 will

and an extension of Phasejust beginning 

be necessary to attain project objectives. 

on researci 
The evaluation produced general recommendations 


adequate provision of 
and staffing. Problems with

orientation 

Means were
addressed.

funds for training counterparts were 

ensure coordinaz.on of regional crop 
protection


recc=mended to 


regional and 
an adequate extension effort, and better 

training, 
project and between the 

international liaison, both within 
the 


IPM Project and other plant protection 
programs.
 

http:coordinaz.on


Coordinated Project MAnagement - Evaluation Findings 

The Evaluation Team recommends against merging the 

two projects at present. Rather, we have suggested a 

certain synchronization supplemented by closer coordination and 

linkage among the AID project managers and their CILSS-FAO 

and national colleagues. As a first step, we recozmend that 

Phase III of PICP commence in June 1982 (enough budgt=ar7
 

resources are available to finance this modest extension of
 

Phase II). Redirection of the IPM project should be complete 

by that same date. Both projects would then run in tandtem 

through June 1985, allowing for three successive field campaigns 

for IPM Research and corollar7 re-orientation of NPP services 

toward integrated pest zanagement principles and methods 

(extension of iPM will require the allocation of funds in ad

dition to the planned $25.3 million). 

Our reco==endations on management address all three 

principals: CILSS-FAO-AID. We recc¢end that AID organize a 

joint IPM/RFCP office in AID Upper Volta, transferring RFCP 

direction and resources from Dakar. We assume a firm link 

between both projects through this joint office. On the 

CILSS side, we recommend the Lransfer of thS Regional IP 

Office with its Sahelian and FAO staff frcm Bamako to Ouaga

dougou and the appointment of the Regional Director by the CILSS 

Executive Secretary (or following an arrangement already working 

between CILSS and the World Meteorological Organization for 

AGeYnT). As concerns FAO, we recc=nend that CILZ5 and AID 

agree to vest in FAO the technical directcon of the NM Project 
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to include budget and financial management responsibilities. 

We note also FAO should increase and accelerate its ondevors 

to recruAt-and--appoint field-personnel. 

Ova:rall reco=mndaticous, 71 In nnber, axe foumd in 

Sectiou VZUI of the, epor:. Those individual recosnda

tions provide greater detail and substance in support of the 

following five general recomendations 

1. An AZD-CZLSS-FAO Management Tom should be 

orgsaned to cazryout the two coordinated and mutually sup

porting proj ects In"food crop protection. This Team should 

consist of a strengthened CrJS Directo-'s office, an 

adequately staffed USAZD Joint project'office and an PAO 

advisory component at regional and national levels with 

increased project execution authority and responsibility. 

2. ?base Z of the regional food crop protection 

project should be redesigned to emphasixe the delivery 

to subsistence and food crop fumers of effective and 

eeconomic integrated post managment systems, *developed by 

the I M project. This should be accompanied by a conaequnt 

reductou- in intervention with pesticides except In an VM 
frmewo:3. 
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3. The Integrated Pest Management Project should be 

closely linked to the RFCP project with emphasis on producing, 

through research and training, IPM systems that will feed 

into the RFCP project's work with extension services, crop 

protection services and individual farmers. 

4. AILD-CILSS-FAO must mutually develop life of project 

and annual budgets that reflect agreed project execution
 

schedules and agreed activities. Financial management must 

be made an effective tool at the disposal of the management
 

team. 

5. At working levels, USAID-CILSS project managers and 

FAO advisors should institute coordinated approaches to day-to

day problems of project administration and technical operation. 
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111. 	 WHAT IS IPM? 

Integrated Pest %tanagement is the maintenance of pest 

populations 	at economically insignificant levels with a minimum 

the use of a variety of techniquesof environmental disruption through 

based on an understanding of the ecology of the pests and the 

field enviroment. The role of pesticides is mininmi ed in favor 

of such methods as the use of resistant crop varieties the intro

of the natural enemies of pests, andduction and augmentation 

changes in the cropping system that work to the detriment of 

pest species. 

integrated pest management is explainedThe concept of 

f,~=her in APPEDIX 1. 

Though the term Integrated Pest Management -- or IPM -- was 

of certain IPM techniques can becoined only recently, the use 

decades. In fact, traditional farmers in Africatraced back many 

have practiced a form of UM for centuries. Through trial and error, 

natural selection, and keen observation, the traditional farmers 

developed cropping systems that certain fundamental"integrated" 

IPM components. For excample, the highly laborious system of paddy 

in part,rice culture along the river systems 	 probably evolved, 

because it was the most practical system to manage weeds. The 

transplantingprocedures of submerging weeds into puddled soil, 

successfully with late-germinatingseedlings old enough to compete 

are known to be effective in weed management.weeds, and flooding 

The selection and use of local varieties of crops possessing
 

or disease resistance, iner-planring and rotating
insect. pe't 
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different crops, natural environmental and biological control 

factors, burning, use of vamious aromatic herbs or plant o'.Is 

to protect the grain in storage, and destruction of harvest 

residives -- these and various other traditional methods are 

known to reduce some pest populations and may be desirable 

IPM components. A goal of IPM development in subsistence agri

culture -- characteristic of Sahelian agriculture -- is to pre

serve those traditional methods of pest control known to be 

effective and to conduct research on improving their use. 

There are no absolute guidelines for integrated pest manage. 

ment. An IPM program must be tailored for the crops and pest
 

complexes of a given area, and execution of the program may 

vary from year to year depending on numerous variables (e.g., 

yield potential and value of the crop, price and availability 

of fertilizers, labor, and other inputs, and sociological con

straints). However, the successful development and exeuction 

of any IPM program requires certain essential steps. These 

steps are listed in the reference Guidelines for IPM Development 

and Execution which appear in APPENDIX I. 
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HARVEST PROTECTIONIV. 	 OVERVIEW - CILSS CROP AND POST 

PROGRAM 

The Permanent Interstate Co.ittee for Drought Control in the 

six Sahelian countries -
Sahel (CILSS) was formed in March 1973 by 

in the aftermath of the disastrous 1968-
later expanded to eight 


included preparation for
1973 drought. The Ca'mittee's purposes 

of staple. foods production and 
any future emergencies, insurance 

In the lattersocial development.acceleration of economic and 

resources,nationS- taventoried their own 
context, Co:ittee member 

but move importantly, looked to the international donor cormunity, 

into the Club du 
part of which had organized itself by early 1976 

Sahel. 

The United States responded to the Sahelian plight by launching
 

in early 1976 (planning actually 
a ten-year crop protection program 

member nations and neighboring countriel 
began in 1974) to assist CILSS 


similar drought problems. This institution building proj ect
 
with 

the medium 
on the national crop protection services through

focussed 


and academic training inirastruwture,

of technical advice, practical 

and equipment, including vehicles.
 

year, AID, FAO and CILSS launched a major

Later the same 

Government Consultation and
and coordination program:collaboration 

Successive meetings

Post-Harvest Protection Needs in the Sahl. 


and design team activities led to adoption 
by the CILSS Council of
 

Ministers in April 1977 of a Comprehensive 
Program for Crop and
 

and program proposals

Po3t Harvest Protection. Combined strategy 

Clud du Sahel in May-June
under ent review and approval by the 

The details achieved elaboration in six principal 
projects:


1977. 
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.A. Strengthening of National Plant Protection Services
 

(Annex A); 

B. Research on and Development of Integrated Pest
 

Management for Basic Food Crops (Annex B); 

C. Migratory Pest Control
 

Regional Locust Control (Annex C);
 

Grain-eating Birds Control (Annex D);
 

D. Improved Post Harvest Crop Protection (Annex E);
 

E. Improved Rodent Controls (Annex F);
 

F. Center for Documentation and Training (Annex G). 

The U.S. Regional Food Crop Protection project represented 

the first major effort under the terms of Annex A; other donors 

also began individual projects without overlap or.duplication. 

The CILSS-FAO-AID Project on Integrated Pest Management Research 

comprises the single most ambitious activity in this field and 

is the largest such undertaking anywhere in the world today. Two 

well-known regional organizations are implementing projects on 

behalf of CILSS under Annexes C and D - OCLALAV (working on the 

desert locust (Schistocera gregaria) a-ad grain-eating birds 

(Quelea quelea)) and OICMA (concentrating on the migratory locust 

(Locusta migratoria)); FAO is assisting with technical support 

and UNDP is supporting funds to both organizations. Annexes E 

and F are under study for funding support by the general donor 

community. Annex G, based primarily at the Sahel Institute, is
 

receiving support from-the Dutch Government for the tzaining
 

activities, while development of documentation capabilities 

is under donor consideration. 
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The Terms of Reference agreed by CILSS-FAO-AID in Ouagadougou
 
on April 27-28, 1981 direct Evaluation Team efforts Co the
 

two AID-financed proj ects undertaken in the framework of Anneces
 

A and B. 
 The evaluation mission was to "determine progress 
achieved, identify constraints encountered during implementation 
of project activities and prepare appropriate recommendat ons 
concerning the technical, administrative, financial and oper
ational aspects having a direct bearing on an effective project 
implementation. The activities of the mission will be guided 
by the following Terms of Reference. However, the mission is
 
at liberty to examine and comment on any other question deemed 

essential for project evaluation". 

At this point, some general coments are in order. All major 
participants - CILSS-FAO-AID - have deviated from their traditional 

roles as foreseen in the extensive planning that preceded this 
mutual project activity, especially on IPM Research (Annex B). 

- CILSS through the mediums of the Regional Management 

Unit and the Regional Technical Ccordination Unit 

has become profoundly involved in day-to-day oper
ations of the Regional Project Directorate, whose 

responsibilities have yet to be defined or
 

described. This preoccupation with Annex B has 

diverted the RMU and the RCTU from their responsi

bilities under the co-called Management Protocol
 

for the formulation of overall polic7 and
 
procedures for all Annexes and 
 the monitoring
 

of progress under all Annexes through regular
 

systems of reports and coordination; 
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- FAO's limited role of identifying and engaging 

international expert advisors - both long- and 

short-term - falls far short of the broad-gauged 

technical assistance foreseen in all IPM research 

plarming documents. FAO personnel - regionally

and nationally-base.d - are serving principally 

as advisors on technical matters, but are not 

-performing key operational functions in training, 

design and delivery of infrastructure, selection 

of equipment and vehicles ard, more important, 

developing the local skills and projects for the 

benefit of Sahelian farmers in member countries; 

- AID has reduced its association with IPM research 

from th-.t of a major Club du Sahel donor to day-to

day involvement in every order - large and small 

of administrative, financial, technical and 

operational decision making. In the process, CILSS
 

and FAO and, more important, national programs are 

laboring under burdensome regulations and procedures. 

The combined, total effect of the changes of roles of the 

major partners is a technical assistance project of major regional 

significance slowly falling through the cracks. Authorized for 

funding by AID in 1977 and agreed between AID and C9.SS in 

February, 1978, the IPM Project has long since passed its third 

anniversary, yet it can hardly be described as more than just 

underway. Some $9.9 million have been obligated, but the dis

bursement rate is miserably low. 
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Evaluation serves as a tool of management to identify 

problems and offer solutions. Evaluation offers Lhe practical
 

manager an opportunity to rectify planning errors and decisions, 

abandon ineffective methods and plot new courses. The Evalua

tion Team is asked in the Terms of Reference to "examine the 

delays..., analyze the causes and prepare recommendations". 

One major problem - possibly the major problem - in the IPM 

Project is that the delays and their causes are indelibly imprinted 

in the minds and documents of the principal parties. Those causes 

in themselves, in fact, constitute a constant irritant. At every 

juncture, the E-ualuation Team members encountered litanies of 

name-calling, blame-laying and finger-pointing. CILSS function

aries at all levels are confused a-d frustrated by seemingly 

endless bureaucratic appetites for documentation, followed by 

waivers, followed by more documentation. FAO technicians are 

frustrated by the absence of clear guidelines that chart their 

courses of action and define their roles and relationships 

both basic prerequisites for effective international agency 

performance. AID Mission Directors and Proj ect Managers are 

either passive in their views or overly engaged in day-to-day 

minutiae, depending on their proximity to the loci of problems. 

AID tradition does not fit well with "regional activi::ies"; AID 

managers and technicians understand bilateral projects and take 

comfort in them even in the face of changing local policies. 

Expanding such changes o a regional level only confuses and 

diffuses issues in the AID manager's mind. 

The challenge to the Evaluation Team was found in the search 

for ways to adjust, restore and revise relationships in an 
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endeavor to spark momentum in Annex B activities and ensure
 

close integration of ultimate research results with Annex A
 

objectives. The potential results that may be realized f-om
 

the Team's recommendations can achieve those two goals.
 

The challenge now lies before CILSS-FAO-AID to reconcile all 

past differences, institute new ways and deliver the benefits 

of both major project undertakings to the Sahelian farmer. 
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V. 	 REGIONAL FOOD CROP PROTECTION (CILSS AEX A) 

A. 	 ParticiDating Countries 

The Regional Food Crop Protection (RFCP) Project - Phase 

T. - is an outgzrwth of the Sahel Food Crop Protection (S7CP) 

Project. The 	SFCP Project was authorized in 1975 for a period 

of four years (625-0916 in the AID system, approved on June 28, 

the present project.1975) and is referred to as "Phase V of 

Phase 11 is a three-year extension of the Project and was 

the AID system). Thisauthorized on March 19, 1979 (625-0928 in 

phase will terminate on June 30, 1982. (See APPfNDLX Ii, Table 3) 

are funded by the Project: SenegalSix 	countries presently 

(1976), Cameroon (1976), The Gambia (1976), Cape Verde (1976),
 

Mauritania (1976), and Guinea-Bissau (1978) (dates in parentheses
 

under Phase 1).
indicate vhen the countries joined the Proj ect 

Chad joined the Project in 1976 and participated until ,March 1979 

Chad. because of the country'swithwhen AID terminated its agreement 


academic training of
 
war. In addition, the Project has funded the 


four Malian students in the United .5ates.
 

B. 	 Purpose and Backround to Phase 11 

was 	stated in the AID Project
The 	purpose of Phase I 


Paper, as follows: 

1. To encourage and facilitate the enxtensiou of UM 

concepts and techniques to food crop farmers by: 

a. 	 Strengthening the organization, training, and 

Plant Protection (NPP) services in
equipping of the National 


each of the par-icipating countries
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b. Developing and strengthening a system for
 
extension to farmers of IPM 
 concepts and techniques, using
 
training and demonstration, and
 

c. 
Utilization of national agricultural extension
 
cadre and agricultural training facilities as elements in the 
above system, including training of those cadres in IPM concepts
 
and t,.chiques, and incorporating such training in institutiona.
 

curriculmns.
 

2. To strengthen the capac.ty of the NPP services to 
anticipate pest infestations, resurgences, and other pest crises
 
through surveillance and applied technology capability. 

3. To strengthen the capacities of the NPP service3 to 
combat and control pest infestations of major threat to food crops,
 
which are beyond the control capacity of individual farmers. 

AID personnel evaluated progress of the Project near the 
conclusion of Phase I in .978. The evaluation appeared in the RFCP
 
Project Paper. The evaluation showed the most significant accomplish. 
ment during Phase I beto the building up of the NPP services' 
infrastructures. This was achieved by '-aning NPP service per
sonnel at U.S. universi.es, increasing the services' staff of 
technicians and crop protection brigades, supplying the services
 
with vehicles, pesticide application equipment, certain other 
equipment, and sponsoring some construction required for office, 
teaching, laboratory, and storage facilities. 

A major activity of Phase I involved constructing t-wo 
regional training centers, at Dakar, Senegal (completed in February 
1979) and Yaoundf, Cameroon (completed in October 1979). Phase I 

http:universi.es
http:capac.ty
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also sponsored various in-country and regional short courses, 

seminars, and workshops on the application of pesticides and 

other ,topics related to crop protection. 

The RFCP Project Paper for Phase I stated that Phase 

I... "had achieved the most important elements essential for 

embarkation on Phase I, although the project suffered delays 

due to language training needs for advisors, delays in recruiting 

advisors, construction slippage, and difficulty in getting 

delivery of all required commodities on a timely basis". 

The Project Paper emphasized that Phase II would focus 

more on gearing up training and other activities as required 

to encourage and facilitate the e-xtension of integrated pest
 

management concepts and techniques to small food crop farmers. 

C. 	 Status and Problems 

1. 	 Training 

Training, structure'. for extension agents, NP 

service personnel, and trainers such as those at the Dakar and 

Yaounded centers, was emphasized in the Project Paper to be a high 

priority of the RFCP Project. In addition, the importance of 

in-country and regional seminars, workshops, and conferences
 

was 	 emphasized. 

Academic Training: The Proj ect is sponsoring 

academic training for participants at several levels, as shown 

in Table 1. Seventeen participants have a1read7 received or 

are presently receiving training towards tht B.S. levul; two 

towards the M.S. level; and t-do towards a two-year program. 

The B.S. and M.S. level participants have pursued or are 
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TABLE I
 

ACADEMIC TRAINING IN CROP'PROTECTION SPONSORED BY THE RFCP PROJECT
 

Participants N=.ber of Participants Trained at Level Indicated!
/
 

B.S. woM.S. ProgrEm!w-yearCountry 


Senegal 3 1
 

3Cameroon 

2
The Gambia 4 


2Guinea-Bi - sau 

4
Mauritania 


1Mali 3 


Cape Verde .
 

2
Total 17 5 


l/Of the 24 participants, 20 are still in training; three have 
B.S. and M.S. degrees have beengraduated; one trainee withdrew. 


or are presently being .pursued at Oklahoma State University,
 
of Georgia; and two-year
University of Florida, and University 

Amadu Bello University (Nigeria).programs at 
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presently pursuing degrees in entomology, plant pathology, or 

general crop protection at the Universit7 of Florida, University 

of Georgia, 'or Oklahoma State Univrsity in the United States. 

Two paricipnts ae pursu program -inplant= -a-two-year-

protection at Amadu Bella University in Nigeria. It is too 

early to Judge the success of this aspect of training. Only 

three of the trainees have graduated: one B.S. level, The 

Gambia; one M.S. level, Senegal; and one M.S. level, Cameroon. 

All th ee have returned to their co.ntries where they are 

participating in R'CP Project activities In some capacity. 

Regional Traicags The regional trainin centers 

at Yaomde and Dakar are staffed (reler to 6 below for descrip

tiou of staff) and equipped to effectively handle a variet7 of 

trainig activities. Facilities include teaching classrooms 

and laboratories, reference collectious of preserved pests and 

beneficial organisms (natural enemies) used for laboratory 

exercises, reference libraries, and kitchen and dek titory facil

ities. Each center possesses a lsn .qe capability in both Trench 

and English, and the Dakar center also has capability for training 

iL Portugese. Each center can effectively handle 'about twenty 

trainees at one time. 

The Yaound& training center produces a nvwsleter 

Which reports on training activities at the center as well as 

a range of topics oan pest manmgnt. 
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The Yaounde center, "Le Centre Re'gional de
 
Formation Phytosanitaire de Yaounde" (CREFPHY), has been
 

utilized almost exclusively for training Cameroonians (refer 

to Table 2). 
 Trainees have ranged from field supervisors
 

with the NPP service to agricultural ministry officials and 
professors at the national agricultural institutes and schools.
 

The Dakar training center, "Le Centre Regional
 

Formation Phytosanitaire de Dakar" (CRE--HYD), has been some

what rmre involved in regional training than Yaoundthe center 

has been. The training at Dakar has been developed for a range 

of trainees: NPP field and administrative personnel, agricultural 

agents, agricultural school instructors, and field technicians, 

and some of these have been non-Senegalese. Yet, as seen in
 

Table 2, neither the Yaounde/ or the Dakar center has attracted
 
many .trainees outside of Cameroon or Senegal. 
However, the
 

centers' staffs have occasionally travelled to the other RFCP
 

Project countries and assisted the national staffs carryout
 

various training programs
 

In 1980, the Dakar center was utilized for training
 

purposes 28 of the 52 weeks. 
 The Yaounde center was used about 

the same percentage of time. 

The centers have produced many useful training 

materials, viz., fact sheets, 35 mm, slide sets, and short course 

syllabi related to pest identification and crop protection. In 

cooperation with selected resource specialists, the centers are 
presently developing several comprehensive manuals and handbooks 

on special topic; (w'eedn, penticide managL-ment, plant protection) 

which will be used in training. The centers plan to initiate a 
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TABLE 2
 
REGIONAL TRAMINliG SPONSORED BY RFCP PROJECT TIMU SEPTLM3ER 15, 1980 l / 

Approximate Number of Trainees Participating in Course Indicated 

DIAKAR TRALNLNG GNE 

Introduction
Basic Insect 
 to ResearchIdentification 
 Pesticide 
 Facilities 
 Pesticide
and Crop Pro- Use and (Incentive ApplicatorTrainee wec)ion SafetyCountry Course) Certification(2 weeks) (5 days) (5 days) (2 weeks)
Senegal 
 38 
 200
 
The Gambia 

12 
Guinea-Bissau 


35
 
Maunitania 
 10
 

Mali 2 

Cape Verde 
 2
 
Total 
 52 
 200 
 12 
 35
 

Biology and 
 Plant Protection

Control of 
 Management and
Trainee's Insects, Agri- Equipment Use
cultural FairCountry (length of course(1 day) varied)
 

Chad 

7? 

Cameroon 
120 340
 

Total 

120 
 340
 

!/In addition, both centers are now developing fullas well as slide course modules
sets and information sheets on snecific pests.
training section has also Thesponsored two international seminars atDakar, one on pesticide management in 1979 and one on biological
control of pests im West Africa in 1981.
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cooperative effort with the Communications Section of Sahel
 

Institute (INSAH) in the development of additional training 

materials in crop protection. 

Project participants generally agree that the Dakar
 

and Yaounde centers are not making much effort to train per

sonnel residing in RFCP Project countries other than Senegal 

the need to boost trainingand Cameroon. They emphasize 

efforts on the regional level to reet training requirements 

of the other countries. Further, they believe that the 

with various national andcenters should collaborate more 

international organizations involved in training related to
 

at the centers. They emphasize the importancethat being done 

of such efforts in stimulating greater regional awareness 

and interest in IPM and in improving collaboration among 

the various national and international organizations. 

The RFCP Project has sponsored two regional 

seminar/workshop conferences on special topics (pesticide
 

management, biological control) which have been enthusias

tically received by the participants. 

In-country Training: Training for government 

officials, NPP service employees, extension agents, and 

farmers in their own countries has varied from country to 
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country. As already noted, the Dakar and Yaoundg centers
 

have assisted, especially in Senegal and Cameroon. The
 

regional centers' staffs have also assisted in some of the
 

other in-country training efforts. But most of the training 

outside of Senegal and Cameroon has been performed by the 

Project's Country Project Officers (refer 6, Proj ect Staff, 

below), their homologues, and the NPP services. 

Most in-country training 

has aimed to increase the capacity of the NPP services and 

extension agents to handle pesticides properly. This has 

been accomplished through short courses on pesticide safety,
 

storage, and proper calibration and use of pesticide applica

tion equipment. Need for proper identification of the pests
 

has been emphasized. The training has included field 

demonstrations on the application of pesticides and recogni

tion of pest damage. 
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Farmer training at the village 

level has received minimal attention to date. Greatest progress 

has been made in The Gambia, but it has been modest there. 

The in-country training has focussed 

heavily on use of pesticides. Few of the training efforts have 

involved the farmers themselves, but the limited efforts also have
 

focussed heavily on use of pesticides. The training has not been
 

strzutured so as to increase the capacity or readiness of the 

extension services or the NPP services for mainstreaming IPM 

technology that may eventually evolve from the CILSS IPM Project. 

The primary beneficiaries of the in-country training have been the NP 

services and these services generally are not involved in any aspect
 

of crop protection other than intervention with pesticides.
 

2. Surveillance and Crop Loss Assessment
 

Surveillance of pests and assessment of their damage to 

the crops have been supported under Phase II of the RFCP Project. 

These activities are essential to IPM development, as discussed in 

Appendix 1. Without information on the abundance of the pests and 

the relation of the pests and their damage to the crops, at what 

point remedial action (pesticide application or other intervention) 

is called for, or whether it might be delayed or entirely omitted 

cannot be established. 

Surveys to determine the major kinds of pests and their 

seasonal abundance have been carried out in certain food crops in 

some of the RFCP countries. Most of the countries have now developed 

representative collections of specimens of pests (mostly insects) 

attacking tnese crops. Field scouts have reported difficulty in
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filling out the pest survey forms, and this has hampered success
 

in quantifying the pest surveys.
 

Studies on crop loss assessment have been carried out
 

at several locations. In Cameroon, the studies have concentrated
 

on quantifying losses caused by grasshoppers, sorghum smuts (plant
 

disease agents), and the parasitic weed Striga on sorghum. In The
 

Gambia, studies have been conducted to determine the impact of insect
 

pests on yields of sorghum, millet, maize, rice, and groundnut (peanut).
 

Similar studies have been carried out on millet in Senegal. However,
 

the results are too preliminary to reach conclusions concerning the
 

relationship of insect pest damage and yield loss for the crops being
 

studied. Further, it is questionable if the experimental method now
 

being used can be expected to produce realistic results. The method
 

involves the use of field plots, situated side by side, subjected to
 

different treatents of pesticides. This method has wide ap'jlication
 

but the choice of experimental design is critical. Further, it is
 

known that the use of some insectiides on some crops may give
 

.increased yields, or the treatment may decrease the yields, indepen

dently of the insect pest infest-tions. Therefor the yields of
 

the control (check or untreatee) plots may be disadvantaged, or
 

advantaged, regardless of the pe.it densities that develop in them.
 

Another known error "'n experimental design involves the
 

use of field plots situated side by side without sufficient space
 

between any two plots to buffer insecticidal spray drift from one 

to the other. The insecticidal drift may not be sufficiently potent
 

to kill the pests in the control plots, but it may kill insect natural
 

enemies residing in them and thus unleash the pests that the natural
 

enemies regulated; this would give treated plots a yield advantage.
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To get 	realistic results from the crop loss assessment
 

work, researchers must seek the advice of such disciplines as
 

statisticians, crop physiologists, biological control experts, and others.
 

