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The 	Niamey Department Development Project is experiencing problems. 

--	 Few farmers are fully utilizing the agricultural techniques learned at the 
farmer couple training centers. This raises questions whether replicationof the agricultural techniques will be achieved to any appreciable extent. 

--	 Funding for the credit program has been suspended pending resolution of
accounting and nanagenLnt problems. 

--	 The WON lacks the funds to support the rc-.urring project costs. 

--	 The project needs to improve its management practices. 

Project management must take corrective action to address these and other
problems if the project is to achieve its objectives. 
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EXECUTIVE SUI,24ARY
 

Introduction
 

Approximately 90 percent of the people in Niger live in rural areas undeL 

conditions of extrezie poverty. Self-sufficiency in food production which 

leads to improveuents in the rural standard of living is a major goal of 

To assist the country in achieving this goal, AID and the Covernmet)tNiger. 

of Niger ((ZN) entered into a project grant agreeiaent in August 1977 to 

develop a long range program of rural developIxnt in the Departriint of 
am.Ley. During Phase I of the project (1973-1960), AID provided assistance 

totalingj $4.7 million. The ttase II project grant agreement, signed in June 
1981, provides an additional $13.6 million over a five year period. Of this 

aiiount, $5.7 iaillion had been obligated of which $2.4 million had been 
expended as of September 30, 19C2. 

This assistance is used to finance farider training, agricultural credit, 

agricultural inputs, applied research, woirens' developr:ent activities, and 
construction. The GOU M.inistry of Rural Development has overall authority for 

organizing and izanaging the project. Resl.onsibility for project impleienta
tion has been deljated to the Prefect of the tNiawiey Departmient who has 
delegated resj.onsibility for project operations to the Project Director. 

Purpose and Scope
 

The purpose of our review was to assess the results of the project's 
activities, to deterrdne whether the project was effectively and efficiently 
maanaged and to ascertain whether AID funds were expended properly and in 

coiipliance with AID's policies and procedures. '!he examination included a 

reviei of project and USAID/tiiyer records as well as discussions with 

appropriate host country and USAID officials. Site visits were iiade to 
selected locations in the project zone.
 

Project Is 'Ibo &ibitious - Project Design reeds Evaluation 

Phase I of the project was designed to initiate and test develoi3rent 
activities in the project zone. Those activities, found to be viable, were 

then to be carried forward to Phase II for implementation on a broader basis. 
7he objectives of Phase I proved to be too optimistic and overly ambitious. 

As a result, the project was reuesigned in Phase II. Although the project is 
early into Phase II, impleintation probleids indicate that the project design 
may still be too ambitious. The utilization of farmiers, trzined at the farmer 
couple training centers (CP'li), to diffuse the use of the technical packacje 

(agricultural techniques) does not look too promising. The credit program has 

been suspended due to accounting and managemient problems. Other project 
activities are still in the early stages of development but project managenent 
has not taken steps to develop a plan of action for these components. There 
are also serious reservations that the WON can support the recurring costs of 
the project as currently designed. An evaluation is needed to deteraiiie where 
the project is headed anu ;hat adjustments are necessary to achieve overall 
objectives. in January 1963, after completion of our field work, the USAID 

started an evaluation which appears to audress the issues in this report (page 
4). 



Project Ulpleiuientation Needs I-lore V-anagemaent Attention 

Soe of the key activities critical to the success of this project are 
experiencing serious probluics. Project managzient oust thus take corrective 
action to address these problems if the project is to achieve its objectives. 

-- Success of the NDD project rests primarily on the farmer learning the 
new ajriculturul techniques at the CI' and using those techniques on 
his own farm, The prcoject anticipates that the farmer will serve as 
a model for replication of the techniques. Lowever, over 50 percent
of the C'i' graduates are using less than 15 percent of the technical 
packa e. If this low utilization continues, it is doubtful that 
replication of the technical packaje will be achieved to any 
appreciable extent. The farmers low utilization of the package 
warrants a look at the entire GPT training and follow-up programs
(page 6). 

A viable project credit fund has not been established. "Me project, 
moreover, is unable to account for $G15,U06 in AID funds provided to 
the credit fund. Thus, at our recac.iendation, USAID/A1iger suspended 
AID funding to the credit fund in October 1982. If an adequate 
accounting cannot be m.ade, then the USAID should request a refund. 
Policies and procedures from both a management and accounting
standl-oint should also be established prior to activating the account 
(page 12). 

Deficiencies exist in the accounting for agricultural inpouts at both 
the arronuissiernt and cooierative levels. Stock record cards were 
not consistently maintained and inventories could not be reconciled 
with the accounting records. 'he project has taken action to address 
the deficiencies, but there is still a need for inventory control and 
cotaixdity accounting procedures for all levels within the W11 supply 
system. Training in these procedures should be provided to the 
individuals reskonsible for inventory control (page 17). 

Several project coraponents are in the early stages of project
 
developliAent. 1hese coilxonents deal with building the institutional 
capability of cooperatives, villages, and couple training centers and 
improving the role of women in the agricultural system. 'lle project 
has not developed plans of action to implement these ccimponents (page
22). 

Project Needs to li.prove tlanagtement Practices 

Some of the project activities are not receiving adequate rianagement 
attention. This is partly due to shortcunings in various administrative and 
managemnt elejents of the p.roject. The Moilitoriing and Lvaluation Unit, which 
is a vital part of the project decision mking process, is not working 
effectively. A comiprehensive system for collecting evaluation data was not 
established (pag 25). 
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The Project Pa~xir provides broad objectives and goals for the project 
coironents. rihe Project AgreeiLnt recluireu that wiore specific voeasurable 
progress indicators and criteria to determine achievemient of project 
objectives would be developed in the project planning process. However, the 
annual work plans and quarterly reports thereunder were not intejrated into 
the project's informiation systeil nor given appropriate vanagennt attention. 
Wher project reports were not used in an effective manner. Lacking ade"uate 
plans, reports and data, project iionageiient does not have adequate infori.Ation 
to determine if the project is slending too little or too much time on certain 
activities (page 26). 

Need for a Reassessment of Project Financing 

Thie WON's fiscal problems were evident at the time the Phase II project 
agreement was signed in June 1961. Since then, these problems have become 
raore acute, which raises serious concerns about the availability of adequate 
financing to continue the project as planned. For 1982, the GO:J was only able 
to provide CFA 77 million of the (YA 263.4 million required for project 
operating costs ard agricultural subsidies. By November 30, 1962, the Uill was 
required to provide an additional CFA 260.4 illion to iweet its project cash 
cailitmlents for 193. The totad CON contribution due as of Noveiaber 30, 1982, 
is CFA 406.8 million, or the equivalent of $1.16 million. (page 31). 

In order to keep the project going, USAID reallocated $770,000 of AID-funding
 

required. hen 

to ieet expe :ditures norially financed by the ((AJ. 
measure. t a result, other sources of funds 

This was only 
must !e found 

a tedporary 
or project 

activities will have to be curtailed (ipage 32). 

Need for I; proved janc;elient of Construction Activities 

USAIDA.i(jer's i,anayei;it of the lMiase II construction program was weak. Site 
inspections were not hiade at critical construction points as 
inspections ,ere maue, there were no detailed working drawings to deterine 
structural soununess. This leu to construction deficiencies which could 
result in added iiaintenance costs in the future. This situation occurred in 
part because USAID did not assure itself that the conditions precedent ior the 
disbursei-ent of construction funus were iiet (page 35). 

USAID should recover $(2,764 froa the (ON for construction itarfs paid by USAID 
which were not apiproveu for AID financing (jage 37). 

SUIN41?J&Y OF USA1D C1 1'*NIJS5 

Exhibit B provides USAIU/Niyer's corinernts on our recuimendations. USAID/Aijer 
generally a~&reed with the findings and zrecormen.datLions of this reiport and they 
are taking action to address the recouwendations to correct the proble iis 
involved. USAID agreed with the iportance of the problem areas in the audit 
relprt. however, they disajreeu with our interLretation reyjaruin(j 1;-; 
effective the project Las been in dealiny with these problem areas. 'hA.y 
believe that the negative conclusions in the report, concernin( the £irst IC 
iianths of Phase 11 anu one full agricultural coiopaicjn, do not fully account 
for project achievetients. They uo not believe that there is justification at 
this point in tiim to question the viability of the project. 
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Other significcint USAID coiments about the report were: 

-- USAID stated that IMase I was overamn,bitious because it was designed 
to evaluate the feasibility of a ranje of activities proposed for the
 

projuct zone. USAID stated the sectoral interventions (forestry, 
livestcck, etc.) were dropied in Phase I because the GON technical 
services were ineffective in addressing developrent problems. 
however, they believe Phase I was still successful in that the 
project achieved over 90 percent of the prroject logframie. 

1902 is the first full year of funding forUSAID believes that, since 
Phase II, it is preigiture to rmke juu'(ements about the M1ase II C1'' 

training until the results of the 1962 trainingj can be evaluated 
during the 1153 agricultural caml aign. 

Conclusions and Recmuendt ions 

Departient Develol4.,ent Project isAlthou(jh early into Phase II, the Niamey 
experienciny serious ii.Lleientation probleis. If these i.roblems continue, it 

is douLtful the project will achieve its objectives. rianageJment 1,iust take 

action to address these probleiis. The USAID also needs to evaluate where the 
project is heaued and what adjustments are necessary to achieve overall 

20 reco:j, Wations listed inobjectives. In this rxjard, the reporL contains 
Exhibit A. 



BACKGROUND
 

Jproxiiiately 90 percent of the people in Niger live in rural area,, under 
condition's of extreime poverty. Self-sufficiency in food production which will 
lead to iq;roverents in the rural standard or living is a irajor goal of the 
Goverraielt. of Niger (CON). Self-sufficiency is defined as the ability to 
produce sufficient grain in normal years so that the country will be able to 
survive at least one year of a disastrous crop failure through the efficient 
ranageiient of stock reserves and irports. The CON's development strategy for 
increasing cereal production focuses on both traditional rainfed ayriculture
and irrigated agriculture. In regards to rainfed agriculture, the cON Wants 
the devclo;ient to be (1) mass oriented, (2) diversified to suit regional
variations in soil and clinate, and (3)cautiously introduced. 

After the faine caused by the Sahelian drought from 1968 to 1974, a number of
"productivity projects' were started as the means 
of developing rainfed
 
agriculture. Niyer's cultivated areas were divided into seven productivity 
zones, each ehicoapassing one department. The zones are receiving similar but 
separate project assistance froii different donors. These donors include the 
European Economic Coiniunity, France, the World Bank, Canada, and Germany. 

In August 1977, AID and the GON entered into a project grant agreevent to 
develop a long range program of rural develop;ent in the Departia.rnt of 
Niamey. During Phase I of the project (1978-1960), AID provided assistance 
totaling $4,7 million. The Phase II (1981-1985) project grant agreenent as 
signed on June 4, 1961, with AID providing an additional $ 13.6 million. 

The purpose of this project is to institutionalize a process of rural 
develom.ient throujh the establist1ient of self-maaqu village organizations
capable of assisting farm families increase food production on a 
self-sustaining basis within the Niamey Department. It is intended that Phase 
IIwill build upen tLe successful activities of Phase i,while adding some new 
activities. The project zone covers approxinately 45,000 square kiloweters 
within four of the six arrondissements (districts) in the Niamey Dep.artment
(see map). Because of the ev)hasis on rainfed agriculture, the pastoral zones 
and irrigation periueters along the Liger River were excluued from the project 
zone. About 60 percent of the project zone is considered suitable for 
agriculture of which 14 percent is actually cultivated. Thle population totals 
about 440,000. 

The project cuiponents of Phase II include:
 

-- Farmer Extension Program and Technical Services 
Delivery.
 
Purpose: To establish seven farmer couple train

ing centers (three were established in
 
the first phase) which will provide
 
intensive training to 740 farmers. The
 
training centers will also provide slort
 
term training programs at the village 
cooperative level.
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Self Managed Village Organizations.

Purpose: 	 1o encourage local cooperatives to be

co:e rore active in defining their de
velopiient problems and acting to resolve 
them. Assistance will be provided to 
these organizations, so that they may
becoue functional units, by involving
them more actively in project activities. 

Credit Delivery and Cooperative Services.
 
Purpose: ri increase the level ($3.1 million) of
 

U.S. support by providing agricultural
inputs for credit sale to farmers. A 
revolving credit fund established during
Phase I includes farmer repayments, GOti 
subsidy support payments, and cash sales. 

Agricultural Input Delivery.

Purpose: 	 °Ib establish a system which will assure
 

the ti[mely delivery ot agricultural

inputs to the farmers in the project
 
area.
 

Increasing Womens' Acess to Develo-nient Activi
ties. 
Purpose: 	 11a design activities which address 

woens' participation in food product
ion, income generation, and faz.ily
support. *lbe project will foster such 
participation through intensive training
at the farper couple training centers 
(CV1') and the organization of village
 

woren through the use of labor-saving
devices. The project will ensure that 
womn have access to the project's cre
dit fund throuyh their local cooperative. 

Testing and valuatior. of Proposed i.chnologies. 
Purpose: 	 To expand the work of the Monitoring and 

Evaluation Unit which is responsible for 
determining the data requirements for 
project decision Irakiny#, identifying
pre-existing data sources, undertaking
original 	 research where necessary, de
signing 	 studies, and establishing an 
orderly reans of retrieving data rele
vant to project activities. 
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Management and Coordination of Project Activities.
 
Purpose: To continue the work of the Project
 

Management Unit (PHU) which consists of 
the (X1,-assigned Project Director and 
his staff. The PI4U is responsible for 
the Janagerint of project resources, the
coordination and iiiiplementation of
project activities and the analysis of 

The M~a has assigned overall authority for organizing and managiny this
project to the Ministry of 1ural DevelopmJent ('TD). The I-RD has delegated the 
responsibility for project iimplementation within the project zone to the
Prefect of the Niamey Departiient who has delecjated the responsibility for 
project operations to the Project Director w|o is nominated by the taw. 

AID's approved life of project funding for Phase II is $13.6 million. Of
this, $5.7 millioi, had been obligated of which $2.4 million had been expended 
as of September 30, 1982. 

