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I. FOREWORD

The CILSS-FAO-AID Integrated Pest Management Research -
Regional Food Crop Protection Evrluation Team assembled in
Washington, D.C., on July 15, 1981, for meetings and briefings
on July 16-17. The Team departed for Africa ou 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 wisits to the remaining
five countries -~ Cameroon, Cape Verde, The Gambia,
Mauritania, Niger.

*August 3l-Septenber 13: consultations, report writing and
compilation of supporting data. Also held preliminary
meetings with CILSS-FAO-AID principals.

*September 1l4: 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 to AID Ouagadougou for further
action in accordance with the agreed Terms of Reference

*September 17: team departed Ouagadougou with assigned

mission accomplished.



The Team draws the reader's attention to a variety of
editorial style and language in the report narrative; some
diffarences in organizaction may also be moted. These resulted
from a conscious Team decision, because of stringent time
schedules, to give priority to substance over form. For the
record, individual Team wembers éoncencraced their principal
efforts as follows:
*Dr. Thomas C. Izvin, Overall Future Management and
Direction of .. -Program

*Dr. Dale Bott=ell, Regional Food Crop Protection
(Ammex A of CILSS Crop Proctection Program)

*Michel Lantagne, Construction and Zquizment for
Integrated Pest Management Research (Anmmex B)

*Parke D. Massey, Financial, Budgetary and Management
Systens for IM

*Dr. Patricia Matteson, In:eg:d:ed Pest Management Reseaxch
(Amnex B)

*Sareme Moussa, collabtorated on Integrated Pest Management
Research

#Richard Strong, collaborated on econcmic and socio-econcmic

sections of both Annexes A and 3.

*Chamming Fredrickson, although not a formal Team membex,
provided valuable advice and cocmentary om various tecknice
and administrative portions.

*Charles Wilding-white, provided valuable financial-acmiznisc
tive outlines prior to an wmicztumate accident which forcec

his wichdrawal frcm Team activities,
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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 transiation
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 translators/intefpreters.
Both were, in fact, much more. Their perceptions and observations
along with thelr tiveless participation in the report preparation
and délivery activities added substarce 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, invnlving many organizationms,
countries and individuals, cannot be sﬁccessful withou!. cooperation.
We have included at the end of this report, a list of the people
with whom the Team had opportimities to work, exchange ideas and
learn. A specicl note of thanks goes to all those. associated with
CILSS, FAO.and "ID at all levels; their time and knowledge were
vital to Team accomplisiments.

Ouagadougou, September 16, 1981,
Dr. Thomas C. Irvin, Team Leader
Dr. Dale R. Boctrell
Dr. Patricia Matteson
Sereme Moussa

Richard Strong

Michel Lantagne
Parke D. Massey



II. EXECUTIVE SUMMARY

General

In the wake of the 1968-1973 drought, six (later increased
to eight) Sahelian countries formed the Permanent Inter-State
Committee for Drought Ccntrol in the Sahel (geiierally 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 65 achieving self-sufficiency in
food crop production.

In the mid-1970s, CILSS with assistamce from the food and
Agriculture Organization (FAO) and the U.S. Agency for Inter-
national Development (AID) formulated a coﬁprehensive program
for Crop and Post-Barvest Protection. Anticipating this
Program, AID lauached a Regiomal Food Crop P: otection (RFC?P)
Project in 1975 assisting five Saheliaﬁ md two neighboring West
African countries. Ultimacely, this project served goals and
objectives outlined ia the CILSS Program for reinforcing the
development and expwmsion of national plant protection services.

CILSS-FAO-AID deliberations also produced the framework
for a second project aimed at providing the Sahelian farmer
with the best ajailable methods for czop protection through
pest contrnl. This injtiative grew out of the CILSS Program's
stress under Ammex B on a project for Integrated Pest Management
(I’M) Research. When commenced in February 1978, this AID-funded

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 gvaluate the administrative and
technical progress under the RFCP and IPM projects.

Curtly sﬁated, the evaluation objectives stressed a review of
management structures, technical capabilities and coordinatiomn-
liaison relationships as related to both projects. The Team
was required to produce a set of recormeadations that would

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

Phase III and (b) providé a basis for revision and restiucturing
IPM Research. In the paragraphs that follow are short
descriptions of the current status of techmical affairs in the
RFCP and IPM Projects followed by highlights of the review of
their respective administrative and financial progress.

RFCP 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 aé Phase II, authorized oo March 19, 1979, provided
$8.323 million. Phase II will terminate 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 prusently 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 Projert has funded academic

training of four Malian students in the United States.



The RFCP Projecc.has supported a range of activities with
emphasis on building up the national plant protection (NPP)
gservices' infrastructures. This has been accomplished through:
(a) university training in crop protection for NPP Service
personnel, regional training facilities at the Project's
regional centers in Yaounde and Dakar, and in-country training
for government officials, NPP service personnel, extension
agents, and a limited number of farmers; (b) increasing the
NPP services' staff of technicians and crop protection (inﬁer-
vention) brigades; (c¢) supplying the services with vehicles,
pesticide application equipment, and certain other equipment;
and (d) and sponsoring comstruction required for office,
teaching, laboratory, and storage'facilities. In additiom, the
Project has sponsored work to determine the losses caused to
food crops by various pests, pest surveys CO determine the
kinds and seasonal abundance of pests on selected crops, a
1imited amount of research on alternative methods of pest
control, and some work on extension of pest management technique:
to farmers.

The Project unquestionably has succeeded in strengthening
the organization, training, and equipping of the NPP services
in each of the participating cduntries. It also has increased
awareness throughout the Sahel and surrounding areas of the

importance of pest problems and the need for crop protection.



The Project has failed, however, to show significant prog-
ress in developing and strengthening a system for extending IPM
technology to farmers. This is a serious deficiecacy and one
that must be corrected. Otherwise, new I™M techmology 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 dacé have been the NPP services; thesa cervices generally
are not involved in any aspect of crop protecticn other than
intervention with pesticides. It was concluded that the poten-
tially most harmful impediment to IFPM in the Sahel aﬁd surroundis
area is a continuing proliferation of extemsion and intervention
efforts which favor increased pesticide use. Experience from
around the world has shown that once the chemical contzol
strategy has been adopted the chances for I?M are severely
reduced. As presently}structu:ed, the RFCP Project is fostering
a climate favorable to increased use of the chemical comntzol ’
strategy.

Recommendations are offered which, if adopted and followed
by the design team, will restzucture the RFCP Project curing
Phase III as required to develop programs and pclicies that
aim toward a cohesive regicmnal effort in IPM develcrment and
execution with much less emphasis on umilateral chemical contzol

oeans.



CILSS I®M Project Evaluation Findings

The CILSS Integrated Pest Management Project was created
to strengthen national research capabilicy toward developing
appropriate IPM techniques for extension to farmera. To %u.ls
end, Phase I was started to build laboratories and other infra-
structure, establish an IPM research program, evaluate cIop
losses and the relative ecomomic 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.
activities did anot commence until about September,'1980. Chad
has not been a project participating cowntry since its civil
war, and acministrative conflicts have frozen operations in
The Gambia. In Mauritania, Senegal, Cape Verde, Mali, Upper
Volta and Niger, modest gcientific programs are in their first
gseagon. Construction has begun only in Senegal. Most national
programs trained observers in 1981, and eicher established
observation posts or chose their sites. Thus, progTess is
just beginning and an extension of Phase I to June, 1985 will
be necessary to attain project objectives.

The evaluation produced general recommendations on researct
orientation and staffing. Problems with adequate provision of
funds for training counterparts were addreased. Means were
reccumended to ensure c90rdina:ion of regional crop protection
training, an adequate oxconaion effort, and better regional and
{nceranational liaison, both within the project and between the

I°M Project and other plant protection program3.
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Coordinated Project Management - Evaluation Findings

The Evaluation Team recomiends 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 recccmend that
Phase III of R¥CP commence in Jume 1982 (enough budgctary
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 thea rim in tandem
through June 1985, allowing for three successive field campaigns
for IPM Research and corollayry re-orientation of NPP services
toward integrated pest i1anagement principles and methods
(extension of IPM will require the allocation of funds in ad-
dition to the planned $25.3 million).

Our recommendations on management address all three
prihcipals: CILSS-FAO-AID. We reccmmend that AID orzanize a
Joint IPM/RFCP office in AID Upper Volra, transferzing RFCP
direction and resources from Dakar. We assume a f£irm link
between both projects through this joint office. On the
CILSS side, we recommend the transfer of the Regional IPS
Office with its Sahelian and.FAO staff frem Zamako to Ouaga-
dougou and the appointment of the Regional Direcror by the CILSS
Executive Secretary (or following an arrangement already working
betueen CILSS and the World Meteorological Orgzanization for
AGHTRMET) . As concerna FAQ, we reccmmend that CILSS and AID

agree to veat in FAO the technifcal direction of the IPM Prolacz
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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, ALID-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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III. WHAT IS IPM?

Integrated Pest Management is the maintenance of pest
populations at economically insignificant levels with a minimum
of envirommental disruption through the use of a variety of techniques
based on an understanding of the ecology of the pests and the
field environment. The role of pesticides is minimized in favor
of such methods as the use of resistant czop varietles, the intro-
duction and augmentation of the natural ememies of pests, and
changes in the cropping gystem that work to the detriment of
pest species.

The concept of integrated pest management is explained
further in APPENDIX 1.

Though the term Integrated Pest Management -- OT I?M -- was
coined only recently, the use of certain M techniques can be
traced back many decades. 1In fact, traditional farmers in Afzica
have practiced a form of I°M for centuries. Through trial and error,
natural selection, and keen observation, the traditional farmers
developed cropping systems cthat "integrated" certain fundamental
IPM components. = For example, the highly laborious system of paddy
rice culture along the river systems probably evolved, in part,
because 1t was the most practical.siscem to manage weeds. The
procédures of submerging weeds into puddled soil, transplanting
seedlings old enough to compete successfully with 1ate-germinating
weeds, and flooding are known to be effective in weed management.
The selection and u=se of,local varieties of crops possessing

ingect. pest or disease resistance, interplanting and rotatiag
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different crops, natural environmental and biological comtrol
factors, burning, use of various aromatic herbs or 2lant olls
to protect -he grain in storage, and destruction of harvest
.residves -- these and various other traditionmal 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 mast 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 inpﬁts, and sociological con-
straints). However, the successful development and exeuction
of any IPM program reqﬁires certain essential steps. These
steps are listed in the reference Guidelines for IFM Development
and ‘Execution which appear in APPENDIX I.
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IV. OVERVIEW - CILSS CROP AND PQST HARVEST PROTECTION

PROGRAM

The Permanent Interstate Cbmmittee for Drought Comtrol in the
Sahel (CILSS) was formed in March 1973 by six Sahelian countries -
later expanded to eight - in the aftermath of the disastrous 1968-
1973 drought. The Committee's purposes included preparation for
any future emergencies, jusurance of staple foods production and
acceleration of aconomic and social development. In the latter
context, Committee member na:idﬁs- jnventoried their own resources,
but more importantly, looked to the international donor commumity,
part of which had organized itself by early 1976 into the Club du
Sahel.

The United States rasponded to the Sahelian plight by launching
a ten-yea: crop protection program in early 1976 (planning actually
began in 1974) to assist CILSS member nations and neighboring countrie:
with similar drought problems. This institution building project
focussed on the national crop protection services through the medium
of technical advice, practical and academic training infrastTucture,
and equipment, including vehicles.

Later the same year, AID, FAO and CILSS launched a major
collaboration and cocordinacion program: Goverrmment Consultation and
Post-Harvest Protection Needs in the Sahal. Successive meetings
and design team activities led to adoption by the CILSS Council of
Ministers in April 1977 of a Comprehensive Program for Crop and
Poat Harvest Protectiom. Combined strategy and program proposals
wnderwent review and approval by the Club du Sahel in May-Jume

1977. The details achieved elaboration in six principal projects:
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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 Protectiomn (Anmex 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 Anmex 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 activit§ 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) aad grain-eating birds
(Quelea quelea)) and OICMA (concentrating on the migratory locust
(Locusta migratoria)); EAO 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 Govermment for the training
activities, while development of documentation capabilities

is under donor consideration.
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The Terms of Reference agreed by CILSS-FAO-AID in Quagadougou
on April 27-28, 1981 direct Evaluation Team efforts to the
two AID-financed projects undertaken in the framework of Annexes
A and B. The evaluation mission was to "determine progress
achieved, identify constraints encountered during implementation
of project activities and prepare appropriate recommendations
concerning the technical, administrative, finamecial and oper-
ational aspects having a direct bearing on an effective project
implementation. The activities af the mission will be guided
by the folloﬁing Terms of Reference. However, the mission is
at liberty to examine and coﬁment on any other question deemed
essential for project evaluation".

At this point, some genmeral comments are in order. All major
participants - CILSS-FAO-AID - have deviated from their traditional
Toles 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=-
atlions of the Regiomal Project Directorate, whose
responsibilities have yet to be defined or
described. This preoccupation with Annex B has
diverted the RMU and the RCTU frocm their responsi-
bilities under the co-called Management Protocol
for the formulation of overall policy and
procédures for all Annexes and the monitoring

of progress under all Annexes througlh 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
planming documents. FAO personnel - regiomally-
and nationally-basad - are serving principally
as advisors on technical matters, but are not
‘performing key operational functions in training,
design and delivery of infrastructufe, selection
of equipment and vehicles a~d, 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 that of a major Club du Sahel donmor 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 regiomal
significance slowly falling through the cracks. Authorized for
funding by AID in 1977 and agreed between AID and CILSSVin
February, 1978, the IPM Project has long since passed its thizd
anniversary, yet it can hardly be described as more than just
underway. Scme $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 the practical
manager an opportunity to rectify planning errors and decisions,
abandon ineffective methods and plot new courses. The Evalua-
tion Team is askeéd 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 Evaluation Team members encountered litanies of
.name-calling, blame-laying and finger-pointing. CILSS function-
aries at all levels are confused aad 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 thei:.roles and relationships -
both basic prerequisites for effective internatiomnal agency
performance. .AID Mission Directors and Project Mahagers are
either passive in their views or overly engaged in day-to-day
minutiae, depending on their proximity to the loeci of problems.
AID tradition does not fit well with "regiomal activities"; AID
managers and technicians understand bilateral projects and take
comfort in them even in the face of changing local policies.
Expanding such changes toc a regisnal 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 rewvise relationships in an
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endeavor o spark momentum in Annex B activities and ensure
close inteération 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 ANNEX A)

A. Participating Countries

The Regional Food Crop P¥otection (RFCP) Project - Phase
IT - is an outgrtwtk of the Sahel Fuod Crop Protection (STCP)
Project. The SFCP Project was authorized in l9i5 for a period
of four years (625-0916 in the AID system, approved on June 28,
1975) and is referred to as "Phase I" of the present project.

Phase IT is a three-year extension of the Project and was
authorized on March 19, 1979 (625-0928 in the AID system). This
phase will terainate on June 30, 1982. (See APPENDIX II, Tablé 3)

Six countries are présently finded by the Project:'Senegal
(1976), Camerocon (1976), The Gambia (1976), Cape Verde (1976),
Mauritania (1976), and Guinea-Bissau (1978) (dates in parentheses
jndicate vhen the countries joined the Project under Phase I).
Chad joined the Project in 1976 and participated wtil March 1979
when AID terminated its agreement with Chad.because of the country's
war. 1In addition, the Project has funded the academic training of
four Malian students in the United 5-ates.

B. Purpose and Background to Phase IT

The purpose of Phase II was stated in the AID Project
Paper, as follows:
1. To encourage and facilirate the extemsiou of IFM
concepts and techniques to food czop farmers by:
a. Strengthening the organizatiom, training, and
equipping of the National Plant Protection (NPP) services in

each of the participating countries
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b. Developing and stréngthening a system for
extgnsion to farmers of IPM concepts and techniques, using
training and demonstration, and

c. Utilization of national agricultural extansion
cadre and agricultural training facilities as elements in the
above system, including training of those cadres in IPM concepts
and tachriques, and incorporating such training in institutional
curriculums.

2. To strengthen the capacity 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 services to

combat and control gésc infestations of major threat to food cTops,

which are beyond the control capacity of individual farmers.

ATD persomnel evaluated progress of the Project near the

| conclusion of Phase I in 1.978. The évaluacion appeared in the RFCP
Project Paper. The evaluation showed the most significant accomplish

ment during Phase I to be the building up of the NPP services'
infrastructures. This was achieved by ' "aining NPP service per-
sonnel at U.S. universities, increasing the services' staff of
tecﬁnicians 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 two

regional training centers, at Dakar, Senegal (completed in February

1979) and Yaound&, Cameroon (completed in October 1979). Phase I

i
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also spomsored various in-country and regional short courses,
seminars, and ﬁorkshops on the application of pesticides and
other topics related to crop protection.

The RFCP Project Paper for Phase II stuted that Phase
I... "had achieved the most important elements essential for
embarkation on Phase II, although the project suffered delays
due to language training needs for advisors, delays in recruiting
advisors, comstruction slippage, and difficulty in getting
delivery of all required commédities on a timely basis'.

The Project Paper emphasized that Phase II would focus
more on gearing up training and othexr activities as required
to encourage and facilitate the extension of inteqrated pest
management concepts and techniques to small food crop farmers.

C. Status and Problems

1. Training

Training, structure ! for extension agents, NPP
service personnel, and trainers such as those at the Dakar and
Yaounde 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 Project is sponsoring
academic training for participants at several levels, as shown
in Table 1. Seventeen participants have already received or
are presently receiving training towards the B.S. level; two
towards the M.S. level; and two towards a two-year progranm.

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



23.

