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Preface 

This evaluation draft report was, in large part, a team effort.
 
Sections I through III are a group product. The individual sections have bene­

fitted from intensive group discussions, the sharing of ideas, questions, and
 

suggestions. Throughout the entire process of researching and examining docu­

ments, interviewing in Niamey, Lossa, and the 0uallam arrondissement, and
 

later, organizing and writing the draft, and finally, producing the final draft, 

the team worked together. Branching off came at tho point when fulf-illing our 
the face of pressing time constraints, madeiLdividual tenrms of reference in 

even more so by an amendment to the original scope of work, resulted in no time 

left to negotiate the merging of one document from three sets of working reports. 

There is overlap and repetitioar. some ideas will appear to be overworked. Section 
jointly agreed upon recommendationsIV contains the three reports on -which the 

are based. 

with the arrival of Richard Roberts, theThe evaluation began January Ll, 1983, 
was team leader. The Social Scientist,Development Administration Specialist who 

During the initial briefing session with JimTheresa Ware arrived January 12. 
informed that the indiv.duals requestedLowenthal IDD Project Officer, we were 

from the Ministry of Rural Development and/or Ministry of Plan to participate 

as evaluation team members had not yet been assigned to the team. Another team 
who workedmember, the Agricultural Lconomist, Douglas Earnett, from REDSO/WA, 

Projecton the issue of GON contribution to the Niamey Department Development 

the first week of January 1983, had left Niamey and was due back the end of 

January. A consultant Agricultural Credit Advisor who had been working for 5 
weeks with the NDD Credits and Maputs Speciaaist in reconciling the credit fund 

account to its correct balance was finishing his assignment during the start-up 

of this evaluation. Discussions with him provided invaluable insight into the 

issues, problems and strengths of the credit and inputs system; the CNCA; the 

UMCC; and cooperatives. Participation in his debriefing rith the USAID Mission 

Director provided an opportunity to hear the Mission's concey~ams and ideas about 

the NDD Credit System program. The arrival on January 18th of a consultant 

Credit Ibnagemert Specialist to develop a nel set of guideltLies governing the 

management of cedit at all levels of the project overlapped by several days 

irth the departure of the Agricultural Credit Advisor. The final debriefing of 

this consul:tant wdth USAID/ADO, the Credit Ynuagement Specialist and USAID/NDD 

Project officer provided uneftil information for us. 
We also attempted to meet w-.th John 1c Itire who is conducting a Car=. manage­

but he had left for an ICRISAT co ferencement research study with ICRI T, 
outside the country. 

We wero given complete access to documentation and full cooperation by the entire 

consult bath the external and internal memoranda andNDD staff. We were able to 
reports, but were hampered by the fact thac much of the quantifiable data in the 

project has not been synthesized. nwch of this data is being synthesized for the 

1982 Annual Report prepa.ation which is in preparation, but our experience indi­

cates that Annual Report preparation time is not the best time for an external 

evalliation. 



I. Executive Summary
 

The wiginRl purpose of this evaluation was 1) to review the 
accom­

far, 2) determine the extent
plishments and achievements of the project so 


to which the project is attaining the planned outputs, and 3) recommend
 

reach the intended benefici­modifications which will allow the project to 


aries.
 

include key program and policy recommenda-
This purpose was amended to 

In this
 

tions associated with the successful implementation of 
the project. 


context the focus was on the importance of a) putting the 
credit program on
 

a sound fiscal and management basis, b) determining as 
rapidly as possible
 

package which can be modified and extended to,

the aspects of the technical 


and used by the farmer, and c) defining the impact of 
the shortfall in contri­

butions by the CON to the project. 

place at a time when the project has had the bene-
This evaluation takes 

fit of realizing a number of changes rcsulting from 
lessons learned under
 

reassessed
 
Phase I. The Technical Service 	Delivery System, for example, was 


the CPTs and the technical services
 
to improve the organization and 	function of 


Four new CPTs became operational in 1982,

of project-related ministries. 
 Three
(Three CPTs were operational under Phase I);
seven
bringing the total to 


The staff situation at
 
additional CPTs are scheduled to open in April. 1983. 


PCV couples

the CPTs will be strengthened this year with the placement of two 


and two males in different centers, thus ensuring additional technical assis­

tance in four centers. Recruitment is currently under way for Nigerien male
 

Each CPT is opera­
and female follow-up agents to be placed in each center. 


A total of 60 couples

ting at maximum capacity, graduating 20 couples per 

year. 


1982 and 200 will graduate in 1983.
 
were graduated in 1981, 140 in 


The technical services on which the CiI's depend for training and e-ten­

in joint planning and
 
sion are being strengthened through on-going training 

,)as a b:' step toward tack­
group dynamics. The Lossa I meeting in March 1982 


ling the problem of the management of tLhe coordinarin of difforent technical
 

the L.osa 11 workshop indicate a
 The January planning workshop nnd
sectors. 

joint planning and collabora­great deal of progress toward the commitment to 


tion in the delivery of technical services to the CPTs.
 

v .luIage level organizations has advanced
 
The development of a system of 


very little during the past year, but a strategy 
his evolved for implementa­

an introductory village-level in­tion in 1983. The strategy revolves around 


quiry to obtain some very basic data and information 
on viliages and cooper-


The technical services will be directly involved 
in the gathering of
 

atives. 

this data and will be trained in the methodology under the direction of the
 

person,
This unit is currently staffed by one 
training unit of the project. 


the training Specialist, who acknowledges the 
need for short-term specialists
 

to assist in the training for technical services 
personnel.
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The credit system has been analyzed by Ewo short-term consultants. The 

evaluation team concurs Wiili Litir conclusions and supports their recommenda­
tions for action In the immediate future (by March 1983), and in the proce­

dures and operations for the 1983 Agricultural season. The degree of success 

in implementing these recommendations In 1983, supported by effective training 

and follow--up should indicate by the end of the 1983 season whether the joint 

efforts of thrp CNCA, UNCC, and NDD can be expected to set up ind operate the 

credit program on a sound fiscal and manatcmcnt cotrc. 

During Phase I there was no special training for ..omen. Moreover, there 

was no active women's participation unit for the project. The presence of a 

women's participation advisor on the project sine 1981 has resulted in a great 

deal of progress in the past year with every indication that more progress will
 

be realized in 1983. This progress has also benefitted from the assignment of
 

a Nigerienne counterpart from Animation (Ministry of Plan) to the unit. The
 

unit is, however, still hampered by the lack of linkage to a broad-based organi­

zational structure through which its legitimacy and credibility could be en­

hanced from the national level down to the local level. Training for women in 

the CPTs done by tile technical services is expected to improve this year be­

cause of training for technical services personnel in technical as well as in­

terpersonal skills. In addition, the recruitment of 12 female follow-up agents
 

should significantly improve the support to training for women in the CPTs.
 

Much remains to be done in increasing the participation of women in the project,
 

but the process set in motion over the past 18 months indicates small but
 

steady progress.
 

The Monitor ing, and Ivaluation unit 1,; no! %yCt ope r:itional on the scale 

planned and needed. The most serlfuns constraint to implementation is too Little 

consists of the M/F Special ist) to do all the planning,manpower (the unit 

design and execu t iP work needed to lay thu fotndat ion for a sound system in 

preparation for the start-up of the 1983 season and acti0ties which should be 

going on during the season. 
 The Poulin Report of October 1982 provides the
 

basic guidelines for putting an ME system in place. Implementing these re­

commendations, however, will require additional outside short-term assistance.
 

to assist in conducting the Adoption
Interviewers are shortly to be recruited 


Survey planned for April 1933.
 

confronted with the control and coordination problems of
The project is 

to
all integrated rural development projects for which a structure parallel 


established organizations (departments) is not created. NDD has made what
 
we could call
observers we have consulted consider real progress toward what 


the institutionalization of teawwork in davelopuenL activities, teamwork
 

based on discussion, negotiation and persuasion ritLher tihan31hiecirchical
 

to be slow, Lut as it builds commitment
chain of command. It will continue 

produce more solid results Lhan the authorita­in the field, it is likely to 


tive approach. It will be frustrttiniq with continual incorporation of new
 

team members required due to shifts of personnel, mucii less of a problem than
 

fit well the direc­in Phase I, but still a reality. However, it appears to 


tion the GON envisages for rural development organization (as per the
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Zinder OCoference) and it offers what Rtgeriens and others point out is the 

on3y example of progress in solving the intra-org -tvational probleus faced 
see it as a promising modelby all productivity projects 1n Niger, =-idng many 

With some strengthening of staff and administration, thefor other projects. 
system should be operating effectively in Niamey Department and may well be 

in initial stages of introduction in other parts of the country by the end of 

the life of the project. 

II. MJor Issues and Recommendations 

A. The Credit System 

A credit fund was originally conceived (see Project raper) to finance short­

term (seaswanl) credit for fertilizer, insecticides, pesticides and other sea­
credit of draft animalssonal injuts, and medium-term (4 years) for purchase 

and farming machinery (e.g. plows, scarifiers, hoes). The ftud was to be estab­

lish&! by farmer reimbursement of credit given them to acquire such materials, 

which were to be paid for initially by AID and GON resources channeled through 

NDD.
 

its two phases, the NDD project has financedAs of 31 December, 1982, in 

247 credits (many involving several farmers) for 78.9 million francs CIA. This
 

has all been medium term credit; there has been no short-term agricultural
 

credit program nationwide since early 1980 (though this does not appear to bave 

been taken into account in the Project Paper). C the loan repavments due on 

these 247 credit contracts by the end of 1982, only 28 S were paid by the due 
date. No further credit will be made availablj under this project until AID is 

soundly managed, wLich includes ensuring repayment ofsatisfied that it will be 

loans.
 

The NDD and AID have recently had the benefit of studies of the accounting 

side, and of the credit management side of the problems reflected in the unac-
Mission,ceptable loan repaymcnt rate of the credit fund. In their reports to the 

to both AID and GON (UD and other) offi­and in the oral debriefings they made 

cials, these consultants (Stanley-,;,yauglter on the accounting, Thomas Stickley
 

of the credit fund, identified
on credit managemeit) defined the current status 
weaknesses in the system, and recommended action to put the system in order and 

result in effective operation. Their reports are the key documents on the current 

status and needed changes of the system. 

The evaluation team attended the debriefings of these consultants at the 
conclusionsAID Mission, and has reviewed their dra't reports. We concur in the 


and stqport their very practical recommendations for action in the immediate
 

(by March 31st, 1983), and in the procedures and operations cf the 1983
fxture 
consider the ability of the agencies concerned (CNCA,agricultural season. We 


UNCC and NDD) to implement these recomendations in 1983 to be a reasonable
 

test of their ability to establish a sound credit system.
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Patting the credit system issue in the broader context of the project as 

a whole, and of its objectives in terms of improved farming practices, we have 

the following observations: 

a) without credit, the package of 	techniques now being recommended can 
to (and can afford) private credit, orbe 'ted only by farmers who have access 


who can pay cash for their equipment, animals and seasonal input.3;
 

or 	no monetnryb) 	 some practices in the tecIical package require little 
and provide benefits, regardless of the exi.s­expenditure and can thus be used, 

tence or absence of a credit system, but there is not yet and ill not be for 

at least two years (as discussed under "Technical IImige") a confirmed package 

to recommend that is not dependent at least on medium-term credit, and possibly 

also (certainly 	for poorer f~amtrs) on short-term credit. 

]h 	view of the foregoing, we reconmend: 

1) 	 That NDD report on, and AlD review, in mitd-1983, 

a) 	progress in collecting loan repayments due as of 31 December 1982, 

and in implementing the other consultant recommendations for the 

pc.odft through 31 1.brch, and 

b) 	 levels of loan disbursements and the degree of conformity of tho 

procedures aud practices used to the recommendations of the consul­

tants. 

2) Mat AD auditors review the credit system operations of 1963, inclu­

ding collection on past loans, as early as in technically feasible in 1984. 

to 	complete as soon as possible in 19833) 	 That a consultant be engaged 
of 	the new tech­an 	analysis of the implications for the acceptance and spread 

of 	the absence of seasonalniques, particularly use of chemical fertilizer, 

(short-term) credit in the GQN agricultural credit program in the context of
 

the ID project (i.e. in the project zone).
 

Should lack of credit be found to be a major deterrent to the use of 
AID should insist that the credit fundcertain inputs, particularly fertilizer, 


seasonal inputs, probably allowing for the possibility of
provide credit for 
seasonrepayment in either kind or cazh at the end of the for which the loan is 

taken out. 

should there be 	imsetisfactory findings on (1) and, particularly on (2), 

to decide whethex it wants to continue supporting a pro­the Mission will have 
less likoly toject uliely to benefit very many farmers very much, and even 


benefit the pcorer farmers, for want of a viable credit system.
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B. The Technical Fbckage 

There are three general sources of indicators as to the appropriateness 
of the technical package: data on CPT graduates' post-training use of the 
package, data on sale of in-uts and implements required for application of the 

package, and f&xm systems studies. Data on the CPIT graduates are n-t totally 

reliable, but what they show Is that many graduates do not use any of the tech­

niques in the package (in 1982, 28 % of the 1979-81 graduated), and a fair number 

use several (of the 1979-1981 graduates using any at all in 1982, 57 %used 6 

or more of the 11 practices reccmmended in the package). Tn Iblo, 75 5 of the 

1980 graduate-P used an average of 6.4 techniques in 1981, and th1e same trainees 

used still more (7.6 on the avera4e) in 1982, Yleld results are als,. mixed, and 

are, in peart, linked as much to the regional pattern as they are to the package. 

There seems to be at least some measure of attractiveness in the package, but 

there are still many who use few or no techniques taught at the CPT. The data 

are inconclusive, and the factors influencing the use or non-use of the tech­

niques taught at the CPTs include how the trainees are selected, how they are 

trained, what support is available to them after training, and the amount of
 

voice they have in how the land they till is farmed, as well as the appropri­

ateness of technical package.
 

Data on sales of inputs and equipment in 1982 are still being processed,
 

but the consensus is that the sales of agricultural implements (e.g. plows,
 

spreaders, but carts aside) are still very small, but are increasing. Fertil­

izer sales are much less than expected when the project was designed, although
 

to some (umnmown) extent this is highly likely to be related to fact that it 

can no longer be bought on Government financed credit. As writh the information
 

on CPT graduates, the data are inconclusive.
 

The third set of indicators is the data available from the study doze 

by 1r. F. Stier for AID in 1982, and from studies others have done elsewhere. 

fn our view, however, the package has not been adequately tested under realis­

tic production conditions on producer farms in the Niamey Department. The con­

clusion reached in this evaluation is that: 

1) There is no conclusive evidence to indic-ate that the current agricul­

tural technology package represents the best set of practices for each of the 

agro-ecological zones comprising the Niamey Department. 

2) There is circumstantial evidence to suggest that it may not be the 

for certain zones, and that it appears to be profitable in niosebest package 
zones onazy in years of normal rainfall. 

3) Util further farming systems research can be performed, the package 

may be considered marginally acceptable in those zones due to the income it 

makes possible from non-agronomic activities such as cartage and oxen resale. 

The NDD should continue extending improved techniques, making it clear
 

that animal traction is not a prerequisite to the use of the other techniques 
in the package, and that benefits can be obtained from the other techniques 

]As per Dr. Stier's study
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without animal traction. In addition,
 

a) Experiments already planned with animal traction other than two oxen,
 

and without arimal traction, shoile be undertaken on as wany CPTs as possible
 

in 1983.
 

b) ,ore use should be made by the applied research advisor of information
 

available from the experiences of CPTI graduates using different mixes of tech­
niques and identifiable through follow--ti, and (in the future) survey reports; 
and,
 

c) Ilie Applied Resear-ch Unit, with Ihe Monitorlng/iv:ilu it ion Unit , shotild 

maintain closer relatlons with ICRISAT and with the Rural Economic Research 

Division of INRAN, particularly with regard to iL , work in the project. zone, 
and with similar work in other parts of Niger (through, for example, MDR or 
the Ministry of Plan). 

Most important, however, the project needs a package that will have the
 

maximum receptivity because it is unequivically beneficial under Niamey Depart­

ment conditions, in farmers' fields, and in the eyes of the Nigerien agricul­

tural research comminity i'o have this soon enough to ensure significant pro­

duction and farme- benefit:; from the project it is imperative that within the 

next few weeks: INRAN assLn one (or more) agronomic engineer, preferably with 

a master's degree or equiv.-lent qualification, to work fulltime with the 
Applied Research Unit, and to help it plan and implement on-farm research with
 

the technical package and variants on it, particularly with and without alter­

native systems of animal traction, and that INRAN assume responsibility for
 

applied research in the project zone with.1n the next two years.
 

C. GON ContribuLion and Recurrent Cost Issues
 

Given that CON's National Investment Fund has been reduced in size from 

26 billion CFA to 7 billion and, given that Agricultural investment is only 

9% of the Investment budget, it is very unlikely that CON will be able to sus­

tain its original commitment to provide funding worth 1164 million CFA for the
 

NDD Project. Technically, (;ON is already some 406 million CFA in arrears for
 

project payments.
 

In light of these funding problems, the evaluation team recommends:
 

1) That GON contribution for operating expenses be reduced so that no
 

additional funding is required. The 35 million and 50 million CFA deposits
 

already made are sufficient for the reasons explained in 2 and 3 below.
 

2) That USAID pick up local costs, through the increased purchasing power, 

of the dollar, (assuming an exchange rate of FCFA 330:US $ 1). This will re­

quire no additional financing beyond the current level of resources and budget 

proiections will permit funding until December, 1986. 



3) That the requirement for GON payment-.,nto the fertil.izer subsidy 

fund be reduced proportionately to the reductionssubaccount of the credit 
subsidy. Action by the GON to eliminate com­

in the amount of the fertilizer 
1986 should be the basis for waiving

pletely fertilizer subsidies by December 

112 million CF7 in overdue t'crti izer payments ,iswell as onigoing balnces. 

CON f'ailure to redl'ce Lr! il ,v.c- .-ubsidies by o18li-8"5 .-hould result in im­

mediate payment of outstanding subsidy payment balances or a corresponding 
of 	 'Prj'ect)of one or

reduction in the level of servicesu or in the LU' (Life 

more years.
 

4) That the serond mt,,rir:' evaluation sr-hediled for mid to ate 1984 

r, if aver:',' ,'x,'L:, ,' ,.I- irop,: heolwdetermine whlat. ,pt;on: t, .mv'ind lhe 

GON 	hvs not. mde 'he ,equi r- :;,bsi dy payments. The 
330 	 CFA/$ and/or if 
project will monitor the exchange rt.e thrnugh ll1,ember, 198,3 and will re­

on pro­
port on the impact that a dec irle (ir occuring,) in rates would hjve 

ide:
Ject ,.inances. 	Such options might ire 

costs in proportiona) 	A requirement that CON contribute to local 


to the decline in the exchange rate.
 

b) 	That the project be reduced in scope by either:
 

some (,f the C'T', iln the murginal agricuiturali) closirg 

production areas;
 

an entire arron­ii) closing down the ,uctivities of the PPN in 

dissement; or 
iii) that the project be terminntet Decemher 1985 for lack of 

honor its commitment.funds or cailier hecause th, (;ON fariled to 

of an individ­,Ietermn.ned for the operatioRecurrent. cost estimates were 


ua] CPT without vehiul,,r support., or extr'n,;ion work. Total recurrent costs for
 

the 	operation of n 10 CPT infr'istruciurr' wa; iit-o dletermined, bit excluded ve­

posi tions, and adjustment for 
hiclo replacement, CON .;alary for crta;n proj,,t 

should be core;idred a: rouvjh approximations.
inflation. These costs 

cost for runr ing a ]fsinge CL'T i:; appruKimAtely '(.( Million
The estimated 


CFA. The cstimate is subj,.c, to the above quonI i'1i:,.
 

III. Project Recommendations
 

A. 	Ceneral
 

in terms of indicatorr.
1. 	 That the End of Project Sltt.tu:: be redefined 

as much an ponsibl:' "th, institutionnlization of a 
that will demonstrate 

rathor than -.tat. ic achievementspurposc" of the irro,,ct,process" which i5s the 


which are more appropriate indicator: of outputs.
 

the 	CON and U.,AID clearly artivulnt' what, orpganizatiooal units 
2. 	That 

when the [)o,lect ends and the relutinnship be­
will he in pliceand 	functions 

doe: not consti­
units and fiunctirns, recofgniirnrg thdt Lhis designtween these 

the 	 reality will deperd on many unknowns, including reformstute a prediction; 

of the type discussed at. the Zinder Conl'erence (creating in each Department a
 



Secretary General for Development), ind also includin-, the desires and cap­
abilities of the cooperatives at. tht point.. 

3. That close linkages be established and maintained with AID enc(,urage­
ment and support between the Agricultural Production Support Project imple­
mentation units and NDD project with a view to the former benefitting froma the 
experience of the latter, and NDD benefitting from the oat.puts of APS. 

B. System of' Technical Service l)elivry 

4. That. spe(ial ittent.ion inr (T t,raining and extension be given the 

benefits availa11 .!e from the rac kugv of' rt1,t,'en oxelusyive -if animal. traction, 
and the si , .I ' "* .t.?i)zen umon)p. !,. C5puti-ii.,i )I' ihc package. 

5. h,1 :,'1): ' r . ta] it y c ontro i ,Vk.,' the t.x:,iinr g I, inances., er­
suring the cnterit., materiuaL.!; and method:; propose(d roi- use are appropriate to 
the training object i e:;, i,id Ihat it. (,valuate -,iiohtraining in terms of changes 
in siibsequent oni-!'arm p('r to r'mainc.e 

6. Fin .LI recognizo th;ti muich of th,,f tn irninr likely to be done uinder 
project auspices will be e'ffecLiv on]y it' there is follow-up to help trainees 
over applica tion problems., ard ther-fore, plan accordingly. 

7. That NDD assume responsibility Cor training not only in p].anning and 
organization, but also in technical and interpersonal skills needed by NDD and 
Technical Service p)ersornel to implement. project uIctivities. 

8. That 1PDh Niamey staff, arrondissement coordinators and technical ser­
vice delegates spend sufficiept time at the refresher training ("recyclage") 
for former CPT trainees tc e, abi- h relationships on which to build the follow­
up support l l -. rri from them of probi erns they have in applying the'IysLearid a 
improved tech, quei, irduc;:r! 1 prtot'.ricinput, 

'.' at 211T pur'ue ',,,, poINDDii Ii t1y o add i ng to iLs stua'l' a terminait i ng 
PCV with CPT and rollOw-u: c'xr:ericrii.t2, and that he/s;he be recruited immediate­
ly for one to two yenru. t(, provide 'ull-time field support to follow-up agents 
(and local or %rii:'. n d,'w,,rme t:: teams ,, i- deu'] ejunernt. Ilyf). 

10. That the Peace Corps input be brought up to target (one man and one 
woman in each *f the ten CPTs) as soon as posasible.
 

11. That NDD augment its capacity by increosing its use of outside indi­
viduals and/or organizations to provide on a contract basis, short-term training 
and/or technical assistance to the Project and the Technical Service, e.g. in 
technical areas, in communications/extensions and interpersonal relations, and 
in planning/execution skills in thus far neglected area- such as animal hus­
bandry and erosion control if the NDD determines that such assistance could 
result in their productive participation in Project activities. 

C. System of Self-Managed Village Organizations 

IW. That, PI), curnr :rsi,,n a 1')8. I'o] ow*--, l ;:Lud L, the I'y(( Cht r ick 
study to be designed around Ihe i,;ue of' the appropriateness of the GM structure 

http:c'xr:ericrii.t2
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as a viab]P base for village level cooperative development.
 

13. Thot the f'i ,''he 1983 vill ,,, , v irl,l, ie2'; to t,(' im­

plemented using the methodological apI,roach set ftorth in the "Appui aux Or­

ganisations" document becomo the basis for designing the follow-up study to 

the Charlick study. 

14. That the implenentation of the village 11-vel ortganization develop­

ment strategr to be put under way be planned in detail before qtep: are tl-ken 

to talk with cooperative lenders, and that, this; nlanninr, involve the Monitor­

ing /Evaluation Unit as well as other NDD s-,i off and Technical Servi ces er)',onnel. 

15, That the qualifi cetions rnd ',xperien'o of pers.o(rlre 1 t- be ivolved in 
,

village 'evel organi:zetinn development, be (,fare ,]y s.sos:,sI ns t'ta4he ski ! 

requirements implicit in the plan for : rntegy impl,'m~fltalOn, and hat nppro­
before they hilri fVil I V.ork.priote trainirn be provided thom 

16. That a tenm of two or throe xpori(-ered I)enpl, be "ocru toen (Iaireel. 

this viloage level nrgnnizution development "mini-pro jee' " urider ND) gui dance 

on a full-time basis during at i east part of 19g8I3 Pnd intcrmittently in 19A14 

(depending on uhe out.comc ol' t.' planniri.7 s '. ;, wh ,'d ;t,, 1, i , ',t 

least one such pe-rson), 

17. That the Training Unit obtamn the drocum,,ntation on the World Bank 

financed villave leve. organization developmr-nt activitie5 in Bouza, Tern, 

and the third location to dFtermine the rele%,; no- for training, workshops based 

on this documentation. 

18. That baseline surveys of target vilge, be made, and that onnual 

follow-up surveys be designed and subsequently carried oat to monitor the im­

pact of villagp level orgnni7ation development. 

19. That the experience implcr,(erting, the vil.agFe level organization de­

velopment strategy in 1983 and 19-01 be i.,,d Io design a s survey 1985)unplr for 

to defie !ic, the oe, 2' ieh '.w.ur!; as thi J(e:;ire- and pyf'orjty needs perceived 

by the villagers, village 'ittitude:; to "organized" activity, and impediments 

to the development of village orFarizatioru;. 

20. That NDD, All) end the ,ON remn.in suil'fciently fleible it,their plan 

implementation to be responsive to ideas ,ind r'eqmest.; o1' villafe level orian-
Lzations. 

,nd21. Thrit NDn Orisi , t',,it I ra ninjr. r'oed:; 'Lr' r'Lt, i 1 :, m oss:.I iyt 

that necessary arni approfn' 'atLe L-ai in ,; prov/ided (e.;. in 'uch area: as 

cooperative managfenI, , i nv,'.,,'ry ,ind warehoi:m r-S rir geermort. , hOkkeOI rig), vi t L 

NDD exercising quality control ovor the trairnin, it. finances;, erisurirny content, 

materials and methods proposed for use are appropriate to the traininf obiect­
of changes in subsequent on-the-jobives, and evaluating the training ir. leraris 

performance of trainees.
 

22. That efforts to recruit a blacksmith trainer, and tolnltiate that.
 

training be itensified and brought to fruition.
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That the VLO target (output indicator in the logical framework) be
 
23. 
 12-24.
 

recognized by AID and thQ CON as baving been 
decreased from 50-60 to 


That an assessment of institutional capability of village level
 24. 
 the Impact
 
organizations, cooperatives, CPT3, Ministry 

technical servies and 


a short-term Institutional
farmers be undertakea by
of GON economic policy on 

in 1984.
Development consultart 


D. 	 .;t - ?m Crdit Ie]iv'y " 
or the consultantq on cooperative account­

25. That the reconmendations 
and implemented Immediately, sUC!' that 

ing and on credit management be adopted 
1981 season.throughout the 

the improved procedures be employed 

system changes be 
for training to accompany credit

26. That the need 
it, using short-term consul­meet


assessed immediately, and plans be made to 
7n time to ensure maximum
 to accomplishment
tant/trainer inputs if necessary 	 it 


in 1981.
program effectiveness 


as possible in 1983 
be engaged to complete "s soon 

27. Fhat a consultant of the new tech­acceptance and spread 
an analysis of the impllcattons for the 

th,- absence of seasonal
 
use of chemical fertilizer, of 


niques, particularly 	 context of theprogram In the
In the CON agricultural credit

(short-term) credit 

in the project zone).
NDD project (i.e. 

review mid-1983,28. That NDD report oo, and AID in 

December 
a) progress in collecting ican repayment: due as of 31 

recommendationsthe other consultant
1982, and in implementing 

for the period through 31 March, and 
of the proce­and the conformance 

b) levels of loan disbursementc 
of the consultants.to the reccrmendation,durer and practices used 

of 1982 includin
ti, credit system operations

29. That AID auditors review 
in 1984. as I: tecinically feasible 

on past loans, as eiriycollection 
Iputtv Dliver 

E. System of AgrIcultural 

ensure that the APS project agricultural inputs 
consultant
 

30. That AID 	 inputs sector,the agriculturalfuture to as;egs
due in Niger in the very near 	 iden­

the Nu :egion in his study, with a view to 
among other things, include 

an] ways to eliminate them. 
tifying any persistent weaknesses 

Women's Acce';s to D)evelopment 	 Act Ivlties 
F. 	 Systemto. Increase 

roll aborationaction for formalizing a 
up a plan ofThat NDD draw31. 	

and Itnttate introductory meetings 
AFN, through Promotion Feminine,

with the 	 of the project.womens' componentof ,heexplaining objectivesfor the purpose of 

the Training Unit in
Unit work with

the Women's Participation32. That 
technical service field personnel
 

making suggestions for training workshops for 




communicate skills and techniques in a non-directive manner.
in how to 


33. That all short-term resource needs, especially in personnel, be
 

determined to assist in the accomplishment of tasks for 1983.
 

34. That male as well as female technical support agents and personnel
 

receive training in effective communications with an all-female audience.
 

35. 	 That technical services teams visiting villages to explain the pro­

the centers and the importance of selecting responsible
ject activities at 

ensure the presence and participation of
candidates make every effort to 


women in these meetings.
 

be extended to include and accommodate
36. 	 That the "open-door" program 

well as neighboring villages.
women visitors from the 	villages of the trainees as 


G. System 	of Monitoring/Evaluation
 

37. Use the October 1982 consultant's report on the monitoring and
 

evaluE.tion system as the guideline for development of the system.
 

38. 	 That Monitoring/Evaluating information needs be spelled out, and a
 

the balance of the Project life be prepared in the
 survey agenda for the Unit over 


coming six months on the basis of the monitor/evaluation consulting 
report of
 

October, 1982.
 

39. That NDD implement its pla to use short-term consulting assistance
 

to help the Monitoring/ Evaluation Unit complete the planning, eesign, 
and other
 

tasks necessary to put the system on a sound footing before the start 
of the
 

1983 agricultural season.
 

That the existing data base on the CPT graduates farming in 1982
40. 

can be used as base line data for future comparisons."


be "cleaned up" so that 	it 


Thp.t NDD obtain data on 	UNCC sales In the zone of non-NDD fertilizer
41. 

zone:
to permit computation of changes in the


and other inputs for 1981 ind 1982 

only NDD inputs will be 	distributed.
as
the data problem will not exist. in the future, 


That NDD implement it's plan to acquire a microcomputer, peri­42. 

pherals and appropriate soft-ware for the data processing needs of the Monitoring/
 

Evaluation Unit (including the applied research component). This should include
 

appropriate spares, and 	preferably a back-up system.
 

(or more) agronomic engineer, preferably with
43. That INRAN assign one 


a master's degree or its equivalent, to work fulltime with the Applied 
Research
 

Unitm and to help it plan and implement on-farm research with the 
technical
 

package and variants on it, particularly with or without alternative animal trac­

tion options and that INRAN assume responsibility for applied research 
in the
 

project zone within the 	next two years.
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44. That a farm systems research study be designed and carried out
 
in the project zone to determine 1) current agricultural practices, 2) farm
 
size and household size, 3) available agricultural labor in the household,
 
4) crops planted, and 5) farmer attitudes concerning agricultural practices
 
and the adoption of new techniques.
 

45. That the CPTs carry out experiments in alternative sets of
 
cultivation techniques; without ox-drawn equipment as one possibility and the
 
use of crop inputs package (seed, fertilizer, planting density, and insecti­
cides) without any animal traction, as another possibility.
 

46. That experiments with forms of animal traction other than two oxen,
 
and without animal traction, be undertaken on as many CPTs as possible in 1983.
 

47. That more use be made by the applied research advisor of infor­
mation available from the experiences of CPT graduates using different mixes
 
of techniques and identifiable through follow-up and (in the future) survey
 
reports.
 

48. That the Applied Research Unit, together with the Monitor/Eval­
uation Unit, maintain close relations with ICRISAT and with the Rural Economic
 
Resear':h Division of INRAN, particularly with regard to its work in the pro­
ject zone, and with similar work in other parts of Niger (though, for example,
 
MDR or the Ministry of Plan).
 

H. System of Coordinating and Management System
 

49. That every effort be made to assign Nigerien counterparts to the
 

expatriate advisors as soon as possible (immediately in the case of applied
 
research), and that in any case; Nigeriens qualified to take over the project
 
units destined to be retained after technical assistance termination should
 
be assigned to the units a full agricultural season before the departure of
 
the expatriates.
 

50. That the team-building, consensus development approach to ensuring
 

coordination be continued and fully supported by AID and the GON.
 

51. That the units of the NDD that have not already done so, prepare
 

workplans for 1983, and regularly submit quarterly detailed plans and reports
 

relating activities to plans, as prescribcd for the advisory personnel.
 

52. That the 1983 (and subsequent) workplan of each unit include and
 

explain what and when short-term assistance (e~g; consultants, trainers) is
 

needed during the year, and that each quarterly report/workplan indicate the
 

same for six months immediately ahead, and likely requirements during the three
 

months after that.
 

53. That clear guidelines, forms and procedures be established for the
 

identification, recruitment and supervision of short-term consultants/ trainers
 

to minimize the administrative burden of increasing the use of such personnel,
 

and to facilitate timely recruitment.
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54. That NDD maintain constant communications with the M/E Unit of
 

the Ministry of Rural Development concerning the assignment of at least one
 

agronomic engineer, preferably, with a "maitrise," to work full-time with
 

the NDD Applied Research Unit. This person should be assigned before the 1983
 

agricultural season.
 

55. That GON participation and input be a requirement for drawing up
 

the terms of reference for this assessment study.
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IV. Individual Era.uation Reports 

A. Richard Roberts, Davelonent Administration Specialist 
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1. Rwpose 

TO institutionalize a process of rural development through the establishment 
of self-managed village organizations capable of assisting farm families 
with the achievement of increased food production on a self-sustaining basis.
 

The evaluators foumd the available description of "EId of Project status" 

(EOPS) of limited utility. The iogical Framework defines EOPS in terms produc­

tion of the outputs plus "enthusiasm and acceptance demonstrated by the rural 

- which is very similar to the wording of one of the Assumptionproduction" 
of the Project Paper concerning Purposefor Achieving Purpose.oI the pages 

of the characteristics just men­
(p. 14) where EOPS is normally defined, some 

tioned are quatified: 

W, the end of the five year life of this project it is anticipated 
that
 

some 740 farmer couples will have been trained at the CPTs and some
 
ex­1,160 farmers in nearly 300 villages will have been reached by the 

tension training ccaponeuts in the project...some 4,000 additional far­

.,11 have adopted the improved practices as a result of the mul­mers.. 

tiplier effect produced by the above mentioned "brained" farmers... 

will directly benefit from literacy,approximately 8,000 villagers.., 
cooperative, blacksmith, on-farm fattening and other programs.
 

These statements are much more appropriate as measures of outputs 
(for
 

which they are in fact used in the logical framework) than as indicators 
of
 

of the purpose of the project. 3h practice, the above couldthe attainment 
be accomplished without achieving the purpose.
 

both the text (p.14) and the logical framework (footnote to the veri­)i 
Paper suggests that in any evalua­fiable indicators of outputs), the 	Project 

tion the specific target figures are less important that'the degree of 
insti­

tutional development achieved" (logical framework note) and the extent 
to which
 

the Project has "established a self-sustalning development process" (p.
14). 

This is a valid point, but neither the logical framework not the Project Paper 

narrative provide indicators against which to measure progress toward this 

aelf-sustaining development process, or achievement of it. For internal 
project 

nitor/Evaluation Unit survey ef­
manageent purposes (and guidance to NDD's 

forts), and for reference in future AID evaluations of the project, 
new indi­

cators are needed to identify (in logical framework language) "the End of
 

Project Status". 
The Aission will have to develop the new EOPS indicators, but the following 

are suggested as a starting point:
 

project outputs have been generated as planned,
* 

* 	the number of self-managed; economically sound village level organiza­
an increasing rate,tions is growing anually and at 

the range of economic and social activitis of village level organiza­* 

tions is growing annually,
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* 	yields and production of food crops are rising annua2y (taking weather 
factors into account), 

* 	technical services are meeting increasing village level organization 
deman~e xeg%-:Iarly a~nd pyrcuTly, 

* 	food imports into the 'zone are decreasing (or exports from it are in­
creasing), 

* 	general stores are eritablishEd and 4powing in rising x=mbers of vill­
ges at increasing rates, 

* 	damand for local langwuge reading materias and for advanced literacy 
instruction is growing in thq project zone, 

* 	rising land values in vilJies of major pro~eet activity, 

* 	decreaeing rates of emigration from vilLages of major project activity. 

To complete this, the Iroject should prepare a 	varrative description of the
organizational relationships they are striving to place among the maragement

unit, the CITs, the cooperatives, and the technical services 
in the years follow­
ing the termination of AID inputs. 2he actual outcome will depend on many un­
knowns, including governmental reforms of the type discussed at the "lnder Con­
ference (e.g. Departmantal Secretaries General for Development), and including
the desires and capabilities of the cooperatives at that point, but it would 
help management and future evaluators ato have clear pictrre of that for which
 
they are aiming.
 

Given the problems stated above with regard to the descript3.on of the EOPS
 
in the logical framework and imlicitly in the 
Project Paper text, what progress

is there toward that which is described above? As we shall discuss below one of
 
the maj(r quantitive targets for output indicators (i.e. elements of outputs,

such as functioning self-managed cooperatives) should be reduced, which will re­
sult in systems being less widaly, and perhaps less well ensconced by the end 
of the project than was anticipated in project design. However, with approaches
being taken and changes being implemented and/or being reccmmended in the pre­
sent evaluation, the project should produce a meaningful output base, and doing
so should establish an effeotive process that will result in an EOPS as described 
above. The ability of the three services conccrned will be augmented by the 
Mission's APS projtct as it takes tp where this one leaves off in the areas of 
extension and cooperative development training, and strengthening the input de­
livery system for the country as a whole. 

Prognosis 

Although to a substantial extent their results will Lot be evident before
the 1983 agricultural season, the changes that have been made thus far in iase 
II, and are being made for the ccming season, should produce a meaningful out­
put base and establish an effective process that will result in the post-project 

http:descript3.on
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extension of that base. The APS project can greatly contributo to this if close
 

collaboration can be established among the project organizations.
 

Recomuendations 

JU. 1 - That the Dad of Project Status be redefined in terms of indicators 

will demonstrate as much ea possible "the institutionalization of a process" 

which is the purpose of the project, rather tuan static achievements which 

are more appropriate indicators of output. 

ND9 2 - That the Project prepare a narrative description of the organiza­

tional relationships they are striving to have in place the management unit, 

the C1Ts, the cooperatives, the technical services and Departmental AdInis­

tration in the years f6Ulowing the termination of AID inputs, recognizing 

that it is a target not a prediction; the reality will depend on many un­

knowns, Including reforms of the type discussed at the Zinder Conference
 

(creating in each Department a Secretary General for Development), and
 

also including the desires and capabilities of the cooperatives at that
 

point. 

NO. 3 - That close linkages be established and maintained with AID encour­

agement and support between the Agricultural Production Support Project 

implementation units and NDD project with a view to the former benefitting 

from the experience of the latter, and NDD benefitting from the outputs of 

APS.
 

2. Mpts 

Retrospective
 

AID inputs are essentially on schedule. Mhe long-term technical assistance
 
Paper, butpositions were not all filled as quickly as posited in the Project 

this seems to more a case of designer over-optimism than dilatory recruiting.
 

Project development in the area of monitoring and evaluation was set back by the
 

decision to change advisors, which left a period of several months with no ad­

visor, and a need to start building a foundation in late 1982 which should have
 

been in place by late 1981 (if not before the end of Fhase I). Cue long term 

position, that of master mechanic, remains to be filled. Recruitment, which is 

to be in West Africe., has been delayed pending the move of NDD to its new quar­

a garage (which it now lacks).ters, where there will be 

There has been very little use of short-term technical assistance, certain­

ly far less than planned in the Project Paper, and in our view, less than there 

should have been. 

are a little behind schedule in the case of participantAID traiming inputs 
training, as noted in the introduction to the Otputs chapter. 9o participants 
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trainIngleft three months behind schedale, and the other two have not been 
definitively named, and are thus at least a half year behind schedule. 

Coiodity inputs are on schedule. Fertilizer sales are moving less rapid­
ly than anticipated, resulting in a build-up of stocks. orders for next year 
are being cut back as a result. 

The GQN has not provided all of the personnel anticipated. It is diffi­
cult to be very precise in terms of numbers because the Project Paper is not
 
very prec.se. I is clear that the GON was expected to provide two middle 
level cadres for each CPT, in addition to the director and literacy instructor, 
and these two cadres/CPT have not been provided. There is no sign that they
will be, and in the current straits of the GON, it is very unlikely. To some 
extent this has been covered by NDD recruitment of follo--up agents (just com­
pleted), but they are, of course, in effect financed by the US contribution 
to local costs. 

The GQN has also not provided counterparts to the long-term advisors.
 
Madeed, four of the five have no N~gerien colleagues working ith them full­
time at all; the exception is the Women's Uniit, where there is a qualified
 
counterpart to the US advisor.
 

The major issue on the subject of Diputs is the general GON contribution 
to the budget and the material subsidies. These are far below expectations, and 
ccmIitmnt-. his subject is covered in same detail in Dr. Barnett's paper. 

Prospoctive
 

The recommendation we have made, and the realities of the project, are 
almost certain to require more long-term technical assistance than was origin­
ally programmed. It is too early to say just which positions should be retained 
how iong, but it has hard to see any being closed out before the end of 1984. 
From this distance in time, in my view, three to four long-term advisors are 
likely to be needed for one year more than planned (the plan calls for three 
years each); it is too early to say which three to four. The budget review just 
completed at the NDD indicates that at least three can be managed within the 
current budget total.*h addition, we have recommended that the IDD go ahead as 
it is now considering doing, to hire a terminating Peace Corps volunteer who 
has been working on one of its COPTs and doing follow-up work for the past two 
years; he would be used to follow-up the new follow-up agents just recruited 
for the project. This would be for one year, with a possible extension. The 
budget review indicates that funds are available. 