Purpose and Scope 

The purpose of this review was to assess the results of the project's
activities, to determine whether the project was effectively and efficiently
managed and to ascertain whether AID funds were expended properly and in 
coirpliar.ce with AID's policies and procedures. Ihe exaiination included a 
reviet of project and U0SAID/Niqer records as well as discussions with
appropriate host country and USAID officials. Site visits were mide to
selected locations in the project zone. 
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FINDINGS, CONCLUSIONS AND RECOtU1IFNDATIONS 

PROJECT IS '100 AlBITIOUS - PROJECT DESIGN NEEDS EVALUATION 

The first phase of the project was overly ambitious which resulted in the 
project being redesigned for Phase II. Although the project is early into 
Phase II, iimpleentation problems indicate the project design may still be too 
ambitious.
 

The Niamey Department Development (NDD) Project is a large coliplex rural 
integrated developrent type project. It consists of several different 
activities which are relat-d to the objective of increasing food grain 
production in the project zone. In this regard, the project gjenerally follows
 
a design characteristic of food grain production projects in the Sahel. T1,at 
is, the project atteipts to (1) expand thie use of aninal traction and other 
agricultural inputs financed by a credit prcxjramn, (2) introduce the use of 
iirproved seed varieties and agricultural practices, and (3) develop a more 
effective system of extension to assist the farmers with the application of 
more itodern agricultural techniques.
 

The initial three year phase of the project was designed to initiate and test 
development activities in the project zone. Those activities found to be 
viable were then to be carried forward to Phase II for ii-ple:;entation on a 
broader basis. Phase I consisted of nine diverse activities. The objectives 
of these activities proved to be too optimiistic and overly amitious. In 
overloading the project with so iiany different activities, the project placed 
too great a demand on the GOiN's liited institutional capabilities. As a 
result, six of the nine coi,onents were either dropped or deeiqhasized in 
Phase II. These activities incluued: 

A separate farmer literacy activity was dropped 
because of poor results and heavy costs. In 
Phase II literacy training is provided to the 
farmers enrolled at the Cir's. 

A village information and education activity 
which exixjriii-ented with using radio clubs as a 
means to educate villagers, was terminated 
because of poor staffing and imited CON 
capability. 

A livestock activity directed at on-farm 
fattening of cattle, village poultry rearing and 
the use of goats, was tertinated because of poor 
ranageaunt, inadequate coordination, inadequate 

data collection and evaluation, and poor 
adaptability of some animals to the project zone. 
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A village-level land use and soil conservation 
activity was dropped because of heavy cost, poor 
adaptability of trees in the project zone, and 
poor village participation.
 

An irrigation activity did not get started
 
because the W14 inipleninting agency wanted a 
cocijlex irrigation system while the project 
wanted a simple system for individual farmers. 

A :tudy programn was not carried over as a 
sepaLate activity because project officials in 
general did not feel that they were worthwhile. 
During Phase II any studies deenrd necessary will 
be performed by the Project lonitoring and 
Laluation Unit. 

There are indications that Phase II of the project way also be overly 
ajbitious as currently designed. Several key activities are experiencing 
serious probleis. The utilization of CYI' graduates to diffuse the use of the 
technical package, for example, does not look too promising. The credit 
progrua has been suspended due to accounting ard r.anageient problems. While 
sor:e project activities have barely started, project r.anayewent has not taken 
steps to transforo Project I'aper concepts into a plan of action. In addition, 
because of the W0N's financial problems, there are serious reservations 
whether the GWiA can support the recurring costs of the project as currently 
designed. If the W4 fails to pLovide the needed funding then other sources 
of funding iiust be fourd or project activities will have to be curtailed. In 
our view, these problem~s indicate the project is still too large in terms of 
available fiinanwcial and Jaanauent resources. Curtailment of soli,e activities 
my be the best course of action. Althou~h the project is early into Phase 
II, we believe this is an opportune time for project management to reassess 
the viability of project design. An evaluation is needed to detervine where 
the project is headed and what adjustments are necessary to achieve overall 
objectives. 

During the course of our audit, USAID officials stated they planned to perform 
a project evaluation. This evaluation started in January 1983 and, based on 
the scope of work, appears to address the issues raised in this report.
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PfMWEcT IMP11U% ±Ai'IOt NELDS MORE l.A1"AGH.H'JT A22LhTIOt 

The project is in its early stages of Phase I. Yet, there are already 
indications that some key activities critical to the success of this project 
are experiencing serious problems. The CPS' training activity which is 
essential to the spread effect of the technical packa'je is having only linited 
iiipact. AID funding for tie credit system, under which the inputs for the 
technical package are provideu, has been suspeIed due to serious accounting 
and manageient problems. The accounting for the distribution of AID-financed 
agricultural irputs is inadequate. Project managejent must thus take 
corrective action to audress these problems if the project is to achieve its 
objectives. Salient couilients on these and other aspects are discussed below. 

Need for im.,roved Training at the Training Centers arnd Better Follow-up 
on the Trainees 

As the result of lessons learned in Phase I, the project's concept for 
extension support to the farmer changed in 14iase If. The strategy in Phase I 
was based on the use of (1) ineffective auxillary extension agents, and (2) 
the use of deonstration plots by the extension workers. The Plhase II 
extension system will be tied much closer to the production of the farm units 
in the project zone. Deisnstrations will iPe carried out by the pilot farrmers 
on their o,n land rather than by extension workers on d6eonstration plots. It 
is expected that these pilot farmers would be cori1osed of Larmiers who have 
successfully cu.ipleteh a training cycle at the CM's and who are cmiiiitted to 
applying the techniques on their own farms. In effect, the project hopes to 
utilize the CPT graduotes as a means through which a broader extension pr('jram 
can operate. 

The training at the farmer couple traininj centers (C[l') is the cornerstone 
upon which the project hopes to achieve its goals. Increasiag food production
within the project zone is deperldent upon the farmers utilizing the techniques 
they learned at the CPTS on their own farms. These farmers are then expected 
to form a model and reference 1x)int for other farmers to learn the sar e 
techniques. Yet, for the past three training years (1979-1981), 
Iow-utilization of the techniciues learned by the CIY-trained farmers is the 
fact rather than the exception. 

Three CPTs were established in Phase I, four ifore were established in 1982, 
and three i;ore will be established in 1983. Each center has the capacity to 
train 20 couples during a full growing season. The couples are given a 
training program on the use of improved technical practices such as animal 
traction equip.,ent, fertilizer, iimproved seed, spacirg, etc. They are then 
equilj4ed on a credit basis with the agricultural inputs necessary for the 
application of these techniiues on their own farms. 

The Project Paper recojnized that the first step in such a system is to ensure 
that the CPT graduates use the techniques on their own farms. This was to b 
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accoiuplished by placiny extension agents in the zone that would visit graduate 
farmers on a rejular basis. Such follow-up is especially critical in the 
first year after the farners have left the CI'. 

1. I[w utilization of the technical package
 

During the early part of our audit, we attempted to develop from project
records overall inforitation on the Cir2 graduates' utilization of the technical 
package. Current information was not readily available. Consequently, we 
visited 24 graduates scattered throughout four cooperatives. During our site 
visits we were acccipanied by project personnel. These same personnel
subsequently coopleted visits to all the C111s for the purpose of reviewing the 
follow-up prograii on the CPT graduates. The following iiifonrlation was thus 
obtained on the utilization of the technical package by the 150 farmers 
trained at the CPs during 1979-1961.
 

Number of Percentage of Category
 
Farmaers Total
 

10 	 6.7 No longer participate
 
in the program.
 

5 3.3 	 Could not locate.
 

42 28.0 	 Do not use any of the
 
technical package.
 

29 19.3 	 Use 5-15 percent of 
Lhe technical package. 

23 15.3 	 Use 20-40 percent of
 
the technical package.
 

22 14.7 	 Use 45-75 percent of
 
the techiiical package
 

18 12.0 	 Use over 75 percent of
 
the technical package
 

1 0.7 	 Deceased
 

150 	 100 

If this low utilization continues, it is doubtful that the project will 
develop the core of pilot farmers needed to serve as models for demonstration 
purposes. Moreover, if farmers after nine months of training at the CPA; do 
not use the new techniques, it is unlikely that farmers with little or no 
forinal training will adopt the new techniques. 
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Both cooperatives and project officials cite the poor selection of C11T 
trainees, especially in 1979-1980, as a cause for the low utilization of the
 
technical package. Basically the villages select their own candidates tor CI' 
training with concurrence from their cooperatives. Through various publicity 
programs the project hopes that the villages realize the inportance of the CPm' 
program and select the best candidates. In 1982, project officials 
participated in the selection process but realistically they had to rely on 
the villages and cooperatives to irake good selections. 

In our site visits we found that the farmers place reliance on one portion of 
the technical package to such an extent that without that portion they aLandon 
most of the remaining portions of the technical packatje. This situation 
particularly affected those farmers who lacked the cash to purchase fertilizer 
when, starting il 1580, the COJ discontinued selling fertilizer on credit. 
Other farmers abandoned the technical package when their oxen died. In view 
of these proble-is, the project should reassess its training at the C|IIs to 
determine if too much emphasis is placed on certain portions of the technical 
package.
 

Another possible cause for low utilization is the fact that the project does 
not know at what point anival traction is profitable for the farmer. The 
Phase II Project Paper recojnized that NDD lacked data on the amount of 
hectares needed to make animal traction profitable. This information has yet 
to be developed in Phase 11. The project uses 4 hectares as the minimum guide
in its selection of CVIk trainees. The evaluations used in the preparation of 
the Phase IIdesign cite the need for anywhere front 5 to 6 hectares as the
 
miniium hectares needed. One evaluator believed that the farier would need 
4.6 hectares of cultivated land to iiake ox drawn aninal traction equipment 
profitable. 

tie found that 34 percent of the 19b0 and 1981 CPT graduates had less than 4.6 
hectares available to them. In our site visits to the farmers who used 
portions of the technical package, we found that very few used the technical 
package on all their available land. We were told that this is not an 
unconmmon practice in the project zone. Within the ye(jraphical area of one 
CP', we were told that the farmers use the technical package on no more than 2 
hectares. 1houjh the project has not develo;ed data on the lard actually
farvied with the technical package, it plans to develop such inforiation 
beginning with the 1982 crop year. 

A short term consultant who completed a review of NDD's Monitoring and 
Evaluation Unit concluded that data is necessary to deternine if an extension 
projr-w with the Cly graduates is an effective way of disseminating the 
technical package. The consultant rade recormmndations on the type of 
inforation needed to make such a decision. One of these recccinetidations 
dealt with the extent to which CPT graduates adopt the new technology. 
Information to date would indicate that the CET graduates will not be an 
effective neans.
 

The project held a training session for ex CPT graduates in January 1962. 
There are plans to hold another session in 1983. We believe that such a 
session is needed. But the project must first determine the causes as to why
the farners are not using the technical package. The short-term 
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consultant caie to the same conclusion. The CP' follow-up agents are not 
required to provide inforiiation on the causes. -They should. After this 
iniornation is developed, the project will be in a better position to develop 
a training progral.n to address the low utilization. 

'here are also indications the CWis need to explain certain aspects of the 
program itore thorougjhly. For example, when a farwer purchases oxen on credit,
lie is required to procure death insurance on the animals. During our field 
visits, we found four farmers whose oxen died. In each case the farmer, UNCC 
(Union Iligerienne de Credit et de Coop.eration - the National Cooperatives 
Service Agency) agent, and cooperative officials did not understand the 
procedures for filing a claim with the insurance cciipany. Only one of the 
fariiers obtained the requireu death certificate. P.nt even that farmer did not 
obtain the certificate within the prescribed period of time. Accordingly, we 
believe the project should develop written procedures for filing insurance 
claims. These procedures should be thoroughly explained to the UNCC agents,
cooperative officials, and the farmer trainees at the CP'I's. 

2. Follow-up on the CMii graduates needs irm-)rove ent 

The Project Paper indicated the project would receive an adequate number of 
agents under the supervision of the CPI'S to perfom follow-up visits at two 
week intervals with one agent covering about 5 villages. A total of 41 agents
had been trained under Phase I. It was assu-,ed soime of the better agents
trained during this Phase would be used in Phase II. This oid not occur 
because of a funding delay during the transition period from Phase I to Phase 

believe these agents better qualified 

II. Due to the lack of funding during 
prcjram. It was, therefore, decided 

this period, 
to terminate 

the Lbtter agents left 
the renaining agents 

the 
who 

were poorly trained and inexperienced. 

In April 1982, the project hired seven new agents. 1hough project officials 
are than the prior agents, these agents 

are still not the professionally trained agents the project hopeu to receive. 

When they were hired the project proviued a short orientation session to these 
follow-up agents. During the course of their work, these agents received on 
the j b training. The project has plans to provide further training to the 
CPT follow-up agents in 1983. We believe, such training is needed. 

The project developed a 1982 program for the seven agents. The program, which 
started in June 1982, requires the agents to: 

participate in all activities (aniiral training, assembling 
equipment, preparation of seed, etc.) of the CPT graduate; 

prepare a detailed work plan of activities to be covered during
 
the tield visits; and
 

-- perform two field visits of 5 days each per month. 
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It was Planned that the agents visit each CPT graduate twice a izinth. 
However, during our field review, we found one agent who made only one trip in 
three months. Another agunt who was discharged did tiot m.ake any field trips. 
The perfori.ance of these agents indicate the need to improve follow-up. 

In our view, it is unrealistic to expect 7 agents to cover 150 CPT grauuates
scattered throughout the project zone. This problem will be accentuated wlen 
140 additional £armaers graduate from the CPVis at the end of the training cycle
in late 1983. There are no present plans to recruit additional agents because 
of the GON's lack of budgetary resources.
 

Inadequate transportation has contributed to the lack of follow-ups. Each 
arrodissemient has been provided otie vehicle for use urder the follow-up 
program. The vehicles, however, have not always been available. For examle, 
during our visits to two field locations, we found:
 

one agent was using a horse for follow-up. After our visit, we 
understand a vehicle was made available to the agent. 

one Arrondissemant Coordinator was making the vehicle available 
only 50 percent of the time. This arrondisserment has two CPTs 
in the i;ost widely scattered region in the project zone. 

U14CC agents and women peace corps volunteers also cite the lack of 
transportation as a major iiiiediiient in their respective follow-up projrams.
Adequate transportation 1,1us be provided if a limited nuib"er of agents are to 
provide follow-up for a large geographical area. Appropriate action needs be 
taken to address this problen. 