It is particularly important that crop economists be consulted about
 
In The 	 Gambia, an economist from 

Univ rsity in the Unitedthe 	economic realities of the work. /Purdue 

has 	assisted on the work on crop loss assessment.
States 

3. 	 Extension 

The RFCP Project Paper stated that a purpose of the 

Project was "to encourage and facilitate the extension of IPM 

farmers by developing andconcepts and techniques to food crop 

of IPM concepts andstrengthening a system for extension to farmers 

techniques, using training and demonstration". To date, the Project 

that this objective is being seriouslyclearly has failed to show 

pursued in any participating country except The Gambia, where a 

in extension activitiesto involve farmersmodest effort has been made 

The Project has made no significant progress in therelated to IPM. 

systemarea of developing and strengthening an extension delivery 

which would be required for mainstreaming IPM technology to farmers. 

This is a serious deficiency and one that must be corrected. Other

wise, new 1PM technology that may evolve under the CILSS IPM Project 

will remain confined at the experimental level and never reach the 

intended farmer beneficiaries. 

The CILSS IPM Proj ect e-volved under the idea that, parallel 

with the research effort, an IPM delivery system would be evolving 

too, under the RFCP Project. Presently, the national extension
 

services are not geared up to handle IPM delivery, and there is a 

serious lack of properly trained extension personnel (refer to dis

cussion on extension in the CILSS IPM Project evaluation report herein).
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Some of the Project participants argue that an extension 

system for IPM delivery cannot presently be perfected, because the
 

CISS IPM Project first must produce model IPM examples which can 

be used for e-xtension purposes. It is certain that research is an
 

essential ingredient and development of a truly effective extension
 

1PM delivery system will require a boosted-up and continuing IPM 

research effort. 

Nevertheless, some of the information required to begin
 

a modest IPM effort in West Afr.ca already exists -- certainly, the
 

ecological principles are already well known and can form an important
 

foundation for any extension effort in crop protection. Further, as
 

discussed above (refer section, Use of the Term M. 
in This Report),
 

tradi'tional African farmers are now using various techniques known to
 

be effective in IPM programs.
 

The single most potentially harmful impediment to IPM in 

West Africa is proliferation of those e-xtension and intervention 

efforts which encourage farmers and the NPP services to adopt the 

simpler chemical control strategy. Experience from around the world 

has shown that once the chemical control strategy has been adopted
 

the chances for IPM are severely reduced.
 

4. Research (other than crop loss assessment work)
 

Some research has been conducted under the RFCP" Project,
 

even though the Project Agreement did not specify that the Project
 

would engage in research. This work has produced some encouraging re

sults. 
 For example, in Camcroon, research has been conducted on (1)
 

control of smuts of sorghum using a water treatment to the seeds as
 

opposed to insecticides, (2) use of treatments with necm Cree leaves,
 

palm oi., and groundnut oil as 
possible controls to pro!.ect cowpeas
 

in storage, (3) study of insect infestations on couwpea variectes
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showing various levels of insect pest resistance, and (4)
 

integrated control of the parasitic weed Striga on sorghum, using 

a comination of biological, cultural, and physical techniques. 

This research produced results which, if properly incorporated 

into farmer extension and demonstration efforts, may have beneficial 

impact. 

Other reserach under the project has also shown promise. 

One important research effort just getting started involves the 

testing of t1e protozoan parasite, Nosema, against grasshoppers in 

This biological control agent has shown considerablethe Sahel. 


a low-cost control control of grasshoppers in dry zones
promise as 


of the United States. Perfection of the technique in the Sahel would
 

promise to lessen the dependency on costly chemical pesticides for
 

grasshopper control.
 

r-a commended for
The RFCP Project participants are to 


their research efforts.
 

Though the primary role of the RFCP Project is 
to develop
 

training and extension programs, its involvement in some aspects of
 

applied (adaptive) research is desirable. It is important that steps
 

are taken to ensure effective coordination of the research with the
 

research being developed under the CILSS IPX Project. Also, the
 

work on biological control of grasshoppers-should be carefully
 

coordinated with any similar work being pursued by OCLALAV and OICHA.
 

5. Pesticide Policies
 

Under the RFCP Project, AID authorized the use of certain
 

Environpesticides available to the IPP services from non-AID sources. 


mental and human health implications of pesticide use in the RFC
 

Project were reviewed in an Environmental Assessment as required by
 

AID's Pesticide Procedures, part 216 of the Agency's Regulation 16.
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Reserved f~r f~re use. 
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TABLE 3 

MAJOR PESTICIDE DONORS IN THE SAHEL, GtINZA-BISSAU, AND CAMEROON 

U.S. Agency for International Development
 

Office of Special Relief Operations of the Food and Agriculture 
Organization of the United Nations
 

Government of Sweden
 

Canadian International Development Agency
 

European Economic Community
 

Fonds d'Aide et de Cooperation (France)
 

Gesellschaft Ftir Technische Zusammenarbeit (Germany)
 

Various nations of the Organization of Petroleum Export Nations
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a source for the pesticides
depend heavily on outside donors as 


applied by the brigades. Some farmers also apply pesticides to their
 

crops, but perhaps 957. or more of all treating to the food crops is
 

facilitated by the NP? services.
 

Most of the countries in the Sahel and surrounding area 

have no legislation to effectively control pesticide use. The
 

monitor and to ensure humanGovernment agencies are not equipped to 

the pesticidal treatments. Further,and environmental protection from 

these agencies are not prepared to carryout field monitoring in order
 

to determine when treating with pesticides is economically Justifiable. 

It is doubtful that AID's Regulation 16 is having much 

beneficial effect in the RFCP countries. This situation would not 

be expected to change unless the non-AID donors and the host govern

ments abandoned their own pesticide policies and adopted those
 

specified under Regulation 16.
 

6. Project Staff 

Specific job descriptions of the project staff appeared
 

in the RFCP Project Paper. 

located at AID-Dakar,
The Regional Project Manager (RPM), 


regional project. He is an entomo
provides overall guidance to the 

at AID in Dakar.logist. 'His deputy is also located 

In-country Project activities are guided by a Country 

is assigned to and presently locatedProject Officer (CPO). One CPO 

at each of the countries of Mauritania and Senegal. The CPO position 

June, 1981. A replacement has been namedin Cameroon was vacated in 


and will report to Cameroon in early 1982. He presently is being
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trained in French in the United States. One CPO handles both 

Guinea-Bissau and Cape Verde and is located in Guinea-Bissau. 

There presently is no CPO in The Gambia. The previous CPO for 

The Gambia completed her contract with AID in August, 1981. All 

the CPOs are entomologists. 

The CPOs work under a USDA-PASA arrangement with AID. 

Some CPOs report that they are not certain as to who their boss
 

really is and who is responsible for evaluating their job performance.
 

The following were listed among the possibilities: the RPM, the AID
 

Mission Director of the country in which they reside, the AID Mission 

Director in Dakar, and the USDA in the United States. No clear per

formance rating plan is known to the CPOs contacted. In each of 

the RFCP Project countries, the CPO has a homologue who is housed 

in the NPP service. The CPC works full time for the RFCP Project 

but the homologue generally devotes much less time to it. 

Regional training is directed by a Regional Training
 

Officer (RTO) located at Yaounde, and an Ansistant Regional Training 

Officer (ARTO), located at Dakar. The RTO and the ART0 work under 

a USDA-PASA arrangement with AID. They are entomologists. The 

training centers at Yaounde and Dakar are managed by national 

directors, and several national instructors assist the directcrs 

to implement training programs. 

In Yaoundc, an American personal services contractor, 

a plant pathologisn, with AID also serjes on the :nstruction staff. 

The RTO, ARTO, and the Yaonde' and Dakar centers' staff fcrm the 

core training staff for the 
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regional Project. In-o =try training is facilitated by the CPOs, 

their hoologues, other national participants of the Proj ect, and 

As already noted, the Project is presently sponsoring 

imL.versity training for twenty crop protection specialists. Zt is 

assued that once these individuals have completed their aining 

they will rstzn to their con=tries and participate in the Project 

in some staff capacity. .' . 

7. 	 Relationships with cZS"s 

The YF¢Projes t is a contributing component of the 

CILSS Plant Protection Program (Annex A, Strengthening of Nativona 

Plant Protection Services). 

The R1F' Regional Projct Manager has been designated 

'as the technical backstop Officer for the CUSS Plant Protection 

Program. Zn this capacity, he is to represent the V'C Project at 

various CLSS meetings and to facilitate excange of info m tion with 

CUSS Project personel. 

Annex 	 B (the .ategrated Pest Management Projct), Annm 01 

on the Protection of(Establisbment of a Regional ftit for 	Information 

Crops and Hariests), and Annex 02 (Establishnent of a Regima Unit 

for 	Training In Plant Protectiom) especially are closely related in 

scope to the scope it the RF1( Project. Amex 3 is the primary am 

for 	IPK ,ssearah in the lanl. The objective of Annex 01, which Is 

being coordinated by the Sahel Institute at lamak, is to develop 

and 	disminate eansi= Information, relted to crops and harvest 

protection. The objective of Annex 02 is to establish a regioal unit 

(Headqiuatered In tolo, Niger) for traing plant protection field 

assistancs and laboratory tecahnicans. 
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The 	 Canadian International Development Agency (CIDA) 

has established programs for assistance in crop protection in Niger 

and Upper Vulta under Annex A. CIDA provides technical assistance, 

training, equipment, pesticides, and funding for construction as 

required to build up infrast-uc=ures in plant protection. 

In 1979 and 1980, invitations were extended to the 

Training Officer at INSAH and FA0's Technical Advisor to the C=lSS 

IPM Proj ect to participate in annual RECP Project training conferences 

organized for the Project's pr-incipal staff and the participating 

count--ies' NP servnice directors. Unfortunately, their participation 

did not materialize and valuable linkage oppor.-muities were lost as 

a result. 

D. Recoendations for Phase III 

1. 	 Desi7nn 

For Phase 11, the Project should be redesigned by a team composed 

of the following:
 

- A Sahelian agronomist with experience in developing and
 

i=ple--enting improved agronomic practices for small food 

crop farmers 

- A Sahelian Representative of the CILSS IFM Project 

- A Projec dci,n and management specialist 

- An IXM researcher with experience in developing and 

implementing IPX progrims for mall food crop farmers in 

underdeveloped regions 

- An IIX comnn=nica-ions specialist with experience in 

developLng and implementing training and extension programs 

in underdeveloped regions 
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- A.Socioeconomist with experience in.evaluating the
 

costs and benefits of pest control technology in
 

underdeveloped regions
 

2. 	Purpose 

In designing Phase I1, the Project should be structured according 

to the Logical Framework appearing at the end of this section of the 

report.
 

The overall objective of Phase III should be "to develop training 

programs and delivery systems that will lead to increased use of 

socially, economically, and environmentally sound systems of IPM for 

small food crop farmers which de-emphasize the use of chemical 

pesticides". Specific objectives should be: 

a. To conduct socio-economic analyses as required to determine 

the costs and benefits of IPM systems being developed under the CILSS 

1PM Project. 

b. To demonstrate on the fields of small food crop farmers and to
 

mobilize (via all appropriate mechanisms, NPP services, extension 

services, SAFGRAD, etc.). 1MP tecamiques and systems shown to be 

effective in the CILSS IPM Project. 

c. To develop, in collaboration with Annex G2 of the CILSS Program,
 

certification criteria and training programs required for an "OAU-FAO 

Certified Training Program for Plant Protection Managers"; and, to 

develop other regional and in-count--y training programs as required to 

mobilize the concept and application of IPM. 

d. To develop, in collaboration with the various work groups
 

being established under the CILSS IP Project, the following publica

tions (refer to the evaluation report of the CILSS 12M Project for
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a discussion of the work groups): 

- A manual on natural enemies of pests of food crops in 

the Sahel and surrounding area, their role in controlling pest 

populations, and their utilization in the IPM systems. 

- Surveillance guidelines for pest management in food crops 

in the Sahel and surrounding area. 

- A manual on guidelines for the implementation of proven 1PM 

systems for food crops in the Sahel and surrounding area that 

de-emphasize tl-e use of chemical pesticides. 

- Short, public-awareness fact sheets and pamphlets for 

distribution to extension agents, NP service personnel, govermnent 

officials, and farmers on the principles and application of IPM, uses 

and 	limitations of pesticides, alternatives to pesticides (especially
 

proven traditional control methods), and other special topics related 

to protection of crops and harvests. (This work should be carried 

out collaboraively with participants of Annex G2 of the CZLSS 

Program). 

e. To secure effective coordination of Project activitites with 

all Annexes of the CILSS Program. 

3. 	 Participatinz Countries 

The primary participating countries of Phase III should be 

Cameroon, Cape Verde, Guinea-Bissau, Mauritania, Senegal and The
 

Gambia. The team in charge of designing Phase III should critically 

examine the capacity- of each country for carrying out specific roles; 

each country should be assigned only those roles most appropriate to 

the capacity of i-ts existing infrastructure. 

Cameroon and Guinea-Bissau are not participating in the CZLSS 

IPM Project. The design team should determine and specify the kinds 
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of IPM research which should be undertaken in Cameroon and Guinea-


Bissau as required to most effectively boost IPM development in
 

those countries. RFCP Project funds should be designated for 

this purpose if necessary.
 

The design team should determine the desirability of partici

pation by Mali and Chad in Phase I1. Also, Annex A efforts under

way in Niger and Upper Volta should be examined and steps effected 

to ensure that those efforts are carefully coordinated with Phase III 

of the RFCP Proj ect. 

4. Project Staff 

The AID Regional Project Manager for Phase III should reside in 

Ouagadougou. He/she should possess a Ph.D. drree in one of the pest
 

management capability,management sciences, exhibit proven proj ect 

and demonstrate excellence in past performance in developing and 

His/her position is essential to successexecuting programs in IPM. 

of the Project, and AID should take immediate steps to recruit (and to 

sponsor language training if necessary) the best possible candidate 

tofor this position. (The relation of the Regional Project Manager 

component at Ouagadougouthe overall CILSS Plant Protection management 

was described in VII A and -6. 

The Project should have a Regional Training and Extension Officer 

locatedtraiing atandboth Dakar and Yaounde, responsible for executing regionalextenAioniactivi~ies 

aeneea for-th iesoj.ct should be determined by the Phase 

III design team. The core Project staff of CPOs should include at 

least one agriaultural economist. The team should explore ways (via 

USDA-PASAs with USDA's Agricultural Research (AR), Fxtension (E), and 

Economics, Statustics, and Cooperative Services (ESCS) agencies and
 

also U.S. universities) for recruiting short-term consultants as 

required to assist in the socio-economic evaluations and other special 

topics pertaining to IPM.
 

http:iesoj.ct
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The design team should clearly show the lines of authority and
 

job descriptions for all project staff members, and procedures for 

reporting and job performance evaluations should be specified (refer 

above for discussions concerning these aspects). 

The design team should carefully determine the existing indigeneous 

capacity for IPY development and execution in each Project country and 

devise ways for most effectively utilizing talents of the national 

participants. Efforts should be taken to capitalize on these talents 

and to minimize participation of expatriates when possible.
 

5. Training 

Academic: The design team should identify universities and 

training centers in Africa, Latin America, and Asia that could be 

reco=ended for training at the pre-B.S. level. The usefulness of 

academic training in the United States should be critically examined. 

U.S. academic institutions participating in regional 

and in-country training programs on IPM methods and practices should 

include material or instructional staff addressing basic management 

techniques for middle-level civil ser-vants. Subject matter should 

recognize that most trainees are f.ancophone trained with strong 

emphasis on theory as contrasted to practice; latter has more rele

vance to duties and responsibilities of plant protection and IPM 

functiona-ies. 

Regional: The Yaound'6 and Dakar training centers should be 

appropriately upgraded with staff as required to mobilize training 

in 1PM in all the Project coumries. The centers should develop 

greater Portugese language capacility as required to meet training 

requirements in Cape Verde nd Guinea-Bissau. 
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The centers should cooperate more closely with the
 

WARDA training Center in Liberia, ZITA, ICIPE, SAFGRAD, University 

of Ibadan and other national and international organizations involved 

in training in crop protection. The Project and these other partici

pants should participate in the CILSS Crop Protection Training Group
 

described in the CILSS IPM Project Evaluation report. 

The design team should give guidelines on other ways to 

ensure effective coooperation between the Project training centers 

and other relevant training activities.
 

The Training Liaison Officer of the CILSS IPM Project
 

should be appointed as "Training and Extension Liaison Officer" to 

the RFCP Project and invited to participate in all Training and Exten

sion activities of the RFCP Project.
 

The Project, in collaboration with Annex G2 of the 

CILSS Program, should co~mission (at the beginning of Phase I1) a 

team identified by FAO's Plant Protection Service in Rome to prepare, 

within six months, guidelines on certification criteria for the 

development of an "OAU-FAO CerL'ified Training Program for Plant 

Protection Managers". The trait-ag program should be developed, at 

least initially, for medium- to high-level'officers in the NPP 

services. Eventually, a certified training program for field super

visors would be desirable and should be explored. 

The guidelines should be structured specifically for 

African condit'.ons in consultation with the Organization for African 

Unity. The Yaounde Center should initiate the appropriate training 

program as specified in the guidelines. The intensive training 
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(bout three months in duration) would focus on all aspects of
 

plant protection - legal, regulatory, pesticide management, IPM, 

etc.
 

The certified graduates would be professional plant 

protection managers and certified for various roles in the NPP
 

services. The design team, in consultation with FAO and OAU, 

should determine if this training program to be carried out in 

Cameroon should ba extended to include African countries outside 

the RFCP Project - Sahel region.
 

In-country: The design team should specify all kinds of training 

needs in the countries and devise means for best utilizing the 

regional training centers in complementing the in-country efforts. 

All training should be structured as required to mobilize 1PM 

delivery systems in the bhortest time possible. 

6. Surveillance and Crop Loss Assessment
 

All work under Phase III in the area of surveillance and crop 

loss assessement should be carried out collaboratively with the 

CILSS IPM ProJect and structured through the Proj ect's working 

group. being established on surveillance and crop loss assessment 

(refer to the CILSS 1PM Project Evaluation Report). 

7. Extension 

The highest priority of the Project should be to develop extension 

delivery systems for augmenting effective IPM techniques. Therefore, 

in designing Phase III, the design team should clearly specify all 

extension activities required to achieve this goal and key them into
 

the extension work group being developed under the C.TSS 1PM Project. 
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In collaboration with participants of Annexes B and GI of the
 

CILSS Program, RFCP Project participants should develop the 

training and extension publications listed above (refer Purpose
 

above). 

8. Research
 

The design team should clearly specify the kinds of research 

to be sponsored during Phase 111. The focus should be on applied 

reseai'ch caried out under actual conditions of the farmers'fields. 

The design team should show how the Annex A and Annex B research 

participants can best be linked up via the work groups being 

developed under Annex B. 

9. Pesticide Policies
 

Support of RFCP Project activities related to pesticides or 

pesticide application should be restricted to
 

a. applied research on selective use of materials showing
 

promise because of their ecological selectivity
 

b. cost/benefit analyses to determine the costs and benefits of 

pesticides to small food crop farmers, and 

c. extension efforts which emphasize pesticide hazards and 

procedures to minimize these hazards. The design team should develop 

strict guidelines on the use of pesticides in Phase III of the Project.
 

Until data are available to clearly show the economic and social 

advantages of using pesticides on food crops in the RFCP Proje- -

Sahel region, the Project should discourage any activities leading toward 

increased use of pesticides. 

The design team sLould encourage the cooperating donors involved 

in pest management and pesticide support activities in the RFCP Project
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- Sahel region to develop cohesive policies and programs for pesticide
 

regulation and management in this region. The role of CILSS-RMU 

should be considered in carrying forth with this initiative. 

10. Relationships with CILSS and Various International Organizations 

The design team should specify all appropriate means for ensuring 

effective collaboration between Annexes A, B, G1, and G2, including 

through work groups, comittee activities, and meetings. The 

Annexes' sponsorship of con,.erences, workshops, and seminars on 

special topics related to crop protection should be encouraged.
 

The CILSS Plant Prorection Program should employ one person to
 

work full time to ensure effective collaboration among the national
 

and international organizations involved in food crop protection and
 

protection in the Sahel and the surrounding area. This person should
 

work out of CILSS-R.MU in Ouagadougou.
 

Reference material for design team's consideration: 

- Evaluation of Regional Food Crop Protection Project -

Phase II, Cameroon component, conducted by USAID-Yaounde 

(unofficial draft prepared in June or July 1981). 

http:CILSS-R.MU
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RCP PROJECT - PHASE 11 


PROJECT LOGICAL FRAEWORK
 

NARATIVE SUMMARY OBJECTIVELY VE=IIABLE INDICATORS 

Project Goal: - Measures of Goal Achievement:
 

To increase the capacity for food pro- Systems of TPM that draw primarily
 
duction and reduce existing food def-
icits through the introduction of in-
tegrated pest management (IPM) measu-
res which de-emphasize the use of 
chemical pesticides. 

Project Purpose: 

To develop training programs and del
ivery systems that will lead to in
creased use of socially, economically 
and enviromentally sound systems of 
IFM for small food crop farmers which 
de-emphasize the use of chemical pes
ticides; specific objectives are: 

(1) to conduct socio-econcmic 
analyses as required to determine the 
costs and benefits of IM. systems 
being developed under the CILSS IIM 
Project; 

(2) to demonstrate on the fields 
of small food crop farmers and to mo-
bilize (via all appropriate mechanis-
ms, NPP services, extension services, 
SAFGRAD, etc...) IFM techniques and
 
systems shown to be effective in the 
CILSS IPX project.

(3) to develop, in collaboration 
with Annex G-2 of the C'I-SS program, 
certification criteria and training 
programs required for an "'AU-FAO 
Certified Training Program for Plant 
Protection Managers"; and to develop 
other regional and in-countr7 train
ing programs as required to mobilize 
the concept and application of IPX. 

from non-chemical means have been 
mobiliZed in the affected region 
and are having a measurable signif
icant impact on increasing and sus
taiming food crop yields.
 

- Conditions expected at end of 
project: 

- The social, enviro ental and econ
omic costs and benefits of the 1P. 
systems are known. 

- Appropriate delivery systems for 
mobilizing IPM have been developed 
and have been adopted by the NPP 
Services and extension services. 

- A certified OAU-FAO training pro
gram is in operation and the regional 
and in-country efforts are meeting 
trraining requirements in all of the 
PFCP Project - Sahel region. 
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(4) to develop, in collaboration - All of the publications have been
 
with the various groups being estab- developed auad made available to
 
lished under the CILSS TPM project, their intended audiences.
 
the following publications:
 

A manual on natural enemies of 
pests of food crops in the Sahel and 
surrounding area, their role in cont
rolling pest populations, and their
 
utilization in IPM systems;
 

• Surveillance guidelines for 
pest management in food crops in the 
Sahel and surnonding area;
I . A manual on guidelines for the 

implementation of proven PMI systems
 
for food crops in the Sahel and the
 
surrounding area that de-emphasize the 
use of chemical pesticides;
 

. Short, public awareness fact
 
sheets and pamphlets for distribution 
to extension agents, NP? service per
sonnel, government officials, and far
mers on the principles of 12'1i, uses and 
limitations of pesticides, alternati
ves to pesticides (especially proven
 
traditional control methods), and othe
 
special topics related to protection
 
of crops and harvests (this work will 
be carried out collaborarively with
 
Annex G-2 of the CILSS Program). 

- Effective, permanent coordination(5) To secure effective coordi-

nation of Project activities with all has been achieved.
 
Annexes of the CILSS Program. 



LNORTANT ASSUMPTIONS MEANS OF VERIFICATION 

GOAL 
- That host government continues - National production statistics.
giving priority to agriculture production and to food crop protection. 
 -
RFCP project evaluations.
- That price policies of host govern- - IPM researchmnets are conducive to food crop pro-

and other CILSS measuments of losses of food crops due toduction. pess.
 
- That crop protection practices are
adaptable and acceptable to farmers - Machinery exists for national plant 

See Footnote protection service staff to get feed-A. back from farm families. 
- Subsistence farmers will plant selected crops in considerable amountsregardless of price policy re crops,
but use of pest control techniques
will reflect input costs farmers can
afford. 

PflRPO SE
 
- That personnel will be 
 assigned to - NPP staffing pattern and inventory.PP services, and available for academics and practical training. 
 -
Project reports and records.
- That extension, agricultural servi- - Implementation and work plansce, farm unit, and other personnel(male & female) will be available for RFCP- project evaluations.training, sufficient in numbers andadequate in qualifications. 
- That personnel receiving trainingwill be available to conduct methoddemouseraeton exercises and outreachactivities with farmers. 
- That farmers (ale & female) acceptsuggested proection measures. 
- That conditions in subsistence far-.ming areas are sufficiently stableto permit unrestricted extension 
activities. 

Footnote A: The achievements of the oroject goal, as stated, imply adirect operational effect on food crop losses as a result
of interveirions of this project. In fact, the achievementof the 4oql will be indirect since it will be throughsuccessful application by fa--mers of validated technolog7which is provided through the project. 
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PROJECT LOGICAL FRAMEWORK 

OBJECTIVELY VERIFIABLE TIMICATORSNARRATIVE 

,Magnitude of Outputs
Outputs 


1. Improved structure and admin.capacity NPP service is developed in accordance 
with plans as specified in the project

A well-organized and staffed NPP servi-


cm is functioning in each participating agreements.
 

country. 

2. 	 Improved technical expertise 
TPservice has received training NP special-sts, agric. extension cadre,

The 

etc. in numbers specified in project
in 	IPM concepts and techniques ; the 


service has developed and inplemen- agreements have received training.
NPP 

exten-	 Training institutions are including IPM ted a system for training agric. 
i. curriculums.
sion cadre in IP concepts and techni-


ques, and has installed I training in
 

agric. training institucicus.
 

