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Preface

This evelustion draft report was, in lerge part, a team effort,

Sections I through III are a group product. The individuel sections have bene-
fitted from intensive group discussions, the sharing of ideas, questions, and
suggestions, Throughout the entire process of researching and exemining docu-
ments, interviewing in Namey, losse, and the Ouallem arrondissement, and

later, orgenizing and writing the draft, and finelly, producing the final draft,
the team worked together, Branching off came at thc point when fulfilling our
i1dividusl terms of reference in the face of pressing time comstreints, made
even more £o by an amendment to the origlnal scope of work, resulted in no time
left to negotiate the merging of one document from three sets of working reports.
Tere is overlap end repetiticn, some ideas will appear to be overworked, section
IV comtains the three reports cu whlch the jolntly agreed upon recomendations

are based,

The evaluation begen Jenuwary 11, 1983, with the arrival of Richard Roberts, the
Development Administration Speclelist who was team leader, The Social Scientist,
Theregs Were arrived Jenuary 12, During the initial briefing session with Jim
lowenthal NDD Project Officer, we were informed that the individuals requested
from the Ministry of Rural Development end/or Ministry of Flan to participate
as eveluaticn team members had not yet been assigned to the team. Another team
member, the Agricultural iconomlst, Douglas Parnett, from REDSO/WA, who worked
on the lssue of GON contribution to the Miamey Department Development Project
the Pirst week of January 1983, had left Nlamey and was due back the end of
Jenuary. A consultant Agricultural Credit Advisor who had been working for 5
weeks with the NDD Credaits end Inputs Specielist in reconciling the credit fund
account to its correct balance wes finishing hls assignment during the start-up
of this evaluation, Discussions with him provided invalueble insight Into the
issues, problems and strengths of the credit and inputs system; the CNCA; the
UNCC; and cooperatives, Partlcipation in nis debriefing with the USAID Mission
Director provided an opportunity to hear the Mission's concexms and ideas about
the NDD Credlt System progrem, The arrival on Jenuary 18th of a consultant
Credit Menagement Specielist to develop a new set of guldeliies governing the
management of ccedit at all levels of the wroject ovarlepped by severali days
with the departure of the Agricultural Credit Advisor, The final debriefing of
this comswltent with USAID/ADO, tre Credit Monegement Specialist and USAID/NDD

Project Qfficer provided usefvl irformetinn for us,
we elso attempted to meet wath John Me Intire who is conducting & rfurm manage-
ment resesrch study with ICRISAT, bubt he had left for an ICRISAT couference

outside the country.

we were given complete access to documentation and full cooperation by the entire
NDD staff. We were sble to comsult both the external and internsl memorande and
reports, but were hampered by the fact thai much of the quantifiable date in the
project has not been synthesized. Much of this date 1s being synthesized for the
1982 Amual Report preparation which is in preparation, but our experience indi-
cates that Annual Report preparation time 1s not the best time for an external

evalnetion,
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I. Executive Summary

The or{ginal purpose of this evaluation was 1) to review the accom-
plishments and achievements of the project sc far, 2) determine the extent
to which the project is attaining the planned outputs, and 3) recommend
modifications which will allow the project to reach the intended benefici~-
aries.

This purpose was amended to include key program and policy recommenda-
tions associated with the successful implementation of the project. In this
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
the aspects of the technical package which can be modified and extended to,
and used by the farmer, and c¢) defining the impact of rhe shertfall in contri-
butions by the GON to the project.

This evaluation takes place at a tiwe when the project has had the bene-
fit of realizing a number of changes rcsulting from lessons learned under
Phase I. The Technical Service Delivery System, for example, was reassessed
to improve the organization and function of the CPTs and the technical services
of project-related miristries. Four new CPTs became operational in 1982,
bringing the total to seven (Three CPTs were operational under Phase 1); Three
additional CPTs are scheduled to open in April 1983. The staff situation at
the CPTs will be strengthened this year with the placement of two PCV couples
and two males in different centers, thus ensuring additional technical assis-
tance in four centers. Recruitment is currently under way for Nigerien male
and female follow-up agents to be placed in each center. Each CPT is opera-
ting at maximum capacity, grai uating 20 couples per year. A total of 60 couples
were graduated in 1981, 140 in 1982 and 200 will graduate in 1983.

The technical services on which the CrTs depend for training and exten-
sion are being strengthened through on-going rraining in joint plaaning and
group dynamics. The Lossa 1 meeting {n March 1982 was a hir step toward tack-
ling the problem of the management of the coordinatinn of difrferent technical
sectors. The January planning workshop and the lossa 11 workshop indicate a
great deal of progress toward the commitment to joint planning and collabora-
tion in the delivery of technical services to the CPTs.