The Project Paper stresses the iiiortance of follow-up during the first year 
after graduation from the CIT. This follow-up is necessary to assist the 
farmer from the start in utilizing what he has learned at the CPTS. However, 
the project's follow-up system does not give priority to the most recent CPT 
graduates. In fact, with its limited number of agents, the project is still 
following-up on fariers who received training under other GCA,, programs. tie 
believe the project should give top priority to visiting the most recent CPT 
graduates on a frequent basis.
 

Conclusions and Recaimnendations 

Success of the NDD project rests primarily on the farmer learning the new 
agricultural techniques at the CPT and using those techniques on his own 
farm. 8y using these techniques the project anticipates that the farmer will 
serve as a model for replication of the new tectiniques. However, over 50 
percent of the UT grauuates are using less than 15 percent of the technical 
package. If this low utilization continues, it is doubtful that replication
of the technical package will be achieved to any appreciable extent. 
Therefore, it is doubtful that the project will have much impact in increasing 
agricultural production in the Project zone. 
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In some cases the farmers disregard the entire technical package when they
cannot obtain one portion of the technical package. The CI'T training programiL
should be assessed to determine if too much emphasis is placed on one portion
of the technical package over the others. The fariers low utilization 
warrants a look at the entire CVI' trAining program. 

The project's follow-up progjram on CPT graduates needs to be improved. Agjents
need to be given adec,,uate transportation to make more frequent follow-ups.
Priority for follow-up should also be given to CPT graduates during the first 
year after leavingj the CPi'. 

Accordingly, we have recomiended that: 

Reccarendation No. 1 

USAID/Niger should reLuire the project to identify the causes as 
to why the CPT graduates are not using the technical package.
The CPTi' follow-up agents should be required to identify the 
causes where possible. 

Reccz Jmendation ho. 2 

USAID/Niger should evaluate the training at the CPi"'S to 
deteridine if (1) certain portions of the technical package are 
beinig overe.uphaized, and (2) changes in the curricululi, would 
improve fari,er utilization of the technical package. 

Reccuimedation -No. 3 

USAID/Niger should require the project to provide the U1NCC 
agents, cooperative officials, and farmers with procedures on 
the filing of insurance claas for oxen. These procedures

should be thoroughly explained to these individuals during

project traininy sessions.
 

Recomiendation No. 4 

USAID/1iger should require the project to develop procedures
which give top priority to following-up on CPT graduates in 
their first year after leaving the CPT.
 

Recoif-lridation No.5 

USAID/iger should require the project to reserve at least one 
vehicle at each Arrondissement for follow-up on the CPT 
graduates. When possible, the project should coordinate with
the UI.CC agents and woiuen Peace Corps Volunteers so that these 
individuals can miake follow-up visits at the same time as the 
follow-up ajents. 

Reccmunendation No.6 

USAID/Niger should require the project to develop a training 
program for the CPT follow-up agents. 
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USAID Cotments 

Exhibit B provides USAID's response to our recmmendations. USAID agrees with 
the recoiu;endations and we believe they are for the imst part taking the 
appropriate action to address thei. However, in regards to Recmuiendation No. 
3, the USAID requested that we drop or miodify the recommndation because,
during a training session held for U1ICC and CICA personnel in Deceiiber 1982, 

a--- all UNCC agents in the project zone received 
copies of the insurance clauses and were requested to 
discuss these clauses with all of the r.embers of the 
cooperatives in the project zone."
 

Althou(5h this response indicates the problem is being addressed, we believe,
that written procedures should be prepared as recoixiaended to preclude any
misunderstanding. The recommndation has accordingly been retained. 

Based on the actions taken, USAID requested that we close or modify

recom-endations numbers 1 and 2. We are also retaining these recommendations 
until the corrective action has been ccmpleted. 

N'eed _'T Iiiprove the fManagement and Acounting of the Idiaey 
Departiment Developrient Creuit Fund 

At our request, the USAID/Niger suspended AID-funding to the Niamy Department
Develojxnent Credit Fund in October 1h82. The problems which required this 
action persisted for years without appropriate corrective action being taken 
by the USAID and project mariaguient. A major effort is needed to account for 
the use of the credit funds. Policies and procedures from both a managervent 
and accounting standpoint should be established prior to activating the 
account. 

During Phase I of the project, a credit fund account was established at the
Caisse Nationale de Credit Agricole (CNCA - National Agricultural Credit 
Bank). 2ie purpose of the fund is to procure agricultural inputs needed to 
riake short and medium term in-kind loans to the farmer elmbers of the 
cooperatives within the project zone. The account is a revolving fund which 
requires the far.miers to repay their loans in cash with interest. T'he repaid
proceeds are then used for iaking procurement of agricultural inputs which are 
again used to mrake in-kind loans. The cooperative has the collective 
responsibility for repayiing loans obtained by its members. If the delinquency 
rate reaches 10 percent on the total uumber of loans nade to any given
cooperative, UNCC (Union Nigerienne de Credit et de Cooperation - the National 
Cooperatives Service Agency) can block any further loans to the delinquent
cooperative until the rate falls below 10 percent. CNCA does not have agents
below the departUental level but instead relies on UNCC personnel to carry out 
its functions at the arrondissement and cooperative levels. 
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.The credit process should work in the following manner. "teprocess begins
when the farmer submits a loan request to the cooperative. After approval by
the cooperative, the requests are grouped by cooperative at the UNCC district 
level and forwarded througjh UhCC channels. CNCA nkes the final approval on 
the loans. After receipt of the inputs, the cooperative makes the dow-'n 
payiient ard a credit contract between MbCA and the cooperative is prepared.
Upon receipt, the farmer should sign for the inputs and obtain a co*jy of his 
approved loan recquest. loan pa r;i ts are forwarded through cooperative and 
UNCC channels for deposit into the project's credit fund account at CHCA. 

During Phase I, USAID provided approxiuately $477,U00 to the credit fund in 
cash and asricultural inputs. At the caiipletion of our audit in October 1962, 
UsAID's contribution to the credit fund during Phase II was valued at 
approxixiately $338,000 tGards a life of project ca .nitinent valued at over $3 
million. This contribution will be the value of U.S. financed agricultural
iraports and locally procured animal traction equipment. 

1. Credit Fund problems were not addressed in a tifely manner. 

In a September 2, 1982 letter to the G01 -lsinistry of Rural Development,
USAID/Niger suLiu;rized the problems with the project credit fund: 

"The money. deposited to this revolving fund is 
managed by the C.IN.C.A. Itcores from three sources: 

1) the inciiie from the cash sales of fertilizer 
to the farmers; 

2) repayments of the loans contracted by the 
cooperatives; and 

3) 	 payment of input subsidies by the Government 
of Dliger. 

Though funds from the above sources should be
 
deposited in a separate account created by the C.N.C.A 
for this 11rojLct, funds from the Lirst two sources are 
only rarely deposited in this account. Instead, they 
are frecluently deposited in the C.N.C.A. general
 
account. Both at the field and at tLe central office 
levels, there is little existing docu;mentation on the 
operations and acuounting for the fund and, to date, 
the C.NoC.A. has not been, able to send us regular
mnthly state,,ents for this account. The few 
statements receiveu fromi the C.N.C.A. do not permit us 
to deteri ne actual ai;unts ueposited versus amoDunts 
which shx)uld have been deposited." 

Sixteen inonrths earlier in an April 1981 report (two months before signing the 
Project Agrealent) the former Project Officer, former Project Advisor, and the 
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current Credit/Comlmnodity Advior m~ade similar observations on CIMCA-LR4CC credit 
fund i,,nagerent. Specifically they stated that: 

CINCA does not have representatives at the arrondissedent level. 
Therefore the CtCA must rely on the UCC agents and agricultural 
extension agents to serve as debt collectors. In effect there 
is not a systematic n thod of collecting the iney froim the 
farmer. 

CNCA does not have the capacity at the national level to do 
accounting by category of loan and by cooperative as requested 
by the project.
 

CNCA has made little effort to go into the field and verify the 
credit inforication it has received. 

CNCA lacks procedures for depositing funds collected from the 
cash sale of project inputs into the project account. It is 
difficult to trace payments to the project account. 

U1CC agents fail to do the required paperwork. Farmers begin 
repaying their loans before a loan contract has ever been 
drafted and ai;proved. Eloney corces in but nobody knows what to 
do with it since there is no contract, loan number, etc. 

Based or, our field visits to the ChCA heaciuarters, four cooperatives and 
-heir farmer members, we found that these same problc:.is still exist. USAID 
believes the proLlems at C1ICA are a function of understafting at both the 
national and departmental levels. 

In response to an interim AID Inspector General recru~ieri ation, USAID/1ciger, 
in October 19b2, notiLied the WLNU that U.S. funding to the credit fund would 
be suspended until solutions are found to the accounting and i;anayTiient 
problems facing the credit fund. 

2. Guidelines on the credit fund were never established. 

With the start of the project's second phase, the project proposed an 
agreement between USAID, NDD, UNCC and CNCA concerning the mnagyment of the 
credit fund. soj-e of the key features of this agreem.-nt specified that: 

- 1 e accounting for creuit sales and cash sales will be kept at 
each level (cooLerative, arroridisseiient, department) per 
activity and by cooperative. 

S CA would submit a itonthly status report and quarterly 
financial relort to the project on the credit fund. 

However, the agreeilent was never implewented. The agreenent was tLJe subject 
of meetinys between ChCA, UICC, and the project. USAID stated that the 
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project apparently did not have enough authority to prooite an agreement 
between two different cOli ministries. As a result, tile project has not been 
provided with timely arnd co nplete data concerning the operations of the credit 
fund. In fact the project has never received the iionthily status reports from 
MCA. The project received one financial reiort covering the period December 
1979 to September 1981, but the report contained inaccurate and incomplete 
data. 

The April 10, 1961, evaluation report suggested that the project provide CtRCA 
with operational guidelines for the credit fund. Although needed, these 
guidelines have yet to be prepared. In January 1983, the project hired a 
consultant to develop these guidelines. 

3. flajor effort needed to account for the credit fund account 

The Credit/Coiodity Avisor has been working since April 1982, in trying to 
reconcile the credit futed account to its correct balance. The reconciliation 
was not coi:'luted when w., finished our audit work in October 1982. Based on 
our observations, the reconciliation is cf,,plicated not only by the inadequate 
accounting at C1,CA but also at the cooperative level. Some of the obstacles 
in reconciling the account are: 

Loan contracts between CNCA and the cooperatives were not pre
pared for ,unths or even years after the agricultural 
were delivered. In soiie cases contracts have yet to be 
for inputs delivered in 1980 and 1581. 

inputs 
signed 

The loan contracts 
inputs provided troia 

do not 
project 

distinguish between agricultural
and UINCC stocks. CINCA and coope

rative accounting records do not distinguish between the two. 

-- CIA does not keep records by cooperative. 

UNCC agents are not maintaining records on the loans to the 
farimrs and repayments thereunder. 

-- Famers do not retain receipts for their repayments. 

UNCC agents are mixing cash sales of fertilizer provided by the 
project and U[CC. 

Based on our field visits, we believe the reconciliation of the credit fund 
account Emust also be carried out at the cooperative level. In some cases 
visits to the fariders will be neces ary to substantiate repayments. For 
exaile, several farmers we visited claiied to have made re[yients but the 
cooperative had no record of such paiients. Records were not aiaintained at 
another coopLrative for at least eigjht mnths because a UNCC agent was not 
available. UI;CC agents ccx;plain that the lack of transportation seriously 
haj;Vers their ability to follow-up with the iar;iers on repayrents. 
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Several farmers told us that they have not made any payments on their loans. 
In soMes Lases the farmers did not realize they had to rejxy their loans. A 
U4CC official told us that the farmer imeiibers within one cooperative thought
the agricultural inputs were I:rovided free. The projec:t has not established a 
system to repossess the agricultural inputs when payments are not made. 

Based on our discussions with cooperative officials, MhCC agents, and the 
farmers, it becime alparent to us that these individuals do not really 

project's credit 

undersLaind the project's 
for projectt i.anaguent 

credit fund system. In 
to develop a credit 

our view, 
training 

this shows the need 
program for these 

individuals. 

USAID/Niuer hired consultants in January 1963 to perform a review of the 
fund. The objectives of the review are (1) to provide C11CA 

with the resources required to balance the credit fund account with loans 
contracted to far.ers in the hiaviey Departmint and (2) to recofxiund changes in 
the current iianayuient and accounting of the credit fund which will assure 
tivrely and reliable credit fund data in the future. 

Conclusions and Reccctendations 

USAID and project m-ianagement must spend fiore attention on the credit fund in 
the future than in tLe Vast. ManagexEnt and accounting policies and 
procedures will have to be established Eind put in place. Training proirams
will have to be conducted to i.aku sure that the policies and proceUures are 
understood by the various parties within the credit fund system. Once
 
established, USAID and the project sLould obtain inforr-ation and actually test 
check on a periodic basis to determine if the procedures are actually followed.
 
Accordingly, prior to releasing any AID funds for the credit program, we have 

recaoiiended that: 

Reco;auendation N:o. 7 

USAID/Niyer should provide the needed rianpower to 
assist the Credit /Coim dity Advisor in accounting for 
the credit fund account. If the credit fund cannot be 
accounted for, then a refund should be requested. 

Recaiuiiendation N~o. 8 

USAID/Niger should develop detailed guidelines for the 
mna(jefient and accounting of the credit fund. These 
guidelines should be directed at all levels including
the project, C1NCA, UCC and the cooperatives. Once 
developed ULAID should obtain inforimation and test 
check on a periodic basis to determine if the 
procedures are being followed.
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Recumiendation 1.o. 9 

USAID/Aiger 
systeias are 

should ensure that 
adequate to account 

CNCA's 
for the 

and U1XC's 
credit fund 

before further AID fuhds are releawd. 

Recoi;vendat ion o. 10 

U|SAID/14ger should ensure that a credit fund atjreement
bet.een USAID, the NIDD project, CCA, and UICC is 
sign1ed before reactivating U.b. supixrt for the credit 
fund. This agreei;ent should list policies and 
managjarent and accouinting procedures for the fund. 

Recouxrandation zVo.11 

USAlD/Nigjer should require the project to develop a 
credit trainiing Jjro(jral, for CNCA, U-CC, cooperative 
personnel, and the farmer couples at the tarmer couple 
traininy centers. '!'his prograi should include training 
on the detailed credit fund guidelines beirfj developed
by the project consultant. 