3. 	 Improved nutreach and Technical effec

tiveness
 
with Courodity and facility requirements

service been equippedThe NPP has 
have been provided, and extension and 

facilities, technical equipment and 
and operating funds I other outreach activities conducted in 

supplies, vehicles 

sufficient for implemenatian.of its accordance with project agreements.
 

assigned missions ;
 
food crop farmersSubsisrance and other 


have been given demonstration and trai

ning in IPM zoncerts and techniques. Foot-note B
 

4. National plant protection service ways Inclusive feedback mechani ms are in 

and means to measure changed practices 	 place and operating. Monitoring system 
produces conclusions and recomendat-ions.

and physical results. 

are not quanti~ia, in the logical
Footnote B : The stated outputs for the project 

on 	 the leveo
framework. They rill vary country-by-country depending 

of experience and expertise, the adequacy of staf ing and budget support 

for the IP? and extension ser'vices, the accessibility of the food 

crop farmers, etc. The neei for individual countries will be analized 

annually at the time of p-reparation of annual work plans and country
 
1PM ReS arch under the CLMSS


project agreements, The evolving results of 


program will have some inplication for inputs and outputs needed
 

in R7CP for individual countries.
 

http:implemenatian.of


52.
 

"LPORTU ASSUMPTIONS ,X lU1S OF VERLFICAT:OI 

OUT=S
 

- That project inputs are appropriate Project Agreenenc3
 

and sufficient to achieve desired
 
RFC? prjur.. evaluationsoutputs 


- That project inputs are tined according Project reports 

to prior'ii7 needs, and dellvered as 
planned 
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VI.ANNEX B - STATUS 

A.Participating Countries/Agencies 

1. Sahelian Agencies 

CILSS (Comite Permanent Inter-Stats de Lutte contre
 

la Secheresse dans le Sahel - Permanent Inter-State Committee 

for Drought Control in the Sahel) is the Grantee under the 

Integrated Pest Management Project, an international activity 

within the CILSS Program for Crop and Harvest Protection. CILSS 

was formed by the Heads of State of Cape Vez le, Chad, The Gambia, 

Mali, Mauritania, Niger, Senegal and Upper Volta. The CILSS 

Council of Ministers consists of Ministers of Rural Development 

or Agriculture from the respective Member States. The Executive 

Secretariat, located in Ouagadougou, Upper Volta, constitutes 

the permanent adminiStrative structure of CILSS, executing 

decisions, negotiating -with donors for economic and social
 

development assistance and coordinating programs among member 

countries. CILSS presuably has juridical personality and is 

recognized throughout its member states and cooperating nations. 

The Executive Secretariat staff is small and is organized into 

Directorates for Plans and Projects, Administration and Finance, 

Documentation and Information, and the Non-Governmental Organiza

tions. 

The so-called Management Protocol for the Program for
 

Crop and Hn-vest Protection authorized the Executive Secretary
 

to organizec a -mall Regional Management Unit to carry out
 

decisions of the Program's Executive Conaittee. This unit is 

located at the Ouagadougou site of the Executive Secretary. 
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The RMU Director is Secretary of the Crop and Harvest 

Protection Program's Executive Committee and is mandated to 

monitor all program components. In fact, however,the RMU
 

concentrates almost exclusively on activities under Annex B -


Integrated Pest Management. Key RMU personnel are a Director, 

a procurement advisor and an agriculturala financial manager, 

in RMU are not clear). The financialadvisor (whose exact duties 

advisor is responsible for financial and operations support for
 

all project components, regional, sub-regional and national. The 

procurement advisor receives from the various entities reqiszts
 

for purchase of material and equipment not purchased locally, 

Upper Volta approvalprepares documents (PI0/C), secures USAID 

and for-wards them to the Afro-American Purchasing Center, New 

The three principal partners 

York, for procurement and delivery action. In short, all financial 

and material support for all Annex B proj ect elements is generally 

vested in the RMU. 

associated with Annex B -

CILSS, FAO, AID - have consistently avoided describing a Regional 

The so-called Management ProtocolProject Direction Office. 


The CILSS-FAO Synthesis Document
does not mention such an entity. 


mentions a Project Coordinating Center to be located in Bamako,
 

states that an Annex would be written, descriting the Center; the
 

What is referred to as the "Regional
annex was never written. 

Project Direction" is a satellite of the Sahel Institute in
 

Bamako, Mali, without real structure, authority or resources.
 

Equally as undefined is the relationship between this "Direction"
 

In th
and the national and sub-regional components, addressed below. 

absence of a regional form and substance, most national components 
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defer to the RMU which exercises fiscal and budget management 

authority over the donor resources for Annex B.
 

In some respects, the problems run even deeper. The 

administrative burdens, imposed upon the Regional Direction 

(CILSS) by the hierarchical st.-ucture of internal CILSS relation

ships, limit efficiency and stifle initiative within the regional 

technical team. Such limitations explain the difficulties, 

even impossibility, of normal movement within the regional area 

by experts and the restrictions on communication, even on purely 

technical matters, between the principal FAO advisor and FAO 

personnel at national levels. The same applies with regard to 

liaison and coordination between the regional office and the
 

national components on matters of common administrative and 

operational interest. 

It is principally through a spirit of friendly cooperation 

that some technical progress and direction have been achieved in
 

national programs. 

On a regional level, the "Direction" does not review (with 

FAO aid) and approve national budgets, procurement of contracts,
 

thus no permanent record files are maintained at the regional 

level. Nor does the "Direction" have a budget of its own; it 

depends on the RMU for funds. 

National and Sub-Regional Components 

Activity under Annex B was planned for all CILSS member 

countries and, sub-regionally, for the Senegal and Niger River 

and the Lake Chad Basins. All Chad programs have been temporarily 

suspended and donor support is available only for the Senegal
 

Basin at present. In five countries - The Gambia, Mauritania, 
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Cape Verde, Upper Volta and Niger - Annex B and Annex A 

fall within the purview of the incumbent Directoractivities 

of Crop Protection Services. In Senegal and Mali, IPM 

operations are organized separately, in the Ministry charged
 

with national research programs. Because the CILSS Executive 

of theSecretariat communicates only with the Minister member 

Council, Annex B messages often go astray, undelivered and
 

unnoticed. The Senegal Sub-Regional project awaits 	AID approval 

This contractof a negotiated contract between CILSS and GERDAT. 

mentions technical coordination with the "Regional Project 

Directrice" which only reiterates the need for a clearly defined 

"regional" entity with clearly defined duties, responsibilities, 

resources and organization.
 

National project directors beg or borrow accounting 

To date, alservices from their own or another local agency. 

though some personnel have been hired (secretaries, chauffeurs, 

obtained some FAO advisorslaborers), some office equipment and 

assigned, mostly country project staffs are working without 

adequate assigned space, supplies, equipment, and, usually, 

vehicles.
 

Most national IPM offices also have problems of some order 

with the CILSS Management of Annex B. Communications with the 

Regional Office in Bamako, both electronically and physically
 

(by air), are di.ffi--ult. In practice, such messages could only 

be passed on to Ouagadougou to the RMU. Frequently, local AID 

transmit messages as insurance againstMissions are asked to 

telex or telephone breakdowns. The over-whelming percentage
 

of problems relate to budget management, release of advances
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and replenishment. Months can go by with no action and 

finally budget levels are approved after execution. In part, 

these holdups in RMU are due to slowness in AID/Upper Volta 

processing IPM paperwork. In part, the problems arise from 

inadequate instructions to national components or arbitrary 

elimination or reduction of live items by RMU and/or AID. 

Under its statute, the Sahel Institute has as an objective
 

"the execution and management of research programs of regional 

interest". The Executive Secretary of CILSS has honored this 

through a letter (May 1980) conveying supervision and control 

over the Regional Project Direction to the Director General of the
 

Institute. The Institute's authority was used to appoint the
 

current Directress who in practice reports to the Institute's
 

Director of Research and Acting Director of the Regional Technical
 

Coordination Unit, a creation of the so-called Management Protocol.
 

The Regional Office uses the following address:
 

CILSS-Institut du Sahel 
Projet Lutte Integree 
B.P. 1530
 
Telex: 432 1SAH 
Bamako, Mali 

Neith'er INSAH nor the RTCU have received any project funds nor 

are their responsibilities and functions set forth in any
 

tripartite project doctuments. 

.2. Agency for International Developmczit (AID) 

Management responsibility for AID rests with a Project
 

Officer in USAID/Upper Volta. He is supported by the Office 

of the Controller, supervised by the Mission Director; the Mission
 

has no supply advisor. The Project Officer has some training.in 

entomology. He received no management training or training in 

http:training.in
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AID procedures upon his assignment. He is responsible for
 

advising the Grantee (CILSS) on administrative and financial 

seems taken upexecution of the project. Actually, his time 

entirely by problems of finance and supply. The USAID 

Controller's view of the project is essentially negative; it
 

demands limited time and personnel attention but is not really
 

The Mission Director points
a part of the Mission's program. 


was delayed by AID/Washingto-i review andout that the proj ect 

negotiation on an essential implementing contract with the UN 

Food and Agriculture Organization (FAO). A Project Officer was 

until the project was over two yearsnot recruited and assigned 

Mission management'sbehind schedule. For understandable reasons, 

attitude toward the project is one of frustration.
 

a service to AID's Upper Volta Project Officer, bilateral
As 


AID Missions occasionally support the project through engineering
 

reviews or supply assistance. As a practical matter, local AID 

staffs look upon this project, as they do on most regional projects, 

as a nuisance and a waste of important AID local staff time. In 

the absence of responsibility, local Missions have no staff or 

other resources for support of regional projects, thus they consider
 

them an imposition.
 

has modest project support
The Regional Project Manager 

and associatedfunds, which are inadequate to cover frequent travel 

coordination requirements. As a result, direct contact between
 

the Project Manager and the TPM national components has been
 

has maintained very littlesporadic, and the Project 	Manager 

of Annex A and the other Annexes of thecontact with participants 


same token, some local
C=iS Plant Protection Program. By the 
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AID Missions insist that the absence of such contact and
 

orientation contributes to their indifference. These Missions
 

designate so-called Liaison Officers to comply with basic AID
 

Regulations, however, these officers generally become involved
 

only when specifically asked to fulfill a limited task.
 

3. 	 The United Nations Food and Agriculture 
Organization (FAO) 

FAO is under contract with CILSS to provide advisory and 

other services to the project. In addition to providing technical
 

experts to advise at regional, sub-regional and national levels 

on the execution of the program, FAO also provided assistance in
 
technicians also perform research and train in reearch methodology
 

the 	preparation of regional and national operating p ans; FAO / 

A contract between FAD and CILSS, approved by AID, was a Ccndition 

Precedent to first disbursement under the grant. The various 

operations plans were Conditions Precedent to subsequent disburse

ment. The CILSS-FAO contract was originally signed on September 

1, 1978, seven months after the Grant Agreement was signed 

although the Project Paper, prepared in 1977, described negotiations 

as essentially complete. The contract was approved by AID Project
 

Implementation Letter on September 29, 1979. Delay in approving
 

the contract was the single cause for the snowballing delay in the
 

project which has developed.
 
4. 	Tripartite Association
 

The relationships between the three prin-ipal
 

parties make up the basic design structure of the project. AID 

is the financial agency. By a Project Agreement signed between CILSS 

and AID and by subsequent amendments, U.S. $9,900,000 of AID funds 

have been committed: U.S. $6,000,000 to cover the contract between
 

CILSS and FAO, U.S. $2,900,000 for local project costs and U.S.
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$1,000,000 as yet unallocated. As of now, although budgets
 

are being revised, life of project cost is estimated at U.S.
 

$25,280,000 

FAO $12,796,000 

Local costs 12,007,961 

Contingency 476,039. 
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5. Conditions and Problems Encountered 

The basic elements of the project design are 

sound. Funds are channelled through a regional international 

entity to country and sub-regional program facing a common 

problem in a shared environment. An international specialized 

agency is contracted to provide essential advisory and operational 

expertise. A central coordinating office is set up. It is only 

when the details of daily operations are examined that one finds 

problems. These problems are: (1) there is no project direction, 

consequently the FAO experts assigned to this Direction Office 

are not using their talents effectively; (2) in trying to give 

CIL.SS a management capability, the MTJ., which should be a 

management, policy guidance and supervisory office, became involved 

in day-to-day management operations; (3) the national components 

without either effective guidance or management support have been 

prevented from starting their programs. 

6. Recommendations 

(1) The UGR must be taken out of day-to-day 

operations of the IPM project. It should be given the task of 

developing administrative, manageme-xt and financial guidelines 
crop protection


for all CILSS/projects, existing or planned, dealing with inter

national donors and supporting crop protection, pest management 

and drought response. The UGR should monitor, on behalf of the Exec
utive Secretary, all projects in the CILSS Crop Protection Program.
 

(2) The Regional.Broject Office, directly
 

reporting to the CILSS Executive Secretary, must be given
 

authority, staff and resources to manage the project effectively.
 

This office should have a nationtl components section.
 



62. 

section (as they develop) and an adminis
a sub-regional components 

an Assistantoffice. The Director should have
trative/finance 

the senior FAO advisor to the project. Among the 
Director, who is 

assistant's most important responsibilities 
should be liaison with
 

assure that programed resources, both 
back-up at head-


FAO Rome to 


quarters and personnel recruited and 
assigned to the field, are
 

on a timely and effective basis. Assigned to the Regional

available 

part in proj ect management
and playing an importantProj ect Office 

should be an FAO administrative and financial expert,
and support 

progra=ed for 1982 in the revised 	FAO 
budget.
 

should become a
(3) 	 The USAID IFM Project Office 

activities. 
part of the recommended office for 	IPM/RFCP projects 
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B. Proj ect Implementation (Technical) 

.1.Status/Problems
 

a. Relevance of Project Objectives
 

The project paper and plan of operations list these project 

objectives: 

- long-term: 

- to increase food crop production in the Sahel by reduction of 

crop losses due to insects, plant diseases, and weeds. 

- short-term: 

- to strengthen national research capability toward developing 

appropriate IM technical packages to be provided to extension 

structures so that the farmer may gain maxim= profit from his 

farming activities. This will be accomplished by: 

. establishment of a surveillance system on the 

occurence of major pests; 

. evaluation of crop losses and the relative econ

omic importance of pests;
 

. establishment of the research capability to
 

develop integrated pest management techniques, 

including the analysis and evaluation of traditional 

cropping systems and crop protection methods; 

. establishment of demonstration study a-eas to 

-study and demonstrate the benefits to be drawn 

from integrated pest management; 

* development, in close collaboration with plant
 

protection services, of a mechanism to implement
 

results at the farmer level.
 



64.
 

as in this 
The term "Integrated Pest Management" (IPM) used 

the maintenance of pest populations 
at economically
 

report refers to 

minimum of environmental disruption.with ainsignificant levels 

use of a variety of techniques based on an 
This is done through the 

the field environment.
the ecology of the pests and

understanding of 

The role of insecticides is minimized 
in favor of such methods as 

the use of pest resistant crop varieties, 
the intrcduction and aug

of pests, and changes in the crop
of the natural enemiesmentation 

of pest species.
that work to the detrimentping system 


APPENDIX 1, "Reference Guidelines for IPM Development
 

and Execution", discusses the steps involved in 
establishment of
 

the IPM program.
 

Recent donor support of Sahelian crop protection services,
 

including the RFCP Project, has resulted in a 
startling increase
 

Government personnel distribute
of pesticide use on food crops. 


pesticides or provide free applications on farmers' 
fields, and an
 

attitude of dependence on pesticides is growing in 
both groups.
 

Although neither farmers nor national governments can afford 
to
 

adopt a technology that does not pay for itself, the costs/benefits
 

of'using imported pesticides on food crops in the Sahel are untested
 

Pesticide use often entails environmental and health
and doubtful. 


hazards which Sahelian countries are not equipped to monitor or deal
 

Perhaps most important, heavy use of pesticides, especially
with. 


pest problems Ln many regions of
insecticides, has even accentuated 

the world. Pests have developed resistance to once-effective chemicals 

led to rapid and moreand destruction of their natural enemies has 



65.
 

severe outbreaks as well as the achievement of pest status by other 

usuall7 innocuous sPecies. 

The project aims at the development of effective low-cost
 

pest management systems based on the evolved advantages of traditional
 

cropping and pest control practices plus the maximal use of additional
 

non-chemical means of pest con=rol. Pesticides are applied judiciously 

and only when necessary. This approach is much the most appropriate
 

in the Sahel and the anly way to achieve rational, economic, and 

environmentally sound pest control over the long term.
 

b. Staff 

(1) Regional 

Especially at the beginning of the project, strong technical 

coordination is necessary to insure proper !PM orientation of
 

activities, adequate liaison between national programs and regional 

uniformity of approach. Regional staff were recruited an. follows: 

Project Director : Y. y 1980 

FAO Principal Technical Expert : February 1980 

FAO Training/Liaison Officer : October 1980
 

FAO bioclimarologist : January 1981 

Recruitent of the FAO socioeconoist was deferred becausi 

of a general feeling that no extension-oriented activities are
 

necessary until the project has developed a pilot LPM system to
 

test on demonstration study areas in Phase II. In fact. the raw
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material for an IPM program exists in the Sahel already, in the
 

form of well-adapted cropping systems and traditional 
methods of
 

the basis for an
These can be evaluated and used as
pest control. 


This will be done by field staff of
imediate extension effort. 


the Phase III RFC" Project starting in 1982. With none of its
 

presently conceived
extension personnel in place, the IPM project as 


will mot be able to key into this effort and coordinate 
activities
 

own Phase II de=enscration study program.in anticipation of its 

There is -uch socioeconomic preparatoy.1 work to be 
done 

can begin. The
before effective deinonstration study efforts 


Officers who will be collec:ing izfo.-acionDemonstration/Liaison 

mance of pilot 12M schemes and :heir acceptance
-

on the economic perfor


-
and such factors as:
by farmers mut unverst
 

- land tenuzt and its izplicattons for ex-ension of
 

new farm practices;
 

village level social struct'es, laber distribution,
-

of ultr.aite decsionmakers;sex rolei, and identification 

- traditional lines of cc.-uniccation at village level; 

- attitudes a.xains: change;
 

cost of prod:ucticn of target crops in subsistence tor-s;

-


farmers' perceptions of principal ccn:trP1_nts cn production;

-

. farmrs' .xpcrience with, ind perceptions of, previous 

tn their atcaz,
extenlcn ifforts 
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The rationale behind traditional cropping systems must also
 

be understood, as valuable information for IPM researchers and so
 

that care is taken to preserve their desirable features when pilot 

1?M systems are des" ,ned. None of this basic socioeconomic work 

I of the IPM Project.is currently being provided for in Phase 

(2) National 

FAO experts in IPM, entomology, plant pathology and weed 

science are being recruited for national research teams. Progress 

has been slow, and only 10 of 22 posts are presently filled (see 

Appendix 3). FAO has encountered difficulties finding candidates, 

ebpecially for certain specialties such as crop loss assessment
 

and weed science. Requirements of French-speaking capability and 

of experience aggravate these difficulties3 to 7 (usually 5) years 

by unduly limiting the pool from which expertise can be drawn. M 

progress and research are particularly well developed in some anglo

phone countries. Agricultural researchers already 5 years into
 

their career are often reluctant to move overseas, and it might be 

better to recruit people earlier on.
 

No farming systems/agronomy input has been foreseen for the 

project, though work will be centering on traditional cropping
 

systems - including ir.tercrops - and one of the nost effective M1 

to clange cropping systems to the detriment of pests.techniques is 

IPM should be fully integrated into the local production 

system. Its efficiency can be measured by its adaptability and its 
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harmony with Sahelian farming conditions. Traditional farming 

systems have evolved over millenia for coping with crop production
 

problems, including pest damage. Changing them without careful 

forethought could lead to unexpected ecological upsets and more 

severe pest problems, especially as the major food crops and their 

pests coevolved in the Sahel toward a stable system. It is possible 

that "modern" agriculture can not hope to improve upon the existing 

system, given the magnitude of Sahelian agricultural constraints. 

For these reasons, and for maximum applicability at the small farmer 

level, these traditional systems should be the starting point for 

1PM research.
 

A variety of cropping patterns, including intercrops of many
 

sorts, occur in the Sahel. Ecological conditions and pest problems 

differ in monocrop and intercrop situations. Experiments in inter

crops are complicated by plant species interactious such as com

petition for water, light or nutrients, and enhancement 

of soil fertility by nitrogen-fixing legumes. These affect plant 

physiology and morphology, which in turn influence the severity of 

pest problems. Field microclimate, availability of space, food 

supply and food quality for pests all vary with the cropping system. 

Thus, pest control research in diverse cropping systems is difficult 

and there must be agronomic input as well as a cooperative effort 

between entomologists, plant pathologists and weed scientists. 

The most important contribution of agronomists to 1PM, however, 

lies in beneficial modifications of cultural practices. Changes in
 

crop rotations, planting dates, field sanitation, soil tillage, etc....
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that work to the detriment of pests a.e a very important IPM tool. 

Crop loss assessment is the main priority of Phase I of the 

canIPM Project (see Work Program-Research). 1PM reseat.ch and is 

crop loss assessment methodologyproceeding without that data, but 

must be developed soon. Only a minimum cadre of two crop loss 

the necessityassessment experts is being recruited, in spite of 

the three cropping seasonsof accomplishing much excellent work in 

remaining in Phase 1. 

the 	chief of the crop protectionIn most of the countries, 

service is the leader of the national contingent. These functionaries 

their previous programs while assuming pro
are expected to continue 

too busy with 
ject counterpart responsibilities. However, they are 

during the croppingduties and pesticide interventionsofficial 
This is inappropriatefull time researchers.season to participate as 


to build fully-staffed, continuing and
 
because the project aims a 


after FAO experts leave.
 
effective research program that will remain 

c. 	 Training 

of the main goals of the 1PM project is the trainig of
One 


Sahelian research personnel:
 

- Within the project, national counterparts benefit from the
 

cooperation and counsel of the FAO experts; 

countries, in African institutions,
- Training in other Sahelian 


is trough scholarships.
or overseas funded 

http:reseat.ch
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in the shortgoals
There will be problems meeting project 

provision of scholarships
because of insufficientand medium terms 

for training.and lack of candidates 

Staff 

to train counterparts 
(1) Senior Technical 

have been providedThree scholarships 
insufficient.the funds allotted may be 

for regional FAO staff, but 

trained researchersdon't have enough
Some countries simply 

FAO experts. The
for the national-level 

to provide counterparts 
some sois necessary, that they will have had 

M.S. level or above 
positionsof the 24 counterpartElevenformal research experience. 


tentatively identified
 
have been filled, and candidates have been 

for 
for five more (see Appendix 3). There are still no candidates 


provide sufficient
 
and the plans of operation did not 

8 positions. 
which has

left to "bilateral aid",This wasfunds to train more. 

Canadian researchers are 
In Niger, Egyptian and 

not materialized. 

for lack of qualified Nigerians.
 

being regarded as counterparts, 
this does nothing

to their own countries,
they will returnSince 

research capability.
the goal of improving Saheliantoward 

(2) Middle-Level Staff 

Observers are the only middle-level 
staff trained within the
 

collect meteorolo
present (see Appendix 3). They are to 

project at 
Senegal, Mauritania, Mali
 

gical and pest data at observation 
posts. 


and teachingThe curriculum 
and Niger trained observers in 1981. 
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methodology were based on models developed by the FAO regional
 

training/liaison officer and then adapted to the level of
 

participating local personnel. I
 

Some programs reported difficulty having the full complement
 

of observers allotted to them by the national agricultural services. 

demand by many projects asEducated cadre is meager and they are in 

well as national ministries.
 

Beginning this year, middle-level crop protection technicians
 

are being trained under Annex G-2 of the CISS Crop Protection Pro

gram, "Regional Unit for Training in Plant Protection". Four 

Gambian students began a two-year course at Ahmadou Bello University
 

in Zaria, Nigeria, in June 1981. A two-year training course for 

3 crop protection technicians per CILSS country per year begins at 

IPDR, Kolo, Niger in September 1982. Training for 2 laboratory 

technicians per CILSS country per year begins in October 1981 at 

l'institut Universitaire de Technologie, Dakar, Senegal. This 

program will help alleviate the lack of plant protection technicians 

over the long term, and its graduates should be used in the IPM 

Project. 

a year's internshipGovernment plant protection trainees spend 

atwith the crop protection service after finishing course work 

national agricultural training schools. A government scholarship is
 

provided. Because crop protection services in the Sahel are generally 

oriented toward pesticides, these trainees enter government service 

without IPM experience or instruction. 
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Curricula and Information Exchange(3) Coordination of 

present, no effective liaison 	has been established 
between


At 

agriculturalthe plant protection training 	programs in national 

and IPM Projects, other regional pro
schools and those in the RFCP 

G-2. This is regrettable,Jects such as SAFGRAD, and Annex as a 

requires some standardization
regional IM effort is to be moumted that 

of curricula and the proper orientation. Also, no mechanism has been
 

for promptly and continuously 	 assimilating new information
developed 

and pest control methods developed by IM Project research. This is 

existing training programs and for the extension
true both for the 

network.
 

d. Work Program
 

discussed else-Due to administrative and managerial problems 

this year in Mauritania,where, modest work programs were started just 

Mali, Upper Volta and Niger. Activites are very
Senegal, Cape Verde, 

limited because no equipment and few vehicles have yet 
been procured
 

for the national programs. 

(1) Research 

A sumary of previous plant protection work has been compiled 

for research planning.
in each country for orientation and as a basis 


The experts are doing initial surveys and collection of field pests
 

and gathering limited infor=ation
and their natural enemies, on
 

pest control methods.
traditional 

There are no field experiments in Mali and Upper Volta 
this
 

year because experts had no vehicles. Naticnal programs in Mauritania 

and Senegal are to be commended for their enterprise in overcoming 
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this difficulty, fielding experimental and observation efforts 

with borrowed vehicles and borrowed and improvised equipment. The 

FAO expert in Mauritania devised a light trap for farmers' fields 

a kerosene lamp suspendedconstructed of inexpensive local materials: 

over a plastic tub of water in a shelter of sticks and thatch. 