TABLE 1
ACADEMIC TRAINING IN CROP PROTECTION SPONSORED BY THE RFCP PROJECT

Participants Nurber of Participants Trained at Level IndicatedL/
Country _ B.S. M.S. Two-year Program
Senegal 3 1
Cameroon 3
The Gambia 4 2
Guinea-Biscsau 2
Mauritania 4
Mali 3 1
Cape Verde 1

Total 17 5 2

l'-'/Of the 24 participants, 20 are still in training; three have
graduated; one trainee withdrew. B.S. and M.S. degrees have been
or are presently being.pursued at Oklahoma State University, '
University of Florida, and University of Georgla; and two-year
programs at Amadu Bello University (Nigeria).
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The Yaounde center, '"Le Centre Régional de
Formation Phytosanitaire de Yaounde" (CREFPHY), has been
utilized almost exclusively for training Camerconians (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 Rééional
Formation Phytosanitaire de Dakar" (CREFPEYD), has been some-
what more involved in regional training chan the Yaoundé center
has been. The training at Dakar has been developed for a range
of trainees: NPP field and acdministrative 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 Yaoundd or the Dakar ceater has attracted
many .trainees outside of Cameroon or Senegal. However, the
centera' 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 perceatage of cime.

The centers have produced many useful training
materials, viz., fact shecetsa, 35 mm slide sets, and short course
syllabi relatzed to pest idencification and crop protection. In
cooperation wizh selected resouzce specialists, the centers are
preaently developing aseveral comprehensive manuals and handbooks
on specilal zopics (weeds, pescticide management, plant protection)

which will be uzed {n training. The centers plan to initiate a
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TABLE 2
REGIONAL TRAINING SPONSORED BY RFCP PROJECT THRU SEPTEMBER 15, 1980£/

Approximate Number of TraineesAParticipating,in Course Indicated
DARAR TRAINING CENTZER

Introduction
Basic Insect to Research
Identification Pesticide Facilities Pesticide
and Crop Pro- Use and (Incentive Applicator
Trainee's tection Safety Course) Certification
Countr (2 weeks) (5 days) (5 davys) (2 weeks)
Senegal 38 200
The Gambia 12
Guinea-Bissau 35
Mauritania 10
Mali 2
Cape Verde
Total 52 200 12 35
TAOUNDE TRAINING CaNIER
Biology and Plant Protection
Control of Management and
Insects, Agri- Zquipment Use
Trainee's cultural Fair (length of course
Country (1 davy) varied)
Chad 7(?)
Camerocon 120 340
Total 120 340

L/In addition, both centers are now developing full course moduleg

as well a3 slide sats and information sheets on specific pests. The
training section has also Sponsored two internacional seminars ac
Dakaxz, cne on pesticide Qanageuwent in 1979 and one on biological
cenetrol of pests in West Af=ica in 1981.
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cooperative effort with the Commmications Section of Sahel
Tnstitute (INSAH) in the development of additional training
materials in crop protection.

Project participants generally agree that the Dakar
and Yaoundé centers are not making much effort to train per-
somnel residing in RFCP Project countries other than Senegal
and Cameroon. They emphasize the need to boost training
efforts on the regional level to weet training requirements
of the other countries. Further, they believe that the
centers should collaborate more with various national and
international organizations involved in training related to
that being done at the centers. They emphasize the importance
of such efforts in stimulating greater regional awareness
and interest in IPM and in improving collaboration among
the various national and internmational organizationms.

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 Tfaining: Training for govermment.
officials, NPP service employees, extemsion agents, and

farmers in their own countries has varied from country to
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country. As already noted, the Dakar and Yaoundé centers
have assisted, especially in Senegal and Cameroon. The

regional centers' staffs have also assisted in some of the
g

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, Project 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 identifigation of chg 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 themseives. but the limited efforts also have
focussed heavily on use of pesticides. The training has not been
structured 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 NPP
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

Surveiilance 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
camot 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 locatioms. 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
relaﬁionship 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 methad
involves the usebof field plots, situated side by side, subjécted to
different treatments of pesticides. This method has wide apvlication
but the choice of experimental design is critical. Further, it is
known that the ﬁse of séme insecticides on some crops may give
.increased yields, or the treatment may decrease the yields, indepen-
dently of the insect pest infestations. Therefore the yields of
the control (check or umtreated) plots may be disadvantaged, or
advantaged, regardless of the peat densities that develop in then.
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 ome
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 othefs.
It is particularly important that crop economists be consulted about
the economic realities of the work.,/%ﬁrgﬁz %3?32?5133 igogggiﬁﬁiiigm
States hgf éé:gzgggogn the work on crop loss assessment.

The RFCP Project Paper stated that a purpose of the
Project was "to encourage and facilitate the extension of IPM
concepts and techniques to food crop farmers by developing and
strengthening a system for extension to farmers of IPM concepts and
techniques, using training and demonstration'". To date, the Project
élearly has failed to show that this objective is being ser;ously
pursued in any participating country except The Gambia, where a
modest effort has been maae to involve farmers in extension activities
related to IPM. The Project hzs made no significant progress in the
area of developing and strengthening an extension delivery srstem
which would be required for mainstreaming IPM technology to farmers.
This is a serious deficiency and onme that must be corrected. Other-
wise, new IPM technology that may evolve under the CILSS IPM Project
will remain confined at the experimental level and mever reach the
intended farmer beneficiaries.

The CILSS IPM Project evolved under the idea that, parallel
with the research effort, an IPM delivery system would be evolving '
toc, under the RFCP Project. Presently, the national extension
services are mot geared up to handle IPM delivery, and there is a
serious lack of properly trained extension personnef.(refer to dis-

cussion on extemsion 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
CILSS IPM Project first must produce model IPM examples which can
be used for extension purposes. It is certain that fesearch is an
essential ingredient and development of a truly effective extension
IPM 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 Africa 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 IPM in This Report),
traditiomal African farmers are now using various techniques known to
be effective in IPM programs. |

The single most pbtentially harmful impediment to IPM in
West Africa is proliferagion of those extension and intervention
efforts which encourage farmers and the NPP services to adopt thé
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 Cameroon, research has been conducted on (1)
control of smurs of sorghum using a water treatment to the sceds ag
opposed to insecticides, (2) use of treatments with neem tree leaves,
palm oil, and groundnut oil as possible controls to protect cowpeas

in storage, (3) study of insect infestations on cowpea varieties
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showing various levels of insect pest resistance, and (&)

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
jnto farmer extemsion 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 the pfotozoan parasite,'Nosema, against grasshoppers in
the Sahel. This biological control agent has shown considerable
promise as a low-cost control control of grasshoppers in dry zomes
of the United States. Perfection of the technique in the Sahel would
promise to lessen the dependency on costly chemical pesticides for
grasshopper control.

The RFCP éroject iaféiéipants are tc t2 commended for

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 emsure effective coordination of the research with the
research being developed under the CILSS IPM Project. Also, the
work on biolqgical control of grasshoppers.should be carefully
coordinated with any similar work being pursued by OCLALAV and OICMA.
5. Pesticide Policies

Under the RFCP Project, AID authorized the use of certain
pesticides available to the NPP services from non-AID sources. Environ-
mental and human health implications of pesticide use in the RFCP
Project were reviewed in an Envirommental Assessment as required by

AID's Pesticide Procedures, part 216 of the Agency's Regulation 16.




Reserved for future use.
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TABLE 3

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

U.S. Agency for Intermational Development

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

Government of Sweden

Canadian Internatiomal Developmeﬁt Agency

vEuropean Economic Commumity

Fonds d'Aide et de Cooperation (France)
Gesellschaft Fur Technische Zusammenarbeit (Germany)

Various nations of the Organization of Petroleum Export Nations
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depend heavily on outside donors as a source for the pesticides
applied by the brigades. Some faxmers also apply pesticides to their
crops, but perhaps 957 or more of all treating to the food crops is
facilitated by the NPP services.

Most of the countries in the Sahel and surrounding area
have no legislation to effectively contzol pesticide use. The
Govermment agencies are not equipped to monitor and to ensure human
and envirommental protection from the pesticidal treatments. Further,
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 unléss the non-AID donors and the host goverm-
ments abandoned their owm peéticide policies and adopted those
specified under Regulation 16.

6. Project Staff

Specific job descriptions of the project staff appeared
in the RFCP Project Paper.

The Regional Project Manager (RPM), located at AID-Dakar,
provides overall‘guidhnce to the regional project. He is an entomo-
logist. 'His deputy is also located at AID in Dakar.

In-country Project activities are guided by a Country
Project Officer (CPO). Ome CPO is assigned to and presently located
at each of the countries of Mauritania and Senegal. The CPO position
{n Cameroon was vacated in June, 198l. A replaccment has been named

and will report to Cameroon in eazly 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 entdmologists.

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.

Reglonal training 1is directed by a Regional Training
Officer (RTO) located at Yaoundé, and an Assistant Regilonal Training
Officer (ARTO), located at Dakar. The RIO and the ARTO work under
a USDA-PASA arrangcment with AID. They are entomologists. The
training centers at Yaounde and Dakar are managed by national
directors, and several national inastzuctors assiast cthe directers
to implement training programs.

In Yaounde, an Anmerican personal services centractor,
a plant pathologiascz, with AID also serves on the ‘nstructlon staff,
The RTO, ARTO, and the Yaound( and Dakar centers' astaff fcrm the

core training staff for the
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The Canadian Intermational Development Agency (CIDA)
has established programs for assistance in crop protection in Niger
and Upper Vulta under Annex A. CIDA provides tecknical assistance,
training, equipment, pesticides, and funding for comstruction as
required to build up infrastrucrtures in plant protection.

In 1979 and 1980, invitations were extended to the
Trairing Officer at INSAH and FAO's Technical Advisor to the CILSS
IPM Project to participate in annual RFCP Project training conferences
organized for the Project's principal staff and che participating
countries' NPP service directors. Unfortumately, their pacticipation
did not materialize and valuable linkage opporzumities were lost as
a result.

Recommendazions for Phase III

1. Desim
For Phase III, the Project should be redesigned by a team composed
of the following:
~ A Sahelian agronomist with experience in developing and
izplezenting improved agronomic practices for small food

crop farmera

A Saheclian Representative of the CILSS IPM Projcct

= A Project desi,n and management specialist

An TPM rescarcher with experience in developing and
implementing IPM progrzams for small food crop farmers in

undezdeveloped reglons

An IPM commmications specialist with experience in

developing and implemencing zraining and extension programs

in underdeveloped regions



40.
- A Socioeconomist with experience in evaluating the

costs and benefits of pest control technology in

underdeveloped regions

2, ose

In designing Phase III, 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 envirommentally 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
IPM 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.) IPM tec.niques and systems shown to be
effective in the CILSS IPM Project.

c. To develop, in collaboration with Amex G2 of the CILSS Program,
certification criteria and training programs required for an "OAU-FAQ
"Certified Training Program for Plant Protection Managers'; and, to
develop other regional and in-country training programs as required to
mobilize the concept and application of IPM.

d. To develop, in collaboration with the various work gTOups
being established under the CILSS IPM Project, the following publica-

tions (refer to the evaluation report of the CILSS IPM 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 iPM
systems for food crops in the Sahel and surrounding area that
de~emphasize tbe.use of chemical pesticides.

- Short, public-awareness fact sheets and pamphlets for
distribution to extension agents, NPP service persomnel, govermment
officials, and farmers on the principles and application of IPM, uses
and limitarions of pesticides, altermatives 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 CILSS
Progzam).

e. To securelgffective coordination of Project activitites with
all Anmexes of the CILSS Program.
3. Participarting Coumtries

The primary participating countries of Phasé III should be
Cameroorn., Cape Verde, Guinea-Bissau, Mauritania, Senegal, and The

Gambia. The team in charge of designing Phase III should critically
examine the capacicy of each country for carrying out specific roles;
each country should be assigned only those roles most appropriate to
the capacity of its existing infrastructure.

Cameroon and Guinea-Bissau are not participating in the CILSS

IPM Project. The design team should dezermine and specify the kinds



42.

of IPM research which should be undertaken in Cameroon and Guinea-
Bissau as required to most effectively boost IFPM development in
those countries. RFCP Project funds should be designated for
this purpose if necessary.

The design team should determine the desirability of partici-
pétion by Mali and Chad in Phase III. 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 Project.

4, Project Staff

The AID Regional Project Manager for Phase III should reside in
Ouagadougou. BHe/she should possess a Ph.D. drzree in one of the pest
management sciences, exhibit prwoven project management capability,
and demonstrate excellence in past performance in developing and
executing programs in IPM. His/her position is essential to success
of the Project, and AID should take immediate steps to recruit (and to
sponsor language training if necessary) the best possible candidate
for this position. (The relation of the Regional Project Manager to
the overall CILSS Plant Protection management component at Cuagadougou
was described in VII A and 3.

The Project should have a Regional Training and Extension Officer.
located at both Dakar and Yaounde, responsible for executing regional
tra gneea %%%eﬂrégn aCC%vl? ogect should be determined by the Phase
ITI design team. The core Project staff of CPOs should include at
least one agrizultural ecomomist. The team should explore ways (via
USDA-PASAs with USDA's Agricultural Research (AR), Extension (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-eccnomic evaluations and other special
topics pertaining to IPM.
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The design team should clearly show the lines of authority aund
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 IPM development and execution in each Project country and
devise ways for most efféctively utilizing talents of the national
participants. Efforts should be taken to capitalize on these talents
and to minimize participation of expatriates when péssible.

5. Training '

Academic: The design team should iden:ify.uniVe:sities and
training centers in Africa, Latin America, and Asia that could be
reccmmeﬁded 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 regiomal
and in-country training programs on IPM methods and practices should
include material or instructional staff addressing basic management
techniques for middle-level civil servants. Subject matter should
recognize that most trainees are francophone trained with strong
emphasis on theory as contrasted to practice; latter has more rele-
vance to duties and responsibilities of plant protection and IPM
fimctionaries.

Regional: The Yaoundé and Dakar training centers should be
appropriately upgraded with staff as required to mobilize training
in IPM in all the Project coumtries. The centers should develop
greater Poctugese language capacility as required to meet training

requizements in Cape Verde und Guinea~Bissau.
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The centers should cooperate more closely with the
WARDA training Center in Liberia, IITA, ICIPE, SAFGRAD, University
of Tbadan 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 Projeet Evaluation report.

The design team should give guidelines on other ways to
ensure effective cocoperation between the Project training centers
and other relevant training activities.

The Training Liaison 9fficer of the CILSS IPM Project
should be appointed as "Training and Extension Liaison Officer” to
the RFCP Project and invited to participate in all Traininz and Exten-
sion activities of the RFCP Project.

The Project, in collaboration with Amnex G2 of the
CILSS Program, should commission (at the beginning of Phase III) 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 Cercified Training Program for Plant
Protection Managers". The trair?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 irn consultation with the Organizaction for African
Unity. The Yaoundé Center should initiate the appropriate training

progzam 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 b 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 Sest utilizing the
regional training centers in complementing the in;country efforts.
All training should be structured as required to gobilize IPM
delivery systems in the shortest time possible.

6. Surveillance and Crop lLoss Assessment

All work under Phase III in the area of surveillance and crop
loss assessement should be carried out collaborativeiy with the
CILSS IPM Proiect and structured through the Project's working
group. being established on surveillance and cfop loss assessment
(refer to the CILSS IPM 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 CILSS IPM Project.
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In collaboration with participants of Annexes B and Gl of the
CILSS Program, RFCP Project participants should develop the
training and extension publications listed above (refer Purpose
above).

8. Researgh

The design team should clearly specify the kinds of research
to be sponsored during Phase III. The focuc should be on applied
research carried out under actual conditions of the farmers' fields.
The cesign 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 o; ‘
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 avaiiable to clearly show the economic and social
"advantages of using pesticides on food zrops 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 Intermational Organizations

The design team should specify all appropriate means for ensuring
effective collaboration between Annexes A, B, Gl and G2, including
through work groups, committee accivities, and weetings. The
Annexes' sponsorship of conferences, workshops, and seminars on
special topics related to crop protection should be encouraged.

'The CILSS Plant Protection 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-RMU in Ouagadougou.

Reference material for design team's considerationm:

- Evaluation of Regional Food Crop Protection Project -
Phase II, Cameroon component, conducted by USAID-Yaounde
(wmofficial draft prepared in June or July 1981).
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‘RFCP PROJECT - PHASE III
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PROJECT LOGICAL FRAMEWORK

NARRATIVE SUMMARY

OBJECTIVELY VERIFIABLE INDICATORS

Project Goal:

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

- Measures of Goal Achievement:

Systems of IPM that draw primarily
from non-chemical means have been
mobilized in the affected region
and are having a measurable signif-
icant impact on increasing and sus-
taining food crop yields.

Project Purpose:

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

(1) to conduct socio-economic
analyses as required to determine the
costs and benefits of IPM systems
being developed under the CILSS IPM
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...) IPM techniques and
systems shown to be effective in the
CILSS IPM project.

(3) to develop, in collaboraticn
with Amnex G-2 of the CLLSS program,
certification cxiteria and tzaining
programs required for an "UAU-FAO
Certified Training Program for Plant
Protection Managers'; and to develop
other regional and in-country train-
ing programs as required to mobilize
the concept and application of IZM.

- Conditions expected at end of
project:

- The social, envizonmental and econ-
omic costs and benefits of the IPM
systems are known.

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

- A certified QAU-FAO tzaining pro-
gram is in operation and the regicnal
and in-country efforts are meeting
training requirements in all of the
RFCP Project - Sahel regiom.