Cn numerous occasions we have pointed to a need for more short-term tech­
nical assistance to increase the capacity of the Project in specific areas, for 
specific tasks. We hsve made no attempt to work out the zanapoc-er implications;
that would require far more planing of the individual actions than we are in 
a position to undertake. However, we do note (and mentioned above) that very
little of the budget for short-term personnel has been used. There should be 
ample resources for work in the foreseeable future. 
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in planned commodity inputs, other
We see no particular need for changes 

has alreadythan the addition of a microcomputer caPability, which we understand 

approved by both AID and the CON.
 

costs and the serious economic problems of
The nettle represented by local 

come
Niger is reviewed in Dr. Barnett's paper. One of the key points that has 

US budget
out of the review of the budget just completed at the NDD is that the 

at the time the budget was pre­
for local costs has a much higher CFA value than 

AID to pay more local costs
pared (using an exchange of 200/dollar), permitting 

witnout spending more dollars. 

having to
Jh short, we see no changes required that would result in AID 


of the grant.
consider increasing the total value 

3. Outputs 

Overview 

of most items on the implementationThe project is on schedule in terms 
I). The main exceptions are the applied

Plan in the project paper (see Table 
a year later than planned, and so is that much 

res('arch, which began in earnest 
behind the immplicit schedule, and the participant training, with the last two
 

Jul is still not

of four participants who should have left for the US last 

named. It is an schedule for the rest of the 	implementation plan items (except 
iten dealt with above under "Issues"

for the GON financial contributions, a major 
(n the other hand, not all important

and in Dr. Barnett's report in Annex). 
and in the case of one-initlation of workitems are on the implementation plan, 

the project is making ser 7us beginnings at
with village level organizations, 

least a year late..
 

the logical framework is
The status of the output indicators identified in 

in the table are in the follow­
shown in Table II. Coments on individual items 

review of of the outputThe Project's someing sections on the specific outputs. 
one (village level organizations) as presented to

indicators and recasting of 
in Anex to this report.the 1983 Iossa seminar 

Nate that the logical framework defines as systems "established and func­
(e) and (f) in the table; these indica­

tioning". With the partial exception of 

tors say nothing about whether the systems are functioning. The consultant on
 

in October, 1982, suggested somo. We recommend that

monitoring and evaluation 
at least three should be used for monitoring and evaluation by the project and 

AID.
 



Date 

January 1981 

March 1981 

March 1981 

January-March 1981 

April 1981 

April 1981 

April 1981 

April 1981 

January-JUly 1981 

April-June 1981 

June 1981 

June 1981 

Ju3y 1981 

July 1981 

July 1981 
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TABLE 

Project Fper 1*emetation Plan 

Action 

Project authorized 

Project agreement signed 

Annual Report due 

I-reparation and submission of 
PIO/T's and PIO/C's 

IFB preparation for CPT and 

EMU construction 

First group of 5 FCV's at CPT's 

orientation seminar for new 
personnel 

Crientation for agricultural 
extension personnel 

Recruitment of U.S. technicians 

Design of applied research and 
pesticide use program (with 
participation of consultant) 

GCN deposits subsidy and 
financial contribution to 
project account no later 
than this date 

Agricultural season begins 

All ad4iational staff for 
existing CPT's in place 

Arrondissement coordinators 
and office personnel in place 

Arrival of new Project Liaison 
officer (project manaer) 

Status 

(dateRleted) 

May 1981 

June 1981 

March 1981 

JWlY 1981 

July-August '1981 

April 1981 (4 PV's) 

March 1981 

March 1981 

March- September 1981 

April 1981-Mvember 1981 

35 million deposited 
MLY 1981 

June 1981 

JUne 1981 but less staff 
than anticipated 

June 1981 

July 1981 
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Date Action Status 
(date completed) 

September 1981 Selection of CPT & PMU November 1981 
construction firms 

October 1981 Harvest begins October 1981 

October 1981 Construction co 4 CPT's February 1982 
and EMU begins 

November 1981 GON deposits additional 50 million deposited 
funds as required August 1982 plus 27 mil 

subsidies; 206.4 mit 
still due 

December 1981 Begin selection of long term January 1982 
peaticipant s 

Mrch 1982 Annual Report due Nbvember 1982 

March 1982 Training/orientation of March 1932 (follow-up 
extension personnel agents) 

April 1982 Construction complete on y 1982 
4 new CPT's 

June 1982 Agriculture season begins May 1982 

July 1982 Long term participants 2 in Oct/Nov 1982; 
dep.t for U.S. 2 being selected 

July-August 1982 Pesticide evaluation under way 

October 1982 Construction of 3 CPT's February 1982 

October 1982 Harvest begins October 1982 

November 1982 GON deposits additional No action (200 Mil due 
funds as required for 1983) 

Nov/Dec 1982 First interim evaluation Jan/Feb 1983 

March 1983 Annual Report due in preparation 

April 1983 Construction complete on 
3 CPT's 

December 1982 (except for 
trainee huts and wells) 
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2!oitude of OCtpits 

Anticipated: logical Eamework 	 Actual: January 1983 

a. 	 200; 1,000 likely by PACD 
a. 	 740 former oouples receive long 

tezm training 

b. 	1,160 farmers receive short-term b. 275 in 3 groups, 2-8 day sessions 

training 

c. reported, but no data to 
c. 	 4,000 addi.tional farmers adopt some 

improved agricultural practices quantify or show trends 

couples training centers d. 7, with last 3 completed except
d. 	 10 farmer 

completed and fully operational wells & trainee huts, in progress 

e. 	 834 tons distributed, 486 tons 
e. 	 3,350 tons of fertilizer distrib-

sold
Uted 

f. 	 Estimated 9,000 additional tons f. data unavailable 

of millet & 2,000 addit, tons of 
niebe being produce& 

g. 	 Revolving credit/input fund estab- g. established but poorly working;
 
modifications recommended by
lished and working 
consultants January 1983 

h. 	 app. 500 villge cooperativeh. 	 300 village cooperatives estab-

units established but operations
lished and operatiJn 
very, very limited 

i. 	 12 new coop warehouses uult i. 12 warehouses built 

J. 	 2,800 coop leaders trained J. approx. 150 for 5 days by UNCC
 
using some NDD resources, but
 
without content or quality control
 
by NDD 

selected coop managers receive k. no special training yet
k. 	 58 

special training
 

1. 	 600 coop member women receiving 1. no data; no reports of progress
 

credit and technical advice
 

ma 65 literacy training eenters estab- m, 15 opened 1/83; 7 ready to open
 

lished and 2,700 adults trained awaiting materials; 30 tralnees/
 
center.
(2,100 men, 600 women) 



-23-

V. 

Anticipted: Logical Framework Actual: January 1983 

n. 30 grinding mills installed n. none; await site ident./study 

0. 30 new blacksmiths trained and 
equipped 

o. no new ones; seek qualified 
trainer (2 wks retraining of 
16 . I trainees) 

p. 6 mobile vaccination corrals put 
into service 

P. 3 delivered, not yet in service; 
target cut to 3 due price 

q. 2,000 farmers participate in one 
of the anim.al husbandry programs 

q. no action 

r. 300 villages participate in soil 
conservation and/or tree planting 
program 

r. no action 

s. 100 school gardens initiated s. no action 

t. I warehouse/office/house 
built for GON services 

complex t. completed 

u. 24 GON departmental and arrondisse-
ment level personnel receive short-
term training 

u. 51 in 2 Lossa 6-day seminars; 
3 for two-month training program 
at kLiversity of Pittsburgh 

v. 4 GON personnel 
US training 

receive long term v. 2 in US from 11/82; 
early 1983 

more scheduled 

w. 60 CIT personnel trained w. 31 trained to date, 
early 1983 

more scheduled 

x. 1 project management 
established 

unit x. established, but understaffed 

y. Preliminary Jhase III plan 
produced at and Yr 4 

y. no action 

N.B. While the above magnitude of 
outputs have been specifically iden-
tified, any evaluation of this project 
should also focus on qualitative ele-
ments that indicate the degree of 
institutional development achieved. 

Theru has been some, as discussed 
in the text. Dndicators for insti­
tutional development should be 
identified for future evaluation. 
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4. 4istem of Technical service Divery 

As experience has been gained and project pc.xsonnel get down to the task 
of converting often vague Project Paper propositions co reality, it has become 
increasingly clear that although the Project Paper does not say so in so many 
words, this output has two %_rtsz the CPTs and tha technical services. This has 
been true from the start, but it became even more so when the MDR and UNCC did 
not provide the complenent of fulltime personnel expected (2 per CPT' in 1981. 

The CPTs 

Four now CPTs were operational in 1982 in addition to the 3 opened during 
Phase I. The other three to be established under Ihase II are nearly completed 
and w11 be in service for the 1983 season. 

The CPTs have less staff than expected (as noted above), an as a result 
are more dependent on the involvement of technical service personnel than they 
would otherwise be. Tle positive side of this 3ituation is that the CITs are 
obliged to make every effort to work closely with the teclnical services and 
cannot stand aloof on their owm. 1he negative side is that they cannot oblige 
the technical services to do their part, and some are not very diligent vis-a­
via the CITs. However, the team-building process initiated irlth the Lossa semi­
nar in 1982 and reinforced with the Lossa workshop and then the Lossa seminar 
in January,1983, appears to be making proress in obLaining the involvement of 
the technical service personnel. Ioor performance in 1982 was admitted at Lossa 
by those involve(. and they conmntted thanselves to doing a better job bota at 
the Centers and In follow-up during 1983. IIDD will have to follow-up closely, 
making sure the riatter is brought up in montly reviews as soon as absences 
begin to occur. 1Th one case, &a were told that they came to the C-1? fairly 
regularly early .Ln the season, but then attendance began dropping off and never 
recovered). A mini-Lossa at arrondissement level may be ureLuJl in mid-season if 
team cohesion seems to be diminishing. 

The staff situation at the CPTs will be strengthened this year with male 
PCVs at four cf the ten CPTs and female PCVs at three of the ten (there were 
3 PCV women ana 1 man in 1982), and irith at least one female and one male 
Nigerien follow-up agent at each CIT. Ibwmever, the participation of the techni­
cal service delegates will be no less important. 

Each CPT is operating at capacity, turning out 20 coup'-- cach year. They 
graduated 60 couples in 1981 and 140 ii 1982, and they expect to train 200 in 
1983. By project termination at the end of 1986 there should be W0O graduates 
from Tohae II to add to the 90 of Ihase I. 

The following tables give an indication of the extent ";o which CIT graduaes 
were using in 1982 the techniques they had been taught, lt ihould be noted that 
there are internal inconsistencies in project data on this subject that make 
these figures somewhat suspect, particularly for Filingue - which shows lower 
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utilization rates than the others and may be injustifiably pulling down the 

average. Wile the accuracy of the date is open to some question, the consensus 

iz that the orders of magnitude reflect reality. This raises questions as to the 

effectiveness and the appropriateness of the training. 

Percent of CPT Graduates Using 0, 1-22 3-12, 6-12 Techniques 

in 1982 

Number Nmber of Techniques Used 

Year at CPT Trainees 0 1-2 3-12 6-12 

1979 30 50 % 23 % 27 % 23 % 

10 % 5 a 47%1980 60 25 % 

1981 60 20 % 18 % 62% 433% 

6% 56% 41%281979-1981 150 

Fhase I of the project;The graduates of 1979 aud 1980 were trainted during 
while lPhase II began aiter the start of the 1981 training and had little oppor­

tunity to effect it. Thus, these data say much more about Phase I than about 

haae II. The key question now is: Nhat has been done to ensure that Ehase II 

trainees make more use of the CPT training ? 

The answers we have found are that, firstly, applied research is under way 

to try to identify ways the package of techniques can be improved, and thus made 

more attractive to the farmers; this is discussed below in the context of moni­

toring and evaluation. And secondly, there have been several changes in the 

CPT programs after training at the areas of trainee selertion, the and follow-up 

CPX; these are discussed in the following paragraphs. The changes that have been, 
notable improve­and are being introduced are sensible. We would expect to see 

data, which will be the first to reflect any of these changesment in the 1(53 

(as the 1952 graduates begin to apply what they .earned).
 

Selection 

]h IMamey Department, as in other productivity projects, it was clear in 
were not always promising candidates.early years that trainees selected for CPTs 

Criteria were modified by WDD in 1982, considerably downplaying the idea of a 

of which had been reduced already in 1981) andmonetary allUownce (the amount 
and training to the cooperatives andstressing the relationship of the trainee 

the village (see Annex 1). The criteria were written out in 1982 (for tho first 
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+,!me) and teams of arrondissements technical service officials visited villages 

vo explain the program, including the importance to the local village and coope­

ratives leaders of selecting promising candidates likely to make good farmers 

(able to repay the loan the cooperative will have to guarantee; and able to show 

others new techniques ) 

added the "Open Door" action. Each trainee'sTo this pre-season 	activity was 
invited (and transported)village chief, cooperative president and relatives were 

to the CPIs for a day and a night during which the trainees explained and demon­

strated what they .ere learning. (Wne CPT director did the entire Cpen Door ac­

tivity in one day: icluding round-trip transportation; this unsatisfactory ex­

perience was a re rul of leaving substantial detail to center directors. n the 

other hand, doliLg this resulted in some imaginative practicer, elsewhere (see 

below) that might not have occured to central planners). The evaluation team 
the subject came up. Itheard enthusir.stic 	 support for the "Open Door" whenever 

a very strong impression on villagers, CPT directors, arron­seems to have made 
dissement technical service staff, Peace Corps volunteers and even people who 

heard about it only second hand. The consensus is that the villages and coopera­

more more interest intives now identify iuch with the trainees and have what 

they have learned. The test will be 1983. 

Programs 

keepingDD is giving continuing attention to the CPT program, but in with
 

its policy of involving field personnel in decisions they will have to implement,
 
is needed to delegate
NDD is not dlztating program in any detail, Great care 

involves retaining responsibility for contentwithout abdicating; the former 	 some 
and the right to guide if needed, while the latter involves leavtngand quality, 

it all to others - it can happen through neglect, as well as by conscious deci­

sion.
 

To some extent this may be happening in the case of the inputs of the techni­

cal services at the CVI-s. Uhis said, it is encouraging to see that NDD considers 

and the management of its CPTs to be subject to improvement, learnsits programs 

from experience, and involves staff in the process. CPT staff met before the
 

opening of the Centers in 1982 to plan programs, make changes and generally set
 

out the plan for the year. They will be doing so again for a week in February
 

at which time they will also review general center management and in­this year, 

struct the three directors of new centers and one replacement director. The ex­

perience of their present directors will be a key input to the 	sessions, given
 
team and prac­the participative style encouraged by the technical assistance 

This annual review/ticed by NDD management to the benefit of all concerned. 
learning session and the methods proposed for it (and used, for eample, at ossa) 

are to be commended (we have heard considerable praise for the methodology from 
seen it in action).Igeriens inside NDD and outside who have 

31 this context, renewed effort with the CPT directors is needed to ensure
 

that trainees really understand that considerable benefit can be derived from
 

those parts of the technical package other than animal traction in the absence
 

Previous Page Blank 
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of the latter. The role of fertilizer in the package (a major one) also does not 

appear to be getting across, considering the relatively small proportion of train­

ees using parts of the package and including fertilizer (27 % using phosphate, 

21 %urea in 1982). 

Follow-up 

B3e NDD has elso recognized a major weakness it shares with other producti­

vity projects, the need for continued attention to trainees after they leave the 

CPIo. This is by no means simply a question of gathering data with which to eval­

uate projects. Mre important, its absence deprives the tratiees of assistance 

they need to overcome difficulties they are bound to encounter if and when they 

try to apply by themselves at home what they have learned surrounded by fellow 

trainees and supervision at the CPT. Iollow-up is essential to successful train­

ing. It should be considered an integral part of the training during the firSc 
notyear (at least) after completion of the formal program at the CPT. t is 

synonymous with monitoring. It is a matter of finishing the training job begun 

on the CPT. This is recognized by the NDD management and technicians (who have 

pointed it out in their reports), by the Department and Arrondissement techni­

cians (who discussed it at length at Lossa), and by the long-term advisory 

personnel. 

The fact that the J.981 agricultual season was already underway when lhase II 

began, and GaN's failure to provide technicians for each CPT (expected,but not 
no fieldexplicitly mentioned in the ProAg), are cited to expladn there being 

in 1981. NDD hired its owm follow-up agents ("agentspersonnel to do follow-up 
to ade suivis") for the 1982 season, gave them a week of training and access 

Iand Rover and put one in each of the 7 CPTs to follow-up the 60, 1981 CPT grad-

I. They seem to have interpreted their jobs essen­uates and the 90 from Phase 
tially as being to check up on the trainees, and to report whether or not they 

at the CT and what elds they obtained. herewere using the techniques taught 
is nothing to indicate they provided assistance to the trainees, or had the in­

clination or ability to do so. hey had little assistance from the arrondisse­

ment delegates (though it does vary from place to place), and there is no indi­
specialcation at all that the Agriculture service extension personnel gave any 

attention to CPT graduates. 

As oted above, the problem is recognized, and judging from reports from
 

other productivity projects (see Zinder Conference documents), it is a problem
 

everywhere. mn 1983, NDD recruited additionQ. (and replacement) follow-up agents
 
and twelve women. The terms of reference used (see
in February 1983, eight men 

Annex 2 ) defined the job as one of extension, not "control" or data gathering. 

Training for the following agents is planned for one week with all the CPT staff 
month for only the follow-up agents.in February, and a later special session of a 

3h addition, follow-up was a principal theme at the Tossa workshops in January. 

The technical services persoanel at Depprtment and Arrondissement levels have 
too, have an interest in the CPT graduates and have rea­ackiowledged that they, 


son to follow them up also. They made a commitment at Tossa to do so.
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This is wominsing particularly the stress NDD is putting on the extension 
role of the "ollow-up agent (he is an "agent d'sapui") over the inspector role. 

owever, t.ais means they must have a~propriabe commuications skills and it 
means they must be technically capatble of providing assistance. The former are 
not likely to be found in the recroit, developing the appropriate skills Will 
require training, probably mi-season refresher training, and careful follow-up 
of the follow-up agents. (We understand that the NDD is considering recruitment 
of a terminating PCV who has two years experience on a CPT and doing follow-up; 
he would concentrate on follow-up of the follow-up agents and of those working 
on development of village level organizations. This, we strongly endorse. 

Comtinuing reminders to the coordinators of the role expected of the techni­
cal services in follow-up will be ixportant to stimulate their involvement. 
However, NDD can foster technical services participation in follow-up by integra­
ting its training of its follor-up agents, e.g. by using the arrondissement coor­

dinators as instructors, and including the more pr1mising extension agents of 
the Agricultural service as participants (trainees) along with the follow-up 
agents. This would be another form of team building. 

Another action to meet the trainees' need for help after they leave the CPTs 
the organization of refresher training ("recyclage"). This was done for 1979 and 
1980 trainees Just before the 1982 season opened. This was held for 8 days at 
CPTs and attended by an estimated 60 of the 90 men (there swano retraining fo: 
the women in the classes of 1979 aid 1980). Two or three cases have been cited 
of attendees who had not used in 1981 the techniques they learned at the CPT, 
but who did so in 1982 after the refresher training. Uafortunately the data are 
not readily avaiulable (they exist, however) to identify those who attended the 
refresher and farmed differently in 1982 In comparison with 1981. (3h olo arron­

re­dissement, which appears to have the most reliable data, the class of 1980 
couped one-its one lost - not using techniques in 1981 - member in 1982, but lost 

3 others; the other 16 used more of the techniques in 1982 then in 1981 - the 
median nwber went from 5.5 to 8.0, while the arithmetic mean went from 6.4 to 
7.6). 

Similar retraining is planned pre-season 1983 for the Mlass of 1981. Partici­
pation in such retraining should be recorded in the trainee's record, and advan­
tage should be taken of the opportunity of having numerous former traineee togeth­
er to learn from them of problems they have encountered in applying techniques, 
including problems obtaining inputs. With this in mind, NDD Niamey staff and 
arrondissement coordinutors, as well as technical service delegates should a22 
spend time with the trainees at these refresher sessions, along with CPT staff. 

1 is rare opportunity to learn, but also to establish relationships and ( par­
ticularly important in 1983) to start a more supportive follow-up system. 

Exension 

The CPT Is to become a center for extension through both its own graduates 
and their follow-up, and short-course training for villagers. 0utp't indicators 

are 1,160 farmers trained in short-courses and 6,OCO adopting improved practices 

learned from practitioners who leerned on the CPT. 
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The first short-courses were run in 1982° Twenty faxmers attended eight 
days of training in the use of animal traction units (which they already owned) 
organized by one of the CI'i's in uallam, 155 are reported to have attended two 
days of training organized for the same purpose in Filingue, and 100 attended 
training organized by the CPT in . he purpose of such training is to bring 
about a change in uhat the farmer does in this field. NDD does not know whether 
it was a success in. those terms. sluch information should rcturn to the project 
via field personnel of the arrondissement (in theory) and v- a its own follow-up 
agents, and it should be sought via the survey work to be undertaken by the 
lbnitor/valuation Unit. 11mearr, even in the absence of such feedback, the 
Taining Uit should be asSir±rig some "quality control" responsibility for train­
ing sponsored by the project. At present, it does not always do so (even when 
the CPTs axe doing the training). 

U-re planning and more feedback are needed. flaw to best fit it into present 
activities? What to include'. (eog. in areas in which cooperative credit is 
frouen due to excessive unpaid accounts, teclnaques not requiring animal txactioz 
nay be most sensible). Do it for one lengthy period, or for several short ones 
tied to the season': !o .everal short ones in several places, or give each of a 
few locales a series. '."Jhodoes the training? This is a sub-project of its own 
and it is nc . a job that can be totally delegated to the CFIT directors to orga­
nize as they wish. Tis is another case in which tile experiences of 1982 should 
be reviewed at the CiT directors sednar in ibruary, and guide-lines establishe( 
Mreover, a data gathering system to assess results wlll be needed from the 
lbrnitor/LValuation thit. 

Extension via C±-T graduates is going on to a limited but undefined extent. 
Reports from follow-up axents in 1982 indicate that of the 108 CET graduates 
farming that year, 60 (55 S) were doing some spreading of the techniques. These 
reports are based on statements by the ex-trainees. They are not elaborated upon, 
and their meaning in unclear0 The figure almost certainly exagerates reality 
(some so reported were using irery few teciiques themselves, and there is reason 
to doubt the accuracy of some of the follow-up reports). At the samle time, field 
trip reports by NDD central staff do include narrative accounts of extension worl 
by several ex-trainees. Wile there does app.ar to be some spread effect, it is 
probably very limited so far, but data are not available to quali]y it. We would 
expect steps to improve recriitment and follow-up should result in increased 
spread effect. Extensive training (the short-courses) can do even more, with the 
CPT graduates available to promote it and to provide local follow-up to it. Any 
improvement in the technical package will help. 

Women in the Ci-T 

During Pnase I there was no special training for women. Tey participated in 
some of the training provided to their husbands, but they appear to have been 

considered by those on the ground more as acccmpanying spouses than as trainees 

themselves, ad they were treated accordingly. During the first year of Fnase II 
a program for the women trainees was prepared for introdw-tion in 1982. The pro­
grln, which was used in 1982, involved the folloring: 
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1) sewing, 
2) construction of an improved cookstove, 
3 health and nutrition., 

literacy courses, treating concerns of women, 
new techniques in millet and sorghum cultivation, and vegetable 
gardening, 

6) health and child care methods. 

The situation of the female trainees at the CPT and in their villages is
 
treated at greater length by Dr. Ware in her report.
 

Literacy Training 

Literacy training is the responsibility of the Literacy Service through an 
agent who is futll-time at each CIT, and also serves as assistant to the director. 
Mixed reports axe received as to trainee interest and training effectiveness. At 
one center there as a near boycott in 1982, but by year-end three there had done 
well enough that the Literacy Service selected them fer supplemental training 
(1 week in January) to become literacy center instructors in their own villages. 
A new Departmental IHad of the Literacy Service is working closely with NDD, and 
this aspect of the training is to get increased attention in 1983. We have no 
basis on which to evaluate the effectiveness. 

VilA]ge Organizations 

The CPTs are to eventually function as technical support units to the village 
cooperatives. (Project Paper, P. 15). It is not very clear to the evaluators just 
what this will mean in practical terms., Th the absence of fulltime CPT personnel 
concerned with cooperatives, the CPTl-CX>perative link is at present only the 
trainees. (ke possibility that could be considered would be offering at a CPT 
off-season, training in cooperative management and in literacy related to it. Of 
particular utility in some areas would be truining in the kinds of recordkeeping 
now done for many cooperatives by LNCC agents. NDD would haQve to accept responsi­
bility for quality control of the training (ex arte and ex pot), -nd might find 
that it must organize some training of trainers.This should be closely tied to 
activities under the heading of local organization development. 

There is some thought at the NDD to the effect that the CTs should eventually 
come under the tutelage, or even the full control of the cooperatives (an idea 
also discussed at the Zinder conference). (See Annex 3). Tis prospect should be 
kept open, but whether and when it occurs will depend - or certainly should-on 
the wishes, and on the economic and managerial evolution of the cooperatives. 

Z.e Technical Services 

The consultant on monitoring and evaluation looking at the project in October, 
1982, Identified '%he strengthening of extension services provided by the GON at 
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the vilage level" as a component of the project. At the second Lossa conference, 
in Jcu vary, 1983, NDD and the assembled departmental vnd arrondissement officials 
agreed that "the reinforcement of k'ON sLpport and uxtension services" is a major 
theme (these a-re equated with project outputs in logical framework terminology). 
.t is a selectIve strengthening to a great extent, aimed at enabling tham to do 
things the TUDD agree should be done, and those it thinks will be necessary to 
ensure continuation of the process the project is to initiate, but it will h--Lp 
them follow their ovm a ,cndas as w-ll. 

Onie step in the proc.ss has been the planning seminar in Lossa in .rch,
1982, the past appraisal/future replanning workshop in JInuary, 1983. and the 
detail planning scl:& nar later that ionth. All of these involved in very active 
roles the persomel of the technical _srvicos at thi departmnent and (except the 
workshop) arrondissomvent levels. 1,l involvud learning to work in tueasw, to 
analyze viral developmuent problms and plans beyond one's own special field, to 
identify past weaknmesses and plau corrective r:!uasures. The NDD used these ­
successfully in the vitae of the wiue variety : ptople with whom we iiuve dis­
cussed it - to convince the tecniical service people that they are part of the 
project, and to begin teach.ing the.,. to plax, and to access perfomance against 
plans.
 

Bie more tciinicall- oriented s;csLnr at Iuindalaye in late 162 concerning 
the system of accounting for credit and input distribution is an example of the 
type of strengthnin6 of which more is needed. H b cannot attain its objectives 
in terms of villae level organization witi out worling thiough the t-chinical 
services. Yet their eduf-fation and trainin, does not cquip tho to draw out the 
villagers needs, to listen, to encourag... to do what ::ust be done if tnle pro­
ject and the services ar- to become responsive to expressed, as opposed to ii­
ferred village needs and wants. r.aining for technicaL services personnel in 
this and quite probabl othier area-, at least at the arrondissunient level (in­
cludin encadreurs as we-ll as deleg5ates) s-hould be provided by the project. 
It will require oversigt by the 'rainngiilit, but i.All probably have to be 
contracted out to at least some ,_,xtent. 

NDD has provided raaturia. support as foreseen to the services in the form 
of vehicles, fuel and buildings. it is on target with tnese, :bwever, it has 
done far less in terms of promoting and financing useful developnent activities 
through the technical services. Dhere have been none of tae animal husbandry, 
soil conservation/tree planting, school garden activities anticipated. Ohe one 
area of progress toward targets is literacy, where 15 centers were opened in 
January, 1983, by the Literacy :;ervicc with NDD support (and 7 more w:ill open, 
we are told, as soon as lID) gets the necesstry teachling aterials to them). 
Project explanation of lack of activity in these a',-ab is that the services 
concerned have proposed no projects, or poorly prepared projects, or activities 
for which regular budget is said to exist . We have not be3n able to get a elear 
picture of this situation in the timie available, but it looks very much as if 
key areas are being neglected. If part of its technical serrices delivery sys­
tem is weak in project identification and/or preparation, NDD should help it 
improve; short-term technical assistance is one way this iGht be done if there 
is a readiness to make good use of it. 
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Proosis 

of the System of TechnicalCFTs and technical services are the key elements 
made in 	 Phase II will begin to be

service 	Delivery. The effect of most changes 
season. 	 We expect them to be positive,evident only in the 1983 agricultural 

Yore adjust ments will certainly be needed, but if current efforts to identify 
CITs viable training and ex­

and eliminate weaknesses continue, the should be 

units before project termination. 'Pic applied research should give them 
tennion 

and better monitoring and evaluation il provide
an improved package to extend, 
data to assess impact,. Less has been done to strengthen the technical services. 

--em to have been developed, this is a start (that
Positive relations with most 

elsewhere in Niger). How­
is said to have 	 eluded productivity projec' managers 

the field are needed to make them more 
ever, more retaining and follow-up in 

productive parts of the system of technical service delivery. Oatside persoinel 
to provide such 	training,

will have to be 	called upon to increase NDD' s capacity 

on stream, the extension training componeit of the CS project
but as it comes 

that area.should reduce this burden on NDD at least in 

Recommendations 

V0. 4 -	 That special attention in CIT training and extension be given the 
trac­

benefits availablu from the package of iXactizces exclusive of 	animal 
of the package.tion, and the special role of fertilizer amoiig the components 

the training it 	 finances,
N. 5 -	 That NDD exercise quality control over 

and mei;hods l-opcsed for use are appropriateensuring the content, materials 
and that it evaluat such training in terms of 

to the training objectives, 

changes in subsequent on-the-performance.
 

to be done under projectthat much of the training likelyND. 6 -	 Recognize 
over

auspices will be effective only if there is follow-up to help trainees 

application problems, axid plan accordingly. 

ID. 7 - That NDD assume responsibility for training not only in planning 

also in technical and interpersonal skills needed by
and organization, but 

to implement project activities.NDD and 	Technical -ervice personnel 

0. 8 - That NPI. 	 Utamey staff, arrondissement coordinators and technical 

service 	delegates spend sufficient time at the refresher training ("recy­

for former CIT trainees to establish relationships on which toclage") 
and to learn from them of problems they

build the follow-up support system, 

have in applying the jijproved techniques, Including input problems.
 

W, 9 - That NID pursue the possibility of adding to its staff a terminating
 

PCV with CPT and follow-up experience, and that he/she be recruited immedia­

teLy for one to two years to provide full-time field support to follow-up
 

agents (and local organization development teams; eventually).
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W. 10 - That the itace Corps input be brought up to target (one man and 
one woman in each of the ten CITs) as soon as possible. 

10. lU - Mhat NDD augment its capacity by increasing its use of outside in­
dividuals and!/or organizations to provide on a contract basis, short-term 
training fd/or technical assistance to the Project and the Technical Ser­
vices, e.g. in technical areas, in comnunications/extensions and interper­
sonal relations, and in planning/xecution skills in thus far neglected 
areas such as animal husbandry and erosion control if the NDD determines 
that such assistance could result in their productive participation in 
Project activities. 

5. 	 Village Level Organizatlons 

UNCC, with some material aid (fuel and use of vehicles) from NDD has now 

iorganized" just over 100 cooperatives whose units cover all the villages in the 

project zone.o lis is well beyond the target of 50-60 cooperatives covering 30 
villages eoxpressed in the Logical 1.amework. lbwever, the output refers to coo­
peratives established and functioning. This means being something more that be­
ing 	a conduit for CNCA credit and UNCC inputs. And it means being independ&nt 
of UNCC agents for recordkeeping and other clerical work, which most coopera­
tives apparently are not, in spite of Literacy ,,ervice Training focLsLd on 
cooperative organization and management. While the cooperatives may have been 
"created"; there is a consensas that they are far from dyn c, and far from be­
ing viable or self-managed. The evaluation team has heard of only one cooperati­
ve in the zone (in Itchiguine) that observers agree may be approaching a point 
at which it can become wholly self-managed, self-sufficient and a vital promo­
ter of developnent in its villages. 

Other indicators for this system include training for cooperative leaders 
and for selected cooperative managers, credit and technical advice provided to 
women, installation of lrindng mills, the training and equipping of blacksmiths, 

and the construction of cooperative warehouses. The warehouses have been built, 
but apurt from one brief cooperative training course run by UNCC with NDD finan­
cing but without NDD quality control, there had been no action toward the targets 
for these activities. Die training has been left to UNCC, the blacksmith program 
is held up for want of a qualified trainer we are told, and the grinding mills 
require more advance preparation that was done in Ilase I (as is discussed else­
where in this report). 

The motor force for the establishement of cooperatives in villages is credit 
diffusion of materials, especially carts. For all practical purposes,the absence 
of credit means the absence of cooperatives, thus the viability o cooperatives 
is a function of the presence of a credit program. ]h 1982, there were 99 coo­
peratives in the project zone and 104 for 1983. The establishment of these coo­
peratives is not because of farmer initiative; they came into existence rather, 
because of government planning priorities. 
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motion a chain of interactions between coo-The extension of credit sets in 
perative members and the UNCC because the latter is responsible for seeing that 

forms are filled out and payments collected,. This moans visits to the coopera­

tive must be made, providing the opportunity for dialogue between cooperative 

and UNCC representatives. 

asField visit discussions indicate that cooperative members view the UNCC 
to credit and attendant administrativethe conduit between them and access 

tasks. Since the credit is something brought to them and available only as a 

member rather than as an individual (individuals borrow, but always in the name 

of the cooperative). Iht seemed to be clear was the absence of any actions at 
notthis point to assume decision-making and management control. (This does 

represent a lack of astuteness; we were told of cooperative leaders who think 

they could get lower prices on inputs if they could do the buying on the open 

market, instead of having to go through the UJNCC. 

Interviews during the field visit to (Mnllam revealed a very low level of 

understanding of the concept, purpose, and function of a cooperative by villa­

gers. The Union Nigerienne de Credit et de cooperation (UNCC) is responsible for 

promoting a variety of cooperative training programs in the project zone. It 

conducts training programs at different times during the year which are designed 

specifically for elected cooperative officials. These trainrg program= are 

conducted by UNCC agents (department and arrondissement delegates and field 

agents, often with assistance from Animation Rurale and occasionally from Ito­

tional Literacy). Materials are developed by UNCC's National Training office 

with financial assistance from Danish AID and the International labor =Lfice. 

The increase in the number of cooperatives in the project zone has substan­
tially increased the training load of UNCC staff. A week of training (newly 

elected GM and cooperative off:.cials are trained at cooperative seat villages 

for four to seven days) plus mne to two days of a refresher session (to rein­

force acquired knowledge of cooperative principles) each year is insufficient 
for a through introduction and explanation of cooperative principles. The li­

mited capacity of UNCC to effectively train and follow-up its training in all 
as an ira.­cooperatives within the same tize frame is recognized by the project 

possible task0 The Project has financed such training in one case, but consi­
ders it relatively ineffective (and, as noted earlier, did not exercise any 
quality control over the UNCC training it financed). 

Project activities at the CIT centers are providing the cooperatives an op­
portunity to influence the use of resources in attempts to increase production. 
They are, for example, to asume responsibility for the selection of CPT train­
ees; they are Lnvited to participate in the open-house activities at the centers; 
and the materials for CIT trainees is to be delivered to them throu h the coop­
eratives, allowing the cooperative leaders to know exactly what the trainee has 
received. This involvement with the training and equipment investment in the CPT 
trainee passes on to the cooperative the responsibility for ensuring accountabi­
lity from the trainee to the cooperative members 

There were instances the early years in which the materials were delivered 
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directly to the homes of CIT trainees, in effect, bypassing the cooperative. 
Cooperative leaders had no idea wat the member had really received, but were 
obliged to sign for the credit extended to that trainee. This type situation 
has resulted in behavior by the trainee which iidicated he perceived the credit 
relationship to be between him and the UNN' rather than between him and the 
cooperative. As cooperatives become more and more involved in the dynmidcs of 
recruitment and selection of trainees for the CIIs and paticipaLe in the open­
house activities, they should be able to make more effective use of CI-12 gradu­
ates.
 

We have found no indication of any role being played thus far by returned 

CPT trainees in cooperatives. Among the factors that influence the situation 
are the viability of the receiving cooperative and the quality of cooperative 

training presented in the CFTe Cooperative related training in the CITs has 

been based on indirect involvement by UNCC taking the form of cooperative train­

ing content in C1'T literacy classes rather than training programs staffed by 
UNCC personnel, cooperative training materials-teachiing have been supplied to 
CI' literacy instructors whio use thea in conjunction with other teaching aids 
available fran the Dational Literacy .ervice. 

The direct project contriburtion to this training has been the financing of 
twou brochu'es prepared tirogogh close collaboration between literacy and UDICC 
personnel and maCde uv'aiable in literacy centers and CITs. gThere is little pro­
ject data on the quality of nooperative training and orientation provided by 
literacy inrtructois in tte Cf.s, but limited interviews with returned CPT 
trainees concerning theix understanding of cooperatives and their perceived 
role as a member seca± to indicate a substartial need for improvemeits in coop­
erative training currently p'ovided by CITs which wivLL require more than bro­
chures and paerimCetas. 

Thnz, the project h=s done little to date to develop cooperatives. In this, 
a key part of the project has been neglected. These are the "village level or­

ganizations" mentioned in The i-toject purpose. The h'oject Paper does not set a 
schedule in this ar,.a, but fDD is certainly behind schedule in the sense of not 
being far enough alorg to ensure reaching its goal. The reasons for this are 

numerous. 'lhe "cooperative system" inherited from ilase I wtis very weak. The 
CPs had high GON priority, high visiability and required immediate attention 
because they already existed; with new ones coming on stream. What is to be done 
and haw are very vagelj covered in the iroject Ptper, giving little guidance 
to implementors (or avaluators )oOher reasons include the fact that no specia­
list was planned for it, and although the teciical assistance person qualified 
in the area (in the person of the training specialist) arrived in October, 1981, 
and immediately has the CRJ11: as a concern. 'Lheproject organization includes no 
unit responsible for this activ-ity. Cooperative specialists expected to become 
fuill-time staff menbers of the CTs did not materialize.o FinaJly, the UNCC in 
the zone focused on forming cooperatives, not developing them (which is admit­

tedly more difficult). All of these and doubtless others contributed to the ne­

glect and subsequent delay in this area. 

Project Management recognizes that it is behind schedule, and that this out­

put is one that is key to project success. Village level organizations and the 
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Prcject objectives with regard to them were the main theme at the Lossa plan­

nimg seminar of 1983, and the participating departmental and arrondissement 
attention in 1983.technical service officials agreed to give it major 

IMD has evolved the beginnings of a strategy to assist local organizations
 

to reach self-management, They have realistically cut back their target 
from 

same 50-60 cooperatives (ie. viUlage level cooperative unit) to 12 to 24, and 

have clarified what they want to acccmp]lish iAthese cooperatives and villages.
 

(see pp. 3-4 or Annex 3, Cbj 85, which was prepared for the 1983 
Lossa Seminar).
 

has been outlined to us and is described inWe support the strategy as it 
it moves any further to-

Annexes 3 and 4. Ikwever, we feel stron_2Ly that before 

ward implementation considerable additional preparation is essential 
if the job 

is to be done well (and if not, best not begin). ich step of the process should 

be through before village discussions begin (e.g. the relative roles of 

the Cooperative and of the village units of which they are composed, and 
of the 

members of the latter), ond the cwnpaign carefully planned from train­individual 

ing to identification of village priorities to response to perceived needs 

and
 

Unit should be involved because of the keywishes. The Monitoring/ Valuation 
information gathering component of the early step and the importance of 

meaning­

is done and leoaned. (it will also have toful, consistent recording of what 
plan b&se line surveys of villages selected for attention). The first year 

(1983) will be experimental, requiring careful documentation and on-line assess­
surveys will probably have to be


ment to permit adjustments for 1984. Annual 
planned for comparison with the baseline survey to chart impact, and 

other sur­

the 1983 and 1984 experience should provide
veys will doubtless be needed (e.g
0 

enough insight into the process and its problems and factors determining 

the
 

way it evolves to permit desiga of a saple survey over the project zone to
 

define such factors as the desires and priority needs perceived by villagers,
 

villager attitudes to "organized" activities*, and impediments to the davelop­

ment of village organizational capabilities.
 

NDD will (mut) rely heavily on the arrondissemmtTo implement its strategy, 
the service delivery stage, they will have 

team of technical service heads. At 
to rely on other technical service personnel. hone of these people 

have had train­
sdlls needed to promote

ing or experience that would give them the attitudes and 

and assist village level organizations to become responsive to member 
meeds,
 

(see Annex 4 "AppuI aux organisations"). These
self-reliant, and self-managed. 
iLLJltme personnel reporting topeople will have to be "encadr~s" by qualified 


the manager of a '"mni-project". That wirll be
 someone who will be, in effect, 

pretty much a fulltime job, NDD does not have the staff to do this on its own.
 

They have now acknowledged this. There will have to be more use of short-term
 

personnel, local and/or expatriate if the project is to meet even 
its reduced
 

targets. Unfortunateiy, this was not recognized six months ago. when 
a qualified
 

(e.g. a IVo) could have been idetified to field a competent team
organization 
in time to work under project guidance on launching the effort in 1983.
 

* Charlick re-orts in "The Idamey Regiozwl Productivity Project - An Analysis of 

the Social Soundness of the Design," U:AID, yrember, 1976, that there is a 

poor history of collective organization in the zone. 



At least two qualified people, willing to spend substantial time in the field, 
are needed as soon as possible, and either a senior person to manage the effort, 
or liberation on virtual-ly a fulltiiie basis of the training advr ir (which will 
leave a gap in his tuit, wihere he is alone). Action here is u.gent. 

The NDD should bu aware that somuc'hat similar work, aimed at identifying 
villagers perceived needs (but not necessarily, at development organization) has 
been recently undertakten and carei.lly docuented (wc are told) in a "micro 
project" financed by the World Bank at Bouza, Tera and one other location in 
Niger, Detailed reports are said to be in preplaration. NDD should learn .,ore 
about this, obtain th,_- reports when available and arrai.ge to share experiunce 
with thosc involved. 