This report will discuss only the few experiments that the 

team was able to fully discuss during their evaluation mission, or 

for which detailed experimental plans were available. These were
 

in Mauritania and Senegal. 

Crop loss assessment is a major priority of Phase I. 

the varying populationsEssentially, these experiments aim at measuring 

of reputed pests in the field, and finding the amount of actual crop 

damage/loss caused by each species at each level of infestation. Then
 

project observers can survey farmers' fields and come up with a real

istic estimate of how much loss is being caused by the insects they
 

see. The key pests - the ones that consistently occur in high enough 

numbers to cause economic losses - can be singled out for research
 

and control. Technicians will have economic criteria to decide what
 

degree of control of the various species should be aimed at, and if 

intervention with pesticides will be cost-effective, when other
 

control methods do hot suffice. One of the problems with present
 

pesticide use in the Sahel is that extensive spray campaigns have
 

been undertaken without such information.
 

Project crop loss assessment experts are not yet in place,
 

but the IPM researchers have begun investigations. In Senegal and
 

Mauritania, promising experiments are planned on crop losses and
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economic injury levels associated with scarab and meloid beetle
 

hg sorghum and millet. A simple exclusion technique
attack on fIr 


cages around flower heads to control or
is being used, with net 

prevent infestation. In Mauritania, a version of traditional control 

method for these pests is being tested. Farmers light fires around 

their fields to attract and destroy night-flying insects which come 

to the firelight; the experiment involves massive light trapping. 

All these studies are timely because much farmer's field insecticide 

use in the Sahel is aimed at these insects, although their pest 
status 

1980 results from a limited experimenthas not been examined closely. 


with sorghumin Senegal cast doubt on the actual destructiveness 
of
 

scarabs.
 

was able to observe a second category of
The evaluation team 

Theseentomology experiments fielded in Senegal-and Mauritania. 


involve use of traps to monitor insect pest populations while insect

icids are used to protect crops during various stages of development.
 

The object is to determine the periods of most acute insect attack
 

There were oversights in the design of these experiments
and crop loss. 


among the insecticides
that limit their usefulness. Furadan was 


of so-e other systemic pesticides.
employed, and its use, as well as that 


is known to cause a yield increase irrespective of the killing effects
 

The effect on natural enemies in
the chemicals may have on pests. 


control plots of pesticide drift and reduced i-migration from 
adjacent
 

sprayed plots was not beirg taken into account. Both these factors
 

cause yields on control plots to appear relatively lo th.m thz.y actually 

are. Cloner observation of the entomology of the test plots would
 

rystemhave baun useful. Pests were being counted and borer damage 

atically measured, but no a.tempt was amde to separate the effects of
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different pests on final yield, and for many phytophagous species
 

the sampling does not provide for a clear correlation between 

numbers, damage and final yields. Natural enemy observations
 

were relatively neglected, though they are very important in IPM
 

research.
 

In Senegal, there was an interesting experiment with late
 

planting of cowpea to escape attacks of a caterpillar, Amsacta
 

maloneyi. Other experiments addressed host plant resistance, pest
 

biology and population dynamics, sampling techniques and minimum
 

pesticide trials.
 

IPM Project policy is that farmers are to be involved as
 

much as possible in the study and development of IPM methods. This
 

provides farier input concerning attitudes and awareness of pest
 

problems and traditional pest control methods. It also usefully
 

augments the work of observers and is a step toward identifying a
 

body of farmer-cooperators for future research efforts and the
 

eventual extension of IPM. In both Senegal and Mauritania, pilot
 

farmers have been taught to observe and collect insects on their
 

fields.
 

In Senegal, some experimental plots were on agricultural
 

stations and work concerned mnocrops, as monocrop systems predominate
 

there. Agricultur2l station experiments are easier and yield less
 

variable results, but the results are also less applicable to real
 

farms and have not involved farmers in the demonstration/study
 

process. The importance of farmer's field experimentation with the
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whole array of traditional cropping systems cannot be overstressed,
 

even though it is relatively difficult (especially where intercrops
 

are concerned).
 

Counterparts who are already members of national research
 

efforts are generally continuing their previous programs. This can 

run counter to the IPM goals of the project, since Sahelian crop 

protection research has emphasized various aspects of pesticide use.
 

The appropriateness of pesticide-oriented work is questionable in
 

to eventhe Sahel, where farmers generally 	can not afford finance 

one application. Although pesticides can play a role in 1PM 

systems, it is important to orient 	project counterpart research 

control, wherein pesticides aretoward nonchemical methods of pest 

only an incidental research tool. 

The West Africa Rice Development Association has applied
 

to USAID for funding of a regional IPM program for rice. The CILSS
 

is some
1PM Project presently includes rice research, and there 


and the
potential duplication of effort. This was recognized, 


Project Director and the FAO Principal Technical Advisor held
 

discussions with WARDA in order to avoid problems.
 

() Surveillance and Forecasting
 

The network of observation posts is being built so that the 

pest infestations and meteorological
IPM Project can collect data on 

conditions. Using crop loss assessment data, observers can estimate 

and-decide whether infestations
losses to pests in surrounding fieldsk 


are above economically injurious levels. 
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Ultimately, the idea is to correlate the meteorological
 

and biological data to develop pest population models and fore

casting techniques, perhaps using remote sensing. This is dif

ficult and takes much time and sophistication. The more immediate
 

value of the observation post system amy be for research - the
 

study of migratory pests, for example - and advising farmers.
 

The Project Director and the FAQ Principal Technical Expert 

travelled to AGRHYMET to coordinate observation activities for the 

two projects. During 1981, observation sites were chosen and 

observers trained in Mauritania, Senegal, Niger and Mali. Ob3ervers are 

in place in the former three countries, and Mauritania and Senegal
 

have also trained a small cadre of farmer-observers (see Appendix 3).
 

The project paper proposed monitoring the environmental
 

impact of pesticide use. In 1981, a start was made with a 2-man FAQ
 

mission that surveyed sizes in 4 Malian agroecological zones and
 

collected information on pesticide use and the potential of -'ant
 

protection activities 'o do en-Lronmental damage. There are, or will
 

be, pesticide residue 
analysis laboratories in Dakar and Bobo-Dioulasso. 

Observation pos;ts will sometimes be used by personnel of more 

than one organization. In Senegal, for e.-nample, the crop protection
 

,service is building some of them. There is also a general policy 

of placing them, where possible, at the same sites where national 

agricultural staff based. surveillance haveare Past efforts been
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pesticide intervention, and there may
completely oriented toward 

be some conflict over the 	role intended for 
the posts.
 

(3) 	 Extension 

be placed on ensuring theGreat importance must 

appropriateness of IPM methods and the effectiveness 
of the exten

the IPM Project will be measured by the 
sion effort. The success of 

use IPM methods it is to 
degree to which farmers accept and the 

If those methods are not completely adapted 
to farmer's
 

develop. 


cropping systems, technological level, and 
perception of pest
 

problems, the entire effort is doomed.
 

1PM methods should be:
 

- easily understandable by farmers; 

- reliable;
 

labor support, equipment,
- undemanding of any special 

or other expense compared to other methods. 

a national counterpartOfficer andA Demnstration/Liaison 
- probably in 

are to be posted in each country by the IPM Project 


field
attached to a Lystem of farmers'
Phase 11. They will be 

These field:, have a dual 	purpose.
demonstration study areas. 


develop and test new YM methods.
Rasearchers will use them 	 to 


Officers, under the supervision of the
 
The Demonstraion/Lialson 

econowill use them to evaluate 	the methodsFAO sociocconomist, 


mically and organize demonstration activities for collecting
 

sure
 
comment and advice from farmers. The object i. to make 


that IPM systems developed by the project are effective and
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acceptable - that, as far as possible, they can "sell themselves".
 

Demonstration study areas can be used to determine general
 

acceptability of IPM technology, but for thorough testing and
 

extension, these techniques should be fed into the national
 

agricultural networks for multilocal trials, demonstration and
 

extension. 

Within the structures of the Sahelian countries, there is 

no extension service per se, or if the extension service exists,
 

it is new and not yet established. Usually, the "organismes
 

d'encadrement" (support services) provide for extension.
 

For instance:
 

- Mali : the "operations de developpement" 

- Niger : the "projets de d6veloppement" 

- Senegal : the "socite's de developpement"
 

- Upper Volta 
 : the "Organismes Rdgionaux de Ddveloppement"(ORD) 

In all Sahelian countries, these "organismes d'encadrement" 

are directly under the control of the technical service of the 

National Direction of Agriculture. This service is in charge of crop
 

production and controls the extension service, when it exists, like
 

in Mauritania. In the CILSS countries, the Crop Protection Service 
generallyis/under the control of the National Direction of Agriculture. This 

service is a technical support, at the national level, of the
 

"organismes d'encadrement". 
Extension of crop protection techniques
 

is done by these "organismes d'encadrement". 

Agricultural extension in the Sahel has had little significant
 

impact on the project's target crops. Emphasis is given to cash crops, 
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Extension agents are often ill-trained
rather than food crops. 


and badly paid, and thus not properly motivated, and some -ountries
 

This weakness of the Sahelian food crop extension
have very few. 


apparatus poses a serious problem for the achievement of the 
pro

ject's goals. 

Successful 1PM extension will depend on close cooperation 

project (research) and the national agriculturalbetween the 1PM 

and crop protection service, (extension and training) at all levels 

from the farmer's field up. This is especially pressing if, as 

recmmended elsewhere in this report, crop protection service 

chiefs are not also the leaders of the project national research 

teams. 

Research is often separated from the Ministry in charge of 

crop production and protection: 

Research under the control of the Mnistry of Rural 

Development: 

* The Gambia 

* Cape Verde 

* Mauritania 

Mali 

Research under the control of a ministry other than 

the Ministry of Rural Development. Usually of Scientificthe Ministry 

Research: 

. Upper Volta : IVEAZ 

. Niger : IRAN 

. Senegal : ISRA 
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The following organigrams can be deduced from the above
 

statements:
 

Ministry of Ministry of
 
1. Rural Development 2. Scientific Research
 

Direction of Agriculture
 

Crop IAgronomic Agronomic 

Protection Extension Researic Research 

(IPFM Proj ect) (IPM P.roj ect) 

"Organismes Pre-extension Pre-extension 
d'encadrement" and multi-local and multi-local 

trials trials 

Farmers Fa ers 

In Figure 1. we see that coordination of research and exten

sion is easier because the structures "re under the control of 

the same direction in tne same ministry. 

In the si:uation portrayed in Figure 2, coordination of 

research and extension is hindered by the lack of formal ties. 
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have a Coordinating CommitteeThe national 1PM programs 

It is to include representativesthat is meant to bridge this gap. 


of research, crop protection and extension organizations 
and
 

should coordinate and supervise project activities at national
 

level. ITh methods developed by the Mvh project are thus meant.
 

to pass smoothly into the national extension network. In reality,
 

membership in this committee varies considerably from country 
to
 

ensure desired liaison.
 country, and those chosen do not always 

At present, no mechanism exists to take the information 

developed by the various annexes of the CILSS Crop Protection
 

it into effective extension aids (leaflets,Program and incorporate 

of Crops Harvests),for Information on the Protection 

radio spots) for use at the national level. At the beginning of the 

program, the Project Coamittee recognized in an "Issues Paper on 

Plant Protection in CILSS Countries" that Annex G-1 (Regional Unit 

and which 

provides a centralized facility for crop protection infor--aticn and 

the production of extension aids, is "fundamental to the successful
 

implementation of the plant protection program and especially to 

Co=4ittee recoc=ended that, failingthe IPM Project (Annex B)". The 

other donor intcrest, AID should be prepared to fund it. Today a 

C-I :cm-1tins unf'xmded, and themuh less abitious version of Annex 

proposal has been subiitted to USAD and to BAZEA.
 

of ProJect Activi~te3e. Coordinat on 

Thus far, projoct raearch h..A been coordlnatod through tao 

hM
anual maatingR, cna to r:vlw -.. pre1v-ous year's raiults and one 
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to plan for the coming cropping season. At the May,1981 Nouakchott
 

meeting, however, the concept of permanent project working groups
 

for entomology, plant pathology and weed science was adopted, and 

leaders for the former two groups nominated. 

f. Regional and International Liaison
 

At .present, a multitude of national, international and 

regional plant protection programs operate in the Sahel with no 

common forum for exchanging information. Interviews with 

representatives of many organizations during the course of the
 

evaluation revealed that only an imperfect coordination is
 

achieved through personal contacts and attendance at numerous 

meetings. This inevitably leads to duplication of effort and loss 

of time and money. 

Interviews also revealed that the Biological Control
 

Conference held by the RFCP Project at Dakar in February 1981 had
 

been enthusiastically received and very effective at informing
 

participants about regional biological control activities. 

Besides FAD participation in the IPM Project, the CILSS 

Plant Protection Program has no official means of liaison with 

other international plant protection progr.-s and regional IPM 

projects. 
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2. 	Recomendacions
 

a.Relevance of Project Objectives
 

The growing inappropriate use of pesticides in the Sahel and
 

their uncritical acceptance by governments and the public has 

made the need for IPM research, 'training and implementation 

more pressing than ever. The project deserves CILSS support 

and further AID funding. 

b.Staff
 

The empty FAO socioeconomist's post in the regional project 

staff should be filled. This person should begin studies of 

socioeconomic factors that affect the extension of IPM systems 

in the Sahel. Through comon mebership in the 1PM project 

working group for Evaluation and Extension of UM Systems, he/she 

will cooperate with RFCP project personnel to create an effective, 

functionimg program. Thus there will be an appropriate structure 

already in place when pilot IPM systems are ready for evaluation 

at the beginning of Phase II. 

The project socioeccno-si should be a travelling ombudsman 

with a broad portfolio who would perform a3 a facilitator and 

ca talyst since he/she and the Demonatration Liaison Officers 

ould have acceas to both the working -roup within the project 

and research and extenalon people -ri-h", hose cuftr7! ,overnmnts. 

Current langumge .nd exporiencn requirements for FAO experts 

should be relaxed so tha- cu=s71.E you r1earchc.r in 

appropriate :paci=at7 areas. IncI'd.n& new PhDa. cnn 1e sought 
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out as candidates. Intensive French language training should
 

be made available for non-Francophones.
 

Farming systems agronomists should be iecruited for the
 

project. Their expertise is needed for centering IPM research
 

on traditional cropping systems, for assisting with intercrop
 

experiments, and because modification of cultural practices is
 

one of the major tools of IPM. 

The employment of an additional crop loss assessment expert
 

should be considered, perhaps for Cape Verde, where basic food
 

crops (corn, Phaseolus, and vegetables) differ from those in the
 

rest of the Sahel and crop protection research cu-rently lacks
 

this coponent. 

All research counterparts, especially the leaders of the
 

national contingents, should be full-tine researchers of Sahelian
 

nationality.
 

c. Training 

Funds provided for training co=terparts for FAO regional
 

staff should be reviewed to determine if they are sufficient.
 

CILSS, FAO and AID =st arrange for bilateral funding to 

train research counterparts, as was forereen in the Countr/ Plans 

of Operation. This ha. not materialized, a:nd lack of counterpuarts 

vill hinder attain=ent of the project's int.t:iutIcn-buildIng goal. 

U"hn future gover ment plant protection e_-np1oyes finish their 

cOurse work At national Agricultural schoois, they spend a year'I 
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internship in the crop protection service with a government
 

scholarship. National governments should be asked to place
 

six months of that
these students with the IPM project for 

period, as research technicians. This would provide the 

project with skilled help at only the cost of their operating 

expenses, and would help sensitize future government agricultural
 

functionaries to the IPM approach.
 

A permanent CILSS Crop Protection Training Working Group
 

should be established, chaired by the Director of Training of
 

the Sahel Institute. It should include training officers from 

national agriculturaithe ZPM project, the RECP project, Annex G-2, 

schools and other organizations such as WAP.DA, ICIPE, IITA and 

also participate. The purposeSAFGRAD. Staff of Annex G-l should 

of the group would be regional coordination of crop protection
 

training and the efficient adoption of new IPM methods and infor

mation into Sahelian crop protection c.rriculn and the extension
 

network. 

The regional Training/Liaison Officer of the IFM project 

should be responsible for developing clear and well-organized 

describing new IrM tnthods and tnformatior"teaching packages" 


developed by project researchers. T7hone should be giver to
 

crop protection training progra=. of overi aurt -hrcu;h tho CILtS
 

Crop Procec.ion Training Working Group,1The new infor=aCion can 
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then be incorporated into curricula all over the Sahel.
 

The regional Training/Liaison Officer of the IPM project 

and the project working group on.Evaluation and Extension of 

1PM Systems should design IPM extension aids such as leaflets 

and texts for rural radio programs. These can then be produced 

by Annex GI and distributed for use in national extension pro

grams. 

d. Work Progrem 

Experiments should be carried out in farmers' fields, 

with traditional cropping systems. The tendency to avoid 

experimentation In intercrops, because it is more complicated, 

should be resisted - the whole array of traditional systems 

should be addresed. 

To achieve the goals of the IPM proj ect, comterpart 

researchers should work with non-chemLcal methods of pest 

control. 

USAZD should support the recent VARA progrm in rice 

IPH. The C=iS IPM project should give responsibi3lity fr 

rice to WARU as far as possible and hWe agronomists or other 

=Ussing but, useful staff Into Tice zisearchars' posts. 

Pesticide residue monitoring aativi iestforeseen in the 

Project Paper should be implemented rapidly. Project 

observers and cooperating Lamers should participate in a 

ongoing srpling progrm in the field mnvxomnmnt and for foods 

stuffs. This will be especially portant in the proposed sub

regional river basin projects since pesticides tend to be 

heavily used for intensive rice culure and Inuforatio on water 

vollution and Lmaects on Lish and wildlife in these, oi 
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is inadequate. 

Past surveillance efforts have been completely oriented
 

toward pesticide intervention. To facilitate a regional conver

sion to an UPM approach, the very different function of IPM project
 

observation posts must be firmly defined and strictly adhered to:
 

farmers. These activities
observation, sampling, and advice to 


should be regionally planned and scandardized by the IPM project 

working group for Crop Loss Assessment, Surveillance, Forecasting, 

and Environmental Monitcring. 

IPM techniques developed and tested at demonstration study 

areas will be given to the national agricultural networks for 

=ultilocal trials, demonstration and extension. Because Sahelian 

extension systcms tend to be weak, the IPM extension effort should 

be supported and shared by staff of the RFC? project and the IPM 

project. These staff will cooperate at the farmer's field deonstra

tion level and work wLth national agricultural agents. Extension 

liaison between the two projects will be accoplished through
 

Evaluaion and
Joint memhership in the IPX Projczt u.crk group, 

Extensicn of I'M Syst m=. 

highcr-levelSuccei.ful IPM txtenslon will also depend on 


bli 1,ins (which
cooperation between nat'cnal re.earch 


include zhe .PM projecti .i:d the naticnal Agricultura And crop
 

Thiz can be done through (a) appropriate
protection a-vIcas. 
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composition of IPM Project Coordinating Committee, and (b) 

seminars. 

Coordinating Committee 

Composition
 

To allow meetings on a regular basis, it is necessary to 

reduce as much as possible the n~ber of members of the Committee. 

The national structures of the CULSS countries differ slightly 

from one another. Without imposing a design, it would be desir

able to have representatives of the following services: 

1. Direction of Agriculture 

2. Extension Service 

3. Crop Protection Service 

4. Agronomic Research Service 

,5. Service In charse of supporting the farmers (Survice 

chatg* de 1'encadrinent des paysans). 

runctiouing 

Metings at least twice a year one before the cropping 

season, one at the end of the cropping season, and as ueessar7. 

The main meetings should take place in the principal research 

stations. 

A written report of hse two meetings, signed by the 

chatuan, should be sent to the regional director of the project. 

Once the manbers ae chosen and approved by the Mini ter 

or In ,sters,the Comitae should met when invitations are 

sent to the unbers by the chsairmn. 

In its present Ueda of f£nattoni, the comis:e has suf

feted fro adanisrative onsutints tht have delayed and even 

prevented certain meetings. 
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Seminars .
 

The 1pM Project regional Training/Liaison Officer and
 

the national TpM project contingents should organizemembeas of 


annual seminars for high- and middle-level officials of the agri

culture and crop protection services. This would inform them
 

about the worth and progress of the research effort, help them to
 

tmdeistand the goals and philosophy of IPM and keep t'hem knowlede

that are to be extended to farmers.

able about new IPM techniques 

8. 	Annex G1, "Regional Unit for Information on the Protection
 

other
of crops and Harvests", should be funded by USAID if no 


two the major problems
donor is available. This Annex addresses of 

of the IPM Project, inadequate information exchange between Sahlian 

Saheliancrop protection researchers, and a wak and umderfunded 


This pro-r will produce a research newsletter
extension system. 

for regional distribution, and
and crop production slide packages 

research conferences.could also print the proceedings of Important 


Its second role is to take the information developed by the CLUS
 

and devise effective extension aids (leaf-
Crop Protection PoV= 


lots, radio spats) for use on the national level.
 

**CoordtnAtto of Proect Ativties_ 
could facili=

Upand~aS and refining the working groW concept 

tate the coordination of more project activities, channel input from 

YCI Project on the
et ecosultants, and ensure liaisou with the 

operational level.* The following poups sight be usefully fond, 

Atth the chsinuan of each named by the Teehnical/Aduistrative 

The obaA-mn would be resposible forAdvisor7 Cmtes. 

eoordiating regional activities, preparing reports, and for iaisoU 

and 1)(with the regional project staff. Staff frm both the RC1W 


Projects would partiaipate as appropriate.
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Crop Loss Assessment/Surveillance/Forecasting/Environmental Monitoring
 

Members: 	 Crop loss assessment exDerts, bioclimacolozist,
 
selected observers; 1PM experts, encomoiogists,
 
plant pathologists, farming systems agronomists,
 
and weed scientists when appropriate.
 

Beginning Year 1: 	 Activity
 

Crop loss assessment experiments to identify
 

key pests and co-relate size of field pest
 

populations with magnitude of crop loss on
 

both traditional and improved crop varieties.
 

Implement surveillance network: training of 

observers, staffing of observation posts. 

Development of standardized regional surveil

lance techniques and data sheets. Development 

of data collection and analysis procedures. 

As environmental Train observers to take environmental and local 
program devalops: foodbtuff samples for pesticide 	residue monitoring
 

program. 

Beginning year 2: Constant refining of surveillance tech-niques. 

Beginning year 3: Produce a manual: Survalla.nce guidelines for 

pest management on food crops in the Sahal.
 

Ph&a es I and III: 	 Continu, above. a tIvitiv. 

Based on blolog;ical and M.fo,(r(-rological data 

collccted in P1hia- 1. brvin to develop and 

tent popt:l..n c rg 700otl-,nd Ar techniquns. 

And doz--ne~ the .n~ remota-tenzingroe. 	 in 
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Biological Contrnl
 

Members: 


Beginning Year 1: 


Beginning Year 2: 


Beginning Year 3: 


Biological control experts; IPM experts,
 
entomologists and weed scientists when
 
appropriate, CIBC, etc.
 

Activity 

Collection and observation of natural enemies 

of pests. Development of idsntification 

expertise. Study of their biology and
 

ecology. Study of their population dynamics
 

with relation to those of pest species. 

the role of naturalDetailed elucidation of 

enemies in pest population control and regula

tion. Investigation of means of enhancing 

their effectiveness. Investigation of ways 

to use microbial pesticides. 

Produce a manual: Natural enemies of pests of 

food crops in the Sahel. th,:tr role in control

populations their utili-ationling pest and 

in IPM systems.
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Modification of Cropping Tchnique's frBetter Pest Management 

Members: Plant pathologists, weed scientists, farming
 
systems agronomists; £PM experts and entomo
logists when appropriate, representatives
 
of plant breeding organizations such as CIIIMYT,
 
ICRISAT, SAFGRAD, IITA.
 

Beginning Year 1: 	 Activity
 

Study traditional cropping systems and agronomic
 

practices, their d-stribution, and the rationale
 

behind these patterns. 

Study the influence of various cropping practices 

on the incidence of insect pest, disease, and 

weed problems. 

Evaluate pest-resistant crop varietier for
 

incorporation in UM systems.
 

Beginning Year 2: Experiment with the manipulation of cropping tech

niquez to mininize pe-t infestation. 

a anual: Sahelian food cropping techniquesReginning Year 3: 	 Produce 


and their role in pest management.
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Integrated Pest Management/IPM Systems
 

Members: IPM experts; other researchers as appropriate. 

Beginning Year 1: Activity 

Collect detailed information on traditional 

crop protection methods. Evaluate their effec

tiveness and possible improvements/adaptations. 

Beginning Year 2: Study the compatibility and integration of 

IPM techniques identified by projec'; 

researchers. 

Beginning Year 3: In cooperation with other project researchers, 

define prototype IPM systems for testing in 

Phase II. 
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Evaluation and Extension of IPM Systems
 

Members: 	 FAO socioeconomist, Demonstration/Liaison
Of:icers (in Phase 11), RFCP project 
extension personnel, F'AO Regional Training/ 
Liaison Ofricer 

Beginning Year 1: 	 Activity
 

Baseline socioeconomic surveys.
 

Collection of information on traditional 

cropping systems and 	traditional pest control
 

methods, to give to the farming systems 

agronomists and the 1PM1experts. 

Establish liaison and coordination with
 

national agriculture extension and crop
 

protection agents.
 

Begin extension of presently available 

traditional and nontraditional IPM techniques. 

Begi=ng Year 2: 	 Refine extension techniques. 

Beginning Year 3: 	 Design extension aids to be produced by Annex 

Gl and iistributed to national extension 

personnel. 

Produce a manual: Extension of IPM techniques 

to small farmers in the Sahel. 
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To be most effective, researchers and extension experts
 

should have advice from international experts outside the
 

Each already has the funds to request one consultant
project. 


every year. The working groups could enhance the value of this 

if each group used some of the consultant fumding to invite an
 

crop loss asseseminent worker in an especially relevant field 

- to become a permanent
sment or inter-cropping, for example 


aconsultant. This person could visit the Sahel once or twice 


year to review activities, results, and plans and offer ideas
 

and advice, thus stimulating and guiding the work with greater
 

knowledge and involvement than a tempora.-- consultant could have.
 