(4) to develop, in collaboration
with the various groups being estab-
lished under the CILSS IPM project,
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 surrounding area;

' . A manual on guidelines for the
implementation of proven IPM 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, NPP service pexr-
sonnel, government ofificials, and far-
mers on the principles of IPM,uses and
limitations of pesticides, alternmati-
ves to pesticides (especially proven
traditional control methods), and other
special topics related to protection
of crops and haxrvests (this work will
be carried out collaboratively with
Anmmex G-2 of the CILSS Program).

(5) To secure effective coordi-
nation of Project activities with all
Ammexes of the CILSS Program.

49,
- All of the publications have been
developed aud made available to
thelr intended audiences.

- Effective, permanent coordination
has been achieved,
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MEANS OF VERIFICATION

GOAL

- That host government continues
glving prioricy to agriculture pro-
duction and to food Crop protection.

- That price policies of host govern-
ments are conducive to food crop pro-
duction.

- That crop protection practices are
adaptable and acceptable to farmers

* See Footnote A.

- Subsistence farmers will plant sel-
ected crops in considerable amowunts
regardless of price policy re crops,
but use of pest contzol techniques
will reflect input costs farmers can
afford.

- National production statistics,

- RFCP project evaluations.

- I*M research and other CILSS measu-
ments of losses of food crops due to
pests, .

- Machinery exists for matiomal plant
protection service staff to get feed-
back from farm families,

PURPOSE

- That persomnel will be assigned to
NPP services, and available for aca-
demics and practical training,

- That extensionm, agricultural servi-
ce, farm wmit, and other persomel
(male & female) will be avallable for
training, sufficient in numbers and
adequate in qualifications.

- That persomnel recelving training
will be available to conduct method
demoustration exercises and ourtreach
activities witch farmers,

- That farmers (male & female) accept
suggested protection measures.

- That conditions in subsistence far-.
g areas are sufficiently stable

o permit umrestricted extension

activities,.

Footnote A: The achievements of the vro
direct operatiocnal effect
of intervoarions of thig P
of the goal will be indirec
Successtul application by £
which is provided through t

on food crop losses as
roject,

NPP staffing pattern and inventory.

- Project reports and records.
- Izplementation and work Plans

RFCP project evaluaticﬁs.

Ject goal, as stated, imply a

a resgsule
the achievement
e chrough

ed technology

In face,
t since it will b
araers of validar
he project.
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PROJECT LOGICAL FRAMEWORK

NARRATIVE

OBJECTIVELY VERIFIABLE INDICATORS

Outputs

1.

3.

Improved structure and admin.capacity
A well-organized and staffed NPP servi-
ce is fumctioning in each participating
country.

Improved technical expertise :

The NPP service has received training
in IPM concepts and techniques ; the
NPP service has developed and izplemen—
ted a systen for training agric. extea-
sion cadre ia IPM concepts and techni-
ques, and has installed IFM training in
agric. training inscitucious.

Improved nutreach and Vectmical effec~
tiveness : '

The NPP service has been equipped with
faciliries, technical equipment and
supplies, vehicles and operating funds
sufficient for implementation of ics
assigned niassions ;

Subsistance and other food crop farmers
have been given demonstration and trai-
ning in IPM aoncerts and techniques.

National plant protection service vays
and means to measure changed practices
and physical results.,

Magnirtude of Outputs

NPP service is developed in accordance
with plans as specified in the project

agreements.

NPP special’sts, agric. extension cadre,
atc. in numbers specified in project
agreezents have received training.
Training institutions are including IP™
ir curriculu=s.

" Commodity and facility requirements

'_have been provided, and extension and
bther outreach activities conducted in
accordance with project agreements.

Footnote B

Inclusive feedback mechanisms ara in
place and operating. Mcnitoring system
produces coancluaions and recouzmendations.,

Footnote B : Tha stated outputs for the project are not quanti’ied in the logizal
framevork. They will vary country-by-country depending on the leved

of experience and expertise, the adequacy of staf:ing and budget support
for the NPP and extension services, the accessibility of the food

crop farmers, atc. The needs for {ndividual countries will be analized
annually at the time of pueparation of annual work plans and country
projact agreements, The evolving results of IPM Res-arch under the CIL3S
program will have nscme ixmplication for inputs and outputs naeded

i4n RFCP for individual countries.
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‘DMPORTANT ASSUMPTIONS MEANS OF VERIFICATION
QUTTUTS
= That project inputs are appropriate Project Agreezents
and sufficient to achieve desired
outputs RFCP prou,c.i evaluations

-~ That project inputs are tinmed according| Project reports
to priority needs, and delivered as
plaoned
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VI.ANNEX B - STATUS

A.Particivating Countries/Agencies

1. Sahelian Agencies

CILSS (Comite Pérmanen: Inter-Ltats de Lutte contre
la Secheresse dans le Sahel - Permanent Inter-State Committee
for Drought Contzol in the Sahel) is the Grantee under the
Integra:ea Pest Management Project, an intermational activity .
within the CILSS Program fog Crop and Harvest Protection. CILSS
was formed by the Heads of State of Cape Ve: ie, 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 acdministrative structure of CILSS, executing
decisions, negotiating with donor; for economic and social
development assistance and coordinating programs among member
countries., CILSS presumably has juridical personality and is
recognized throughout its member states and cooperating nations.
The Executive Secretariat scaff is small and is organized into
Directorates for Plans and Projects, Administration and Finance,
Documentation and Information, and the Non-Govermmental Organiza-
tions.

The so-called Management Protocol for the Program for
Crop and Harvest Protection authorized the Executive Secretary
to organize a small PReglonal Management Unit to carTy ocut
decisions of the Program's Executive Committee. This unit is

located at the Cuagadougou gsite 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 om activities under Annex B -
Integrated Pest Management. Key RMU persomnel are a Director,

a financial manager, a procurement advisor and an agricultural
advisor (whose exact duties in RMU are not clear). The financial
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 requasts
for purchase of material and equipment not purchased locally,
prepares documents (PI0/C), secures USAID Upper Volta approval

and forwards them to the Afro-American Purchasing Center, New
York, for procurement and delivery actiom. In short, all financial
and material support for all Amnnex B project elements is generally
vested in the RMU.

The three principal partners associated with Ammex B -
CILSS, FAO, AID - have consistently avoided describing a Regiomal
Project Direction Office. The go-called Management Protocol
does not mention such an entity. The CILSS-FAQ Synthesis Document
mentions a Project Coordinating Center to be located in Bamako,
gtates that an Ammex would be writtem, descriting the Center; the
armex was never written. What is referred to as the "Regional
Project Direction" is a satellite of the Sahel Institute in
Bamako, Mali, without real stTucture, authority or resources.
Equally as undefined is the relationship between this 'Direction"
and the national and sub-regional components, addressed below. Io tt

absence of a regional form and substance, moST national components



55.

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 structure of internél 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 exﬁerts and the restrictions on communication, even on purely
technical matters, between the principal FAO advisor and FAOQ
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 regiomal 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 regiomal
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
activitie§ fall within the purview of the incumbent Director

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
Secretariat commmicates only with the Minister member of the
Council, Annex B messages often go astray, undelivered and
unnoticed. The Senegal Sub-Regional project awaits AID approval
of a negotiated contract between CILSS and GERDAT. This contract
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 organizationm.

National project directors beg or borrow accounting
services from their own or another local agency. To date, al-
though some personmel have been hired (secretaries, chauffeurs,
laborers), some office equipment obtained and some FAO advisors
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. Commumicatioms with the
Regional Office in Bamako, both electronically and physically
(by air), are diffizult. In practice, such messages could only
be passed on to Ouagadougou to the RMU. Frequently, local AID
Missions are asked to transmit messages as insurance against
telex or telephone breakdowns. The overwhelming percentage

of problems relate to budget management, releage of advances
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and replenishment. Months can go by with no actioﬁ 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 regiomal
interest'. The Executive Secretary of CILSS has honored this
through a letter (May 1980) conveying supervisiom 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 INSAH
Bamako, Mali
" Neither INSAH nor the RTCU have received any project funds nor
are their responsibilities and functions set forth in any
tripartite project documents,
2. Agency for International Development (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
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AID procedures upon his assignment. He is responsible for
advising the Grantee (CILSS) on administrative and financial
execution of the project. Actually, his time seems taken up
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
a part of the Mission's program. The Mission Director points
cut that the project was delayed by AID/Washingtoun review and
negotiation on an essential implementing contract with the UN
Food and Agriculture Organi:;tion (FAO). A Project Officer was
not recruited and assignéd until the project was over two years
behind schedule. Fof understandable reasons, Mission management's
" attitude toward the project is one of frustratiom.

As a service to AID's Upper Volta Project Officer, bilateral
AID Missions occasionaliy 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 nulsance and a waste of important AID local staff time. 1In
the absence of responsibility, local MissionSs have no staff or
other resources for support of regiomal projects, thus they consider
them an imposition.

The Regional Project Manager has modest project support
funds, which are inadequate to cover frequent travel and associated
coordination requirements. As a result, direct contact between
the Project Manager and the TPM national components has been
sporadic, and the Project Manager has maintained very little
contact with participants of Annex A and the other Annexes of the

CTLSS Plant Protection Program. By the same token, some local
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AID Missions insist vhat 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
chetschnicizns ale Perlont Ini°AIcl.anf SRaiR. iR, TRRaRRSTARST) o oY
contract between FAO and CILSS, approved by AID, was a Ccndition
Precedent to first disbursemenﬁ under the grant. The various
operations plans were Conditions Precedent to subsequent disburse-
ment. The CILSS-FAO contract was originaily signed on September
1, 1978, seven months after the Grant Agreeﬁent was signed
although the Project Paper, prepared in 1977, described negotiations
as essentially complete. The contract ﬁas 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 principal
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 regiomal intermational
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
CILSS a management capabilicy, the R¥U, 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 theilr 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, managemeat 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_ Project O0£f£ice, directly
reporting to the CILSS Executive Secretary, must be given
authority, staff and resources to manage the project effectively.

This office should have a nation:l components sectiom.
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a sub-regional components section (as they develop) and an adminis-
trative/finance office. The Director should have an Assistant
Director, who is the senior FAOQ advisor to the project. Among the
assistant's most important responsibilities should be liaison with
FAO Rome to assure that programmed resources, both back-up at head-
quarters and perscnnel recruited and assigned to the field, are
available on a timely and effective basis. Assigned to the Regional
Project Office and playing an important part in project management
and support should be an FAO administrative and financial expert,
programmed for 1982 in the revised FAO budget.

(3) The USAID IFM Project Office should beccme a
part of the recommended office for IPM/RFCP projects activities.
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B. Project 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 capabili:y'toward developing
appropriate IPM technical packages to be provided to extension
strucrures so that the farmer may gain maximum 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 areas 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.
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The term "Integrated Pest Management" (IPM) as used in this
report refers to the maintenance of pest populations at economically
insignificant levels with a minimm of environmental disruption.
This is done through the use of a variety of techniques based on an
understanding of the ecology of the pests and the field enviromment.
The role of insecticides is minimized in favor of such methods as
the use of pest resistant crop varieties, the intrcduction and aug-
mentation of the natural enemies of pests, and changes in the crop-
ping system thag work to the detriment of pest species.

| 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 pro:ectioh services,
including the RFCP Project, has resulted in a scartl?ng increase
of pesticide use on food crops. Govermment personnel distzibute
pesticides or provide free applications on farmers' fields, and an

attitude of dependence on pesticides is growing in both groups.

Although neither farmers ndr national governments can afford to
adopt a technology that does not pay for itself, the costs/benefits
of ‘using iﬁported pesticides on food crops in the Sahel are untested
and doubtful. Pesticide use often entails environmental and health
hazards which Sahelian countries are not equipped to monitor or deal
with. Perhaps most important, heavy use of pesticides, especially
insecticides, has even accentuated pest problems in many regions of
the world. Pests have developed resistance to once-effective chemicals

and destzuction of their natural enemies has led to rapid and more
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severe outbreaks as well as the achievement of pest status by other

usually 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 control. Pesticides are applied judiciously
and only when necessary. This approach is much the most appropriate
in the Sahel and the only 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 IPM orientation of
activities, adequate liaison between national programs and regional
uwniformity of approach. Reglonal staff were recruited a< follows:

Project Direcctor : May 1980

FAO Principal Technical Expert : February 1980

FAO Training/lLiaison Officer : October 1980

FAO biocliratologist : January 1981

Recruitment of the FAO socioeconomist was deferred because
of a general fecling that no extension-oricented activities are
necessary until the project has developed a pilot IPM system to

test on demonastration study arecas in Phase II. In fact, the raw



material for an IPM program exists in the Sahel already, in the
form of well-adapted cropping systenos and tradicional methods of
pest control. These can be evaluated and used as the basis for an
{mmediate extension effort. This will be done by £ield staff of
the Phase III RFC? Project starting in 1982. With none of its
extension persomnel in place, the IPM project as presently conceived
will aot be able to key into chis effort and coordinate activicies
{n anticipacion of its own Phase II demonatration study p:og:am.

There is much socloeconomic preparatory wozk to be dcne
before effective dezcnstration study efforts can begla. The
Demonstration/Liaison O0fficers who will be colleczing information
on the cconomic performance of pilor IZM schezes and thelr acceptance
by farmers must understand such factors as:

- land tenure and its impllications for extenalon of

new farm practices;
- village level socilal atructuzes, laber diszriducion,
gex rolea, and identificacion of ulrizate declsionmakers;

- traditicnal lines of cczmunication at village level;

- attictudes agalnaz change;

- cost of producticn of target crops {n subsistence Cer=3;

- far—ers' perceptiona of principal censtra‘nta cn production;

- farmers' experience with, and percepticns of, previoua

excensicn 2fforca in thelr areas,
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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
IPM systems are des®gned. None of this basic socioeconomic work
is currently being provided for in Phase I of the IPM Project.

(Z)INaticnal

FAO experts in IPM, entomology, plant pathology and weed
science are being recruited for national research teams. ProgTess
has been slow, and only 10 of 22 posts are presently filled'(see
Appeadix 3). FAO has encountered difficulties finding candidates,
especially for certain specialties such as crop loss assessment
and weed science. Requirements of French-speaking capahility and
3 to 7 (usually 5) years of experience aggravate these difficulties
by unduly limiting the pool from which expertise can be drawn. IPM
progress and research are particularly well developed in some anglo-
phone countries. Agricultural researchers already 5 years into
their carecer 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 tradicional cropping
systems - including irncercrops - and one of the ﬁog:effanjvc.nai
techniques i3 to change cropping systems to the detriment of pests.

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 daqage. Changing them without careful
forethought could lead to unexpected ecological upsets and more
severe pest problems, especlally 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 comstraints.
For these reasons, and for maximum applicability at the small fa:mer
level, these traditional systems should be the starting point for
IPM research.

A variety of cropping patterns, including intercrops of many
sorts, occur in the Sahel. Ecological conditioms and pest problems
differ in monocrop and intercrop situations. Experiments in inter-
. erops are complicated by plant species interactious such as com-
petition for watexr, 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 micrbclimate, availability of space, food
supply and food quality for pests all vary with the cropping system.
Thus, pest control research 'in diverse croppinglsystems.is difficult
and there must be agronomic input as well as a cooperative effort
between entomologists, plant patholcgists and weed scientists.

The most important contribution of agronomists to IPM, however,
lies in beneficial modifications of cultural practices. Changes in

crop rotations, planting daces, £ield sanitatiom, soil tillage, etc....
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that work to the detriment of pests are a very important IPM tool.

Crop %fss assessment is the main priority of Phase 1 of the
IPM Project (see Work Program-Research). IPM feseanch can and is
proceeding without that data,but crop loss assessment methadology
must be developed soom. Only a minimm cadre of two cIop loss
assessment experts is being recruited, in spite of the necessity
of accomplishing much excellent work in the three cropping seasons
remaining in Phase I.

In most of the countries, the chief of the crop protection
service is the leader of thé national contingent. These fumctionaries
are expected to continue their previous programs while assuming pro-
ject counterpart responsibilities. However, they are too busy with
official duties and pesticide jnterventions during the cropping
season to participate as full time researchers. This is inappropriate
because the project aims to build a fully-staffed, continuing and
effective research program that will remain after FAO experts leave.

¢. Training

One of the main goals of the IFM project is the trainiag of
Sahelian research persommel:

- Within the project, national counterparts benefit ' £rom the

cooperation and coumsel of the FAO experts;

- ‘Training in other Sahelian countzies, in African institutions,

or overseas is fimded through scholarships.
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There will be problems meeting project goals in the short
and medium terms because of in;ufficient provision of scholarships
and lack of candidates for training.

(1) Senior Technical Staff

Three scholarships have been provided to train counterparts
for regional FAO staff, but the funds allotted may be insufficient.

Some countries simply don't have enough trained researchers
to provide counterparts for the national-level FAQ experts. The
M.S. level or above is necessary, so that they will have had some
formal research experience. Eleven of the 24 counterpart positions
have been filled, and candidates have been tentatively identified
for five more (see Appendix 3). There are still no candidates for
8 positions, and the plans of operation did not provide sufficlent
funds to train more. This was left to 'bilateral aid", which has
ot materialized. In Niger, Egyptian and Canadian researchers are
being regarded as counterparts, for lack of qualified Nigeriams.
Since they will returm to their own countzles, this does nothing
toward the goal of improving Sahelian research capability.

(2) Middle-Level Staff

Observers are the only middle-level staff trained within the
project at present (see Appendix 3). They are to collect meteorolo-
gical and pest data at observation posts. Senegal, Mauritania, Mali
and Niger trained observers in 1981. The curriculum and teaching
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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 persomnel.

Some programs reported difficulty having the full complement
of observers allotted to them by the national agricultural services.
Educated cadre is meager and they are in demand by many projects as
well as national ministries.