Finally, we draw attention to the need for the .[.roject, the GON and AID to 
recognize a certain need for flexibility if there is to realy be a serious 
effort to learn from villagers what they wanit, ,nd to respond to what they want 
even if it does not coincide with what the planners thought they wated, or need, 
and put in the desig'n. Tihe design includes a variety of possibilities (mills, 
blacksmiths. aninal fatening, school gardens), but some cooperatives ma ' haye 
other ideaso The project should be rcsponsiwv.. 

EVonosis
 

Phasu ii efforts to develop a .7stem of Village level (rganizations began 
only with the emphasis on the subject at the January, 1983, lissa planning 
workshop (and the subsequent seminar ), The target number of organizations has 
been reduced sigificantly (from 5o-G0 to 12-24). Tnis is sensible. A strategy 
has been evolved; discussed with the teclnical services and is to have initial 
implemntation in lo 3o 'The strategy sioulu produce the result:s sought unless 
it is implemented hastily, without adequate preparation and staffing. Qualified 
outside specialists are needed to supplemient the NIDD staff and to supplement, 
train and supervise (loosel,) 'Teclmical hervices personnel involved in implemm­
tation. Building capable Nligerien field staff and imanagement in the process '.rll 
be particularly essential b1.cause although Llhc methodology maZ be developed and 
proved in the 12-24 targut cooperatives in the zone, thu 80-90 others will still 
need help evolving alter project termination. 

Recomendat ions 

M. 12 - That th implementation of the village level organization develop­
ment strategy to be put under way in 1983 bc planned in detail before the 
first steps are taken to talk with cooperative leaders, and that this plan­
ning involve the Monitoring/Evaluation Uiit as well as other IMD staff and 
Technical Services personnel0 

NO. 13 - Th%'t the qualifications and experience of personnel to be involved 
in village level organization develolinent be carefully assessed against the 
skill requirements implicit in the plan for strateg-j implementation, and that 

http:arrai.ge
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appropriate training be provided them before they begin field work.
 

No. 14 - That a team of two to three experienced people be recruited
 

to direct this village level organization development "mini-project" under
 

NDD guidance on a full-time basis during at least part of 1983 and inter­

mittently in 1984 (depending on the outcome of the planning process, which
 

should include at least one such person).
 

No. 15 - That information exchange and continuing collaboration be
 

arrar.Led with those involved in the Vorld Bank micro-project concerned with
 

developing ways to identify village priorities and ensure local participa­

tion in development.
 

No. 16 - That baselilnL 'urveys of target villages be made, and that 

annual follow-up surveys be .--signed and subsequently carried out to moni­

tor the impact of village level organization development. 

That the experience implementi i, tile village level (crganiza-
No. 17 ­
tion development strategy In 1983 and 198 4 h,-- used to design a sample sur­

vey for 1985 to define in the zone such factors as the desires and priority 

needs perceived by the villapr:;, village attitudes to "organized" activity, 

and impediments to the development of village organizations.
 

No. 18 - That NDD,AID and the CON remain sufficientlv flexible in their 

plan implementation to be responsive to ideas arl requests of village level 

organizations. 

No. 19 - That NDD ensure that training needs are systematically assessed
 

and that necessary and appropriate training is provided (e.p. in such 
areas 

as cooperative management, inventory and warehouse management, bookkeeping), 

with NDD exercising quality control over the training it finances, ensuring 

materials and methods proposed for use are appropriate to thethe content, 

training objectives, and evaluating the training in terms of changes in sub­

sequent on-the-job performance of trainees. 

No. 20 - That efforts to recruit a blacks,,itth trainer, and to initiate 

that training be itensified and brought to fruition. 

No. 21 - That the VI.O target (output indicator in the logical framework) 

be recognized by AID and the CON as having been decreased from 50-60 to 12-2L.
 

6. SYSTEM OF CREIIT ESTABLISHEP AND FINCTIONING 

The indicator is defined at, a "revolving credit/inputs a fund establi­

shed and functioning." The fund is established. It is operated by tile Caisse 

National pour le Credit Agricole (Cl{CA) with agents of the National Union 
field work. (The system is de­of Cooperatives (tUNCC) doing much of the 


scribed in Dr. Stickley"s report annexed to the present report.)
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The c-edit fund vms originally conceived (see iroject ttper) to finance 

short-term (seasonal) credit for inputs cuch as fertilizer, insecticides, and 

(i1 years) credit for purchase of draft animals andpesticides, and meditn-term 
farmiing machinery (eog. plebes, 	 fertilizer spreaders). '1he fund was to be estab­

of credit given the' to acquire such materials,lished b.y farmer reinbursemunt 
which were to be paid for Initially bc ATD and (ION resources channeled through 
NDD. 

1982, in its two phases, the ND project has financedAs of 31 Decebur, 
For 	 76Lo million francs CFA. This has

247 loau;s (many involving -everal farmers) 
been med.J.ul2 term 2.r-dit; the slort-term agricultural crudit i'ogram was cancelled 

of 1.'0 (a fact which does not appear to have been ta­
nationwide by the GON as 
ken into account in the I.roject Iaper ). f the loan repayments due on these 24-7 

only 28 "I/)were paid by the due date. In the wordscontracts by the end of 1982, 
reviewed the credit

of Stanley Straughter, an accounting consultant who recently 

program accounts, 

credit programThe 	 severity of the delinquency problem puts the entire 
funds will not be repaid andat risk. At the current payment rate, loan 

the administrative cost of the program,interest income will not cover 
(sic) raising the question of the future viability of theThere fore, 


program without subsidized funds. (see Annex 7, P, 9).
 

except forBecause of this situation, the 	credit program is now frozen, 
in 1983, and they must all be members of

anticipated credit for COT trainees 
not liaving more than l0 / of their accounts in arrews. AID audi­

cooperatives 
JILdy and October 1982 have set 	conditionstors who reviewed the uroject between 


which must be met before the fund can be unfrozen.
 

r. 	 straugiter w-az in iger in December-JnuaXy to review and reconcile the 

of the credit program. hortly before he finishod, Lr° Thomas slickleyaccounts 

arrived to assess the credit program r I advise as to how it could be put on a
 

RI their reports to AL, and in the oral debriefings they made,

sound footing. 

(of 	NDD, CNCA and LTICC), they defined theboth to AID and to GOIN officials 
the system, and rec­

current status of the credit fund, identified wealesscr. in 
the 	system in order and meet the conditions set by the

ommanded action to put 

AID auditors. Their reports are key documents on the current status and needed
 

changes of thu systel 

of theThe details ef the ,.anagerial, operational and procedural weaknesses 


syste are found in their reports in the attached annexes and are not repeated
 
"high delinqlen­

here. A key o'varaol conclusion in Dr'. Ltickley's report is that 


cy rates are more the result of shortcomings in the performance of the 3ending
 
of theirthan from the borrowers". The practical nature

institutions tLemselves 
is reflected in Dr. Stickley's 	conclu­shortcomingsrecommendations to correct 


sions :
 

A draft protocol agreement between NDD and CNCA was drafted on JUly 17, 

1981 (Annex Z 1 ) and is now being revised. I would suggest that the 
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following points be incorporated into the revision:
 
Araughter report (See
- Reconciliation of points raised in 


"References consulted", Annex C) be accomplished by March 31,
 
1933.
 
- Role of NDD advisor be redefined (see "NDD Credit Advisor
 

of this report) and that arecommendations" in Section III.A.2 

more active counterpart relation be developed by moving the NDD
 

Credit Advisor tu an office near his counterpaxt, the chief of
 

the THaney Department Agency of the CNCA.
 

- Priority should be given to collecting lomis now overdue (See
 

"Loan Repayment Recommendations" in Section III.A.4 of this
 

report) by Jtrch 31, 1983.
 
- The system of monthly reports proposed (See "Accounting/Report­

this reporting System Recommendations" in '.1ection III.A.5) in 

should be adopted immediately. 
at the arrondissement level - Loan contracts should be written 

(See "Loan Disbursement Recommendations" in Section III.A.3 of 

this report) and effective March 31, 1983. 
should be developed to meet the three key- Systematic programs 


of the credit program:
deadlines 

May 1 Loan idsbursement
 
Lec, 31 Loan Repayment
 
Sept. 30 Statistical Reporting.
 

- Premiuns should be divided among cooperatives, encadreurs and 

delegates as follows: 
15 '4 of amount collectedloans due Dec. 31, 	 1979: 

loans due Dec. 31, 	 1980: 10 %of amount collected 
1981: 5 %of amount collected and thatloans due Dec., 31, 

this cost be paid from NDD project funds if possible. 

It is my belief that the recommendations of the "Audit Report" 
satisfied from:(See "References Consulted" Annex C) will all be 

1. Actions NDD has already taken 
report, and2° The recommendations of tht 1traughter 

3. The recommendations of m3 own report, here. 

The evaluation team attended the debriefings of these consultants at thu 
reports. We concur 	 in the conclusions

AID Mission, and has reviewed their draft 
for action in the immediate

and support their very practical recommendations 
and in the procedures and operations of the 1983 agri­

fiture (by March 1983), 
concerned (CNCA, UNCC

cultural season, We consider the ability of the agencies 
test of

and NDD) to implement these recommendations in 1.983 to be a reasonable 

their ability to establish a sound credit system. 

of the credit also 	deserves close scrutiny. As noted earlier,
Another aspect 

since this project as 	designed the GON has eliminated "credit de campagne" , 

seasonal inputs (fertilizer, fungicide, pesticide, seed).
short-term credit for 

only on a cash basis, 	 and their use (particular-
These inpuxs are now available 
l in the case of fertilizers) has dropped significantly. At best this change 
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those who have the greatest diffi­discriminates against the poorer farmers, 
culty buwing with cash at the beginning of the season. At worst, it bodes ill 

for the extension of the technical package on whose acceptance production im­

provement is predicated; in 1982, of the CIT graduates using any of the tech­

had learned on the CIT , only 2-9 56 were using phosphate and 21niques thoy 
Tlie evaluation team has not had time urea (according to field agent reports). 

to look closely into this, but it is clear from discussions within the Project 

and from the Project Paper (Anziex 0 in particular) that the availability of 
itcredit de campagne" was an assumption when the project was designed; and it 

appears to us to iiavc been an i,-Portant assumption. 

Prognosis 

issue in the broader context of the project as aPUtting the credit ,yst m 
improved farming practices, we havewhole, and of its objectives in terms of 

the following observations: 

a) without credit, the package of tecimiques now being reconmended can be 

used only by farmers who have access to (and can afford) private credit, 

or who pay cLsh t ujir equil ment, animals and scasonal inputs;can -or 

little or no monetaryb) sane practices in tlh. technical package require 
thus be used, and provide benefits, regardless ofexpenditure and can 

but there is not yet andthe existence or absence of a credit system, 

will not be for at least two years (as discussed under "Technical 
dependent atPackage") a confirmed package to recommend that is not 

(certainly for poorerleast on medium-term credit, and possibly also 

farmers) on shorL-term credit.
 

We accept -,he view of consultants 'ftraughter and 2tickley to the effect 
and will enable the institutions invol­that their recommendations are feasible 


ved to meet the conditions laid duwm by the AID auditors, and to do so during
 
IHowever, should it


1983. It can be dont. Indeed, action is already under way. 

not be don., or choulQ zeazonal credit bu found to be cr major importance to the 

project and not be made available by the GON, the likelihood of meeting project 

objectives, or obtaining significant results from it, will be so greatly dimin­

ished as to put the project in j._opardy. 

Recommendations 

on cooperative accountNO. 22 - That the recommendations of the consultants 
management be adopted and implemented immediately, suching and on credit 

season.that the improved procedures be employed throughout the 1983 

M.o 	23 - That the need for training to accompany credit system changes be 
to meet it, using short-term consulassessed iUediately, and plans be made 

tant/tralner inputs if necessary to accomplishment it in time to ensure 

maximum program effectiveness in 1983. 
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I0. 214 - That a consultant be engaged to complete as soon as possible in 

1983 an analysis of the implications for the acceptance and spread of the 
new techniques, particularly use of chemical fertilizer, of the absence of 
seasonal (short-term) credit in the GON agricultural credit program in the 

context of the NDD project (i.e. in the project zone). 

N0. 25 - Mat NDD report on, and AID review in mid-1983, 
a) progress in collecting loan repayments due as of 31 December, 

1982, and in implementing the other consultant recomnendations for the 

period through 31 March, and 
b) levels of loan disbursements and the conformance of the proce­

dures and practices used to the recommendations of the consultants. 

- That AID auditors reviw the crc(dit system operations of 1983 in-N. 26 
cluding collection ol pazt loans, as eaxly as is technically feasible in 

1984. 

7. System of Agricultural- Thputz Delivery 

The only logical framework indicatoi relevant to this output is the antici­

pated delivery over project life of 3,350 tons of fertilizer. Thus far, 834 

tons have been di-tributed, but only 411 have been purchased by farmers. In 

addition, however, a wide range of agricultural equipment has been distributed, 

as have draft animals. Current data are being assembled during the period the 

evaluation team is in Niger. They are not yet aggregated, but the process is 

under way and the results idLU be produced in the 1982 Annual Report. It is 

evident from the partial data available thus fax that the flow of implements and 

fertilizer to the field has improved over Ihase I and the start of Ehase II. 

Supply on hand in the cooperatives now exceeds demand, except for ox carts and 

donkey carts. Fetilizer stock at the cooperative level exceet last year's 

sales (and much more than that in the case of urea). Orders are being cut back 

because of this. 

No major problems have been identified in this area that have not alread,, 

been dealt with, e.g. the mixing of UNCC and NDD supplies in cooperative ware­

houses. In that case, all piesent supplies are to be taken over by the NDD, 

which is to be the sole supplier for the project zone from now o;. Problems 

cited by AID auditors in the July-October, 1982, review either have been, or 

are being corrected according to information available to us. Mach was done at 

the meeting of TMD, the national credit organisation (CNCA), the cooperative 

union (UNCC) and the UNCC's supply center (the "Central d'Approvisionnement"' 
1982. This included agreement on an inventory controlat Handallaye in December, 

system and other procedures. Some training in the application of new forms and 

procedures has been given, but it has yet to reach the lower luvels in the fild. 

Prognosis 

It is early to say how well the recent changes will take hold. They are still 
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being implemented, or are in the design stage for impleentation as the season 

approaches. Current liogres; is encouraging° lbwever, the NDD is still playing 

a major role as the carrier that moves the inputs to the cooperatives from 

Central d'Approvisionnement, a role that r(ally should fall to the UMCC of its 

Central d'Approvisionnement. AID should keep a close .yc, and a helpftng hand on 

the agricultural inputs supply systcm in the project zone via the APS project. 

Recommendation 

1V. 27 - That AID ensure that the APS project agricultural inputs consultant 

due in Niger in the very near future to assess the agricultural inputs sec­

tor, among other things, include tiie NDD region in his study, with a view 

to identifying any persistent weaknesses and ways to eliminate them. 

8. System to Nbnitor and i-valuate Itoject Activities 

9h:'. P,' Lem has two elements, one is data gathering, synthesis and analysis. 

This dc. by the ,bnitor/ Ivaluation uiito 'The othur is applied research on 
. 

the teennical package being recommended for the use of farmers in the region, 

the work ot' the Applied Research Uhit0 o indicators are defined for either in 

the logfcil framework for the project. 

Both elements should have been part of liase i with relatively high priori­
ty. In fact, they began systematically and in earnest only a year ago in the 
case of the applied research, and even more recently in the case of the monitor/ 

and did do some useful, if limit­evaluation unit (tl.ough it was created earlier 

ed work). Both are much less far advanced than is merited by their impotance 
for the project. The reasons are many, including design and implementation of 
Phase I, and therce is no great benefit to be obtained from trying to disenten­
gle them now. 'Dekey lesson to be learned is that a system to collect and 
analyze at least basic project activity/results indicators should be soundly 

established at the start of a project, and if the technical package available 
to a rural development project has not been tested at the fam level, analyzed 
and if necessary tailored for local conditions, before the project is begun., 
on-farm applied research and farming systems studies should be a .9riority part 
pf the project from the start. 

The Monitor/Evaluation Uit 

This Unit is currently staffed by one experienced w triate, who arrived 

on post at the end of October, 1982. He has part-time assistance for an agricul­

tural technician on the NDD staff. 

Thus far in Tase II data has been collected from varied sources on CPT 

crop yields and trainees, credits, and inputs, among other things. A notable 

absence, which should be remedied, is data on non-project UNCC fertilizer sales 

in the zone. Unfortunately, much cf the data is not internally consistent, very 



-45­

little has been synthesized (although some of this is current3y being done for 

the 1981 Annual Report), and there is no analysis of changes cver time. (The 
farming practices 	of individualevaluation team tried to compare 1.981 and ±982 

to see to what extent they had retained, added or1979 and 1980 CPT gradutaes 
dropped specific technical practices (and which). Differencef.i in data gathered 

the two years and in that gathered in different arrondissemeats (in 1981), and 

sources the trainees in 1982 (along with
inconsistencies between two on 	 same 

data from the main 	source) required so much cross-checking and
anomalies in 

was finally abandoned. 	 lbwever, the 1982 dzata proba­
adjusting that the 	effort 

for later
bly can be cleaned up, and certainly should be to provide a baseline 

systematic informationcomparison). Managament is obliged to work with little 

on the results of its activities. 

and fuit-ure evaluatozs, 	 NDD is now in the pro-Trtunately for the project, 
and evaluation con­

cess of etablishing a 	well-conceived system. A monitoring 
set

sultant reviewed the situation in October, 	 1982, and provided an excellent 

the ,Vl,: -unit is using those guide­of guidelines for 	this. The new advisor to 

lines to develop the WE system, although he has not yet converted them to a 

detailed workplan. 

system for the depariment and arrondissement technicalA planning/reporting 
a The 	planning was

service personnel and the coordinators has 	been first step. 
1983), but now requires follow­initiated at the Lossa 	 veminzr (18-22 January, 

the NDD annual 
up to insure completion. (Simultaneously, the advisor must produce 

to follow up on the reporting stage
report. once the plans 	are established, he is 

approach. he next step is development of a survey instru­
as reporting deadlines 
ment to obtain data annually on the CPT graduates and their farming practices.
 

of the follow-up agents, and he

He will also participate in the design of forms 

more of it passes. 	 Given the
must plan his own 	activities for the year before 


on him for urgent (overdue) base-building activities, short­
competing _mands 

]br example, the consultant used 
term consulting assistance should be found, 


in October 1983, could help convert his own general guide lines to more detail­

ed work plans and objectives.
 

The /I: hit plans to recruit and train its own staff to undertake surveys
 

and code the data, rather than relying on follow-up agents to include serious
 
A major reason for this is the impor­

data gathering with their extension role, 

of obtaining valid data, and the difficulty of doing so with personnel
tance 

the data, and who 	 are not trained inter­
whose own performance is reflected in 

Given the need for field information concerning cooperatives, demand
viewers. 
for literacy training, use of new technology (eg. grain mills) as well as the
 

and their fellow villejers, and given the paucity of solid field

CPT trainees 

information of any of this from elsewhere in Niger, an in-house survey team is
 

justified combined 	with the microcomputer whose order is being processed, it
 

hiit the potential to producc very une jl information for

will give the I14E 

interested services in various Ministries. 	 This poten-NDD management; and for 

tial would be greatly reduced without the microcomputer, whose acquisition we
 

stronrly endorse. 

The changes made and in process in the M/E Ibit are radical and very promis­

ing. Hawever, we draw attention to the need for one or two Nigerien staff with 
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stficient background in surveying, statistics and/or sociology to be able to 
lend some professional support to the expatriate advisor, and to the use the
 
microcomputer. such person(s) would be prime candidates for U; or (more likely, 
considering langvage problems) thLrd country short-term training. We also draw 
attention to the fact that the post of the VE advisor was programmed for three 
years only. Tie present advisor is in his first year, but a predecessor was in 
the position for a year, meaning that in principle the present incumbent will 
be there only two years and will not be replaced. lie may succeed in putting a
 
sound, self-sustaining system in place with Nigerien personnel in two years; 
but it is doubtful. 

Applied ilesearci. ibit 

A special part of the monitoring and research system output is applied
 
research on the packag; of practices (techmology) and farming systems. This 
is done by an expatriate advisor. Applied research on the technology including 
pesticide te.Ats, began in earnest with the 1982 season. (Lxpe.riments begun in 
1981 were discontinued fn techlnical j'ounids b,/ the technical advisor who ar­
rived earl' in i982). Thlis puts the applied researcl one season behind schedule, 

Iriority has been givun to pesticide tusts because hPA regulations limit 
options in the project :-one until it is done. IXperi ,ents on sone other compo­
nents of the technical package were begun in 1982, but the fact that the advi­
sor is working alone limited what could be done in addition to te pesticide
 
work. In 1983, the demands of the pesticide tests will be shared with the 
Plant Protection Lhervice (with technictal assistance from the FRG), giving the 
NDD advisor more time for otheai experiments. 

it is unfortunate that trials -with variants of the animal traction now 
recommended (two oxen), and the ipckage of techni.as without animal traction 
at all, could not be begiun in 1982, but we ,.mderstand (and certainly recomnend) 
that they will be initiated on (.'Ts in 1983. We would turther recommend that 
they be done on as many ClIua as possible (particularly in the low rainfall partE 
of the zone) so that the trainees can see the results. Mbre effort may be need­
ed to make CI' directors understand the importance of the research to tailor 
the package to the region, to improve it wi're po,;sible (not to "test" it, or 
to label it good or bad, right or wrong). Ilp in t is should be available from 
PCVs on 4 ClII's, and it would be good their technical knowledge if the follow­
up agents if they could work on the applied research, too. 

Along with its current work on the CiTs, the Itoject should be giving more 
attention to fanii systems research, to testing the package of practices, and 
variants on it, under actual production conditions - on farmers plots. Uhlis is 
needed to determine just how the package and variations of it fit the constraints 
under which the farmers operate, and just what their real utility and benefit 
are to the farmer. IfD should learn more about the work being done in Alingud 
by the Rtural Eboncnlic Research ldvision of TIN, which has same relevance for 
the project, if it is well done. ]bHwever, what is reaJl y needed is the accelera­
tion of tae applied research, and the addition o' on-farm research to the pre­
sent work on C21's. Although two or more years of testing may hc necessary to 

http:techni.as
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convincingly identify specific packages in a region whose rainfall is as 
irregular as is the case in Iamey Department, the addition of on-farm re­

search, and an increase in the variety of tests will produce more information 

in that same time period. 

As Dr. BTarn-t points out in his evaluation report, tzere is a good amount 
of evidence, nlbe-A circumstirtial, that the present package is not profitable 
when the risk of Oxought years is taken into account, although non-agronomic 
income (from use of the oxen for cartage, for example) makes it acceptable. 
The eliminaticu, or even significant reduction of subsidies inputs - whichon 
is being urged on the Governmnent by AiD - wouLd ake the current paclkae even 
less Lrteresting to thu, farmer. lhere is ir ugent need Z:_,r good data on the 

results of other packages on farms in tie project zone. lit a certain extent, 
it may be possible to obtain useul inforymation from C-IT graduates, most of 

whom are using less than the complete package, although few not using animal 
traction use many other techniques. 

An expanded proecun of applied research should 'have high priority. "bre­

over, iRAIN should be intimately associated with the IMD applied research. 
The present close relationship is very good. But what is needed is direct 

essen­involvement that would a) increase the personnel engaged in the work, 
tial if there is to be any on-farm research at all this year, and b) give it 
the certifiability that will be important when results become available for 
extnsion.
 

Prognosis 

The N.onitoring/Lvaluation Llnit currently' has a bottleneck in the form of 
too little manpower (one professional) to do all of the things needed to lay 
the basis for a sound system before the start of the next season. TLis can 
be overcome with some outside help. ince it is, the guidelines provided by 

the consultant called in lat october, the competence of tiie advisor and the 
support beir; exhibited by NI) mana enent ar'gue -. ell for the developinent of 
the system. Iwever, the (CoN and AID must recognize that information gather­
ing and analysis are costly. NDhD needs its survey team the develolinernt of the 
system, provided it las the budget and personnel to do the survey work that 
is needed, and being contemplated. 

'lie applied research is off to a good, ut late and slow start. 'ne person 

is not enougvh to move it alorg as fast as is needed to test and im:.L -e the 
package of techniques, tailoring it to ttie region. If ILLUh can take L serious 
part in the applied reserch, and can iriWke possible on-farm testing in addi­
tion to what is planned now for the Cl1's, good indications should be available 
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a year from now, and ccnfImed results a year or at most two later. Without 
NRAN, progress will be too slow to have nRrch impact on the project during its 

life. With IMAN, results will be greater, sooner, and it will be able to take 
over the applied rescarrch from NDD that much sooner. 

Recommendat ions
 

Monitorinig/iEvluat ion 

N. 28 - That NDD use the October 1982 consultant's report on the monitoring 
and evaluation system as the guideluae for development of the system.
 

N. 29 - That Jbnitoring/fvaluation information needs be spelled out, and
 
a survey agenda for the Uiit over the balance of the Project life be pre­
pared in the coming six months on the basis of the 1bnitor/Evaluation
 
consulting report of October, 1982.
 

N.J 0 30 - That NDD use short-term consulting assistance to help the Mnitor/ 
Evaluation kitt complete the plann3&r, design, and other tasks necessary to 
put the system on a sound footing befure the start of the 1983 agricultw l 
season.
 

N. 31 - That the existing data base on the CET graduates farming in 1982 
be "cleaned up" so that it can be used as base line date, for future compa­
risons. 

NJ. 32 - hat NDD obtain data on TNCC sales in the zone of non-DD fertilizer 
and other inputs for 1981 and 1982 to permit computation of changes in the 
zone, the data problem will not exist in the future, as only NDD inputs will 
be distributed. 

N. 33 - That IDD acquire a microcomputer, peripherals and appropriate soft­
ware for the data processing reeds of the thit (including the applied research
 
component). This should includ: appropriate spares, and preferably a back-up
 
system.
 

Applied Research
 

ND. 34 - That ImRAN assign one (or more) agronomic engineer, prefere&1y with 
a mastew's degree or equivalent, to work fulltime with the Applied Research 

Wkit, and to help it plan and implement on-farm research with the technical 

package and variants on it, particularly with alternative animal traction 
options anad without animal traction, and that IMRAN assume responsibility 
for applied research in the project zone within the next two years. 

N. 35 - That experiments with animal traction other tln two oxen, and with­
out animal traction, be undertaken on as many CI-Ts as possible in 1983. 
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be made by the applied research advisor of informationD. 36 - That more use 
of tech­

available from the experiences of CPT graduates using different mixes 
the future) survey reports.

niques and identifiable through follow-up and (in 

the Applied Research Unit, with the ronitoring/Evaluation Unit, 
N. 37 - That 

and with the Rural Economic Research
maintain close relations with ICRISAT 

its work in the project zone,
Division of IMAN, particularly with regard to 

of Niger (though, for example, MDR or 
and with similar work in other parts 


the Kinistry of Plan).
 

9. Project Coordinating and Management System 

It exists, but 
The project management unit is the indicator for this output. 

internal 
is still evolving. We considered the system from three points of view: 

and linkages with other organizations with which it 
organization, staffing, 

must 

on which it must depend in many cases.collaborate, and 

at the head-quarters
The project management unit is reasonable well organized 

The lack of a unit responsible
terms of allocation of responsibilities.level in but the 

for promoting village level organizations is soicthing of an anomaly, 
so at least that is clear. 

responsibility has been given the training unit,now 
de ritit t' -

Staff meeting minutes which Identify issues discussed but do not 

sions made as to how to resolve the issues, or who is responsible for action 

leave the impression that issues are left unresolved 
at times, and that syste­

is not the rule. We are told this is improving, but suggest 
that 

matic follow-ulp 
management attention. Attention to internal communications 

and
 
it receive more 

also needed, both for effective operations and team cohesion. 
information flow is 

could assist in procedures development and staff train-
The AID liaison officer 

ing.
 

for 1983. Thisoutall of the project units have worked their work plansNot 
seminar, when field personnel were to 

should have been an outcome of the Iossa 
their annual and quarterlyThe units should preparebe preparing such plans. 

just as they expect the field staff 
plans; and report with reference to them, 

the plans of the technical assistance per­
to do. Ilit plans will serve also as 

another matter entirely. Four of
which lack in some cases. Staffing issonnel, 

of the project are one-person units, the exception
the five specialized units 

which the advisor has a counterpart).
being the Women's Participation Uiit (in 

the units is an expatriate. The result is that each 
Mbreover, the one person in 

spend most of his or her time executing, and cannot do all of that,
is obliged to noted 
let alone enough planning, managing or consciously assessing results. As 

1lant Service in lesticide Tests will 
earlier, the involvement of the Protection 


help in 1983 in the case of applied research, but an agronomic engineer from
 
Lkit plans to recruit a
 

INRAN is badly needed, now. The Ymnitoring/ 'valuation 

team of survey agents and controllers that will help considerably in that unit. 

for village level organization develop-
The Training Uiit (now also responsible 

to make more use of short-term personnel 
proposes to follow our suggestionsment) 

can be identified.(or teans thereof), provided they 
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We are told that the shortage of qualif' .d cadres rules out the "counterpart" 
approach to technical assistance in NDD. That may be. However, we strongly rec­
ommend that qualified cadres join the expatriates in the various units of NDD 
at least a year before the departure of the advisors so that they were one sea­
son together.o
 

The liukages between the Project Management Unit and the technical services 
The Project Director has much less "control"in the field arc not hierarclical. 


over the field personnel than was envisaged by the 1)oject Paper authors (p46 )o
 

NDD project activities are implemented through the technical services of 
Ministry of Rural Development, ministry of lan and others, with a very small 
NDD staff of Nigeriens and expatriate staff The intent is to have project acti­
vities implemented through existing rural development structures to mesh project 
activities into the on-going rural development activities of technical services. 
This organizational approach means, on the one hand, that project management 
does not have direct control at the level of project execution, but on the other 
hand; it provides the means through 'which the project can initiate a development 
process which is self-sustadning. 

Coordinating the activities of various technical services is a very difficult 
management task. A common wealmess in practically all integrated rural develop­
ment project is the fact that the majority of project managers have had no train­
ing in the management of complex organizational units and processes. Th general, 
they are technicians who must develop competence in management skills work on 
the job in a learn-as-you-go manner. To remedy this situation: a great deal of 
emphasis must be placed on training for project staff at all levels: on seminars 
and workshops designed to teach management skills and reinforce the learning 
and practice of these skills.* 

Ukder EHase II of the NDD project, the organizational strategy is a jointly 
plarned and coordinated process. The vehicle for setting this process in motion 
is planning and training workshops and seminars based on grolp dynamics in com­
munications. The March 1982 lossa I and January 1983 workshops as well as the 
January 1983 planning sessions involving the participation of departmental, 
arrondissement, and CPT personnel is an impressive indication of a commitment 
to working collaboratively across service sectors to incorporate project activi­
ties into on-going sector activities. The process is by no means operating ide­
ally, but every indication is that it is showing positive results. The NDD pro­
ject was singled out during the Zinder Conference on rural development strate­
gies as the only productivity project -whichis addressing the problem of joint 
planning through dialogue and temm efforts. 

Revieving relevant documents and discussing this with many people familiar 
with this project and others have lead us to the conclusion that developent in 
Niger is increasingly going to be through established technical services over 
which the coord1 rntirr agent does not exercise hierarchical control, at least 
not unshared control, and that the NDD is developing and demonstrating ways this 
can be done effectively. 

* 	This discussion. draws heavily on the "Integrated Rural Development; Making 
It Work", report by DAI, pp. 51-52. (French version). 
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The building of department and arrondissement teams through lossa seminars, 
and their integration into the project through these and regular monthly meetings 
take time. But they are part of the institationalization process. This deserves 
support, and the process should be docmnented. Tn this context, as mentioned in 
the pages on purpose and EOPS, we do recommend that the GON prepare a statement 
explaining just uhat structure, relationships and role is after 1986 foreseen 
for the project management unit and those rith whom it is currently building this 
team relationship. 

Progosis 

NDD has made what observers consider real progress toward what we would call 
the institutionalization of teamwork in develolinent activities that is based on 
discussion, negotiation and persuasion rather than on a hierarchical chain of 
command. At will continue to be slow, but az it builds comdi ent in the field, 
it is likely to produce more effective results than the authoritative approach. 
It will be frustrating, with continual incorporation of new team members required 
due to shifts of personnel, much less of a problem that in Phase I, but still a 
reality. Hwever, it appears to fit well the direction the GON envisages for 
rural development organization (as per the Zinder Conference) and it offers whqt 
Nigeriens and others point out is the only example of progress in solving the 
intra-organizational problems faced by all productivity projects in Niger making 
many see it as a promising model for other projects, with some strengthening of 
staff and administration, the system should be operating effectively in Niamey 
Department and may well be in initial stages elsewhere by the end of the projecto 

Recommendations 

W, 38 - That every effort be made to assign Nigerien counterparts to the 
expatriate advisors as soon as possible ( immediately in the case of applied 
research), and that in any case; Rigeriens qualified to take over the projuct 
units destined to be retained after technical assistance termination should 
be assigned to the units a full agricultural season before the departure of 
the expatriates. 

MD. 39 - That the team-building, consensus development approach u eiisuring 
coordination be continued and fully supported by AID and the GON, 

MS. 40 - That the units of the NDD that have not already done so, prepare 
workplas for 1983, and regularly submit quarterly detailed plans and reports 
relating activities to plans, as is prescribed for the field personnel. 

iv. 41 - That the 1983 (and subsequent) workplan of each unit include and 
explain what and whea short-term assistance (e.g. consultants, trainers) is 
needed during the year, and that each quarterly report/workplan indicate the 
same for six months immediately ahead, and likely req±irements during the 
three months after that. 
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NO. 42 - Mlat clear guideliLes, forms and procedures be established for the 

identification, recruitment and supervision of short-term consultants/train­
ers to minimize the administrative burden of increasing the use of such per­

sonnel, and to facilitate timely recruitment. 



IV Individual Evaluation Reports
 

B. Theresa A. Ware, Social Scientist
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ACRONYMS AND ABBREVIATIONS
 

AFN 	 Association des Femmes Nigerienne.
 

CNCA 	 Caisse Nationale de Credit Agricole
 
(National Agriculture Credit Bank)
 

CPT Centre de Perfectionement Technique
 
(Farmer Couple Training Center)
 

GON 	 Government of Niger.
 

INRAN 	 Institut National de Recherche Agronomique du Niger.
 

(National Agriculture Research Institute).
 

MDR Ministere du Devloppement Rurri.
 
(Ministry of Rural Development.)
 

MP Ministere du Plan.
 
(Ministry of Plan)
 

NDD 	 Niamey Department Development
 

UNCC Union Nigerienne de Credit et de Cooperation.
 

(National Credit and Cooperative Union).
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1. INTRODUCTION
 

The purpose of this report is to review the impact of the
 
project at the village level and make recommendations concerning
 
the modification of project inputs so as to make more likely the
 
attainment of project objectives, especially the impact of tar­
geted populations.
 

The Niamey Department Development II (NDD II) Project is
 
the second aase of a long range program of rural development
 
in the Niamey Department of western Niger. The project attempts
 
to transfer agricultural techniques which will create the
 
conditions necessary to increase farmers' capacity for greater
 
food production and to support the establishment of local
 
organizations through which a wide range of development services
 
are available for villages. The project has implemented acti­
vities at seven farmer couple training centers (CPTs) at which
 
twenty farm couples each acquire new agricultural techniques
 
every year and out of which an extension and follow-up system is
 
being established. Emphasis is placed upon the extension of an
 
improved agricultural package, including the introduction of
 
animal traction equipment and chemical fertillzer, and the
 
efficient distribution of the required inputs to the farmers in
 

the project zone.
 

Under Phase I the project operated in portions of three
 
arrondissements, Ouallam, Filingue, and Niamey. The project zone*
 
for Phase II includes portions of four arrondissements within
 
the Niamey Department: Ouallam and Filingue south of 14'30"south
 
latitude, Niamey arrondissement north of a boundary 5 kilometers
 
from the Niger river and a small portion cf Say.
 

The ethnic composition of project zones within the Niamey
 
and Ouallam arrondissements is predominantly Zarma. Say is also
 
basically Zarma and Filingue is predominantly Hausa, but has
 
settlements of Kurfeyawa, Arawa, Peul, Zarma, and Touareg. Other
 
ethnic groups are also found in the Niamey and Ouallam arrondisse­
ments. Some sedentary und semi-sedentary Peul are located in the
 
southern portions of the Niamey arrondissement, and slightly
 
southwest to the north of Ouallam, Hlausa and Arawa groups have
 
settled. These are all primarily small farmers. This ethnic
 
diversity means that not all these small farmers farm in the same
 
manner, so the project needs to know something about the farming
 
practices among these diverse grGups in the four arrondissements
 
if it is to be able to provide a technical. package attractive
 
enough to farmers to warrant their acceptance and utilization
 
of the package.
 

* See the Project Paper Social Analyses for more in-depth 

descriptions of the project zone and the ethnic composition
 
of the zone.
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It has been recommended in the evaluation report that the
 

project, with direct collaboration with INRAN, conduct farm
 

systems research. The 1983 "Adoption Survey" should provide some
 
data on farm holdings. In the meanwhile, the Stier analysis
 

(1979:10) of the Agricultural SLatistics Service data gives us some 
idea of the amour.c of land farmers are cultivating in the project
 
zone. Her data suggests that land holdings in project areas may 
be much smaller than the 4 hectares indicated in national 
statistical averages (USAID/Niger 1980:2). 

Cultivated Area Per Exploitation, by Arrondissement 1979
 

Less 1 ha 2 ha 3 ha 4 ha 5 ha 6 ha
 
than
 
1 ha -1.99 -2.99 -3.99 -4.99 -5.99 -6.99
 

Niamey 11.6% 20.7% 24.0% 9.9% 8.3% 8.3% 4.9%
 

Ouallam 35.9% 22.1% 13.0% 6.9% 7.6% 4.6% 2.3%
 

Filingue 15.7% 26.1% 17.2% 12.7% 7.5% 3.7% 3.0%
 

7 ha 8 ha 9 ha 10 ha 11 ha 12 ha 13 ha Total
 
-7.99 -8.99 -9.99 -10.99 -11.99 -12.99 -13.q9
 

Niamey 4.1% 2.5% 1.7% 0.8% 1.7% 0 1.6% 100%
 

Ouallam 0 2.3% 1.5% 1.5% 0.8% 0.8% 0.8% 100%
 

Filingue 4.4% 3.0% 0.7% 0.7% 1.4% 0.7% 3.0% 100%
 

From F. Stier, Project Paper, Volume II, p. 10.
 

The proportion of exploitation in each hectare category
 

indicates that there is an overwhelmingly large percentage of
 

very small farms in the project zone. CPT trainees for the 1983
 

season are selected from among farmers cultivating between 4
 

and 5 hectares.
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2. SYSTEM OF TECHNICAL SERVICE DELIVERY*
 

This system output has two components: the CPTs and the
 

technical services under the Ministry of Rural Development, Ministry
 
of Plan, and the UNCC. Thie critical training function of the CPTs
 

is very dependent on the delivery of support services by these
 
technical organizational units. The Sargent et al. study of animal
 

traction in the Sahel points out that:
 

Lack of adequate support services appears
 
to be a major cause of low benefits to
 
farmers and low adaptation rates in pro­

jects, If any one of the critical services
 
breaks down, the entire chain of production
 

is broken down and farm profitability is
 

seriously compromised The inadequacy of 
these support servics is well documented
 
in the 27 projects analyzed. (Sargent et al.,
 
1980:73-74).
 

The project has no parallel technical services staff, thus the
 

CPTs depend on the technical services of the above mentioned
 

structures for delivery of training. This delivery has been
 

intermittent, inconsistent, poorly coordinated, and poorly commu­
nicated. This lack of adequate support services was an agenda
 
item at Lossa I held in March 1982, which elicited a commitment
 

to provide better services to the CPTs during the 1982 agri­

cultural season. The problem of poor communication, and trans­
mission of course material will be addressed early this year
 

through training workshops in group dynamics and interpersonal
 
skills. The project is devoting a great deal of attention to
 

the problem of coordinating the activities of the various services
 

and establishing a collaborative team effort and approach to
 

servicing the centers. Discussions with department and arrondisse­

ment level technical personnel during the TLossa II workshop in
 
January 1983 indicated a renewed conm,itment on their parts to 
pro':iding quality service to the centers in 1983. Technical staff 

me: before the opening of the centers in 1982 for the purpose of 
program planning and will convene again in February 1983 to lay
 

out the 1983 plan. Directors from the three new centers due to
 
open in April will also attend the February session where they will
 

have the benefit of the experience of the present directors.
 

This organizational approach of joint planning and team effort
 

allows all involved to benefit from the experiences of colleagues
 

from the various centers and to share problems, decisions taken
 

to solve them, and ideas on how to improve the process of col­

laboration in the delivery of services to the centers.
 

* Under the Scope of Work document Technical Inputs and 

Agricultural Inputs the questions are the same. 
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The CPT Centers
 

In 1982 four new CPTs became operational, bringing the
 
total to seven (three CPTs were operational under Phase I). Three
 
additional CPTs are scheduled to open in April 1983. Each CPT is
 
operating at maximum capacity, graduating 20 couples per year.
 
A total of 60 couples were gradudted in 1981, 140 in 1982 and 200
 
will graduate in 1983. The cumulative total of CPT graduates under
 
Phase I and Phase II is 290 (there are 90 graduates from Phase I).
 
The selection of candidates for training and the quality of
 
training figure among the most important factors. The staff
 
situation at the CPTs will be strengthened this year with the
 
assignment of two PCV couples and two other male PCVs at four of
 
the ten centers (the total number of centers with a female PCV
 
will be three, the two new ones and the present one assigned
 
to Boula). Recruitment is currently under way for Nigerien male
 
and female follow-up agents to be placed in each center.
 

Impact of the Project on CPT Trainees
 

The impact of project activities at the centers on
 
returned CPT trainees can be measured by the utilization rate and
 
acceptance level of the technical package. The acceptance level
 
is a function of several social, economic, and environmental/
 
climatic fartors, all of which are interrelated. The economic
 
and environmental/climatic factors are addressed by Dr.Barnett
 
in his analysis of the appropriateness technical package. This
 
section will address some major social factors; namely, the
 
selection process for trainee candidates; land tenure constraints;
 
the quality of training received at the centers, and active
 
follow-up of trainees when they leave the centers.
 