Other outstanding international workers can be identified at
 

conferences or through 	publications and asked to participate
 

in working group meetings, as needed. Consultants could lend
 

authority to the working group by signing the annual work plans.
 

Both the RFCP and IPM Projects do extension, surveillance
 

which should be as closely coordinated as possible.
and research, 


The wor''ng groups would be the ideal venue. Staff of both
 

projects should participate toward a well-conceived joint
 

regional effort, with benefit of expert advice. 

f.Regional and International Liaston 

1. An annual CILSS Plant Protection Research Conference that 

unites 	all organizations-national programs and regional and 

- bL for informa-Inrernational proj ects could the regional for= 

tion exchange that is lacking at present. Means should be 

explored to present these conferences. They might be organized 

Depar=ment at the Sahel Institute,by the 71L or the Co=unicaticns 



97.
 

The theme of the conference could change from year to year 

though it should remain comprehensive in scope in order to 

justify wide participation. This would reduce the prolifera

tion of smaller conferences and thus also reduce travel expense 

for researchers who would wish to attend several different 

ones that a central regional meeting might absorb. Proceedings 

compiled and printed by Annex Gl could serve as a valuable 

reference and a record of regional plant protection activities.
 

The conference could be held just before or after the 

Consultative and Executive Committee meetings, and in the 

same city, since many interested parties -,ould wish to attend 

both. Sahelian researchers could plan their program for the 

approaching cropping season more effectively for having parti

cipated.
 

At present, the CILSS Plant Protection Program has little
 

official liaison with other international plant protection
 

programs and regional IPM projects. This role could be played 

by an international liaison officer operating out of the RMU. 

This person could attend international meetings and committees 

related to IPM and keep project personnel informed. Lists of 

upcoming conferences and other items of interest could be 

placed in the CILSS plant protection newsletter published by 

Annex Gl.
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PROJEC DESIGN SUN'ARY 

IPM Research 62S-0928
 

LOGICAL FMA =X
 

Narrative Summary 


Program on sector goal 


To increase food crop production in t'e. Sahel 
by productionof crop losses due to insect.'s, 
plant diseases and weeds through IPM techno-
logy. 

Project Purpose : 
To strengthen research inthe Sahel to develop
appopriate IIN technology to be extended to 
sall farmerS. 

Outpts: 


1. Establishment. of a research program to 

develop integrated pest maage~met systens.

2. 	Evaluatirm of crop losses and pest mci-

ence.
 
3.Establisghent of a surveillance systen 

to mnitor mjor pests.
4. Counterpart training
S.Laboratories and observation posts inp
6. Extension mech ani 
deVelcued to implement results at the fa-ner 
level 

Objectively VerI-iable Indicators
 

Measures of goal achievement
 

Food crop loss due to pests in the .ahel will 
decrease. The first phase of the project will 
accumlate baseline data and research iimuts 
for production of crop loss durin , subse
quent phases.
 

End of project status 
Pilot IPM programs designed for every comr,,
in the Sahel .by a fully-staf:f-ed effective 
regional research effor't the funding for 
which is arranged for between intenational 
donors and hosts goverents.
Pest survillane, and crop loss assessments 
conducted as a rm.tine practice. 

Magnitiude of ouput 

1.N.A.
 

2.N.A.
 

3.N.A.
 

4. 170
 
S. 7 labs ; 70 posts
6. to be developed 
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Means of Verification Inport nt assumtions 

a. Annual evaluations of losses of Sahel Assumptions for acheiving goal targets 
food crops atributable to pests, the tech
nique far which is to be developed by this a. that exogenous variables will not serious
project. 1 disnit food crop yields in the Sahel. 

a. Arnual budget and progra uts of Assutions for acheiving purpose 
international donors, and hosts gvermnenTs. 

-a.That international coordination of 

b. Armual program evaluation doczments. .pest management activities will be sufficiei. 
-to acheive project targets. 

b. That integrated pestm -gemt progr ms 
are cost effective. 

Assu 'tionsfor acheiving outputsa. CISS-'eports 
b. A=zal AD evaluations of project iuple
nntations activities., a. That sfficient nmer of persornel are 
c. Field visits. available to be trained and retained. 
d. Monitoring by US=fl'S.
 
e'. Host country quarterly mnag1t reports
 
f. Production of IM mmnuals for use with
 
Sahelian food crops.
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PROJECT DESIGN SENARY
 

I1 Research 625-0928 

LOGICAL FRAMWRK 

Narrative Sumary Objectively Verifiable Indicators 

Inputs: Iiplementation Targets 

Technical assistance Rafer to financial plan 
C=odities (lab equipment & vehicles) 
Construction of laboratories and observation 
posts. 
rraining 

Other costs 



101.
 

In~ortant assumptions
Me= of Verification 

Assumptions for providing inputs 

a. That inputs from all sources will be 

provided according to the schedule. 
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C. Proj ect Implementation (Administrative) 

1. Program Budget Management 
a. Status 

As AID fiscal year 1981 closes, a year that in
 

some meastre coincides with the project's first operational year,
 

two or more budget and financial planning exercises are going on 

simultaneously. USAID and the financial section of UGR have 

just reviewed and approved the FY 1981 budgets for the various
 

components and approved the advances for the fourth quarter.
 

The UGR financial officer has also conducted a review with the
 

project directors and accountants of Niger, Mali, Senegal and
 

the Regional Director's Office to refine financial procedures 

and to establish budgets for the year October 1981-September
 

1982. When budget dats is obtained from The Gabia and Mauritania 

(data is in from Cape Verde and the Upper Volta), the material 

will be submitted to USAID for approval and to justify replenish

ment of advances for the first quarter of FY 1982. However, 

according to the original project financial plan, FY 1982 was 

to have been the last year of the project, not the second. 

Assuming originally planned end of project results can be obtained 

within approximately the originally planned time span despite a 

two-year delay, new life of project budgets are now being
 

prepared extending through June 1985. These tentative and 

unofficial budget forecasts, have been prepared at the request
 

of the evaluation team. They do not include new elements of
 

project cost; they will undoubtedly need some adjustment to meet 

more recently perceived project needs; they do not include an
 

inflation factor and they recognize that total project life will 



103.
 

be e.xtended. The estimated prepared by CILSS/UGR and the 

and appear in APPENDIX They indicateFAO have been combined 

a total extended life of project cost of over $33,000,000.
 

b. Conditions and Problems 

Preparation of FAO budgets for the life of the
 

project does not seem to have involved any major problems of
 

financial or other management planning. This cannot be said of
 

the local cu.-ency budgeting process. Preparation of the
 

annual budgets for the national project co=ponents, for the
 

Regional Director's Office, for the UGR itself, and the aproval
 

of those budgets by USAID are preconditions under the present
 

system to the establishment of quarterly requests for advances,
 

plans, local procurereplenishment vouchers, local construction 

and operament, international procurement, personnel recruitent 

tional plans.
 

Attachment 1 to Project Agreement Amendment No. 5
 

dated March 25, 1980 established, in effct, budget ceilings for
 

each of the project components fo- the first year of project opera

life of project budget breakdowntions. It also established a 

The first year's fimds, obligatedas between FAO and CILSS costs. 


at this time, were also broken down by expenditure category. One
 



104.
 

decision, apparently taken as a matter of financial convenience
 

to AID, was to defer any allocation of ftnds for construction
 

until subsequent project years. This decision was later reversed
 

at the request of the CILSS Ministers and at the expense of the
 

allocation for material and equipment purchases. There does not
 

appear to have been any planning as to real needs, possible
 

accomplishments and relationships between expenditure items and
 

project plans and operations.
 

During August and September 1980, the UGR submitted to
 

USAID budgets for the naticnal components for the "firs: year"
 

of operations. These budgets tended to coincide with the 19S1
 

fiscal year. The budget requests were usually accomraied by a
 

request for a first quarter's advance of funds. Although, with
 

the exceptions of Chad and the subregional project, national
 

components received their first advances in the first quarter
 

of FY 1981, these annual budgets were not provisionall7 approved
 

until Project Implementation Letter #20 of January 5, 1981. 

This "provisional" approval of the first year's budget 

distressed the various grantee agencies. That such an approval
 

still permitted operations, operational planning, the replenish

ment of advances and the purchasing of goods and services was
 

alien to their training and experience with Francophcne financial 

practices. These feelings were deepened by the unforunate dela7s 

encountered in processing requests for advances and authorization 

for local purchases. The FY 1981 budget was finally approved by
 

Project Implementation Letter # 36,dated Augast 24, 1981.
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attached. This
A detailed review of the year's budget was 


letter, thoroughly discussed between the USAID Project 
Officer
 

finalized, is
and the grantee financial manager before it was 


an example, however belated, of how joint budget planning 
should
 

be carried out and should have been ca--tied out earlier.
 

This letter also urped CILSS to press FAO for finanaial
 

reports on its outstanding advance. More i.portant, it pointed
 

out the importance of an early submission o' the FY 1982 budget.
 

c. Recoendations
 

(1) AID must decide within a very few months if it intends 

to extend the life of the project beyond the end of FY 1982. As 

indicated in our overall conclusions, we believe that this is the 

In such case, the budgets prepared by
only rational decision. 


quicklyFAO and CILSS and su=nrized in Appendix II should be 

reviewed and revised, as necessary, to reflect the operational
 

and management i-provements and changes being made. This three
 

year and nine month budget should be established as the basic
 

for the conduct of the projectfinancial planning docunentation 


u=til June 1985;
 

(2) With the data already on hand, and with inputs to 

coma in from other project components, the USAID Project Officer,. 

the CILSS financial manager, the Regional Project Director and the 

senior FAO technical advisor should meet i=ediately to finalize
 

a first step in
the FY 1982 budget. This should be viewed as 


centralizing budget responsibilit7 in the Regiona% Project Office
 

(.CLSS). 
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As soon as that budget is prepared, and agreed upon by the four
 

parties listed, its component parts should be co=municated to the
 

national entities by the Regional Director. This should not
 

wait for USAID approval, already shown to be a fairly meaningless
 

formality. The components should be advised that tbi agreed
 

budgets are the basis for annual financial planning and that
 

they should proceed to submit their quarterly reports and requests
 

for advances accordingly;
 

(3) Budgeting and financial management should be
 

centralized in the Regional Director's office. Any UGR responsi

bility in planning, as for operations, should be advisory and
 

general, applicable to all projects and at a CILSS-wide policy
 

level. The Director's office should be strengthened by adding
 

a financial manager, with a typist and a clerk and a procurement
 

specialist. FAO should fill the position of administrative and
 

financial advisor and assign him to the regional office.
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2. 	 Financial Management and AccountinC 

a. 	Current Status
 

All project ac-_ounting for the Region-l Management
 

Unit, for the Regional Director's Office and for national 
components
 

is based on a system that supports a quarterly replenishment 
of
 

local currency advances. The system was designed by USAID, Oua-


With the project long delayed for
 gadougou, sometime in 1979. 


other reasons, the system was officially transmitted 
to the CILSS
 

Regional Management Unit (UGR) by I-plementation 
Letter on April
 

11, 	1980. It has been thoroughly discussed with the UGR accountant
 

1980, a three-m :: team 
during the previous month. During May, 

r and UGR visited Mali, Senegal, MKuritaniafrom USAID/Controll
e


and The Gambia to instruct local project accountants in the system.
 

The 	UGR accountant made subsequent visits to Niger and Cape Verde
 

the 	Upper Volta accountant.
and 	has worked continuously with 

The basic accounting doc.-ent is the daily expense
 

made an entry is made showing payee,
Journal. As each expenditure is 


budget liLe item. This journal

check number, date, amount and 	 is 

summed monthly and quarterly and provides the data for the quarterly
 

financial statement and the quarterly budget status 
report. The
 

invoices paid, the basis of the journal entries, 
are marked with
 

the check number and filed (in folders or file boxes) 
where they
 

should be available for audit.
 

staticn also maintains a receiptz journalEach ac~mntng 

In several cses itcnsistedalthough it secm! to take v=icus Eorr. 


avces of cedits to ta
almst entir.17 of a foldir =mtilring b a, 

http:entir.17


108. 
f 

advance and periodic bank statements. Banks in the Sahel do 

Although no Instructions on the subject have'been 

received by the accounting stations several of them have set up 

petty cash accounts. One uses the petty cash accounts of another 

agency which be also serves as bookkeeper. A systm of accounting" 

f9r travel advances saes to be functioning adequately. 

To replenish the advance, the national component or 

other accounting station prepares on the 15th of the last mouth 

of the quarter a telex to the MR financial office in Ouagadougou 

reporting Its financial situation and requesting the next quarter's 

advance. The telex shows the cash balance at beginning of the 

quarter, cub requirements for next quarter by line item and net 

cash advance required. The telex data is keyed to the numbered line 

itemas on the basic documents which are accordingly prepared by the 

UGR and transmitted to the USAZD Project Offier. The latter prepares 

a voucher (7orm 1034) and submits it to the USAZD Controller. The 

documents are reviewed and approved in an' appropriate munt (adjurt

=ents made to date have usually been eaimLnation of planned expense 

for construction, or for local major procuement for which Conditions 

Precedent have not been met or. waivers are pending). A heck in 

the mout of the advance(s) is requested by USAM/Controller from 

Paris, Upon receipt the aheck is transmitted to the MR for deposit 

in a local "transit accountl, rom this account the IMarranges 

bank transfers to the Individual national components or to the 

regional. directorata. 
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Primarily because of delays built into the system
 

and some unimaginative or unresponsive management in USAID,
 

the system has broken down. Replenishments of advances have
 

consistently been received at the end of the quarter, not the
 

Local accountants and Grantee sub-project directors
beginning. 


have had to ration travel, purchase of supplies and equipment,
 

The 	resultant slowdown in
recruitment of local personnel, etc. 


project activity would have been disastrous had not the project been
 

delayed by other deficiencies in management, notably construction,
 

procurement and personnel recruitment. 

b. 	 Conditions and Problems 

As noted, the breakdown in processing of requests for 

advances has resulted in project delays which will get worse. The 

system does not take into account the built-in delays. Telex to UGR, 

transcription onto financial form, .ransmittal to USAID, review by 

Project Officer, preparation of Form 1034, review by controller, 

request to Paris for check issuance, receipt of check by USAID, trans-

UGR, waiting period for check to clear, transmittal frommittal to 

bank, notification by localVolta International Bank (BIV) to local 

With the best goodbank to national component of credit to account. 

will in the world, this is a two-month process. 

Delays in USAID reviews have stretched the built-in delay 

Funds have been made available only after the to about three months. 


end 	 of the period for which they were required. The fifteen-day 

advance -zatem-ent of expenditures and requirements has become meaning

less and only adds another element of confusion. When does the 

financial operations quarter begin or end? 
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The journal entry system does not provide the sub

project manager or his accountant with immediate information of 

line item balances in either quarterly advances or annual budgets. 

There is no encumbrance entry. A purchase appears cn the books 

when paid for, not when ordered. 

The accountants at national component level are not 

assigned to the project. They are borrowed from various national govern

ment agencies (Ministry of Agriculture, Research Stations, vehicle 

repair facility are examples). They receive no incentive pay or other 

incentives. On the contrary, their other responsibilities always take
 

priority. Some of them have sacrificed energy and free time to fight
 

the frustrations of a non-functioning system. 

The financial report that supports requests for advances 

are simple statements of disbursements. They are supposedly backed up 

by the expense journal, the filed vouchers and receipts, bank state

ment and check stubs. However, an improper disbursement could be made, 

reported and covered by a new advance long before any audit of basic 

documents takes place. As a minimum, quarterly financial statements 

prepared at the accounting station should be submitted by mail (as 

they now are as followups to the telexed data) and accompanied by a 

bank statement and a list of payees. 

The USAID Controller's offices, looking only at submitted 

documents and apparently not project success oriented, does not seem 

to realize the impact on project execution of delays in replenishing 

advance. It was stated by one individual that if the total expenditures 

during the qiltr-er had been more than covered by cash at the beginning, 

plus cash received, no problem had existed. Unfort.'unately because
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of all the other delays, the statement while insensitive to the
 

An example is contained in the
problem, was not entirely wrong. 


following table: 

National Component, Bamako (Mali) 

Period: March 15, 1981 - June 15, 1981 

Unit: 210 - $1.00 

First advance from USAID, Nov. 1980 19,083,600 CFA 

Expenditures up to March 15, 1981 6,486,830 

Cash balance 12,596,770 

116,234,700
Requested funds 3/15-6/15 


-108,097,200
Construction and equipment 


8,137,500
Planned operating costs 


4,252,560
Actual expenditures 3/15-6/15 


8,344,210
Cash balance on June 15, 1981 


Of the actual expenditures none were for construction and 

on material and equipment. In fact,only a nominal amount was spent 

not having been met, no such expenditures wouldConditions Precedent 

have been possible during that period. 

However, expenditures on other line items was only about 

half of that planned. Part of this was underachievement of plannedone 

goals. However, part of this was a deliberate decision not to incur 

obligations for newly hired personnel, travel, locally purchased office
 

equipment and supplies, etc. until the replenis'ment had been received.
 

Unfortunately, as of June 15, 1981, no relenishment had been made at
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the oneration level and no exolanation for the delay received.
 

Operations had been restricted despite the apparent post hoc avail

ability of essential funds.
 

c. Recomendations 

The current system should be strengthened by the
 

addition of an encumbrance journal. This could be a simple recording 

of orders placed, by line item and an entry showing balance under that 

line item of either the budget allocation or planned expenditure for 

that period. 

The period for financial reporting and replenishment 

advances should be the calendar quarter. The 15th day of the month 

of the quarter should only be the alert day on which each accounting 

station advises the project management of what it expects to disburse 

during the subsequent quarter, and the amount of advance required. 

At project management level a tentative estimate of quarterly require

ments, based on annual budgets, history of quarterly disbursements and 

planned expenditure actions for the subsequent quarter should already 

have been agreed upon with the AID Controller and the funds already in 

place and available in the transit account. AID Controller and Grantee 

project management should reconcile their own forward planning with 

the alert messages and forward, on the first day of the quarter, the 

required replenishment to the advance. Financial reports, probably 

due in about fifteen days after the end of the quarter just passed, 

should be used to review expenditures, plan for the next quarter and, 

on occasion, might justify the processing of no-pay vouchers or adjust

ments between accounting stations, if advances get out of hand. The
 

overriding principle must be to assure, at the beginning of the period, 

availability of funds essential to the orderly conduct of project activity. 
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The estimate of real financial needs, the preparation
 

of accurate financial reports, the maintenance of adequate financial
 

records all require the assignment of full-time accounting personnel
 

at each financial reporting and disbursement station. Since finan

cial activity reflects other administrative activity, the persons
 

assigned to the accounting function at component level should also 

be involved in procurement documentation, recording the use of 

expendable supplies, reordering as necessary, checking on periodic
 

etc. For all the abovevehicle maintenance, reviewing payr.ls, 

it is recommended that at each national or sub-regional component a 

project funded administrative assistant/accountant be hired to 

relieve the national project manager of the day-to-day workload of
 

administrative detail as well as to assist him in meeting his basic
 

management responsibilities. Consideration should be given to some 

sort of one-time gratuity or other compensation to part-time
 

accountants who have already provided unpaid service. 

Internal audits of each component should be conducted 

by the Project Directorate at least annually. These audits should 

have a multiple purpose: to reveal irregularities, discover malfunctions 

in the system, assure use of funds for project purposes, and, most 

important, as continuing training in financial administration at the 

auditnational level. An external audit firm should do a full project 

at about the end of CY 1982. 

The present separate accounts for each national component
 

should be replaced by a global account for CILSS Project Directorate. 

Close working relationships should be established between USAID 

and CILSS Project Directorate Finan-Controller, USAID Project Officer 


cial Manager. With such an arrangement in place, USAID eliminates it
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sub-accounting, CILSS financial management becomes effective and
 

a simple set of memorandum financial reports can keep the three
 

project principals, CILSS-FAO-AID, informed on project progress as
 

reflected in financial reporting.
 

It should be noted here that these recomendations
 

are fully consistent with the broader recommendations we have made
 

concerning general project management and financial management and 

budgeting. Basically, the existing accounting and funds transfer 

system meets the needs of the project. We have proposed (a) strength

ening accounting staff at the component level, (b) putting day-to-day 

financial responsibility in the office of Project Director, (c) adding 

an encumbrance journal, (d) using internal audit as both a control and 

training tool, and (e) reducing the multiplicity of USAID controller 

sub-accounts. All of this supports and is premised upon the recommended 

project management improvements. The accounting recormendations could 

stand by themselves and are essential to the continuing execution of
 

the project. They have greater value as part of the team pro

posals for a coherent package of management recommendations, 

each supporting and being supported by the others. 



115.
 

3. Procurement
 

a. Current Status
 

There are three major procurement elements in 

the project: vehicles, laboratory equipment and equipment for the
 

field, for offices and for observation posts. Procurement in the
 

United S ates, mostly vehicles and laboratory equipment, is carried
 

out by the procurement specialist at CILSS/UGR headquarters in
 

Ouagadougou. He follows standard PI0/C procedures with USAID
 

The Afro-American Purchasing
clearing off and signing the PI0/C. 

Center in New York carries out procurement action under contract 

to CILSS. Local procurement is carried out on an ad hoc basis by 

the national components. Their basic procurement authority is 

the annual budget and the subsequent quarterly advance of funds. 

They have purchased office equipment, motor bikes and, on the basis 

of Code 935 waivers, some motor vehicles at the local level.
 

The procurement plan calls for lists to be prepared 

by national components and submitted to CILSS for a yearly procure

ment schedule. This applies to both local and offshore purchases. 

Confusion has existed between CILSS and the project Directrice 

over processing these lists. CILSS wanted lists routed through
 

the Project Directorate for review of tradenames, catalog numbers,
 

specifications, and prices. The Directrice wanted lists to go
 

directly to CILSS based on prior FAO review. In addition, lists
 

have been submitted from a variety of sources.
 

This misunderstanding, plus the delay in getting
 

equipment lists from the other national components, has delayed 

project procurement by about two years. It is also illubtrative 
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of a consistent failure in the project implementation process. 

All procurement planning should have been completed before the 

Conditions Precedent were met and PIO/Cs drafted, ready to be 

issued immediately upon signature of the PIL which would approve
 

documentation submitted in satisfaction of .the Conditions Precedent.
 

As of August 31, 1981, PI0/Cs have been issued
 

covering laboratory equipment for Upper Volta, Niger, Mauritania,
 

Mali and Senegal. The total estimated cost is estimated at
 

$431,000. A PIO/C has been issued for an environmental chamber for
 

Senegal at an estimated cost of US $27,823. Four AMC jeeps, three 

for Upper Volta, one for Mali, were on order with a total estimated 

cost of US $56,800. Total procurement action from U.S. cource/origin 

thus totalled US $515,623 as of the above date. No procurement 

actions involving Chad or The Gambia have started. A list of required 

equipment for Cape Verde was received on August 28, 1981 and a PIO/C 

is currently in preparation. No procurement action and no procure

ment planning is under-way for any of the sub-regional components. 

Procurement of motor vehicles has been a special 

case. The various plans of operations indicate a minimum vehicle 

requirement on hand by the end of the first year of 17 four-wheel 

drive vehicles and 14 sedans. As of August 31, 1981, two four

wheel drive,and 7 sedans were in place, 4 AMC jeeps were on order, 

and waivers had bein granted to permit the local purchase of an 

additional six four-wheel drive vehicles. 
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In Senegal, another special situation, indicative of 

the overall problem, has developed concerning the proprietary 

procurement of US vehicles. A sole source waiver concerning 

18 Chevette sedans has resulted in the purchase of vehicles through 

the GMC dealer in Dakar. The ane al project director is very dis

satisfied with after-sales service. By personal experience and 

observation, a member of the Evaluation Team shares this view. A 

gear boc burned out because during routine servicing, lubricant was 

drained frm the transmission and not replaced. The service facilities
 

were completely shut down for two and a half mid-day hours on a weekday. 

The service depar=ent is reportedly indifferent to the complaints of 

custumers. 

The Project Grant Agreement contained the standard 

provision requiring procurement of US made vehicles but noting that 

waiver to this provision is possible. It was soon discovered that 

either no vehicles of US manufacture were adapted to local conditions, 

or that they were not available on a timely basis through local rep

resentatives, or that the local representatives were not in a position 

to provide adequate service. Requests for waivers got tangled up in a 

backstopping misunderstanding in AID/W (two corollary projects have the 

same project numbers). Waivers officially requested in November 1980 

were not received until April 1981. Not only were six months lost, but 

the passage of time made two of the waivers obsolete. In Cape Verde, 

the Ford four-wheel drive vehicle was not desirable and the servicing 

problems of the Chevette in Senegal had surfaced. As a result, new 

waiver requests will now have to be processed.
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Procurement at the local level, such items as desks, 

chairs, office and field equipment, etc. suffered primarily from 

the financial administration problems. Necessary purchases have 

been deferred because funds have been late in arriving. No evidence 

has been found of local procurement plaais, there have been no general 

guidelines issued and there is no central record of what has been 

procured or what remains to be procured. 

b. Problems 

The one overriding procurement problem is the lack of 

a procurement plan. The plan of May 1980, modifying the annex to the 

project paper, sets forth certain procurement policies and responsib

ilities. It also describes work still needed to sta-, the procurement 

process. Various procurement lists have. been prepared. Some time

phasing has been planned. Same waivers have been sought, but no 

coherent list of upcoming waivers has bren prepared. The pieces of 

a procurement plan exist. They have n,;t been pulled together. 

As far as vehicles are concerned, procurement waivers 

are the essential problem. As noted, a waiver had been obtained to 

pe.-it the sole source procurement of all-terrain vehicles for Cape 

Verde. On September 3, 1981, after much correspondence and delay, 

a formal request for a new waiver was suhmitted to USAID by CILSS/UGR. 