Beginning this year, middle-level crop protection technicians
are being trained under Amnex G-2 of the CILSS Crop Protection Pro-
gram, "Regional Unit for Iraining in Plant Protection". Four
Cambian students began a two-year course at Ahmadou Bello University
in Zaria, Nigeria, in Jume 1981. A two-year training course for
3 crop proteqtion 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
1'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.

Government plant protection trainees spend a year's internship
with the crop protection serﬁice after finishing course work at
national agricultural training schools. A government scholarship is
provided. Because crop protection services in the Sahel are generally
oriented toward pesticides, these trainees enter governmment service

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

At present, 1o effective liaison has been established between
the plant protection training programs in national agricultural
schools and those in the RFCP and IPM Projects, other regional pro-
jects such as SAFGRAD, and Annex é—Z. This is ;egrettable, as a
regional IFM effort is to be mounted that requires some standardization
of curricula and the proper orientation. Also, no mechanism has been
developed for promptly and continuocusly assimilating new information
and pest control methods developed by IFM Project research. This is
true both for the existing training programs and for the extension
network. .

d. Work Program

Due to administrative and managerial problems discussed else-
where, modest work programs were s:arted just this year in Mauritania,
Senegal, Cape Verde, Mali, Upper Volta and Niger. Activites are very
1imited because no equipment and few vehicles have yet been procured
£or the national programs.

(1) Research

A summary of previous plant protection work has been compiled
in each country for orientatiocn and as a basis for research planning.
The experts are doing initial surveys and collection of field pests
and their natural enemies, and gathering limited information on
rraditional pest control methods.

There are no field experiments in Mall 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
constructed of inexpensive local materials: a kerosene lamp suspended
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 gble to fully discuss during their evaluation mission, or
for which detailed experimental plans were available. These were
iy, Mauritania and Senegal.

Crop loss assessment is a major prioricy of Phase I.
Essentially, these experiments aim at measuring the varying populations
of reputed pests in the field, and finding the amoumt of actual crop
damage/loss caused by each species at each level of infestation. Then
project observers canm survey farmers' fields and come up with a real-
jstic estimate of how much loss is being caused by the insects they
see. The key pests - the ones that comsistently occur in high enough
aumbers 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 not 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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gconomic injury levels associated with scarab and meloid beetle
attack on flxwering sorghum and millet. A simple exclusion technique
is being used, with net cages around flower heads to control or
prevent infestation. 1In Mauritania, a versionm of traditional control
method for these pests is being tested. TFarmers 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
has not been examined closely. 1980 results from a limited experiment
with sorghum'in Senegal cast doubt on the actual destructiveness of
scarabs.

The evaluation team was able to observe a second category of
entomology experiments fielded in Senegal-and Mauritania. These
involve use of traps to monirzor insect pest populations while insect-
jcidns are used to protect crops during various stages of development.
The object is to determine the periods of most acute insect attack
and crop loss. There were oversights in the design of these experiments
that limir their usefulness. Furadan was among the insecticides
employed, and its use, as well as that of some other systemic pesticides,
{s known to cause a yleld increase irrespective of the killing ecffects
the chemicals may have on pests. The effect on natural enemies in
control plots of pesticide drifz and reduced izmigration from adjacent
sprayed plots was not beirg taken into account. Bocth these factors
cause yields on control plots to appear relatively lower thmn they actually
are. Closer observation of the entomology of the test plors would
have been useful. Pests were being ccunted and borer damage system-

atically measured, but no attempt wWas Tide to 3cparate 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 f£inal 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 reslstance, pest
biology and population dynamics, sampling techniques and minimm
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 farer input concerning attitudes and awareness of pest
problems and traditiomal 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 efforfs 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 Senmegal, some experimental plots were on agricultural
stations and ;ork concerned monocrops, as monocrop systems predominate
there. Agricultur.l station experiments are easier and yield less
variable results, but the results are also less appliﬁable 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 gemerally 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 cf pesticide-oriented work is questionable in
the Sahel, where farmers generally can not afford to finance even
one application. Although pesticides can play a role in IFM
systems, it is important to orient project counterpart research
toward nonchemical methods of pest control, wherein pesticides are
only an incidental research tool.

The West Africa  Rice Development Associlation has applied
to USAID for funding of a regiomal IPM program for rice. - The CILSS
IPM Project presently includes rice research, and there is some
potential duplication of effort. This was recognized, and the
Project Director and the FAO Principal Technical Advisor held
discussions with WARDA in order to avold problems.

(2) Surveillance and Forecasting

The network of observdtion posts is being built so that the
IPM Project can collect data on pest infestations and meteorological
conditions. Using crop loss assessment data, observers can estimate
losses to pests in surrounding fields, and -decide whether infestatioms

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 FAO 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, Semegal, Niger and Mali., Observers are
in place in the former three countries, and Mauritania and Senegal
have also trained a small cadre of farmer-observers (sece Appendix 3).
The project paper proposed monitoring the environmental
impact of pesticide use. In 1981, a start was made with a 2-man FAO
mission that surveyed sizes in 4 Malian agroecological zones and
collected information on pesticide use and the potential of ;'ant
protection activities to do environmental damage. There are, or will
be, pesticide residue analysis laboratories in Dakar and Bobo-Dioulasso.
Observation posts will sometimes be used by personnel of more
than one organization. 1In Senegal, for example, 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 are based. Past surveillance efforts have been”
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completely oriented toward pesticide intervemtionm, and there may
be some conflict over the role intended for the posts.
(3) Extension

Great importance must be placed on ensuring the
appropriateness of IPM methods and the effectiveness of the exten-
gion effort. The success of the IPM Project will be measured by the
degree to which farmers accept and use the IPM methods it is to
develop. If those methods are not completely adapted to farmer's
cropping systems, technological level, and perceptiom of pest
problems, the entire effort is doomed.

IPM methods should be:

- easily understandable by farmers;

- reliable;

- undemanding of any special labor support, equipment,

or other expense compared to other methods.

A Demonstration/Liaison Officer and a national counterpart
are to be posted in each country by the IPM Project - probably in
Phase II. They will be attached to a u7stem of farmers' field
demonstration study areas. These fields have a dual purpose.
Rasearchers will uae them to develop and test new IPM methods.
The Demonstration/Liaison Officers, under the supervision of che
FAO socioeconomist, will use them to evaluate the methods econo-
micnllf ~and organize demonstration activicies for collecting
comment and advice from farmers. The object i:. to make sure

that IPM syatems developed by the project are effeoctive 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 développement"
- Niger : the '"projets de développementc"
- Senegal : the "sociétés de developpement”

- Upper Volta : the "Organismes Régionaux de Développement' (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. 1In the CILSS countries, the Crop Protection Service
ig7$§§:§lghe 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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rather than food crops. Extension agents are often ill-trained
and badly paid, and thus not properly motivated, and some ~ountries
have very few. This weakness of the Sahelian food crop extension
apparatus poses a serious problem for the achievement of the pro-
ject's goals.

Successful IPM extension will depend on close cooperation
between the IPM project (research) and the national agricultural
and crop protection services (extension and training) at gll levels
from the farmer's field up. This is especially pressing i£, as
recomended elsewhere in this report, cIop protection service
chiefs are not also the leaders of the project national research
teams.

Research is often separated from the Miniscry in charge of
crop production and protection:

Research under the control of the Ministry of Rural
Developuent:
. The Gambia
. Cape Verde
. Mauritania
.. Mali
Research under the control of a ministry other than
the Ministry of Rural Development. Usually tche Ministry of Scilentific
Raseﬁrch:
. Upper Volta : IVRAZ
. 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 Agronomic Agronomic
Protection Extencion Researc!r Research
LEIPM Project) (IPM Pzoject) |
"Organismes Pre-extension Pre-extension
d'encadrement’||and multi-local and multi-local
trials trials
Farmers FarLers

In Figure 1, we see that coordination of research and exten-
sion 15 easier because the structures -re under the control of
the same direction in tae same ministry.

In the sizuation portrayed in Figure 2, coordination of

research and extension i3 hindered by the lack of formal ties.
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The national IPM programs have a Coordinating Commitcee
that is meant to bridge this gap. It is to include representatives
of research, crop protection and extension organizations and
should coordinate and supervise project activities at national
level. IPM methods developed by the IPM project are thus meant.
to pass sﬁoochly into the national extension network. In realirty,
membership in this committee varies considerablj from country to
country, and those chosen do not always ensure desired liaison.

At present, no mechznism exists to take the information
developed by the various annexes of the CILSS Crop P*otection
Program and incorporate it into effective extension aids (leaflets,
radio spots) for use at the national level. At the beginning of the
program, the Project Cocmittee recognized in an "Issues Paper on
Plant Protection in CILSS Countries' that Amnex G-1 (Regional Unit
for Information on the Protection of Crops and Harvests), which
- provides a centralized facility for crop protection information and
the production of extension aids, 1s " fimdamental to the successful
implementation of the plant protection prograz and especially to
the IPM Project (Annex B)". The Committee recormended that, failing
other donor interest, AID should be p*cpnrcd to fund it. Today a
much less ambitious veraion of Annex G-1 remaing unfunded, and the
proposal haa been submitted to USAID and to ZADEA.

e. Coordinartion of Project Activities

Thus far, projact research hua been coordinated through two

apnual meerings, cne to raview tha previous year's rasults 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.

£. Regional and Intermational Liaison

At present, a multitude of national, intermational and
regional plant protection programs operate in the Sahel with no
common forum for exchanging information. Interviews with
represencatives 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 regiocnal biological centrol activities.

Besides FAO participation in the IPM Project, the CILSS
Plant Protection Program has no official mecans of liaison with
other international plant protection programs and regional IPM

projects,
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Recommendations

a.Relevance of Project O bjectives

The growing inappropriate use of pesticldes in the Sahel and
their wneritical acceptance ty govermments and the public has
made the need for IPM research, ‘training and implementatiom
more pressing than ever. The project deserves CILSS support
and further AID fumding.

b.Staff

The empty FAO socioeconmomist's post in the regional project
staff should be filled. This person should begin studies of
socioeconomic factors rhat affect the extension of IFPM systems
in the Sahel. Through common membexship in the IPM project
vorking group for Evaluation and Extension of IPM Systems, he/she
will cooperate with RFCP project persomnel to create an cffective,
functioning program. Thus there will be an appropriate atructuze
already in place when pilot IPM syatems are ready for cvaluation
at the beginning of Phase II.

The project soclocccnomist should be a travelling cmbudanan
with a broad portfolio who would perforn ag a facilicacor and
catalyst since he/she and the Dcmonsc:ation‘Liaison Cfficers
would have access to both the working group within the project
and research and exzenasion people with’: hoatl country pgovernaantd,

Curvent lanpuape and experience requirements for FAO experts
should be relaxed 3o that cuzatanding young researchers in

appropriaze speclialty areas, incleding new PhDa, can e sought
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out as candidates. Intensive French language training should
be made available for non-Francophones.

Farming systems agromomists should be zecruited for the
project. Their expertise is needed for centering IPM research
on traditional cropping systems, for assisting with interczop
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 currently lacks
This component.

All research counte:pa:ts.lespecially the leaders of the
national contingents, should be full-time rescarchers of Sahelian
nationalicy.

Funds provided for training coumterparts for FAO regiomal
staff should be reviewed to determine if they are sufficient,

CILSS, FAO and AID must arranpge for bilateral funding to
train research counterparts, as was forezeen in the Country Plans
of Operation. Thiz has not materialized, and lack of counterpurca
vill hinder atzainment of the projecf's {nstituticn-building goal.

When f{uture govermment plant protection ecxployeea finich thelr

course work at national agricultural schools, they spend a year's
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internship in the crop protection service with a government
acholarship. Natiomal govermments should be asked to place
these students with the IPM project for six months of that
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 oificers from
the IPM project, the RFCP project, Annex G-2, national agricultural
schools and other organizations such as WARDA, ICIPE, IITA and
SAFGRAD. Staff of Annex G-1 should also participate. The purpose
of the gzoup would be regional cocordinaticn of crop proteczion
training and the efficient adoption of new IPY methods and infor-

mation into Sahelian crop protection curricula and the extension
natwork.

The regional Training/Lialaon Officer of the IPM project
should be responsible for developing clear and well-organized
“peaching packages" describing new IPM methods and informatior
daveloped by project reaearchers. These should be gpilver to
crop protection training programa cf every sort through the CILSS

Crop Protection Training Working Group., The new {information can
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is inadequate.

Past surveillance efforts have been completely oriented
toward pesticide intervention. To facilitate a regional conver-
sion to an IPM approach, the very different function of IPM project
observation posts must be firmly defined and strictly adhered to:
observation, sampling, and advice to farmers. These activities
should be regionally planned and standardized by the IPM project
working group for Crop Loss Assessment, Surveillance, Forecasting,
and Eavironmental Momitcring.

IPM techniques developed and tested at demonstration study
areas will be given to the national agricultuzal networks for
mulcilocal trials, demonstration and extension. Because Sahelian
exteasion systems tend to be weak, the IPM extension effort should
be supported and shared by staff of the RFCP project and the I?M
projecz. These sctaff will cooperate at the farmer's f£ield demonscra-
tion level and work wizh national agriculcural agents. Extension
1i{a‘son bezween the two projects will be accomplished through
joint membership in the IPM Project work group, Evaluactilon and
Extensicn of I Systems.

Succeasful IPM extension will also depend on higher-level
cooperatinn between naticnal research racablishmenta (which
{nclude the IPM protect; aund the naticnal agriculrtural and crop

protection aervices., Thiaz can de done chrough (a) approprlate
P
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Crop Loss Assessment/Surveillance/Forecasting/Environmental Monitoring

Members:

Beginning Year 1l:

As environmental
program devalops:

Beginning year 2:
Beginning year 3:

Phases II and III:

Crop loss assessment fexperts, bioclimatologist,
selected observers; LPM experts, entomoiogists,
plant pathologists, farming systems agronomists,
and weed scientists when appropriate.

Activicy

Crop loss assessment experiments to identify
key pests and correlate 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.
Train observers to take envirommental and local
foodstuff samples for pesticide residue monitoring

progran.

b}

Constant refining of surveillance techniques.

Produce a manual: Survelllance guidelines for

pest management on food crops in the Sahel.

Continue above activitles,

Based on blolopical and teteorological data
collected (n Phase I, bepin to develop and

test populazicn forecaszing models and techniques,
and deterzine the role cf remota-sensing in

area~wide zurvetillance,



Biological Contral
Members:

Beginning Year 1:

Begimning Year 2:

Beginning Year 3:
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Biological control experts; IPM experts,
entomologists and wee% scientists when
appropriate, CIBC, etc.

Activity

Collection and observation of natural enemies
of pests. Development of identification
expertise. Study of their biology and
ecology. Study of their population dynamics
with relation to those of pest species.
Detailed elucidation of the role of natural
enemies in pest population control and regula-
tion. Invectigation of means of enhancing
their effectiveness. Investigation of ways

to use microbilal pesticides.

Produce a manual: llatural cnemies of pests of
food crops in the Sahel, thuir role in control-
ling pest populations and thedlr urtilization

in IPM systcos,
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Modification of Croppring Technigques frBetter Pest Management

Members:

Beginning Year 1l:

Beginning Year 2:

Beginning Year 3:

Plant pathologists, weed scientists, farming
SysStems agronomists; LPM experts and entomo-
Togists wnen appropriate, representatives

of plant breeding organizations such as CDMMYT,
ICRISAT, SAFGRAD, IITA.

Activicy
Study traditional cropping systems and agronomic
practices, their distributiom, and the rationale

behind these patterms.

Study the influence of various cropping practices
on the incidence of insect pest, disease, and

weed problenms.

Evaluate pest-resistant crop varietier for
incorporation in IPM systems.

Experiment with the manipulation of cropping tech-
niques to minimize pest infestation.

Produce a manual: Sahelian food cropping techniques

and thelr role in pest managexent.
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Integrated Pest Management/IPM Systems

Members: TPM experts; other researchers as appropriate.

Beginning Year 1:  Activity
Collect detailed information on traditional
crop protection methods. Fvaluate their effec-
tiveness and possible improvements/adaptations.

Begimning Year 2: Study the compatibility and incégracion 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:

Beginning Year 1:

Beginning Year 2:
Beginning Year 3:

FAQ socioeconomist, Demonstration/Liaison
Orricers (in Phase I1I), RFCP project
extension versonnel, FAU Regional lraining/
Liaison Orzicer

Activicy

Baseline socioceconomic surveys.

Collection of information on traditional
cropping systems and traditional pest control
methods, to give to the farming systems

agronomists and the IPM experts.

Establish liaison and coordination with
national agriculture extension and crop

protection agents.

Begin extension o presently available
traditional and nontraditional IPM techniques.
Refine extension techniques.

Design extension aids to be produced by Anmnex
Gl and distributed to national extension

perscunel.

Produce a manual: Extension of IPM techniques

to small farmers in the Sahél.



96.

To be most effective, researchers and extension experts
should have advice from intermational experts outside the
project. Each already has the funds to request one consultant
every year. The working groups could enhance the value of this
if each group used some of the consultant funding to invite an
eminent worker in an especially relevant field - crop loss asses-
sment or inter-cropping, for example - to become a permanent
consulcant. This person could visit the Sahel once or twice a
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 temporary consulzant could have.
Other outstanding intermational 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 planms.