Selection Process for Trainee Candidates
 

Phase II has benefitted from the lesson learned from
 
Phase I that poor selection procedures resulted in trainees
 
who had litt'e or no cutmltment to farming or to learning new
 
farming techniques. During discussions with village leaders
 
in Guessi we were informed that during the beginning years of
 
the project, village cooperatives often selected the n'er do wells
 
as candidates for the centers because the (cooperative leaders)
 
did not fully understand the purpose of the (PTs, thus saw no
 
reason to send off a productive member of the comunity. Selec­
tion procedures and criteria at least from the project end, were
 
revised in 1982 and formally committed to pape" as "Informations
 
sur les CPT Destines aux Stagiaires et aux Villages qui les ont
 
Choisis" (see Annex 1). Included in the "fich.- de recrutement"
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for 1982 are specific instructions concerning the role of women
 

in the center,. Using this document as a guide, technical services
 

teams made visits to villages; informing village leaders of the
 

purpose of the training at the centers and the importance of
 

selecting responsible farmers capable, not only of learning the
 

techniques, but also of communicating and transmitting this
 

learning to their neighbors. The selection process for 1983 is
 

basically the same, but the "fiche de recrutement" has been
 

radically revised to include not only more highlighting of acti­
vities for women, but land tenure issues as we'.
 

Selection criteria from the cooperative end Df the process
 

is not known. It is not clear how candidates are selected for
 

participation in the Ltaining program. To "urther refine the
 

selection and recruitment process, the proiect should have some
 

knowledge of how candidates are selected by their cooperative ard
 

the criteria used in the selection p-ocess. This criteria has
 

significant implications for the spread effect of the techniaues
 
especially in cases where the candidate has no authority over the
 

land he cultivates. The question was posed during the field
 

visit to the two Ouallam arrondissement villages, but the response
 

was that there are no criteria for selection by those cooperatives.
 
We suspect that this is not the case, but certainly could not
 

verify this during a short field visit, It is an issue which
 

should receive more focused attention as data on village level
 

organizations is collected this year.
 

A criteria for selection should be that the trainee have
 

authority over the land allocated to him for cultivation. The
 
1983 "fiche de recrutement" takes note of the need to ensure that
 

the trainee has, first of all, at least 4-5 hectares at his dis­

posal and secondly, that senior members of the agricultural
 
production unit of which the trainee is a part, agree to grant t e
 

trainee permission to apply the technical package as recommended
 

1 In Part I of the Social Analysis in the Project Paper Annex, 
Painter points out that "collective fields are managed by the 

windi koy, head of household--but more to the point, this indivi­

dual (a male) is the head of an agricultural production unit--as 

collective patrimony, often linked to the founder of a given 

village or hamlet, i.e., the first person to effectively use the 

lands in question. These collectively-owned fields, managed by 

the eldest male in the line, are worked by all productive members 

as directed by him. Production relations of this kind have been 

characterized as "dependent" goo bande, junior members are "behind" 

the authority of the senior member. In the case of CFJA trainees, 
difficulties continue to be encountered once they return home and 

attempt to apply the new techniques on fields owned and managed by 

their fathers.. .Given their lack of authority within the production 

unit (i.e., their relation of dependence---goo balde), they occa­

sionnally discover that they are not permitted to use the equipment 

(Pradier 1979a:41-42: 1979b; 1980a:10) (Painter 1980: 7-8).
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Attention to this problem this year is a lesson learned from Phase I 

in which it was reported that "eight of the twenty trainees cur­
rently enrolled at, the Fondou Mayaki CPT will return home to culti­

vate fields controlled by their fathers" (Painter 1980:15). 

Tile project whould have systematic data collected on land
 

tenure issues and constraints to ensure that learned techniques
 

will be, not anly applied, but will be spread through demonstra­

tion of the techniques by the trainees to neighboring farmers.
 

The issue of land holdings is also addressed in the 1983 

"fiche de recrutement" under the phrase that the trainee should 

have at his disposal at least 4-5 hertares of land. The Sargent 
et al. study suggests that 4 hectares is about the minimum size 

for a profitable adoption in ox-drawn equipment and the minimum 

size for donkey traction would be app ,.nately 3 hectares. 

Table I from the Part II social analysis by F. Stier shows the 

estimates percentage of farms that fall below the minimum for 

profitable adoption of donkey and ox-drawn traction. 

Percent of farms with cultivated areas below minimum for 
profitable adoption of donkey arid ox-tractio. - estimated 

from 1979 survey data of NDD project zone. 

Arrondissement 	 % farms with cultivated % farms with cultivated
 
area less than 3.00 ha. area less than 4.6 ha.
 

Niamey 	 56.3 % 71.2 % 

Ouallam 	 71.0 % 82.5 %
 

Filingue 	 59.0 % 76.2 %
 

From P. Stier, Project Paper Annex, p.12.
 

Quality of Training at the Centers
 

The quality of train ig at the centers depends on the
 

involvement of the technical services personnel in the training
 

program. The joint planning and team building process set in
 

motion at Lossa I in March 1982 and further refined with the Jan­

uary 1983 planning workshop and Lossa II are positive indicators
 

of expected involvement of technical services personnel for 1983.
 

Field pcrsonnel are directly and very actively involved in
 

decisions that have to be made concerning the program and planning
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for the year. NDD Is provLding technfr.il :idvlsory assistance 
in the area of training for technical services personnel.
 

Follow-up of Trainees
 

One of the areas of neglect In the project has bcen the
 

follow-up of returned CPT trainees which is crucial -o the ie­

inforcement ot what they have Learned in the centers and 

assistance in applic,.f.ion of what they have learned once they 

are back hone in tbe~r villages. For example, during an inter­

view at Tolkobaye Foridobou with one of the women 1982 graduates, 

we were informed that she fully Intended to demonstrate the
 

construction and use of the imptoved cookstove to her neighbors 

after she has successfully con'rciucted one in her own comDound. 

She had already completcd thrr:e tral rns resulting each time 

in breakage in the construction when the stove was fired. 

This problem has been reco;nizA, by NDD and will be addressed 

during follow-up this year with advise from the project's
 

women's participation unit.
 

Eight male and twelve female follow-up agents are being
 

recruited for the 1983 season. Their job will be one of
 

technical assistance and support, rather than to monitor whether
 

or not the trainees are using the techniques learned at the CPT
 

centers. It is very much recognized by the project staff thac
 

these follow-up agents will need training for their jobs. A
 

training program is planned for one week with all CPT staff in
 

February and a longer program of one month ib planned at a later
 

date for the follow-up agents. The problem of follow-up was
 

discussed in some detail at the Lossa workshop in early January 

1983. Training will emphasize communications and interpersonal
 

skills in transferring technical information and applications.
 

It will be conducted in both a classroom and "hands on"
 

techniques.
 

The extent to which former CPT trainees are utilizing the
 
technical package is indicated in the following tables, the
 
first of which is from the report of Dr. Roberts, and the second,
 
from the project files.
 

http:technfr.il
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TABLE II
 

PERCENT OF CPT GRADUATES USING
 

0, 1-2, 3-12, 6-12 TECHNIQUES
 
IN 1982
 

Year at CPT 	 Number Number of techniques used
 

Trainees 0 1-2 3-12 6-12
 

23 % 27 % 23 	%1979 	 30 50 % 


25 % 65 	% 47 %
1980 60 	 10 % 


60 20 % 	 18 % 62 % 43 %
1981 


1979 - 1981 150 28 % 16 § 56 % 41%
 

From R. Roberts, Evaluation Report (1983:
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The data from Table III are accompanied by no descriptive
analysis of why these trainees adopted certair techniques and not
others; why certain field or portions of fields were cultivated

under the new techniques; the point in the fallow cycle these
fields were when cultivated under the new techniques (which may,
for example, affect the use or non-use of fertilizer); and the
stability of individual tenure. 
 Small farmers may be reluctant
to increase investments in borrowed plots unless they have some
assurance that they will retain access 
to the plot for more than
 one agricultural season (Painter 1980:8).
 

Plans are underway to conduct an Adoption Survey which will
address these and many other questions, including questions on
land tenure issues, with particular attention to women's plots.
 

The Technical Package and Applied Research
 

Research on the technical package cannot be expected to
come up with a more attractive package for farmers unless greater
emphasis is placed on the micro-economics of the package with
trials conducted under conditions as close to 
those of normal
farm conditions as possible. 
The package should be tested under
different climatic and soil conditions, household labor availa­
bility, and land holdings size.
 

The CPTs should conduct experiments in alternative sets
of farming techniques; the absence of ox-drawn equipment as ene
possibility and the use of the crop inputs package (seed,
fertilizer, planting density, and insecticides) without any
animal traction as 
another possibility for all farmers.
 

The NDD Adoption Survey will provide some insights into
why some recommended practices are adopted and others are not,
but what is really needed is experimentation with the package
at the farm level which cannot be done without an understanding
of farming systems and the critical constraints to increased
production in the project zone 
(See Dr. Barnett's report for
a discussion of critical constraints to increased r-oduction
 
in the project zone).
 

There should be collaboration between the M/E Unit and
the Applied Research Unit on the crcss-fertilization of ideas
concerning the methodology and implementation design of the
upcoming Adoption Survey and the recommended farm systems
research. Research conducted at the farm level should be carrJld
out with the direct involvement of INRAN because findings and
recommendations concerning the package must have GON approval
through the INRAN research station. 
This would require the
identif.cation of INRAN staff people for direct involvement in
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the research. The Applied Research Specialist pointed out that
 
she would need at least one agronomic cnaineer, preferably with a
 
Master's degree or equivalent, to work full-time with her on a
 
farm systems research study.
 

Spread Effect of the Technical Package
 

NDD staff field reports indicate that there is some spread
 
effect of the package among non-CPT villagers. In Ichtiguine,
 
for example, preliminary data estimate that 85% of the farmers
 
use fertilizer, fungicides, and carts as a result of particIoating
 
in demonstrations by returned CPT trainees.
 

'.he "open door" program, started first in the Maradi pro­
ductixity project, is another channel for introducing farmers
 
to tL! training and production results taking place in the centers.
 
Village chiefs of rrainees, cooperative presidents and relatives
 
were invited to spend one day and night at the centers during
 
which time the trainees explained and demonstrated the new tech­
niques and skills they were learning.
 

According to comments we heard during the Ouallam field trip,
 
invitees were very favorably impressed, especially villageis.
 
Village leaders with whom we talked during the field visit
 

stated that they were quite impressed by the height of millet
 
on CPT fields compared to theirs. CPT directors ard arrondisse­
ment technical services personnel also expressed satisfaction
 
with the program and spoke optimistically about plans for the
 

1983 "open door" program.
 

These same field reports also reveal a numbier of cases in
 
which neither village leaders nor villagers we7 e aware of the
 
new farming techniques applied by returned CPT trainees. The
 
most important reason for this almost non-existent impact is the
 
lack of effective follow-up of the trainees mnce they have re­
turned to their villages. It was highlighted at the Zinder
 
conference that all productivity projects share in common the
 
problem of inadequate follow-up. NDD is addressing this problem
 

this year by recruiting and training 12 female and 8 male
 
follow-up agents as technical support extension to returned
 
CTP trainees.
 

RECOMMENDATIONS
 

No: 1. That NDD maintain constant comunications with the 
Monitoring/Evaluation Unit of the Ministry of Rural Development 
of Rural Development concerning the assignment of at least one 
agronomic engineer, preferably, with a Master's degree or 
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equivalent, to work full-time with the NDD Applied Research Unit.
 
This person should be assigned before the 1983 agricultural season.
 

No: 2. That a farm systems research study be designed and carried
 
out in the project zone to determine 1) current agricultural practices,
 
2) farm size and household size, 3) available agricultural labor in
 
the household, 4) crops planted, and 5) farmer attitudes concerning
 
agricultural practices and the adoption of new techniques.
 

No: 3. That the CPTs carry out experiments in alternative sets
 
of cultivation techniques; without ox-drawn equipment as one
 
possibility and the use of the crop inputs package (seed, ferti­
lizer, planting density, and insecticides) without any animal
 
traction, as another possibility.
 

No: 4. That INRAN assume full responsibility for applied research
 
in the project zone within the next two years. 
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3. LOCAL-LEVEL VILLAGE ORGANIZATIONS
 

The local level village organizations which the project 

wishes to impact are the cooperative ani the Groupement 

Mutualiste (CM). The cooperative proram in Niger was estab­

lished in 1955 under the 1955 cooperatix, Decr-e. By 1965, there 

were perhaps 30 cooperatives and 100 viliage mutual groups in 

existence. In 1966, a "new system" of cooperatives was estab­

lished with the objective of expanding the movement and better
 

adapting the cooperative to traditional structures. The "new
 

system" was based on villages rather than iodividuals joining,
 

with a village collectively deciding at a meeting whether to
 

form a cooperative mutual group. Althoqh this "new system''
 

dates back to 1066, ,.ooneratives in the prooct are very
zone 

1977 and more than Laif of the currentnew, the oldest dates from 

number date from 1978. The relative ncwness of t:heir exiscence 
fledgling and fragile viability.accounts, in part, for their 

Painter, however, makes the point that "their accual functious-­

whatever the eiolving expectations entertained by the CON about 

their future as the basis for Societes de l)eveloppoment -- are 

limited to those of cooperat ives througlhout Niger: marketing 

and credit diffusion. in the past, modest profit margins 

afforded cooperatives by CON (UNCC) on the basis of their 

cashcrop and/or staple crop marketing acLivities furnished the 

basis for cooperative capital accumulation which, in theory, 

could be invested in a variety of locally-defined "development" 

activities. In practice, cooperatives have not been accorded 

much autonomy in this area" (1980:18). They are generally not 

owe their existence rather to governmentfarmer initiated, but 


planning priorities.
 

In 1982, there were 99 cooperatives in the project zone
 

and 104 in 1983. The cooperative consists of 5-10 villages,
 

each of which has a GM composed of heads of households in the
 

village.
 

The motor force for cooperative development is credit
 

diffusion of materials, especially carts. For all practical
 

the absence of coop­purposes, the absence of credit means 


eraLives, thus, the viability of cooperatives is a function of
 

the presence of credit.
 

The extens ion of c'redit s'ets In motion a chain of Inter­

the UNCC forns must beactions between cooperatlve membein and 


filled out and payments coll eted which creates activity pro­

viding the opportunity for d ia logue between cooperative members 

and UNCC representatLves.
 

coop-
Field visit diseussions In buallam Indicate that 


erative mpbers view the tNCC as time conduit between them and
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access to credit and attendant administrative tasks. The
 
credit is something brought to them and available to them
 
only as a member rather than as an individual (individuals 
borrow, but always in the name of the cooperative). What 
seemed to be clear during the disctussions was the absence 
of any actionn, at this point to assume deciton-making and 
management control. (lhis does not represent a lack of astute­
ness; we were told of cooperative leaders who think they could 
get lower prices on inputL; If they cotu ld do the buying on the 
open market, instead of having to go through the UNCC). 

Interviews with village leaders during the field visit 
revealed a very low level of understanding of the concept, 
putpose, and fu,:ion of a cooperative by villagers. The 
Union ';igerienne de Credit et de Cooperation (UNCC) is respon­
sible for pronting , variety of cooperative training programs 
in the project zone .nd conducts training programs at different 
times during the year which are designed specifically for 
elected cooperative officials. These training programs are 
conducted by ,.CC agents (department and arrondissement 
delegates and field agentsu, often with assistance from Anima­
tion Rur,,e and occasionallv from Nation:l i. teracy). M1terials 
are developed by 'NCC',, National training office with financial 
assista'nce from Danish AIi ;i:Dd the International Khbor Office. 

The increase in the number of coop ratives In the pro­
ject zone has substantially increased the training load of INCC 
staff. A week of tralning (newly elected GM and cooperative 
officials are trained at cooperative seat villages for four 
to sevenl days) pi ,.; one to two days of a refresher session (to
teinfoce ac.quired knowledge of cooperative principles) each 
year is insufflclvnt for a thorough introduction and explana­
tion of cooperative principles. The limited capacity of UNCC 
to effectively train and follow-up its training in all coop­
eratives within the same t ime frame is recognized by the pro­
ject as an impossible task. The Project has financed such 
training in one case, but considers it relatively Ineffective 
(and, as noted earlier, did not exercise any quality control,
 
over the UNC(: training It financed). 

Project activities at the CPT centers are providing the 
cooperatives an opportunity to Influence the use of resources 
in attempts to increase production. They are, for example, to 
assume responsibility for the selection of CPT trainees; they 
are invited to participate in the open-house activities at the 
centers; and the materials for CPT trainco, is to be delivered 
to them through the cooperatives, allowing the cooperative 
leaders to know exactl y whtat the trainee has received. This 
involvement with the training and equipment investment in the 
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CPT trainee passef, on to the cooperative the responsibility
 

for ensuring accountability fr:om the trainee to 
the cooperative
 

members.
 

The Credit and Inputs Advisor informed us th, . in the
 

early years of the project there were instances 
in which the
 

homes of CPT trainees,
materials were delivered directly to the 


in effect, bypassing the cooperative. Cooperative leaders had
 

no idea what the member had really received, 
but were obliged
 

ign for the credit extended to that trainee. This type of
 
to 

situation has resulted in behavior by the 

trainee which indi­

cated he perceived the credit relationship to be between him
 

and the UNCC rather than between! him and 
the cooperative. As
 

dynamics of 
coopereLives become more and more involved 

in the 

recruitment and selection of trainees for the CUs and parti­

cipate in the open-house activities, they should be able to
 

use of C T graduates.
make more effective 

ary role beinog played
We have found no indication of 


thus far by returned CIPT trainees In cooperatives. Among the
 

the viability of the
 
factors that influence the situation are 

receiving cooperative and the quality of cooperative training
 

presente" in the CPT. Cooperative related training in the
 

CPTs hl.s been based on indirect involvement by UNCC taking the
 

form of cooperative training content in 
CPT literacy classes
 

rather than training programs staffed by 
UNCC personnel. Coop­

erative training materials-teaching have been supplied to CPT
 

literacy instructors who use them in conjunction 
with other
 

Service.
 
teaching aids available from the National Literacy 


t1his training has been
 
The direct project contribution to 


two brochures prepared through close collabora­the financi:,o of 

personnel and made available in
 tion between litena.y .UNCC 


There is little project data on the
 
literacy centers and (;lTs. 


quality of cooperative training and orJentation 
provided by
 

limited interviews with
 
literacy instructors in the CP1s, but 


trainees concerning their understanding 
of
 

returned CI'T 

cooperatives and their perceived role 

as a mnmber seem to in­

in cooperativeimprovementsdicate a substantial need for 
CPTs which will require morein Thetraining currently provided 


brochures and pamphlets.
 

little progress to date to strengthen
The project has made 


cooperative capabilities in self-management. In this sense,
 

a key part of the project has been neglected. 
NDD is very aware
 

of this critical area of neglect and has acted on this problem 

area. Village ).evcl organizations were the principal 
theme at 

the Lossa planning seminar in January 1983 at which time the 

laid for a strategy to assist in the process of
 
ground-work was 
 the cooperative level.
 
developing a self-management capability 

at 
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The project has realistically scaled down its target from some
50-60 Village level units (CMs) to the more manageable number
of 12-24. A methodological approach noted earlier in the
text has been designed for conducting village level inquiries.
The village level inquiries scheduled to 
get under way in mid­1983 will go a long way in providing preliminary information on
village needs, priorities, history, attlt,,des concerning the
future, social organization, infrastructure, etc., 
but a much
more fundamental issue must 
be addressed before the project
becomes too 
involved in activities at 
the village level. 
 The
project must address the issue of whether or not 
thc GM
structure 
is an appropriate organizational base for local
level self-development. 
The 1976 analysis of the social sound­ness 
of the Niamey Regional Productivity Project designed by

Charlick suggests that:
 

There is strong reason to believe that the
 
obligatory GM structure is 
an inappropriate

organizational base 
for local-level society,

particularly in the project area: 
 Pre­
liminary research findings indicate that no
traditional base for village wide coopera­
tion exists in Zarma society, and that the
imposition of such an 
organizational structure
 
could have negative consequences for a

significant portion of the population and
 
for the viability of existing village
 
organization. (Charlick 1976:2)
 

Painter (1980:17) makes reference to 
this issue in the Project
Paper and does point out 
that it will require "long-term"
research on indigenous forms and 
nrocesses of cooperation in
project zones 
and their relation to 
introduced cooperative

structures", but 
seems 
to dismiss the issue in stating that
"there is no a
Prori reason on ethnographic or 'pGlitical'
grounds alone to suspect that the 
'fit' * 
will be poor". (ibid.)
 

There is very definitely a project need to 
look very
closely at 
this issue, using a short-term consultant to 
con­duct a study of the viability of local 
level organizations and
alternative structures and organizational units with the poten­tial for developing a capability for self-management. 
 NDD staff
 

• 
The 'fit' referred to here is between traditional social
 
structures and cooperative programs.
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is aware of the need to obtain data on organizational
 

structures at the village level and in this particular case,
 

pointed out that there should be a follow-up to the Charlick
 

study. This follow-up should revolve around the issue raised
 

by Charlick and should be conducted during 1983.
 

In the meantime, implementation of the preliminary
 

village inquiries based on the methodological approach set
 

iorth in the "Appui aux Organisations" document will requiL
 

the full mobilization of the arrondissement coordinators and
 

their field staffs. The NDD Training Unit acknowledges that
 

some fairly in-depth training will be required of these tech­

nical services personnel before they are ready to go out to
 

villages and elicit the desired responses. These technical
 

services personnel will need training in the skills and tech­

niques required to communicate the need for joint collabora­

tion betw2en the villagers and the project. In other words,
 

merely reciting project objectives without carefully eliciting
 

from them why and for what reason the project could be of
 

interest to them will simply not capture the attention of
 

busy farmers. The Training Unit Specialist responed to an
 

evaluation team discussion with him concerning projected
 

personnel needs to accomplish the tasks ahead of him this
 

year by drawing up a list of short-term needs in personnel
 

in which he suggested both expatriate and African persons or
 

organizations with the technical capability to provide assist­

ance for specific training tasks.
 

The implementation of this strategy could probably
 

benefit from the experiences of other project., .n the country
 

which have become involved in village level development.
 
some
During an interview in Niamey we were informed that 


implementation activities designed to identify how villagers
 

perceived their participation in new activities have been
 

carried out and carerully documented in a small project
 
one other
financed by the World Bank at Bouza, Tera, and 


location in Niger. We were tol,; that detailed reports were
 

in preparation. The NDD Training Unit should obtain the
 

documentation on the World Bank financed village level
 

organization development activities in Bouza, Tera, and the
 

third location to determine the relevance for training 

workshops based on this documentation. The "case study" 

teaching techniques may be appropriate for the training work­

shops. 

Project and Village Level Orpanzationa! Units at End of
 

Project Inputs
 

What will project and village level organizational units
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be at the end of project inputs? It is precisely within the
 

context of having villagers articulate their perceptions of how
 

they see themselves in relation to the project that the project 

should be able to address the question of what it realisti­

cally expects to leave on the ground at the termination of 
project inputs. At the end of project life what specific func­

tions should the village level organizations be capable of 

assuming and sustaining? What are the CPTs supposed to evolve
 

into at the end of the project and what will be the role of the
 

cooperatives? "Tcsequestions are raised within the broader
 

context of the projecL logical framework by Dr. Roberts in his 

discussion of the End of Project Status (see page 34-35 of his 

report). A question along the lines of changes and modifi­

cations in organizational units and functions was raised by 

the Project Director during the team's debriefing, but more 

from the perspective of administrative and technical units than 

from that of village level organizations. A discussion of end 

of project expectations for all organizational units involved 

in the project (administrative, technical, village level) took 

place during the team's debriefing with the M/E Unit of the 

Ministry of Rural Development. The response concerning the 

role and function of village level organizations at the end of 

project inputs was not as clearly focused as desired. 

It seems that a focus on this issue has not yet crystal­

lized at the USAID and CON decision-making levels. Both the
 

GON and USAID should clearly articulate what organizational
 

units and functions will be in place when the project ends and
 

the relationship between these units and functions. This will
 

involve in-depth assessments of village level capabilities,
 

the relationship between cooperatives and CPTs, the cipability
 

of technical services to effectively deliver training and
 

agricultural inputs, and the economic capability of the CON
 

to continue to support its technical service field personnel
 

and create economic incentives for farmers to increase their
 

production. USAID and the CON should undertake this assess­

ment in early 1984 to coincide with the assessment and review
 

of the viability of the credit program. A short-term consultant
 

in Institutional Development Analysis should be contacted to
 

carry out this assessment. The terms of reference for the
 

assessment should be jointly drawn up during the latter part
 

of 1983 by the CON and USAID. CON participation and input will
 

be of critical importance.
 

RECOMMENDAT IONS 

Not 5. That NDD commission a 1983 follow-up study to the 1976 

Charlick study to be designed around the issue of the appropriate­

ness of the GM structure as a viable base for village level 

cooperative development. 
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inquiries

No: 6. That tile f:,ndings of the 1983 village level 


to be implemented usir_- the methodological approach set forth
 

in the "Appui aux Organisations" document becume the basis 
for
 

designing the follow-up study to the Charlick study.
 

That the Training Unit obtain the documentation on
No: 7. 

the World Bank financed village level organization development
 

activities in Bouza, Tera, and the third location to determine
 

the relevance for training workshops based on this documenta­

tion.
 

That the CON and USAID clearly articulate what organi-
No: 8. 

be in place when the project
zational units and functions will 


ends and the relationship between these units and 
functions.
 

That an assessment of institutional capability of
No: 9. 

CP'Fs, Ministryvillage level organizations, cooperatives, 


of CON economic pol icy on

technical services and the impact 


farmers be undertaken by a short-term Institutional Develop­

ment consultant in 1984.
 

That GON participation and input be a requirement for
 

drawing up the terms of reference for this assessment study.
 
No:l0. 
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4. SYSTEM OF CREDIT DEI.IVERY
 

A key component in the achievement of the project's
 
sector goal is the existenc, of a credit program which has
 
a sound fiscal and management capability. One of the sector
 
goals of the project is the achievement of food self­
sufficiency which implies an increase in crop yields. The
 
Project Paper points out that increasing crop yields will
 
depend on promoting the adoption of the technical package.
 
There seem to be few alternatives tc making this technical
 
package available to farmers except through a credit and
 
inputs supply program.
 

The credit program was created during Phase I to provide 
credit for procurement of inputs needed to makc seasonal 
short-term in-kind loans for agricultural inputs such as ferti­
lizer and insecticides. The GON terminated this component 
of the credit program in 1930. Medium-term loans to purchase
 
animal traction package3 which "normally Include two oxen 
(about 100,000 FCFA for the pair), an ox-cart (77,000), Basic 
plow/weeder (Bati de Base), frame (6,000), and a 5-Tooth Weeder 
(6,000) for a total amount of around 190,000 FCFA"(Stickley 1983:3). 

Impact of Credit Program on Farmeri
 

The total number of loans made under Phase I and Phase II 
through December 31, 1982 was 247; 61% of which were to ex-CPT 
trainees and 35% to cooperatives. The total amount due from 
each arrondissement by December 31, 1982 was 66,392,225 FCFA. 
The total amount repaid was 18,682,569 FCFA. This is a total 
repayment rate of only 28%. As a result of such a low repay­
ment rate, the credit fund is now frozen which means that 1983 
CPT trainees must be selected from cooperatives with no more 
that a 10% default rate. 

In part, the high delinquency rate is attributjble to a 
poor understanding of the credit repaynent pro-edur,.!s. The 
NDD Credits and inputs Advisor explained that vi [],g-rs are 
quite aware of the credit program and its purpose, but do not 
understand the procedures involved in loan processing and 
repayment. They seem to understand that repayment of the loan 
is a responsibility which mtu;t b- fulfilled, but have not 
understood exactly how muc, they owe or when payments are due 
and collectible. Stickley points out, for example that "loans 
are made to farmers collectively through a siigle loan to a 
cooperative. If farmers appear voluntarily with money in 
their hands it is very difficult for the coliection agent to 
tell them specifically how much eL:h should pay as their part 
of the collective loan" (1983:9). lie goes on to conclude that 



- 75 ­

the result of shortcomings
"high delinquency rates are more 


in the performance of the lending institutions themselves
 

than from 	 the borrower" (ibid.) 

As noted in the Executive Summary, the debriefing of the
 

Agricultural Credit Advisor consultant who worked with 
the
 

NDD Credits and Inputs Advisor in reconciling the credit fund
 

account to its correct balance and the Credit Management con­

sultant who developed a new set of guidelines governing 
the
 

levels of the project, provided
management of credit at all 

Their


invaluable data 	for the preparation of This report. 

form the cure of changes needed to set the credit
recommendations 

concur 
program on a sound ficscal and management course. We 

support rcommend.t ions for 
in their conclusion ; aid the i r 

MarcI 1983.specific actions to be taken by 

that in 19)8C t ,e GON terminatedIt was also noted earlier 
crop inputs, namely, fertilizer,short-term credit for s;easonal 

inputs arc now avail­
insecticides, fungicides, and seed. These 

these inputs has decreased,
able only on a cash basis. The use of 

especially for fertilizer. An interes-tin1,g point, howevrr, is the 

large consumers of fertilizer throughout
fact that women 	 are 

During interviews in Ouallam with Jcenartment
the project zone. 

% of fertilizer 	users in 

heads, the UNCC 	 head estimated that 90 
The NDD Women's 	Participaticnl
the arrondissement are women. 


that women in the project zone have beEn
Advisor pointed out 

using fertilizer on their garden plots for several years
 

even before the start-up of the project.
 

The impact of the credit 	program at the village level
 

that although the project has
 can be illustrated by the fact 

outside the (CP"l's in any fertilizer use
 not involved women 


program made access to
activities, it has, through the creolit 

cost o the fertilizer is shared
fertilizer much 	 easier. The 

Why are women in the zone such large con­
by several women. 

sumers of fertilizers? It is surmised that they are often
 

plots,
allocated 	 nutrient-poor and exhausted sofl for their 
to make it more 	profitable.
thus are obliged to enrich the soil 


Unit
There is no project data 	on women's plots yet, but the M/E 

that the Adoption Survey 	 to be conducted
Specialist pointed out 

yield data on women's fields.

this April is designed to 


popular item in 	 the project zone, sellingCarts are 	 a very 
in Kolo (Kolo has more fertile soils, higherespecially well 


and is closer to Niamey markets than the other

rainfall, 

Tlhe ox and donkeyof Oaallam and FPlingue).arrondissements 
carts are 	the widely adopted items in the technical package.
 

maya source of nor-agricultural income and
They are seen as 

for household p!irposes. They serve asbe used year-round 
from hauling fees and sales from hauled commodi­revenue-earners 
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ties such as firewood, hay, and water. Not surprisingly,
 

these carts are the most popular part of the technical pack­

age in the NDD zone. The following table provides statis­

tical data on the purchase of ox and donkey carts for 1979
 

through 1980:
 

1979-1980 1981 Villages
 

Ox carts 230 180 	 Ouallam, Kolo
 
Filingue
 

Donkey carts 450 230 	 Same as above
 

RECOMMENDATIONS
 

No:11. That the recommendations of the consultants on
 

cooperative accounting and on credit management be adopted
 

and implemented in order for improved procedures to be
 

realized during the 1983 season.
 

No:12. That the type of training needed to implement changes
 

in the credit program be determined immediately, using short­

term consultant trainer inputs to accomplish the tasks.
 

No:13. That NDD assess the progress made in collecting loan
 

repayments which were due December 31, 1.982 In mid 1983 as
 

an indicator of the establishment of a sound credit Qvstern.
 

No:14. That the Credits and Inputs Unit develop a methodology
 

for determining the number of farmers, including women,
 

purchasing fertilizer and other inputs for cash in order to
 

determine who ib benefitting from the medium-term credit
 

program.
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5. SYSTEM TO INCREASE WOMEN'S ACCESS TO DEVELOPMENT ACTIVITIES
 

The extent to which the women's component of the project
 
has brought about increased responsiveness to women's issues by
 
the technical services of the Ministry of Rural Development and
 
other Ministries is first of all evidenced by the appointment
 
of a Nigerienne counterpart from the Animation Service to the
 
project. Another indicator of this responsiveness was the ques­
tions raised at Lossall concerning the role of women in the centers
 
and follow-up for them after they return to their villages.
 
Issuef affecting women's participation were also raised at Lossa I
 
and the planning workshop in January 1983. These are indications
 
of a heightened conscta'isness and increased responsiveness to
 
women brought about by specific project activities, Looking
 
beyond the project zone to the Ziuder conference, an increased
 
responsiveness to women's increased participation in economic 
activities was evident i.1 the recommendation that "woron's acti­

vities be reappraised and integrated into the cooperative
 
structures through special components." 

Thu Women's Participation Advisor pointed out that she
 

would like even more responsiveness to women's issues through
 

a collaboration with the Association cbs Femmes Nigeriennes (AFN) 

which would have to be approached through Promotion Feminine,
 

the mandated GON structure through which formal relationships
 
with women iust pass. A missing element in the achievement of
 
its goals is a broad based organizational structure through which
 
the Unit's legitimacy and credibility can be enhanced from the
 
national level all the way down to the village level. The Unit
 
has no organizational counterpart onto which it can graft itself
 
and through which it can launch its activities at the village
 
level.
 

The Project Paper points out that to achieve its goals, 
the women's component "will work with the Association des Femmes 

Nigeriennes." This is an important factor for project implementa­

tion because no functioning or viable women's groups exist in
 
most villages, but each village does have an elected representa­
tive of the AFN. Their active participation may be nil, but at 

the arrondissement level they could be a powerful lobby for the 
cause of women engaged in economic activities. The Unit's work 
plan and calendar for 1983 indicate a coordination and colla­
boration activity with the AFN. Discussions with the Advisor 

revealed the fact that she was moving ahead with planning an 

initial meeting with the AFN. She sagcested setting up a meeting 

with the NDD Unit and the USAID officer for women's issues as 

a first step; next, contacting the Promotion Feminine, and 

then working out a joint plan for collaborating with the AFN. 
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Principal Function of the Women's Unit
 

The principal function of the Women's Unit is to provide
 

advisory assistance in the delivery of training and follow-up
 

to women trainees it the following areas:
 

- intensive training in agriculture, 

including new techniques in millet
 
and sorghum cultivation as well as
 

in vegetable gardening;
 

- construction of improved cookstoves; 

- health and nutrition;
 

- literacy;
 

- sewing; and
 

- small ruminant and poultry raising
 

Start-Up of Unit
 

The start-up of the unit began with the recruitment of
 

a full-time advisor in 1981. Until that time the unit was
 

literally inactive. Thp advisor was able to move quickly in
 
establishing communication and dialogue with Promotion Feminine
 

and the Institute for Social Science Research (IRSH). Commu­

nications and dialogue with the Ministry of Plan resulted in 

the appointment of a Nigerienne counterpart from the Animation 

Service. 'ield trip rLports point out the key role played by 

this counterpart in the establishment of dialogue with women 

in the villages. This counterpart is currently in Upper Volta 

for short-term training, after which shL will return to the 

project. 

At the level of the CPTs, coordinated visits by Anima­

tion and Agricultural technical services were established.
 

Women had not been included in training at the centers before
 

the start-up of this unit. Thereafter, monthly visits by each
 

ciief medical officer to nealth centers near CPTs for health
 

check-ups and instruction were organized. Sewing lessons at
 

3 CPTs and 35 improved cookstoves in the 14 CPTs and in
 

,3urrounding villages were constructed. Ten moulins were
 

installed under Phase I and three are planned for installation
 

this year. In this connection it should be mentioned that
 

field inquiries were conducted by the Advisor in late 1981
 

and observations and preliminary findings indicated the need
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for two studies. One was "Evaluation de l'Implantation des
 

Moulins a Grains dans le Departement de Niamey," completed in
 

May 1982 and "The Socioeconomy of Women in the Ouallam
 
Based on the
Arrondissement," completed in September 1982. 


recommendations of the May 1982 Study on Moulins, the three
 

moulins will not be installed until criteria for the selection
 

of villages is established.
 

we can move
Since the discussion of moulins has come up, 

of the extent to which Phase I resources, par­on to a discussion 
the benefit of women.ticularly moulins, have been utilized to 


Under Phase I resources, ten moulins were installed at 
Both the Wilsonthe cooperative level in the project zone. 

the Keita evalua­field inquiry conducted in January 1982 and 


1
tion study conducted in May 1982 indicate that 607 of the women
 

use the moulin twi, c a day. Of this 607 of the women who stated 

that they use the moulin twice a day, approximately 40% pointed 

out that when their personal funds are low, they pound 	the
 
that daily
millet or sorghum themselves. These studies point out 


use of the moulin is a function of the amount of cash wecmen m,.
 

have at the time and the amount and seasonal availability of
 

grains (corn, for example, is not pounded by the women because
 

it is a much more difficult task than pounding millet; thus, is
 

almost always brought to the moulin for grinding.
 

The Keita study provides examples of how women feel about
 
Statements such as
the presence of a moulin in their midst. 


"thanks to the moulin, many marriages remain intact ....there are
 

numerous divorces because young women find (pounding) too
 
longer have to
difficult...too painful.. .young women today uo 

work as hard (pounding) as did their mothers and grandmothers..."
 

indicate a broad acceptance and enthusiasm by women in the zone
 

for this new technology.
 

Despite the high level of acceptance of the moulins,
 

optimum utilization Is constrained by 1) the lack of enough cash
 

by women to use the moulins with greater frequency and 2) the
 

lack of a management capability to assume responsibility for
 
These
the financial viaility and operation of the moulins. 


problems along with identification of the need to establish cri­

teria for the selection of villages where moulins would be
 

installed are highlighted in the Wilson inquiry which led to the
 

Both the Keita study and the
commission for the Keita study. 


May 1982 meeting held at the UNCC stress the need to select a
 

village with the resource capacity among women which will pro­

vide them some discretionary income (from vegetable gardening,
 

selling of food on the streets, etc.); in other words, a village
 

which has the potential for succeeding in making the operation
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of a moulin of profitable and maximum use by the women. The 
problem of management by women Is viewed as of such critical 
importance that t.wo cooperatives will. be selected to experiment 
with increasing forms of female particiaption in cooperative 
functioning. It has not been decided whether these two coop­

eratives will figure among the four to eight cooperatives to 
be identified for intensive project activity in 1983, or whether 

they will be outside of and in addition to the targeted number. 
The question was raised by the Advisor at Lossa 1i. In our 

view, the two cooperatives should Figure among the targeted four
 

to eight because of the need to husband project resources, 
especially personnel, but flexibility should be maintained.
 

Selection Procedures and Criteria 

Selection procedures and criteria were revised in 1982 and
 
formally committed to paper as "informations sur les CPT Destines
 
aux Staglaires et nix VI :igcs qui Jes ont Choisis" (see 
Annex A). Included in the "f lie de recrutement" for 1982 are 

specific instructions concer, ng the role of women in the centers. 

Under Phase I women simply accompanied their husbands to the 
centers as wives and mothers. They were not selected for parti­
cipation in the project; their husbands were. This situation 
was shared by all productivity projects. Reports on the Maradi 
and Dosso projects refer to the trainee as the "ex-stagiaire et 
son cpouse" ratler than as the "trainee couple." 

Technically speaking, women are still not recruited since 

selection emphasis is on the male, but the 1983 selection criteria 

for CPT trainees highlights the need to pay more attention to 

the fa.t that women trainees are active participants in the
 

center's program and should be viewed as such by both the husband 

and wife. During our field visit we were informed of one in­

stance in which the husband casually intormed his wife that they 

would be participating in the project at tlhe center for eight 

months. There was another instance in which the husband said 

nothing to the wife until the vehicle arrived the morning they 

were to dlepart for the center. Having no forewarning or know­

ledge of this project or the inmainent departure, thme wife agreed 

to go only after two hours of discussion and persuasion.
 

The procedure for informing villagers of tie project applies 

to women also (see page for a description of the procedure), but 

we were informed in the villages that tHi women are quite often 

not present when the technical services teams make their visits 

or they are present, but are peripherally ncluded in the discussion 

resulting in a poor understanding of what was said. These visiting 

teams should make every effort to ensure the presence of women 

in these meetings and work with village leaders on ways in which 

women can more actively participate iii the discussion on what the
 

project and the centers are all about.
 



Quality of Training at the Centers
 

centers is impr('ving ad itsThe quality of tia , in; at tlc 

impact on the women thems-el cs will he noticeable this year for 

the first time because the 1982 graduates are the only ones who 
in late 1981benefitted from the project training program designed 

and early 1982 by the Women's Participation Unit in collaboration 

with the technical services of the arrondiss:ent. There was no 

training program for the wives who accompanied their husband 

under Phase I of the project.trainees 

In those centers where a female PCV is installed, the women 

in a more structured learning environmentseem to be functioning 

than in those centers serviced uniquely b the tech."-cal services.
 

The reinforcement through daily contact of what in learned 
acquired skills and techniques.bolsters self-confidence in newly 

each of th centers
Theassignment of a ifenale follow-up agent a t 


this year (after their training) will provdo tie comple iment to
 

technical services training. 

The training curriculum for .women cons Ist of the lo lowing
 

activities:
 

- intensive tralning in new techniques in millet 

and sorghum cultivation as well as in vegetable 

gardening; 

- const ruct ion of improved coktoves 

- health, nutrition, and child care: 

of women: and- literacy courses adpaltd to the needs 

- sewing
 

1983 Is centered on a program addrtssing the needsPlanning for 

of women such as gardens around the 'bungalows'", the procurement of
 

aiml nu, fech­seed, and improved inst ruct on I- litracv. The An 

nical Services, and UNCC skil s In communicat ing and tcaclinq; will be 
a I readyimproved through training sess lot's a lready p1 anned, with ome 


the intrview withI the woman
completed. We were Informed diiria. 
she did not enjo'v the literacyCPT trainee who graduated In 1982 that 


v.ineu.u confidence in
 course for two reasons: 1) sle did not have 

that she could 1,,arn to read, and 2) thp inStruc-­herself to belleve 

tor was not cornf ort;abl I teachilug women. Mi| problI em :,IivulId be a
 

focus of the training in effectlve communicatl ons for technical
 

services field personnel.
 

wereAlthough the CP'I trainees wh graduated in 1979 and 1980 

invited to participate in a "recyclage" or refresher training in
 

1982, this activity In 1982 was not ;pplicable to women because
 

there were no training activities for women in the 1979, 1980 and
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1981 classes. Due to the logistical problems of transportation
 
and housing of the 1982 women trainees for a few days of train­
ing, plans have been made to incorporate refresher training
 

the.mes and act Wit tes in the follow-up activities planned for 
198"!.
 