It asks authority to buy Peugeot diesel four-wheel drive pickups. 

Similarly, a new waiver will be required 1f Senegal is forced to 

give up on Chevettes through poor dealer response. Three AMC jeeps 

are on order for Upper Volta, under a sole source waiver. Two more 

four-wheel drive and two passenger vehicles are still on the 
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procurement list, but no waivers have been becauserequested 

no procurement decision has been made. A similar situation 

exists with respect to Niger. 

c. Recommendation 

As soon as possible after the complerion of the 

budget exercise described above but probably no later than the
 

first quarter of FY 1982, a procurement plan should be drawn up
 

for all material and equipment except vehicles. This plan should 

withbe based on a who-does-what-when program. It should start 

regional, national andthe preparation by each 	project component, 

showing what has been requested of thesub-regional, of a list 

expectedprocurement assustant, what has been received, what is 

when, what is still needed and when should it be ordered. These
 

lists should be consolidated, reviewed and approved by the 

Regional Manager (CILSS) with FAO advice. The program should then 

go to the procurement specialist for execution. The latter should 

keep the components and the Regional Director advised on 

a materialsprocurement progress and actions and should prepare 

receipt and checking program. Attention is invited to the Team 

Engineer's crments with respect to prospective savings on 

laboratory and field equipment as noted in sub-paragraph 4 f 

below. 

Each of the national ccrponents should prepare 

lists of what they have bought, what they need, costs incurred
 

They should indicate
or to be incurred, when 	are items needed. 


sources of local procurement and how they were selected or will 

be selected. They should show how procurement needs have been 
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or will be shown in their budgets and requests for funds. These 

programs should again be consolidated,, reviewed and approved by 

the Project Directorate and transmitted to USAID to support 

requests for funds. 

A separate procurement plan should be drawn up for 

motor vehicles. A chart, available at CILSS/UGR, which was 

prepared by the procurement assistant, should be the model for this
 

plan. This plan should show vehicles on hand, on order, required, 

It should show what waiverswhen required, broken down by type. 

have been requested, which received, which awaited and which should 

still be requested. When canpleted, this plan should show what 

motor vehicles remain to be procured, their source/origin and
 

who will procure them with what funds, when and upon what authority.
 

Waiver requests should be supported by objective data obtained 

from visits to dealexs and service facilities and interviews with 

Data should be collected onrecent purchasers an.d fleet users. 


fuel consumption and service and repair downtime. Assistance in 

supply management of vehicles should be available fz . REDSO/ 

Abidjan. 
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CONSTRUCTION 

a. 	STATUS
 

The following text presents the construction program on a
 
country-by-country basis, based on the original plamxing indicated 
in the respective Country Operation Plan (C.O.P.).
 

CAPE VERDE
 

Construction plans, bids and detailed cost estimates for all
 
planned buildings have been prepared. 
AID is in the process of giving
 
its final approval for construction to begin. 
Work is to be done by
 
force account either directly by Ministry of Rural Development
 
(MDR) 
or 	a recently created construction cooperative.
 

THE 	GAMBIA
 

Construction plans and invitations to bid have been prepared for
 
all buildings.
 

Detailed cost estimates have not yet been done. 
The program
 
has not progressed for more than a year due to the problem which
 
occurred with respect to the payment of the architect's fees. 
The
 
situation is yet to be resolved.
 

UPPERVOLTA 
docuirents
Construction plans, contract and detailed cost estimates have 

been prepared for 	all planned buildings except for the entomological
laboratory at Kamboinze for which only a drawing has been prepared.! /
 

The other planned buildings are: 

1 plant pathology laboratory (Farako-Ba) 

1 weed laboratory (Saria) 

1 insectary (Kamboinse) 

11 observation posts. (AID has approved for invitations to bid) 

I--e construction of that building deferred due to f:idingproblems. 
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The. following buildings were to be built according to the ammez of the 
..........C O ,Pspa -.... ...................... ................................... ..................................
"................................. 


I laboratory In Socuba 
I Insectry 

I shelter for generator 

10 observation posu 

Sotuba's 1abornoytp A couuractor has been selected, The contuat s
 
In the process of being approved by various MUiacries and wil be shortly
 
sent to AD for Its approval.
 

Insectary and shelter: A dravirg bua been prepared but not further pro 

Observaio posts line of the ten plamned posts have been built fro
 
other budgets (not AZD) Tor the rimiing pos, contrLucton plns are pre
pared.
 

Dravis only hve bern prepared for the plamed buldings, namely an
 
offlis labo try for Nouhakbott and six observaui.sss. Invitadins to
 
bid have yet to be prepared. no Uboratory sita,has. received conditional
 
approval by AD vith a scomittun ta a detailed plam for the s abiiaacoun
 
of sand dames be submitted to M, To be dos shortly. ft progress has been
 
made on the obsevmatLom posts.
 

4 

0 ' 

A aouracton as been selected for the euurum of the YAxadi
 
Office block. AD has requested that sma l uses be added to the sonuea
 
before they a give Chair final approval for he coutract to be warded.
 

Pians spead isations have been prepared for she seven obser'valms
 
posts and submitted for M approval. M2 hs requested supp1Inmmury tao

tIem (cost estimates for tah poset ed plam for eozecuio).
 

S -$ 

I 

4 
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SENEGAL
 

Construction has started for the entomological laboratory at Nioro du
 

Rip and the plant pathology laboratory in Djibelor. About 50% of the work
 

is 	 completed. 

A plan has been prepared for the laboratories to be built in Richard-

Toll. In fact this plan integrates into one building two separate laboratories 

that were to be built in Richard-Toll. 

One entomoligical laborator7 for the Senegalese component of IMP and one 

weed laboratory for the Senegal River Basin Sub-Regional component. No further 

progress has been made on this laboratory.3 

SUB-REGIONAL
 

Annex 9 of this project has not started yet. Consequently, the building 

component of that annex has not yet received much attention. So far, only 

preliminazr construction plans for all plannel buildings have been prepared. 

They have to be revised or finalized and sent to AID for approval prior to pre

parer.ion of contract documents. It is worth noting however that buildings 

or construction i planned only for the Senegal River Valley component and not 

for the Niger River and Chad Lake Basins. 

b. CONSTDCTION I =_S MID BUDGIS 

The team has reviewed the coustruction needs and is essentially re

co~mmding that the construction indicated in the C.O.P.'s be raintained. 

Detail of the proposed construction programs are given in the financial budget 

tables of this report. We have also added to the list a few small additional 

a 	 Final decision has to be made on whether to build the laboratory in 
Riehard-Toll or Fanaye before planning can proceed further (see sub
para3raph g (3) below.)
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buildings which would be required, namely: 

Mauritania: 2 observation posts 

Senegal: 4 observation posts 

1 screen house 

1 insectary 

Only one observation post is required for Mali instead of the ten pre

viousl7 indicated in the COP becauce nine have already been built by the 

Malian government under other budgets. 

Senegal has expressed additional needs for 12 houses (5 for researchers 

and 7 for technicians). However, on account of the very high cost of the 

revised construction budget for the project, the team did not consider it 

appropriate to include these houses in the revised budget. We adopted the 

same attitude for the 3 observer's houses requested by Gambia. It is to 

be noted that the revised construction budgets include a contingency fund 

(10%) and funds for architect/engineers fees (10.) which were not included 

in the original COP's budgets.
 

The revised budget for the proposed construction program amounts to 

U.S. $3.1 million (valid up to Mid 1982). This "is much higher than the 

original budget indicated in the Project Agreement which was U.S. $1.521 

million. Since no details about the construction program were given in 

the project agreement (nor in the project paper), it is very difficult to 

explain such a difference in cost. It can be partly explained by inflation 

costs, which run about 20% year timis three years delay with equals or a 

revised estimate of US $2.5 million. Adding 10% for physical contingencies 

and 10% for architect /engineers fees, costs that might not have been inclu

ded in the original estimates, would raise the original estimates for the 

construction program for the entire project to $ U.S. 3 million which 

is very close to the actual revised estimate. Likewise, the difference 

in the total construction cost estimaze as obtained from the COP and the 

amount indicated in the Project Agreement could be explained in great part 

by inflation alone. Total construction budgets as per the COPs (in which 
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details of the planned construction program for each country are given)is U.S. ;2.3 million. Considering that about 2 years elapsed between the 2series of budgets, inflation itself could explain an increase of the order of
U.S. $0.6 million. 
The small additional difference of U.S. $200,000. could

easily be explained by adding up small items that could not be anticipated
 
such as water/electricity supply, etc.
 

c. ESTMATE OF CONSTRUCTION COSTS 

The latest available cost information supplied to the evaluation teamengineer has been used to revise cost estimates for the proposed construction
 
program. Cost estimates for about 2/3 of the proposed buildings are based ondetailed cosr analysis done from the materials list derived from the respective construction plans. The bulk of the estimated costs for the last third
of the planned construction was obtained by either using approximate cost per unit area in the case of buildings or from educated "guestimates" based on costs of similar structures in areas where they are planned, such as
water towers, wells, 

for
 
pumping station, etc. We believe that our overall

estimates (either on a country basis 
cost 

or for the total -construction program)

are most likely within 15-20Z 
of real costs when completed. 

It 
was not possible to get cost estimates for construction planned in the
GAMIA. As a consequence a value judgment was made by the team engineer based 
on building costs in Senegal adjusted fbr the of type of buildings required
 
in the Gambia.
 

The esLimated costs for observation posts are the least accurate. 
This
is due to the fact that they will be built in rather isolated areas forwhich no cost/records for similar structures are readily available. In addition, cost will vary a great deal depending on whether invitation to bid isdone on a national scale (i.e. one contract for all observation posts for any given country) or decentralized at the local level. In addition level of 
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of competition and construction materials used will play important inan 

fluencing role in the costs of 
the buildings. 

l.- Level of competition: 

Observation posts are rather small and relatively inexpensive strucLures 
that most likely will not attract many bidders and unfortunately at thi 
stage it is impossible to know how many contractors will be interested. For 
such simple structures cost may quite well vary by as much as 50Z or more
 
depending on the level of competition.
 

2.- Construction materials to be used: 

The general rule in the actual planning of the design of the observation 
post is to built them "en dur", e.g., concrete block walls, instead of "banco 
am.Iiorg" (locally-made sun dried clay bricks or blocks covered by a cement 
mortar rendering on the outside, one walls are up). ourIn opinion, observation 
posts built with "banco amiliori" could likely cost half that of the same 
structures build with concrete blocks, provided that (good) clay is available 
at a reasonable distance from proposed construction sites. However, because 
the possibilities of using cheaper local material could not be fully explored, 
cost estimates reflect the use of concrete blocks. In -view of the simple na
ture of these observation posts and the already high cost of the construction 
program as a whole, "banco amiliori" should be used whenever possible. 

d. DELA!S IN TE CONSTRUCTION PROGRAM 

To a great extent, delays in the implementation of the construction 
program'can be attributed to the following 3 major reasons: 

a) general delays in implementing the project as a whole 
b) AID's regulations pertaining to construction work 
c) lack of input from local AID engineers 
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l.- General delays
 

This is by far the major reason for the delays in the construction pro

gram. Reasons for delays in the implementation of the whole project have
 

been discussed elsewhere in this report and will not be covered here. It 

is sufficient to mention here that project implementation only started after 

the annexes to the C.O.P. were signed, e.g., 2 years after the signature 

of the Project Agreement. During that time, implementation of the cons

truction progran was impossible.
 

2.- AID's regulations 

The administrative and financial management of this project must comply 

with AID's regulations. This means that an AID engineer has to give a series 

of approvals before work can actually start in the field as indicated below: 

1 - Site visit and approval 

2 - Approval of plans 

3 - Approval of contract documents 

4 - Approval of contractors 

5 - Approval of contracts 

Due to long distances that are involved in such a centrally managed re

gional project and considering that all com mimicatioas between AID's project 

manager and any of the 8 countries involved has to transit through CILSS, 

it can easily be realized that such an admnisntrative procedure requires a lot 

of time. In fact it can take between 4 to 6 months to go through the process 

for any single construction. Considering the simple uature and relatively 

low cost of many of the planned buildings we do not see the need for so much 

AID intervention in the construction process. We are of the opinion that 

AID control should be limited to approval of contracts.
 

3.- Lack of input from local AID engineers 

The IPM project is A regional project covering 8 Sahelian countries. It 
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is centrally managed by AID in Ouagadougou. The AID project management staff 

consists essentially of a single professional who is not an engineer nor does 

an enthe magnitude of the construction component of 	the IMh project justify 

gineer. Consequently the services or inputs of the local AID engineer 

(far site visits approposted in Ouagadougou are requested when ever necessary 

val of plans etc.) for the entire project. fowever, because of bilateral 

responsibilities and activities, little time is for the IPM project,available 

especially when visits to suggested construction sites involved extensive tra

velling. This situation obviously creates delays which are not negligible in 

the IPM construction program

that local AID engineers share theAs an alternative, the team recomends 

that, as approresponsibility with the Ouagadougou engineer. We recomend 

priata, the local engineer be entirely responsible for M construction in 

his country of assignment. We feel that their 	actual work load would permit 

causing any major problems.them to take that extra responsibility without 

AID has local engineers in the following project co,'nries: Niger, Upper-

Volta, Mali, Senegal (also handlc-s Mauritania, Cape Verde, and the Gambia). 

will accele-We are convinced that this decentralization of responsibilities 

rate considerably the impiementation of the construction program. 

a. ENGINEERMNG DESIGN 

After reviewlag all construction, the team engineer is of the opinion 

the local environment.that by and large designs are well done and adapted to 


Rowever, 3 points deserve to be highlighted in this discussion:
 

f'or insectories and screenhouses have beenAlthough design drawiugs 

they were originally plannedprepared by the respective cr.untries where 

there is still a great degree of uncertainty(as per C.O.P.), its appears that 

about the proper design. Consequent-ly it would appear important thac this 
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whole question reviewedbe under the supervision and co-ordination of the
Regional Project Directorate. The acLtual plans describe structures that 
appear more substantial than really required and therefore unnucessarily 
expensive. 

The second issue relates to the problem of using local materials for the
construction of the observation posts (See coments above on dur""en versus 
"banco amiliori ). 

The last issue concerns the ceiling design of 2 laboratories presently
being built in Senegal. A reinforced concrete slab in(cast place) will
 
act as a ceiling 
for these buildings. A corrugated asbestos-cement roof will 
be installed above (with a free ,ir space in between) the concrete slab 
ceiling. There is no doubt that the design of the roof is excellent and
 
will provide very good 
 thermal insulation for the buildings. It is neverthe
less unusual to use a concrete slab ceiling under such a well designed roof.
A traditionnel plywood or presswood ceiling would certainly be as functional 
as a concrete slab and would be much cheaper. This issue should receive
 
special attention for the design of 
the laboratory plAned for Richard-Toll 
(or Fannye). 

f. COMMODITIES
 

The budget for comodities for the project as a whole was estimated 
U.S. $3,040 million in the Project Agreement. Adding all commodity 

at 

budgets of the i-dividual COPs results in value of U.S. $2.306 million, or
U.S. $700,000 less than the Pro. Ag. amount. Furthermore, a detailed review 
of individual budgetsCOP shows laboratory and field equipment costs to be 
too high in most COPs.* Substantial reductions and a saving on the order

of U.S. $300,000 may be achieved by a professional re-evaluation of the 
real laboratory and field equipment needs for the entire project. 
Thus we
 
" Mauritania appears to be the only country for which budgets for laboratory and field equipment were in fact underestimated. The team recommendsadding $10,00 to 
each one of these two items.
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recommend that the Regional Project Directorate laboratory and field equipment
 

needs as soon as possible. Only items required for project success should 

be included in the COP for each country.
 

The difference between the revised commodity budget and the one presented
 

in the Pro. Ag. might very well exceed one million dollars. These savings
 

could be applied to cover shortfalls in the cons-truction program.
 

g. SPECTAL PROBLEMS
 

1.- Upper Volta and A 

1= and the 'NationalAn informal agreement had been worked out between 

IM Project Director of Upper Volta for IAZ to construct 2 small labora

tories and one insecta7 (Farako-Ba and Saria). IRAT prepared plans, spe-


AID approved them and IRAT undertaking the
cifications and cost estimates. 


was never signed (and work never sttrted) because
work. However, a contract 


the award of public contracts in Upper
of new regulations pertaining to 


non-profit quasi-overnmental organ-
Volta. Considering that TRAT is a 


zation wdich would have built these buildings at cost for the benefit of the
 

project, we are very sw-prised to realize that apparently no special effort
 

to do
 was made by Voltaic authorities to consider a waiver and allow LRAT 


This problem is reported here for the sole purpose of suggesting
the work. 


that all means be applied whenever possible to reduce construction consts. 

- FAR Method of Rembursement
2.- Observation Posts 


Fixed Amount Reimbursement (FAR) is a method under which the amount of
 

reimbursement is set in advance, based on cost estimates revised 
and approved
 

simplify XID's administrative
This seems to be a suitable method to
by AID.* 


is to be noted that under the FAR system reimbursement is not based
f It 
if they turn out to be less than estimated, AID's contrion actual costs. 


there are unforeseen cost increases,
butions will not be reduced. However, if 

these are borne by the recipient.
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and financial procedures and requirements for construction work. Moreover, 

it appears well adapted to situations where construction is carried out using 

force account. This method is currently being considered for Cape Verde. 

In our opinion, it would also be desirable to adopt this 	system for all 

simple andobservation posts planned for this project. They are rather 

that nainexpensive structures located in isolated areas and it is doubtful 

tional invitation to bid will attract any contractors. Likewise, if done 

the local level, these will probably not attract more than one contractor,, 

if any at all. 

Consequently, it should be very desirable to use the FAR 	 method in 

building observation posts or any other small structures 	located in isolated
 

areas. 

3.-	 Senegal - Should a laboratory be built in Richard-Toll or
 
Fanaye?
 

A combination weed science and entomology laboratory (Senegal and sub

regional project components, respectively) was planned for Richard-Toll, 

Senegal, and then a local decision was taken to locate it at Fanaye, 60 km 

away. Researcher's houses will be built at Richard-Toll, and they have ex

to living in Fanaye because there are no proper facilities,pressed opposition 


shopping, etc.
 

The World Bank is coordinating the planning of a large agricultural 

at present is a very small research station withproject at Panay&, which 


2 sheds and some fields and no water or electricity. The project will
 

start in early 1982 for a total investment of U.S. $130 million over a 6 year 

period. U.S. $15 million will be spent on construction at 6 research stations, 

about 1/3 of it at Fanaye. No new investment is planned for Richard-Toll, 

which is already a well-establizhed agricultural research station with all
 

necessary facilities. 
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one site overTechnici- tols us that there is no reason to favor 

icay. We recommend that the IPH laboratory bethe other scienti i 


built at Richard-Toll because: 

to commute 60 km between - Technicians should not be required 


bore and work. It is a waste of time, money, energy that
 

should be going into work;
 

Water and electricity are already available there, whereas
 

the pace of development of the Fanaye site cannot be predicted
 

condifently and infrastructure may still be lacking when labo

rator7 has been built;
 

Plant protection research present or planned at Richard-Toll,
 

including WABDA and a GTZ entomology laboratory for 6 researchers,
 

provides an excellent opportuniL7 for fruitful professional col

laboration.
 

h. RECOMNDATIONS 

That An approve the proposed construction program and budget.
1.-


The proposed budget ($U.S. 3 millions) far exceeds the amount ($ U.S.
 

the construction program

1.5 	million) programmed in the Program although 

due to high Inflation
is essentially the same. Increases in costs are mainly 


factors (20Z per year), during the 3 years' delays in project 
i=plemen

tation. The revized construction budget still represents less than 10%
 

of the total investment required by the project.
 

2.- That AID's engineers at the local level be held directly 
res

ponsible for the implementation of the IM construction program planned
 

some countries

for their respective country of assignment (plus adjacent 


in the case of Senegal).
 

That AID simpliey its regulations with respect to construction3.-


work on account of the simple nature and relativel7 low costs of the 

planned buildings.
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4.- That the FAIL method of reimburse-mt be adopco~d whe ever possible 

and especially for the observation posts. 

.- That the countries involved make a real effort to reduce cUS

truction costs by all possible means including '.he use of simple (but 

efficent) design and local matexJ-a whenever possible. 

6.- That the Regioual Project Directorate play a more active role 

in the techni4ca, coordination and supervision of construction designs 

and cmmdty selection in order to enure that expenditures are strict y 

l mited to needs appropriate and necessarY to the success of the project. 
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5. Travel
 

a. Current Status 

Travel of assigned FAO experts and their Sahelian
 

countries and within the CILSScounterparts, within the individual 

area, is funded by the individual country projects from their 

quarterly advances. Travel is performed by air and by motor vehicle. 

poor, air travel often means that travelers atSince road nets are 

since rentingtheir destinations are dependent on borrowed vehicles 

In areas travel by animal is appropriate and
is difficult. some 

in one case specific provision for inclusion of animal hire in travel 

That comparative cost of camel versusregulationz has been requested. 

sincerelyjeep rental and/or operations have not been obtained is 

regretted. 

Travel is an important element of project expense. 

Budget projections for the 	second and third years of operations
 

third ofindicate that travel costs 	will take up as mich as one 


This true travel appears in
national project budgets. is because 

gasoline and vehicle maintenance, whichthe budgets twice since 


involve travel, are a separate line item.
 

a
Expenses of individual travelers are handled by 


travel advance system that was designed as part of the accounting"
 

It to be working
and expenditure system described above. seems 


not yet been put fully to the test. A quick review at

well but has 


showed a number of outstanding advances. As
 one accounting station 

travel increases more control of advances should be called for.
 

Requirements
Budgeting for travel does not seem to be a problem. 


are known well in advance. 



13. 

b. 	 Problems 

Travelers are paid per diem to cover expenses, 

theoretically, but where allowances are generous there may be 

createJ a travel incentive good for the project. Contrariwise,
 

inadequate allowances (there vas complaint from Mauritania) may 

inhibit important travel, especially travel that involves consider

able discomfort. The team has also heard complaints that the FAO 

expert and his national counterpart are paid per diem on the basis 

of different allowance scales, fixed by the different organizations 

involved. The differences are great. The Team suspects that the 

expert is receiving considerably more than actual cost. In a way 

this is probably considered a job prerequisite, and, as noted, a 

travel incentive. As long as the counterpart is not actually out

of-pocket it is hard to see how this problem can find an easy solution. 

c. 	 Recomm endations 

The Regional Project Directo.- and the new FAO 

financial/administrative advisor should do a quick review of per 

diem rates to determine whether they are adequate, fair, or, in 

some cases, excessive. Differences, as they apply to persons under 

different personnel systems, should not be so great as to create 

dissension. Otherwise, this is really a condition to be lived with 

and adjusted to;' it's noc a problem. 

About midway tnroul'h FY 1982, but after a particulary 

busy travel period, the travel advance system sould be subjected to 

an internal audit. 

The travel regulations should be reviewed to assure 

that no-one so inclined is discouraged from hiring a necessary camel. 



136.
 

6. Delays in Project Iplementation 

Scattered throughout this report are coments on the 

fact that the project is at least two full yews behind schedule. 

The original project grant agreement speaks of a LiTe-year pro-

Ject l.fe 'I the proj'ect is etended to Jam. 1985D the span 

between agreement and last disbursement Will be seven yeas 

and four months, There my be little point in rehashing all 

the factors and decisions whigi contributed to this lost tie 

and added cost. Howver, there were managsment decisions or 

management attitudes that contributed to the delay, reinforced 

the delay acd which, if not recognized and dealt with, could 

cause further slippage n.project ezecution, Probably 

uneonsciousLy aid certsaly tacitly, a management style was 
adopted,. at all levels, which stressed subsequent actions 

rather th parallel actions. There were eceptions, but the 

.Case of the CILSS-AO contract is both illustrative and 

The UK project was approved on December 8. 1977. The 

approval process had taken over a yew, but given the size and 

couplqzit7 of the project this was to be expected. The Project 

Grant Ag ement was negotiated end signed within sit days. a 

creditable achievemnt. The Agreement called for an ipotant 

condition precedent to first disbursementl, a FAG-CL contract 
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accaptable to AID. 
A condition precedent to further disbursement
 

called for CILSS member state agreements and operation plans at 
the national component level. The Project Agreement allowed 

ninety days (May 1978) and 180 days (August 1978) for meeting 

these conditions. By September 1978 the CILSS-FAO negotiations 

were completed and AID's approval was sought. 
 This was the
 

occasion for the first major delay. 
For various reasons, AID 

felt that the contract did not sufficiently protect es:ential 

donor interest and a lengthy three-sided negotiation ensued. 

The contract was not approved until September 1979, i.e. one 

year and four months after the admittedly optimistic terminal 

date for meeting first conditions precedent established in the 

Project Agreement. 

During this period almost all other implementing action 

stopped. There was an exception, during late 1978 and during 

1979 a FAO-CILSS project design team was pr.eparing country 

operations plans. Since as noted these were also essential
 

CPs.; it is fortunate that this work went on. However, other 

actions were not pursued, even though they were clearly essential 

to project implementation and in some cases called for in pro

ject documentation. The fllowing are some of the more important 

of these. 

The accounting system, developed in 1978-1979 is not
 

formally transmitted to CILSS until April 1980.
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The principal FAO advisor, designated by September, 1979, 

arrived in February 1980. His coungerpart was not appointed 

until two months later. 

The USAID Project Officer arrived in February, 1980. He 

ha! been given no AID project management training; he leaarned 

by doing and without adequate st-pervision or support. 

A procurement plan, so general as to be only a guide to 

the preparation of a true procurement plan was not completed 

until May 1980. To this date, no procurement plan exists. 

Much equipment was only ordered in mid-1981 and uch remains 

to be ordered. 

Individual national components did not receive approvals 

of their budgets until the fall of 1980. They were slow in 

making essential local purchases, hiring personel, approving 

travel, etc... as the advance replenishment system broke down. 