Both the RFCP and IPM Projects do extension, surveillance
and resecarch, which should be as closely coordinated as possible,
The wor)ing groups would be the ideal venue. Staff of both
projects should participate toward a well-conceived joint
regional effort, with benefit of expert advice,

£.Regicnal and Intermational Liasion

1. An arnual CILSS Plant Protection Research Conference that
wnites all organizations-national programs and regional and
{nrernacional projects - could bc the regiomal forum for informa-
tion exchange that is lacking at present. Means should be
explored to present these conferences. They might be organized

by the RTCO or the Communicaticns Department at the Sahel Insticute,
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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 Amnex 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 would 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 intermational plant protection
programs and regional IPM projects. This role could be played
by an internmational liaison officer operating'out of the RMU.
This person could attend intermational 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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PROJECT LESIGN SIMMARY

IPM Research 625-0928

LOGICAL FRAMEWORK

Narrative Summary

Cbjectively VeFifiahle Indicators

Program on sector goal

To increase food crop production in the Sahel

by producticonof crop losses due to insects,
plant diseases and weeds through IPM techmo-

logy.

Measures of goal achievement

Food crop loss due to pests in the lahel will
decrease. The first phase of the project will
accumlate baseline data and research imputs
for production of crop loss durin; subse-
quent phases.

Project Purpose :
To strengthen research in the Sahel to develcp
appropriate IPM technology to be extended to
small farmers.

End of project status :

Pilot IPM programs designed for every country
ir the Sahel by a fully-staffed effective
regional research effort the funding for
which is arranged for between international
donors and hosts govermments.

Pest surveillance and crop loss assessments
conducted as a routine practice.

Qutputs :

1. Establishment. of a research program to
develop integrated pest management systems.
génivnlmtifm of crop losses and pest inci-

3. Establishment of a surveillance system

to monitor major pests.

4. Counterpart training

5. laboratories and observaticn posts in placsd
6. Extension mechanisms

‘]i.:veloped 0 implement results at the farmer
evel '

Magnititude of output :
1. N.A.
. N.A.
. N.A.
170

7 labs ; 70 posts
to be developed

[o W ¥ Q¥ -1 [ 7] e~
¢« o o
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Means of Verificatiam

Important assumptions

a. Ammual evaluations of losses of Sahel
food crops attributable to pests, the tech-
nique for which is to be developed by this
project.

Assumptions for acheiving goal targets :

a. that exogenous variables will not serious-
1y distupt food crop yields in the Sahel.

a. Anmual budget and dcaments of
international denors ,msts govermments.

b. Amual program evaluation documents.

Assumtions for acheiving purpose :

.a. That international coordination of

pest managemsnt activities will be sufficien
-to acheive project targets.

‘b. That integrated pest management programs
-are cost effective.

a. CI1SS+teports

b. Amual AID evaluations of project imple-
mentations activities.

c. Field visits.

d. Monitoring by USAID's.

e, Host country quarterly management Teports
£. Production of IPM mannals for use with
Sahelizn food crops.

Assumptions for acheiving outputs @

a. That sufficient mmber of persormel are
available to be trained and retained.
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PROJECT DESIGN SUMMARY

IPM Research 625-0928
" LOGICAL FRAMEWORK

Narrative Summary Cbjectively Verifiable Indicators
Imputs : Implementation Targets :
Technical assistance Refer to financial plan

Commodities (lab equipment § vehicles)
Construction of laboratories and observation
posts.

Training

Other costs
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Means of Verificaticn

Important assumptions

Assumptions for providing inputs :

a. That inputs frcm all sources will be
provided according to the schedule.
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C. Project Implementation (Administrative)
1., Program Budget Management
a. Status

As AID fiscal year 1981 closes, a year that in
some meastvre coincides with the project's first operational year,
two or more budget and financial planning exercises are going on
simultaneously. USAID and the £inancial 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 198l-September
1982. When budget dats is obtained from The Gambia 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 ﬁlan, 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 cvaluation team. They do not include new elements of
project cost; they will undoubtedly nced some adjustment to meet
more recently perceived project nccds;’chcy do not include an

inflation factor and they recognize that total project life will
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be extended. The estimated prepaved by CILSS/UGR and the
FAO have been combined and appear in APPENDIX They indicate
'a total extended life of project cost of over $33,000,000.
b. Conditions and Problems
Preparaction 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 currency budgeting process. Preparation of the

t

annual budgets for the national project cozponents, for the
Regional Director's OZfice, for the UGK itsels, and the approval
of those budgezs by USAID ace preconditions under the present
systen to the establishment of quartecly requests for advances,
replenistment vouchers, local construction plans, local procure-
ment, internmational procurement, personnel recruitment and opera-
tional plans.

Attachment 1 to Project Agreezent Amendment No. 5
dated March 25, 1980 established, in effuct, btudget ceilings for
each of the project components fo- the first year of project opera-
tions. It also established a llfe of project budget breakdown

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

at this time, were also broken down by expenditure category. One
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decision, apparently taken as a matter of financial convenience
to AID, was to defer any allocation of funds for construczion
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 cperations.

During August and Septexber 1980, the UGR subnmirtted to
USAID budgets for the naticnal ccmponents for che "Zirs: vear
of operations. These bucgets tended to coincide with the 1981
fiscal year. The budget requests were usually acccmpaniad by a
request for a first quarter's advance cf funds. Alchough, with
the exceptions of Chad and the subregional project, national
components recelved their first advances in the first quarter
of FY 1981, these annual budgers were not provisionally 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 permicted operations, operational planning, the replenish-
ment of advances and the purchasing of goods and services was
alien to thelr t:aiﬁing and experience with Francophene financial
practices. These feelings were deepened by the unforzunate delays
encountered in processing requests for advances and authorization
for local purchases. The FY 1981 budget was £inally approved by
Project Implementation Letcer § 36,dated August 24, 1981,
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A detailed review of the year's budget was attached. This
jetter, thoroughly discussed between the USAID Project Officer
and the grantee financial manager before it was finalized, is
an example, however belated, of how joint budget planning should
be carried out and should have been carried out earlier.

This letter also urged CILSS to press FAO for financial
reports on its outstanding advance. More important, it pointed

out the importance of an early submission of the FY 1982 budget.

c. Recormendations

(1) AID cust decide within a very fow monz=hs if it intends
to extend the life of the project beyond the end of FY 1982. As
gndica:ed in our overall conclusions, we believe that this is the
only ratiocnal decision. In such case, the budgets prepared by
FAO and CILSS and summarized in AppendixIl shouid he quickly
reviewed and revised, as necessary, €O reflect the operational
and management icprovements and changes bcing made. This three
year and nine month budget should be established as the basic
financial planning docunmentation for the conduct of the project
until June 1985;

(2) With the data already on hand, and with inputs to
come 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 immediately to finalize
the FY 1982 budget. This should be viewed as a first step in
centralizing budget responsibility in the Regional Project Office
(CILSS).



106.

As soon as that budget is prepared, and agreed upon by the four
parties listed, its component parts should be communicated 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 th~ 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 ofiice. Any UGR responsi-
bilicy 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 financiel manager, with a cypist and a clerk and a procurement
specialist. TFAO should fill che position of acministrative and

financial advisor and assign him to the regional office.
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2. Financial Management and Accounting
a. Current Status

All project ac-ounting for the Region.il Managemeat
Unit, for the Regicnal 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-
gadougou, sometime in 1979. With the project long delayed for
other reasons, the system Was officially transmitted to the CILSS
Regional Management Unit (UGR) by Izplementation Letter on April
11, 1980. It has been thoroughly discussed with the UGR accotmitant
during the previous month. During May, 1980, a three-mun tead
from USAID/Cor.troller and UGR visited Mali, Senegal, Mauritania
and The Cambia to instruct local project accountants in the system.
The UGR accountant made subsequent visits to Niger and Cape Vezde
and has worked continuously with the Upper Volta accountant.

The basic accounting document is the daily expease
journal. As each expenditure is made an entry {3 =made showing payece,
check number, date, amount and budget lire item. This journal is
sumed monthly and quarterly and provides the data for the quarcterly
financial statement and the quarterly budget status report. The
invoices paid, the basis of the journal entries, are marked with
the check number and f£iled (in folders or file boxes) where they
gshould be available for audit.

Emﬁ1aaxmnchq;stathxakwxxﬁn:ﬁns:1rmudptsjounud
although it seans to take various form. In several cases it consisced

almost entirely of a folder amtiining bank advices of cxedits w che


http:entir.17
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Primarily because of delays built into the system
and some unimaginative or umresponsive management in USAID,
the syster has broken down. Replenishments of advances have
consistently been received at the end of the quarter, not the
beginning. Local accountants and Grantee sub-project directors
have had to ration travel, purchase of supplies and equipment,
recruitment of local personnel, etc. The resultant slowdown in
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 gef worse. The
system does not take into account the built-in delays. Telex to UGR,
transcription onto financial form, transaitzal to USAID, review by
Project Officer, preparation of Form 1034, review by controller,
request to Paris for check issuance, receipt af check by USAID, trans-~
mittal to UGR, waiting period for check to.clear. transmittal from
Volta Intermational Bank (3IV) to local bank, notificatiom by local
bank to national component of credit to account. With the best good-
will in the world, this is a two-month process.

Delays in USAID reviews have stretched the built-in delay
to about three months. Funds have been made available only after the
end of the period for which they were required. The fifteen-day
advance statement 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 journmal 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 on 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 governm-
ment agencies (Ministry of Agriculture, Research Stations, vehicle
repailr 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 dis?ursement could be made,
reported and covered by a new advance long_befp%e 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 quirter had been more than covered by cash at the beginning,

Plus cash received, no problem had existed. Unfortunately because
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of all the other delays, the statement while insemsitive to the
pfoblem. was not entirely wrong. An example is contained in the
following table:

National Component, Bamako (Mali)

Period: March 15, 1981 - Jume 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
Requested funds 3/15-6/15 116,234,700
Construction and equipment -108,097,200
Planned operating costs 8,137,500
Actual expenditures 3/15-6/15 4,252,560
Cash balance on Jume 15, 1981 8,344,210

Of the actual expenditures none were for construction and
only a nominal amount was spent on material and equipment. In fact,
Conditions Precedent not baving been met, no such expenditures would
have been possible during that period.

However, expenditures on other line items was only about
one half of that planned. Part of this was underachievement of planned
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. umtil the replenistment had been received.

Unfortunately, as of June 15, 1981, no replenistment had been made at




112.

the operation level and no explanation for the delay received.

Operations had been restricted despite the apparent post hoc avail-
ability of esséntial funds.
¢. Recommendations

The current system should be strengthened by the
addition of an encumbrance jourmal. This could be a simple recording
of orders placed, by line'item and én 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 1l5th 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 expecﬁs 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 qﬁarter 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 replenistment 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, migiht justify the processing of no-pay vouchers or adjust-
ments berween accounting statioms, 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 activiqﬁ
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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
vehicle maintenance, reviewing payrclls, etc. For all the above
it is recommended that at each national or sub-regional component a
project funded acministrative 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 basie
management responsibilities. Consideration should be given to some
sort of one-time gratuity or other compensation to part-time
accountants who have already provided umpaid service.

Internai audits of each component should be conducted
by the Project Directorate at least annually. These audits should
have a multiple purpose: to reveal ivregularities, discover malfunctions
in the system, assure use of funds for projcct purposes, and, most
important, as continuing training in financial administration at the
national level. An external audit firm should do a full project audit
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
Controller, USAID Project Officer and CILSS Project Directorate Finan-

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 threé
project principals, CILSS-FAO-AID, informed on project progress as
reflected in financial reporting.
It should be noted here that these recommendations

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 projéct. We have proposed (a) strength-
ening accounting staff at the componént level, (b) putting day-to-day
financial responsibility in the office of Project Director, (c) adding
an encumbrance journal, (d) using intermal 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 recommendations 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 managemenf recommendations,

each supporting and being supported by the others.
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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 Scates, mostly vehicles and laboratory equipment, is carried
out by thevprocurement specialist at CILSS/UGR headquarters in
Quagadougou. He follows standard PI0/C procedures with USAID
clearing off and signing the PIO/C. The Afro-American Purchasing
Center in New Yorklcarries out procurement action under contract
to CILSS. Local procurement is carried out on an gé_hgs basis by
the national components. Their basic procurement authority is
the annual budget and the subsequent quarterly advance of fumds.
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 tradename;, catalog numbers,
specifications, and prices. The Directrice wanted lists to go
direcﬁly 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 illustrative
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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, PIO/Cs have been issued
covering laboratory equipment for Upper Volta, Niger, Mauritania,
Mali and Semegal. The total estimated cost is estimated at
$431,000.. A PIO/C has been issued for an envirommental chamber for
Senegal at an estimated cost of US $27,823. Four AMC jeeps, three
for Upper Volta, ome 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 procurcmenﬁ action and no procuce-

ment planning is underway for any of thg'sub-regional components.

Procurement of motor vehicles has been a speciail
case. The various plans of operations indicate a minimum vehicle
'requiremcnt on hand by the end of the first year of 17 four-wheel
drive velicles and 14 sedans. As of August 31, 1981, two four-
wheel drive and 7 sedans were in place, 4 AMC jeeps were on crder,
and waivers had been granted to permit the local purchase of an

additional six four-wheel drive vehicles.
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In Senegal, ancther 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 Sznecal 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 becauée during routine servicing, lubricant was
drained £ram the transmission and ﬁot replaced. The service facilities
were caapletely shut down for two and a half mid-day hours an a weekday.
The service department is reportedly indifferent to the camplaints of
custumers.

The Project Grant Agreement contained the standaxrd
provision requiring procurement cf 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 t¢o 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 198l1. 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 vas 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 equirment, etc. suffered primarily frem
' the financial administration problems. Necessary purchases have
been deferred because funds have been late in arriving. No evidence
has been found of local procurement plaas, 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, roblems

The cne overriding pfocuremen: 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 start the procurement
process. Various procurement lists have, been prepared. Same time-
phasing has been planned. Scme wai&e:s have been sought, but no
coherent list of upcoming waivers has bren prepared. The pieces of
a procurement plan exist.. They have not been pulled together.

As far as vehicles are concerned, procurement waivers
are the essential problem. As noted, a waiver had been obtained to
pemit the sole source procurement of all-Zerrain vehicles for Cape
Verde. On September 3, 1981, after much correspondence and delay,

a formal request for a new gaive: was sukmitted to USAID by CILSS/UGR.
It asks authority to buy Peugeot diesel four-wheel drive pickups.
Similarly, a new waiver wili be required if Senegal is forced to

give up cnlchevettcs 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 requested because

no procurement decision has been made. A similar situation
exists with respect to Niger.
c. Recammendation

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
be based on a who-dces-what-when program. It should start with
the preparation by each project ccmponent, regional, national and
sub-regional, of a list showing what has been requested of the
procurement assustant, what has been received, what is expected
when, what is still needed and when should it be ordered. These
lists should be consolidated, revie@ed 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 camponents and the Regional Director advised on
procurement progress and actions and should prepare a materials
receipt and checking program. Attention is invited to the Team
Engineer's camments with respect to prospective savings on
laboratory and field equipment as noted in sub-paragraph 4 £
below.

Bach of the national ccmponents should prepare
lists of what they have bought, what they need, costs incurred
or to be incurred, when are items needed. They should indicate
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,
when required, broken down by type. It should show what waivers
have been requested, which received, which awaited and which should
still be requested. When ccmpleted, 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 supporteé by objective data obtained
from visits to dealers and service facilities and interviews with
recent purchasers anl fleet users. Data sgould be collected on
fuel consumption and service and repair downtime. Assistance in
supply management of vehicles should be'avéilable £r .m 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 plamiing indicated
in the respective Country Operation Planp (C.0.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 comstructlon 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 invitatigns 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
siruntion is yet to be resolved.

UPPER VOLTA

docurents
Construction plans, contract/and detailed cost estimates have

been prepared for all planned buildings except for the entomological
laboratory at Ramboinse for which only a drawing has been preparcd.l/
The oéhcr Planned buildings are:

1 plant pathology laboratory (Farako-Ba)

1 weed laboratory (Saria)

1l insectary (Kamboinse) ‘

11 observation posts. (AID has approved for invitations to bid)

l-‘f‘he construction of that building deferred due to f£uading
problems,
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SENEGAL

Construction has started for the entomological laboratory at Nioro du
Rip and the plant pathology laboratory in Djibelor. About 50Z 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 laboratory for the Senegalese component of IMP and ome
wveed laboratory for the Senegal River Basin Sub-Regional component. No further
progress has been made on this laboratory.’

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
preliminary conatruction plans for all planned buildings have been prepared.
They have to be revised or finalized and sent to AID for approval prior to pre=-
paration of contract documents. It is worth noting however thar buildings
or construction {3 planned only for the Senegal River Valley component and not
for the Niger River and Chad lLake Basins,

b. CONSTRUCTION WETDS AND BUDGETS

The team has reviewed the constiuction needs and is esaentially re-
commending that the construction indicated in the C.0.P.'s be 1raintained.
Dct}iln of the prbpoucd conatruction programs are given in the financial budget
tables of this report. We have also added to the list a few small additional

® Pinal decinion has to be made on whether to build the laboratory in
Richard-Toll or Fanaye before planning can proceed further (see sub-
paragzraph 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-
viously indicated in the COP becauce nine have already been built by the
Malian government under other budgets.

Senegal has expressed additiomal needs for 12 houses (5 for researchers
and 7 for technicians). Hovevér, on account of the very high cost of the
revised comstruction 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.Feques:ed by Gémbia. It is to
be noted that the revised construction budgets include a contingency fund
(102) 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 milldion (valid up to Mid 1982). This is wuch higher than the
origihzl 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
coats, which run about 20X year times three years delay with equals or a
ravised estinmate of US $2.5 million. Adding 107 for physical contingencies
and 10% for architecz/engineers fees, costs that might not have been incluy-
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 alome. 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 millionm. Considering that about 2 years elapsed between the 2
series 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. ESTIMATE OF CONSTRUCTION COSTS

The latest available cost information supplied to the evaluation team
engineer has been used to revise cost estimates for the Proposed construction
program. Cost estimates for about 2/3 of the proposed buildings are based on
detailed cost analysis done from the materials list derived from the respecti-
ve construction plans. The bulk of the estimated costs for the last third
of the planned construction was obtained by either using approximate cosgt
per unit area in the case of buildings or from educated "guestimates" based
on costs of similar structures in areas vhere they are planned, such as for
water towers, wellgs, pumping station, etc. We believe that our overall cost
estimates (either om a country basis or for the total -construction progran)

are most likely within 15-20% of Teal costs when completed.