Fo11p.w-KpJ' :nd !m.a.€t 

The absence of female follow-up agents at all but three of 
the centers during the 1982 season Is being remedied for the 

1983 season by the recruitment of 12 females. ITe 1982 women 

graduates will receive follow-up visits this year to reinforce 

what they learned at the centers, to correct errors in the appli­

cation of specific techniques, and assist in the resolution of 

any probleas surrounding the applic,-tion of new skills. 

It is not let posslble to deteimine impact on this group
 

of 1982 giaduates . It Is possible, ho.:cci, t,, extrapolate 
from imressions rc'e ived during the field visit to Ouallam 

and from iMterviews with two of the three PCVs who worked with 

this group in 1982. 'the trend seems tol be that women CPT 

trainees will have a posttLve impact in their villages. For 

example, a 1982 trainec: wife who was Interviewed in Tolkobaye 

Fundubou (sh. and her husaband had just re tur ned frem training 

at the M; r on January 10, st.' Led that she wasIw r! cent 198"1) 
looking forw;;rd to demonstrat:ing the technologv and functioning 

of the impr oved cookst,,ve to her femalc nei ghbors as well as 

the sewing, toehnlque.s ;he had learned at rhe center (shtw 

happened to be wea ring the "shirt" she itad made at the center 
wich assistance from tihe PCV). She went on to point out that 

her family and ne Ighbors are very c"rtous a1bout her tratninp, 
experience and ask her a lot of questions. Discussions about 

what ;he dlid and learned at the center often tae place during
 

group activities such as pounding millet and drawing water.
 

dor enthusiasm and confidence seem to be a function of the 

support she reccivus from hr motheir and th, other women in her 
compound. She clearly profited from the daily reinforcement 

of what s;he was Warning from the PCV assig,gd to the Stmiri 

center, 

Follow-ip actlvitie; for the women will provide the type, 

of reinforcement and assistance needed for them to gra jally 

assume the role of demonstrator In their villages. The Advisor 

pointed out that the problem encountered by the 1982 trainee 

in coustr'itinr the improved cookstove w.JI lhe addressed by 

bringing to the women the piecc needed Lt keep the stove from 

breaki&i" durlng O.n, firing. 
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The enthusiasm, interest, and support of the mother of the 
trainee we interviewd indicate the receptivity of women and 

the need to extend the "open-door" program activiLies for 1983 
to include and accomodate women visitors from the villages of 

the trainees as well as neighboring villages. This would broaden 

the impact base because women outside the trainee's compound 

and village would have an opportunity not only to see what the 

trainee is doing at the center, but also, to see her in the role 

of demonstrator/instructor. The trainee, in effect, becomes a 

role model in a cultural milieu in which there are very few 

women who are actively involved in non-traditional roles. 

RECOMMENDATIONS
 

No:15. That NDD draw up a plan of acLion for formalizing a 
collaboration with the AFN, through Promotion Feminine, and 

initiate introductory meetings for the purpose of explaining 

objectives of the women's component of the project. 

No:16. That the Women's Participation [Unit w,,rk with the 
Training Unit [n making suggestions for training workshops 
for technical se-vice field personnel In how to communicate 
skills and techniques in a non-directive manner. 

No:17. That all short-term resource needs, especially in
 

personnel, be determined to assist in the accomplishment of
 

tasks for 1983.
 

No:18. That male as well as fe.,viie technical support agents 
and personnel receive training in -ffective communications
 
with an all-f',miva]e audience. 

No:19. That technical ser.'ices teams visiting villages to
 

explain the project activities at the centers and the importance 
of selecting respons ible, candid;,t es make every effort to ensure 
the presence and part klpation of women in these meetings. 

No:20. That the "open-door" program be extended to Include and 

accommodate women visitors from the villages of the trainees 
as well as neighboring villages. 
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6. CONCLUSION
 

One of the most striking aspects of this project is the
 
manner in which it is addressing the problem of lack of control
 

over project activities at the level of execution and coordina­

tion of activities anong the organim.ation units of the various 
technical services. It is not easy to effectively manage an
 

integrated rural development project and like the other pro­
ducitvity ptojects in Niger, the NDD project has, in effect, 
little control over the way in which the technical services 
execute project activities.
 

In March 1982 NCC initiated a joint planning activity for 
the purpose of engaging all project organizational units 
responsible for implementation activities in an examinatiorn of 
the issues and tasks require( in providing better services 
to the CPT centers. Subsequent joint planning sessions have 

all revolved around tlhe theme of coordinating the activities 
of the various services and team building in providing training 

and other inputs to the centers. This process seems to be
 
taking hoid and was referred to at the October 1982 Zinder
 

seminar a:; being a role model. for the other productivity pro­
jects. T1he NDD project is the only one, so far, to address the
 

problem of an effective alternative to creating a structure
 
parallel to existing GON technical organizational units in the
 

delivery of services to the CPTs. 

Another striking aspect of the project is the fact that 
neithet the (;ON nor USAID has clearly articulated what organi­

zational units and functions will be in place when the pro­
ject ends and the relationships between these units and 
functions.
 

Plans are underway this year to more firmly engage farmers 
in the process since NDD staff realize how cri-icallv important 
it is to have the full participation of the target populat.on. 
The tuchnical services seem committed to enaging farmers in 
dialogue concerning how they each perceive the socio-economic 
milieu; in which farmers make their living, how , ach side perceiveb, 
defines, and priorit izes needs and problems, (xactly what each 
is capable and willing to commit to addressing problems defined 

by farmers, and a commitment to patience during the trial and 
error period ;n which farmers sort out their own organizational 
roles and functions. 

A fundamental assumption in made in the pursuit of establi­
shing a process which will allow the evolvement of self-sustaining 
and self-generating village level organizations. It is that the 

delivery of credit, training, and technical support will be 

timely and effective.
 

http:populat.on
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CPT formers trainees 1979 (2)

Village leaders, GM leaders,
CPT former traince 1982 (couple)Cooperative leaders 

ACricultural Coordinator-Ouallam
 
Agriculturx l Coordinator-Kollo
 
Agricultural"Coordinator-Say

Agriculture-Filingue 
Agriculture-Filingue
 
UNCC- Filingue
 
UNCC-Kollo
 
UNCC-Ouallam 

Director, Simiri(Ouallam)
 
Director, Filingue (Chivwl)

Director, FilJngue (Fandou)
 
Director, Kollo (Kone-Beri)
 
Director, Ouallam (Tondikiwindi)
 
Director, Say (Gueladjo)

Peace Corps Volunteer, Kollo (Boula)
Peace Corps Volunteer, Ouallam (Simiri'
Peace Corps Volunteer, Ouallam (Simiri) 

Toula 
Ichtiguine
 

CPT Director, Simiri 
Agricultural Coordinator, Ouallam 
UNCC 
Literacy 
Animation
 
Village of Guessi
 

Village of Tolkobaye Fandoubou 

Village of Tolkobaye Koirategui 

* Dale Downes did not attend th,. seminar. Discussions with him
 
took palce January 31, 1983. 
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SCHEDULE OF MEETINGS AND INIERVI WS 

1903 

Arrival of Richard Roberts, JanuAry 11 

Development Administration 

Specialist and Team Leader 

Arrival of Theresa Ware, January 12
 

Social Scientist
 

Briefing by Jim Loventhal January 12
 

Initial Meetings and informal January 13 

discussions vith some NDD staff. 

Meeting with NDD Director, January 13-14 

Technical Director, and NDD staff 

Do-briefing of Agricultural January 14 

Credit Advisor udith USAID 

Mission Director
 

Meeting with USAID/DEO January 14 

Meeting with USAID/DE, January 17
 

Program, and ADO offices 

Lossa II Workshop January 17-22 

/A) Interviews with 1) Female 

cooperative members of Toula: 2) 

President of 1c'tiguine Cooperative, 

3) CPT chofo. L) Arrondissement 

coordinators, 5) departmental heads,
 

v) two female Feaco Corps Volunteerc 

=_) Arrongud field visit to Ouallam 

..rrondissewent with arrondissement 

coordinator
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Final do-briefing of Agricultural 

Credit Advisor with USAID/AD0, US-

AID/NDD Project Officer, and Credit 

Management Specialist 

January 21 

Field Trip to Ounlltz: Theresa Ware 

Richard Roberts, Tony Doggett, USAID/M:C 

January 25 

A) Planning meeting at CPT in Simiri 

with field team: CPT chief, and arron­

dissement coordinator. 

B) Briefing meeting with Adjoint to 

Sou6-Pr4fet in Ouallam. 

C) Meetings/Disoussions with: 

1) UNCC 2) Animation 3) Literacy 

D) Village Meetings/Interviews: (2 

Villages) 

1) GM members 

2) Returned CPT trainees:2-1979 

graduates, 1 1982 graduate and his wife 

3) Cooperative leaders/members 

NDD Staff Interviews (continued) January 26 

Credit Management Specialist do-briefing 

with USAID Mission Director 

January 27 

Arrival of Douglas Darnett, 

Agricultural Ecoaomist 

First :-eeting with GON team members 

&-oseting with Monsiou. :umbert, Minisitry 

of :,ural Development, Xonitoring and 

Evaluation Unit 

January 31 

January 31 

February 3 

Do-briefing 

and Project 

w4th 11DD 

Officer 

Project Director February 7 
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Deb~deting with USAID Mission 	 February 7 

February 8Debriefing with MrR/M/E and 
14DR evaluation team members 

Seagal 	 February 9Meet1ng with L. 
MP 

February 12Draft Report 
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THE CASE OF ANIMAL TRACTION
APPROPRIATE TECHNOLOGY: 


AND THE NIAMEY DEPARTMENT DEVELOPMENT 
PROJECT (NDDP)
 

C. 1. Douglas Barnet,., Agricultural Economist 
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the exact effect of any particular
logical settings, etc.) 


combination of these variables 
on crop productivity is unknown
 

For this
 
when a new technological 

package Is introduced, 


and/or Farming System Research (FSR) is 
reason, Agronomic 

made so that a pack­
modificationsand appropriateperformed, In any givn set 

optimal perftormance 
age can be designed for 

of conditions.
 

int roduction
 
in past pro_, cts Involving the 

However, performedstation experimentation,researchaitimal traction,of resulted in packages 
farmer partlci,'-ition,without including the farm level. I n
 

had not been completely ve:Li ted at 
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ot animal a recent evaluation that (quote
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by Sargent , 1clit e 
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"Our analysis shows that 
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been quite vxcable , often 

animal traction have 

below expectations. 

1ave oftenfrome: pet ted ic-nefIts ani mali tract ion 
'Ihe 

potential ,,n,.fits . 
been based on analyses of "maximum 

trials ratherstationrelv on experimentsuch studies"However, the bonefitsLt;tend to exaggerat,
testing, indthan on-farm of 27 project.s ,'ho exam innationani-Cereasonablywhich might whi hi lar ,elv e:xplxin tle 

a number ot probl,,vs,'disctosed 
fr-,-, animal tractionto date.i:heved
beiefits
modest level. o' o 

of the most imoortant. prob 1 etm ix; the "" 
programs. One h.. vi ra produc­eu;p la ,is) hto-(tor'simproved farme-tested he CVItI a!me IrCuoip I,mot

.1,ct is ne eded to 
tion technol10ey, con­larm-levc-Iox:.n cultiva tIon.

of donkey andtechnology, te adoptio,,also Inhibitservicesand weak support ln ,straints 
of anlimal traction."

and effective use 

The Problem 

the Niamey l)epartment 
For the most part, It appears that 

the pattern described above. 
Development Project (NDDP) f Its 

real isticte!ted xIndere ade-'quatelThe packa g has xxot been 
epar t mext.,Iamey v 

tions on 1rodllce frm';a I1,1;,he 
production cono 

at ion ix; thAitIn this e,,aThe conclusion r-eached 


that tho
to indicitdaItaIs vio conclIusive1. There sintthe best 
terlology package repres' nt'; 

agriculturalcurrent zonef; ,cmrprising
of the ag ro-eco1oc icalfor eachof practices 

the NDD project aroea. 

ti ujtgge.t that it may
evI dt.nC
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the exact effect of any particular
logical settings, etc.) 


combination of these variables on 
crop productivity is unknown
 

For this
 
when a new technological package is 

introduced, 


reason, Agronomic and/or Farming System 
Research (FSR) is
 

that a pack­
performed, and appropriate modifications 

made so 


age can be designed for optimal performance 
in any given set
 

of conditions.
 

However, in past projects involving the introduction
 

of animal traction, research station experimentation, 
performed
 

without including farmer participation, 
resulted in packages
 
the farm level. In
 

that had not been completely verified 
at 


a recent evaluation of animal traction packages and performed
 
(quote,
 

by Sargent, Lichte, Katlon and Bloom,lt 
is stated that 


page 61):
 

farmers from
 
"Our analysis shows that the benefits 

to 


animal traction have been quite variable, 
often falling well
 

below expectations.
 

The expected benefits from animal 
traction have often
 

been based on analyses of "maximum 
potential benefits"....
 

"However, such studies rely on 
experiment station trials rather
 

than on-farm testing, and thus tend to exaggerate the benefits
 

The examination of 27 projects,"

which might reasonably accrue. 


..... disclosed a number of problems 
which largely explain the
 

modest level of benefits achieved 
to date from animal traction
 

One of the most important problems is the 
lack of
 

programs. 

improved farmer-tested (author's 

emphasis) bto-chemical produc­

tion technology, which is needed 
to complement the mechanical
 

con­Farm-level 

technology, of donkey and oxen cultivation. 


straints and weak supporting services 
also inhibit the adoption
 

and effective use of animal traction."
 

The Problem
 

For the most part, it appears that 
the Niamey Department
 

Development Project (NDDP) fits the pattern described 
above.
 

The package has not been adequately 
tested under realistic
 

production conditions on producer 
farms in the Niamey Department.
 

The conclusion reached in this evaluation 
is that,
 

1. There is no conclusive data to indicate that the
 

current agricultural technology 
package represents the best set
 

of practices for each of the agro-ecological zones comprising
 

the NDD project area.
 

2. 'There is circumstantial evidence 
to suggest that it may
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not be the best package 
for certain zones; 

and that it appears
 

to be profitble in those zones only 
in years of normal rain­

can be performed,
nssesrearch
fall; and 


cable in those
 
Uatil future farming systems rese
3. 
 aronomic act­may be considered marginally art 
the package from nonagra 

zones due to the 
income made possible 

cartage and oxen resale:
 sucn as
vities 


The third section 
briefly summarizes 

and 

was derived. for follow-on activities. 
The following two 

sections explain 
how and \hy this 

con­

clusion 
recommendations


lists the authr-

An ex-
Recently, a number 
of articles have 

ererged in the
 

Note: 

former


literature regarding 
the efficacy of animal 

traction. 


cellent synthesis 
of them was made 

by Dr. Fran Stier, 


Athropologist, and 
apponr; in Annex 3, titled "Farming
 

the recent USAID "Farmer Equipment
REDSO/W~ASystems Analysis", of 

the analysis
PID: Since much of 


Enterprises Development "(FEED) 


of animal traction has 
already been formed by 

Dr. Stier, only
 

the highlights will 
be presented here.
 

1982 Agricultural Season.
 
Results From the 


In this section, 
the author will explain 

the (limited)
 

season and relate it to the utilization
 results of the 1982 


Due to the manner in 
which data
 

was
of the technical package. 


was collected and 
presented in past 

project years, it 


difficult to make 
direct comparisons 

with data from 1982.
 
2. Thus,
 

For this reason, 1961 
was excluded for Tables 

I 
-


any conclusionc drawn 
here regarding the 

package techniques
 

should be considered 
tenuous since only 

one year's worth of
 

data is being examined.
 

Tables 1 through 4 show the 
results of the utilization 

of the NDDP technical 
package components 

for the 1982
 
First of all,
 

season. Several biases 
are inherent in Table 

1. 


ex-stagiaires who 
had either abandoned
 

Thus, the data is
 
it excludes those the region.
their fields or migrated out of 

Second, the tables
 

probably biased towards the better 
farmer. 


may contain some 
errors, particularly 

for Filingue in 1982
 

with it compared 
to the
 

(ther were too many 
inconsistencies 


The Ouallam data was 
incomplete for 1981 (10
 

Unfortunately,
1981 data). 

trainees whose files 

were stolen were 
excluded). 


in this
 

the data was not 
clear as to how many people 

were 


shows the percentage 
utilization of the
 

Table Icategory. 
Table 2 shows the cumulative 

These
 

of those farmers who 
are using the techniques.
individual recommexnded 

practices. 

Both
 

tables will also 
appear in the 1982 

NDDP Annual Report.
totals 
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tables are based on the same data, but the results are
 
stated differently.
 

Given these caveats, Table 1 shows us that for both Kolo
 
and Ouallam arrondissements, approximately 60% of the ex­
staglaires used the scarifiage (using oxen traction for land
 
preparation) in 1982. In Kolo, and Filingue, though, the use
 
of the oxen for the Ist weeding was lower-around 27% and
 
54% respectively. Delgado and Mclntire, in their study of
 
oxen traction use, thought that animal traction would be most
 
advantageous for crops that required extensive seedbed prepa­
ration. In the sandy, fragile soils of Filingue and Ouallam,
 
land preparation by the oxen penetrates no more than a few
 
centimeters into the soil (to break the crust). Also, land
 
preparation is performed at the end of the dry season when
 
forage as animal feed is at its seasonal low. Thus, weakened
 
by lack of food, the oxen may not adequately perform the land
 
preparation activities. Nevertheless, the figures here seem
 
to indicate that the farmers use the oxen land preparation.
 
In other studies (Barret et al; Sweetman, per comm.) it was
 
noted that only farmers who have had a certain number of years
 
of experience utilize their oxen for mechanical weeding
 
because the inexperienced oxen more easily damage the crops
 
when passing between the rows. This view is not refited by
 
the data. Also, in all three districts, the utilization of the
 
oxen for the second weeding was lower than for the first weeding.
 

Fertilizer usage was fairly low this year (no more than
 
40% in any of the arrondissements) due, in part, to the lack
 
of rains. However, the relatively larger yields (Table 3)
 
obtained in Kolo are also due in part, to the carryover effect
 
of a large phosphate application made last year.
 

Having received a 30,000 CFA/month stipend in 1980, the
 
Kolo stagiaires were able to save enough to purchase the full
 
recommended dosage of fertilizer 'or 1981 (150 kg of phosphorus
 
in year 1, followed by 35 kg in later years). The 1981 stagi­
aires received a lower stipend (20,000 CFA/month), so they
 
had fewer resources available for fertilizer purchases for
 
this year, in addition to the low rain fall. Also farmers
 
are now required (since 1980, see below), to make cash pay­
ments for fertilizer. At this point, it is difficult to
 
determine the exact effect that this requirement has had on
 
fertilizer purchases though one could say that the method
 
of requiring cash payments would discriminate against the
 
poorer farmers.
 



TABLE 1. 

The Proportion of Ex-Stagiaires Utilizing
 
the Improved Cultural Practices by Technique
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ARRONDISSEMENT 

Filingue 

Kolo 

Ouallam 

1982 

1982 

1982 

37 

35 

35 

81 

77 

94 

62 

83 

63 

35 

66 

86 

38 

74 

74 

37 

91 

80 

11 6 

37 29 

40 34 

27 

54 

80 

22 

63 

86 

19 

29 

74 

8 

0 

40 

29 

54 

68 

67 

88 

63 

TOTALS 107 84 89 59 62 76 29 21 53 56 40 16 52 71 



Arrondissement 


Filingue 


Kolo 


Ouallam 


All Arrondissements
 
Total 


TABLE 2. 

The Cumulative Proportion (or percentage) of ex-stagiaire's who 
used at least one approved agronomic practice on millet for 1982. 

Number of ex-

stagiaires who 
applied 1 
technique 

--------------------­

1 2 _ 3 _ 4 

The number of techniques applied­

1T,­
_ 5 _ 6 _ 7 8 _ 9 _ 10 _ 11 

37 

35 

35 

100 

100 

100 

73 

97 

94 

51 

94 

91 

38 

86 

86 

27 

69 

86 

24 

63 

86 

22 

46 

74 

16 

29 

60 

8 

9 

40 

5 

6 

26 

3 

0 

11 

0 

107 100 88 79 69 60 57 47 35 19 12 5 
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TABLE 3. 

For 1982
Yields
Mile1et 


Sample 
Year Sape(Kh/ha)

Size
Graduated
Arroidissement 


14
1979
Filingug 


18
1980 


18
1981 


50 

Subtotal 


17 
Kolo 1980 

1981 

35 


Subtotal 

1979
Ouallam 


8
1980 

141981 

27 


Subtotal 


112 

TOTAL 

in brackets()IStandard Deviation 

Yield
 

222
 

202
 
(161)
 

220
 
(170)
 

215 

(162)
 

990
 
(477) 

(334)
 

827
 
(435) 

544
 

(166)
 

204
 
(273)
 

463
 
(323)
 

401
 

(307) 

(400)
 
450 



TABLE 4.
 

E!E-Stagiaire Millet Yields Over Time
 

(kg/ha) 

Year 
 Filingug 
 Kolo 
 Ouallam
 

1980 
 591 (294)1 890 (443) 234 (104) 

1981 
 290 
 851 
 584
 

1982 
 215 
 827 
 401
 

I Yields in parenthesis are controls for 1980. Controls were not available fbr 1981 and 1982.
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Overall package use varied between arrondissements from
 
29 to 68 (an average of the percentage utilization of the pack­
age techniques summed across all activities). In total, no more
 
than 52% of all the techniques were used by the ex-stagiaires
 
who farmed. Table 2 shows the distribution of the number of
 
techniques used by the ex-staglaires. An interesting feature
 
is revealed here - the total number of techniques used by the
 
entire group is fairly evenly distributed - some ex-stagiaires
 
are making much greater use of the package than others.
 

The utilization rate of techniques by the farmers, accord­
ing to Stier, is actually somewhat higher than those found in other
 
Nigerien productivity projects, attributed to the unusually in­
tensive training received at the CPT's (Stier:17). However, at
 
the current rate of no more than 55% utilization, an explanation
 
is needed to show why the utilization is not higher.
 

It. was already .entioned that close to one-third of the
 
ex-stagiaires had left farming in 1982 for Filingue and Ouallam.
 
In total, 32% migrated out of the region and another 21% stopped
 
using the technical package.
 

Stier attributes the lower number of Filingue and Ouallam's
 
farming stagiaires to the fact that:
 

"Much of the northern part of the project zone is very
 
marginal for agriculture; for example, Ouallam has seen
 
11 drought or serious food shortages in the last
 
century. In such areas, off-farm employment and periodic
 
migration necessarily supply a larger portion of income
 
than in areas better suited to agriculture;"
 
(Stier:17).
 

The end product that is to be the result from package
 
utilization-higher yields-did not materialize in two of the three
 
arrondissements. Millet 1yields of only 215 kg/ha were realized
 
in Filingue and Ouallam. Although the package yields were higher
 
than the control yields (591 ve. 294, 234 vs. 104) in 1980, the
 
absolute value of yields (except for Kolo) was, overall, low.
 

As discussed below, it is difficult to economically maintain
 

the technological package under such circumstances.
 

In all fairness, in the Ouallam arrondissement there are 5 ex­

stagiaires who have been using 9 or more of the techniques.
 
Together, they averaged just over 550 kg/ha, giving some indi­
cation that utilization of the package can produce higher yields.
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Kolo's yield was higher -- and this was in part explained
 

by the fertilizer purchases made last year (mentioned earlier).
 

The fertilizer effect is evident because the class of 1980's
 

yiel& were significantiy much higher than the yields for the class
 

of 1981 (990 vs. 672 kg/ha). The standard deviations show a wide
 

yield variability as well. The coefficient of variation (stan.
 
.76 across the three regicnal
dev./average) ranges from .52 to 


average yields.
 

Note also that there is a great variation in yields over
 

the three time periods: Filingue 194-591 kg/ha; Ouallam 234-584;
 

Kolo 851-890. (Table 4). The variability is related more to
 
This makes the
climatological changes than farmer ability. 


return on the package less certain, a factor influencing the farmer
 

decision to acquire the package.
 

Table 5 shows the measured rainfall at three CPTs for the
 

last three years. Actual rainfall varies within micro regions of
 

each arrondissement. The distribution of the rainfall is important,
 

too: Ouallam was very fortunate in that though the moisture that
 
was very evenly
fell was barely adequate to sustain the millet, it 


distributed.
 

Table 5.
 

Rainfall for Niamey Department (mm)
 

Arrondissement CPT Year QuantitI.
 

Filingue Fandou 1981 497
 
1982 270
 

634
Boula 1980
Kolo 

1981 459
 
1982 454
 

Simiri 1980 364
 
1981 


Ouallam 

352
 

1982 269
 

NDD Equipment Sales
 

One indirect measure of farmer acceptance 
of the equip­

ment can be taken through an examination of 
the actual sales of
 

Table 6 shows selected equipment and fertilizer 
sales
 

equipment. 

The table shows that either inventories 

were
 
for 1980 and 1981. 




TABLE 6.
 

List of Selected Equipment Sales and Final Inventory for 1980 and 1981.
 

Material Year Number Sold Niamey Department1 
Only sold to 

Final Stock Kolo 
sold 

Filingug 
sold 

Ouallam 
sold 

Stagiaires 

Super Triple ) 
Phosphate ) 

19802 
1981 

29.8 (tons) 
124.4 

21.8 
-

257.0 
375.3 

7.25 
31.9 

14.3 
26.5 

8.25 
65.9 

Urea 1980 
1981 

57.0 
72.9 

6.55 
-

204.8 
267.8 

20.7 
18.4 

15.3 
8.5 

15.0 
46.0 

Charette 
bovine 

1980 
1981 

325(units) 
240 

90 
60 

0 
0 

119 
80 

117 
85 

89 
75 

Charette 
asine 

1980 
1981 

451 
230 

0 
0 

49 
0 

147 
100 

111 
75 

193 
55 

Bftis de 
Base 

1980 
1981 

91 
281 

90 
60 

279 
378 

20 
203 

Canadiens 
5-dents 

1980 
1981 

91 
262 

90 
60 

124 
257 

20 
184 

35 
42 

36 
36 

Houe 1980 45 0 218 15 15 15 

Asine 1981 43 2 375 14 16 13 

1 Includes Kolo, Filingug and Ouallam Arrondissements 

2 N:B: 1980 includes figures for 1979 as well. 

Includes stagiaires and non-stagiaire sales: 

(30+60=90 for 1979 + 1980, 60 units 1981 stagiaires). 



over-stocked (1981 phosphate sales were one-third of the year-end
 

inventory, urea nearly one-fourth, one-fifth for houe asine, and
 

or that sales were not as high
the carts were almost all sold out) 


as anticipated. It is interesting to note that ox cart and donkey
 

cart sales maintained the lowest year-end inventories in 1981 and,
 

although Canadian 5-tooth unit sales marginally exceeded the ox
 

cart sales, the donkey cart sales far surpassed that of the houe
 

asine. Also, the Canadian 5-dent had the greatest number of sales
 

in the Kolo district (184; 70%) where rainfall. is slightly higher
 

The low number of Canadian 5-dent sales
than Filingu6 or Ouallam. 

in these latter two districts is perhaps indicative of the lower
 

they have among the farmers in those areas. Withoutacceptance 
sales records from the UNCC, though, it would be difficult to verify 

this statement. 

Sumimary 

In summary, the limited results of 1982 give (o.ly) an indi­

cation that the utilization of the entire package is not very high
 

- no more than 55% of all of the recommended cultural practices.
 
use
Oxen utilization for land preparation and weeding is varied in 


across the three districts. Even though the techniques are being used
 

some extent, the yields that were obtained did not attain the
to 

had


expected values, though perhaps they are some what higher than 


the techniques not been used at all (Ouallam's yield of 407 kg/ha
 

was higher than Filingug's 215 kg/ha; Ouallam had a higher percentage
 

technique utilization. Both~were surpassed by Kolo which benefitted
 

from a fertilizer carry-over effect.)
 

It can be tautologically stated that the yields were lower
 
Rather, the
than expected because the full package wasn't used. 


more appropriate question to be asked should be, 'why wasn't the
 

Part of the reason could be explained by the
full package used?' 

poor rainfall. The extension service also failed to provide
 

adequate follow-up (an infrastructural weakness, discussed below).
 

The first reason points out the farmers' ability to adjust to the
 

Judging the quantity of rains that fell, they held
situation. 

back on the fertilizer. However, this demonstrates another point:
 

the marginal ability of this region to produce crops prevents the
 

capturing of the full effects of this package except in years when
 

the season is good.
 

Second, if infrastructural weaknesses still exist, the
 

package, though good in itself, is left without the necessary support.
 

Third, the lack of credit (i.e. the requirement of cash payments)
 

However, the lack of rains may
for fertilizer may hinder its use. 


have disguised this constraint.
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In short, there are too many "variables" in the "equation"
 

to be able to adequately explain the current rate of package
 

utilization. There are indications that the package (but not
 

necessarily all of 	it) is helpful to ex-stagiaires, but the pack­

age is not necessarily optimized because of the amount of rainfall
 

in the region, the debt level and accompanying lack of credit, and
 

the current weakness in exten2ion efforts.
 

Technological Package Difficulties
 

In this section, 11 reoruon.: aro :-ought to explain the
 

overall low utilization of the package by the farmers. The
 

explanations will draa upon both project-related experiences and
 

research findings presented in the literature.
 

1. One of the major problem3 encountered In tile project is
 

that, 	first of all, the original technological package was not ade­

that the current package has somewhat evolved
quately defined so 

of use, buc of itself, had never been fully tested. In Volume
out 


II, Anney Q, of the Project Paper, the improved practices are de­

scribed for cowpeas and millet. Figure 1 is a reproduction of the
 

the "Optional Animal Traction Pack­recommended practices. In fact, 

longer the option but the largely
age" shown in the figure is no 


the CPTs. The
predominant practice taught to the stagiaires at 

The original
fertilizer recommendation has been modified as well. 


on INRAN experimental station trials.
recommendations were based 


The Ag. Sector Report of 1979 mentions that the INRAN fertilizer
 
them that indicated a uni­recommendations have a sameness about 


(Ag. Sector
formity in soils, crops, and climate that does not exist 

Report, Aniicx C, pg. 23). Moreover, Appendix B of the same report 

(pg. 610 inentIoned that "specific projccL [nnovaLtions have yet to 
the 1977-8 demonstrationbe adequately tested. . . Yields rron) 

field /id not clearly evidence the efficacy of the production pack.-

As a result, there has been some evidence of package crit­age. ­
icism by project staff."
 

From 1979 until now, package specifics still have not been
 

In 1979 and 1980, the village level
tested by project technicians. 

demonstration plots were poorly managed (eventuq@ly, all of the
 

that time were fired- , and they were
44 aide-encadreurs hired at 


originally set up to serve demonstrations not to test the pacKage.
 

In 1981, an elaborate testing scheme (16 	square design, 256
 

some of the CPTs.
combinations) was designed and put Into place at 


However, the results became too complex to analyze the yields for
 

These results, had they been obtained, may
any meaningful results. 

not have provided an adequate response to the appropriateness of the
 

,lits were small and were conducted
package anyway, since the trial 

on the CPTs rather 	than the farms. In 1982, three sets of agronomic
 

1 And which Included, at that time, donkey traction.
 

2 At that time, some 10 of the 44 workers were considered competent
 

and motivated enough to be kept on the job, but so many troubles
 

were encountered in firing the 34 that all 44 were let go with the
 
By the time re­understanding that the good men would be rehired. 


hiring was to be done, these men had found other jobs.
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Annex Q of NDD Phase II Project Paper
Figure 1: 


ANNEX Q.
 

DESCRIPTION OF IMPROVED AGRICULTURAL
 

PRACTICES FOR PRODUCT.ON OF MILLET
 

AND COWPEAS TO BE EXTENDED BY NIAMEY
 
IIDEAPRTMENT DEVELOPMEN'T PROJECT PHASE 

; Basic 	Practices for Millet
 

1. 	Improved Varieties
 
Millet-CIVT (Possible use of HPK In northern parts
 

of project zone)
 

2. Selected seed
 

3. Treated seed
 

4. 	Soil Preparation
 
Dry hoeing immediately prior to rainy season
 

5. Seeding Dates
 
of at least 10 mm or plant dry
Millet - At first rallt 


after June 15.
 

Optimum 	Spacing/Plant Density (Use of marking device)
6. 	
1 metre X 1 metre (Thinned to maximum of three
 Millet ­

for a density of 10,000 plants/ha).
plant/pocket 


7. Cultivation
 
- 8 - 10 days after seeding
1st 


after cultivation2nd - 10-15 days first 
- 10-15 	days after second cultivation
3rd 


8. Thinning
 
Thin to 	three plants p-r hill approximately twenty one 

days after first rains
 

9. Fertilization
 
to the hectare (when available)

-Manure 	 or compost: six tons 
spread prior to dry hoeing;
 

-Phosphorous: 15 units of P205 applied in the form of 34
 

kilos of triple super phosphate broadcast 
before dry hoeing
 

-Nitrogen: 22.5 units in two split applications 
of 25 kilos
 

the time of second
 area banded aroui.l the hills at
each of 

and third weeding.
 

10. Rotation
 
-Depending on land availability and farmer needs, 

or 1:2 millet cowpeas rotation.
1:1 

http:PRODUCT.ON
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II, Optional Fertilization Practices
 
"One time" corrective application of
-Phosphorous: 

65-75 unit.s of P9 0/ha applied in the 

forms of 150 kil6sha of triple super 
rawphosphate or 300-4(03 Iilos of 

Tahoua Phosphate; 

For 	higher rainfa]i areas (above 500 mm)

-Nitrogen: 


to 45
increased use of niLtrogen of up 


Units of N applied as described above.
 

III Optional Animal Traction Package 

A. 	Donkey Traction
 

- Donkey
 

- Donkey hoe
 

- Donkey cart
 

- Donkey collar
 

B. 	Oxen
 
- Pair of oxen
 

- Five shank cult.t.it or
 

- Plow
 
- Cart and tire repair acce-,-sories
 

- Yoke and Chain
 

C. 	Seeders
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trials were conducted which involved fertilizer response levels,
 
mixed cropping, and pesticide testing. Specific testing of the
 
package was not designed at this time because the pesticide test­
ing program, required by tile project, took up a large amount of the
 
time on the part of the agronomic researcher and secondly, it was
 
hoped that a successful implementation of this year's extension ser­
vice would provide a base to follow ex-stagiaires for some Farming
 
Systems Research next year. However, given the importance of
 
the package as a key project factor, plans should have been made
 
to test the package. In two of the three experiments, insignificant
 
responses to fertilizer and pesticide were found to have occurred
 
at two CPTs where rainfall was minimal. In the latter case, the
 
lack of rain kept the insect population low. These results carry
 
tile implication that in the drier areas, little difference in yield
 
is obtained from using the package.
 

2. Reeser, in 1980, however, attempted a benefit/cost analy­
sis for each of the individual improved practices-line seeding, im­
proved variety, fertilizer, weed control, etc.-based on experimtl
 
research station results. By valuing farm labor at 500 CFA/day-. he
 
determined that certain of the practices were not economically justi­
fiable by themselves (these were rotation, cowpea seed varieties,
 
phosphate on cowpeas, weed control on millet) qo that when the prac
 
tices were combined, a higher crop production value was realized,
 

but at a lower per unit return to labor. By excluding thu non-pro­
fitable practices, a higher per unit return to labor is realized,
 
although a lower total crop p.oduction value is incurred. These
 
findings may he p to explain 7hy only a certain percentage of the
 
techniques are ado2ed or ut 'ized by the farmers especially if the
 
labor were scarce.-- Other reasons for non-acceptance are:
 

3. The change-over to monoculture cropping. Mixed cropping
 
has been a traditional mode of farming because it is seen to be a
 
means for reducing risk. A study by Norman, Pryor, and Gibbs also
 
showed that mixed crop farming in Northern Nigeria gave higher re­
turns per unit of labor (the constraining factor) by helping to re­
duce the labor bottleneck, and a greater value of crops per hectare
 
that the pure strind crops. The mixed crop stand offers protection
 
from insect damage and farmers have a choice of varying plant den­
sity by inter-seeding a second crop later in the season. The choice
 
of plant density is dependent on the amount of rainfall that comes
 
after the planting of the first crop. Generally, greater production
 
from mixed cropping could be obtained If complimentary plant relation­
ships exist.
 

4. It may be that the returns from using animal traction are
 
minimal. In Sargent, et ai's survey of animal traction projects,
 
it was found that there was no project that positively increased in­
come net of animal traction costs. The farmers are required to make
 

1 The current rate is somewhere between 1000--1200 CFA/day (Sweetman
 

per comm).
 
2 Of course, Reeser's results would be different had a lower wage
 

rate been chosen. The farmer may opt for the entire package if
 
he has no alternative activity worth the shadow price of his labor.
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heavy payments on the equipment during the first few years of oper­
ation when they are least experienced with the equipment. In some
 

cases, the most desirable thing about owning the package is the ox­
cart and ox which provides the farmer with a means to increase his
 

off-season earnings, providing transportation services to his neigh­

bors. Such a view, though, only initially benefits the progressive
 
farmer: as animal traction units increase, the supply of ox-carts in
 

any one region will increase. Second, the oxLn serve as a form of
 

liquid asset-they could be sold if some need for money quickly arose.
 

In the NDD project, in fact, the farmers have expressed inter­
est in paying off their equipment loans immediately after the har­

vest (before December) in order to "get the debt out of the way".
 
To do this, they sell some of their cereal crop and intend to make
 

up for these revenues through the ox-cart profits earned during the
 
dry season (Shaw, per comm.).
 

5. One factor in the traction package analysis for Niger
 
that has been left unheeded until recently has been the influence
 

of risk. Zones of the Niamey Department are subject to fluctuating
 
rainfall both in terms of quantity and distribution. What may be
 

an acceptable package, given that all of the environmental conditions
 
are right, may not be acceptable inthe years of drought or low rain­
fall. That farmer. did not use urea this year in Filingue or Ouallam
 

because of low rainfall (application can be made after planting dur­
ing weeding times) means that lower yields were realized, with or
 

without the rainfall.
 
Stier performed a 10-year cash flow analysis of an oxen trac­

tion farmer while accounting for risk. Table 7 summarizes the re­

sults of her analysis. Under different assumptions regarding impro­

ved millet and cowpea yields, whether labor is hired, the amount of
 

land cultivated, the long-term view of production, adjustment for
 
drought, and costing inputs at unsubsidized values, Dr. Stier demon­

strates the variability of results.
 

The set of conditions as stated in Table 22 of her study
 

would probably apply to good farmers in the Kolo arrondissement.
 
With the higher yield, it was considered necessary to have hired
 

labor, thus reducing the potential earnings to an IRR of .17, with
 

no earnings realized from off-farm transportation services. Reduced
 
results are found in Table 25 in which the Northern Zone farm pro­

duction was modeled. Again, with hired labor, the TRR is .17. How­

ever,adjusting for drought, the IRR reduces to .02. In the author's
 

opinion, case C is the scenario out of those shown that best repre­

sents the long-term situation in the northern zones of the Niamey
 

Department. A more sobering result is that from Table 27, land is
 

incremented by only 10% as opposed to 20% in Tables 22 and 25, and
 

where inputs are left unsubsidized, a net loss (Stier did not calcu­
late how much, using a fixed discount rate) is incurred. This
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indicates that the farmer must increase his acreage of cultivated
 

land if he is to sustain a production that is to be socially pro­

fitable. Here, Stier's analysis did not include a scenario, using
 

subsidized costs, so the farmer's economic perception of the package
 

is left unmeasured. At the high improved yield (870 kg/ha) however,
 

(results not shown) the package is socially profitable. The ranges
 

of results obtained here underscore the fact that a full socio­

economic study is needed as an element of the FSR program in order
 
to
to determine the yield level (and the minimum acreage) required 


support the cost of the package.
 
6. The animals potentially do not receive a sufficient
 

amount of care, so consequently, there is a relatively high mortality
 

and sickness rate among them, as evidenced in the 1981 Annual Report
 
can be attributed to:
(Wagner). The reasons for the lack of care 


a) the possibility of the uneconomical cost of feeding the animals,
 

and b) lack of instruction. In Niger, where the hierarchy of feeding
 
men first, women second, and children
proceeds along the order of 


third, and where grain (if fed to the cattle at all) becomes scarce
 

during the "hungry season", it is possible that cattle will receive
 

poor diets (i.e., little or no grain), contributing to animal health
 

the end of the dry season when land preparation
breakdown. Also, at 

is started, forage is scarcest. Second, the instruction given at the
 

CPT regarding animal care may not be adequate (Abrams, per. comm.).
 

the stagiaires seems to have been concentrated
The instruction given to 

more on animal health (medicines, vet care) than on nutrition. Also,
 

since the stagiaires worked with several sets of animals on the CPT,
 

using a number of different techniques, they never really learned the
 

work capacity of the animals, and consequently may overwork them on
 

their fields the following year, while !n the process of becoming
 

more experienced with the cattle. Consequently, the potential feed
 

(which have not been measured for this project) and oxen sick­costs 

ness will reduce farmer income; first from higher operating costs,
 

Both project officials and Peace
second, from lower working power. 

considered
Corps volunteers made mention of the fact that the oxen are 


a status symbol in the village. However, these same individuals
to be 

reported seeing maltreatment of the animals, most often in the form
 

a tired beast to do some more work.
of beatings in attempting to get 

7. Students do not appear able to match their needs with the
 

Last year (1981), for example, students
available equipment package. 

were required to purchase an entire animal traction unit, including
 

a 10 inch plow, an implement not necessary in certain areas. This
 

year, all of the students at two CPTs (Boula and Chiliwi) wanted to
 

buy the unit; however, the supply manager refused, knowing that it
 
The purchase of unneces­would be unnecessary for their home fields. 


sary equipment would reduce overall acceptance of the package. 
Low
 

shown in Table 2, to non-stagiaire farmers
sales of equipment, not 
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TABLE 7
 

Summary Results of IRR Oxen Traction 
Analysis
 

nceIRR
Re~e 


tionsIR
Re~~Ce1/Assump 


.17
 
Kolo Arrondissement
22 

870 kg/ha millet (improved)/
 

394 kg/ha Cowpea (improved)
 

6.18 ha (initially); 7.4 ha
 

after 	3 years, hired labor, no
 

work, unsubsidized costs.
off-farm 


.13
 
Smaller Farm, Kolo Arrondissement,
23 

same productivity for millet and
 

Some hired labor, no
 cowpeas. 

off-farm work, unsubsidized costs
 

4 ha (initially) to 4.8 ha after
 

4 years
 

Northern Zone Farm
25 

6.18-7.4 ha (improved)
 

600 kg/ha (improved)
 .28
 
a. no labor hire 
 .17
 
b. labor 	hired 
 .02
 

drought adjusted
c. 