Not all of these delays could have been avoided by a 

system of parallel action. The CILSS-FAO agreement was a con

dition to first disbursement. No project funds could be com

mitted before its approval. Buz FAO could have started iden

tifying project personnel; an AID project manager could have 

been in training. A Letter of Implementation .11 could have 

been drafted, it turned out to be Project Implementation Letter 

#23 of May 6, 19812 Procurement lists could have been prepared 

before the and of 1980. Waivers were known to be needed almost 

Imediately after the Project Agreement was signed. They were 

not req-aested for two 7ears. 
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Recommendation
 

The Proj'ect 	Management Team, USAID, CILSS, FAO should 

policy of parallel management action. if 
adopt a conscious 

a project implementation action is held up, other actions
 

do not follow uponshould continue so that further delays 

first problem. Large engineering or con
resolution of the 

struction projects deal with activity co

use of PERT charts or Critical Path diagrams.
ordination by the 

should be designed for this pro-
Something similar but simpler 

ject. The recommendations on the preparation of budgets and 

are a start in this directi-on.plans which 	 followprocurement 
and personnel plans.

They should 	be supplemented by construction 
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VIZ. PROPOSED. MANAGEMENT STRUCTURE 
A. CILSS-FAO-AID 

INTEGRATED PEST MANAGEMENT PROJECT 

.$ .4 Ouag~a. asA~xnl sign-off. 
CILSSAIDFAO 


Rome January i Kuaga =uIga Wash 

Regiona1 M Direction Regional IM RFC Direction 

Regional Director Director
 

Asst. Director for IFM
Asst. Director (FAO) 


AssL. Director for PFCP 

N.B. 1Couponents Components

Regional Director Section 'Section
 
(CILSS) may staff
 
Natl/Sub-Reg A -Fin
 
Sections as re- Section
 
c~uired. FAO Sahell
SaheFAO
 
Trng Advisor and 

Socio-Economist OUAGADOUGOU OUAGADOUGOU
 

•are assigned to 

Natl Components
 
Section
 

National & Sub-Regional 
Components AID RFCP Country Proj. 

Cape Verde - The Gambia Officers (CPO) maintain 
liaison with IPM
 

- Mauritania Components in theirMali 
respective country. 

Niger - Senegal In Mali, Niger and Upper 

Upper Volta Volta, 1PM Asst. Dir.
 
Ouaga, is responsible 
for such liaison,
 

Senegal River Basin directly or thru local
 
missions.
 

Each National Component Liaison line links the
 
has an FAO staff CfLSS and AD Regional 
(except Cape Verde) and Offices. 
an Admin-Fin Officer 
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TECHNICAL/ADMINISTRATIVE ADVISORY COMMITTEE:
 

Resjonsibiliey: 

Review and evaluate progress =nder AID-funded proj ects 

on CILSS Annexes A and B. 

Conbo sition: 

One member each from CILSS (Executive Secretariat, Ouaga), 

FAO (Rome), and AID (Washington); principals agree on three out

side members (two IPM technicians; one management/admin.). 

Periodicity:
 

June annually (three weeks). 

REGIONAL MANAGEMENT COMMITTEE: 

Responsibility: 

Review and seek resolution of admfmistrative/operational policy
 

issues or differences at regional level; refer'hajor issues to 

principals for advisory views and further negotiation at regional 

level. 

Comosition:
 

Regional Project Director (CILSS) 

Assistant Director (FAO) 

Regional /PM Of icer (AID) 

Periodicity:
 

Monthly for regular exchange of views; at call of any of 

three members for special reasons.
 



--

142.
 

The Proposed Management Structure brings .to focus the 

under Annexes B and A of thecombined CILSS-FAO-AID activities 

CILSS Program for Crop and Harvest Protection. The Evaluation
 

Team, after a thorough review of AID's Regional Food Crop 

concludedand the CILSS-FAO-AID IFM project,Protection project 

that these two projects must be closely coordinated at the top 

risk failingregional managament level. Otherwise, both projects 

and objectives which ultimately
in 	 the accomplishment of their goals 

envision the integration into reinforced national crop protection
 

of 	integrated pest
services of all advanced and tested methods 

the followingof these conclusions requirescontrol. The impact 

changes:
 

should receive authority to form a
A. 	 USAID Upper Volta 

IPM-FCP Office to be directed by a sonior IPH specialistRegional 


IPM projects in developing countries.
with experience in managing 


III,
Responsibiity for the redesigned IPM project and RFCP, Phase 


not later than- June 1982 and
will be vested in this office by 

at least throi h June 1985. Depending upon accrued experience
continue 


by the latter date, furt'er project activity might be merged into a
 

For the present, however, closer coordination and
 single project. 


linkage of 'the two projects would be accomplished through their
 

from a single office in Ouagadougou.
management 

The above change necessitates the transfer of the RFCP
B. 


from Dakar to Ouaga, such transfer to be ccmilete by not
office 


later than June 1982. Manageznent of each proj ect -- 121 and RFCP 


a senior UM specialist with experience inshould be upgraded to 


Officers assigneddeveloping countries. Countr7 Project (C00) 	 to 
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.CP work would also be responsible for liaison with national IPM 

components in their countries of assignment: where FCP does not
 

operate, the Regional IPM Officer would be responsible for such liaison, 

e.g., Mali, Niger and Upper Volta. Activities in crop protection in 

those same countries (under the auspices of other donors) would be 

monitored by the Regional FCP Officer. 

C. CILSS and AID should agree henceforth to vest responsibility 

for technical implementation of the IPM Project in FAO as foreseen 

originally in the project planning documents (using the forula employed 

by CILSS in the agreement for AGREYMET with the World Meteorological 

Organization). FAO should accept the added responsibility for budget 

management and procurement (not already underway) in accordance with 

its established procedures, thus alleviating many of the recurring 

problems in national budget execution. In making such a change, CILSS 

and AID would thus rely on an internationally established organization 

with considerable proven success in planning and implementing IPM 

projects. This experience should weigh heavily in influencing CILSS 

and AID, particularly considering the highly experimental nature of 

the 1PM project and, therefore, the demand for unifor technical 

guidance and advisory assistance amd the expected success that should 

eventuate as a result.. 

D. CILSS should authorize the movement of the Regional 1PM 

Project Direction (CILSS) with its FAO advisory staff from Bamako to 

Ouagadougou. This would bring together in a single location, the 

CILSS-FAO-A=D managers of all the important work under Annexes A and 

B of the Crop and Harvest Protection Program. Difficulties -in 

cmmunication an0 crnordinaticn between policy makers, otherwise div

ided between Ouagadougou, Bama;.o and Dakar, would be eliminated 

totally and differences could be rapidly resolved. Concurrent witfn 
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this t=ansfer, the Evaluation Team strongly recommends that the 

CILSS Council of Ministers confer upon the Executive Secretary 

for the Regionalthe responsibility as the appointing authority 
that has merit would1PM Project Director (CILSS); another option 

be for the Council to authorize the Executive Secretary to fellow 

the formula, suggested in C above (either formulation would res

pond to the Evaluation Team 's rcecmendation). The Regional 

Project Direction in Ouagadougou should be located in facilities 

adequate to accomodate the CILSS-FAO staff and provide liaison 

office for AID's ZPM Officer. This office building should be 

prominently identified as the *CILSS-FAO-AID Integrated Pest 

and Development Project Headquartersm.Management Research 

E. 	 The Executive Secretary of C=SS should recommend that 

rroject: Director (CXLSS) serve as an ex-officiothe Regional nrm 

Committee -.'or Crop Protection;
member of the CILSS Coordinating 

should alho be an ex-officio memberthe Chairperson of that group 


of the 3P4 Coordinating Comittee.
 

F. CILSS-FAO-A=D should agree on the designation of a 

Technical/Administrative Advisory Committee, comprising two members 

each (one on policy, one on operations) from CILSS (Executive Sec

retariat), FAO (Rone) and AID (Washington) plus'three outside 

by the three principals (two IPM technicians,,members agreed upon 


nominated by FAO and one maiagement/administ-raticn specialist,
 

as
nominated by AID). These appointments should be made part of
 

the Evaluation Team recommendations
the agreed implementation of 


in order that members can remain abreast of Annexes A and B
 

activities, 	particularly ZPM, and prepare for annual evaluations
 

A major-to be undertaken in June each year, beginning in ld2. 

document in their deliberations should be a synthesis of the 

results produced by the combined IPM Working Groups. 
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G. CILSS-FAO-AID should also designate a Regional Management
 

Co~mittee, comprising the senior CILSS-FA0-AID representatives
 

for regional iPM activities, tc resolve differences growing out of
 

The same Co~mittee
interpretation of existing policy or procedures. 


will facilitate a continuing exchange of views and information
 

among the principals. The Committee shall prepare its operating
 

guidelines for approval by the principals: CILSS Executive
 

Secretariat; FAO Rome; and AID Director Ouagadougou.
 

H. AID Ouagadougou should'engage the TDY services of a
 

management analyst to review and make minor clarifications in the
 

so-called Management Protocol, principally in the organigram
 

showing the relationships between the various annexes of the CILSS
 

Crop Protection Program.
 

I. With specific regard to the so-called Management Protocol 

and the roles it describes for the RMU and the RTCU, the Evaluation 

Team has no problem with the contents of Articles 13-14 (RMU) and 

Articles 15-16 (RCTU). Nowhere in any of these articles are either 

of these units charged with any rdsponsibility for project implementa

tion; certainly neither unit is engaged in any manner by those 

Articles with the administrative and technical management of the TPM 

Research Project under Annex B. The Evaluation Team contends that 

Articles 13-14 (RMU) and Articles 15-16 (RTCU) responsibilities with 

respect to all Annexes of the Crop Protection Program are bLt sUm

marized in the second sentence of Article 17 a, namely "The RMU and 

the RTCU assure, at the regional level, coordination, doctuentation,
 

information dissemination and provision of technical assistance
 

activities to the national services participating in the program."
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the words "and regional" between "national" andBy inserting 


"services" the proper roles for both units will be defined.
 

The Regional Project Direction, as described above, will fulfill
 

the CILSS role with respect to Amnex B as set forth in Article 17 b.
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B. 	 U.S. AGENCY FOR INTERNATIONAL DEVELOPMENT 

FOOD CROP PROTECTION/ INTEGRATED PEST MANAGEMENT 

ORGANIZATIONAL STRUCTURE
 

USAID UPPER VOLTA
 

REGIONAL IPM/FCP OFFICER
 

I I 
Regional FCP Project Manager Regional IPM Project Manager 

Adlministrative, financial and 
technical backstopping for 

Manages all AID resources 
and relations with 

.CPO - Guinea Bissau/Cape Verde 
CILSS IPM Project 

CP0 - The Gambia :CILSS-FAO Regional Project Manager, 

CPO - Mauritania National Programs
Cape Verde - The Gambia - Mali -

Senegal SengalSenegal.CPO - CPO (Chad) - Mauritania - Niger -

RTEO - Dakar
 

CPO - Cameroon 

ETEO - Yaounde 

Liaison with other donors in Liaison with Upper Volta, Mali

Upper Volta (directly) and and Niger IPM National Programs

Mali and Niger (directly or 
through local Missions) 	 Orients Cameroon/Guinea Bissau
 

CPO on IPM
 

Note: Job descriptions and acronyms are attached.
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PERFORMANCE RATINGS: 

CPO and RTEO are rated by the senior officer 
responsible for agricultural programs in their respective 
missions and endorsed by the Regional FCP Proj ect Manager. 

The Regional IIM/FCP Officer forwards the reports to 
USDA-PASA office, including appropriate comments on each 
CPO/RTEO's effectiveness in fostering and expanding the 
employment of IPM methods and practices. 

AID/W BACSTOPPING: 

AID/W Backstop Officers for the RFCP and IPM proj ects 
should co-chair an administrative and technical Project Sup
port Coittee, comprising representatives of AID's Office 
of Agriculture, USDA's Int'l Op d cns Div., APFMS, 
and appropriate members of the academic coimmnty to assure 
a continuity of guidance to the field project managers and 
provide timely responses to requests for assistance, what
ever their nature. 
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Qualifications: 

Ph.D. in entomology with training or experience in 

foreign environments, premanagement of complex programs in 


ferably developing countries. French language ability,
 

minim= S-3 R-3 level.
 

Duties:
 

and technical manager for AID-funded pro-Administrative 

jects in Regional Food Crop Protection and Regional Integrated 

Principal AID representative in all
Pest Management Research. 

the CILSS Program for Crop and Harvestmatters dealing with 

Protection.
 

Supervises project managers-of two above mentioned proj ects 

in delivery of AID policy and technical support to Sahelian 

regional and national agencies i=plementing programs in food crop 

appropriate contacts withprotection and IPM research. Assures 


FAO and other donors active in t'e same sectors.
 

Assures coordination and reinforcement between the two 

toward their objectives of identification and adoptionprojects 


control measures and consequent reduction of
of tested pest 


pesticide usage.
 

as senior AID technical authority and advisor on
Serves 

in West Africa. Visits AID !Missions in the region,77M activities 
to
briefs senior Mission personnel and assures timely responses 

requests of any nature. 
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REGIONAL IPM PROJECT MANAGER
 

Ph.D.; entmology p:efeable, especially for XPM 

Manager. Otherwise sbould have specialied in other pest 

control disciplines, e.g., rodent control, plmt pathology. 

UM specialist with proven experience in IPM develop

ment and execution In less developed countries or regions. 

French lma ua, 3-3, 1-3 level (c zi ) 

Duties:i 

Serves as the principal AID manaer of resources allocated 

to the IPM projact nder the Clii Program for Crop and Harvest 

Procection. Plans all AID suppor*1 for the proj ct as well as 

necessary docmentaction and adminsi tive backscopp g. 

Represents AID in all dtliberations with the CUSSi 

Regional lroj ct Manager and FA0 Senior IPM Adviser. Meets 

periodically7 th these represenacives fo:'dscussions of 

matters of ho€wu interest and echnges of professional views. 

Joins the CliSS and TAO managers in the resolution of any 

problems of Interpretation or mderstanding of currenc po1Uy 

or procedures. 

Prepares periodic reports on overall regional. ZPM activities 

for use by bilateral Mission personnel, Xr1C = and ZPM Liaison 

Ofcs in puticule. Visits participating countris, review 

national project status and briefs bilateral Mission personnel 

on all matters of comon Interest. Receives any local reqUests 

for assistance and follows up to ame timely responses. Zn 

particular, visits 7CP Training Cancers to review Prolss In 
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Regional IPM Proiect Manager (Contd) 

and integration of IPM
IPM technician trainingtheir use for 

training.techniques into crop protection technician 

as the AID Liaison Officer to the Upper Volta
Serves 

national IPM program. 

on IPX to RFCP, CPO
Provides orientation material 

for use as approin Cameroon and Guinea-BissauLiaison Officers 

priate and receives/responds to request for information.
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REGIONAL FCP PROJECT MANAGER 

Qualifications:
 

Ph.D.; entomology preferable, 

Otherwise should have specialized in other pest 

rodent control, plant pathology.control disciplines, e.g., 

IPM specialist with proven experience in IPM develop

or regions.ment and execution in less developed countries 

French language, S-3, R-3 level (current) 

Duties: 

Coordinates the activities of Count-ryProj ect Officers 

(CPO-USDA PASA) assigned to five bilateral missions plus 

two Training Officers (PTO-USDA PASA, one each in Yaounde and 

Dakar). Assures proper allocation of funding and backstopping 

on all administrative matters, including procurement and training 

(U.S., third country and local). 

Assures continuous tethnical backstopping through exchange 

of periodic reports among all bilateral projects. 

on scheduledVisits all participating countries regularly 


basis to ensure uniformity of inputs and progress; briefs
 

on regional status of the project; discusses
mission managers 


problems and offers solutions or facilitates followup from
 

outside resources.
 

continuous flow of current state-of-the-art
Maintains 

literature on crop protection and integ=ated pest management to 

individual requests for specificbilateral projects and processes 

orassistance, i.e., short-term consultants; special training 


orientation; par.icular publications.
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Regional FC? ProJect Manager (Contd) 

directly (or through bilateral AIDMaintains contact 

Missions as appropriate) with other donors providing assistance
 

for crop protection services in Mali, Niger and Upper Volta.
 

The addditional positions listed below are provided 

as follows:under 	a recr-uiting program 

The Regional Food Crop Protection Proj ect is supported 

technically through a Participating Agency Service Agreement 

States. Department of Agriculture (USDA).
(PASA) with the United 

and Plant Health Inspection
This agreement designates the Animal 

Service (APHIS) as the manpower resource agency for Country Pro-


Officers (RTOs).
ject Officers (CPOs) and Regional Training 

The PASA also includes provfsion for consultants as requested
 

Technical backstopping
by the Regional Project Manager (RPM). 


the PASA is provided by APHIS in Washington.
and coordination of 

The PASA personnel are under the direct supervision of the RPM 

in the field. 

N.B.: The Phase III Design Team should review this PASA 

for its responsiveness to RFCP goals and objectives. Consideration 

inclusion of other USDA components to
should be given to possible 

provide CPO with experience in economics, socio-economics, 
extension,
 

plant pathology and pest control.
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COUNTRY PROJECT OFFICERS (CPO) 

Qualifications:
 

M.S. degree preferably in entomology or plant pathology. 

Must have proven IPM training orientation and experience. Previous 

assignments in developing countries is desirable. Good health is 

essential to work under arduous travel and climatic conditions. 

Duties:
 

Current job descriptions should be amended to include
 

the following:
 

Serve as designated liaison officers to national
 

IPM components. Meet regularly with national IPM directors
 

and FAO advisors, discuss matters of comn interest and 

report accordingly to the Regional IPM Project Manager.
 

(In Mali and Niger. the Mission's Senior Agriculture Officer
 

will perform this function; monitoring in Upper Volta is the
 

responsibility of the Regional IPM Manager.) CPO in Cameroon
 

and Guinea-Bissau will follow any IP Mevelopments in those 

respective countries, accept any requests for solutions to
 

specific problems (and pass then to the Regional Manager) 

and generally encourage the introduction of new or continuation 

of existing IPX practices. 
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REGIONAL TRAINING AND EXTENSION OFFICERS (RZEO) 

Duties: 

Advise Directors of Regional Training Centers (one in 

one in Dakar) under the technical guidance of theYaounde; 

Encourage and influence CenterRegional FCP Project Manager. 

Center
Directors toward incorporation of regional classes into 

schedules.
 

third country specialistsEnlist participation of U.S. and 

crop productionfor special short courses on topics of 	current 

resources for coursesand protection interest. Seek special 

in Portugese and French.
 

Establish working relations with the CILSS-FAO 
Regional
 

on IPM Proj ect and incorporate IPM topics

Training Advisor 	 the 


crop protection technicians. Encourage
into curriculum 	for 


IPM for national IPM technicians. Employ

the offering of courses 


this contact as permanent channel of communication to the Sahel
 

under CILSS Programs
Institute for coordination of activities 

Annexes Gl (Documentation) and G2 (T'aining). 

AID !1ission Directors on training opportunitioBrief bilateral 


at Training Centers for Sahelian (plus Cameroon 
and Guinea Bissau)
 

nationals working as AID counterparts in other agricultural and
 

and 2easible, encourage Center 
rural development projects. Where as 


to allocate Center facilities for short-term orientation

Directors 

on 
of U.S. Project 	Managers in Agriculture and Rural Development 

IPM methods 	and practices; use such opportunities to encourage
 

of IPM concepts into other project activities, 
as.
 

integration 

appropriate.
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VIII. OVERALL MANAGEMENT AND TECHNICAL RECOMMENDATIONS 

A. General Management: 

1) AID authorize a Regional Integrated Pest Management/Food 

Crop Protection Office located at USAID/Ouagadougou with a 

high-level staff of three; 

2) CILSS and AID vest responsiility for technical direction 

in FAO (IT= moves from Dakar);IPM Project implementation 

3) FAO accepts technical direction, financial management and 

procurement responsibility for IPM Project; 

4) C1LSS transfers .Regional 1PM Project Direction Office 

from Bamako to Ouagadougou. Executive Secretary should have 

appoint Regional Project Director (CILSS);authority to 

5) Regional 1PM Project Director (CILSS) serves as ex officio 

member CILSS Coordinating Comittee for Crop Protection; 

6) CILSS-FAO-AID designate Technica/Administrative Advisory 

Cnmmittee to implement Evaluation Team reccmendations and to 

conduct annual evaluations starting rune, 1982; 

to7) CILSS-FAO-AZD designate Regional 	Management Committee 

directives or procedures;resolve differences concerning policy 


8) Management analyst review and recommend changes in
 

Management Protocol (Protocole de Gestion) and relationships
 

shown therein. 
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- Food Crop ProtectionB. 	 Technical Recommendations 


Proj ect (Annex A)
 

1) Project should be redesigned to emphasize Integrated Pest 

Manag e ent; 

team should include Sahelian representation,2) Design 

experienced IPM specialists, an agronomist, a project design 

and management specialist; 

Project designed according to a Logical Framework including
3) 

and de-emphasized use 
overall objectives of increased use of IPM 

of chemicals; 

4) Project designed to include demonstrations on fields of 

small famners;
 

courses should also be developed for Certified

5) Training 


FAO-OAU
for the Xaounde Center under
Plant Protection Managers 

auspices;
 

on 	 pests, surveillance
6) Publications should include manuals 

fact sheets and 
guidelines, manuals de-emphasizing pesticides, 


of pesticides and alternatives;

pamphlets on 1PM, limitations 


Regional Training and Exte-osion

7) Project should have 


and Yacunde;
officers at Dakar 


recruit short-team
8) Arrangements should be made to 


and special tc-ics;

consultants in socio-econmics 


9) Team should critically examine usefulness of academic
 

training in U.S.;
 

Centers should be upgraded and 
10) YaoundS' and Dakar training 

with other agencies engaged in 
should cooperate more closely 


training;
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11) FAO Training Off icer of CILSS 1IM Project should relate 

closely to Training and Extension Officers of RFCP Project; 

12) Surveillance and Crop Loss Assessment activity of RFCP 

and 1PM Projects should be carried out collaboratively; 

13) Development of extension delivery systems for IPM techniques 

should be given highest priority; 

14) Research should be concentrated on applied research on 

RFCP and IPM research should be coordinatedfarmers' fields. 

through work groups; 

15) Strict guidelines should be developed for the use of
 

pesticides;
 

16) Other donors should develop policies for pesticide use
 

and management to alleviate environmental hazards; 

17) CILSS should employ one person full-time to assure 

national and organizationscollaboration between international 

involved in food crop protection in the Sahel and surrounding 

areas (possibly place responsibility in the Regional Management 

Unit). 

c. Technical Recommendations - Integrated Pest 

Management Proj ect 

1) FAO socio-eccnamist's position should be filled in regional 

project staff; 

2) Outstanding young researchers should be recruited by FAO 

through relaxation of language and expericnce requircments;
 

3) Farming systems agrcncmistr should be recrui-ed;
 

4) FAO should consider recrui-nent of an additicnal crop.
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loss assessnent expert; 

5) All research counterparts should be full-time researchers 

of Sahclian nationality; 

6) CILSS, FAO and AID should arrange for adequate counterpart 

staff and researchers;for regional projecttraining funds 

plant protection
7) National governments should place future 

of their internship;programs for halfgraduates in IPM research 

Director of Training, Sahel Institute, should chair a 
8) 

newly created CILSS Crop Protection Training Working Group; 

9) FAO IPM Training/Liaison Officer should develop teaching 

packages; 

be carried out on farmers fields with 
10) Experiments should 

attention paid to intercropping systems;proper 
with non-chemical 

11) Counterpart researchers should work 

XPM methods; 
in rice 1PM;

12) AID should support the WARDA project 

future pesticide
13) Project personnel should assist with 

residue monitoring activities; 

defined
IPM function of observation posts should be 

14) The 

and adhered to; 

cooperate on extension 
15) 1PM and RFCP project staffs should 

activities; 

IPM Project national Coordinating Ccmmittees and project
16) 

IPM research and the 
agriculturalliaison between/nationalseminars should ensure 

and crop protection services; 
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17) Annex G-1 should be funded through contributions to a 

single fund by all Crop Protection Program donors, including 

USAID; 

18) 	 The following Working Groups should be formed from both 

and IPM project staff. They should meet regularly, co-RFCP 

ordinate activities, publish manuals and other material. 

Crop Loss/Surveillance/Forecasting/Envirnment 

Biological Control 

Modification of Cropping Techniques 

Integrated Pest Management Systems 

Evaluation ane. Extension 

should procure advice frm outside experts;19) Working Groups 

should sponsor an annual regional plant protection20) CILSS 

research conference, directed particularly at the West African 

region;
 

21) The CILSS Plant Protection Program should employ an inter

national liaison officer; 

D. Financial Management Recamnendations 

1) AID should take action to extend IPM Project until
 

June, 1985 and a revised life of project budget should be
 

jointly prepared by ,UD, FAO, CILSS;
 

should becone basic project2) Life of project budget 

for both financial and adinistrative planning;management tool 

3) USAID Project Officer, CILSS financial manager, CILSS 

Project Director and snior FAO advisor should meet L'iediatoly 

to finalize IPM 1982 budget; 
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4) Overall budget should be broken down and each national
 
component advised their
of 1982 budget;
 
5) Budgeting 
 and financial management should be a responsibility 
of the Project Director's office and necessary personnel resources 

made available. 

E. Financial Administration and Accounting
 

Recommendations
 
1) Accounting systems should 
 include an encumbrance journal;
 
2) Period for financial reporting 
 and accounting should be
 

the calendar quarter;
 

3) Fifteen days before the end of 
the quarter requests for
 
advance fund replenishments should received,
be they should be
 
processed immediately and advances
new received by first day 

of quarter;
 

4) National and sub-regional components should employ full
 
time administrative/accounting 
 officers;
 
5) Internal audits 
should be conducted by Project Directorate
 

at least annually;
 

6) Project account should be entire
for project. Maintenance 
of component financial records should be CILSS responsibility; 
7) Close working relationship should be established between 
CILSS financial officer, FAO financial advisor and USAID 

controller.
 