USAID Co,tents 

Lxhibit B provides USAID's response to our recommendations. Generally, we 
found that USAID is taking the appropriate actiou to addre. . our 
recaxiiendations. iowAever, in our draft report, vm reconcended that USAID 
should develop a credit training pro jrai for C1;CA, U14CC, cooperative 
personnel, and the farm:er couples at the farmer couple training center. In 
its response, USAID requested that the recoi;'j.endation be rodified or dropixd 
because credit trainingi was provided to I.,CA and UNt C personnel during an 
eight day period in Ducej.Ler 1962. We believe a credit training program 
cannot be ccriplete until it iticludes training on the credit guidelines which 
have yet to be develoixd. fluorvxendation number 11 has thus been retaine6. 

USAID also requested that we close recomedation nui.Lber 7. te are retaining 
the recoruendation until the corrective action is completed. 

Accounting for Agricultural Inputs 1:eeds Ir,,provement 

The project is only now starting to address deficiencies in the accounting for 
agricultural inputs at ioth the arrondissement and cooperative levels. A 
mjor effort will have to be taken to establish a comiodity accounting systein 
which can be traced by the project. Once established, the project should 
test-check tLhe system .eriodically to determine it is operating efltectively. 

From project inception in PhIase I, tNDD relied on the "Centrale 
dApprovisonnemunet (CA)a and UtNCC to ccount for project inputs ard to ensure 
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their distribution to the arrondissement, cooperatives and individual 
farmers. I[00 raintains records on the deliveries to the arrondissemunt 
warehouses and performs an annual physical inventory at that level. However, 
we could find no record that the project reconciled the inventory to the 
arrondissement accountiny records. 

In a field visit to an arrondissement warehouse, we found that the stock 
control system was inadequate. tie were unable to trace the receipt and 
delivery of 1)D inputs to sup.ortiny documentation. Stock record cards were 
not maintainieu. A physical inventory was not possible without a coiplete 
reorganization of the cuiuiudities at separate warehouses. 

In April 1982 the project realized that the cooperatives were not maintaining
adequate cccj.odity accounting records. Subsequent to our field visit to the 
arrondisser;,nt %.arehouse, the Credit/Co.ucidity Advisor performd a physical
inventory at all the arrondissement and cooperative warehouses in the project 
zone. Based on tLhe available trip rep-orts to two of the four arrondissenents 
and 34 cooperatives, the inventory in yeneral disclosed that: 

-- stock record cards were rarely iraintained; 

delivery and receipt records were not available
 
or incojilete;
 

inputs in several warehouses were so poorly
stored that NDD was unable to count it; 

inventories could not be reconciled with
 
accounting records; for exapile, the project 
could not account for over 500 tires and 190 
wheels; and 

inputs provided by UNCC could not be
 
distinguished trom project stocks. The inputs
 
are identical and when delivered to the same
 
arrondissexnt and cooperatives lost all separate
 
identity.
 

During his physical inventory, the Credit/Coixiodity Advisor prepared stock
 
record cards to record the physical inventory. In our field visit to four
 
cooperatives we found that the probl.is, all or in part described above, still 
existed at the tij,e of our visit. 

NDD has jiade several efforts to improve the accounting for project provided
 
inputs at the arrondisseient, cooperative, and farv.er levels. Tb']se efforts
 
are also directed at providing th.e' project with timely and cucnplete

infori.ition on the distr bution of inputs at all levels. WDD's suggestions,

however, were not always followed or have not been in place long enough to
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determine compliance. For exanple, 1DD 

in April 1982 requested the cooperatives to 
establish registers for the delivery of inputs to 
farmlers. Field visits by the Credit/Commodity 
Advisor and us disclosed that these registers 
have not been maintained. 

in April 1982 initiated a monthly inventory 
reporting form to be completed by the 
arrondissemients and cooperatives. At the 
completion of our audit in October 1982, the 
project had yet to receive any of these completed 
forms. 

direct 

from June-August 1982 sent receipt forms to all 
four arrondisserents for further dissemination to 
the cooperatives and farmers. One arrondissement 
made all its deliveries without using the forms. 
Few cooperatives in two other arroiissements 
have received the forms. 

NDD's 
UNCC. 

suggestions 
Te project 

have been initiated through oral 
decided to proceed in this manner 

requests to 
because the 

the CA 
project 

and 
has 

no control over the CA or the Ut1CC personnel involved in its input
supply systevi. However, in July 1982, CA issued an inventory manageuent 
manual which has not been fully distributed and does not fully corresond to 
NDD's suggestions. We found that the UNCC agents at the cooperatives do not 
fully understand all the changes taking place. NDD officials held inventory 
training sessions for the individuals resjponsible for stock control at the 
arrondissemient and cooperative levels in December 1962. We believe that such 
training is essential. However, to be truly effective, the project first 
needs to prepare arid distribute written inventory procedures to all levels 
within the supply system. 1hese procedures should be explained fully to the 
individuals involved during project training sessions. The USAID should 
ensure that these procedures are followed through periodic visits. 
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Conclusions and Recommendations 

The deficiencies in the inventory control system and the commodity accounting
system exist at both the arrondissement and cooperative warehouse levels. 
Inventory control and coi zxfdity accounting procedures should be developed and 
the individuals involved should be trained in their use. USAID should take 
action to periodically check that the procedures are being followed.
 

Accordingly, we have reojirendere that: 

Recoriurndation 1No.12 

USAID/liger should reuloire the project to develop inventory
control and coniu-odity accounting procedures for all levels 
within the WON supply system to ensure that the project obtains 
timely and complete infori-ation on project inputs. llese 
procedures should be transmitted in writirn9 to CA and UNCC 
officials. USAID/Niger should perform periodic test-checks to 
determine if the procedures are being followed. 

Reco, endation No.13 

USAID/Niger should require the project to provide inventory
training to the individuals responsible for stock control at the 
arrondisse-ient and cooperative levels. The inventory control 
and conuiodity accounting procedures should be covered during the 
training program. 

USAID Comirents 

Exhibit B provides USAID's response to our tecom.endations. USAID requested
that we close recoii,-indations 12 and 13 based on an eight day training program 
held in December 1982. In their response USAID stated that this training 
program was an initial effort to address this issue. We believe, that USAID 
should first require the project to develop inventory control and cciruWity 
accounting procedures as stated in recoi:;etidation 12. These guidelines should 
then be the subject of training sessions for the concerned individuals. 
Accordingly, we are retaining recomim-ndation nunrber 12 and revising
recoinendation nurber 13 to specify that training be provided on the inventory
control guidelines. 
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Blacksmith Projraii has Stalled 

The blacksnith training program was suspended in January 1982, because the 
programu lacked a qualified instructor. Before starting any new training 
classes, we believe the project should first determine how best to utilize (1) 
the equipient already distributed and (2) the individuals who were partially 
trained.
 

The purpose of the blackaiiith program is to provide maintenance and repair 
facilities for animal traction equipiient and the fabrication of agricultural 
tools. After beigj pro:'ide6 with the necessary tools on credit, blacksmiths 
are scheduled to uiiuero a three imnth training program. It is then expected 
that blackdth shops would be operated as a cooperative enterprise. 

The blacksmith program started under Phase 1 but, according to project 
personnel, the program was so poorly implerented the farrers lost confidence 
in it. The project received equipiment for 41 shops but distributed only 27 of 
thei. Training was suspended after only one month because the instructor, who 
rarely attended classes, left the program. Naterials were often not 
delivered, or if delivered, they were inccivlete. We were told that the 
cooperatives are not -,aintaining accounting records on the equipment and are 
not maintaining repayment records on the loans. In our visit to two 
cooperatives we substantiated this fact. The Credit/Coi1uudity Advisor told us 
that only two of the blacksi.iths are repaying their loans. Others claim to be 
repaying but project personnel have not seen the documentation to support this 
fact.
 

We visited the villages of two blacksiths. One blacksmith was disallusioned 
because he does not get any business. Although we did not see the other 
blackaith, the cooL:erative president and other villagers were unaware that 
the blacksmith was available for work. The Credit/Coruiodity Advisor informed 
us that soi:e of the blacksiths are using their equipment but the extent of 
such use is not known. Aq.parentl , the project has not specifically followed 
up on these blacksiths since January 1982. 

At the coi;pletion of our review the project had no iimiediate plans to revive 
the blacksmith progjrca. The program cannot start until the project locates an 
instructor. Project atteiipts to locate an instructor have not been 
successful. Because such instructors are scarce in Niger, it may take six 
months just to train the instructor. Uhe instructor will also be used for 
follow-up on the trained blacksuiths. 

Accordingly, we have recommended that: 

Recoir~endation 1o. 14 

USAID/Niger should request the Niiamey Department Development 
Project to imake a site visit to all the blacksmiths in order to 
determine how the equipment can be used effectively. 

- 21 



USAID CoJmuients 

In its response to this recanendation USAID stated that: 

"Even if a full-time instructor cannot be located, the project 
will hire a short-term consultant to perform follow-up on tile 
previously trained blacksmiths. No further blacksmith equipment 
will be distributed unless arrangeients can be established for 
coirpetent training and follow-up." 

We are retaining the recomendation until the corrective action is callpleted. 

Project Coi, onents in the Larly Stages of Developmnt 

The System of Village Based Oryanizations, CPT Extensive Level Extension, 
Adaptive t1esearch programs and Woren in Developi-;nt are in the early stages of 
project development. The project has not developed plans of action to 
irple;ent these couLonents. The following sections su; arize the status of 
these cacxponents: 

1. Systeia of Village Based llanaeient Organizations 

The purpose of this coniionent is to encourage local cooperatives to become 
more active in defining and resolving developuieut problems. It is anticipated 
that project assistance will be used to rake cooperatives truly functional 
organizations by involving them in the planning and execution of project 
activities. By achieving this purpose, the cooperatives will perform 
functions si;ilar to CFis in inileienting project activities at the village 
level. Project officials recognize that a plan ijust be developed to determine 
how the project will address this component. The project has provided limited 
training at the cooperative level during 1982, with plans for further training 
in 193. The project plans to work with several villages in each 
arrondisseiment in 1983 to develop their organizational and mnagerial 
capability. 

2. CP' Extensive Level Lxtension Program 

The purpose of the CPi' Lxtensive Level Extension Program is a continuation of 
the training program at the CPT but on a broader level. The primary purpose 
of the extensive level proyram is to increase production to the maximum extent 
possible. This increased production will be facilitated by expanding the 
training capability at tht CVT to include training not only at the CI'Ts but 
also short-term training at the village cooperative level. The CITS will also 
function as technical support units (credit/logistical) to the village 
cooperative level. In effect, the extensive level program provides for 
building the institutional capability of the CPTs and the cooperatives. 
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it is expected that over 5,000 farmers will be included in this projram with 
over 1,OU0 farmers participatiny in one to two week village-level training 
prokjraxs, organized by the CPI's, with the remaining farmers having learned the 
new agricultural techniques from, the CLI' graduate farmers. The CI's have yet 
to establish formial training proyrams at the cooperative and village levels. 
The extent of training provided by the CPT graduates is not known. 

Project officials believe that open door activities (1-2 days) at the CP1b and 
short-term . training organized by . the agricultural chiefs of the 
arrondissements have had an izmi.act in influencing farmers to use the new 
agricultural techniciues. 'The extent of this impact has not been determined. 
With the arrival of the iornitoring and evaluation advisor, the project expects 
that data will be gathered to measure such irpact beginning in 1963. 

3. Adaptive Research Program 

T1he project hired a technical advisor to head the adaptive research program in 
February 1982. Lxkeriiaerts have begun in regards to use of pesticides and]
certain portions of the technical package taught at the CPT. Ilowever, these 
exieriments will require several years of work to obtain valid results. 

4. Wome.n in Develo mnt - Uncertain Progress 

The lack of CON suipport and concern with this activity, together with 
inadequate planning, ionitoring and follow-up by the project staff, largely 
contributeu to unsatisfactory projress toward project stateu objectives during
Phase 1. Although Wuoin in bevelopmient is a separate project cojiponent in 
Phase II, the same problus are still having a nejative impact in developing 
this cor:ixnIent. 

Under Phase I of this project, wa ien participation was considered marginal at 
best. This was i;ainly cLaracterized by (1) the unavailability of wom.en for 
training; (2) the conflicts between rural wcxen's heavy daily work scheuule 
and the tiiing of inforiiational talks and literacy classes; (3) the resistance 
by Nigerien men to wcaien's indepenidence; and (4) the lack of support by the 
(OU and project iunagjei.ent. The CLN agriculture services provided limited 
follow-up to wmaen including the wmaen C1IY graduates. 

The iiost tangible iimpact of Phase I was the introduction of grinding mills in 
the villages. Ten such mills were provided under the project. According to 
an evaluation report published in ry 1962, eight mills were in operating
condition, one was closed for business anu the other one had not yet been 
installed. Mhile the introduction of the grinding mills is considered as a 
step forward toward mechanization, the report noted that the mills were 
generally underutilized, because (1) r.zny were not centrally located and (2) 
they have not been fully accepted by farmers. The report also referred to the 
lack of qualified personnel to ranage and maintain the mills. This was 
contiriixd during our visit to one of these mills. Potential maintenance 
proble..s %were also mentioned in our discussions with field staff and 
villagers. In our view, the procurement of additional grinding ndlls under 
Phase 1I should be continjent on the project addressing the problems in the 
evaluation report. 
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During our field visits and discussions with walden and cooperative officials, 
we were told that worilem were abandoning the program because both the CPrT 
training and follow-up were inadequate. A Peace Corps volunteer informed us 
that she wanted to follow-up on the woi.en but she lacked the needed 
transportation. Neither the UJ0 nor the NDD project have established a 
system for the delivery of extension services to wonen in the villages.
Poultry provided to wcien under Phase I are still experiencing high mortality 
rates in Phase IH. We understand that the woimen's training program at the 
four new CMi' established iii 19C2 has been curtailed because of the lack of 
qualified instructors and wci:'n Peace Corps volunteers. 

The progrmit is still impeded by the lack of acceptance. According to the 
project advisor, the Phase II credit pro(ram for womien, as anticipated in the 
Project Pa.er, never (ot off the ground because a systen for its 
iiple;entation has not been establisbed. Although women are cooperative 
incibers, this meibership is not fully recognized in that the cooperatives are 
reluctant to assumie tie risk of extending credit to women. The project faces 
other uncertainties and constraints because it involves changing the 
traditional social patterns, which ien in the rural areas continue to resent. 