Unsubsidized costs
 

Net loss
 
Same as above except
27 

6.18-6.8 ha.
 

Unsubsidized costs
 

700 kg/ha (improved)
 

Farming Systems Analysis, Farming 
Equipment
 

Source: Stier, F., 


Enterprises Development (FEED) 
PID, Annex C, September 1982.
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indicate that, in fact, certain pieces of the original equipment
 

package offered to stagiaires have not been purchased by the community.
 

8. Donkey traction was also considered to be a viable option,
 

but for severJl reasons it appears to have taken second place to the
 

less than optimal oxen package. When the first sets of donkey equip­

ment were manufactured, a soft metal was used which led to higher rates
 

of equipment breakages, thus giving the equipment a bad reputation.
 

Donkeys, although cheaper to maintain, do not have the same resale
 

value as oxen, are harder to sell if sick, and take longer time to
 

plow a field. The plowing depth by both oxen and donkeys is the same,
 

the extra depth (power) provided by the
however, for the sandy soils; 

A newer donkey model
bulls is not necessary for most of the region. 


has been designed, but whether the farmers will accept it is not yet
 

determined.
 
One of the other blockages to the introduction of the oxen
9. 


equipment has been the relatively poor performance of the NDD follow-up
 

in reaching the farmers. A critical part in the implementation,
 

the follow-up service has suffered from a lack of manpower, vehicles,
 

and transportation coordination which has hindered the agents from
 
set of
reaching the farmers. As previously mentioned, the original 


encadreurs we-e fired. In 1981, funding for Phase II of the project
 

there were no hired project agents.
was not received until mid-year, so 


Thus, the 1981 follow-up service at that time consisted of Debbie Wagner,
 

the Monitoring/Evaluation manager, and Ibrah Innarbah, her assistant.
 

They made contact with the stagiaires, but more for the reason of
 
In
collecting data for the annual report than for offering advice. 


1981 and 1982, CON was supposed to have supplied extension agents for
 

do so. For this reason, NDDP
the follow-up service, but failed to 


provide its own agents, who proved to be inadequate by
was forced to 

In 1982, NDDP hired
training and insufficient in number for the job. 


At the end of 1982, 3 were fired for in­7 agents, one for each CPT. 


competence. During the season, each agent was to have made contact
 

Table 8 shows the breakdown of agents and
with the ex-stagiatres. 

their contacts.
 

TABLE 8
 

1982 Extension Agents and number of Contacts
 

Number of Contacts
Number of Villages
Arrondissement 


51
33
Filingug 

38
37
Kolo 

44
35
Ouallam 


Source: NDDP records.
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It is apparent from the table that each extension agent would
 

have to reach a large number of villages in order to reach all of
 

Since project vehicles were located at arrondissement
his contacts. 

headquarters, they were difficult to obtain for extension use since
 

The result was that approximately
the agents were based on the CPTs. 

for the entire
 

half the stagiaires in Filingu6 received only one visit 

The farmers
1982 season; the support for Kolo was nearly as bad. 


in Ouallam had contacts amounting to little more than one 
a month.
 

two visits a month. The lack of
The proposed project rate was 

A broken


infrastructural support is harmful to package utilization. 


care for the bulls, etc.,
piece of equipment, a needed piece of advice, 

Failure
 

are axamples of critical services needed by the farmers. 


to provide these services reduces farmer effectiveness and, potentially,
 

his yields.
 
10. 	 A tenth item related to the project's technical package
 

permit the farmer to cover
is the threshhold size of farmy,needed to 

The NDDP project paper points out that
 

his increased operating costs.-

yet shown it can furnish support
"the curriculum of the CPTs has not 


services to project participants, and in a zone where roughly 70-80%
 

small for ox-drawn traction to be pro­of holdings are probably too 


In parts of the project zone, northern Ouallam and Filingue,
fitable. 

the added risks of crop failure due to low rainfall, and
 there are 


the possibility that increased tillage would exacerbate 
wind erosion."
 

(Annex C, page 48).
 
annex continued on by saying that 	the CPTs had fortunate-
The 


ly recruited students from the larger farms, and 
that efforts were being
 

fields.

made to make recommendations specific to each stagiaire's 


recom-

However, as of 1982, there is little evidence to show that the 


the extension service has not been success­mendations have been made: 

farm size was made for the 1982
 

ful; no measurements of stagiaires', 

sizes were measured so that yields could be
 season (individual plot 


and the packages are still distributed, en masse, 
to the
 

calculated), 

CPT stagiaires.
 

11. Lastly, the environmental effect of the traction units
 

should be noted. Traction packages can be used either for intensi-


If greater (deeper) land
 
fication or extensification of agriculture. 


land, the oxen would provide the
 preparation is needed per unit of 

on the other hand, it could permit the
 power to accomplish the task; 


a con-
Provided that land is not 

cultivation of a greater land area. 


In an area where land is
 
straint, extensification poses no 	problem. 


important role in maint'ining
in short supply, and fallow plays 	an 


soil fertility and/or conserving moisture, the introduction 
of traction
 

land (he needs
 
equipment will pressure the farmer to cultivate 

more 


more land to pay off the equipment costs), thus reducing the fallow,
 

and leading to environmental degradation.
 

the threshold size
1 Current estimates as seen in Stier's study put 


at about 6 ha. for oxen, 4 ha. for donkeys. However, only 33, 34,
 

or greater in Kolo, Filingue, and Oual­mad27% of the farms are 6 ha. 

(Table 1, Annex A, NDDP Project
lam arrondissements, respectively. 


Paper).
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Partly because of subsidized agricultural inputs, Nigerien
 

hectarage of millet and sorghum increased from 2,194,000 
ha. to
 

1972
 
3,072,000 ha. and from 567,000'to 768,000 between 

the years 


If the land is well manured
and 1980, respectively (Mukherjee). 

harmful. How­

and/or fertilized, the reduced fallow may not be as 


ever, this is not the case for the Niamey Department. 
GON officials
 

have expressed concern over the environmental degradation 
and decline
 

in yields. Certainly; the introduction of traction equipment here
 

does not help the situation.
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SUMMARY
 

A brief presentation was made of the 1982 agricultural
 

season results, demonstrating that farmers have, up to this point,
 

used no more than 520 of the technical package. In one district,
 

it was less than 25%. In explaining why these poor results were ob­

tained, the following reasons were suggested: 1) the package (how­

ever defined) has, from as early as 1979 until now, not been tested
 
either too
 at the farmer level. Previous attempts at testing were 


complex, or the results were attenuated by poor management; 2) 
the
 

original package included several cultural practices and had trac­

tion listed optionally; however, the main emrphasis of the CPTs,
 
oxen traction unit; 3) the
since their inception, has been upon the 


explored by Stier in a
economic profitability of the traction was 

under drought conditions (1 out of
previous study. She found that 

3 years) the internal rate of retuirn is reduced from 17% to 2%. The 

package is not socially profitable at unsubsidized costs; 4) the 

package, under good field condi.ioni;, has produced better than aver­

age yields, but risk is increased sin'e the farmer must farm in pure 

stands rather than mixed; 5) according, to original NDD project data, 
region, which is already consideredclose to 70% of the farms in the 

viablyto be marginal for agriculture, are pcrtentially too small to 

sustain the package. Farm expansion, on a regional basis, would cut 

fallow acreage, and contribute to environmental degradation;down on 

is not exploit­6) tlhe advantage of deep plowing provided by the oxen 

require
ed in most of the Niamey Department. The fragile, sandy soils 

only a "scarifiage" for preseeding land preparat-'on; 7) while lacking 

data, there is evidence indicating that the oxen, relative­conccete 
until recently, are notly unknown as a work animal in the region 


a decline in the oxen's work
being properly eatred for. This leads, to 
the oxen, yet currently un­

performance; 8) on' TIujor advnntage f 

measured and hence quantitatively unknown in magnitude, is the revenue 

provided to the farmer by using his ox-cart earned by providing 
trans­

portation services to neighbors. The oxen are also viewed as a status
 

accept the package for non­
symbol by villagers. Thus, the farmer may 

agrenomi reasons; 9) the requirement of cash payment. for fertilizers
 
which, in part,certainly does not help the succes:; off the packafge 

upon that input as L means to increase yields;
is largely dependent 

10) all of the above rcasons, ar, balanced out by the fact that L.­

failure of the project to provide follow-up service has ,i large but
 
to use the package; andindeterminate impact on the far-':er's ability 

are aware of' the current. potential shortcomings11) NDD personnel 

pauckage and poor extensior service. Plans have


of the technolo;gical 
season to test variousfor the 1983 agriculturalalready been amde 
traction, single oxencultivation practices, including double oxen 

and non-animal related practices. Plans have
traction, donkey traction 
also been made to strengthen the extension service.
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CONCLUSIONS
 

Given the above reasons, the following conclusion is thus
 

derived:
 

1. There is no conclusive data to indicate that the current
 

agricultural technology package represents the best set 
of practices
 

area.
 
for each of the agro-ecological zones comprising the NDD Project 


Reason: The package has not been tested at the farmer level,
 

and the 1982 survey: reziltz showed mixed results; package utilization
 

is less than 55% and low yields were obtained. However, credit avail­

ability and failure of the follow-up extension service influences
 

this outcome.
 

2. There is circumstantial evidence to suggest that it may
 

not be the best package for certain zones, and that 
it appears to be
 

profitable only in years of normal rainfall in those zones.
 

General discussion provided by recent literature 
and
 

Reason: 

Most of the Niamey Department has only marginal
from Stier's study. 


agricultural land.
 

3. Until further farming systems research car be performed,
 

the packages may be considered marginally acceptable 
in those zones
 

cartage

because of income earned from non-agronomic activities such as 


and oxen resale.
 

There is no other substitute. Farmers can sell their
 Reason: 

any time. It is conclusive, at this point, to determine whether
 oxen at 


the full benefits estimated in the original Project 
Paper will be re­

any potential redefinition

alized. Future benefits will depend on 


of the agricultural package, the realized yields, 
and the acceptance
 

rate that it has among the farmers.
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RECOMMENDATIONS
 

1. No greater recommendation could be given other than that
 
which NDDP personnel already plan to implement: that of researching
 

the technological package. A thorough economic analysis (including a
 

review of Stier's work) of the package should be performed while
 

making allowances for yield risk. Additional economic studies of
 

mixed cropping studies should also be included. Continued and initial
 

coordination with INRAN, ICRISAT and Niger Cereals Research project
 

should be maintained so that a duplication of effort will be avoided
 

and so that complementary skills will be integrated.
 

2. The CPT curriculum should be revised to include element
 

(re: emphasis) on animal feed and prophylactic -are as well as
 

demonstrating to the farmers individual cultural practices separate
 

from the animal package so that if the oxen (or donkey) component
 

fails, the farmer does not abandon the whole package. In some animal
 

traction projects, the farmer perceives that all of the practices are
 

lumped together so that if one part does not work, the farmer tends
 

to abandon the whole package.
 

3. Careful implementatiun of the APS project, in regard to
 

the Niamcy Depnartment, should be monitored. The basic underlying
 

premise of that ,roejct is that there exists a viable technological
1


package for which A1b can provide infrastructural support. That the
 

one currently suggested for NDDP is in doubt has implications for APS,
 

as well as the necessity for potentially revising the FEED PID. All
 

three proejcts (NDDP, FEED, and APS) are complementary, and build upon
 

the idea that a viable agricultural package exists. The oxen traction
 

might be appropriate for the southern regions of Nigers; it is not
 

known, with certainty, that it is appropriate for the northern regions.
 

4. A credit study is needed to determine to what extent the
 

cash payment requirement by farmers to purchase fertilizer affects
 

their ability and willingness to make those purchases.
 

5. Lastly, it is at this point, unfortunate to realize that
 

this project has been operating for nearly five years now, yet without
 

concrete assurance that the key basic project component (the traction
 

package) is a profitable and useful tool for the farmers in the long
 

run. Individuals involved with future agricultural projects will cer­

tainly need to keep the lessons learned from this project in mind.
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Report on the CON Contribution to
 
Project Finance and Recurrent Costs
 
for the NDD Evaluation.
 

BAckground
 

The recent decline in the demand (and price) for uranium,
 
Niger's principal export commodity, has adversely affected
 
Nigerien government revenues and the growth of the economy. In
 
1979, uranium's contribution to the National Budget was at an all
 
time high of 43%, dropping to a low 12% in 1982. The country's
 
real growth rate has dropped from 12% in 1979 to a rate currently
 
estimated to be less than one per cent "per annum". As a result
 
of the uranium revenue decrease, GON planned investment has fallen
 
off dramatically. Table I shows the treyd of the national invest­
ment fund in relation to the CON budget.
 

Table 1.
 

National Investment Fund (FNI) Trends
 

FY 1977-FY 1983 (Billion CFA)
 

Year GON'S Planned Realized Realized FNI 
National FNI FNI as % of Budget 
Budget 

1977 34.1 8.0 10.0 29 
1978 43.4 13.0 18.1 42 
1979 56.7 21.0 24.1 43 
1980 72.1 26.0 24.6 34 
1981 80.6 26.0 13.0 16 
1982 93.8 26.0 10.4 11 
1983 81.2 7.0 - -

Source Toh, K. Ibid
 

Uranium earnings provided close to 100% of the FNI funds.
 
It is from these funds that CON cqr Lributes its share of USAID
 
and other donor related projects. TT'Zthat planned investment has
 
fallen from 26 billion CFA to 7 bi.i ion r7FA.
 

Funding Troubles
 

In a letter :(No. 078/USAID; Nov. 2, 1982) recently sent to
 
the Minister of Rural Devclopment, USAID's Director for the Niamey
 

1 This section of the paper draws from Toh, K. "The Current Macro­
economic Situation of Niger", presented at the Sahel Mission 
Director's Conference, Niamey, December 1982. 
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Mission pointed out existing problems regarding the CON contri­
bution to the Niamey Department Development Project. As per
 
Project Grant Agreement (pg 86) CON is to "replenish the Project's

operations (and credit) account at the National Treasury by November
 
30 of each year on the basis of a cash needs request submitted by

the Project Director to the Ministry of Rural Development by May 31
 
of each year". CON provided only 50 million FCFA out of a requested

181 million CFA for FY '82 for the project fund operating account;
 
and effectively contributed only 27 million1out of 102.4 CFA amount
 
needed for the Project credit fund account. "The 1982 contributions
 
still due, therefore are 131 million FCFA for the operating account
 
and 75.4 million for the credit account". (Letter No. 078/USAID).
 
The November 30 due date for the 1983 CON deposit has also passed

when an additional 200.4 million FCFA was requested for deposit.

Thus, CON is technically 406.8 million CFA (131 + 75.4 + 200.4) in
 
arrears. Moreover, USAID/Niamey temporarily provided funds of
 
$958,000 from an unused construction line item to cover local cost
 
items that should have been provided for by CON.
 

The Purpose of the Study
 

Thus, the purpose of this paper is to explore the various
 
options available to USAID and CON to determine the best course of
 
action given the current circumstances. The following questions
 
are thus posed:
 

1. How much money and resources has CON actually contributed
 
to the Project so far?
 

2. What is the likelihood that CON will be able to complete
 
its payments?
 

3. What are the alternatives regarding the re-structuring
 
of the CON and USAID fund:Lng of the project components?
 

4. Given the nature of the project, what are the estimated
 
recurrent costs for operating the project (in particular, the CPTs)

when the project is terminated? What other options are there re­
garding the CPTs?
 

The report is organized as follows section II wilirespond
 
to questions 1 and 2. Section III responds to question 3, Section
 
IV to 4. Lastly, Section V. provides the summary, conclusions and
 
-recommendations.
 

As it turns out, this amount is actually about 52 million CFA
 

due to subsidies paid in 1981.
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Section II 

Jctual GON contribution to date:
 

In this section, we will attempt to estimate what the
 
actual GON contributions to project have been according to the
 
original arid projected figures (based on 1982 expenditures). 
Second, we will explore the probability of the GON miking future 
contribuitons. 

Table 2 shows the contributions of both parties to date 
by Grant Agreemcnt category. Not shown in the Table is the sum 
of 35 million CFA that was deposited by GON aB an advance for 
project expenses , as it gets depleted, USAID reimburses this 
fund, Consequently, this fund will not be exhausted until the end
 
of the project at which time GON will not receive reimbursement,
 
and the 35 mi'lion will be counted as a part of GON contribution.
 

Table 3 shows qctual vs. projected expenditures. It is
 
possible to make a direct comparison: the Grant Agreement wasn't
 
signed until mid-1981, changing the budget for the first year
 
which was to have been based on an entire agricultural season. 
Nevertheless, the table indicates that AID's expendituires for one
 
and a half years (August '81 - December '82) is approximately one
 
and a half time the first year's budget (3.2 million vs. 2.0 million).
 
The major expenses were in the areas of long term assistance,
 
commodities (equal to the Year I budgeted amount), construction
 
and "other".
 

It is 
also clear from the Table 3 that GON hasn't matched
 
the first year's budget . GON's total contribution of 77 million CFA
 
falls short of the budgeted 110 mill;'on CFA. The shortfall in GON
 
expenditures was picked up by USAID. 
Most of the figure listed in the
 
USAID "other" category in Table 2 was used for covering GON costs.
 

_1/ Actually, project related expenses paid for out of the 35 million CFA
 
are charged to the USAID.
 



through December 31, 1982
 
Table 2 - USAID and GON Contribution to NDD

1 

Preliminary Results: 


Actual Expenditures

Total Budget GON CFA 


GON equivalent
USAID 

GON 1982
USAID 19822 


$1000 (1000)
 (5)

(2) (3) (4)


(1) 


-0-
 -0­2.484 	 -0-
I. TA Personnel 	 353 

1.940
A. Long Term 	 9


544
B: Short term 


9.239
13
215.400
1.077
62.4
II. 	Local Personnel 


40 
 4.486

520.1 104.020
422.2
III. Training 

IV. Commodities	 1.206 434 

725.3 140.060
5.055.7
A. Equipment/Material 	 52.629
483.500
2.417.5 


B. Subsidies 


4.409
889
70. 14.000
2.309
V. Construction 


6.480
618
56.800
284
1.222
VI: Other 


77.677
3.128
5.093.9 1.018.780
11.554.3
Subtotal 


-0-
37
150 30.000
400
Imprevu 


-0-
-0-
115.220
1.576.1
1.627.7
Inflation 


77.677
3.165
5.820 1.164.000
13.582
TOTAL 


Includes Expenditures for August-December 
1981
 

1 Source: NDD accounting records. 

200 CFA/l.00 as per original Grant Agreement.
2 Exchange rate: 


Balance
 

GON
USAID 


(6)
 

-0­2.122 


49.4 206.161
 

99.534
382.2 


144.626
3.849.7 

430.871
 

9.591
 

604 50.320
 

1.419 


941.103
8.426.3 


363 30.000
 

115.220
1.627.7 


10.417 1.086.323
 

http:CFA/l.00


TABLE 3. 

Projected and Actual Expenditures for Year 1 and 1982
 

GON Projected 	 CON Actual
 
Cost Input USAID Projected USAID Actual 2) 


Year 1 1982
Year 1 1982 


e($10) ($1000) (CFA 1000) (CFA 10M0)
 

I. 	 TA Personnel 296 353 
-0- -0-

A. Long Term 

9
B. Short Term 296 


13 25 780 9 239

II. 	 Local Personnel 13.2 


9 200 4 486
 
III. 	 Training 27.7 40 


27 720

IV.. Commodities 1 207.6 1 206 


434
 
A. Equipment 


22 000 	 52 269
 
B: Subsidies 


8 000 	 4 409
889
V. Construction 406.0 


11 520 	 6 480
618
VI. 	 Other 


77 677
Sub-total 1950.5 3 128 104 220 


-0­37 


0 6 000 0
 

Imprevu 


Inflation 	 49.4 


77 677
TOTAL 2 000 3 165 	 110 220 


1) Year: 1 1981 Expenditures as per Grant Agreements, however, the Project didn't start until mid-1981. 

The projection and actual expenditures are 6 months out the phase with each other. 
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Ability of GON to Complete Original Commitment to Funding
 

The funds for GON counterpart financing of projects come
 
4 shows the
from the Fonds National d'Investissement (FNI). Table 


relative amounts of FNI funds invested into different sectors 
of
 

Note that. in 1980 education had the largest
the economy for 1980. 

1977-1979, followed by agriculture. In


increase in funding over 


total, though, agricultural investments were less than 9% 
of the
 

total FNI investments.
 

A reduction from 26 billion FCFA, however, to 7 billion
 

(See Table 1). Lacking better
CFA will require substantial cuts. 


data i-L could be assumed that agricultural investment will not 
in­

1980 level of 2.1 billion CFA. More likely, it
 crease beyong tne 


will be reduced, but perhaps not as severly as some of the other
 

The range of potential values for the agricultureal in­
categories. 

vestment budget thus is estimated to vary from .63 billion CFA (9%
 

It would probably be more realistic
of 7 billion) to 2.1 billion. 


to say that the agricultural budget might be at around 1.05-1.4
 

billion CFA or 15-20% of the total FNI.
 

Given the obligations that GON has to other agriculture
 

projects (over 7.3 billion CFA worth of exterior agricultural 
aid
 

to see how GON will be able to continue
in 1980), it is difficult 


its previous level of commitment in light of the current, real
 

budget constraint.
 

Consequently, a revision of the project funding may be needed,
 

including a shortening of the LOP or the cutting back 
of some services.
 

These various options are explained next.
 

SECTION III
 

RESTRUCTURING THE CONTRIBUTIONS
 

Based on the inpur of Jim Lowenthal, USAID Project Manager
 

for the NDDP and the GON project director, budget projections 
for
 

The cost pro­the remainder of the project's life were made. 


jections for the various project units were based on actual 
1982
 

expenditures and partial budgeting calculations involving 
such
 

items as personnel, enimal feed consumption, vehicle use, etc.
 

Concomitantly, based on an updated exchange rate set 
at 330 CFA
 

to how much fu;ther USAID
 to US $1.00, an estimate was made as 


without any further contribution from
could support the project 


GON, with the exception of equipment subsidies, which are to be
 

a credit fund account (explained below). The

deposited into 


results are shown in Figure 1 ard Tables 5-6.
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TABLE 4.
 

Rdpartition des d~penses du Fonds National d'Investissement
 

par secteur d'lntervention: Annie 1979/80.
 

: Rzports 


SECTORS D'INTERVENTION : 77/78/79 


Secteurs directement productifs 1 012 


Agriculture, Elevage foret 112 

-
Mines 

855
Industrie 

32
Energie 

13
Commerce, Tourisme 


566
Infrastructure 6conomique 


151
Routes et ponts 

264
T616communication et information 


Transport et navig. ager. 151 


1 825
Infrastructure sociale 


364
Santg 

Enseignement, format, jeunesse 694 


498
Hydraulique 

269
Habitat 


1 	180
Infrastructure administrat. 


194
Divers et non ventiles 


4 	777
TOTAL DEPENSES FNI 


: FNI
 
: 1980 : TOTAL
 

5 	304 6 316
 

2 000 2 112
 
262 262
 
369 1 224
 

1 277 1 309
 
1 396 1 409
 

669 3 235
 

1 109 1 260
 
638 902
 
922 1 073
 

7 	559 9 384
 

216 580
 
6 	593 7 287
 

389 887
 
361 630
 

2 	942 4 122
 

660 854
 

19 134 23 911
 

Source: Min . Plan, D.P.P. Service, Planif. rigion: FNI 1980
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Figure 1
 

Determination of CON Grant Agreement Contribution Over LOP and
 

USAID Increase in Contribution Due to Change In Exchange Rate
 

Total estimated CON contributions
 

1. Year Fond Amount (1000 Cfa) 

1981 Revolving fund 35,000 

1982 Operation Account 50,000 

1982 Traction Subsidy 52,600 

1983 Traction Sub.(est). 35,000 

1984 35,000 

1985 .35,000 

1986 20,000 

1982-1986 

LOP In-kind contribution 	 164,500
 

147,100
(A) Total 


2. 	GON Grant Agreement Contribution
 

1,164,o00,000
5.82 million x 200 Cfa =1 


less (A) projected contribution 427,100,000
 

(B) Balance Due 	 736,900,000 Cfa
 

3. 	U.S. Grant Agreement Contribution, Local costs 3,351,000
 

(330-200)2 = 130 Cfa/ 1 	 x130
 

(C) Marginal increase in Local cost purchase power 435,630,000
 

(B) 	 736,900,000
4. 	 GON Balance Due 
Less U.S. increased purchasing power (C) 435,630,000 

GON Recurred payment 301,270,000 
Dol. Equivalent (330 CPA) 8 912,939 

5. 	Sensitivity Analysis
 

401,800,000GON required payment at 300 CFA 

($1,339,330) 

GON required payment at 270 CFA 502,330,000
 
(8i,86o,48o)
 

(1) Table 2, Column 2, bottom line 200 CPA was original rate used in
 

Project Paper
 

(2) Current rate assumed to be 330/Si • The rate as of Feb. 8,'1983
 
was 345/Si.
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TABLE 5
 

Preliminary S,'rw.ary of Budgeted Needs
 
For Project Years 1983-1986
 

(1) 	 (2) (3)
 
GON FNI 1
USAID CFA (LC) 

$ (Fx) (000) CFA (000) 

1983 1,647,000 576,993 15,300
 
1984 1,6221,000 496,912 17,955
 
1985 973,350 435,330 25,305
 
1986 322,875 276,792 24,465
 

TOTAL 4,565,225 1,886,027 	 83,025
 

Total $ 
(1) + (2) /330 (A) 10,280,458 
Less Balance (B) 10,417,000 

1 
85,0002 

(Table 2, Col. 6) 


1,9752
136,542

Surplus/ 


Sensitivity Analysis
 

At 300 CFA Exchange rate
 

Total
 

(1) + (2)/300 10,851,981
 

Less Balance (b) 10, 417,QOO
 

(Deficit) 	 (434,981)
 

C.FA Equivalent 04,982 x 300) -1,975,000- 128,519,000
 
At 330 CFA Exchange rate
 

5% increase in U.S. project costs - (A x 1.05) - B 

- ($377480) or (124,568,000) FCFA 

1 Excluding Subsidies on Traction Units Sold Directly to NDD
 

2 50,000 FNI contribution, 1981 + 35,000 FNI revolving fund
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TABLE 6
 

Projected Fertilizer Subsidy Payments
 

by GON to Revolving Credit Fund
 

Year Actual or Prnjected ($1000) 	 Actual
 

-0­325
1981 

-0­280
1982 

n.a.
240
1983 

n.a.
250
1984 

n.a.
250
1985 

n.a.
250
1986 


Total 1,595 	 n.a.
 

It is normally appropriate to include the original budgets
 

along with calculations In order to show how the annual. totals
 

In this case, however, it was not possible to do so
 were derived. 

because the project officer's budget calculations were 

quite exten­

sive (on the order of 30 typed pages). Subject to minor adjust­

ments, though, the budget should appear in the 1982 Annual NDDP
 

Annual Report. In any event, the records are on file in the NDD
 

office in Niamey, Niger.
 

uneer the original Grant Agreement,
Figure 1 shows that 

USAID is capable of covering an additional 435 million CFA of local
 

costs through the increased purchasing power of the appreciated
 

dollar. Should the dollar decline in value by 10% to 300 CFA,
 

GON required payments, under this scenario increase from 
301 million
 

CFA to 402 million. A similar increase is seen for another 10% decline.
 

However, the situation appears to be different in Table 
5.
 

Though the budget calculations, which involxed reducing the 
contin­

gencies and inflation estimates while building inflation into the
 

actual projected expenditures, it is demonstrated that USAID 
is
 

capable of covering GON local costs line items, again, because 
of
 

The sensitivity analysis shows
the dollar's increased buying power. 


that if the dollar declines in value by approximately 
10%, a budget­

ing deficit of $435,000 (128 million CFA) ,3% of LOP U.S. contri-


At 330 CFA, a 5% cost overrun results in an
bution) is incurred. 

almost equivalent deficit.
 

As a result of this funding scenario, USAID has several
 

options to choose from in re-negotiating the project contributions.
 

Briefly, AID can:
 

Pay for all of the project costs through the advantage of a
1. 

higher exchange rate (original rate: 200 CFA/$ current:330) which,
 

based on projections, has been shown to be adequate for covering
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project expenditures through December, 1986.
 

2. Require The CON to contribute nothing more to the operating 
account than what has already been paid - the 35 million and 50 
million CFA deposits and; 

3. If the exchange rate declines, renegotiate the GON contri­
bution or if GON fails to make the fertilizer subsidy payments,
 
AID can seek other options.
 

The time of the second mid-term evuluntion - at the end of 1984, would 
be an appropriate time to decide the next course of action, based on GON 
adherence to the agreement.
 

In addition, the monitoring of the exchange rate and periodic re­
porting of the impact of a change in the exchange rate on project fin­
ances would be a means to permit needed adjustments. 

Other project options which could be implemented now, or held f..r 
consideration until the 198h evaluation, include: 

1. Diminishing the project size through closing down of the CPTs
 
or reductien/terminetion services for an nrrondissement. Here, the less 
productive areas could be singled out for cutting back or stopping pro­
ject activities. 

2. Reduce the project's life by I year (December, 1985) or earlier
 
since GON has failed to honor its commitments.
 

These options will be reviewed at the end of this report following
 
a discussion of the Credit Fund aria Pecurrent Costs.
 

The Crcdit Fund and Fertilizer Subsidies
 

Although direct project. activities are not hindered by the lack of
 
GON contributions, there is another fund contribution, required of GON,
 
that needs to be dealt with. The fund in question is the credit fund.
 

The original project deiign included the establishment of this fund 
that was to serve as a source of financing for farmers to purchase needed
 
farm equipment and fertilizer. The credit fund was to have been built up 
through deposits made by G.O.N. and, indirectly, by AID commodity purchases. 
Money generated by sales of farm eqaipment purchased with AID funds was 
one source ef deposits. All) was supposed to purchase the equipment at full 
price and ten, through the project, sell the equipment of credit to 
farmers at he subsidized price. The credit iund would then be built up 
by farmers uho would deposit their loan repayments into the fund. The GON 
was to have paid the balance (tae balue of the equipment subsidy) into the 
fund as well. As1t turned out, GON sold equipment to the Project at the
 
subsidiwed price.--


IL As long as the Project purchases equipment at the subsidized price from
 
GON, it has received an in-kind contribution with the amount of the sub­
sidy (as per figure I). However, the credit fund does not receive the
 
value of the subsidy and is thus reduced in size.
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to have been applied to fertilizer
supposedThe same situation wa 

as well, but since 1980 GON has required 
thqt cqoh payments be made for
 

Instead, cash payments
 
seasonal agricultural inputs, i.e. fertilizer. 

are deposited into
 
are made by farmers for fertilizer, 

and these payments 


purchase future fertilizer imports. In this 
a fund that will be used to 

of the subsidies.required to pay the value 
case, GON is still 

1981 and 1982
 
The project imported $605,000 

worth of fertiliwer in 


of this stock arcording to project 
records.
 

and has sold approximately 42% 

it, true cost in Niger. Thus, 

Fertilizer is SUL idiwed at about 715% of 
at the tim,- the

of 248 CFA/$l for 1981-2 
the weighted e,. ,ange rate onat 47T million CFA 

made, GON roughly owes the Project
purchases were on remaining

sold, and another 65 million CFA the 
fertiliwer already 

stock. 1I/
 

resulted in a recommendation
 
a credit consultan>A recent visit by fert­

(see the Stickley Report) that two 
accounts be set up to k ep the 


3ubsidized price on 
a cash basis, the funds
 

ilizer is still solo at the 
would quickly be decapital­the price

used to purchase fertilizec at full 


available credit for equipment.

ized, wiping out 

assuming that fertilizer and equipment roles will be 
Consequently, thr- impacttomanager intends do), 

kept separate (as the project credit 
follows:subsidies is asof the fertilizer

GON payment or non-paymentof 
to by sold 

the amount of the fertilizer originally projected
l. If 

to the proj ect would ballon to Y86 
total contributionsold, GON'swere burden on thefinancialwould probably pose apaymentmillion CFA. This paperir the original project

The projected fertilizer !;ales
government. 
 hasi already been purchased,

to $1.6 million. Since $.605 millionamount w7uld require a 
the remaining one million, if all. fertilizer were sold, 
-
 or a total61.9 million CFA,

2


annual payment of over 
current average 

to the 247 million, a minimuin 112 mil­
payment of 247 million. In addition 

When both sums 
the $605,000 fertilizer purchase.

needed forlion CFA is 
contribution (including continued 

are added to the GON projected operating 

subsidized sales of traction equipment 
to the project), total GON contri­

of the origi­
gution would then be 786 million 

(247+112+427), or nearly 67% 


nal commitment.
 

= 61.9 millionJ (1 million x .75 x 330)/4 

traction= 209,500 is the coLt for a
2 (60 million/09,500) 285. 

10% down payment. This is assuuming a 
package plus oxen 1I.!s a 


100% repayment rate.
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In this case, the appreciation (f the dollar has worked
 
against GON: GON's pa5ment of the subeidy equivalent is dependent,
 
according to the credit agreement, upc¢n the lowest rate of ex­
change in effect at the time of the fertilizer purchase, at the
 
time of the fertilizer being sold, or at its import date. If, on
 
any of those dates the exchange rate is higher, than the original
 
project rate of 200, or CON has to pay in a large amount of CFA
 
to the credit fund.
 

2. The credit advisor realizes that CON is selling equipment
 
to the project at subsidized prices, effectively reducing the
 
build up of the animal traction component of the credit fund to
 
only those repayments made by the farmers. He estimates that by
 
the end of 1986, approximately 60 million CFA will be made avail­
able from loan repayments for annual credit needs. This amount
 
will be providing equipments to some 260 - 280 farmers per year,
 
depending on the rate of planned decreases in subsidy and on the
 
ability of farmers to purchase the farm equipment on credit.
 
Excluding oxen from the purchase, the number of people using the
 
credit fund could double.
 

3. By the en' of 1986, the credit advisor also estimates that 
some 132 million CFA will be in the fertilizer account assuming 
that p anned amount of fertilizer is sold at the current subsidized 
price . With this amount, the project will be able to purchase 
some 600 tons (at an estimated 1986 price of 220,OOOCFA/ton) a 
level thought to be more than adequate for the Niamey Deprrtment:
 

4. Several scenarios can be recognized:
 

A. If GON were to provide some means of insuring that the
 
credit fund for fertilizt.r would not be decapitalized because of
 
subsidized controlled prices, it would not be necessary that GON
 
honor its comnitment on eithr past or future fertilizer subsidy
 
payments.
 

However, under this scenario, USAID and CON may have to
 
accept a lower rate of growth in regards to project expansion:
 
equipment credit availability between 260 and 520 farmers per year
 
may be limiting. This is because the Project Paper (Annex B)
 
indicates that some 1.330 pair of oxen are to be purchased in 1987.
 
Although it is too soon to state whether or not the demand will
 
actually be this high, the credit fund will not match that need.
 

11.6 mnillion x 2.5 x 330 - 132 million. 
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B. Jf, during the life of the project, GON were not going
 
to reduce further the fertilizer subsidy, USAID should then require
 
that GON pay the full amount to be based upon actual sales to farmers
 
and exchange rate fluctuations.
 

C. GON should be encouraged to reduce its fertilizer subsidy.
 
One means for encouragement would be to, say, cancel the current out­
standing debt in proportion to the reduction in the subside. If,
 
for 	example, over the Life of the project, GON further reduces fer­
tilizer subsidies such that they (over only 50% (instead of 75%) of.
 
the fertilizer cost, (ON should be required to pay an amount equal 
to approximately 1.65 million CFA ($1 million x .5 x 330) plus only 
half of the outstanding 112 million. 

i1 GON furth,'r reduc-e' subsidics such that they cover only 255 
of the fertilizer cost, the amount then reduces to 82.5 millioi,(1 
million x .25 x 330) plus one-quarter of the outstanding 112. -

The 	 second interim evaluation in 19811 would be an excellent 
time to review GON actions regarding subsidy payments. If, by
 
then, GON hasn't taken steps to reduce the subsidy, or if they
 
haven't contributed to the credit fund because they haven't reduced
 
the 	subsidies, the following options should be considered:
 

1. 	Reduce the remaining 'oslts of the project 
by closing selected CPT's and/or reducing services 
in one or several (marginal) arrondissements; 

2. 	Stop purchasing fertilizer from project
 
funds;
 

3. 	Terminate the project by December 31, 1985
 
or earlier.
 

The 	final set of recommendations are presented in Section V.
 

1/ This is, of courne , dependent or, the exact sales and 
exchange rates.
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SECTION IV.
 

RECURRENT COSTS
 

Introduction
 

Recurrent costs are those which are defined to be:
 

"the set of annual flows of gross expenditures of the
 

government and its agencies, in local currency or
 

foreign exchange, undertaken in order to generate socio­

economic benefits in connection with the operation and
 

installed capacity, regardless
maintenance of a unit of 


of the source of finance of the expenditures in question,
 

foreign". (Gray and Martens, "Recurrent
domestic or 

Costs of Development Programs in the Countries of the
 

Sahel", pg. 19). 

A key point 18 that the production capacity "must have been
 

properly installed and have reached its phase of normal operation
 

before the expenditures associated with it are to be considered
 
All costs incurred before
recurrent" (Gray and Martens, page 18). 


the commencement of normal operations are thus classified in the
 

category of non-recurrent or development expenditures.
 

It is important that we also distinguish the difference
 
The financial
between financial and economic 	(social) costs. 


resources at their face value, paid
cost.involves the valuation of 

the real value of the good. For
prices. The economic cost is 


a farmaer pays for his subsidized fertilzier
example, the price that 

is the full price of the
is the financial cost; the economic cost 


The use of tariffs, market controls, subsidies, trade
fertilizer. 

barriers, etc. often result in economic costs not being equal to
 

In dealing with recurrent costs, financial
financial costs. 

costs will be the status quo unless stated otherwise.
 

costs is the "recurrent
for recurrent
Lastly, a useful measure 

(Rcc)", defined to be the ratio 	of operation and/
cost coefficient 


in a capital facility.
or maintenance costs to investment costs 


Similar projects should have similar Rcc's and "borrowing" 
an
 

Rcc from another project aids in the estimation of recurrent 
costs.
 

Unfortunately, for certain categories of projects Rcc's, and
 

can widely - ,tary in- value. lntegrated
 
Rcc's have
 

Rural DevOIopment projects tit 	under such a category: 

.43(Gray and Martens, pg. 33).
been estimated to range from .08 to 


The study of four World Bank supported Rural Development 
projects
 

Upper

in the Sahel revealed that their Rcc's varied from .10 (an 


Voltan project) to .25 (Maradi Rural Development Project, Niger).
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Still, these ratios have too broad a range to derive any meaning­

ful estimate it may be better to calculate Rcc's from individual
 

project components. A second approach would be to estimate,
 

through budgeting techniques and projections, the recurrent 
costs
 

for the project rather than rely on the coefficient 
of other
 

similar projects. This was the preferred method for this project.
 

Cost Estimates
 

Based on budget projections made by NDD's Project 
Manager, and
 

making adjustments for reduction in long-term technical assistance,
 

training, and some commodity imports, an estimate
 
Thiese results are shown
 for 	project recurrent costs was derived. 


in Tables 7 and 8. They should be considered as rough estimates
 

and modified after next year's expenditures when 
a clearer idea or
 

The recurrent costs esti-­annual project expenses will be known. 


subject five conditions, however:
mates are to 

not 	 included;1. 	 Vehicle replacement costs were 

2. 	Personnel costs for certain GON Civil Service
 
were not included;
employees working in the pro-ect zone 


3. 	1982 prices and costs were used.
 

4. 	Foreign exchange costs were not separated from 

local costs; and 1 
5. 	Regional fertilizer imports were not included
 

cost for operating an
 It is estimated that the recurrent 


individual CPT (including fertilizer at unsubsidized prices),
 

exclusive of extension atid vehicular support, is 7,706,000 CFA.
 

The estimate is probably low: government farmer training center
 
- 2200 per student.
 

in Togo and the Gambia average between $2000 


The per couple cost at a CPT is $1167. However, here, it must
 
xcluded from the esti­be remembered that certain services are! 


This CPT cost estimate has also excluded any revenue 
that
 

mation. 

have been earned from selling CPT produced grain. 

Each farmer
 

couple is given an allowance of a maximum 500 
kg of millet after
 

Each CPT cultivates around 20 hectares.
 the harvest (10 tons/CPT). 

Consequently, production efforts that yield 

greater than 500 kb/ha
 

will result in a surplus, and generate additional 
revenue for the
 

The highest cost category in the CPT is that 
of training,


CPT. 

which includes a 3.6 million CFA allowance for the stagiaires
 

Under the materials category,
total CPT cost).
couples (47% of 

it should be recognized that animal 

feed and fertilizer are the
 

.3 out of the.
Together, they Make up 
greatest expenses there. 

cost for materie-o.1.7 	 million 

1 Eg. fertilizer purchased for the Niamey Department.
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The estimated cost for running 10 CPT's Extension,
 

Co-ops, Input Delivery, Credit, Women's, the Monitoring and
 

Evaluation, and Management Unit is 270 million CFA. The unit
 

with the largest cost (aside from the excluded personnel costs
 

of other units) is Extension, which consumes 38% of the budget.
 