F. Construction Recoamndations 
1) IPM Project construccion budget and supporting program 
should be forally approved; 
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2) USAD engineers at local level should be assigned
 

responsibility for execution of construction program at local.
 

level;
 

3) AID should recognize simple nature and low cost of con

struction required and seek to simplify its monitoring require

ments;
 

4) Possibility of using Fixed Amcunt Reimbursement (FAR)
 

method of paying for construction should be examined especially
 

for simple observation posts;
 

5) Cost reduction through design simplification and use of
 

local materials should be studied in each case;
 

6) The Project Directorate should play more active role in
 

supervision of construction anc purchase of comcdities to
 

reduce costs on unnecessarl expenditures.
 

G. Procurement Reccmmendations 

1) Procurement plans, specifying what is procured when, by 

whom, by what methods, should be drawn up for each category of 

material and equipment: vehicles, laboratory equipment, 

equipment for field and offices;
 

2) Procurement Plan should be prepared jointly by CZLSS 

Project Director's office, USAID and FAO; 

3) Waivers should be sought for motor vehicles in a timely 

manner and after objective survey of dealers, other users and 

facts of maintenanco, repair and fuel use records. 
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H. Travel Recommendations 

FAO travel regulations, especially
1) National, CILSS and 

as regards per diem should be examined for fairness 
and 

adequacy;
 

2) Travel regulations should Le very flexible as 
regards
 

of travel in romote areas.
acceptable mod :s 


1. Recamendat-ions on Project Delay 

adopt parallel action
1) CILSS-FAO-AID should consciously 

other actions continue when one 
style of management so that 

action hits an obstacle; 

Lvent
2) Sane form of PEIT, Critical Path or Critical 

should be considered. This should be done 
programming device 

in preparation of June, 1982 crop.campaign.
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REFE?,E1CE GUIDELIES FOR IPM( DEVELOPIMENT AND EXCUTION
 

Because-development of a specific.integrated pest' managaeent 

proram depends on mau variables, the lads of pest involved, resouros 

to be proteoted, economic values, and availabil,7 of prsoonel, it its 

difficult to establish absolute gaidealnes. But the following guidelines 

VN programs, regardless of the kinds ofgeneral.ly apply i3 developing 

eop@Fand pest eategories invooed j 

i) OCro Ig assessment and nalsis of the "vest* 

status of each f the re utedly 

In uaous orsni se 

infested with dozens of potentiallyA given crop field may be 

harmutl species at any one tLeo ?or each situation, however, there are 

rmel:7 mor than a tew pest speOLes in suffiienet densi to Ganee 

signifi ant damage. Theme often rocur at regular (and often fairLA
 

prediotable) ixtervals.
 

pests that generaly7 recur replsxr1 and eause eeoenae losses if
 

at controlled are the focal point for integrated pest management
 

programs; th@e are 	kaova a" "ke peosts 

the kM poests eontrast to "oseaxional" or ".eeondarq" posts vehh 

7 son oMse e.f 'the aalattain twadsui" l 	vels oy irAel A, a 

optimal weather or low lncidence of natural biologialenviroment (e.g., 


eontrol) a e partiular2 favorable for their increase.
 

http:general.ly


Another category of pests, "potential" pests, includes
 

reside at sub-economic levels unlesspotentially harmful species that 


agSravated by human manipulations of the cropping system (e.g.,
 

introduction of a new crop variety or use of an insecticide that 
disrupts
 

biological control) which favor their increase.
 

A final category of pests, "migratory" pests, is exemplified by 

migratory species (e.g., migratory a-=yworms or locusts) that do not
 

reside in a given area but occasionally enter it, sometimes causing 

severe damage. 

When derelopinag an integrated pest management strategy, it is
 

taken to manage the focal pests , the
particularly important that actions 

key pests, do not aggravate the potential pests. The improper use of 

insecticides directed at key insect pests frequently has resulted in the 

total fauna of key and potentialoutbreak of potential pest species. The 

insect pests in a given crop may be likened to an iceberg in a body of 

pests (the key pests), those which usually lack effectivewater. The real 

natural enemies, are readily recogmized above the surface ; the 

potential pests, which may reprecent 80-90 percent of all the pest 

species present, are not readily recognizet and will remain innocous 

if their natural enemies are not destroyed. 

A ship nnvigator views the rizible portion of an iceberg as a 

danger signal to a potentially more serious problem and, therefore, 

approaches it cautiously. The IPH cpecialist si=ilarly should approach 

the management of the key pents cautiously in order to avoid the creation 

of potentially more serious problems. 
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The population level that determiines whether a reputedly 
harmful
 

pest status is the "economic th-reshold".species has attained "real" 

the density of a pest population

The economic threshold is defined as 


below which the cost of applying control measures exceeds 
the losses
 

for each of
caused by the pest. Establishment for economic thresholds 

the real pests is requisite to any PM program . 

(2) 	 Establishment of IPM research canability and devisinr
 

and crom protection :
study of trau.tional syst ems 
of key nestsschemes for lowerinz euilibrium positions 

from year to year, but its averageA key pest varies in severity 

economic threshold. This characteristicdensity usually exceeds the 


abundance is known as the pest's "equilibrium position". 

Integrated pest management efforts strive to manipulate the
 

to reduce the key pest's equilibrium positionenvironment in order 

permanently to a level lower than 	the economic threshold, as illustrated
 

in Figure 1. This reduction may be accomplished using three primary 

management components singly or in combination : 

0 Deliberate introduction and establishment of natural enemies 

not(parasites, predatorasor pest disese) in areas where they did 

previously occur.
 

0 Utilization of pest-reoistant varieties of crop plants which
 

cause a reduction in the pest's equilibrl.um position or which simply
 

tolerate the pest at equilibrium position, and
 

a way as to increase
* Modification of the pest environment in such 

the effectiveness of the peat's biological coutrol agents, to destr"y its 

breeding, feeding, or shelter habitat, or otherwise to render it 

haralesa. Examples include man7 well knovn agronomic practices ruch am 

crop rotation, destruction of crop bar-vest residues, and oil tillage.
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Figure 1 

Lowering the Equilibrium Position 
of a Pest 

Pnmary 
management
comolonent 

Remeoaiintroduced 

measures 

t7hresnoid Ecullitnum 
portion 

Trlme ----
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raise the equilibriumpest 	management practices can also 

For example, repeated applications of insecticides
position of a pest. 

equilibrium
may des -oy natural enemies, thus creating a higher 

regulated by its enemies. A basic position than when an insect peat was 


to lower the equilibriumfeature of IPM programs is to devise ways 

avoiding practices that create environments
positions of major pests while 

favorable to pests of Aeconda-y i=portance.
 

(3) 	Surveillance methodolocy and
 

decision mnkinK about pesticide use
 

of natural enemies, resistantUtilization of the best cobination 

need forvarieties, and environmental odification may eliminate the 

key pests except under unusual circumstances.
further action against many 

Nearly permanent control of key insect and disease pests of some 

achieved by integrating suchagricultural crops, for example, haz been 

cultural practices as plowing and tim.ing of irrigation with pest

resistant crop varieties and conservation of natural enemy populations. 

For the occasion when the key pests have fl-ared up or the
 

aecondar7 pests are out of control, remedial measures wast be taken 

(see Figure 1) ; pesticides may be the only recourse. In integrated 

pest management programs, selection of the pesticide, dosage, and 

tratment time are carefully coordinated to avoid ecological disruptions 

and other problems associated with the improper use of pesticides. 

the remedialEconomic threnholds serve to identify when and where 


measures are truly Justified.
 

Monitoring.and survellAnce are essential to integrated peat 

are dymazic, sometimes more than doublingmanagement. Pet populations 


LA a few day or decreasing at A comparable rate.
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Because weather, crop growth, natural enemies, and other factors that 

affect population growth and decline are also changing constantly, pest 

populations and the parts of the environment influencing their abundance 

must be inspected frequently in order to determine when to apply or 

relax various control measures. Only through monitoring and surveys can 

the real need for control be known and the natural controls maximized. 

How monitoring and surveillance are conducted depends upon the type of 

pests involved, environmental conditions, and economic resources. Light 

traps and traps baited with natural or synthetic lures have been used to 

monitor a Aide varety of insects. Some soil-borne fungal and bacterial 

pathogens and nematodes are detected by soil sampling techniques. Other 

monitoring procedures involve even less sophisticated procedures and very 

little expenZe..Scouting the crop fields and recording information on pest 

abundance and pest damage to the plants are the most commonly used 

procedures.
 

(4)Ex ntsion to farmers (demonstration antdy areas),
 

tvain:Ln Pro.ramn,-and coordinative mechanzhs.
 

The ultimate test of integrated pest management is whether or not the 

farmers use it. New IPM technology offers no real utility to any one unless 

It is adopted succt..sfully by the firmers. Therefore, crop protection 

specialists must develop educational materials and guidelines for IPM 

implementaticn which can be understood and utlized by farmerrs with no 

great difficulties. 

Many of the farmers in west Arica are illiterate or harely literate. The 

requirements of these per-ons differ substdntlally from requirements of 

the 11terate farmer%. 
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Integrated pest management schemes, closely synchronized and integrated 

into optimal crop production systems that are essential for long-term 

profitable farming, will necessitate good communication and cooperation 

among all tY.- persons involved in the crop production systems. It is 

especially important to develop feed-back mechanisms from the farmers 

to properlyand extension workers in the field to the research workers as 

guide the evolution of IPM programs. 

Training for persons at all levels - extension workers at the farm village 

level, research technicians, scientific experts, supervisory staff, crop 

protection officials, and the farmers themselves -- is essential to the 

development and implementation of integrated pest management. It is 

essential that the crop protection officials understand the principles of 

IPM and that expertise in its application is developed appropriate to 

the level of their activities. To get integrated pest management established 

on the farms, field workers must explain and demonstrate the advantages of 

the approach. In turn, they must have the support and understanding of 

theirsenior officers. To enable continuing improvement and development 

of specialist services, particularly identification of pests and natural enemy 

species, additional training is required for the research participants. 

of research, educational,Coordination and cooperation among personnel 

and operational agencies are critical to the success of integrated pest. 

management. Without effective mechanisms for coordination, unnecessary 

duplication of e&fortrmny result, and the research, educational, and 

operational activities may lack the coherence essential for developing 

and implementing a cohesive IPM strategy 
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APPENDIX 7
 

FINANCIAL TALZS
 

The follcwing tables we prepared ca the basis of :Brian. reports 

ad estimates received frmm FAO and MITS/UGR szolemmted by cost estimares 

prepared by the evalua=tcn rei engineer. Certain assu=icn are refl.ected 

in the esmtes. 

The costs for Persomiel, travel, operaticns, r-= srtcticn, equip.et 

and vehicles are based on the original pro dasign. Price lnt-lati 1as 

been taken into aacnmt for equizEir, =nst:uLcicn and vehicles. .=.=e 

fux.lher price inflatin, estimar.ed at 10 pert-ent per a=.3n, has be= =plied 

in estimating cperating costs for t&e years 1982, 1983, 1984 and te first 

half of 1985. HEvxer, no additicnal pgr costs are included. There 

are no es -nte- included for additinal csts fcr added pers-nel, in

=eased rma~ing, =al=7 3=plarita not previousl approved, ci~ges in 

tvel allcwu'.e polx7, e=... e have not been inclu-Such cost -tsmaes 

ded for d~re reasons: they rrpreseat policy deci ,i=r have not beenrt-T 


made and may rzt be made; r-hel reresnt project redesign e1 i "Pose 

costs cxmt be estimated t ti1 project redesign i cmpleted; t.hy pro

bably r.pr scn relati-mly mi-rr ch=rgcs in total project ccs:txnn cnPaired 

to cost e-cl1-tic-m rculr.--g -- = inflatim, the pass;,e of t-' =Ad tha 

streth-Okut of t.0-project ovaztirc. 1'csr :7Uch costs, 11 they do cccur, 

ci probably be iw.: by buget shifts within the larcr ordcr-of-mid.d 

bWxdgcc esrizntes containnd in tv tables. 

-viii

http:estimar.ed
http:equip.et


The= gmnt of the budget does include one progr d.cr reCCM

shown as a single=,Lto,. The reginal ,,naege t of the project is 

budget c.=tr-,t. The costs include the equipmnt and operating costs for 

n amag-'=t Unit (Ouag ugou) and Offic ofboth the aist.ng Re 

the Directr (Banko). Both local operating costs and costs for pLrmed 

FAO advisors are included. The basic assu.=Imn is that inilrmtation of 

m iroved m n, gent system, as rec-rzreded by the teia, will result in 

costs nor rportan savings at the =anagtmetneither i=pcr-ant increased 

level since per-scmel to car-7 out mnagerial and tmnag t s.=Ar tasks 

will be little changed. 

All =jor proc.mayt and cons--uct.om costs have been shown as 

in cal e'nd year 1982. This was ne partly for conplamed expenditures 

vmice. In the absence of a detailed procmnzmt pL, and at the pre

sent stage of construction pLmnig, allocatin of costs over 1981 and 

occa= in t.e last hlf of 1981, is izcossible.1982, if any major cost. 

howevxe, does include ,in izpicit mr==gerlialAssigning the costs to 1982, 

of =njc- it cd fl=tin of essenial=% Crecomndation. oo=rmct 


to cciP b(!:.d the md of 1982.
faliies =int not be a-tted 

W:Oile Table I presents the dtailed fcnt that hvrJ uhat 

_-4sUi be I -C=- j o -4dsos theyx ~thn, Xnd 4ed, cc wIll be, is 

Table M, that lights t maj or £iacldcc-i=o 'utLirch project u

mz' mnd utdchgucnt, AM)N bwckstopc. and muppcrt, zwmzc" 4 rxrake no 


thay ti~ht wish to dafer.
 

aLxf 
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Fro Table 7l u- can see that anticipated expenditures by t-end 

epected to total just over $3.5 million. An additionalof 1981 are 

$11 plus millio will be needed to carry the project otg 1982. 

Aed t si:c to the Project Agreemn brought the total obligat m of 

funds to $9.9 million of utirh $6 millicn is cbligr.ed for FAD costs, 

$2.9 millic for local operating cost.s and $1.0 millio unallocated or 

in process. 7he fmds allocated for FAOea~ed for proc et now 

costs should be mlfFiri tr g 1982. Ftzids for cc=nu:.icn, promi.

rment and local cperating costm are rnot sufficint. To c-.f the 7r'j ect 

ndtbrc=g &-e year AID should be prepared, after ravi-aw of akTnd'' 

imlananvrrirtn status, to obligate anther $5 million of FY 1982 f~ma 

in the secccd quxrter of that fiscal year. A decision as to Fset, r 

1982 or even early 1983.
 

Tzble 11 unrs clear t!7 7 dec icn to increase li!e of project 

fuing at dis time .uld be quita prIre=.=. Within the origirtal Project 

.4.d to carry outr the projectcost estimite of $2.5,ZSO,CO0 are stxffi-It 

or nine -,ths into FY 1984. C-rtain7y, ,uhst=tnal"mil lc= Jm e 1084, 


f=13 4 ha fdlut d year will pobabl 7 have a -latrl i
to b c rarly n 

FY 19&4. Ikv!wAr, url deciion to cirease Life-o.f-project _-.i2ng shUld 

be deferred for at least r-wo yr.arn, to pert: chs e-rratian d fjrth-ar 

evaluarion of przJect izp~zaataJin. 
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Table 3 

Regional Food Crop Protection Project
 

Available Financial Resources: June 1981-June 
1982
 

a careful design of Phase III will take several 
months,


Inasmuch as 
 was asked to review briefly
the evaluation team financial advisor 
availability of funds and indicate whether they 

were or would be
 

June 1982.sufficient to run through 

The following table summarizes the information obtained:
 

Estimated Funds 

Country Comonent 
June 1981 
Pioeline 

expected 
costs 

available 
1982 

Senegal 1,556,571 500,000 1,056,571 

Cape Verde 426,185 150,000 276,185 

The Gambia 584,192 300,000 284,192 

Guinea-Bissau 753,027 550,000 203,027 

1,819,9753,319,975 1,500,000 

to runcomponent are expected
Expenditures for the Ma.uritania 

With a 
between $315,000 and $360,000 over the next 

ycar. 

of June 30, 1981,


pipeline balance of about $500,000 reported 
as 


an estimated $150,000 could be considered 
an added to funds avail

able to the project as of Juie, 1982. 

expected tothe 1981-1982 period are
Expenditures in hali over 

just about equal allotments made. The balance as of June, 1982
 

is expected to be negligible.
 

Conclusions:
 

project through the Phase
 clearly sufficient to carry theFunds arc 

design period. As the two projects are considered, Phase III 

ZII '~uld be made
careHuT financial review
and extcnded 1UM, a very cost 
of all .nancial projections. pQa-icularlQ 'witha view 

to 

savingi in 1982, the critical high expenditure year. Cost savings 

with careful budgetn.g of the substantial balance 
on IPM combined 

1 1982 and oarly FY 1983 financial 
indiCAtad Above might wall -ak* 

great deal aa=Iar.planning a 

-x2Li
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APPENDIX IV
 

M ISSL= 	 ORITFSM PAY MRaF OR 

ASSTMCVQ CF AD=IWAL MSThfl'= 

The Team mentions this issue because it was raised 

course of the evaluation. USAIDrepeatedly through the 

Ouagadougou undertook cn September 10, 1981 to poll all 

RFCP and fM project countries for current data on the sub

evidence
ject, i.e., host 	counzry policy- AID Mission policy; 

paid for what. The USAID 1PM Projectof bonuses being and 

Manager has found that "research bonuses" were included in 

the original IP4 Country Operating Plans. which received 

These bonuses were to "encourage/
region-wide A.ID approval. 

work with FAO
stimulate/reward agricultural researchers" 

Later proposals for "management bonuses" 
experts/technicians. 

USAID Upper Volta andwereor "position bonuses" rejected by 


the Regional Economic Development Support Office/West Africa
 

intended for IFM count-y directors and

(These bonuses were 

accountants). 

N.B.: The Team has recorended full-time, adequately prid 

accountants for national components, therefore, any such bonus 

question moot. 

the efforts by the
The Evaluation Team endor!.,s current 

this problem based on
USAIDs to reach an equitable solution to 

law and practice. One thoul-htful Salelian for-ulatcdcurrent 

-. Wv 



as follows: "As concerns the TPMhis thoughts for the Team 

project which has the peculiarity of straining at the 

imagination in very specialresearcher's initiative and 

for actions really concludedfashion, bonuses well-conceived 

and the certain guarantee of project success."are the key 

societies short of trained manpower, where the competition
In 

focuses in manyamong assistance-funded development projects 


a
instances on the incumbents of key management positions, 

success". If so and ifproject bonus may .e the "key to 

paid, no individual should be extravagantlybonuses are 


than one donor support a single
rewarded nor should more 


individual's management talents.
 

In those cases where an "incentive pay" or a "cosrand
 
is built into a host country's perso-nelresponsibilit"~ bonus 

paid, ascompensation system, included in its budget system, 

not funded -it h external assistance,appropriate to persor.iel 

should be easily justified as a priject
payment of such costs 


cost and covered as part of the assistance being financed. 
We
 

recomiend that this subject be taken out of the realm of 

myth and philosophy and an ex.perienced, Francophoneguesswork, 

be called in to study the problem andporscnnel administrator 

make an agency policy reco- cndaticn. 
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APPENDIX V 

ACOI MMD ABBEMATIMIS 

AMQ : Ac-celerared Cop Production Officer 

de la R±7-ultteAflRA : Association pour le Developpmet 
Afrique de 1'Ouest 

AGR :Agricultt~e 

AGRE2M:Centre pour 1'Agriz~lture, 1 'HycLologie et la 1*terologie 

Quzmey) 

AI :Age:cy for Inte-icza tDveo i 

AID/T/AR :Aid Office far Scime, Tech1-oloy and A~icAture 

AID/W :Agav-y for- Internaranal Deve1cpmr/Wahing=o 

AM : ~Amri a Ccra.cD 

APIM : Anirml ?Lmt Fxzltah Orprnization Service 

1A : Aricultural esearch 

AM : Assist=in IReiaa Traii-ring Officer 

AZA : Assistant Tec&i M Agriccie 

BPMA : Em~qu Africcine 
de 1'AE-ique 

pour le Dcveppt Eco=.qu 

B.S. : Bachelor of Science 

BAN.. : Banque Intcar-L=L1O Volza!itm 

CAD : cam=uL~Ecoz~iue de 1'Afrique do 1'Ouest 

CIBC : Camwakh In~t~izr of Biolo&ical Control 

:Cowcrt-.xn far Inter aicnal a-p P~r.OCtin 

CZ :C~nL~io Inrcrnatiyi Dlom1c~ Agcmcy 

MISS : Ccite Parrnnat intr-6tat de Lurt ocnori la 
S~chereszne d=zn le Sahel 

cnw:Cno Inren~ai.oal p.ara Yrijari-ito do Xma y Trig 
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O=A : Ccnsuktaciv Grc'= cn Inte~ad.i".al Agricultural Pasearch 

CM : Cm= Local &- Dvcppnt 

COP :Coui~y OperatirZ PIlzn 

COFR :Cnter far Ovrsreas Pest Rseath 

CER : Cme d'Zx~r,-icn %.--al 

(7A Fzric : Fr== de la Cammxid Fi'an=iire AL-icai=a 

am : Cne 'Nadzrua1 &oPi-r Arrxiq 

CP : Cditicrz ?-rece6s=t 

CPO : Cc==! 1?r=jecz Ofi9zzr 

CFE7M. :C-ro~ ?Raral de 71c H4- do Daaia itcnizaire 

CFM :C4--re ?it '.al. e -r.Aatc J i do Yfactmdh 

EEC ~ Eucpeum Eccrir Cxm=ar. 

e.g. E~l-

ESCS E==i., StLi- Cxcpcratives & SarAcc 

mA Fauis d'At. cc de Cx-x~aicn
 

AOFoodI xrdAiur~ ~~~tc
 

R2:Food Czap Pa~~c
 

FY FiCal Ye=r 

G 2 :Arrxx G 2 

- xvi ±in 

http:Inte~ad.i".al


IC11E : ntmatimal Cemnte for Insect Fhysiology and Ecology 

ICISAT : Inteatcnal Crops Research Institnxte for Sei-Arid 
mropics 

a~. : 'lit is 

im Intmnaana Ins.te for Tropical AicL1t~e (Thadam. 
Nigri) 

liD : Int~natinal Labor Ognzta 

Internaticmal Develop== Research Cnter (Caaa) 

Integmted Pest Y-mgcxrt 

nwFc? Integrated Pest Maaga~t / Food Crap Procecti 

flNAH Ins-- Sahdu 

~ANInsitt Nadicial de RhcreAz .rx'e du Nigo-

n~vT Isritu de Ra&=Chcrh 'a ocxiTrpzJ 

ISRA : SrgaI de Pe&==rhe Ar~~~ 

=kIflg&,iL des Trv~A.,ricolzs 

IVRAZ: Inst.-t Vo=Iq!je de Rc-herche Agri:zzi1. 
et ZOOtedmniqu 

M.S. :Master of Sdiir=c 

N.A. :Non Applic..ile 

N.B. :Nota Ee 

Npp: NatiLmal Plant Prtwti 

OAU :organiia for AL--i=a ILki-ty 

=Eoi .ant~atin deC~~itc do Diopczm Ec~q* 

di. LL=r-e AMi--AvUL-ir 

CEC) : O.znizati for Econa-zic Ccpra-.tc mud Dr-vlapu= 

OICJP OiAai~ Interraticr.l p'r- 10 C-rique 

Mir~r A-fricain 

.XLX 

http:Ccpra-.tc


c 

ai1S 

0M 

a~sai 

CsM 

PAPM{ 

PASA 

PCv 

PES 

PE= 

PhD 

: Orgisam 11diale du TrzclvatJ 

: Or=isaticn de Mise en Valetx du Fleuve S~iigal 

: Orgmisatica 1igimale de D~mekppez~r 

: Office doeRecherche Scioatifique et: Tedrxiqe 
d' Ou.e4Yj= 

:Office for Special Relief Cperaticrs 

Point d'Appui ec d'L -4mtatkn M1t±-Iocal 

:P~t.cIpating Ag.c7 Servke Agremr 

Peace Carps Volt~rew= 

:Proj ect Evaluati= Suna-try 

Pror Dvcluatiicn Re-rim Tec.'iqi 

: Doctor of Fni~oscphy 

PIL : Project T.&jMr-jc-i Let 

P10/C 

F.4D 

PP 

Pmo Ag 

Pv 

: 

: 

: 

: 

: 

Projcc: IrDlemntaricn Order/Ca=ditias 

Progrmri dcii Nadcr Uie pcur le Devu1pp 

Project Paper 

Project Agrec=xnr 

Pracecticn dces 

ITTI :Regirnt Eccrmic tDrm1cpr~t Sarzic Oni~idc 

RV 

RPM 

1pgimia1 Yc;=rm-d Cc 

:RPgical XxMrxv 

Regional ?-Onmt.x~ 

Lvuct 

n1 

c 



1=. R~agi anfainlig Cm=e Lbit 

P=- : Paial ±zaining Extesicn Offie 

lao :Regional Training Offize 

SAD : Societe d'Preigerm= des Z=~n duDet 

:Semi Arid Food Gra-in Researh mid DevelomeSAYGRAD 

S-3 R-3 :Speaking-3. Reading 3 

SEU : Sahel Food Crcp ?ro=tecic 

SO1EVA :Societe de Dc 1lppcmm~t et de V 1rsa~n Agrico)A 

sm : Scimtik =.d Tec. '.ic.Q Rasezrc-h C= icn 

UN : Lhited Natifcn,. 

: United Mizinm Do-vclcora-:- r 

UN[FA : Lkited 14isFo =.d iUL~±OzL~c 

Un:Lite do Ct-s!jicn jfxat 

U.S. : Unized Stara~ 

USbit:eriut Stamrs Agmcl -1rItmatiolDfvek 

US~k : United States Departm--n: of A7,1ur=e 

tSEA : United StatrsI rnt1 A~ecy.3~cr~ 

viz :Nzrtly 

WAJ~k : est Af-rcA Rice Dwml1~rinr, A&MC7 
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