The development of a system of v.liage level organizations has advanced
very little during the past year, but a strategy has evolved for implementa-
tion in 1983. The strategy revolves around an introductory viilage~level in-
quiry to obtain some very basic data and information on villages and cooper-
atives. The technical services will be directly involved in the gathering of
this data and will be trained ia the methodolcgy under the direction of the
training unit of the project. This unit is currently staffed by one person,
the training Specialist, who acknowledges the need for short-term specialists
to assist in the training for technical services personnel.



The credit system has been analyzed by two short-term consultants. The
evaluation team concurs with thelr 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 the CNCA, UNCC, and NDD can be expected to set up and operate the
credit program on a sound fiscal and manapcement course,

During Phase 1 there was no special training for wowen. Moreover, there
was no active women's participation unit for the project. The presence of a
women's participation advisor on the project since 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 the technical serviees is cxpected to improve this vear be-
cause of training for technical services personnel in technical as well as in-
terpersonal skills. 1In addition, the recruitment of 12 female follow-up agents
should significan.ly 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 Monitoring and Evaluation unit is not yet operational on the secale
planned and needed. The most serlicous constraint to implementation is too lLittle
manpower (the unit consists of the M/¥ Specialist) to do all the planning,
design and exccution work needed to lay the foundation for a sound system in
preparation for the start-up of the 1983 secason and activities which should be
going on during the season. The Poulin Report of October 1982 provides the
basic guidelines for putting an M/E system in place,. Implement ing these re-
commendations, however, will require additional outside short-term assistance.
Interviewers are shortly to be recruited to assist in conducting the Adoption
Survey planned for April 1983.

The project is confronted with the control and coordination problems of
all integrated rural development projects for which a structure parallel to
established organizations (departments) 1s not created. NDD has made what
observers we have consulted consider real progress toward what we could call
the institutionalization of teamwork In developuent aciivities, teamwork
based on discussion, negotiatlon and persuasion rather than a hiemrchical
chain of command. It will continue to be slow, Lut ac it bullds commitment
in the field, it is likely tc produce more solid results than the authorita-
tive approach. It will be frusteiting with continual incorporation of new
team members required due to shifts or personnel, much less of a problem than
in Phase 1, but still a reality. However, it appears to fit well the direc~-
tion the GON envisages for rural development orpanization (as per the



7inder Comference) and it offers what Nigeriens and others point out is the
only exsmple of progress in solving the intra-orgenizationsal probleus faced
by all productivity projects in Niger, making many see it as a promising model
for other projects. With same strengthening of staff and administration, the
system should be operating effectively in M.amey Depertment and may well be
in initial steges of imtroduction in other parts of the country by the end of
the 1life of the project.

II. Major Issues end Recommendatlons

A, The Credit System

A credit fund was originally concelved (sec Iroject Paper) to finance short-
term (seasanel) credit Yor fertilizer, insecticides, pestlcides and other sea-
sonal inyuts, and medium-term (4 years) credit for purchase of draft anlmals
and farming machinery (c.g. plows, scarifiers, hoes). The fund was to be estab-
1lished by farmer reimbursement of credit given them to acquire such materlals,
which were to be pald for initially by AID and GON resources channeled through
NDD,

As of 31 December, 1982, in its two phases, the NDD project has finenced
oly7 credits (many involving several farmers) for 78.9 mlllion francs CFA, This
has all been medium term credit; there has been no short-term agricultural
credit progran natiomwide since early 1980 (though this does not appear to have
been taken imto account in the Project Paper), QOf the loan repayments due on
these 247 credit comtracts by the end of 1982, only 28 ¢ were paid by the due
date. No further credit will be made availablc under this project until AID is
satisfied that it will be soundly mansged, which includes ensuring repayment of
loans,

The NDD end AID have recemtly had the benefit of studles of the accounting
side, and of the credit menagement slde of the problems reflected in the unac-
ceptable loan repayment rate of the credit fund. In their reports to the Mlssuon,
epd in the oral debriefings they made to both AID end GON (IDD and other) offl-
clals, these consultants (Stenley:tieughter on the accounting, Thomas Stickley
on credit management) defined the current status of the credit fund, identified
weaknesses in the system, and recormended actlon to put the gystem in order und
result in effective operation. Their reports are the key documents on the curreut
status and needed changes of the system,

The evaluation teom attended the debriefings of these consultants at the
AID Mission, and has reviewed their draft reports. We concur in the conclusions
and support their very practical recommendations for action in the inmediate
future (by March 3lst, 1983), end in the procedures and operations cr the 1983
agricultural season. We consider the ebility of the agencles concerned (CNCA,
UNCC and NDD) to implement these recommendations in 1983 to be a reasonable
test of their ability to establlsh a sound credit system.