These probleiis are further amiplified by the lack of adequate planning. For 
exarple, the project paper did riot include time-phiased actions and benchrarks 
to cover this project cuii-onent. In aduition, the project advisor failed to 
prepare and submit annual .:ork plans and quarterly progress relvrts as 
required. As a result, it is extremely difficult to determine the current 
status of this project comlxnent or the course of action needed for its 
orderly ii;;plleientation. 

In its response to our draft report, USAID believes that the project has made 
good progress in wonen's develobment, such as establishing the practice of 
giving wanen 40 percent of the monthly spending allowance, coordinating visits 
by the inistry of Rural Dzvelopient and the Ministry of Plan personnel to the 
CPTs, conducting sewing lessons at three C's, etc. We do not discount these 
accor plishents. However, we believe, with the unsatisfactory results under 
Phase I and the shortccairngs under Phase II, the project needs to develop an 
overall focus as to how the project sould ii-prove the role of women as 
agriculture contributors in the project zone. As reccAmierided on page 30 we 
believe the project should develop an annual work plan for the women in 
developiment ccaiponent. 
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PROJkCTIJELLDS 'O IINPiROVE 1i AGIIUI14T' PRACTICES 

From the preceding section of this report, it is evident that son of the 
activities in this project are not receiving adequate management attention. 
This is in part due to shortcomings in various adinistrative and r;naqerent 
elu;ients of the project. The 14onitoriny and Evaluation Unit, which is a vital 
part of the project decision-iking process, is not working effectively. 
Annual workplans elaLoratiny on how the project objectives are to be achieved, 
are not beini prepared. ie1porting on project activities is inadequate. 

The project paper and project agreement recojnized that project manage-lent was 
given responsibility for project implementation but no control over the (WWi
service arid aciinistrative personnel upon whom the project Just rely for 
project execution. ;lthough the project agreewent provided a covenant to 
address part of the authority issue, the covenant was never i, pleiented. In 
certain instances this lack of authority has restricted iihnagenent's 
perfonitance. 

Operations of the Monitoring and Evaluation Unit Need to be Improved 

Because of the trial nature of many of the components, the NDD project 
recognized that manay~5ment needs a continuous source of data concerning the 
nature and conseqjuencvs of project operations. Attemipts to provide such data 
in Phase I were nut successful. Several project activities in Phase I were 
consequently drol:ped because ,inayeuenntdid not have the infori;ation to asse.4s 
their effectiveness. Efforts to address this need in Phase II has also not 
produced mLe.aningful results.
 

In order to elevate the importance of monitoring and evaluation, the project
established the Vonitorinj and Lvaluation Unit as a separate project co;;ponent 
in Phase II. The Unit is resi.onsible for deterwining data requireents for 
project decision i.akin,, ideritifying pre--existiny data sources, establishing 
systems for obtaining additional data, evaluating3 progress toward the 
attainment of project objectives, and evaluating the overall development 
iripact of the project. However, a ca:ceiLehensive syste for collecting 
monitoring amid evaluation data was not establised, prir,-rily because of the 
lack of attention by project managiment. A plan of action was riot established 
which specifically (1) defined the unit's goals and objectives, and (2) 
delineated how the goals and objectives would be iit. 

It was not until the last year of Iliase I, in January 1960, that an individual 
was hired to head the project's Mouitoring anid Evaluation Unit. Even then, at 
several points the individual was assiineu duties unrelated to the main tasks 
with the Monitoring and Lvaluation Unit. The individual left the project in 
mBy 1982. l\o fligeriens were working in the Mnitoriny and Evaluation Unit at 
the time of our audit. They were responsible for following-up on the CV2 
graduates. However, with these full-tiiie data co]lecion responsibil ities, 
they were unable to provide any overall focus to the tonitorin and Evaluation 
Unit. 
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The Phase II Grant Agreement requires all key project personnel to sulnit 
annual work plans. The work plans should provide specific measurable 
indicators of proyress and detail the criteria to be used to determine 
achievviient of the objectives. IIIe work plan subLmitted by the jiOnitoring and 
evaluation advisor was rejected as incuplete by IIDD iianaj(jent and never 
resubaitted. 

The Phase II Project Paper noted the lack of both reliable baseline data and 
inforrztion to support NDD project activities. The Phase II Project Papet
further noted that discrepancies in the reported results of demon.stration 
plots of the iionituriny and evaluation advisor made it difficult to evaluate 
the Lasic project's technical package in any of the arrondissew,ents. tie also 
found di.crepancies and lack of supporting data in the few reports the advisor 
prepared. Project information which was collected, was presented in a 
sporadic manner and frequently not analyzed for ianagei1ent purposes. lle 1DD 
project in 1962 was starting to develop data on the actual yields of the CPT 
graduates' faras. The project is not collecting data on a systematized basis 
on 

-- actual hectares farmed with the technicai package 

cori-ared with the land available to the CT graduates, 

-- rate of adoption of the technical pxckage by villa(jers, and 

-- total production impact or gross income impact of the NIDD 
project.
 

The project has not developeu a system, to evaluate the farmers use of the 
technical package in the different geographical areas of the project zone;
that is, will the technical package Jeut the necus of the project zone and if 
not, why not? Tiue Project Paaper and other sources recognize that such 
information is essential in assessing the loncj-term viability of the project. 

A short-term project consultant corialuteu a review of NDD's Moiiitoring and 
Evaluation Systu-, during our audit. Th1jis report proiosed changes to correct 
nuierous deficiencies in the system and provide ainageiunt with leeded 
information. A rtionitoririg and evaluation advisor also starteu work in October 
1982. Ile filled the position which had been vacant since I'ay 1982. 

Project Planning and Reporting' I-eeds to Ie Strengthened 

The Phase II Project Paper provides broad objectives and goals for the project
caiponents. 'The Phase II Grant Agreement required each of the project's
technical advisors to subiAt annual work plans which would provide specific
measurable indicators of progress and detail the criteria to be used to 
determine achievei;ir-nt of thv objectives. These work plans were to be 
subz itted to IDD managujuent within 30 days of the advisor's arrival in tliger
and discussed and finalized within five ronths of the start of work. Based on 
these individual work plans, project maiiage,,ent was required to prepare an 
overall annual workplan. Project manayerrent did riot prepare such a workplan
for 1982. 

- 26 



Four technical advisors were working for NDD duritij the time of our audit.
 
COrie other technical advisor left the project in .ay 1982. Of these five
 
advisors:
 

only one suUliitted a written workplan. Although 
this advisor used his workplan to juide his 
activities, the plan was never finalized with 11bD 

nmagieiyent arid did not contain the needed 
infoination. 

two other advisors suUiitted tentative workplans 
which were never returieu or finalized by project
mal aC4 ;Ient. They did not use the plan to guide 
their work. 

the fourth advisor I kd her tentative workplan 
reviewed and rejected by NDD iunayerent. bhe 
subsequently left the project without suLiitting 
a revised plan. 

the fifth advisor never sutzaitted a written 
workplan. .She discussed her intended actions 
with project aayuient but received little 
feedback. 

In addition to the annual workplans, each advisor was required to subit 
quarterly reports which would detail the 1.rojress made to date in achieving
the annual workplan plus recamuiiended i,,odifications of the workplan. talthough 
one advisor was suLilitting reju l r reports, they were prepared only 
se.i-annually. None of the advisors were suiA;itting quarterly reports. 

We found that the ionthly reports provided to tie project by the 
Arro ndisseient Coordinators were prepared on an irregular basis. When 
preparea the reiports dealt imstly with adi;inistrative projleis, such as fuel 
shortages, persormel absences, etc. and contairn inforii;ation of li:iited value 
to other levels of kroject imnayererit. Wne Arrondissement Coordinator did not 
report information on thu Ci: traduates who abandoned the technical p~ackaye
because lie did not think it was importaitt. ;dthou(h a training session was 
held in February 1962 for project personnel, report forwiiats were not 
standardized and each arrondissement's report addressed different matters. 

In April 19b2, project officials rq<Iuested the UNICC delegates to prepare a 
iionthly inventory report on project agricultural inputs. The project did not 
receive any of these reports duriny our aidit work. The project did not 
officially request UI-CC to provide these reports and did not provide any 
written guidance on their preparation. The sa,I situation occurred when the 
project atterpted to start a i;onthly credit fund relortin(j systerl. 
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A short-term consultant recently reported that decisions were rarely taken oil 
basic issues critical to the achieveirent of project objectives. This was 
partly due to the absence of 1) annual plans that relate project activities to 
project objectives and 2) iionitoring iniorveition on progress in achieving
project objectives. As a result, it was difficult fur 1NDD manajerient to focus
its efforts on tLe key issues. 

In reviewing the project's overall reporting syste,, the consultant concluded 
that:
 

--	 L~~mny project reports have either not been done or have been done 
on a si.oradic basis; 

the reports -Are n;t structured by project cutiponent, project 
outputs, and achieveiients; aind 

--	 the reports lack ienchmarks. 

In his COtober 19b2 rekort, the consultant suggested changes in the project's 
reporting system. Those chaw es refer to the frequency, conAtent and fonflat of 
these reports. 'We believe project runageu nt should use the consultant 's 
report as a basis for revising the project reportinj systei. 

Project l-na 1ei.wnt [,cks Control over Project hctivities 

A Sikcial Covenant to the Froject Agree; ent stated that: 

"... the Project Director will, as a mermber of 
the '1echnical Comittee of the Niam ey lkpartmdent 
((X/0i,1A), reiport to the Dejrti.ent Prefect; that 
coordinators will be selected to coordinate 
project activities at the arrondisseiiont 
(district) level and that the:se cooruinators will 
be under thle authority of the Project Director." 

The project paper also intended that the Project Director would exercise 
direct control over tile technical services persomnel at the arrondissellenrt 
level when they are enjajea in project res, onsibilities. However, this 
provision was not iz6e a part of tLe pro)ect agreeitent. The need for this 
authority was based on exjeriences in Phase 1 when project mana;jment had been 
given respou iLiliy for project implei;,etation but no control over the (UD[
service and adininisLrative personnel upon wlhoi, the project iliust rely for 
project execution.
 

The authority stipulated in the special covenant was not provided to the 
project director. We were told that it is not politically feasible to realign
the UWtG structure to provide 'uchi authority. Lacking3 such authority, we found 
that project I:vnaguieiet aj.erir; to take a passive role in addressing some 
project impl(ientation probls. For exuaj,)le, project attepts to imiprove 
inventory control, inventory reporting, and credit fund repcrtinj have been 
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made through oral requests to the Ow agencies. °ihe project proceeds in this 
wianer becausv it does uoL have the authority to olficially request tLie CJN to 

irake changes iti its existing systui. In effect, the project must hope that 
the agencies w;illingjly accept the chan jes. At the completion of our audit the 
ir, provwAerts discussed above either t.ere not iiipleiented or not implu-inted as 
planmed, in some cases five ilonths after the reiuest. 

InI his October report, the project consultant who was reviewing the project's
ronitoriic and evaluation system provided the followin-g couients on project
management's control over project activities: 

'From a vonitoring and evaluation standpoint, the 
major imtplication of the above described 
organization is that project manaeiiunt 6oes not 
have coiplete control over jost of the activities 
that are iiportant to the achieveient of project 
objectives."
 

In its response to our draft report, the USAID stated the OW4 is aware of the 
control problei,z an they are cowtitted to adopting solutions. USAILD cites 
the recowi',endations of CG:J officials during a Nov~wber 1962 conference to 
increase the authority of the project dirc'ctcrs and arrondissement 
coordinators as inuicators of the GON's ccuwairient. 

onclusions and ieco:a,'rdJations 

lm effective ronitoriny and evaluation systum is an intejral cadorCrelt in any
AD project. it is especially ii,,portant for NDD which is a wulti-year
exeri.,ental project, located in 5ccjra1,hical areas in which little reliable 
inforirution is ible. §e that USAiD/L~iger andavaii believe id .1naaei. nt 
should identify the tjkxe of data and infori.ation necessary for project
decision r:kiny and Lor evaluating prgre's towards jprojcct objectives.
Procedures shuulu Le develuo&u to accuiulate sLch infori;ation and to present
it to i.inage;Kit on a recurrin Was. T'he rLprt developed by tLe slort-term 
project consultant should be used as a guide for the reestablis|Naent of the
nonitoring orid e-valuation unit. Usless project JLinaye:.eIt takes these 
tlnirures, it cannot Le assured of having neeuced inforr.,ation to analyze the 
progress of project activities in v:ieLing hoals and objectives. 

Shie Project Paper proviues bruau objectives arid goals for the project
CoIj nents. T'he Project AgreeirenLt required that more specific iimasurable 
progress indicators and criteria to determine achievo,rit of project
objectives v.vulb be develouie.d in te project lanning process. however, tle 
annual work pl&ns and quarterly proJruss reports thereunder were not 
integrated into the project's irifor.ution systew nor given appropriate
nanaigeJ.Int atteiition. project weue used anOther reports not in effective 
llinlier. 
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Project managuient has not translated project objectives and concepts into 
specific tarjets. Iucking specific plans and objectives to Ljuide their work, 
project ianagguient and its staff appear to be workinbj on an au-hoc basis 
witout a central focus on uuvelopin(j the project comixnents. With the 
inadequacies in project reportn0i, project manay(tcient does not have auequate
infori ition to deternine ii the project is spendinj too little or too nuch 
timie on certain activities. 

Accordingly, we have reconunded that: 

Reca ierdation No. 15 
USAID/I4ijur ohould require the 1,roject to use the consultant's 
repourt as a basis for (1) ii ,proviny the monitoring anid 
evaluation unit, (2) identifyiny the type of data and 
infori.,tion necessary for jnajer,nt Purposes, and (3) 
developing procedures to accmiulate data and infurmation and 
present it to i.znayevent on a recurring basis. le consultant 's 
report should also be used to revise the project reportiny 
system,. 

Recoier;at ion 1o.16 

USAID/Niijer should require the Niamey Department Developrment
Project to establish a process to 6evelop an arnnual work plan
and prepare quarterly projreso reports as required in the 
Project A(ree;ent. An annual plan should be prepared for each 
project cciponent. 