This is because 60 million CFA is budgeted to provide material
 

for village level extension efforts. Another major expense, as
 

developed across all project units, is vehicles expense.
 

Combined, vehicle operating and repair charges are estimated
 

to cost 50 million or approximately 20% of the project. This
 
project component probably has the highest foreign exchange
 
cost because of the fuel expense. Any attempts at cutting
 

down on vehicle costs would be helpful to the project. One
 

possible suggestion is that extension agents at the CPT's
 

use donkey carts for extension visits to villges within
 

a 10 - 15 km radius of the CPT. Not only would this save
 

on fuel cost, but the farmer may actually feel less intimidated
 

if the extension agent arrived by cart rather than Land Rover.
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TABLE 7
 

SUMMARY OF POST - 1986
 

NDD PROJECT RECURRENT COSTS 

Estimated Cost'Unit 
1(1000 CFA)
 

77060
CPT 7706 x 10 


92980
Extension SErvice 


18000
Cooperatives 


9500
Credit 


21300
Inputs 


0
Woman's Program 


11250
Evaluation/Monitoring 


15330
Management 


Sub-Total 245420
 

24542
10% Unforeseen factors 


Grand Total 269962
 

.... $818,070
As 330 CFA/$1 ........................... 


1 Exclusive of vehicle Replacement inflation, and certain
 

CON personnel salaries (see Table 8 for breakdown of
 

project unit costs).
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TABLE 8 

ESTIMATED RECURRENT COSTS FOR NDD 

After 1986, by Unit 

Conditions
 

All prices and costs at 1982 level.
 
Salaries for CON Employees Not Included, excep&t at CPT's.

Vehicle Replacement Costs Not Included.
 

CPT 

1000 CFA Cost
 

Personnel: 1 Chef 
 60 x 12 
 720
 
1 Cadre d'Alphab~tisation 420
35 x 12 
1 Guardian 22 x 12 
 264

i Herder 22 x 12 
 264

1 Worker 
 22 x 12 
 264
 
2 Peace Corps Volunteers 0
 

Training: Student Stipends
 
20 couples x 20,000 x 9,40 
 3600
 

Refresher Training (CPT pers.)
 
4 people 
x 8 day x 2000 
 64
 

Trans Stagiaire

20 couples 
x 4000 x 2 trips 160
 

Porte Ouverte
 
50 people x 4 day x 750 
 150
 

Material: Nursery (est.) 
 20
 
Animal liepletcement %out (vst. also, resale) 100Animal Feed 1/2 ton 
x 180,000/t x 9 non 
 810
 
Office and Training (est.) 
 100 
Animal care/medicine (est.) 
 80

Fourrage animal (on farm) 
 0
 
Fertilizer (unsub.) 3 x ton x 180/, 
 540
 
Traction Unit Replacement
 

(300,000 
- 5 year, no resale value) 60

Seed (produce own or APS project) 
 0
 

C~struction: 
 Building Maintenance 30 house x 3000/unit 
 90
 
(Note: approx. 15,000 dep./house/year not
 
included here)
 

Ve4Icles: See Extension, Management Unit
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TABLE 8, contd.
 

(1000 CFA)

CPT Sub-totals: 


Personnel 	 1932
 
3974
Training 


Material 
 1710
 
90
Construction 


Vehicles 
 0
 

7706
7706
Total 


Approximate cost per coule 
(:20)
 

$1168

(at 330 CFA/$11 .................. 


- ALL CPTS
EXTENSION SERVICE 


2 male, 1 female at CPT
Personnel 
 12000
 x 35 + 7 x 30) x 10 CPT x 12 mo.
(2 

Perdiems
 
10 CPT x 2 per. x 4 day/month x 1000 x 6 Mo. 

480
 

2000
 
Training: Refresher course (est.) per diem 


2500
Extension activities 

New agent training or upgrading 

1000
 

15000

(est. from NDDP budget)
Vehicles: 


60Q00

Material: Village gardens 


92980
Total 


CO-OPERATIVES 

0
 
Personnel (GON provided) 


2t I
 
Training (est.) 


3001

Vehicles 

13000
Materials (village Dev. Fund) 


Construction (provided by village) 
0
 

Total 


1 Excluding a 10 % provision for unforeseen items
 

18000 
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TABLE 8, contd.
 

(1000 CFA)
 

CREDIT
 

0
Personnel (CON provided) 

2000
Training (est.) 


Material (credit fund established by
 

deposita of s;ubsidies) 
 0
 

Vehicles (should be covered by CNCA
 

intoresL charges) 7500
 
0Constructlon 

9500
Total 


INPUTS
 

5000
Personnel (driverc) 

800
Training (driver) 


Material (Inventory control) 500
 

Vehicles (est. operating exp.) 16000
 
0
Construct ion 


Total 21300
 

MONITORING AND EVALUATION
 

4000
Personnel (EnquetIurc) 

750
Training 


1500
Material 

5000
Vehicle 


Total 11250
 

WOMEN'S PROGRAM
 

Expected to be merged with
 

Extension and CPT activities 
 0
 

0
Total 
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TABLE 8, contd.
 

(1000 CFA)
MANAGEIENT UNIT 


Personnel:
 

1 Director
 
1 Technical Director
 
1 Administrator/Finance Officer
 
1 Accountant
 
2 Drivers (All paid for
 
2 Secretaries by the CON)
 
1 Inventory Contro]
 

1 Evaluation/Monitoring Officer
 
1 Planning/Program Officer
 

90
3-4 	Janitors 
Per diem - 5 pers. x 4 day x 12 mo. x 1000 240 

Equipment (est. office supplies and 6000
 

Utilities (est.) 1500
 

3500
Vehicles (est.) 


Construction - maintenance
 
(80 million/20 year) 4000
 

Total 	 15330
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Recurrent CoSt Coefficients: 
Some Closing Comments and
 
A Comparison.
 

Given the current state of CON's economy and govern­ment budget, some hard decisions will have to be made now and in

the next few years regarding how the decreased budget is to be
allocated among various sectors in the economy. 
 It is not

unusual to find other projects in the Sahel where, after the
development phase has been passed, the project then suffers a lack
of adequate operating and maintenance funds. 
 That governments

can allocate resources as they 
so desire among various projects,

the case inevitably occurs where after "some projects and
sectors have seemed more prone than others 
to suffer fLom sh6rt­falls 
(in fundings) allocation in this regard" (Gray and Mrtens,

pg.200). 
 Gray apd Martens found four reasons why governments

decide not 
to continue the necessary allocation of funds 
to keep

the project adequately financed. 
 Only one will be cited here,
since it appears to be the most appropriate for future consider­
ation of NDDP operations:
 

"Technic&7 shortcomings and 
errors 
in design and execution." The
preceding chapters (of Gray and Martens Report) have illustrated
 
the existence of projects, sometimes on a large scale, based on
the introduction of technologies which were unproved or not

perfected. Agricultural development projects have suffered 

yet
 

particularly from this 
state of affairs -- introduction of

insufficiently tested techniques of cultivation, distribution of
low-yielding new seeds, etc. 
 In other cases, a superficial know­
ledge of the conditions in the project milieu has led, beginning
with the critical establishment phase, to a poor choice of extension

personnel, thus preventing the projects from "taking off" on
account of lack of productive contact between this personnel and

the population in question. 
Not only agricultural operations

have suffered from this phenomenon (too young and inexperienced

extension agents: indeed, agents who are never 
to be found on the
job), it has also afflicted health projects (village health workers

lacking sufficient authority in their village). 
 Many of these pro­jects are already faits accomplis: managers have been trained,

local administrative structures have been created,and the
donors have committed themselves to disbursing large sums over
 
a certain number of years. 
 There 
are even cases in which projects
are maintained by nothing more than inertia, even 
though donors

and recipients agree tacitly on their lack of viability. 
 This

applies to some agricultural projects, and also certain education
projects based on models diverging sharply from classical education

(rural training). 
On the whole, the situation is related to th2

fact that pkoject designers have generally under-estimated the
establishment period required by such activities, apart from often

failing to distinguish between the ?hases of experimentation and
 
establishment proper." 
 (Cray and Martens, pg.201).
 



Thus, USAID may want to consider insuring that the project
 

has definitely passed from the experimentation stage and 
into
 

the establishment phase before finally terminating all funding,
 

even if it means continuing NDDP with a third phase. This is,
 

of course, dependent on how well defined and acceptable the 
techno­

the Technical Package).
logical package becomes (see report on 


As mentioned earlier, other IRD projects have had rcc's that
 

varied between .10 and .25. Additionally, the NDDP project paper
 

Here, these esti­included its own estimates of current costs. 


mates will be compared.
 

Comparing Recurrent Costs
 

The estimated annual recurrent coSts in the original
 

vary from a total of $2.7 million (years 6-10)
project paper (PI') 

reason for this high esti­to $8.1 million (years 11-20). The 


is because $6.5 of the 8.1
 
mate, especially in tht' latter years, 


million included represents regional fertilizer sales which are
 

too high. By adjusting the sales figures
now considered to be 


to $300,000/year, the long-term recurrent costs estimate 
(years
 

11 and beyond) reduced to $1.8 million/year (1980 prices) a
 

little mcre than double the estimate of .8 million (1982 prices)
 

However, vehicle, purchases, personnel, and
made in this paper. 


regional fertilizer sales were excluded from these estimates. 
By
 

adding in the PP recurrent cos
t estimate of $462,000 and $300,000
 

for the vehicles and fertilizer, respectively, this figure 
now
 

-! .46 + .30). Table 9 shows the

increases to 1.6 million (.82 


Clearly,
comparisons of these figures and their calculated Rcc's. 

on the lower side
this project's estimate for recurrent costs is 


ranges from 0.08 to 0.43. However, it
of the IRD 'scale' that 

$5.5 million of the originalshould also be remembered that some 


$19.6 million Grnnt Agreement wnq supposed to be teed Rolely for
 

a unit. exclusion of this fund
establishment of credit This
the 
by 40% (19.6/14.1). Second, GON is no


increases the ratios 
funding: if CON honurQ th­

longer contributing the same amount of 


commitment on fertilizer subsidy payments, its total contribution
 

.786 billion or a difference
is reduced from 1.164 billion CFA to 

derived from combining the CON


of 1.14 million (this figure was 

In this case, the Rcc's increase
contributions in Tables 5 and 6). 


Lastly, Rcc's for individual project components were
by 7%. 

These were based on the projected budgets made through
estimated. 


1985. Note that the Extension Unit has the highest Rcc; Credit,
 

excluding the women's unit, which was merged into the extension
 

unit, has the lowest.
 

1 The local costs, expressed in dollars, were adjusted so as
 

to reflect the new exchange rate.
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TABLE 9.
 

Comparison of Recurrent Estimates
 

and Coefficiente
 

(1) Project Grant Agreement: $19.6 million
 

(3) + (1W

(2) Recurrent Cost Estimates 


(3) (4)
 

Rcc
Amount 


.04
$818,200
A. This paper 

8,124,000
B. Project Paper 

.41
 

C; Project Paper Adjusted
 
.09
for Fertilizer 1,849,000 


D. This paper, adjusted for
 
vehicles (not adjusted
 

.08
1,570,000
for inflatlon) 


Preliminary
 

Recurrent Cost Coefficient for Project Components
 

Project Budget Recurrent Cost Rcc 

Unit 

Total 
(1) 

Estimate 
(2) (2) + (1) 

CPTS 620,270 77,060 .124 

Extension 557,991 92,980 .167 

Credit 597,837 9,500 .016 

Inputs 140,647 21,300 .151 

Evaluation 67,014 11,250 .052 

Co-ops 

Women 

213,877 

53,441 

18,000 

0 

.084 

0 

Management 493,012 15,330 .108 

.088
245,420
2,764,0891 


Excludes GON fertilizer subsidy contribution to credit 
fund
 

Not adjusted for vehicles, etc.
and 10% contingency. 

1 



SECTION V
 

and Recommendations
Summary, ConcluiR 


CON financial
were examined:
four areas
In this report, 


and in-kind contributions to date, 
the likelihood of GON being
 

able to keep the original funding 
commitments, a potential means
 

for restructuring the contributions, 
by both USAID and CON, what
 

issue), and recurrent 
CON should actually contribute (the credit 

In 1986.
 
cost estimates for the project after termination 

in their first year
fallen short 

aIt was 
to 
found 

the 
that 
project, 

CON has 
having deposited only sum of 50 

cotributions the project opera-CFA for181 millionCFA out of requestedmillion the amuunr requesteddid deposit
ting account for 1982, and not 

of anexists for the deposit
1983. A similar situationfor FY for inputs -)Id to farmers. 

subsidies pale
amount equivalent to 


GON will contributeto be unlikely that the 
Second, it appears Investment 

amount of committed funding: the national 
original 9% in 1980,

21,, of which agri,k 1utre composed
been cut firomfund has USAID 

CFA. 'Tird, it was deteriint, that, in fact. 
to 7 billion due 
could pay for remainder of the projet' operating expcnse';

the 200 CFAoi the dollar (from
in the buying power

to an appreciation t,e do'lar

additional funding at; long as 


to 330 CFA/$1) without 
cnd the credit funds 

The input subsidie.s
does not depreciate. i.,CON ricesThe real choice thatat length.were discussed their conritment 
either to reduce the fertilizer subsidies _.r no or 

d. Oherwise, 
to deposit The equivalent amounts in the credit fi 

stop. Fourth, recurrent costs
to

fertilizer purcilases will have 
CPT and the entire project.

for an individualestimated thewere to _ost 7.7 million CFA, 
one CUT is estimatedThe operation of 

to other IRDmillion. Compared
entire project would cost 270 

.Gi, is low, but(h1cc)cost coefficient,recurrentprojects, the NDD 
from the analysis,excludedcertain expenses were

it was noted that 
over by existing CON'.)be taken

that certain services wereand 
agencies. When adjustments were made, 

to account for these
 

differences, the Rcc figure 
was not much different than 

the Rce
 

value calculated using estimates 
(which also adjusted) from the
 

paper.original project 

Recommendnt ions 

It Is recommended first, with 
Given the above analytils, 


expenses, 
 that: 
respect to the operat ing 

for operating expenses be 
1. the GON contrIbution 

no additional funding is required.
reduced so that 


The 35 and 50 million CFA deposits already 
made
 

on the animal
 
plus the subsidies to be paid 
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traction -equipment- j))rc)iasc'd by the. project pl.us 
the inkind contribution are ansufficient contribu­
tion (h27 million CFA). 

2. USAID pick up local costs, to the extent possible,
 
through the increased purchasing power of the dollar
 
(assumed rate of exchange 330 CFA/$1). This will
 

require no additional financing beyond the current
 
level of resources and budget projections through
 
December 1986. 

3. At the uroond interim evuluntion schedule for mid 
to lnt.e 1981 the team determint, wha. options to 
recommend if the average exchsnge rate drops below 
330 CFA. The project. will monitor the exchange 
ritte through June 1984 ind will make bi-annual
 
report-, on lth, impact of :luch tt dcline (i,' occurin.)
 
on p ruj .t 'Intonvru.
 
Such optiont might includle:
 

A. 	 a requirement that CON contribute to local
 
costs in proportion to the decline in the
 
exchanee rAte.
 

B. 	that the project be red, . in scope by either 
1) closing or terminating :,ome of the CPTs 

in the marginal agricultural production areas 
2) reducing services in an entire arrondissement; 

or 3) that the project be terminated in December
 

1985 or earlier.
 

Second, with resspec- to Lih,, credit fund, it is recommended that­

11 	 If GON take steps to reduce the amount of subsidy
 
such thnt the cost of the fertilizer to the farmer
 
is completely unsubsidi.ed by the start of the 1987 
agricultural vetnon, 004 will tiot *e required to 
deposit iny funds into the fertilizer Recount; 

2. 	 GON currently has an outstanding credit debt of arpro­
ximately 11P million CFA. It is recommended that. this 
debt be waived in proportion to the GON reduction of 
its subsidy as a means to encourage subsidy reduction. 
If reduction of at least 30% hasn't occurred by the time 
of the mid term evaluation in 1984, GOIN should be re­
quired to begin pkmsents on the debt. 

3. 	 If COX! appears not to be making steps to reduce the s'b­
sidy during the 198h and 1985 agricultural
 

http:unsubsidi.ed
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it should be require& to pqy the cqlculqtedseason, 

amount of subsidy, based on the annual usage or else
 

face the options listed above regarding CPT closure,
 
The exact
premature fund project closure, etc. 


nature of these options with regard to the credit will
 

also be addressed by the evaluation team in 1984
 

after reviewing the previous two years of project
 

progress.
 

costs, no specific recommenda-
Third, with respect to the recurrent 


to note that they should be
 tion is needed at this time except 


periodically reviewed with the participation of 
GON and updated to
 

provide more nccurnte esimtltons.
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- LoL fraue diontrotion, doo vtai.:iircc 3onlt pria ai. c.r::c 

Projot ot louar goation oaifiko aux sta~iai,-os oux-scMIca. 

-L& cuisino oat fato on oommuw par groupo ;1c foms 

- ~A L. fin du otagc, los oouplos dont la oonduit. oit 1z~.: a 

r.'auro.nt pan doflZ12 3atijfactiofl no Bcront Piz5 dquip6so 

-L'6qip;.,ent doniui6 p.x la stagi..irc on foinctio-i 1Q.: b. 

cst dor,,6 it oroait - LWncquisitior. du pr~t an m~tteriol a.6Ticoo cxca<#e w .:.' 

on v,uur 4 la C1ICA ( actuull..- -:nt ( 10 %)q u1,- it±~ L r 

do verser -mxv..6 LA Piet 39t a'c,.iboursabla on 4 Ofl.diz2 d'achd.,c- ,p-,~c, 1 

ooopdrative garntiazz3t lc racouvromit do ous 6chdccs, 

frafio interdit pour unca raisw quwlooiiequc au riatdri..Al -.Cric.-. 
at lz3 azzimaux mais plut~t pz-.ndru ooi d'oux pour uwx rcaItabi11.cati.o.:A. 

-Consutitution dha 1.. fin do 1'dLv2r1ai .kj stcc d-. f;L:.. 

d'aliwnts oonc.,ntrdu grainos do cotang oan) pour ic.. -,nimnuA pour Ij..> 

do sowluro. 

-Ekr ons do m..Udiog prevc.,i. 1'infirraior d'vit!v.-. le -#Lu- -h 

pacLr aidork voienur 1 ,b casinkuX. 

.. .1.. 

http:r.'auro.nt
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- 3i 1,-,c Zzirm-c iD'inter.G,3c;nt iiloca~.L-s volqi1.o.i 01--­

po6gORM ap~ortor -.vc cll.-s quaolquws poule., quiaa~rcint croiL~cu avoc d.,Lt co dkc 

raco 

- Lac fonir,:s dbojvint cpportor egnlom3!t ].os m~fwnfcot; pouL' 1ix.. 

cuituxrcz dic caao COsojlll Sockbo I 06.0 Otrnu 

- nfiii, tout zita i.iz'c no cc coAZforr-. X.t p-.z au rblinz.t irl u., 

du cucitro pout 8tro ;.xclu At.o.t morront ot rc,.ic it.son. viii : aYL3 iaucu~i 

gcrsont. 

-Ii ozst inatitud un fo.-dD dLu rou1limcrit =1 ;.ivc~iu aL C1iv1qJi CPT. 

Ca- fonds qui sora soutenu pL-.r d.;r, apports dc production annuello sorvii-a ;! t. > 

finm~ccr iL c,.:t.-o on cas dit rot'raat Au~ Pro ,4ot. 

- Pour ..ssuror low- subamctracal wic partio do la pro-1uct-4.: 

distribudo w~x stag'i,"iroa. 

2) CUTiu iii CHOL( UU SrTAGIPI-11E 

- ELtro volozitairo at cAhoisi par son Go... or- aocoxi.~ -6voc I- coz>­

rativc ot 1tdo paronts - Poair cola 1l, cooperctiv-- dovra r~ponairo aui porc.-.&t. 

rinmbourcarxcait do pr~ts dont las izup.,y~. '.rluolc- nu doivont, pan oxcdd%.r 10 jb 

- Etro iaoriouxz *"Aui tr'availl.ur at ouv.irt au inovc~tlo...o1 

- Stro chof d'uxploit.Aton at chif do faniill.- t& du 25 a 45 ~. 

-Dicnozr auf~isa.i.;;t :c. torro ( 4 A 5 h,.) it on cccx 11.ui~t 

famnilialg obtonir l'onurtor.rcnt form~ duz parmts an vuo d'applicfucrl'~bl 

Z Cbaquo couplo no puut afwaar imv*cc lui quo 2 .2nfants au1 f.-i. ... 1 

la plur,ia6~ no dova±Lt exc6-Udcr 5 aM13 ( colorite ) 

- L-- finr-; vi-.nt au CPT aiu r.4;- titri quL; 1.. rax~i (it dait p-r cji 

r6quant aocopter do. trav..aillor :uis -L; MuflLui codiditianao, 

Danfs cas conditions -;I -aot -A'it oblijtion au xxai u' -zc-.;-t..; i 

particip.%tia. tdo sa forv.k; jAix d2.xTdroznto- activit :se 

Loos pzayaaia cvytiit dt~ji b6nficix.Cl'Uu for;....tion au C.IF.J... 

N'Douag. ou au contra du Miniaba no sorunt pan propostea. 

- LAo--d6twutwuo do:; wiiti A culturo catt%.AeLt oait 6gUl. ... jx 

ffL.is p -uv(.,t prt,,r- A =L;o ror.t.-li :;puielal...nt LL~~u.a ...ur .. t .:.L­

- Wi Vill ~ dcvra chol..ir 2 rit,,. i,-rk~ Qt 2 cuppldrC... ra. 

romTplaciJro1t ol c.69 doj d~oistor.b ;nL 

Best Availaible Document
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3) POLF DU' STAGIAIRE A-.W R= AU Vi-LG 
C'est la coopdrative et le village qui choisissent et envdiont 

staiqir an formation au CPT
 
-C'est la coopdrative 
 qui garantit lo prit accord6 au staliaire 

pour son 6quipoment* 

- Rn retour le stagiair , tout en travaillant son eriloitatic.-opl'exploitation familiale dpit faire profiter les autres paysans de sa fcrmtio:r. 

* d6monstration du mat6riel atTicole 

to dld4 pandage d'engrais 
It" d'emqloi du fongic:de 

* conseils d'utiliuation dou 3emences amdlioroe
 

d'apport du fumier au champ.

* Faire vioitor ss propes champs et on cas do r 6cessite tenir

des r4unions dvinformation et no rondro cho lo conpatriotes qui Is domandent 
* ddmonstration de foyers wnwliords
 
* Alphab6tisation gestion dos coopdratives etc...
 

Ii doit toujours Gtre ouvert A la population du villa~e en par­
ticipant pleinement aux activitde villagooises on suscitant lee villageois i une
 
meilleure prise de conscience pour la ddvclqppo,,nt du G.?.
 

- I1 arrive bion souvent quc le stogicire manque d'aide famial
 
pour organiser son travail dane 
 l'oxploitation. I1 deut fairo recours au viliagopour demander aide.une Ilnia auparavant il doit faireso ai4cr par son 6posse qui
 
O- requ une formation dane cos 
sns.
 

-
 Le fait qu'un dos boeufs soit faiblo ou malade no doit p,. donnerl'occasion au stagiaire do retournor A sea mthodes traditionnoIles. Un bocuf ccul
 
p'aut officacement travailler au chaup Ii 
 auf±it de lui attc.ler un joueuct, un
 
car:udian 3 dents (scarifiago ) ou une lame soulcvouve sarclouse ( sarclaje). 

ot sarclage
 

- Dane le ca4ro de la maintor.ance du nateriel -ricol vul-aripe, u
cortain nombre d'artisaas ruraux 
dont los sorvices sct trs prdcicux ont r-to forn..
Pour cc fairo lea coopdrativos doivont prcn.'rc attache avec oos artinanc pour fiv.o 
confoctionner cortainos pibcos A usage courant 5Lme ttre A titrc on~roux LI& 
disposition de lurs mombres at plus sp~cialei.cnt les cx-stagiaircE . Cola 6vitera
 
des attentes inutilos au nivc,.?u do LA contralc d'approvicionnement et 
une imrobi­
lisation injustifidc Au matdriole
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Niamey, 1. 	 2 ddcumbre 1982-D 

PRoJ=P 	 DACIVIT ANNE X 2 pp. V-vI. 

No 4 L /m/82 Le Directour du 	Projet Productivitd 

MeeJeur lea Coordonnateurs d'Arrondis­
soment de a 

- SAY 
- KOL0O 
- OUALLAM 
- ?ILIN3UE 

8ea
Reorutement
 
Agont do vulgariuation
 

Jiai l'honneur do voes denander do vouloir bien prwndrro toutes 

lee dispositions utilon, pour organieor dane lee chefs lioun do you arron­

dissomente respeotife, an collaboration aveo lea collules Suivi at Evalua­

tion, et participation f6?inino, un tet do prdedlection, cn vuede recruter 

des agente do vulgarisation pour lo ouivi des payans modhles, panni lee 

Los dates des tets sont lea suivants.x-416voo 	 do l'eneignoment econdaire. 

- Say 1e 10/12/82 

- KO 1@ 11/12/82 

- OUALA lo 13/12/82 

- PINGUE lo 15/12/82 

Le nowbr* 	do places offertes eat fixd & s 

a) 12 pour 	lea agents do oxe f miin repartis come suit z 

- 'ilingu6 (4) 

-	Kolo (3)
 

- ouallau (3) 

- say (2) 

b) 8 pour 	lee agents do seoe masculin repartis come suit s 

-	 Pil~nguA (2) 

- Kolo" (3) 

- Ouallo (2) 

- Say (1) 

Pouvent fairs scte do candidature, lea citoyero ou citoymnnes Nigdrien (Kes) 

* yant 22 	ano au oine at 35 ano au plus pour low homes 

et 	20 &no & 35 ans pour lea fammee. 

ou* 	 Etant roseortioantes, do larrondiseement done lequel 
il 

elle roge Ga cauidit&.ture. 
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6Sachant parlor, lire, et icrire courament soit le zama, soit le
 

peuhl (Sow) soAt 0 gourmantchd (Say), solt le Haouoea (Filingud)
 

*Aynt As l'exp6rionce pratique sur le terrain, pendant au moins
 

deux anB dana lea actions do dveloppamont rural.
 

* Ayant normalcnent atteint lo niveu do la clause do 5 ae do l'dcole 

secondaira, au sachant parlor, liro et dorire le frangais & wi niveau 6qudvalout. 

Dane lee proc6dureo do 'bdlection; une prifdrence sera aocordde aux
 

candidata ayant a
 

Pour lea hc=es ; ddjk reeqlune certaine foxmation tesmnique dans lea 

m~thodes wlturalon amdliordea principale:ent prdxaiis6es par Ie pvojet pour le 

mil, le sorgho, le ni6bd at la culture attelde. 

Pour leo fcneo : d6j& rep Onmo fouaticn technique dans un domaine
 

powrinant. & leur futur travail, tals quo l'agriculture l'dducation nutritionnelle
 

la santi maternelle et infantile, lee arts unagaers, l'alphabdtisation ou l'ani­
mation f~ainine.
 

LE DIRMTUER DU PROJET FRODUCTIVITE 
.u -LI, g iOs t: 

- ~ 1 L4ZrSALE MOUSA 

Ib1
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S EM I N A I R E DE L 0 S S A " 

NaNAMISATIOU DU LOMDE RURAL i STRATEGIES DE MThODES 

17-22 Janvier 1983 

La d4finition des objectifs pour la fin de la deuxike phasldu prijet re­

monte ddj' & plusirxrs ann6es ; entre temps, cartaines conditions de l'eInvir'maeat 

ont dvolud, en particulier, i:r4cession 6cnomique mondiale a une incidence impor­

tante sur les resaources budg'taires tant nationales qU~xt6rieures ; de plus, le do­

ct~ent mne du projet prdsent certains volets de fagon assez vague ; Enfin, lee 

p.nibr-. o)rations men4es depuis le d~but de la seconde phase indiquent d6jh quel­

ques r~ajustaments 6 op4rer. C'eat pourquoi, A partir du bilan de la campagne 82, il 

a paru opportun de r6viser et pr~ciser lea objectifa fi&6s pour la fin du projet, 

salon lea huit volets do la convention. 

1. NISE EN PLACE D'tUT SYSTW1E DE FOFR&TION/VULGARISATION 

1.1. C P T 

La formation intensive dane lea CPT se poursuivra cette annde, par une 

extensic.n avec l'ouverture de trois nouveaux centres et jusqu'b la fin du projet 

& raison le 200 couples par an, soit un effectif total do 600 couples d'ici 85 ; 

Al on aJoue lea 140 couples form6s en 82, on attoint le nbre de 740. 

A jriori, aucun obstac'le ne devrait limiter cet objectif quantitatif i la 

dmande se fa-t ~nze plas forte dans lea villages p-ur cette fomation. 

Quant au pri:"amme dE formation, la dminnAte restera, bien s1r, l'a061o­

ration de la pr:L-"0ion agr':le grice A l'lapprentissage de thmes techniques oon­

cernant la cultuare cx. ri:., du ,aib5,et du sorgho, ainsi quo lea cultures de cAse 

d'atteindre 1fi'...... neen vue l'qu limentaire. Mais on se limitera pas A oet 

aspect ; on visera aussi coutes lea qualifications qui peuvent d6velopper lea pez­

fonnances d'un exploitant a-ricole. 

1.2. Vulgarisation
 

La vulgarisation prolonge la formation dans lea CPT, mais elle la d4borde. 

&1 fait, la strat6gie du projet dans ce dcmaine camprend troie approches. 

1,2.1 Suivl des anciens stagiaires 

1.2.1.1 Hypothbaes pour lea projecticns seront done fonnds dane lea CPT. EI 1982, 

avec un dispositif de suivi encore pr4caire, 44 % des 150 staiaires ont appliqud 

l t ensemble des thmea techniques. amliorant ce dispoatif, on pout esccpter une 

progression do 5 W-par an dans potts pratique ; do plus, oertains stagiaire appli­

quent cortaina th~meo seulment, mais cc n'est pas ntgligoable pour la production. Dori 

gl.balement, d'ici 85, on peut estimer la moy-no des stagiaires puatiquant des techni­

qt~e3 amlior~os h 60 %6:~ ~ - :~ -.3 ; -euax-ci peuvent e.o&2 l-fa od~~L 
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AUTOMEEVILIA&EOISEORGANISATIONSAPPUI AUX 
MLLaMIM DE EACTIONS I 

ID DIAPFROMH 

dtermi­
ou dnmaines d'action qui

six voletBdu projet pr4voit
La criventin 

la fin du pr,,jet : 
5Lattei-F'dXe a 

les 	objectifsnent 	 les tecliiques
.p;c"les de fiffuser

Aopuples paysanintensive de
1-	 fomation 


de culuxre am61ior6ea ;,
 
vuigaisationaux 	services de

2-	 appu-i 
villageoisesaUX 	organisations3-	 appui et de cr4dit 

4-	 syst~ne ameUl.cr 6 d'approvisionment 
au d6veloppPmentfmaes 

meilleure participation des 
5-	 6 e.6- programme do recherCe..aPPliu 

le texte 2 l'appui auxdamsd6finisvolets restent assez mal 	 ce dernierDeux de ces 	 t ions villaoises" pourtant, 
aux 	organisa du projet,techniques et l'appui 	 dans les prograumesservices 	 Jusqu'icile moins prset

en particulier,objectif, 	 desen 	 ft tois lee efforts 
constitue le coeur mtne du projetvors lequel convergcft un pas imprtaut dans 

est donc indispensable que l1'ann4e 
83 marqueamputg dans sea buts. On 

autres"cttA direction,volets, il sous pai)e de voir le pr~.3et s6rieusement 

Sprvpese ici tine ddarche prparatoire h ces zctions afin qu'elles s'enracinent selide­

ment dans le milieu rural. 

zn 2 

de quoi ils ont bewin, on 
1e Pr6cautions thodlogiueOs_ 

& des villa&geoisdirectoment,- en demandant, 
aboutit 4 une liste ind~finie 

do d6sira que personne no 
pout satifaire ; 

vei.116 par la guestion ret'mbe, d4u ; 
dii coup, l'espoir 

6	 d4VC,, qui permette auX g98ns d 
propos e consiste & faire un 

- la d~marche -en responsabilil

parler ou do reprendre la parole 

ss'rt de mfrir une d6cision ce qui demande 
- cette dmache est lengue ". il 

tige pourafairea). poussel
du TEMPS (-4n ne tire pas sur une 

1'6quipehumaines disponibies, 
au mieuX lee reasouroes 

- pour utiliser 	 de 2 personnes prenant 
on 3 groupes

r eut Be subdiviier
dfarrondiesfment 

en char'e deux villagesecha(n 

20 Lea tapes 
en raison dedynamiquesfacteurel semblent particulibrement

diff~rent s 6 vlages quk
a) choisir 

do village, sarkin samaria,
ou naturels (chefleaders traditionels 

ancien combattant, institute6LX, c-mergant, pr~sidente AFN, 
notables.. 

centre d'a Ipha­
capacit 6 dmrganisation (cooperative, 

- nrganisation ou 

b tisation, gquips sportive...).
 

interne. 
- initiatives ou ideas. 

salle et rapidement, en fonction de ha connils 

- coh6sion 

peut se faire en 	 a de llaxrnndissezentCe choix 	 des cadreschacunet intuitive que 
sance empirique 11(o1 

http:ameUl.cr
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1.2.2.4. "Portes ouvertes"
 

Un effet diffus de vulgarisation sera atteint par lea opirations "portes
 

ouvertes" qui fonctionneront dans deux sens :
 

CPT/environnement . le G T doit s'ouvrir sur son voisinage ime4diat et 
lentrainer dzns ion effort pour amnliorer lea techniques de culture. 
Villages/CPT : par lea visites des villaeeois N leurs stagiaires on 
pr~sentera lea th6mes techniques ainsi que lea perspectives do formation 
des CPT.
 

On mvisage au moins une opration d, ce gxro par an et par CPT ; corime 
il no s'agit que de sensibilisation, U ne paraiP pas n4ceseaire de chiffrer l'im­
pact de cette action. Toutefois, en ccmptant une quaxantaine do personnes par visits 
au moine 40 x 10 • 3 n- .etJ jaysans visite,-cnt ainsi lee CPT. 

1.2.2.5 CONCLUSION
 

A travers ce systke de vitgarisation, lo projet peut atteindre, d'une 
manibre dfrecte ou indirGcto, environ 7.000 personnes, sane parlet d'une information 
plus ou moins diffuse N 1 'occasion du " pcrtes ouvertee" et des tourn4es de recru­
tament comme de suivi des ex-stagisires. C'est sensibliment l'effectif pr4vu par la 
convention du projet. 

2. REORCB T DE SERVICES GOUVERNEMENTAUX D'APPUI & VULGARISATION
 

L'objectif de ce volet est de rendre lea services techniques plus ef­

ficaces et capables de prendre la relbve au terms du projet, Dana ce sons, le projet 
met b leur disposition un certain nombre de moyens : bureaux et logements 4quips, 
mat4riel de bureau, ainsi quo iGO v6hicules et du carburant ; de plus un programe 
do fomnation dLiversifi6 qul s'6tendra jusqu'N la fin du projet ainsi qu'un syst~ne do 

r4unions r66ulier viseront h r4pondre aux besoins do cadres, o particulier ; pro­
grammation rdaliste et pr6ciso des op6rations ; contrele ot suivi rguliers, sanc­
tionn6s par un syst~me rigoureux de rapports ; 6valuation permanente des actions 
capable de lea r4orienttr "-' 1e ":-scin. 

Par ailleurs, la politique nig4rienune d6finie par la soci6t4 de ddvp­
pament, pr&ici6e par le sa~minaire de Zinder, Vise h t.ansf6rer progreseivement un 

oertain nombre de responsabilit4s de l',dministration aux organisatians villageoises
 
ce d4placement du pouvoir de d6cision damande aux cadres de reconsid6rer leur r8le
 
et leurs t~ches ainsi cue leurs n4thod s de travail ; le projet aider- N cette 
reconveraiocn des mentalit4s. 

En fait, ce volet est Atroitement lii au suivant puisque 1lappu aux 
services techniques n'a d'autres fins que de renforcer lea organisations villa'eoi­
sea qui sont leurs v4ritables dcstinataires ; ii est donc subordonn4 h W com.ne 
le moyan & la fin. 

3-. RNFORCEYENT DES ORGA'.'!S,',-.I0QS rILLAGEDISES AUTOGERHES 

CO volet constitue l'un des trois grands buts ultimes du piojet : en
 

effet, si le uilieu rural no s'organl!ie pa4 fous forms d'auto weadrement. d'ici la
 
fin du projet, l.a plupa&rdea efforts des autrt voletts risquent de c'effondrer fau­

to d'un terrain favorable pour lea recevoir et i,. supporter ; de plus, au terme
 

du projet noins quo Jazaais, le survices techniquok n'auront lee moyens d'aider
 
cette organisat ian. 

.1..'"/" 
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3.1 ObistwifA 
du projet a laiss4 lea objectifa et 	leaMalheureusecent, la convention 

du rien n'a 6t6 fait Jusqu'ici dane ce 
moyens do ce volet dans la va- " ; coup, 

damaine j et il devient tr~s irgent d'entreprendre quelque chose do concret dans 
!our 3aison d'etre. La 

ce eons. Souvent on a crtA des structures avnt de saboir 

meilleure vole pour leur redonner vie et consistance ou pour donner 
naissance 4 de 

9tre qu'elles s'assignent une tiche donouvelles organisationls *,'.la eoises sembla 
qui justifiera la structure, Ii ne s'agit

d4veloppement : c'est laadtion & r6aliser 

4videnent pas dic- - ponctuelles, mais d'op4rations capables d'effet d'entraine­

ment, pour r4pondre aux besoins des villagois. 

3.2. Indicathurs
 

La cr~ation d,1 uu 2 crganisations villageoises autog6r4es par arronis­

soit de 12 . 24 au terme du projet - semble Use ambition 4 la 
sement et par a.n ­
fois modeste ',t r4aliste, cependant significative.
 

D'autres indicateurs marqueront le progrbs vers l'accumplissament de cot 

objectif du volet :
 

foofti2E/vulgrisation_ : 
3.2.1 	 Gestion d'un bn syet~je do 

sont cena4es passer progreasivement sous la
Lea centres de formation 

villaeoises ; une attention particulibre doittutelle des organisations 
Atre port6e ; leur capacit 6 d'autofinancement : une prise en charge fi­

75 % semble un objectif raisonnable. Pour la fin dunancibre d'au moins 
au recrutementprojet, on vise uno participation active dee coop6ratives 

centres de formauion (mat6rielle cmedes stagiaires, & la gestin des 
des anciens stagiaires a'int6grant dans lespddagogique), ainsi qu'au suivi 

au retour do la formation.structures des organisations villageoises 

elles visent & conduire aux orgaeisations vil­
3.3.2 Actios de dveloppement 	 : 

dont elles seront le coeur et le moteur. Initierlageoises proprement cites 
gentian d'une boutique3 actions - par exemple : centre d'alphabdtisation, 

d'un pults 6tc... - par arrondis­d'un maga-.a o arwnagement 
qA'ellee soient r4allement 

ou 
sement et par an semble r6aliste, si on veut 

et promues par lea paysans, sans t~l6guidage ni substitution parcholies 
des servicei te-;',iques. Soit un total de 36 actions. 

90 %3.2.3 	 Rembuarsement des .ritLta 


en quantit6.
3.2.4 Livraisn des LTtrants 3 	temps et 

3.2.5 Intdgration des farmes au 	d6veloppeient : gestion do 30 moulins mil 

et de 5 dAc r"'p 'p:: ;<ir des cmrit6a auxquels des femmes participent ; 
dane 10 villages ; productioncr6dits accordn a des groupemente de fammes 

de manuels sur le, sant6 et le nutrition ; petit 6levage dane 5 villages 
couples.diffusion des foyers am6lior~s auprbs do 1.200 

de credit - syetkne de livraison d'intrants a-icoles 
4 & 5 Systke do fourniture 

deux volets d'une fagon particu-
Trois missions 6. . actuellement ce 
sembid pr6ferable d'attendre leure conclusions pourlibre ; il a donc 

dans cee doux dcnaines.reformuler lea objectifs pour 85 

ACTIVITES DE DEVE0PFj:IIT6. p RTICIPAION FE'I!IE AUX 

6.1. Fonnption/vulgarisation 

6.1.1 Fozution dans lee CPT
 

Lea femmes recevont une formation sp6cifique dans lea domainee 

euivants : 
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- agriculture : essais sur los cultures de case ; crdatiun d'un fonds 
de semences s6lectionn6es de culture de case ; initiation
 
A la culture attel4o et aux autres thbnes tech.niques sur 
les champs de mil, 8orgho, ni4bd. 

- alphab6tisation : ells !3era entri5e sur le calc'ul et l'apprentissa3e 
do la gesticn ; on 41aborera des supports p4dagogiques :
 
manuels en lanwLues veniaculaires pour la nuttition, lea 
foyers =n61ior~s, le calcul, et lea techniques agricoles.
 

- sant6 & nutrition : groo aux inter-vention3 mensuelles du service do 
sant6 d'arronddsjoment, on initiera lea femes au ler 
nivoau do PM. apprentissage h prgparer la bouillie, A 
filtrer I'eau
 

- 4levage : ne lapins daus deux centres ; construction de poullail4 

lera 

- couture Is.main. 

6.1.2 	 Vulgarisation 

12 fea.es seront r6cfut4es d6but 83 pour suivre lea ancionnes sta iaires 
dans lee villages pour tous les aspects de la fonation rogue aux CPT. On pr4voit
des d4fections et donc un ranouvellement partiel de ce personnel chaque annde. 

Ii faut explorer les moyens do d6placoment de ces vulgarisatzlceu. 

6.2 	 Oria Lijatiung villaxeoisfes 

6.2.2 	 Comitds de gestion
 

- cr6ation 	do 30 camit~s pour la gestian des moulins 

- " 5 " 	 " des d4cortiqueuses. 

6.2.2 	 Foyers amdlior~a 

Diffusion auprbs de 1.200 couples. 

6.2.3 	 Actions villageoi ses
 

Cr6ation de camit6 de fEu'es fon=6es dans 6 Villages. 