Putting the credit system issue in the broader context of the project ac
& whole, and of its objectives in terms of improved farming practices, we have
the followlng observatlons:

a) without credit, the packege of techniques now belng recommended can
be msed only by farmers who have access to (and cen afford) mrivate credit, or
who can pay cash for their esulpment, animels and seasonal inputs;

b) some practices in the technical package require 1dttle or no monetsry
expenditure and cen thus be used, and provide benefits, regardless of the exis-
tence or gbscnce of a credit system, but therc is not yet and will not be for
at loast two years (as discussed under "fechnical Package") a conflrmed package
to recommend that 1s not dependent at least on medium-term credit, and possibly
also (certainly for poorer furmers) om short-term credlt.

In view of the rorcgoing, we recormend:
1) That NDD report on, end AID review, ir wl3-1983,

a) progress in collecting loan repeyments due as of 31 Dacember 1982,
and in implementing the other consultant recamendations for the
peedod through 31 ierch, and

b) levels of loan disbursements end the degree of conformity of the
procedures aud practices used to the recormendations of the consul-
tantc.

2) That AID auditors review the credit system operatlons of 1963, inclu-
ding collection on past loans, as early as 1 technically feasible in 1984,

3) Tat a consultent be engeged to complete as soon es possible in 1983
an enslysis of the implications for the acceptance and spread of the new tech-
niques, particularly use of chemical fertilizer, of the absence cf seasonal
(short-term) credit in the GON egricwltural credi® program in the context of
the MDD project (i.c. in the project zone).

Should lack of credit be found to be a major deterremt to the use of
certein inputs, particularly fertilizer, AID should insist that the credit fund
rovide credit for sesosonal inputs, probebly ellowing for the possibllity of
repayment in either kind or cash at the end of the season for which the loan 1s
taken out.

Should there be wnsetisfactory findings on (1) and, particularly on (2),
the Mission will have to decide whethexr it wents to contimue supporting a pro-
Ject wmlikely to benefit very meny farmers very much, and even less likoly to
benefit the pcorer farmers, for want of a vieble credlt system,



B. The Technical Iackage

There are three general sources of indicators as to the appropriatemness
of the technical package: data on CPT graduates' post-training use of the
package, date on sale of inputs and lwmplements required for application of the
package, and ferm systems studles, Data on the CPT graduates are n~t totally
relieble, but what they show ls that meny graduates do not use any of the tech-
niques in the package (in 1982, 28 % of the 1979-81 yradusted), and a fair aumber
use several (of the 1979-1981 graduates using any at all in 1982, 57 ¢ used 6
or more of the 11 practices recamended in the packege). ™ Iplo, 79 ¢ of the
1980 gradustes used an average of 6.4 technlques in 1981, and the same trainees
used still more (7.6 on the average) in 1982, Yield results are als. mixed, and
are, in pert, linked as much to the reglonal pettern as they are to thc package.
There seems to be st least some measwre of athractiveness in the packege, but
there are still mary who use few or no techniques taugnt at the CII. The date
are inconclusive, and the factors influencing the use or non-use of the tech-
nigues taught at the CPIs include how the tralnees are selected, how they are
trained, what support is avallsble 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.

Deta cn seles of inpute and equipment in 1982 are still being procecsed,
but the comsensus is that the sales of agricultural implements (e.g. plows,
spresders, but carts aslde) are stlll very small, but are increasing, Fertil-
izer sales are much less than expected when the project was designed, although
to same (wmknown) extent this is hignly likely to be related to fact that 1t
cen no longer be bought on Govermment financed credit., As with the information
on CPT gradustes, the date are inconclusive,

The third set of indicators is the data availlable from the study doue
by Dr. F. Stier for AID in 1982, and from studies others have done elsewhere,
In our view, however, the package has not been adequately tested under realis-
tic production conditions on producer farms in the Nlamey Depertment., The con-
clusion reached in this evaluation is that:

1) There 1s no conclusive evidence to indlcate that the current agricul-
tural technology packsge represemts the best set of practices for each of the
agro-ecological zones camprising the INMemey Department ,

2) Tere is circumstantial evidence to suggest that it may not be the
best packege for certein zones, and that it appears to be profiteble in *uose
zones only in years of normel rainfell.