USAJI) Crtert s 

Exhibit D provides USAlD's cojwients on our rec.,iaendations. The project is
takincj action to use the consultanit's report to make the needed improveients
in the ironitorinyj anu evaluation s2stei anu the project reporting syster. The
project's :onitoriny anu evaluation advisor is desinjring a range of nyavures 
to provide qiuantitative anu qualitative baseline data necessary for iiract 
evaluation. hle is also developiny a process which will be used to develop an
overall p)roject j lan and a plan for each project component. We are retainingy
the recoiumuuations until the corrective actions are co.pleted. 
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NEED 	 FOR A RIMSI..SSlIIT 01 PiOJLCi' FIJAhCItNG 

Lhider Phase I of the NDD Project, the (WN provided a cash contribution of $2.2 
million ayjainst a planned contribution of $1.5 million. This contribution 
represented 32 J.,ercent of total vroject ccsts for Phase I. however, ouring 
Phase Ii of the project, the W-N is behind in l,(etin(J its cash cw,,it'leits. 
If these fundinj p.roblewis continue, it is doubtful that the project will ieet 
its objectives as stated in the Project Ayreement. 

(OU is Behind in ,eetingJ its Cash Corpiti:,ints 

During the desiyn of Phase II, the GG1N wanted to provide a 50 percent cash 
contribution but the sudden decline of natural uranium prices on the world 
iarket forced thc i to inform the USAID, in Septe:iber 1960, that they could 
only supiLort close to 30 pe1cL-nt of total project costs. T'his reduction in 
tile planned GI cotriLution placed considerable budCjetar constraints on the 
project. AID's cotitribution JaS therefore ,iicreaseu. 

Phase I1 is a $21.3 willion project of which $13.6 million is AID-financed. 
7lie WN is to provide the Lalance of $ 7.7 i.tillion of which at least $5.8 
million is to be its the form of cash paier.ts for o[ eratior.al ccsts and 
subsidy [ayi.ynts to the pro)jL-t's credit funu account. 'he reuaining 
contribution is "in-;ind, prim,,arily in the form;i of (-paid local personnel. 

Governi,ent fiscal jLohlemaa were evident when the pro'ect agreel'went was sisned 
in June 1961. '1he pricincj structure ot natural urania, had deteriorated 
further, (droi4ping fro.i a hicjh uf $95 per kilo in 1975 to $65 per kilo in 
1981. The GU- was at the sa,;( tiiae behind on its cuu itients to other 
Al-fuiided project.s. In toveiber l LO, a World i ,k teal was ill L.i'jer to 
develop a eiaioranduwi on the asricultural sector. Lurin their briefin, to AID 
on the structural constraints to I.ier's ajricultural develo,r;ert progran, the 
teiji voiced particular concerij about the iL.ative effects of failirJ urarliurl 
prices and the (L. policy towaru sub-iuieo. Ue unuerstand the borld Hank is 
currently coriductirc a study on the proble.is faced Ly Ni'jer in l.aeting 
recurring project costs. 

In view of tile deterioratirnj uranium r;arket and its ii|pact upon !"lerIs 
investic.nt incojie, two sixpcial covenants were included in the Project
Ajreeent to prevent possible budyetary cunstraints. These covenants rvy4uire 
tile W1uI t o: 

1. 	 --- depoit or cause to be depo-slted into tle 
Project's ajricultural crec.it fur,u Account by
Novu.iLer 30 of each year duriny thie life of the 
project funcs Lufficient to cover the Gifference 
between tile cost of fara inputs procured for the 
Project and the price at which such iluts are 
wade ava lLble to Laniners in the project area, as 
Wall as additional aiiunts as i;ay be required to 
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prevent decapitalization of the credit fund. The 
aliunt of such annual deposits will be 
established Ly mutual ayre-ient by May 31 of each 
year." 

2. 	 "---replenish the project's opxerational account 
by t1ovejLJer 3U of each year on the basis of a 
cash needs request suLbi:itted by the Project
Director to the Ministry of Hural Development by 
hay 31 of each year." 

The Project Agreuient rcljuired tLe GON to deposit CFA 22 million to the credit 
fund account and CYA 116 million to the operational account during the first 
I-ear of the project. floever, in Lay 1981 (one month before signing the 
Project Ayjree;i,,) the 1DD Project Director subLmitted a revised request to the 
inistry of Rural Develoipent for CFA 283.4 million, CFA 181 million for 

ot.tratinu costs and CFA 102.4 million for agricultural subsidies to be 
depo~sited b iovemL&-r 3(;, 151. The GGt; contributed CFA 27 uitillion in subsidy 
cost.. In Augjust I%2, the LON providei (FA 50 i.tillion from its litional 
Investiient Fund for project okeratinj expenses. Tihe CWi is still behinu CFA 
206.4 itl1ion in i;eeting 1582 requiremnts. This deficiency could be much 
larger in the near future. In order to cover 1983 expenses, the Project
Director in I y . suL;,itted a request to the 11inistry of Rural Develoulment 
for CFA 231.4 ,,illion tar ol-erating expenses and ayricultural subsidies to be 
depxosited by Nbvei.Ler 30, 1SLI2. '&le OCA4 contributed (FA 31 million towards 
the subsidy costs which leaves the 193 contribution still due at CFA 200.4 
laillion. the total W0i cuatribution due as of Loveiwber 30, 1M02, is (FA 466.8 
million ($1.16 willion). 

hNeed 	 to Dtermiie the GOIJ's Financial CoWmitiinent 

The NDD project is not the only project for which the (LN has fallen beLind on 
its financial ccinjitiients. In order to keep hDD project activities going,
USAID iszued a Project hiplmlentation Letter (PIL), dated April 20, 152, in 
which $770,060 of U.b.obligjations earm;Arked for construction were reallocated 
to cover local operating expenses (traininy, vulicle operations and 
maintenance, and local personnel). The Project Grant Agreement ,tipulates
that these expenuitures are the (JUN's responsibility over the life of the 
project. tie could not find any written agree.ent betmeen USAID and the WN as 
to bow the 10h will repay the $770,00. As of Septei )er 30, 1982, USAID 
provided $266,000 of Uie $770,G00 earmarked. Althoujh the USAID is 
maintaining overall ;ccounting records for these expnuitures, we found that 
the Mission had not establisled accountin records which distinguishes those 
local currency exj-endituris which are the GaR's responsibility from those 
which are USAI)D's respunsibility. 

In the April 26th Project Irplehmentation Letter, USAID reciuested the GW to 
provide the USAIU by June 30, 1962, with a stateent regarding its cash 
contribution cm;,itmeits to the project for the current and future years. At 
the corletion of our review the W. had not provided a response to this 
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request. Based on our interim recaiuxndation during the audit, U.SAID sent
another letter to the COi., in liuvember 1962, requesting thciL response. 

Itie delivery of agricultural inputs to farm~ers in tle project zone depends on 
the timely reL)lenisfl1eI1t of the project's credit account. We understand that 
the GO1 is behind schedule in its purchase of agricultural iniputs for the 1983 

1campaign. djis saiJie problem existed during Phase I. Lack of (EN subsidy
payments, if continued, will result in the decapitali:tatioii of the credit fund. 

Conclusions and 1ecui~endatios 

Because of the depressed uranium jmarket, the financial picture for Niger in 
the near future does niot look hopeful. This situation is reflcted in the 
(DN's failure to eet its cash contributions for the INDD project. If this 
situation continues, it will be difficult for the project to rneet its 
obligations as stated in the Project Ayreeilunt. biithout UWi subsidy paYMents,
the credit Lund will be decapitalizud and its revolviing fund status will be 
eroded. USAID needs to determine what the CON will provide in the way of its 
cash contributions to the project. lackin3 such a ccixu:ti;ent, USAID has no 
assurance that the GO1 will c(.u4iit its funds to the project as currently 
designed.
 

USAID recojnized the need to provide US-funding to icet project expenditures
norimully funded by the Wt.'. Although the reallocation of US-funding for this 
purpose was properly docudenteu, USAID is not m.aintaining sepurate accounting
records to distiguish between exjenuitures .ide oni uuhalf of the W1 from
those expenditures which are valid US obligations. Such records should be. 
established. 'T'he USAID anu the (LN should also agree in writing on the nrier 
and timetable in which the GON will repay USAID for expenditures riade on itsbeh:alf. 

Accoruingly, we have reccmended that: 

liecoimendation Z.o.17 
USAl)/t-igcr should obtain from the GCN a plan as to when it will 
provide funding for the project operating account and credit 
fund account.
 

hecoi.er.dation 'oo.18 
USAID/igor should establish separate accounting records for 
exi-enditures paid by the U.S. on behalf of the 001 from those 
exipeditures which are valid U.S. expenditures. USAID/!Jiger 
should reach a written ayreeiunt with the the(EN on andmnner 
timetaule in which the 001 will repay USAID for expenditures 
nade on its behalf. 
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USAIIj Co1idents 

Exhibit B provides USAID's response to our recame:.dations. USAID rmeluested 
that we close recoauendation nu.1jer 17 based on USAID's latest request to the 
(DN to provide a plan ao to when the CON will zeet its financidl cawitdents 
to the project. .e are retaining the recoruenuation until the (CN provi.es 
the plan. 

USAID is taking the appropriate action to address reca , iendation nurber 18. 
We are retaining the rcozigrJation until the corrective action is complete. 

http:provi.es


NED FOR II'ROVD ,I?AGUaJ1.e OF.t A C'iO' ACIIVITiS 

USAlD/Iijer 's managei.vnt of the construction program was inadequate. Site 

inspections have not been made at critical points as required. When 
inspections have beezi jkde, there have been no detailed drawinujs to determine 
structural soundness. This has led to construction deficiencies which could 
result in added i;i,.intenance costs in the future. Thiis situation occurred in 
part because USAlD did not assure itself that the conditions precedent for the 
disbursei.ent of construction funds were i.it. In addition, the 11ission did not 
provide detailed construction guidelines to the GON to preclude any
misunderstandings about responsibilities. 

Lnder Phase I of the 14D project, USAID/1iyer provided $b63,547 ior the 
construction of 21 buildings. Under khase II, as of September 3U, 1%2, USAID 
further expended $757,561 toward the construction of thirty (30) additional 
project fz.cilities at the CPT±, coojerative and project headquarters levels. 
These construction activities were awarded to u.;iall Nigerien firms using a 
combination of local and imported materials and cou. n local techniques. The 
architectural, enineering, and sujervision responsibilities were assigneu to 
Genie iural, a technical division within tLe (WN flinistry of Rural Develojment. 

Conditions Precedent Have Not Been Fully Satisfied 

The Grant Agreeient provided for the C61" to satisfy certain conditions prior 
to AID disburselients for project construction costs. Under Section 4.3 tle 
W1N agreed to provide AID witij construction-related documentation, such as 
plans and spcifications, bid request docui.xcnts, cost estimates and 
construction contracts. The O3N also agreed to provide evidence that 
qualified technical personnel will be assigned to oversee all construction 
work and to provide progress reports acceptable to AID. The conditions 
precedent were further aplified through a Project Impleimientation Letter (PIL)
which, based on previous USAID/1iger experience, reciuired the CDN to provide 
detailed roof connection drawings for the warehouses and the project 
management office and site plans for all the construction. 

In reviewing the GON's cuupliance with the Grant Agreement, we found little 
evidence that the provisions of section 4.3 and the Project Imiplellentation 
letter have been fully met. iie were unable to veriiy GON suiiiission of the 
required docuiwntation or USAID/14iger notification which, according to the
 
acjreuvent, should convey USAID's determination that the conditions precedent 
on construction have been satisfieu.
 

USAID/A1iuer still had not received detailed drawings, structural roof
 
connecting drawings or timely progress reports at the completion of our 
audit. This resulted in project iionitoring being less than adequate. The 
USAID/1-iger ri'gineerin. Office, for example, was unable to determine the 
structural soundness of the buildings or the acceptability of contractors' 
perfor1ance without having detailed plans, drawings, and specifications at 
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hand. Since project construction is over 95 pbrcent calplete, the need to 
leet the conditions precedent is no longer necessary. In tile future we 
believe USAID should give itore attention to assuring that conditions precedent 
are nit before construction starts. 

Implementation and t onitoring Was Inadequate 

The lack of tiimly Genie }Wral progress reports, less than adequate USAID 
inspections, tcxjether with the lack of detailed plans has contributed to (1) 
the use of substandard construction iQteriels going undetected because of 
inadecuate testiny, (2) 1poor workmanship, and (3) an overall uncertainty as to 
structural soundness and durability of the construction. 'e believe tlhat this 
situation coul6 have been prevented if USAlD had (1) formally spelled out the 
construction rvsfrnsiLilities of USAID, NDD, and Genie Rural; and (2) better 
coordinated the activities of the parties involved.
 

Construction under Phase II coiwioenced in January 1982 and was esti;uted over 
95 percent cu, L)lete as of January 1963. ;,hile wajor construction contract 
periods varied betweeni six and eitfht isnths which would j.ake mnithly progress 
reporting desirable, Genie Rural suUiitteo only two reiorts on construction 
pro(ress during that perico. These reports included surmary statemnts with 
no discussion whatever as to the quality of work, the contomity with the 
plans and specifications or the overall perfori-,znce by the contractors. 
However, the USAID Lngiieering Office insrection reports continuously pointed 
out probi:;s with the materiels and/or workrmansip. Llthough ti1e Grant 
Agrecioent requires the GCh, to provide tiviely pro(jress reports, USAID did not 
provide specific juidelines to Genie Rural which delineated the contents, 
format, and frequency of the reiorts. In its res.rise to our drait report, 
USAlD stated that they planned to provide the (M,' with detailed construction 
reporting guidelines for tuture AID-financed construction.
 

'Me Project Paper provides for progress rayients to contractors to be approved 
following joint inspection of progress at critical construction points. 
Inspections were to be carried out by the NDD, Cenie Rural, and USAID/Niiger 
project and erngineeriny officers upon camipletiori of the foundations, when the 
builuiny was at lintel height, at the roofing stage, and upon cgxpletion of 
thle facility. Inl April and ilay 1962 imenoranda, the USAlD Engineering Officer 
and General Developiaent Officer expressed the importance to the USAID Project 
Managers in preparing and coordinating inspection schedules with the GON and 
the USAID Lineering Office. 'le General Levelopment Ofticer stated that 
such scheduling is important because the USAID Project Managers had a tendency 
to (1) plan inspections at the last rviment, and (2) expect mission 
certification based on one inspection of caupleted work. However, the USAID 
Project Officer did not prepare detailed inspection schedules for the NDD 
project. As a result, the Engineering Office was not involved with 
inspections at all critical points. 