It was not possible te Bet cost estimates for comstruction planned in the
GAMBIA. As a cousequence a value judgment was made by the team engineer based
on building costs in Senegal adjusted for the of type of buildings required
“in the Gambia.

The estimated costs for observation posts are the least accurate. This
is due to the fact that they will be built in rather isolated areas for
which no cost/records for similar structures are readily available. In addi-
tion, cost will vary a great deal depending on whether iavitation to bid ig
done on a national scale (1.e. one contract for all observation posts for
any given country) or decentralized at the local level. 1In addition level of
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of competition and construction materials used will play an important in-
fluencing role in the costs of the buildings.

l.- Level of competition:

Observation posts are rather small and relatively inexpensive structures
that most likely will not attract many bidders and unfortunately at this
stage it is impossible to knmow how many comtractors will be interested. For
such simple structures cost may quite well vary by as much as 502 or more
depending on the level of competitionm.

2.~ Construction materials to be ﬁsed:

The general rule in the actual planning of the design of the observation
post 1is to built them "en dur", e.g., concrete block walls, instead of "banco
amélioré" (locally-made sun dried clay bricks or blocks covered by a cement
mortar rendering on the outside, one walls are up). In our opinion, observation
posts built with "banco amdlioré" 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 amélior&" should be used whenever possible.

d. DELAYS IN THE CONSTRUCTION PROGRAM

To a great extent, delays in the implementation of tha construction
program ‘can be atrributed to the following 3 major reasons:

a) general delays in implementing the project as a whole

b) AID's regulations pertaining to comstruction work

c) lack of input from local AID engineers
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l.~ General delavs

This is by far the major reason for the delays in the comstruction 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.0.P. ware signed, e.g., 2 years after the signature

of the Project Agreement. . During that time, implementation of the coms-
truction progran was lmpossible.

2.~ ATD'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:

l - Site visit and approval

2 - Approval of plans

3 - Approval of contract docum;nts
4 = Approval of contractors

5 - Approval of contracts

Due to long distances that are involved in such a centrally managed re-
glonal project and considering that all cammuniéations 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 administrative 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 pature 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.~ Llack of input from local AID engineers

The IPM project is 3 regiomal project covering 8 Sahelian countries. It
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i3 centrally managed by AID in Ouagadougou. The AID project management staff
consists essentially of a single professional who is not an engineer nor does
the magnitude of the comstruction component of the IPM project justify an emn~
gineer. Consequently the services or inputs of the local ATID engineer

posted in Ouagadougou are requested when ever necessary (far site visits appro-
val of plans etc.) for the eatire project. EHowever, because of bilateral
responsibilities and activities, little time is availabla for the IPM project,
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.

As an alternative, the team recommends that local AID engineers share the
responsibiliry with the Ouagadougou engineer. We recommend that, as appro-
priate, the local engineer be entirely responsible for IPM construction in
his country of assiénment. We feel that their actual work load would permit
them to take that extra respoasibiliry without causing any major problens.
AID has local engineers in the following project coumtries: Niger, Upper-
Volta, Mali, Semegal (also handles Mauritania, Cape Verde, and the Gambia).
We are convinced that this decentralization of responsibilities will accele-
rate considerably the impliementation of the conscruction program.

e. ENGINEERING DESIGN

After reviewjag all construction, the team engineer is of the opinion
that by and large designs are well dome and adapted to the local enviromment.
However, 3 points deserve to be highlighted in this discussion:

Although design drawiugs ror insectories and screenhouses have been
prepared by the respective cuountries where they were originally planned
(as per C.0.P.), its appears that there 13 still a great degree of uncertainty
about the proper design. Consequently it would appear important that this
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whole question be reviewed under the supervision and co-ordination of the
Regional Project Directorate. The actual 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 comments above on "en dur" versus

"banco améliora™).

The last issue concerns the ceiling design of 2 laboratories pPresently
being built in Semegal. A reinforced concrete slab (cast in place) will
act as a ceiling for these buildings. A corrugated asbestos-cement roof will
be installed above (with a free air space in between) the concrate 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
4s a concrete slab and would be much cheaper. This issue should receive
special attention for the design of the laboratory pldnned for Richard-Toll
(or Fanaye),

f. COMMODITIES

The'budget for commodities for the project as a whole was estimated at
U.S. $3,040 million in the Project Agreement. Adding all commodity
budgets of the fudividual 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 COP budgets shows laboratory and field eduipmen: 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 Te-evaluation of the
real laboratory and field equipment needs for the enrire project. Thus we

~ Mauritania appears to be the only country for which budgets for labo-
ratory and field equipment were in fact underestimated. The team recommends
adding $10,00 to each one of these tvo items,
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recommend that the Regional Project Directorate laboratory and field equipment
peeds 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 construction program.

g. SPECIAL PROBLEMS

1.- Upper Volta and TRAT

An informal agreement had been worked out between IRAT and the National
IPM Project Director of Upper Volta for IRAT to construct 2 small labora-
tories and one insectary (Farako-Ba and Saria). TIRAT prepared plans, spe-
cifications and cost estimates. AID approved them and IRAT undertaking the
work; However, a contract was never signed (and work never started) because
of new regulations pertaining to the award of public contracts in Upper
Volta. Considering that IRAT is a non-profit quasi-govermmental organi-
zation which would have built these buildings at cost for the benefit of the
project, we are very swprised to realize that a'ppar.en:ly no special effort
was made by Voltaic authorities to consider a waiver and allow IRAT to do
the work. This problem is reported heres for the sole purpose of suggesting

that all means be applied whenever posaible to reduce construction consts.

2.~ Observation Posts — PAR Method of Reimbursement

Pixed Amount Reimbursemesnt (FAR) is a method under which the amount of
reimbursement is sat in advance, based on cost estimates revised and approved

by AID.#® This seems to be a suitable method to simplify AID's administrative

w ® Lt is to be noted that under the FAR system reimbursement is not based
on actual costs. 1If they turn out to be less than estimated, AID's contri-
butions will not be reduced. However, if there are unforeseen cost increases,
these are borme 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 *
observation posts plammed for this project. They are rather simple arnd
inexpensive structures located in isolated 2reas and it is doubtful that na-
tional invitation to bid will attract any contractors. Likewise, if domne
<. 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 Richari-Toll or
Fanaye? :

A combination weed science and entomology laboratory (Semegal and sub-
regional project cowmponents, respectively) was plammed for Richard-Toll,
Senegal, and then a local decision was takea to locate it at Fanaye, 60 km
avay. Researcher's houses will be built at Richard-Toll, and they have ex-
pressed opposition fo living in Panaye because there are no proper facilities,
shopping, etec.

The World Bank is coordinating the plamning of a large agricultural
project at Fanaye, which at present is a very small research station with
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 1is already a well-established agricultural research station with all

necessary facilities.
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Tachnicians tols us that thare is no reason to favor onme site over
the other scientifically. We recommend that the IPM laboratory be
built at Richard-Toll because:

- Tachnicians should not be required to commute 60 km between

home 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-
ratory has been built;

= Plant protection research present or planned at Richard-Toll,

including WARDA and a GIZ entomology laboratory for 6 researchers,
provides an excellent opportunity for fruitful professional col-
laboration.

h. RECOMMENDATIONS

1.- That AID approve the proposed construction program and budget.
The proposed budget ($U.S. 3 millions) far exceeds the amount (§ U.S.
1.5 million) progrzmmed in the Program although the constructicn program
{s essentially the same. Increases in costs are mainly due to high inflatiomn
factors (20Z per year), during the 3 years' delays in project iwplemen-
tation. The revi=ad construction budget still represents less than 102
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 IPM construction program planned
for their respective country of assignment (plus some adjacent countries
in the case of Senegal).

3.- That AID simpliey its regulations with regpect to constTuction
work on account of the simple nature and relatively low costs of the
planned buildings.
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4.- That che FAR mathod of reisbursement be adopted whensver possible
and especially for the observation posts.

8,= That the countries involved make a real effort to reduca cons—
truction costs by all possible means including the use of simple (but
efficient) design and local matarial whenever possible.

6. That the Regional Project Directorate play & mors active role
in the technical coordination and supervision of construction designs
and commodity seleccion in order to ensure that expenditures ares strictly
limited to needs appropriate and necessary to the success of the project.



5. Travel
a. Current Status

Travel of assigned FAO experts and their Sahelian
counterparts, within the jndividual countries and within the CILSS
area, is funded by the individual country projects from thelr
quarterly advances. Travel is performed by air and by motor vehicle.
Since road nets are poor, air travel often means that travelers at
their destinations are dependent on borrowed vehicles since renting
is difficult. In scme greas trﬁvel by animal is appropriate and
in one case specific provision for inclusion of animal hire in travel
regulations has been requested. That comparative cost of camel versus
jeep rental and/or operatioms have not been obtained is sincerely
regretted.

Travel is an important element of project expense.
Budget projections for the gseccnd and third years of operatioms
indicate that travel costs will take up as much as one third of
national project budgets. This is true because travel appears in
the budgets twice since gasoline and vehicle maintenance, which
involve travel, are a separate line item.

Expenses of individual travelers are handled by a
travel advance system that was designed as part of the accounting
and expenditure system described above. It seems to be working
well but has not yet been put fully to the test. A quick review at
one accounting station showed a number of outstanding advances. As
travel increases more control of advances should be called for.
Budgeting for travel does not seem to be a problem. Requirements

are known well in advance.



b. Problems

Travelers are paid per diem to cover expenses,
theoretically, but where allowances are generous there may be
created a travel incentive good for the project. Contrariwise,
inadequate allowances (there was 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 £ind an easy solutiem.

c. Reconnendations

The Regional Project Director and the new FAO
finmcial/administrative advisor should do a’ quick review of per
diem rates to determine whether they are adequate, fair, or, in
some cases, éxcessive. Differences, as they apply to persons under
different persommel systems, should not be gso great as to create
dissension. Otherwise, this is really a condition to be lived with
aﬁd adjusted to; it's not a problem.

About midway tarouyh FY 1982, but after a particulady
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 i3 discouraged from hiring a necessary camel.
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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 escential
donor interest and a lengthy three-sided negotiation ensued.
The contract was not approved until September 1979, i.e. ome
year and four months after the admittedly optimistic terminal
date for meeting first conditions precedent established in the
Project Agreement.

During this period almosc ali other implementing actiom
stopped. There was an exception, during late 1978 and during
1979 a FAO-CILSS project design team was preparing coumtTy
operaticns plans. Since as noted these.wc;é'also esaential
CPs,. Lt i3 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 f£.llowing are some of the more {mportant
of these.

The accounting system, developed in 1978-1979 is not
formally transmitted to CILSS uncil 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 svpervision 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 much 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 persommel, approving
travel, etc... as the advance replenishment system broke dowm.

Not all of these delays could have been avoided by a
system of parallel action. The CILSS-FAQ agreement was a com-
dition to first.disbursement. No project fumds could be com-
mitted before its approval. Bu: FAO could have started iden-
tifying project persomnel; an AID project manager could have
been in training. A Letter of Implementatiom #l could have
been drafted, it tuxned out to be Project Implementation Lecter
$#23 of May 6, 198l! Procurement lists could have been preparaed
before the end of 1980. Walvers were known to be needed almost
immediately after the Project Agreement was signed., They were

not requested for two years,
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Recommendation

The Project Management Team, USAID, CILSS, FAO should
adopt a conscious policy of parallel management action, 1f
a project implementation action is held up, other actioms
should continue so that further delays do mot follow upon
resolution of the first problem. Large engineering or con-
struction projects deal with activity co-
ordination by the use of PERI charts or Critical Path diagrams.
Something similar but simpler should be designed for this pro-
ject. The recommendations on the preparation »f budgets and
procurement plans which follow are a start in this directiom.

They shouid be supplemented by conscruction and persomnel plans
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VIiI. PROPOSED. MANAGEMENT STRUCTURE
A. CILSS-FAO-AID
INTEGRATED PEST MANAGEMENT PROJECT
FAO CILSS AID AID
Annl sign-off — 4 L8 <—
Rome Januaryg? <— §3 = Ouaga $$ Quaga | Wash
' ! |
\\\\\\\5 Regional IPM Direction Regional IPM RFCP Directiom
$
\\\\\\\>¥'Regional Director Director
Asst. Director (FAO) Asst. Director for IPM
Assu. Nirector for RFCP
N.B gazional ub-Reg.
<2 Components
Regional Director oLponents g
(CIL?S) may staff Section |ISection
Natl/Sub-Reg - -
Sections as re- gdmtg-FLn
quired. FAO Seg l??AO
Trng Advisor’and aje
Socio-Economist OUAGADOUGOU OUAGADOUGOU

are assigned to
Natl Components
Section

14

3

National & Sub-Regional
. Components

Cape Verde - The Gambih

Mali - Mauritania
Niger - Senegal
Upper Volta

Senegal River Basin

Each National Component
has an FAO staff
(except Cape Verde) and
an Admin-Fin Officer

AID RFCP CountTy Proj.
Officers (CPO) maintain
liaison with IPM
Components in their
regpective country.

In Mali, Niger and Upper
Volta, IPM Asst. Dir.
Ouaga, is responsible
for such liaisonm,
directly or thru local
missions.

Liaiscn line links the
CIL5S and AID Regional
Offices.
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TECHNICAL/ADMINISTRATIVE ADVISORY COMMITTEE:

Responsibility:

Review and evaluate progress under AID-funded projects
on CILSS Annexes A and B.
Composition:

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 administrative/operational policy
issues or differemces at regiomal level; refer major issues to
principals for advisory views and further negotiation at regional
level.

Composition:
Regional Project Director (CILSS)

Assistant Director (FAOQ)
Regional . /TPM O0fZicer (AID)
Periodicicty:
Monthly for regular exchange of views; at call of any of

three members for special reasoms.
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The Proposed Management Structure brings -to focus the
combined CILSS-FAO-AID activities under Annexes B and A of the
CILSS Program for Crop and Harvest Protection. The Evaluation
Team, after a thorough review of AID's Regional Food Crop
Protectiocn project and the CILSS-FAQ-AID IPM project, concluded
that rthese two projects must be closely coordinated at the top
regional management level. . Otherwise, both projects risk failing
in the accomplistment of their goals and objectives which ultimately
envision the integration into reinforced national crop protection
services of all advanced and tested methods of integrated pest
control. The impact of these conclusions requires the following
changes:

A. USAID Upper Volta should receive autherity to form a
Regional IPM-FCP Office to be directed by a sonior IPM specialist
with experience in managing IPM projects in developing countries.
Responsibiiity for the redesigned IFM project and RFCP, Phase'III,'
will be vested in this office by not later than June 1982 and
continue at least throt ;h June 1985. Depending upon accrued experience
by the latter date, furt-er project activity might be merged into a
single project. For the present, however, closer coordination and
linkage of 'the two préjects would be acccmplished through their
management from a single office in Ouagadougou.

B. The above change necessitates the transfer of the RFCP
office from Dakar to Ouaga, such transfer to be ccmilete by not
later than June 1982. Management of each oroject -- IPM and RFC? ==
should be upgraded to a senlor IPY specialist with experience in

developing countries. Country Project 0£ficers (CPO) assigned to
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PCP work would also be responsibJ:e for liaison with national IPM
canpaonents in their countries of assignment: 'where FCP does not
operate, the Regicnal IPM Officer would be responsible for such liaisenm,
e.g., Mali, Nige; and Upper Volta. Activities in crop protecticn in
those sume countries (under the auspices of other donors) would be
monitored by the Regional FCP Qfficer.

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 plaaning documents (using the formula employed
by CILSS in the agreement for AGREYMET with the World Meteorological
Organizaticon). 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 naticnal budget mcecutio'n. In making su.ch a’ chanje, CILSS
and AID would thus rely on an internatiocnally established organization
with considerable proven success in planning and implementing IPM
projects. This experience should weigh he.a.vil}: in .J’.nfluencing CILSS
and AID, particularly considering the highly experimental nature of
the IPM project and, therefore, the demand for uniform technical
guidance and advisory assistance amd the expected success that should
eventuate as a result.,

D. CILSS should authorize the movement of the Regicnal IPM
Project Direction (CILSS) with its FAQO advisory staff from Bamako to
Ouagadougou. This would bring together in a single locaticn, the
CILSS~-FAO-AID managers of all the important work under Annexes A and
B of the Crop and Barvest Protection Program. Difficulties in
communication and crordination between policy makers, otherwise div-
ided between Ouagadougou, Bamai.o and Dakar, would be eliminated

totally and differences could be rapidly resolved. Concurrent with



144,

this transfer, the Evaluation Team strongly reccmmends that the
CILSS Council of Ministers confer upon the Executive Secretary
the respansibility as the appointing authority for the Regicnal
IPM Project Director (CILSS); anocther opticn that has merit would
be for the Council to authorize the Executive Secretary to follow
the formula, suggested in C above (either formulation would res-
pend to the Evaluation Team's recommendation) . The Regicnal
Project Directicn in Cuagadcugou should be located in facilities
adequate to accommodate the CILSS~FAQ staff and provide liaison
office for AID's IPM Officer. This office building sheculd be
praminently identified as the "CILSS-FAO-AID Integrated Pest
Management Research and Development Project Headquarters”.