6.2.4 	 Systbme de fourniture de cr4dits/intrants 
Cr4dits accord6s i des i-roupes de famnes dans 10 villages. 

7. 	 SYSTIJ!E DE C00OROINAf-IO0N/ 6*U!';* & EVALUAH!ON 

Co volet sera d6fini ilt-riurement 

8. 	 PROGRAUNE DE RECR nCHE APPLIQUFE 

8.1 	 Programm e d'eaain our leo thme prioritaires (ceux qui reviennent de 
plus cher au paynan) 
- culture attel~o : 3 essais 
- engrais :4 " 
- culture pure : 3 " 

.1...! 
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8.2. 

8.3 

Aider au svst~e de vul~griatioi 

par une collaboration avec 

- service de l'agriculture 

- lea CPT et los agents de terrain 

- lea organismes de recherche (INRAN/ECRISAT/FAO/PN') 

- lea autres cellules du projet. 

Assister le PPN pour l'utilisation des pesticides 

3 esaais r6alisis avec la collaboration de la PV 

pour tenter lea pesticides pr4conis
6s par I'UBAID. 

I'K,
 



,U) OWVehrr Jos b,,oo.n du 'village 

une visits do Z jLro au moina,rende-vouB avoc, le Village psur
-pron&rO sn p. sst des qtaes­
ouvrir =n d6bat sur I tqJ3rg Xleg~1i du village 	

.viatc quis'ost P&Aees 	 dtmportaflt dOsW
tions-toli.azqu 	 tea.,aDanO~rea 	 Ibi~tina g~nkrati o? QUI eat-oOlag dopuka 	 onl 

pu~nar do liargent ? DiftdrsiC, entre hier 
doWtiwsr?*do 


at aujourd'hu±. ?our po~ottva Z4tous de

'ivm? 4. 	

ueapri4er librmsit, il peut 
l~e par matftorie eacialo t notables,1

*tre vgjisiab~le do rancontrer gone 
4.unosp teaioa, okiofs dloxpitatiofl... 

do catte histoXO, C'Ll'hvuiU 1 an fonetienle regard vers 
va I# villag ? ewa',n'. anvisuiger 1%a tmitt. ? qu'at,-Ce qta'±. faut-ddplacer 

ott no zmour p,%s ? quleot-c(14tw~osit plutt vivantfa4xe pour quo e ll~i 
vio plus facile 7

qu'o apst LfLroe j.icle qul redo Is 

distance,, po~alflt­i + plat (profondm.~o a&na4mnt,Infrttrutu 

4 cont~re dralphabtisatiol 
+ 	icolo primaizo 

do smUt+ 4inpowl~arO/oOZntr 
+ magaan oompdrstif 
+ oonloir do vaocination/foeao do ddtiqwa 
+ vouli*2 (a) i Priv4/coop~xmt 
+ poinit doVqmlta CW 
+ boutiques 

vioaWICC, 
.- rouxco )UMAinoO 	 I implant-tin don agents des a. 

Bj 71 rA., .pbabuti"atimfl 
-. 	 .&Criculturef 41.vwag. 

; atA, y, cmprls, scouriito *t matr-neO:S.Wlation 
o6t rduide ur. agenttvillage 1t pluo proco 

+ potiers 

i 4"Ummation do Is population~
- 4bog~ph±o 

ville 
- mottl?4 en Y>*rqiootivo .J0 probl&mus du 

s par quoi eamnce-,- Atablir des Dr1&gt~ 
- ht court tsz=sa-U-14e d'ativitte 	4 may

- .boMtix h wn 
an cc,~iz). Cmmt pour~uivr?

(Pluaiorv a7 ;-rI tmao 
cfa=-tt .@'anckwiflboft luf activit4 fl ? 

des ahol% n'estes qi toe ddpasent pa.4 lee
I nav'oir tCe.Lroe

-&mAM at qu~on no maitrier;V­do l~adinistraticayoSRjit~s dui 4I age ott 
por3r peoer lea Ckoix 	 I 

pas. Dmt prettdre son tfz-,) 

0) tsainm 122 mr - 11k2APmnd t 1. _ =Ulka va;t~ 

Wi~ va fa.xo quol 7 quele ear n ,ntrzibuti=f dui village ?ILe suceba 

4irete&U'lt do la partiolpation des vUi­
des aotioria d~idien 	d6pand 
IagonLO ot do l.ax anz'-ont t lIt" aervicen todrnipo at Is projet no( 

plntnt ooit mietriel# solt logietiquogsacit do 
£&uflPOUVOl~t~ouxir 

osale 3 ou Crdpon­x~In!4# Ll eitt prwobablo quoUb i m=a low 6 rlUW3eoV 	 do3. Projot y appuis des actions
droast &mael vi ~&Xri84Km#ft p~our quo 

de s'oiobt).d6voloppment sirso quaiquozt cl&ncou 
3/VIW1092 

J.L.K 
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2. 	 CoorAintt~I des cel t.ea 

2.1 : 	 CPT/VulKTr!eAtion 

2.1.1. 	 Le maltre d'oeuvre de ce volet eat l'agriculture ; l'appul du projet 
pax le canel des collules do fomation, particiRation ftnin.ine, dvaluation 
ot nuivi (ain3i quo crddits/intrants) eat OrdOnnde par le Directeur 
does opdrations techniques. 

2.1.2. 	 Deux conseillers pour lea CPT ot le suivi des anciens otagiaires sO pax­
ta ent la zone du projet. Lour t~che o,,nsiste :
 
- vrifior que toutes los dispositions sont prises pour l'exdcution 

doe activitdo pr4vuoo ;
 
- suivro 1'avancement do la c=-pagno agricole
 
- exregiatror lea problhnoa ;
 
-€n oillor lea agonts do ou.ivi.
o 


2.1.3. 	 On propose quo le d6part~cntal do Pagriculture, los responoables dee
 
collulee concerndeo ot loo deux con:ell]ora ti rduniseent totr leo 3me
 
XardIdu rois sous 1'autoritd du directeur des op6ra*.ions techniques.
 

2.1.4. 	 Pour mmoixo, voici la lintp dos rdulier inetitutionnelles do ce@r­
dination i
 
- r~ur 4on d'arzonsiasenont : 25 du moie ;
 
- rdunlon ddpartczenta.lo 5 du moie ;
 
- rdunion do la direction : 2 ot 4b lundie du moies
 
- rdriion CPT/7ulgarioationz 3b madi du eoin.
 

2.2. 	 ftmisitong vi11aseoieon 

Lo respoma'ole do la formation coordonnera lea activitdo des cllules
 
foatio at participation fdoinine ainsi que crdits/intrants pour co volet soua
 
la supervision du dirocter des opdrations techniques.
 

3. 	 SERETAIIAT 

uo ronctionnment d6fedtueux du aecritariat pboo lourdement our la d. 
rection du projet : temps pordu pour loo reaponsablea, documents ot courrior 
an panne... 
3.1. 	 S_ocrdtarqat do direction 

dAoctour def
- Lo d 	 op6rations tecmiqueos prond-r des dAspouitions pour 
recrutcr d'lici lo :,."or 83 un aocrtairo do direction ayant 3 ana d'Cxpd.­
rimce an adiraistration ot docuontation, ai possible bilingue. La prioritg IX* 
d'un Edrion h un africiin. wn ati.ricain, h tout autre ; un home auru la 
pr6dminonce sur un farro. 

- i1 d6pandra du directeor g6ndral 

3.2. 	 PitY1oo 

- m fozmera our le tau lea dactyloe do la direction 
- on len epdcialioora solon lea ditf6renteo fonctio du aecrdtariat 
- elles ddpondront du near-taire de direction 

4. 	 AGIEz" DE, ;USAPI 
- iL roprdsont i'USAID aur~ba du projet 1 ii oat ausai l'avocat du projot 

auprbo do IIUS.ID I 
- on souhaito qu'lil participe plus r6gulibroment aux r4union do la rj 
dirootion et qulil vo rondo plus souvont our lo torram., 

http:ddpartczenta.lo
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D "AISATION 3NDE RU U u STRATMISS T VI'MODMRU M 
17-22 Janvie 19631 

STRUCTURE E LA DIRECTION 

Ba marge do l'atelier de Lossa (4-7 Janvier 1983)o 1'4quipe do direction 
du projet s'est r~unie pour dvaluer eon fonctionnement au coure do l'ann6e 82. 
Quatre domainee critiques cnt retonu l'attention : la rdpartition dea responsabi­
lit4a entre lea deux directeur ; la cordination des diff6rentes oellules ; 1s 
seeritariat ; in r-,11 ei 'gert de 1'USAID. 

1. R4dpartitin de gqePons4bijJitda rntre Ion d4eoctIx 

1.1. Directeux OMn 

L'arrgtd nommant Is directeur du pn)jet dfinit see t~ohes ainsai 
- ii est renponnable du managemnt du projet, A savoir z dlaboror, 

exdcuter et contrlor Io budget ; 4valuor ot r4orienter au bosoin 
lo actions du projet ; 

- il rcnd compte au prdfet du fonctionnament du projet ; 
- il assure lea relations extdrieurea 
- il ndgocio lea contrata. 

Pr'ur quo le Directour puisse Lse consacrer h see tiches essntiellee do 
managent, il out donc souhaitable qua iju soient retirdes cortaines charges 
seoondaire3 qui prexnont beaucoup do son tcmpa et qu'il, peut aisuent dd14guer : 
ii 'en aerdra que le oontr~lo. 

- au Directour doe opdrations techniques : 
la geetion du pare automobile corr6lative do la coordinaticz dos mission 
la goetion den activit6s du personnel 

- au comptablo :
 
la camptabilt ;
 
la gestion admnistrative du personnel ;
 
lee petits achats jusqu'h un plafond A d4tezminer ;
 
le contr~le doe fournituren doe bureau
 

1.2. Rirecteur du oplration, techniques 

- il coordonne Ion op4rationo du projet, plus particulibromet CPT et 
sulvi deo ex-tagiaireo, ainoi quo len activit4s des aidee-micadreurs. 
II Pupervise i'appui aux rganloations locales. 

- il programe, gbre ot contiJlo les moyano pour la diection cGe pour 
lee services tochniques (vdhlculeo, carburant, uatdriel). 

- ii supervise lee activit6e du porsownel du projet 

- il collalxori A ia conception at & l'exdcutiorL des programen annuels don 
serviceu techniques.
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GE TEF4%IES DE nEFEz-NCE
PROPOSITION 


ET OBSERVATIONS PRELIM IN7AES
 

I. Pr~ambule
 
I'LSAID a saisi
Par Lettre en date du 30/L2 '82, le
 

Ministere du Developpemrent Rural d'une 
propositlon d'evaluation
 

du Projet Product 'e Niarey.

provisoire de la phase 11 


tel qu'il est decrit pr~voit
L'6nonce du travail 

(soit environ
trois consultants 


une mission de quatre semaines pour 


2 hommes-moisexpert.
 

Plan a 6t6 saisi le 20 '01/83 par
Le Ministere du 


lettre ci-dessus -entionnee.
 
transmission d'une copie de la 


indiqu6e par
.-Lssion consultante a et6
L'arrivee de la 


(NO 00336 MAE/C) et colncidait
Janvier 1983
lettre en date du I1 


a LOSSA du 2eme Seinaire d'autovaluation 
du Projet.
 

avec la tenue 


II. Observ3tions pteliminaires
 
1S quand le Minis-


La mission americaine etait deja 


les termes de
 
a et6 saisi de l'inforration, notamment 
tire du Plan 


1USAID. Cependant le
 
les ccnsu!tants par
r~fererce indiqu6s pour 


aux activites
 
Service Departemental du Plan a toujours 

ete associe 


Projet.
de suivl,'evaluation du 


phase II du Projet (1980-1985) se trouve a la
 La 


l'objectif de cette evaluation S mi-parcours
2eme annee et
fin de la 


les r~alisations quantitatives du 
projet que
 

est moins de souligner 


au niveau de la creation de capacites locales 
de de­

ses resultats 

:
 

veloppement auto-portant. D'o6 la difficulte de cette 6valuation 


le terrain)
 
la duree de. la mission (4 semaines dont: une semaine sur 
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peruet-olle notaent au sociologue do tirer suffioament do ronseignomnti
 

pour 6iaboror lea iadicateurs do dynamiquo ndcessaires h l'anpr'ciation du
 

poet ?
 

7nfin ii faut signaler quo cette -ission d'dvaluation a lieu en
 

dehors do la camapgne agricole et risque dono do as heurter & l'impossibili­

-t'inesinfor ationm do suivi par absence des ex-stagialree
th do vritfier c 


nota=lont.
 

III.- Indicateuva 4* rd6£renoe.
 

Le caract*ro auto suffisant(ou auto-portant) du pto.et doit so 

mesurer pour une part croissants des productours dans la prise en charge 
des 

vecteurs du changement technologique et organisationnel devant une willeure 

produc tivitd. 

Do ce fait il faut non soulement prendre en compte lea rdsul ats
 

du sulv maie aussi l'apport do la phase II par rapport k la phase I.
 

10)- Indicateure Ae sutvi. Phase I Phase II
 

1r12 I31 i 214& 15
1.1.- IEX-STAGIAIRES 1 


teo u LI aei I! 
-, t l ,


-qg
T r'-

I I I 

|.1.1..lAplicationlneoa doe 


t couplosatormdi t I 
I t ! !Couples appliquant w t I" I i 9 

2 Thbme I , I 

tThhmo 

I 1, , I I ITous ls tnhmen 


encadreurn­1.1.2.- Lists des ex-stagiaires ot nombre do contozts avec l,-s 


pdriode du contact - ob.Jet du contact.
 

type do matiriel vulgarisi. Degri

1.1.3.- Utilisation du matdriel agricole : 


travaillante.- Travail accompli sour
d'utilisation par catdgorio do pibco 


d'autree paysana par 1,ox-stagiaire avoc le matriel.
 

*.../... 
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11'*driain.?a*
1.2. 	 - Impact do Is 

5I 2i 3b 16b 2h 36 46 

f-T 

tPaysans a-)liqu~	 
I 

ants 

,superfici:
 
touc 

1.3. - Auto -encadremeflt. 

t.,6stion d~1convocatiofl!
Poncione ; ois .;ribu-IAStribu-
asiltd 3 r,'-nion Etc....* o du
_________Ition donem 


Agents lintrlilts crdi c- rati de ;
 

ICoodonnatouWI
 

Cadre do, 1'r
 
Irondi8ssometI
 

(Ag ric 11t ,!NCC I 

I
M~cadreur 


IAgent do s'idl 

!Co(updrative 

I (responsblO?)
1 

II
 
G 2 v
 

11.8. 	 Chaque aeont doit Stro iridiqu6 avoc Io plus do pricision solon la 

ivemeat la fonction indiquie ? indijueOb p')i~r
questions qi accomplti3ft 

Best Available 	Document 
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GIV t niveau ULC)
1.4.- OMzaniuation CoogiratlyV (Niveau 

Qui e t mobiliad ar la Cooparative ? 

z-stagiaires? - paysana touchis par la vulgarisation *!-.aysans l' olus 

inotivda? fWsjI 

ont lee fonctions lea plus sollicities ? ?ouruoi ?
Quelles 


( Relations avec lea activitis du proet). 

4uelles gont lop dimandpq fattes h la coop -ative at gut no soit 

pag attqfaito ? Pourquoi 7 

lea activita de laLan product~ure soul*atto t-ils -Iargir 

? omlont ! Sont-ils diao3ons h fournir sooopdrative ? Dane quolles son 

-plus d'effort 7 - plus do financemont t 

qont las mombree , alun actifs d@ la cc~O'r~tivo ?Qjeljn 

Chef de villages, simploo paysan, Gx-stagiaires, etc.... uele eant lt 

: situation matrimoniale, go, :ypes do fonotionsparticipation des foer 


et d'activitds. 

1.5.- Participation den feg_.
 

QulJeu sent lturo activit4e habituellel ?
 

Coenort ont-ellfi 4t4 sollicit4a gar 12 projet ? 

2&Qw. kQJ0P log fqIal nrtoip,$vq ! 

avec 1's resnonsableo
(Ageattuation mutrimonialelion parent 

loeaux - chefs do villages, chef do canton - res-onsable de ;KV, etc...) 

minagireoLeurs activitiu sont-elleos-,maambree/extrs

-individuelle/collec tivea
 

-autonomes/ddonda.nt'sde cellos dos hommes)eto...
 

2o) - indigatourm do ituat&on. 

2.1. bituation do llinfrastructure (,980-1de) 

z,2. Situation du personnel (II) 

e.3. Situation financire. 

30) - Ration d' ff coaito 

3.. uodt do l'enoadremont par stagisire 

"'/"". 

http:autonomes/ddonda.nt
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SJMARY OF FINDINGS 

A credit management specialist was 
called to Niamey to look at the credit
 

of the CNCA,
He looked at the problems

of the IUDD Phase II Project.problemE 

Advisor, 	loan distribution procedures, 
loan repayment and recording
 

the NDD Credit 


and accounting of loan activity.
 
low repayment rate

disbursement procedures,
The main 	problems were sluggish 


statisa ical reporting services.
and irregular 

The main solutions proposed were to 
decentralize loan disbursement procedures, 

proceed agressively toward collecting 
overdue loans and computerize the loan 

Port­

folio management at the CNCA. 
of 

of the short term (by 14arch 31, 1983) recommendations 
The implementation 

will be responsive 
this report along with actions already undertaken by the project, 

report.recent NDD Audit 
to the issues raised in the 
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II. INTRODUCTION 

A. 	 CREDIT COMPONENT OF NDD 

The Niamey Department Development Project Phase II--683-02L0 
has the following 

purpose: "To institutionalize a process of rural development 
through the establish­

ment of self-manased village organizations camable of 
assisting farm families with
 

the achievement of increased food production on a 
self-sustaining basis."
 

The NDD Project outputs include:
 

-A system of technical service delivery established 
and functioning in the
 

Project Zone.
 

-A system of self-managed villag, organizations 
established and functioning.
 

-Systems of credit delivery established and functiong.
 

-System of agricultural input delivery established 
and functioning.
 

-System to increase women's access to development 
activities established and
 

funct ioning.
 

-Coordination and management system for the Project 
Zone functioning offectively.
 

It is in relation to the third output "Systems of 
credit delivery established and
 

functioning" that the following scope of work was written 
for this two-week(January
 

17-29, 1983) consultancy. 

B. 	 SCOPE OF WORK
 
as follows:
 

The scope of work for the credit management specialist 
is 


-Review the current system of providing credit to 
farmers in the Project Zone.
 

-Review the procedures by which the proceeds from cash 
sales (in the case of
 

case traction equipment)
"ertilizir) and farmer reimbursements (in the of animal 

are collected by UNCC agents, recorded at the cooperative 
level, forwarded to 

the CNCA, and correctly entered into the pro.-ect's 
credit account. 

-Design a syster.of month:. credit reports 
for the cooperative, arrondissement. 

and department level. 

report f til ,:hinn.s' ird ',tion Uteps recommended for CVCA 
-Make a detailed 

ind 	overall management and accounting of
 lending proceduresq loaf collections 


the project's credit fund.
 

-Assessthe capability of the CNCA to manage a re-designed 
system and make recom­

mendations for technical assistance to overcome area 
of institutional weakness;
 

the assesment may address alternative institutional 
mechanisms for providing
 

agricultural credit to srmll farmers.
 
re.ort-


The final teport is to contain u letailed description including all forms 
2ndI 

-sed 3y*-.-tm ia w#,ll as the inatitutkonal setting in which such 
ig 	formats, of a rw 
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2
C. 	MAIN ISSUES CONSIDERED 


To accomplish the scope of york as stated above I have focused my attention 
on
 

the following main issues:
 

-Prospects for CNCA becoming a self-supporting institution.
 

-The role or USAID's credit advisor on the NDD project.
 

-The ability of CNCA/UNCC/NDD to distribute loans efficiently.
 

-The potential for CNCA/UNCC/NDD to receive a high rate of loan repayment.
 

-The capacity of CNCA/UNCC/NDD to maintain a set of loan records and 
accounts
 

adequate to the administrators of the credit program for'..agement 
and control.
 

In October 1982 an audit of the NDD project was conducted by a regional inspection
 

group from REDSO/WAFR (See "References consulted", Annex C) and 
recommended that credit
 

activities be suspended until remedial action could be taken to 
corkvct the manage-


Both Streuhter's (See "Ref­ment and accounting problems with the credit program. 


erences consulted" Annex C) and my report address the points 
raised.
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TABUE 3 

KDD PROJECTREPAYMEYT -0 ALL 

SOURCE OF
FISCAL 
INFORMATIONYEAR 

IN WHICH (STRAUGHTER 


LOAN WAS 
 REPORT TABLE 


E NUMBER),.._ 

I-7
1977-79 

1979-80 	 2-7,4-7 


3-7 

4-7 


1980-81 	 5-7 

6-T 


70ta. Ouallam 


i977-19 	 1-9 

1979-80 	 2-9,3-9 

4-9,5-9 

8-9 


6-9
1980-81 


Total Filingu4 


;9"9-80 -'-9,3-9 

--9,5-9 


180-81 
 6-9 

-9 


7otal Kolo 


TOTAL NDD 


LOAN PAYMENTS 	 DUE 

PRROWE 


EX-CPT 

EX-CPT 

COOPS 

Blacksmiths 

EX-CPT 

COOPS 

EX-CPT 

EX-CPT 


COOPS 

BEEF 

FATTEN-

ING
 
EX-CPT 

COOPS 


EX-C PT 
'OOPS 

EX-CPT 

COOPS 


FROM BEGINNING 

AW0UWI 
REPAID BY 

DEC. 31 

1982 
(FC FA) 
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730,266 


2,920,652 

22,000 


0 

0 

5,1495,006 


3,305,490 

2,O36,855 

3,464,690 

3,310,685 


0 

0 

12,117,720 
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148,830 


0 
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1,069,843 


18,682,569 


OF ?ROJECT THROUGH
 

AMOUNT
 
DUE BY
 
DEC. 31 

1982
(E'T
 

_ _ )RATE 

j,rtr,b71 

3,7143,968 
9,927,338 


407,610 

1,1142,500 

2,898,555 

21,294,642 


6,082,632 

3,784,382 

9,T72,86 

3,478;825 


1,207,900 

5,gd1 ,69). 

30,301,249 


3,240,5 11 
3,64'(,2 42 

1,152,820 

6,755,761. 


14,796,331-


66,392,225 


REPAY­

57.4% 
19.5%
 
29.4%
 
5.14%
 

0% 
.0%
 

25.8%
 

5.3%
 
53.8%
 
35.5%
 
95.2%
 

0%
 
0% 

40.0% 

20.8%
 
4.1% 
0%
 

3.7%
 

7.2%
 

28.1
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(Annex H) and move from the borrower to the CNCA agency at the Department Level
 

through the ON, COOP, Arrondissement (UNCC Delegate), and COTEDEP.
 

2...Delivery of Inputs
 

The inputs (Credit in kind) move from the factory to the borrower through the
 

UNCC (National--Centre D'approvisionment), UNCC Department warehouse, UNCC arrondisse­

ment warehouse, and Cooperative. Each movement ismade with a "Bon de Livraison"
 

(Annex 1). At the cooperative level the delivery is confirmed by a "Bon de livraison"
 

(Annex I). At each level each kind of equipnent is registered and controlled on a
 

"Fiche de Stock" (Annex J).
 

3. 	 Handling cash 

Ifupon delivery of the inputs they are paid for with cash, the buyer is 

given a receipt (Annex K) and the money moves to the CNCA Headquarters through the
 

cooperative, UNCC (Arrondissement delegate), UNCC Department office, and CMCA de­

partment agency. Each time the money changes hands a similar receipt iswritten and
 

the transaction is recorded on a "Livre de Caisse" (Annex L).
 

Cash received as repayment of loans, loan down payments and animal insurance
 

(FAMAT) premiums follow the same route from borrower to CNeA national level and
 

are acknowledged at each level with a receipt (Annex H) and an entry on the "Livre
 

de Caisse" (Annex L). When a receipt is issued at the cooperative level the names
 

of individuals and the amount each has paid isnoted on the back of the receipt.
 

4. 	Loan Contracts
 

Loan contracts (Annex K) are issued at the CXCA Department agency level
 

receipt of a copy of the "Bon de Livraison-Facture" (Annex 0). Copies are distri­

buted as fo.lows: CNCA National, CNCA Department Agency, NDD, UMCC (Arrondissement
 

Delegate) and cooperative. While waiting for the arrival of the official contract
 

from the CNCA agency a provisional contract is held by the UNCC Delegate (Annex P).
 

These loans are registered at the arrondissement level on a CNCA Comme Client form
 

(Annex Q) and at the Ccap level on a Segistre des Prets (Annex R).
 

These procedures are summarized in "Flux phYsi.-zes et Monetaires" (Annex S) 

and "Liste des Documen:s de Gestion" (Annex T ). Ajo suggestions for making these 

procedures work more sm.oothly appear in "Propositions de Resolutions Presentees par 

Les Deleguds" (Annex U), prepared by arrondissement delegates attending the Hamdallaye 

Credit and Inputs Workshop, December *962. 

C. 	7'OLEM
 

In this section several problems of the current system will be pointed out but
 

the main problems can be summarized as follows: 

-Low Loan repaymer.t rate (28% as of Dec. 31, I.5) 

-Sluggish Loan Disbursement procedures. 

tIrregtllar, inconsistent, andl incor;l',te aecour-ng n reporting rcM es 

L 	 ...... 
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1. 	CNCA Management Probl.±ms
 

New need for concern for Self-Sufficiency.
a. 


reduce prospeots for receiving
GON 	 financial resourcesLimitations on 

Therefore management to achieve the goal of a
 
gover ment subsidies in the future. 


more important than ever.
 self-supporting institution are 


b. 	Management procedures
 

-reate
 
Following are a few of the procedures being used by 

CNCA that 


problems:
 
issuing is handled at the high level of
 -Loan disbursement and contract 


Department agency.
 
levelsdetailed information is maintained at different-Identical 

1980-81 statement
 
-annual financial 	statements are late in coming out (FY 

is still out).
 

2. 	NDD Credit Advisor Prcblems
 

USAID's credit advisor for the NDD Project has 
had to handle many of the details
 

of the day-today administration of the credit 
system (handling money, delivering
 

which takes time away from the long term manage­inputs, delivering contracts, etc .) 


Also his office is located at USAID rather than at CNCA.
 ment aspects of the system. 


3. 	Loan Disbursement Prohtems
 

The long and complicated procedures described earlier for 
processing loan requests,
 

delivering inputs, and issuing contracts have resulted in:
 

-Animal traction packages being delivered after they are 
needed for the current
 

crop 	season.
 

in delivery of loan contracts.-Delays of up to, two years 

4. 	Loan Repayment Problems
 

In the earlier stages of the NDD project (Both Phase I and Phase III attention
 

was focused on 4stributlon of animal traction packages and training with relatively
 

vas the %8
 
less 	emphasi placed -n the ir:ortance of loan repayment. The result 


1962 	 (Table 3). Consequently sev ?ra_ aspects 
repayment rat,? as 	 cf December i, 

of
 

pr(ublem have eamerged.
the 	 Low repay.ier" 

i. 	 otit-atifn of Agents
 
td iertc
 

The ask of collecting loan repayments f'ram bnrrowe:r5 Tho 

to the field *evel U:v: .?7.care-.rsloan 	 is distastefulpoorly the termb of their 
" rewa;d is given fcor a gr,)d res. 

charged with this responsibiti'y, especially if no 


-::C -.gents are

and 	no sanction is suffered from a bad result. Also the fact that 


asked to collect loans given ty another institution, the CJA, is a prctlem. 

b. 	Procedures
 
out 	 th3" loan -,n:':above it was poirtedUnder "Loan Disbursement Problems" 


come out long after the animal rnct. ion packag' i,. deliver,'i inl *t'.-n 1,'t-r -ne
 

due, 	 :it.s. "',t ril 1 , I, .,,w,,; : %C- , : 
first or second repayment 

' 'rr ,'tt hey afiv . , .' -, 
-.n r In- -e " ivment nnI.lnn 

0 



XXXII. 

Lans-are-made to farmers collectively through a single loan to a coopera­

tive. If farmers appears Voluntarily with money in their hands it is very difficult
 

for the collection agent to tell them specifically how much each should pay as their
 

part of.the collective loan.
 

A shortage of receipt forms at the level of the UNCC encadreur who serves
 

as the loan collection agent has been the reason these agents have discouraged (and
 

in some cases refused) repayment by borrowers in small amounts.
 

Niger does not appear to be different from Upper Volta in loan repayment pro­

are more the retult of shortcomings in the
blems. That is high delinquency rates 


performance of the lending institutions themselves than from the borrowers (Annex V).
 

5. Accounting and Reporting System Problems
 

Though Straughter (see "References consulted", Annex C) has proved that
 

the data exists, no systematic procedure is working to produce the basic statistics
 

needed by management like those in Tables 1, 2, and 3. Duplicate sets of data are
 

being kept at too many different levels.
 

Stock of agricultural production inputs are loosely controlled at each level.
 

Loan repayment procedures are relaxed and inconsistent. For example
 

loan repayments are received at different levels in the structure making it difficult
 

lover levels to keep their accouncs up-to-date. This
for those keeping accounts at 


casualness in procedures may encourage embezzlement.
 

III. RECOMMENDATIONS 

Although several recommendations will be made the main ones maybe summarized
 

&s follows:
 
keeping authority to UIACC Arrondisse­-Decentralize loan disbursement and record 


ment level.
 

-Systematize and regularize loan repayment collection procedures.
 

-Stop keeping duplicate detailed records at diC'rerent Levels.
 

-Shift duties of NDD credit advisor away from trivia Lo a higher level of plan­

nine and scheduling through a CNCA counterpart to meet three annual Jead.ines: 

May 1 for loan disbursement, 

Dec. 31 for loan repayment, 

Sept. 30 for statistical reporting. 

-Computerize C;CA/UNCC for:
 

Loan Portfolio Management
 

Stock Managemeut
 

Employee Payroll
 

premiums for ,mployeesCalculation of erfeclency 

General accounting
 

- centers in both VNCA and UIJCC
-3et up profit 
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A. 	Short term (1983) Recommendations '0 

The date of March 31, 1983 should be set an the deadline to, accomplish the 

following:
 

-Satisfy all unresolved points of the Straughter report See "References
 

ConsuLted", Annex C).
 

-Organize meetings of leaders of cooperatives to set specific dates t." return
 

to collect all loan repayments now overdue. 

-Complete 	all loan contracts for loans already made.
 

-Sign revised Protocol between CNCA/UNCC',?DD. 

1. 	CNCA Management Recommendations
 

Clarify lines of direction/authority from CNCA to borrowers through bNCC 

Delegates and encadreurs and cooperatives. Linked to this is the recommeniation that 

all C'1CA/UNCC Agents in this newly clarified chain of c7ommand received annual cash
 

performance premiums based on performance criteria as established by the irnst tut ions
 

involved 	CNCA/UNCC/NDD) such as:
 

-Number of small farmers receiving loans.
 

-Amount loaned.
 

-Repayment Rate.
 

-Profit earned by the Profit center which inci des the employee in zuestion.
 

-Special premium for hard-to-collect oldest overdue loans.
 

Establish a clear policy for writing off uncollectable loans. If this is not
 

done then 	these uncollectable loans show up on the CNCA's annual financial statement
 

assets when in reality they are not collectable.
 

Establish a clear philosophy at all levels in the CNCA/UNCC/NDD that inter­

est income is to be used to cover the three elements of costs of administration, cost
 

as 


of money, and uncollectable loans. If CNCA is charging 12.5% interest, and tney pay
 

BCEAO 10% for money, they allow 2.5% to cover costs of administration, then t'is
 

leaves nothing to cover bad debts--in other words a 100% repayment rate is aL6 inej.
 

2. 	NDE redit Advisor Recomr.endations
 

It is recommended that the 'WJ 1redit ,visor he instail'] in the 

Department Arency of the ;.N,'A to e :ourage a more 'i-tive relationshi r with hi" :o.nter­

part, the ,'.ief of the agency. 

"imo and it9no4i:..th.igh. the early year: f his prujc-T :elui rel tne 

of this *:_D -- tc. det5ils of e Jay-to-day Zr "irv n: .redit Advisor foll,?'.; 

system Or.andling money, delivering oo"buents, d,:butdig farm elipment, - . 2­

system has evolved to the pint where the Nigeijien staff can nandle the .of 

tc work more closely with
operations thereby freeing up the time f tthe Kreiit Advisor 

the three key deadlines ,f thehis counterpart in doing the planning required t- -eet 


credit syster.:
 

Best Available Document
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-May 1 - Loans made -- contracts signed 

-Dec. 31 - All repayments collected 

-Sept.., 30 -All_ statistical reports 	completed 

3. 	Loan Disbursement Recommendations
 

It is recommended that, effective immediately, money being used for manu­

farm inputs be charged in­buying traction animals or buyingfacturing. farm equipment, 

The 	cost of this money should be added to the
 terest from the day it leaves the CNCA. 


The date the inputs move from the supplier to the cooperative
price of the inputs. 


would be the date that interest is stopped being charged 
to the supplier and started
 

tied 
being charged to the cooperative. The cooperative would pay interest on the money 

up in the inputs from the day it receives them until the day they are delivered to 
the 

farmers. The cost of this interest would be added to the price charged the 
farmer. The 

part of the animal traction package the day 
farmer should start paying interest 	on any 

that part arrives (even if the package is incomplete).
 

that CNCA make loans to a union of cooperatives 	or-
It is also recommended 

(under the guidancelet 	the union of cooperatives
ganized at the arrondissement level aud 

through their respective cooperatives and ON's. 
of the UNCC delegate) on-lend to farmers 

This will have the effect of shirting the loan contract 
preparation from the department
 

contracts to be writtendecentralization should allow 
to the arrondissement level. This 

the 	day inputs are delivered rather than with the 
one or tvo.year delay as in nov the
 

case. 
4. 	 Loan Repayment Recommendations 

Develop 	a schedule of meetings with representatives of cooperatives to announce 

for collecting loan repayents--all to 
for 	returning to the cooperativesprecise dates 


December 31.
be completed before the due date: 

ample stock of printed loan receipts to eliminate the lack of 
Distribute an 

have used for not wanting to accept small 
as the excuse encadreurssufficient receipts 

amounts on loan repayments.
 

In case of crop failure or other valid excuse 
for deferring a loan repayment
 

the 	decision to de:er should be on a case-by-case 
base and not a decision that vould
 

apply to everyone in an area. Many farmers have alternate means of making their loan
 

no case should interest charges be deferred.
In
repayments and would prefer to do so. 


5. 	Accur,.uing/Reporting System Recom.,endatinns
 

should answer the three basic
 As a minimum an accounting/reporting sy-e 


How much has been loaned, how many loans have been 
made, and
 

questions posed earlier. 


what is the rate cf repayment. Additionally; it should suyw how many people have 
been
 

uld all be broken down by year, zone, purpose 
and source of funding.
 

..­served and this 

From the exist-


The 	system in pis:e provides the basic 
information required to do this. 


ing Bon do Livraisan (Annex I), Recu (Annex 
K), Livre de Caisse (Annex L), Conktrat
 

and Begistre des Prets (Annex 8), the
 
(Annex M) or Con:rat Provisionnelle 	(Annex 

P), 
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the monthly reports I am proposing to be
be found to produceinformation can easily 

filled out at four levels of the system: Cooperative, Arrondissement, Department,
 

other report is .
is for loans- given(Annex 1W)and the 

and National levels. One report 

If these two reports are produced at these four levels 
then 

for receipts (Annex X). 


tables like those in Tables 1, 2, and 3 of this report 
will be produced.
 

To address the problem of not having letailed information 
at the cooperative level
 

I endorse
 
on individual loan accounts, Thomas Shaw has developed 

a form to do the job. 


noted on this "Compte Individuel" (as shown
 this proposal with the sr.all changes as 


in Annex Y).
 
be
 

A basic principle of record keeping recommended 
is ihat duplicate records not 


Basic details should be keep at the level of arrondissement, 
and at higher levels
 

kept. 


all that is needed is summary data on the detail 
found at lower levels.
 

L) kept at all levels
the "Livre de Caisse" (Annex
One modification is recommended in 

at the extreme right as is done for 
that is that a balance ("Solde") colun be addedand 

the compte client (Annex Q). This balance should equal the amount of cash on 
hand and 

from CNCA who make periodic visits 
serves as a means of control for the credit agents 

to arrondissements and encadreurs of cooperatives.
 

It is recomnended that Column 7 of the "Monthly 
Report of Receipts" (Annex X) be
 

This is convenient for the "Profit 
center"
 

split into principal (TA) and 
interest (7B). 


managers to see clearly what goes back into the 
revolving credit fund (the principal)
 

and what is available from the interest income to pay for administrative 
costs; the cost
 

of money, and bad debts to be written off.
 

B. Lorn Term (19e'& and 1985) Recommendations 

1. Computerized management
 

It is recommended that a systems analyst look at the 
management needs that 

can be helped through computerization in both CNCA 
and UNCC. Programs could be developed 

to help manage:
 

-the loan portfolio
 

-the stock of inputs
 

-the payroll of employees
 

-the calculation of efficiency premiums of employees
 

-general ac:,untifng 
for field agents to pro­

of the lcnn prtfolio would eliminate the need
:ompu-eri-nion 

duce:
 

-Fiche Jie .,.,v tAnnex J)
 

-Compte Client iAnnex 0)
 

-Registrb des prets (Annex R)
 

-Monthly rer'zrt of loans (Annex W)
 

-Monthly retort of Receipts (Annex X)
 

-Compte Individuel (Annex Y)
 

, ", -. *' :.,: ' i : . . 
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In fact, the computer would furnish this information to the agents in the field.
 

-
2. 	Financial Man gement.
 

The services of a financial management specialist could help CNCA in
 

this regard.
 

3. 	Organizational Structure and Personnel Administration
 

The organizational structure and personnel administration of "NCA may
 

For example the installa­
also benefit from the assistance of specialists in these areas. 


tion of a computer might cause some positions to be redefined. Also, productivity of
 

employees might be increased through training, imprcved kogistical support, additional
 

administrative support, a system of premiums to be pail based on efficiency 
criteria
 

as defined by the institution and fair/equitable salaries. All should fit within the
 

as much from
 
Overall goal. of self-sufficiency of the institution which would come 

not 


reduced costs but from the possibility of increased volume of loan activity 
without in­

creasing the fixed cost base.
 

4. 	Profit Centers
 

Under "Loan Disbursement Recommendations" in Section III.A.3. above
 

is the idea of each level holding a stock of input supplies, pay interest on the 
money 

This is pre ­
invested in that stock and pass this cost on to t'e buyer of that stock. 


sented as part of the philosophy behind the notion of setting up "Profit Centers" 
in
 

which each center of activity would manage its affairs on a profitable basis in which
 

revenues exceed expenses. If Government subsidies are received these are simply treated
 

as income on the income statements.
 

'; iS
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IV. 	 CONCLUSIONS 
before the directors an 

repcrt were presented orally
The main points of this 

Niger. The 'Lrector of CNCI 
tefore my departure from 

staff 	of USAID/CNCA/U.CC/NDD 
,'e:-e'C

my p.,;nts regardinghe fuIly endurseIreacted by saying that 
.IT., n a ,ont''..N2 an added o.

'cmI'.er'.Z
e the

institution and my prcposal t) 
:ans cci. i be z 

that C,2. try to fr.i aiI:ti A-i.:h:a. [ta ith 
He suggested 

end ,.ng 
- . tneem un:til -e -:-ice r .­

to cooperatives for L ",':ng :arm :" t:ts. , 

. ". rrbt"em .x- .h, . he'p LErect*. 
a profit. He poin'ted....them at 

" e 
. n 	 ,. This ,s . nsst.efnt with he f,'jr pints

repayment on animal tIract 
. uding, te 7.r.:a. 

private ::ector ievt-!c,.me n t, inst 1t*'n 
direction of AID presently: 


-y r-A rs
'h. ".... on -areki
i-,nsfer and -ol icy .Iove_ Fment .	 

g my 

t-an the

is 'Iore the faut :tr 

the tow loan repayment ra.evation that 


.torrower nex V)
 
17, 1981was drafted on July

A draft protocol agreement between and CNCA 

I would suggest that the following point te
 
is now being revised.
(Annex ZI) &nd 


incorporated into the revision:
 

report (See "References consulted",
Straughter-Reconciliation of points raised in 

Annex C) be accomplished by Mar-h 31, '-B3. 
:n,3ee "NJDD Credit Advisor reco.mnendations"

NDD advisor be redefjned-Role of 
ore active counterpart relation be deve­and that a
Section III.A.2. of this report) 


the Chie.' ofnear his counterpart,
by moving the ,fODD Credit Advisor to an ffice

loped 
CNCA.
the Niamey Department Agency of the 


now overdue (See "Loan Repayment
collecting "gians

-Priority ihould be given to 


. f this report) by March 5, 1983.
 
Fecom-endations" in 3ection 11.A. .
 

-The system of monthly reports proposed %See "Accounting/Reporting System 
Recom­

reccrt should be adopted immediately.
in Section II.A.5) in tris
mendations" 

"Loan 	 Dis:.:se­level 	 'Seeshould be written at -:;e arrondissement-Lcan 	 contracts 

-3.effec'ive March 31,
in Sectin 11.k....3 ... rei.ort) and 

ment Recormmendations" 

deadlines of -he
 

-Systematio progr-T.s shoul,! 1e .eve1-.'To to meet the three key 

,redit r rar: 

... 	 'ai t. .',.., L 

aseinadreurs an iegates
-- ::''...Ss hould ",e .i" 1 'trn I 


due :ec. 31, 1),"4: ' " nt collected
Loans 

collected
Loans 	 due :ec. 31, 0: . ,f unt 

due >ec. 31, 191: , of r -unt collected and that this cost be .ai.."ans 

from NDD Prozect funds if possible. 

Best AvaiiaAe Dccument
 

http:ievt-!c,.me
http:cmI'.er'.Ze
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It is my belief that the recommendations of the "Audit Report" (See "References
 

Consulted" Annex C) will all be satisfied from:
 

1. Actions NDD has already taken,
 

2. The recommendations of the Straughter report, and
 

3. The recommendations of my wn report, here.
 