7he reluirement for joint inspections was not included in the Grant Agreement 
and related Project Ii.plevientation Letters. Genie Rural personnel inforimd 
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us that they V.,rceive their role as being resixonsible to NDD and not USAID. 
This attitude exilains in part why uanie Rural did not always show-up when 
inspections were scheduled. 

We believe that a number of construction deficiencies could have been 
prevented had adequate jionitoriny been perforwed as prescribed. Deficiencies 
noted during our and USAID site visits included: 

Walls were crumbling and cracks were forming 

beLween walls and columiins; 

1 arehouse doors were installed incorrectly; and 

Spacing between the roof and walls was inadequate
which could cause serious water leaks during the 
rainy season.
 

Because of the lack of adequate insisjctions at critical construction points,
it is the general feeling of the USAID ernjineering staff, that other
construction uefects may have been covered which could ixterialize aup at 
later date.
 

In an October 1962 letter to the Iiinistry of Rural Developrixnt, the USAID
Mission Director requested that all detailed construction dr:wings be 
suWitted to USAID prior to the start of construction, lie further stated that 

"Unless such drawings are provided, USAID will find 
it difficult, if riot impossible, to agree to insiect 
and approve iroject construction for layrent." 

This action is obviously too late for the NDD project in which construction is 
over 95 percent compilete. however, the exieriences in the INDD project should 
provide the mission with the lessons learned to assure that drawings are 
obtained in the future.
 

Ineligible Construction Items 

USAID/Niger has reiinbursed the NDD project $62,764 for various local 
construction activities which are ineligible for AID financing. 

Wai December 9, 1981, USAID issued PIL luo.4 which earmarked $1.4 million for 
the construction ol 30 buildings approved for financing by AID. With the
exception of the U.S. procurement of one pre-fab warehouse, the buildings were 
to be financed with local currency. 'The Grant Agreerlent provides for the 601J 
to finance the construction of up to seven water wells for the Lir. It also 
stipulates that additional construction costs are the resixinsibility of the 
grantee, in that the GON agreed (section 3.2) to provide "...all funds in
addition to the Grant, ard all other resources required to carry out the 
project effectively and in a timely ianner." 
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In June 1982, USAIDAlitjer camulitted $395,021 (of the $1.4 million obligated 
under PIL No.4) for construction activities which the 0 failed to filiance as 
agreed. There was no evidence that this switch in funding was authorized by 
the issuance of a PIL or the app~roval by AID of a revised budget. In fact, 
USAID/Niiger reimbursed the NDD project $82,389 for such expenses, before an 
oblijatingj docurrnit was even establistbed. 

As of September 30, 1982, MUD applications for reimbursemient by AID totaled 
CFA 43.8 million ($137,044). Of this airount 19 million CFA ($54,280) was 
expended to cuoplete authorized Phase I construction. The remaining 24.8 
million wA ($Ud2,704) was used for the constructioni of wells, cattle sheds, 
huts and other miiscellaneous construction idaterials and services which are not 
included in the projet construction items to be financed by AID. A detailed 
schedule of the ineligible transactions was formlly provided USAID/Fier 
during the course of our audit. 

It is our understandin~j that USAID/liger's approval and certification of the 
cited psyints, totalinj $22,764, were proupted Ly (1) the need for the 
construction ite-,;s to permit the project to proceeu without interruption and 
(2) the lack of uWN budetary resources to meet construction costs. 

Couietitive kHidding and Prior AID Approval Iot Fully Adhered to 

Under OI'J standard construction practices, a letter order (tLettre de 
Copcande") is the official notification to a successful bidder. It confirms 
the bidders selection and sets up an outline of njor provisions to be 
executed under a contract at a later date. 

In reviewing 11DD contracting, we found that letter orders for significant 
construction activities were beint used in lieu of forrril contracts. t e 
identified CF'A 69.1 i.llion ($194,633) in construction work urder letter 
orders. In one case, a notice to proceed totaling the equivalent of over 
$50,000 was issued, before a letter orter was even signed. 11hile this NDD 
practice was due to the urgent need of the facilities and as a means of 
getting around the otherwise cumbiersoi.ie anu tirie conrsuing (WJ1 contracting 
procedures, it nevertheless did not ctl.lly with basic provisions under the 
Grant Agreeiient: 

(a) Letter orders did not provide for the procurement 
of construction i.terials which are exenpt from tax 
and custan duties. The letter order did not extend
 
other AID requireients which are routinely included 
in contract 6tandard Provisions Annexes. 

(b) AID was not given the opportunity to formally 
review and approve construction activities under
 
letter orders.
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c) 	 C0uietitive bidding procedures were not used for 
the procureiint of construction services totaling 
over $100,000 under letter/service orders. 
Therefore, we were unable to verify that those 
services were awarded at a reasonable price to the 
lowest responsive firm.
 

Conclusions and Reccawuitendations 

USAID/1Niger's mzanayjuient of the Phase II construction projrarl was weak in iuany 
respects. Site insc-Pctions were not rude at critical construction points as 
required. Mhen insiections were idade there were no detailed working drawinys 
to determdine structural soundness. This led to construction deficiencies 
which could result in addle waintenance costs in the future. This situation 
occurred in part because USAID did not assure itself that the conditions
 
precedent for the disburseent of construction funds were let. In addition, 
USAID did not provide detailed construction guidelines to the (J to preclude 
any misunderstandirgs about USAID requirements and resi-onsiA li ties 
thereunuer. Ti.ese guidelines should have been issued in a Project
Impleientation letter before ULAID released furnus for construction purposes.
Also, the USAID Project Officer needs to better coordinate the activities of 
tNDD, US/ID, and the GO1. 

Therefore, we have recoumviended that: 

Recuidendation No. 19 

USAID/Niger should assess the use of (a Letter Orders in 
USAID-funded projects. Cuidelines on the use of tLese Letter Orders 
should Le develoipd and provided to USAID Project Officers. 

Fecoruandation to. 20 

USAID/Aiger should (1) formalize the use of $395,021 in USAID funds 
through the issuance of a Project Lipleiientation Letter requiring the 
cflN to reir.burse AID the cost of these iteims which would normally be 
funded by the UIU, (2) develop a budjet for the $355,021 which 
delineates between costs eligible for AID-financiny frcm those which 
are the WN's responsibility, and (3) issue bills of collection to 
the (WN for the $62,764 and any other items paid by USAID for 
construction ite.is not approved for AID-Linanciny. 

USAID Couigents 

Exhibit B provides USAID's caiuients on our recoxeridations. USAID is takiny 
the appropriate action to address the recoi.iurations. 
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EXIIIBIT A
 

LIST OF REiWOfT RELWI,II.NEDATlOt S 

Page 

JRecomeindation IUo. 1 11 

USAID/Niger should require the project to identify the 
causes as to why the CPT graduates are not using the 
technical package. The CPI' follow-up ayer:ts shoulu be 
required to identify the causes where pussible. 

Iecaamendation No. 2 11 

USAID/Niger should evaluate the training at the CKIs 
to determine if (1) certain portions of the technical 
package are being over j,.oiasized, and (2) changes in 
the curriculu., would inprove farwaer utilization of the 
technical package. 

Recoiricendation No. 3 1I 

USAID/jiger should require the project to provide the 
ULICC agents, cooperative officials, and farmers with 
procedures on the lilij of insurance claius for 
oxen. These procedures should be thoroughly explained 
to these inividuals during project training sessions. 

Recuxuiendation No. 4 11 

USAID/Aijer should require the project to develop 
procedures which give top priority to following-up on 
CPT graduates in their first year after leaving the Cin'. 

Recoi;mendation[No.5 11 

USAID/Niger should require the project to reserve at 
least one vehicle at each Arrondissement Ior follow-up 
on the Ci' jraduates. When possible, the project 
should coordinate with the UNCC agents and w.,aen Peace 
Corps Volunteers so that these individuals can miuke 
follow-up visits at the samae time as the follow-up agents. 

RecoixiKeatiun No.6 11 

USAID/A4iyer should require the project to develop a 
training program for the CP4' follow-up agents. 
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Reconiendation No. 7 16 

USAID/Viger should provide the needed manpower to 
assist the Credit /Cuzinodity Advisor in accounting for 
the credit fund account. If the credit fund cannot be
 
adequately accounted for, a refurd should be requested. 

Wecojivrendation No. 8 16 

USAID/jiger should develop detailed guidelines for the
 
,mnageiient and accounting of the credit fund. These 
guidelines should be directed at all levels including

the project, MCA, UNCC and the cooperatives. Once 
developed USAID should obtain inforiiation and test 
check on a periodic basis to determine if the proce
dures are being followed. 

Recca.uendation No. 9 17 

USAID/Niger should ensure that MJCA's and UNCC's 
systems are adequate to account for the credit fund 
before further AID funds are released. 

Recommendation No.10 17 

USAID/NZiger should ensure that a credit fund agreement
between USAID, the NDD project, CNCA, and UNCC is 
signed before reactivating U.S. support for the credit 
fund. This agreement should list policies and 
managenent and accounting procedures for the fund. 

Reca nmeiation No. 11 17 

USAID/Niger should require the project to develop a 
credit training progran for CNCA, UIJCC, cooperative
personnel, and the farmer couples at the farmer couple
training centers. This program should include training 
on the detailed credit fund guidelines being developed 
by the project consultant.
 

Reconunendat ion No.12 20
 

USAID/Niger should require the project to develop 
inventory control and comodity accounting procedures 
for all levels within the 00N supply system to ensure 
that the project obtains timely and ccomplete 
information on project inputs. These procedures
should be transnitted in writing to CA and UJNCC 
officials. USAID/tqiger should perform periodic 
test-checV3 to determine if the procedures are being 
followed. 
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Recovnendation No.13 20 

USAID/Niger should require the project to provide 
inventory training to the itlividuals responsible for 
stock control at the arrondisserent and cooperative 
levels. The inventory control and coizodity 
accounting procedures should be covered during the 
training program.
 

Recacnendation Ho.14 22 

USAID/Niger should request the Niarrey Depactient
Develolpment Project to m;ake a site visit to all the 
blacksmiths in order to determine how the equipment 
can be used effectively.
 

Recomendat ion No. 15 30 

USAID/Niger should require the project to use the 
consultant's report as a basis for (1) improving the 
tronitoring and evaluation unit, (2) identifying the 
type of data and information necessary for management 
purposes, and (3) developing procedures to accurtulate 
data and information and present it to management on a 
recurring basis. The consultant's report should also 
be used to revise the project reporting system. 

Recorvndation Nio.16 30 

USAID/iger should require the Niamey Department
Development Project to establish a process to develop 
an annual work plan and prepare quarterly progress 
reports as required in the Project Agreement. An 
annual plan should be prepared for each project cpasornt. 

Recorrundation 1b. 17 33 

USAIDAJiger should obtain fro the GON a plan as to
 
when it will provide funding for the project operating 
account and credit fund account.
 

Recomnrendation 'o.18 33 

USAID/Niger should establish separate accounting

records for expenditures paid by the U.S. on behalf of 
the G04 from those expenditures which a~e valid U.S. 
expenditures. USAID/Niger should reach a written 
agreeiment with the GON on the manner and timetable in 
which the CDN will repay USAID for expenditures tade 
on its behalf. 
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Haeca;uiendation No. 19 39 

USAID/14ijer should assess the use of CDN Ietter Orders 
in USAID-funded projects. Guidelines on the uSe of 
these L-tter 6rders should be develojed and provided 
to USAID Project Ofticer6.
 

IReca'u erdation lo. 20 39 

USAID/Niger should (1) form1alize the use of $395,021 
in USAID funds through the issuance of a Project 
Irpleiwntation Letter re-,uiriny the CDL% to reir;tiurse 
AID the cost o these ites which would normally be 
funded by the CDr4, (2) develop a buyJet for the 
$395,021 which delineates bet;een costs eligible for 
AID-financing from those which are the ON's respon
sibility, and (3) issuc bills of collection to the C(M
for the $b2,764 and any other items paid by USAID for 
construction iteJuis not approved for AID-financihej. 



EXIBUIT B
 

LIST OF USAID CO~IN1tir ON TIE DRAFT REUMT RECOMOiL|,DATONIS 

Recoru;iendat ion No. 1. LSAID/Niyer should require the project to identify the 
causes as to why the CgI' graduates are not using the technical package. hlle 
CPT follow-up ajents should be required to identify the cause where possible. 

USAID Action: "'Olle tissiozn acjrues and has discussed these issues with the 
Project Director and the project advisors concerned with iripleniettiny these 
recoi;ueniations, the Traiiing Specialist and the Nonitoring and Lvaluation
(N/E) Specialit. The M/L SiA*.cialist is desilniny an Adoption Survey whichwill collect inforn;ition concernin( the vill0ers knowledc, application, and 
skill level concerning the techniques taught at ClT's. Vie I/E Specialist and
the 	 Training Specialist have scheduled a two-week training program for CRV 
follow-up aejents at which tiiiie the agents will be trained in the use of the 
instruerit. iIe instrua.ent also atte.pts to piripoint the use of new 
techniciues in relationship to the resource constraints exiXrienced by the
farimer. This recoi;cendation should be dropped or modified to reflect the 
action taken." 

kecmiuendation No. 2. USAID/Iiiyer should evaluate the training at the CITS to 
deter.drne it (1) i-ortions of the technical p;Ackacje are being overeripliasized,
and (2) changes in the curriculum would imiprove fari.er utilization of the 
technical packu(e. 

USA]D Action: "Ihe scope of the work for tLe Agricultural Lconomist i;ecer of 
the 	 eValuation team addresses the issue of the technical packacge. iased on 
the follow-up results obtaiied frcii this year and tle prelimiiary results of 
the plied Fesearch co;j:onent (concerning inter-cropLpinj millet and cowieas,
for exaiple), changes in CI' trainiing will be prop-ed tor the 193 season. 
These changes will be discussed With tLIe Cvi' staff at their annual training 
progr , scheduled for February 13-19, 1983. Since this issue is being
routinely handled by the 1ission as part of the first interim evaluation, we 
suggest that it be deleted as a recormenuation." 