E. The Executive Secretary of CILSS should recamend that
the Regicnal I?M Iroject Director (CILSS) serve as an ex-officio
member of the CILSS Coordinating Cammittee Zor Czop Protection;
the Chairperson of that group should also be an ex-officio memberxr
of the IPM Coordinating Cammittee.

F. CILSS-FAO-AID should agree cn the designaticn of a
Technical/Administrative Advisory Camittee, camprising two membexs
each (cne on policy, cne cn operations) Zram CILSS (BExecutive Sec—-
retariat), FAO (Rame) and AID (Washington) plus’three cutside
members agreed upcn by the three principals (two IPM technicians, .
nonminated by FAO and one management/acdministzation specialist,
naninated By AID). These appointmeats should be made as part of
the agreed implementation of the Evaluaticn Team reccamendations
in order that members can remain abreast of Annexes A and B
activities, particularly I®M, and prepare Zor annual evaluaticns
.to be undertaken in June each year, beginning in 1l.32. A major
docament in their deliberations should be a synthesis of the
rasults produced by the combined IPM Working Groups.
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G. CILSS-FAO-AID should also designate a Regional Management
Committee, comprising the senior CILSS-FAO-AID repres;ntativgs |
for regional IPM activities, tc resolve differences growing out of
interpretation of existing policy or procedures. The same Committee
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 Pro:ectioﬁ Program.

I. With specific regaxrd to the.so-called Management Protocol
and the roles it describes for the RMU and the RICU, the Evaluation
Team has no problem with the contents of Articles 13-14 (RMU) and
Articles 15-16 (RCIU). Nowhere in any of Fhegé articles are either
of these units charged with any responsibility for project implementa-
tion; certainly neither unit is engaged in any mammer by those
Articles with the administrative and technical manégement of the IPM
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 best sum-

marized in the second sentence of Artiecle 17 a, namely '"The RMU and
the RTCU assure, at the regional level, cocrdinationm, documentation,
information dissemination and provision of technical assistance

activities to the national services participating in the program."
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By inserting the words '"and regional" between '"national" and
"gervices" the proper roles for both units will be defined.

The Regional Project Direction, as described ;bove, will fulfill
the CILSS role with respect to Amex 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 l
|
]

REGIONAL IPM/FCP OFFICER l

Regional FCP Project Manager Regional IPM Project Manager
Administrative, financial and Manages all AID resources
technical backstopping for and relations with

CILSS IPM Project
.CPO - Guinea Bissau/Cape Verde

CPO - The Gambia

: CILSS-FAO Regional Project Manager.

. | National Programs
CPO - Mauritania Cape Verde - The Gambia - Mali -
(Chad) - Mauritania - Niger -
CPO - Senegal Senegal .
RTEO - Dakar

CPO0 - Cameroon

. RTEO - Yaounde

Liaison with other donors in Liaison with Upper Volta, Mali

Upper Volta (directly) and and Niger IPM Natiomal Programs

Maii and Niger (directly or

through local Missions) Orients Camerocon/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
rasponsible for agricultural programs in their respective
missions and endorsed by the Regional FCP Project Manager.

The Regional IPM/FCP Officer forwards the reports to
USDA-PASA office, including appropriate comments on each
CPO/RTED's effectiveness in fostering and expanding the
employment of IPM methods and practices.

AID/W BACKSTOPPING:

AID/W Backstop Officers for the RFCP and IPM projects
should co-chair an administrative and technical Project Sup-
port Committee, comprising representatives of AID's Office
of Agriculture, USDA's Int'l Operations Div., APHIS,
and appropriate members of the academic commumnity to assure
a continuity of guidance to the field project managers and
provide timely responses to requests for assistance, what-
ever their nature.




REGIONAL IPM/FCP OFFICER
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Qualifications:

Ph.D. in entomology with training or experience in
management of complex programs in foreign environments, pre-
ferably developing coumtTies. French language ability,
minimm S-3 R-3 level.

Duties:

Administrative and technical manager for AID-funded pro-
jects in Regional Food Crop Protection and Regional Integrated
Pest Management Research. Principal AID representative in all
matters dealing with the CILSS Program for Crop and Harvest
Protection.

Supervises project managers -of two above mentioned projects
in delivery of AID policy and technical support to Sahelian
regional and natiomal agencies implementing programs in food crop
protection and TPM research. Assures appropriate comtacts with
FAO and other donmors active in tie same sectors.

Assures coordination and rcinforqcmcnt between the two
projects toward thelr objectives of identificacrion and adoption
of tested pest control measures and consequent reduction of 7
pesticide usage.

Serves as senior AID technical auchority and advisor on
IPM activities in West Africa. Visits AID Misslons in the regiom,
briefs senior Mission personnel and assures timely responses to

requests of any nature.
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Regional IPM Project Manager (Contd)

their use for IPM technician training and integration of IPM
techniques into crop protection technician training.

Serves as the AID Liaison Officer to the Upper Volta
national IPM program.

Provides orientation material on IPM to RFCP, CPO
Liaison Officers in Cameroon and Guinea-Bissau for use as appro-

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
control disciplines, e.g., rodent control, plant pathology.

IPM specialist with proven experience in IFM develop-
‘ment and execution in less developed countries or regioms.

French language, S-3.iR-3 level (current)

Coordinates the activities of CountryProject Officers
(CPO-USDA PASA) assigned to five bilateral missions plus
two Training Officers (RTO-USDA PASA, ome 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 :Fchnical backstopping through exchange
of periodic reports among all bila:er;l projects.

Visits all participating countries on regularly scheduled
basis to ensure uniformity of inputs and progress; briefs
mission managers onm reglonal status of the project; discusses
problems and offers solutions or facilitates followup from
outside resources.

Maintains continuous flow of current state-of-the-art
literature on crop protection and integrated pest management €O
bilateral projects and processes individual requests for specific
assistance. i.e., short-term consultants; spectal training ot

orientation; particular publications.
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Regional FCP Project Manager (Contd)

Maintains contact directly (or through bilateral AID
Missions as appropriate) with other donors providing assistance

for crop protection services in Mali, Niger and Upper Volta.

The additional positions listed below are provided
under a recruiting program as follows:

The Regional Food Crop Protection Project is supported
technically through a Participating Agency Service Agreement
(PASA) with the United States. Department of Agriculture (USDA).
This agreement designates the Animal and Plant Health Inspection
Service (APHIS) as the manpower resource agency for Country Pro-
ject Officers (CPOs) and Regional Training Officers (RTOs).

The PASA also includes provision for consultants as requested
by the Regiomal Project Manager (RPM). Technical backstopping
and coordination of the PASA is provided by APHIS in Washington.
The PASA personnel are under the direct subervision 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
should be given to possible inclusion of other USDA components to
provide CPO with expcfience in economics, soclo-economics, extension,

plant pathology and pest control.



COUNTRY PROJECT OFFICERS (CPO)

Qualifications:

M.S. degree preferably in emtomology or plant pathology.
Must have proven IPM training oriemtation and experience. Previous
assignments in developing countries is desirable. Good health is

assential to work under arduous travel and climatic conditioms.

Duties:

Current job descriptions should be amendaed to include
the following:

Serve as designated liaison officers to national
IPM components. Meet regularly with national IPM directors
and FAO advisors, discuss matcters of common 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 Manageé.) CPO in Cameroon
and Guinea-Bissau will follow any IPM_aevelop;enta in those
respective countries, accept any requesta for solutions to
specific problems (and pass them to the Regional Manager)
and generally encourage the introduction of new or continuation

of existing IPM practices.
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REGIONAL TRAINING AND EXTENSION OFFICERS (RTEOQ)

Advise Directors of Regional Training Centers (one in
Yaounde; one in Dakar) under the technical guidance of the
Regional FCP Project Manager. Encourage and influence Center
Directors toward incorporation of regional classes into Center
schedules. |

' Enlist participation of U.S. and third country specialists
for special short courses on topics of cu:fent crop production
and protection interest. Seek special resources for courses
in Portugese and French.

Establish working relations with the CILSS-FAO Regional
Training Advisor on the IPM Projéct and incorporate IPM topics
into curriculum for crop protection technicians. Encourage
the offering of IPM courses for national IPM technicians. Employ
this contact as permanent channmel of commmication to the Sahel
Institute for coordination of activities ﬁnder CILSS Programs
Annexes Gl (Documentation) and G2 (Training) .

Brief bilateral A1D lission Directors on training opportunitis
at Training Centers for Sahelian (plus Cameroon and Guinea Bissau)
pationals working as AID counterparts in other agricultural and
rural development projects. Where and as Z“easible, encourage Centex
Directors to allocate Center facilities for short-term orientation
of U.S. Project Managers in Agriculture and Rural Development on
1PM methods and practices; use such opportunities to encourage
integration of IPM concepts into other project activities, as.

appropriace.
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VIIZI. OVERALL MANAGEMENT AND TECHNICAL RECOMMENDATIONS

A. General Management:

1) AID authorize a Regional Integrated Pest Management/Food
Crop Protection Office located at USAID/Ouagadcugou with a
high-level staff of three;

2) CILSS and AID vest responsii:ility for technical direction
IPM Project implementation in FAQ (RFCT moves fram Dakar);

3) FAO accepts technical direction, £inancial management and
procurement responsibility fér IPM Project;

4) CILSS transfers .Regicnal IPM Project Direction Office
frcm Bamako to Ouagadougou. Executive Secretary should have
authority to appoint Regional Project Director (CILSS) ;

5) Regional IPM Project Director (CILSS) serves as ex officio
member CILSS Coordinating Ccomittee for Crop Protection;

6) CILSS-FAO-AID designate Technical/Administrative Advisory
Camittee to implement Evaluaticon Team recamendations and to
conduct annual evaluaticns starting June, 1982;

7) CILSS-FAQO-AID designate Regional.Management Camittee to
resolve differences concerning policy directives or procedures;
8) Management analyst review and recamend changes in
Management Protocol (Protocole de Gesticn) and relationships

shown therein.
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B. Technical Recamendations = Food Crop Protection

Project (Annex A)

1) Project should be redesigned to emphasize Integrated Pest
Management;

2) Design team should include Sahelian representation,
experienced IPM specialists, an agronamist, a project design
and management specialist;

3) Project designed according to 2 Logical Framework including
overall objectives of increased use of IPM and de-emphasized use
of chemicals;

4) Project designed to include demonstrations on fields of
small farmers;

5) Training courses should also be developed for Certified
Plant Protecticn Managers for the Iaoundé Center under FAO-OAU
auspices; "

6) Publications should include manuals on pests, surveillance
guidelines, manuals de-emphasizing pesticides, fact sheets and
pamphlets on IFPM, 1imitations of pesticides and alternatives;
7 Project should have Regicnal Training and Extension
Officers at Dakar and Yacunde€;

8) Arrangements should be made to recruit short-texm
consultants in socio-econamics and special tcoics;

9) Team should critically examine usefulness of academic
training in U.S.;

'10) vaoundd and Dakar training Centers should be upgraded and
should cooperate more closely wiﬁh other agencies engaged in

training;
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11) FAO Training Officer of CILSS IPM Project should relate
closely to Training and Extension Officers of RFCP Project;

12) Surveillance and Crop Loss Assessment activity of RFCP

and IPM Projects should be carried cut collaboratively;

13) Development of extension delivery systems for IPM techniques
should be given highest priority:

14) Research should be concentrated on applied research on
farmers'fields. RFCP and IPM research should be coordinated
through work groups:

15) Strict guidelines shculd be developed for the use of
pesticides;

16) Other donors should develop policies for pesticide use

and management to alleviate envirommental hazards;

17) CILSS shculd employ cne person full-time to assure
collaboration between national and international organizations
involved in fcod croi: protecticn in the Sahel and surrocunding
areas (possibly place responsibility in the .Regiona.l Management
Unit).

C. Technical Recamendaticns - Integrated Pest
Management Project
1) FAO socio-eccnomist's position should be £illed in regional
project staff;
2) Outstanding young researchers should be recruited by FAO
through relaxation of language and experience requircments;
3) Farming systems agrcnomists shculd be recruited;

4) FAO should consider recruitment of an additicnal crop.
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_1oss assessment expert;

3) All research counterpacts should be full-time researchers

of Sahclian nationality;

6) CILSS, FAO and AID should arrange for adequate counterpart

training funds for regional project staff and researchers;

7) Natiocnal governments should place future plant protection

graduates in IPM research programs for half of their internship;

8) Director of Training, Sahel Institute, should chair a

neﬁly created CILSS Crop Protection Training Working Group;

9) FAO IPM Training/Liaison Officer should develop teaching

packages;

10) Experiments should be carried out on farmers fields with

proper attention paid to intercropping systems;

11l) Counterpart researchers should work with non~chemical

IPM methods;

12) AID should support the WARDA project in_rice IPM;

13) Project personnel should assist with future pesticide

residue monitoring activities;

14) The IPM function of observation posts should be defined

and adhered to;

15) IPM and RFCP project staffs should cooperate ©n extension

activities;

16) IPM Project national Coordinating Ccammittees and project
IPM research and the

seminars should ensure liaison between/national agricultural

and crop protection services;
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17) Annex G-l 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 £rom both
RFCP and IPM project staff. They should meet regularly, co-
ordinate activities, publish manuals and other material.

Crop Loss/Surveillance/Forecasting/Environment

Biological Control

Modification of Cropping Techniques

Integrated Pest Management Systems

Evaluation and Extension
19) Working Groups should procure advice fram outside experts;
20) CILSS should spensor an annﬁ§l regicnal plant protection
regsearch conference, directed particularly at the West African
region;
21) The CILSS Plant Protecticn Program should employ an inter-

national liaiscn officerx;

D. Financial Management Reccmendations

1) AID shculd take action to extend IPM Project until

June, 1985 and a revised life of project budget shculd be
jointly prepared by AID, FAO, CILSS:

2) Life of project budget should became basic project
manageanent tool for both Zinancial and acministrzative planning;
J) USAID Project OfZicer, CILSS financial managex, CILSS
Project Director and senior FAO advisor should mect immediatealy

to finalize IPM 1982 budget;
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4) Overall budget should be broken down and each national
coamponent advised of their 1982 budget;
5) Budgeting and financial management should bhe a responsibility
of the Project Director's office and necessary personnel resources
made available.

E. Financial Administration and Accounting

Recammendat ions

1) Accounting systems should include an encumbrance journal;
2) Period for financial reporting anad accounting should be
the calendar quarter;
3) Fifteen days before the ‘end of the quarter requests for
advance fund replenishments should be received, they should be
pProcessed immediately and new advances received by first day
of quarter;
4) Natienal and sub-regicnal camponents should employ full
time ad’ministrative/accounting officers;
5) Internal audits should be conducted by Project Directorate
at least annually;
6) Project account should be for entire Project. Maintenance
of camponent financial records should be CILSS responsibility;
7) Close working relationship should be established between
CILSS financial officer, FAO fi.z.mncial advisor and USAID
controller.

P. Construction Recammendations
1) IPM Project censtruccion budget and supporting program

should be fommally approved;
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2) USAID 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 and purchase of commodities to
reduce costs cn unnecessary expen&itures.

G. Procurcment Recammendations
1) Procurement plans, specifying what is procured when, by
wham, by what methods, should be drawn up.for each category of
material and equipment: vehicles, labo;-:a:ory equiment,
equipment for f£ield and offices;
2) Procurement Plan shculd be prepared jointly by CILSS
Pgoject Director's office, USAID and FAO{
3) Wwaivers should be scught for motor vehicles in a timely
manner and after objective survey of dealers, other users and

facts of maintecnance, repair and fuel use records.
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BE. Travel Recammendations
1) National, CILSS and FAO travel regqulations, especially
as regards per diem should be examined for fairness and
adequacy;
2) Travel regulaticns should Le very flexible as regards
acceptable mod:s of travel in rvmote areas.