Reco.2n1dation INo. 3. USAID/14,er should require the project to provide the 
UhCC ayerits, cuourative officials, and farmers with procedures on the tiling
of insurance claims for oxen. These procedures should be thoroughly explained 
to these individuals uuring project traininj sessions. 

USAID Action: "M eight-day training prograw was held for UtCC atiK a ICIN 
jxrsonrnel, lx-cuiber 1962. that projrari, Ut4CC in16, At all agents the project 
zone received coL ies of the insurance clauses and were rqueu.ted to discuss 
these clauses with all of the members of the cooperatives in the project 
zone. 'flie participzarts also adopted the following reconuwirmlations: 

1) 	 that the insurance policy Le m;ade voluntary; 

2) 	 that the Livestock Lervice develop a risk/irortality table uiowing the 
percentage of animals that dies for each age classu; 
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3) 	 that mortality data b ajiplied order to calculate the premium necessary 
to cover the estimated rislks; 

4) 	 that tile insurance policy "e set up as a revolving fund adi~inistered by 
the Uiion Lca 1e des Cooieratives (canton-level) or the Union 
Sous-Regionale des Cooerative' (arrondisseiinent level) in order to 
facilitate ipayirtit of insurance benefits." 

"Ibis reca;uizendation should be dropped or modified to reflect the actions 

taken."
 

Recuizendation 14o. 4. USAID/Witjir should require the project to develop 

procedures which give topi priorit2 to followinj up on CI' graduates in their 
first year after leaving the CP''. 

USAID Action: "The Niission is prej.ariny a PIL requesting project personnel to 
develop a set of lProceuures prior to the beginiii of the 19U3 caitipaigr,. T£he 
project has already scheuuled a worksthop which will be helu for the 1982 CPT 

raduates to review tleir training. These follow-up procedures will be 
thoroughly exp[lained to follow-up atjentz during their two-i;eek training 
Lroriraa.' 

Recum.endation ido. 5. USAlD/hi.er should require the project to reserve at 
least one vCiicl± at ecci, arroiuiissemeit for follow-up on the C'£ tgrauuates. 

hieln possible, the projuct shoulu coordinate with the UNCC agerts and %cien 
Peace Corps Volutiteers so that these individuals can ifAke follow-up Visits at 
the sw.ie tim1e as the follow-up agents. 

USAID Action: "Since 1arch 192, one vehicle at each arrondisseient level has 
Leen reserved Lor the follo-u.' of C1I' graduates. Frequent deitands by 
technical personel has resulted ir, these vehicles being urer-utilized for 
follow-up,. For the ujco;-inyj season, m.onthly follow-up %,orklAns will be 
required fruai each arrondis-6:,enit. Gasoline allocations to the 
arronldissei;ents w;ill be dependent uLon the subi ssion of these workplans. The 
workplans will be recluired to indicate the pairticipaht's in the follow-up 
activity. A :Iinii.umii of 16 dAys of follow-u, for each CIVr has been proposed 
for this agricultural season. The 1iission will request that the GUJ fornalize 
thes;e couiitr:ents in a VIL." 

lecmu.iendation No. 6. USAID/.igjer should require the project to develop a 
training 1rograM lor thfe C1',' follo,-up agents. 

USAID Action: "The follow-up agents particiipated in a two-We-k training 
course in 15b2. 'Thle project realized that this training was insL.ficient to 
prc:iotc the desired levels ot purforiaace and has prujrzd.ved an additional 
two-week proujraia for :-arch 1563. It is expected, rioreover, that at least 
two-weeks in-service training for follow-up a(jents will be r<luireo each 
year. ilhe detailed traiing plan will be s. :itted to the tlission prior to 
the training event scheduled fur this year." 

Recououmdlatuii No. 7. US;AID/l.ijer should provide the needed wanpower to 

ataist the Creuit Advisor in reconcilirvj the creuit fund account to its 
correct Lalance. (P<ecouijnuation was reviseu in the final reLrt). 
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USAID Action: "A short-term1 ayjricultural credit advisor has been identified
 

; a result of 
this tuk alu is currently in LNialiey on a five-,eek TIDY. 

tor 

the action undertaken, this reccuxz-endation should be dropl&ed fromi the Final 

Report." 

No. C. 	 should detailed cjuidelines for the 
Recawiendation USAID/Nitjer develop 

the credit fund. 'Ihese guidelines should be
rmnagei:knt and 	 accoutiny of 

directed at 	 all levels inlcluding the project, CI&A\, U1CC and the 

Once developed, UStID should oLtain inforwation and test check
cooperatives. 

basis to determine if tI'e procedures are bein9 follwed. on a periodic 

credit manag ent specialist,
USAID Action: "The fission has identified a 

Volta, to work inwith four yu-irs' exi~rivnce workintj with thu C\CA in UpL.'er 
at all 

developing a new set ot tjuidelir.es governingj the LalleI:ent of credit 

levels for the project. The Hission's Couitrollers Uffice will be responsible 
will arrive in liger Januaryslecialistfor test checking the system. This 

16."
 

CN'CA's systma is
Recasu.midation No. 9: USAID/lier should ensure that 

fund before further AID funds are 
ade(uate to account for the credit 

released. (Recaurendation was revised in the final report).
 

USAID ction: 	 "'ith the exception of the imterial ordered for delivery to the
 
sus.ended until the19b2b L i!'Jrauuates, all creuit funds operations have been 

now, beiny developed in accourting and I-anae(I:K.Lt are 
necessary ii.provelrIits 

actually adcpted and in place."
 

agreei elitRecumenubation 	 14o.0: USAID/ligjer should ensure that a credit fund 
project, C;CA, 	 and UI-CC is signed before reactivatirmjbetween Us;:IL, 	the i.DD 

U.S. support for the creuit fund. The atjreeernt should list policies and 

iarna(ei;nt and accounting procedures for the funo. 

USAlI) Action: "The short-terw agricultural credit advisors have the 
uefore their duirture. U.S.responsiLbilitj 	 for drufting such an ajreciTnt 

for the credit fund will not be reactivated until this agreeiment issupport 

signed by all the interested parties, including USAID."
 

credit prwjraa1Pecoiiiendation 	 Ir.11: USID/iger should develop a training 
atfor (.CA, UiLC, coouierative personnel, and the lartiier couples the farmer 

couple training centers. (ieca;uendation was revised in the final report). 

wasUSAID Action: 	 "An eicht-day training program for (UCA and UI.CC personnel 
ThIe design for this workshop is provided. Creditheld becu-Ler 	 10-17. 

training, incorLAratin the Laidallaye recox:eiiations and the procedures 

contained in the revised credit ayreeiiient, will also be provided at all CPTs. 

This recoiienuatioii shuulu be dropi-ed or mudified to reflect actions already 

unuertaken."
 

control and
Recoiz .ndation No.12: USAID/flikger should develop inventory 

cotJiLy uccountiny irocedures for all levels within the C1014 -upply system to 

ensure that the project obtains tiaely and cu+plte inforikation on project 

inputs. 'i1ese )rocedures should ue transmitted in writing to CA and UICC 

officials. USAID/Iliger should [perform periodic test checks to determine if 

the procedures are beingj followed. 
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USAIID Action: "The recmiiendations froii the eijlht-day credit and inputs 
trainriny proujrai,, at iiaijallaye directly. address tlis issue. Thfie Mission's 
Controllers Office will be responsible for test-checkiny at least once a 

year. Thl mis:ionls supply Officer (actually being recruited) will also be 
available to suij.ort project efforts in this area. lie request that this 

recoi e.uidation be refor;,ulted as an inform;ation itew as opposed to a 

recoiaiiendation in your final report." 

Recmnuendation I:o.13: USAID/iiijer should provide inventory training to the 
individuals rvspunsiLle for stock control at the ar rondisse;ient and 
cooperative levels. (iReccz-,endation was revised in the final report). 

U;AID Action: "le ei(jIt-day Iaiallaye training procjram was an initial 
efiort to aduress this issue. Like credit training, rejxated on-the-job 
trainingj will be required on at least an awnual basis. All 52 Ur:CC ag.ents in 
the oiaiiey De partiferit, tLe (U;CA I.eparti;ent Chief, and the UNCC Niarie 
Departmint areIousue Clurk attended this 6.orkshop. This recoi;krendation should 
be dro{{-d or iiodifieu to reflect the actions undertaken." 

Iec u.e ,.ation ?o.14: USAID/1icer should request that the I iamey Departi-ent 
Develoj ,aent Pro-ect make a visit to all blackaiiths in order to determine how 
the uciuiL,i,nt can be used effectively. 

USAID Action: "The Mission has assisted the WONJ in its attempt to locate a 
qualified in--tructor to replace the initial instructor. Even if a full-time 
instructor cannot be located, the Liroject will hire a siiort-term consultant to 
perform follow-up on the previously traineu blacksuiiths. No further 
black ,iith equi[ r;ient will be distributed unless arrangements can be 
establi;sheu for coiipetent training- ano follow-up." 

Jecai endation No.15: USAID/Iiier should require the project to use the 
conmulLaUt's report as a basis ior (1) iimirovintj the iritoring and evaluation 
unit, (2) identifying the type of data and infor ation necessary for project 
decision ioaking, and (3) developing procedures to accumulate data and 
inormation and present it to i;nr:agyient on a recurring basis. The 
oorisultant's rviport should also be used to revise the project reportiny systerm. 

USAlD Action: "Hission ayrees with this recu,iendation and it Las, in fact, 
alreauy Iken iiyleienteu. A copy of the consultant's report, translated into 
French, and docuaents prepared on the basis of this report for the project's 
annual i.ungui,-tt aid plaIIiJ workshop, January 193, are provided. Or, the 
basis of this action, we Lelieve this reciusendation should be deleted from 
your final relort." 

lte Mission provided the following c . nts on the use of the 
consultant's report to revise the project reportiny systew: 

"Shortly after the teriaination of the MI/E advisor's contract in July 19C2, the 
ission subitted a request to S'/tID to provide assistance in assessiny the 
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M/L caw nent of the project. Schedulilly conflicts delayed the consultant's 
arrival until septuiber. Tie Lission specificull, colJ-dunicAted to thie 
consultant that his rejlort was to serve as the ixsis for revising the 

project's rejortiny sL;yte:i. The report contains a list of indicators, most of 

which will be retairicu il the final desiyn of the tI/h systeli. Tihe report and 
advisor, will be key resources at tLedocuiil.nts develoied by the nut. LI/I; 

16-22.second annual manajuhient and jilanniny conference to be held January 

Thle procurui.sunt of a i,,icro-coi,,uter will also st'engtben the project's 
repurtinyj systew. This recuiceiudatiun should be deleteu or oditied to 

reflect the action undertaken." 

1'ecou,,nd .tion 1.o.16: USAII)/Li,jer shoulu require the NJiamey Lepartment 
beveloj,:,,t i-'ocL LU utablish 4 jrocess to uuvuloj[ an annual workplan andIL 
prepare uartturly reijorts as reqjuired in the Project Ayreeiunt. Ani aniual 
plan should be Ireiared for eacl .roject con-ionerit. 

U.;IUD Action: "Vie H/h consultant develo[x:2d a lodel annual ;.orkjAlan %,hich lie 

discusseud with each oi the [;roject advisors. 'ihie hew I,/L auvisor is workit,y 
with each of the other a,.visors to uefine eud-of-prject indicators and 15S3 

iLasurable ihdicators for ezach j.rojct colid-oent. ilhese |,lass will be 
discussed at the project's unual riaznAuiert anu planniny w.orksiop. The 

product of. this week-long workshop will ue a project zone annual plan. 'iis 
reccij,tendation siould be deletes or riodified to retlect the actions 
unde rtaken."
 

Rec ,i:;enuation 1o.17: USAID/iyer should rt<uest that the GON provide a plan 

as to %,iien iL will jrovide fundiny for the jro3cct oieratiny account and 

credit fund account. (iecuaienr~ation was revised in the final report). 

ction: "'ihe i',ision has written the (ON'rexuesting this infor,,ation.US~IMD 

this issue further in january withi the liiiste:r
The diis-ion Director UisC.6CA. 

that deletedof Rural 1evelCjp1,ent. W;e w;oulu suyjest this recoij, rmation be 
from the finl rqcjrt or that the rejurt indicate tLat the necessar action 

vas taken to close tt! ruc., iation." 

ecci:uez,-0.t io ho.18: USAID/t-iyer should establish separate accouritin 
records for uxLe[.uiturus I.aid by the L.S. oil behalt of the (W. from tho;u 

expenditures wiich are valid U.S. exIeiYJiture-:. USAID/I;iyer should reach a 

written yoreuri nt with the WO, about the i anner and tii;ktable in which the O; 

will repay UDAIP for exi.enditures ,,,ade on its behalf. 

USAIDi Action: ""his analysis is now being cornucted with the assistance of 
U(LDSOA i,. T'he ru-ult will bucc4~ie part of the first interiwa evaluation and 

will provide the basis for an action recoi.[,jiation to be undertakeni jointly 
by USAID arid the (1W,." 

Reca"d endiltioi "4u.19: Nission sl,ould assess the use of NOUIietter Oruers in 
USAID-tunu' u 'roju-cts. (Widelities on the use of tlhse Letter Orders should be 
develojkd and provide to USAID Project officers. 

USA]D Action: "A detailed review of the use of letter Orders will be 
con1ductLd L the USAID LWiineering Oifice. Followiii this review, written 
guidelivs will be establisheu and issued as a LissioII policy directive." 
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Recoizuiendation io.20: UbAIlb/fitjer should (1) forialize the use of $395,021 in 
USAID tunus throuuh the. isouaince of a Project L.ileientatioi 1Wtter requiring 
the GOI to reiii,burse ANl the cost of these items which would noriidlly be 
funded by the C(GN, (2) develop a budyet for the $395,021 which delin~eates 
between costs eligible for AID-fianciii from those which are the GON's 
responsibility, &nd (3) issue bills of collection to the COiN for the $C2,764 
and any other items paid by UAID for construction items not aj .prov d for 
AID-f inanciy. 

USPJD Action: "A draft PIL forwalizit~y the use of $395,021 in USAID funds is 
now being .reared. This PIL delineates the res onsiility for various 
costs. The appropriate Grant Agreeiuent Amenduient will follow." 
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