1. Recamendations on Project Delay
1l) CILSS=-FAO-AID should conscicusly adopt parallel action
style of management so that other actions continue when cne
action hits an obstacle;
2) Sane form of PERT, Critical Path or Critical Cvent
programming device should be considered. This should be dene

in preparation of June, 1982 crop campaign.
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Another category of pests, "poteatial" pests, includes

potentially harmful species that reside at sub=economic levels unleas
aggravated by homan manipulations of the cropping systea (8e8ey
introduction of a new crop variety or use of an insecticide that disrupts

biological control) which favor their increase,

A final category of pests, "mig-atory" pests, is exexplified by
aigratory species (e.g., migratory armyvorams or locuats) that do not
reside in a given area but occasionally enter it, sometimes cansing

severe danage,

vhen dereloping an integrated pest zanagement strategy, it is
particularly important that actions taken to zanage the focal pests , the
key pesta, do not aggravate the potential peasts, The laproper use of
inmecticides diructed at key insect pests frequently has resulted in the
outbreak of potential pest specias, The total fauna ol key and potential
insect pests in a given crop may be likened o an iceberg in a body of
vater, The real pests (the key pests), those vhich usually lack effective
natural enemias, are readily recognized above the surface ; the
potential pests, which may reprecent 80=-G0 percent of all the pest

‘species present, are not readily recognized and will remain innocous

if their natural onemies are not deatroyed,

A uhip‘nnvisator views the visible portion of an iceberg as a
danger signal to a potentially more serious problea and, therefore,
approaches it cautiously, The IPM spacialist sizilarly should approach
the management of the key pents cautiously ia order to avoid the creation

of potentially more serious problens,

eila



The population level that determines vhether a reputedly harmfnl
species has attained "real" pest status is the "economic threshold',
The economic threshold is defined as the density of a pest population
below which the cost of applying control measuree exceeds the losses
caused by the pest, EZstablishmeat for economic thresholds for each of

the real pests is requisite to any IPM DProgTam .
(2) Establishment of IPM research caoahility and devising

study of trau'tional svstems and cropv protection ¢

schenmes for loweriag e;uilibrium vositions of key vests

A key pest varies in severity Irom year to year, but its average
density usually exceeds the economic threshold, This characteristic

abundancs is kpown as the pest's "equilibrium positioa”,

Integrated pest management efforts strive to manipulate the
environmeat in order to reduce the key pest's equilibrium position
permarently to a level lower than the economic threshold, as illustrated
in Figure 1, This reduction may be accomplished using three prizary

management components singly or in combination @

* Deliberate introduction and establishment of natural enemniesn
(parssites, predators,or pest diseases)in areas where they did not

previoualy occur,

® pgtilization of pest-resistant varieties of crop plants which
cause a reduction in the pest's equilibrium position or which simply

tolerats the pest at equilibrium paasition, and

* Modification of the pest environment in such a vay as to increase
the effectiveness of the pest's biological coutrol agents, to destroy its
breeding, feeding, or shelter habitat, or othervise to render it
harmless., Examples include many well knowvn agronmomic practices ftuch as

crop rotation, destruction of crop harvest residues, and noil tillage,

-{ii-
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Pest managezent practices can also raise the equilibrium
position of a pest, For example, ~epeated applications of insecticides
may destzoy natural enemies, thus ¢reating a higher equilibriunm
position than when an insect pest wac regulated by its enemies., A basic
feature of IPM programs is to devise ways to lover the equilibrium
poasitions of major pests while avoiding practices that create eanvironmenta

favorable to pests of secondary izportance,

(3) Surveillance nethodolocy and

decision wmaking about pesticide use

vtilization of the best combination of natural enemies, resistan?
varieties, and environmental modification may eliminate the need for
further action againast many key pests except under unusual circumatances,
Nearly permanent control of key insect and disease pacts of sone
agricultural crops, for exasmple, bas been achieved by integrating such
cultural practices as plowing and ticing of irrigation with pest-

resistant crop varieties and conmervation of natural eneamy populations,

FYor the occasmion when the key pesta have flared up or the
secondary pests are out of control, remedial measurea must be taken
(see Figure 1) ; pesticidea zmay be the only recourse, In integrated
peat management programa, selection of the peaticide, dosage, and
treatment time are carefully coordinated to avold ecological diaruptions
Ané other probleos ammociated with the i{mproper use of peaticides,
Lconomic threnholds nerve to identify vhen and where the remedial

seasures are truly Jjuati{fled,

Monitoring and surveillance are eanential to integrated pect
managesent, Pert populationsa are dynazic, sometimea more than doubling

in & fev dayec or decremaing at a comparable rate,

oY



Because weather, crop growth, natural enemies, and other factors that
affect population growth and decline are also changing constantly, pest
populan'ons.and the parts of the environment influencing their abundance
must be insﬁected frequently in order to determine when to apply or
ralax 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, envi:onmer;tal conditions, and economic resources. Light
traps and traps baited with natural or synthetic lures have been used to
moniter a wide 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 expence..Scouting the crop fields and recording information on pest

abundance and pest damage to the plants are the most commonly used

procedures.

(4) Extansion to farmers (demonstration atudy areas),

¢twaining Programn,-and coordinative mechanisns.

The ultimate test of integrated pest management is whether or not the
farmers use it. New IPM tachnology offers no real utility to any one unless
it is adopted successfully by the farmers. Therefore, crop protection
specialists must develop educational materials and guidelines for IPM
implementaticn which can be understood and udlized by farmers with no

great difficulties.

Many of the farmers in west Africa are illiterate or barely literate. The
requirements of these perscns differ substontially from requirements of

the literate {armers.

-Vi-



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 t-= persons involved in the crop production systems. It is
especially important to develop feed-back mechanisms from the farmers
and exr.ex:xsion workers in the field to the research workers as to properly

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, addidonal training is required for the research partidpants.

Coordination and cooperation among personnel of research, educational,
and operational agencies are critical to the success of integrated pest
management. Without effective mechanisms for coordination, unnecessary
duplication of effortroay result, and the research, educational, and
operational activities may lack the coherence essential for developing

and {mplementing a cohesive IPM strategy .



APPENDIX IX
FINANCTAL TABLES

The follcwing tables were prepared on the basis of finmeial reports
and estimtes received from FAO and CILLS/UGR supplemented by cost estimates
prepared by the evaluaticn team engineer. Certain assumticns are reflected

in the estimates,

The costs for perscmmel, travel, cperaticns, censtructicn, equipment
and vehicles are based cn the original program design. Price inflatiem has
been taken into account for equdrment, censtxucticn and vehicles, Future
fuirther price inflaticn, estimated at 10 pertent per armum, has been applied
in estimring cperating costs for the years 1982, 1983, 1984 and the first
half of 1985. Eowever, no additicnal program costs are included. There
are no estimates included for additicnal cests for added perscmmel, in-
creased taining, salary surplanents not previcusly approved, changes in
travel allowmee policy, etc... Such cost estimates have not been inclu-
ded for tiree reascns: they ropresent policy decisicns that have not bteen
made ard my not be made; they represent project recesign elements whose
costs carrot be estimated until project redesign is campleted; they pro-
bably represent relatively minor chumges in total project cost whwn carpared
to cost escalaticns resulting S inflatien, the passage of time and the
stretch-out of the project overtime. Most such coses, £ they do ceaur,
can probably be mez by budget shifts within the lmrger order-of -mgnituda
budget escimtes contained in the tables.

-viii-
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The arrangement of the budget does include cne programmatic recam-
mendaticon. 'meregicnalmanag_anentofmeprojectis showm as a single
budget carponent. The costs include the equipment and operating costs for
both the existing Regiomal Mmagement Unit (Ouagacougou) and Office of
the Director (Bamako). Both local operating costs and cOSts for plarmed
FAD advisors are included. The basic assurption is that {mplementation of
an improved menagement system, as recamrended by the tezm, will result in
neither important increased costs nor important savings at the mmmagement
level since perscmmel to cmmmmg@mlmdmgmcmcash
will be lirtle changed.

All mjor procuremrmt and constuction COSts have been showm as
plammed expenditures in calendar year 1982, This was dene paztly for com-
venience. In the absence of a detailed procwement plm, and at the pre-
sent stage of constxucticn plamming, allocation of costs over 1981 and
1982, if any mjor costs ocaur in the last half of 1981, is izpeasible.
Assigning the costs to 1982, however, does include m implicit mmagerial
recamendation. Procurement of mmjor item ard constructicn of essential
facd1lities must not be pemmitzed to clip beyond the end of 1982.

while Table I presents the decailed informitien that shows what
costs will be inarrred when, and whuat Kinds of costa they will be, it i3
Table II thar highlighte the majer financial declaicons which project mma-
gement, AID/W backsteppers and muppert agencies must make now and vhich
they might wish to dafer.
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From Table II we can see that anticipated expenditures by the end
of 1981 are expected to total just over $3.5 million. An additicmal
Suplusuﬂllimvﬁllbeneededmmy-meprojectﬂmughlssz.
Amencoent six to the Project Agreement brought the total obligatiem of
funds to $9.9 millicn of which $6 millicn is cbligaced for FAO costs,
$2.9 millicn for local operating costs and $1.0 million tmallocated or
earmarked for procurerent now in process. The finds allocated for F.
costs should be sufficient through 1982, Funds for conctxuctien, procu-
rement and local cperating costs axe not sufficienc. To cxT7 the troject
:hznghd'.eyezrmshculdbep:cparcd.afte:rcviEJOfﬁinmcialand
implemenraricn status, to obligate another $5 millicn of FY 1982 finds
saretime in the seccnd quarter of that fiscal year. A decisicn as o FY
1982 or even early 1983.

Table TI nnkes clear that amy decisicn to increase 1ife of project
finding ar this cime wculd be quite premture. Within the origiral projecz
cost estimmte of $25,280,000 are sufficimt fumds to carry out the project
il sicus Jume 1984, or nine tonths inco FY 1984, Certainly, substantial
funds Srom thar £iscal year will probably have to be allocated early in
FY 1984, towrer, any decision to increase life-of-project Iindl sheuld
be deferred for ac least two years to pexmait chservaciem, and Surther
evaluarion of project ioplementarien.
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Table 3

. Regional Food Crop Protection Project
Available Financial Resources: June 1981-June 1982

Inasmuch as a careful design of Phase IIT will take several months,
the evaluation team financial advisor was asked to review briefly
availability of funds and indicate wne~her they were or would be

sufficient to run through June 1982.
The following table summarizes the information obtained:

Estimated Funds
June 1981 expected available

Countrv Componernt Piveline coSts 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
Guineca-Bissau 753,027 550,000 203,027

3,319,975 1,500,000 1,819,975

Expenditures for the Maurizania component are expected to rm
becween $315,000 and $360,000 over the next vear. With a
pipeline balance of about $500,000 reported as of June 30, 1981,
an estizmated $150,000 could be considered as added to €unds avail-
able to the project as of Juae, 1982.

Expenditures in Mali over che 1981-1982 period are expected O
juat about equal allotments made. The balance as of June, 1982
{3 expected to be negligidble.

Conclusions:

Funds are clearly sufficlent to cazTy the project through the Phase
111 design period. Az the two nrojects are considered, Phase III
and extended IPM, a very carcfui ¢inancial review sbould be made

of all financial projectiocns, articularly with a view to cost
savings in 1982, the cricical Eigh expenditure year. Cost savings
on IPM combined with careful budpeting of the subacanzial balance
{ndicatad above might well make IY 1982 and early FY 1981 financial
planning a great deal easicer,
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APPENDIX IV

THE ISSUE OF INCEYNITIES OR PREMIIM PAY FOR
ASSIMPTION CF ADDITIMNAL RESPQNSIBILITIES

The Team mentions this issue because it was raised
repeatedly thzough the course of the evaluation. USAID
Ouagadougou undertook c¢n September 10, 1981 to poll all
R¥CP and PN project countries for current data on the sub-
ject, Li.e., host country policy: AID Mission policy; evidence
of bonuses being paid and for what. The USAID IPM Project
Manager has found that "research bonuses" were included in
the original IPM Country Operating Plans, which received
region-wide AID approval. These bonuses were €O "encourage/
stimulate/reward agricultural regearchers' work with FAOD
experts/technicians. Later proposals for "management bonuses"
or "position bonuses' were rejected by USAID Upper Voita and
the Regional Econmomic Development Support 0ffice/West Africa
(These bonuses were intended for IPM country directors and
accouvntants).

N.B.: The Team has recomzended full-time, adequately prid
accountants for national cowmponents, therefore, any such bonus
question moot.

The Evaluation Team endorscs the current cfforra by the
USAIDs to reach an equitable solution to this problem based on

curvent law and practice. One thouphtful Sahellan formulated
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his thoughts for the Team as follows: "As concerns the IPM
project which has the peculiarity of straining at the
researcher's initiative and imagination in very speczal
fashion, bonuses well-conceived for actions really concluded
are the key and the certain guarantee of project success.'
In societies short of trained manpower, where the competition
among assistance-funded development projects focuses in many
instances on the incumbents of key management positioms, a
project bonus may .e the "key to success'. If so and if
bonuses are paid, no individual should be extravagantly
rewarded nor should more than one domor support a single
{ndividral's management talents.

In those cases where an "incentive pay" or a " command
responsibilicy” bonus is bullc into a host couwntry's personnel
compensation system, included in i.ts budget system, paid, as
approprilate to persor.iel not funded witzh external assistance,
payment of such costs should be easily justified as a praject
coat and covered as part of the assistance being financed. We
recommend that this subject be taken out of the realm of
guesswork, myth and philosophy and an experienced, Trancophone
parsonnel administrator be called in to scudy the problem and

make an agency policy recotmencation.,
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APPENDIX V
ACZONYMS AND ABBREVIATIONS

ACPO : Accelerated Crop Producticn Officer

ADRAD : Association pour le Développement de la Rizicultwre en
Afrique de 1'Cuest

AGR : Agriculture

AGRHYMET . Centre pouwr l'Agriculture, 1'Hydrologie et la Meteorologie
Qliamey)

AID : Agency for Intematicnal Development

AID/ST/AGR : Add Office for Science, Technology and Agricultixe

AID/W . Agency for Internaticnal Development/Washington

AT .  American Motors Corporation

APHIS : Animal Plant Eealth Orgmizaticn Sexvice

iR : Agricultural Research

ATT0 . Assistanc Regicnal Training Officer

ATA : Assistant Tectnique Agricole

BALEA : ‘Banqm Africaine pour le Developpement Econcmriqua
de 1'Afrique

B.S. : Bachelor of Science

B.I.V. : Banque Intematicnale Voltalque

CEAD . Commmmuré Econarique de 1'ASrique de 1'Ouest

CIBC : Comxxzwcalth Insciture of Biological Control

cce : Consortium for lnremnaticnal Crop Protection

CIDA . Canadim Internacional Developorent Agency

CILSs . Camite Permment Inter-états de lurte concre la

‘ Sécheresse dans le Sahel '
CANT . Centro International para Mejorimiento de Mais y Trigo
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Censultative Growp on Internaticnal Agricultural Research

Centre local de Developpement

Countxy Cperating Pl

Center for Overseas Pest Research

Centre d'Expansion Rzal

Franc de la Cammmnm:té Finmciere Africaine

Centze Maticnal de Recherche Agrenamique

Conditdens Precedent

Countzy Project Officer

Contre Pegicnal de Formarion Phytcsanizaire de Dakar
Centre Regicnal de Formaticom Phytosmiraize de Yaounde
Exzension

Euxrcpean Zccramic Comamis

Exxmple

Econazics, Staciscica Cocperatives & Sexvices

Fonds d'Alde et de Cocpérarien

Food and Agricultuxe Crpmizatiem

Food Czcp Protectien

Fonds Europeen de Dinwleoppezynt

Flacal Yexx

Crowpeminit d'Etudss T da Pocturrchas poz le
Develceppeamt de ' Asmicalmere Tropicala

General Moters Corperatim
Gesellschads O Tecknlsche Zunmmerarbalt
Arzux G )

Arnex G2
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International Centre for Insect Physiology and Ecology

ICTPE
ICRISAT : Intematiocnal Crops Research Institute for Semi-Arid
Tropics

i.e. : That is

Internaticnal Instituce for Tropical Agricultiwe (Ibadam,
Nigeria)

IOITA

pade) Internaticnal lLabor Orgmnizatioem

IRC Internaticnal Development Research Center (Canada)
v Integrated Pest Mmagemrnt .
IPM/FCP Integrated Pest Manageoent / Food Cxop Protectien
INSAH : Institur du Sakel : :
INRAN Inscitur Naticnal de Recherche Agzonamique du Nigex
IRAT Institus de Rechexche d'Agzonazie Tropicale

ISRA Instaor Sémégalais de Pecherche Agronazique

IVBAZ Instizss Volratque de Recherche Agronamique

et Zootechnigue
M.S. : Master of Science
N.A. : Nea Applicable
N.B. : Nota Bene
NP .+ MNational Plamc Protection
QAT : Organizacien for African Unity
OCTE . Orgmisation da Cospircion ut de Développemmne Ecooomique
OCLALAV :  Orpmisation Camne de Luste Anci-acridierme et
dn Luzze Anci-Aviaire
CEQ ; Orgmizacim fer Econauic Cooperation and Development
OICA : Organizaticn Inzerrazicnal pour le Criquet

Migrazer Africain
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0 1y : Organisatim Mmdiale du Trzvail

Qaws : Orzanisation de Mise en Valeer du Fleuve Sénégal

ORD : Organisaticn Regicnale de Développerment

CRSTOM : Office de Recherche Scientifique et Tectmique
d'Oucre-Mer

CSRO : Office for Special Relief Cperaticms

PAPEM : Point d'Appul et d'Expérimencacicn Multi-local

PASA : Particisaring Agency Service Agreerent

v : Peace Corps Volunteers

PES : Project Evaluatien Summary

FERT : Prog-m Eveluadien Review Tectniqua

2010 : Doctor of Philoscrhy

PID : Project Idemtt&eation Docxent

PIL : Project Implemenracien Letter

PID/C : Project Icplanmrtadien Crder/Caxrmodicies

D Programe des Mlacicns Unies pour le Developpement

P Project Paper

Pro Ag Project Agrvemmt

W Protecticn des Viégéonmx

FEDO Regicnal Eccrnanmic Develepment Services Orgemi=acicn

1] Regicnal Feod Crop Pretec—ion

RU Pegicnal Mmapgemene Undc

R4 ¢ Regicnal Mmagoamt

' ¢ Regicnal Project tmager
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RTCU : Regional Training Center Unit

34800 : Reglonal iraining Exrension Officer

3600 : Regional Training Officer

SAED : Societe d'Amenagement des Emuxx du Delza

SAFGRAD . Seml Arid Food Grain Research and Development

S-3 R-3 : Speaking-3, Reading 3

SFCP : Sahel Food Crop Protecticn

SCIEVA : Societe de Develcppenmt et de Valorisaciom Agricole
STRC . Scientific omd Tecknical Research Caamissien

N : United Natdens

ooP : United Naicns Developmeme 2rogram

N/FAD : Unired Nacions/Food and Agriculoere Orgmnizasion
DR : Unite de Gesticn Regicrale

0.S. : United States

USAID : WMaired Staces Agency for Intermaticnal Developoent
USDA : Unired States Departrnt cf Agriculoumre

USEPA : Unired States Envirormmtal Develcjment Agency
viz :  Nanely

WARDA 1 West Africa Rice Development Agency
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