3) Until further farming systems research con be performed, the package
mey be considered marginelly accepteble in those zones due to the income it
makes possible from non-sgronamic activities such &s cartage and oxen resale,

The NDD should continue extending improved technlques, making it clear

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

1As per Dr. Stier's study



vithout animal traction. In addition,

a) Experiments already planned with animal traction other than two oxen,
and without arimal traction, shonld be undertaken on as many CPTs as possible
in 1983.

b) tlore use should be made by the applied research advisor of information
available from the experfences of CPl graduates using dlfferent mixes of tech-
niques and identifiable through follow-up and (in the future) survey reports;
and,

c) The Applied Research Unit, with the Moniftoring/Fvaluation Unit, should
maintain closer relations with ICRISAT and with the Rural kKcenomie Research
Division of INRAN, particularly with regard to its 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 bencficial under Niamey Depart-
ment conditions, in farmers' fields, and in the eyes of the Nigerien agricul-
tural research community o have this soon enough to ensurc significant pro-
duction and farmer benefits {rom the project it 1s imperative that within the
next few weeks: INRAN assirn one (or more) agronomic engineer, preferably with
a master's degree or ejuivalent qualification, to work fulltime with the
Applied Researcn 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 within the next two years,

C. GON Contribucion and Recurrent Cost Issues

Given that GON's Naticnal Investment Fund has been reduced in size from
26 billion CFA to 7 billlon and, given that Agricultural investment is only
9% of the Investment budget, it is very unlikely that GON will be able to sus-
tain its original commitment to provide funding werth 1164 million CFA for the
NDD Project. Technically, GON is alrcady some 406 million CFA ir arrears for
project payments,

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

1) That GON contribution for operating expenses be iveduced 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 payments into the fertilizer subsidy
subaccount of the credit fund be reduced proportionately to the reductions
in the amount of the fertilizer subsidy. Action by the GON to eliminate com-
pletely fertilizer subsidies by December 1986 should be the basis for waiving
112 million CFA in overdue tertilizer payments ns well as ongoing balsnces.
GON failurs to redvee fertilizer cubsidies by 1084=8% should result in im-
mediate payment of outstending subsidy paymen® bulances or o corresponding
reduction in the level of services or in the Luir (Lite of Project) of one or
more years.

L) ‘That the second irt rir evaluation scheduled for mid to late 1984
determine what options to recommend P othe avergre exchianre rate drops below
330 CFA/$ sndfor if GON has not made the requirnad snbsidy payments. The
project will monitor the exchange rnte thirough bDecember, 1983 and will re-
port on the impact that a decline {(if occurinpg) in rutes would hsve on pro-

Ject tinances. Such options might include:

a) A requirement thrt GON contribute to local costs in proportion
to the decline in the exchange rateo.

b) That the project be recduced in scope by either:
i) clasing some of the CIT's  in the marginal agricuttural
product.lon areas;
ii) closing down the nctivities of the PPN in an entire arron-
dissement; or
iii) that the project be ferminated December 1985 for lark of
funds or corlicer becauss the GOMN failed to honor its commitment.

Recurrent. cost estimates were Jletermined for the operation of an individ-
ual CPT without vehiculur support, or extrnsion work. Total recurrent costs for
the operation of o 10 CPT infrostructure was aloo determined, but excluded ve-
hicle renlacement, GCM salary for certain project positinnsg, and adjustment for
inflation. These costs should be considered as rough approximations.

The estimated cost tor running u single CPI oas wpproximitely (.0 million
CFA. The cstimate s subjeel, to the above qunlifications,

IIT. Project Recommendations

A. Ceneral

1. That the End of Project Stutun be redefined in terms of indicators
that will demonstrate as much ns possible "{he institutionnlization of a
process" which is the purposc of the project, rather than static achievements
which are more appropriate indicator:s ol outputs.

2. That the GON and USAID clearly articulate what orpanizational nnits
end functions will be in plece when the project ends and the relntionship be-
tveen these units and functions, recopnizing, Lhat thiag desipgn does not. consti-
tute a predictinn; the reality will depend on many unknowns, including reforms

of the type discussed at the Zinder Conference (ereating in each Department a



Secretary General for Development), and also includin: the desires and cap-
abilities of the cooperutives at thet point.

3. That close lirkages be established and maintained with AID encourage-
ment ard support between the Agricultural Production Support Project imple-
mentation units and NDD project with a view to the former benefitting frcu the
experience of the latter, and NDU benefitting from the outputs of APS.

B. System of ‘lechnicul Service Delivery

L. That special attention in CPT truining and extension be given the
benefits available from the nackuge of oractices exelusive of animal traction,
and the special vrole o tertilizer among Lhe components of Lhe package.

S  Jhat SGDE o cxoereine auality controi over the tealning it finances, ep-
suring the content, muterials and methods proposed for use are appropriste to
the training object ives, nad that it cvalunte such training in terms of chanpes
in subsequent on=-tfarm pertormance.

6. That Noh recognize thot much of the training 1ikely to be done under
project auspices will be effeclive only it there is follow-up to help trainees
over application problems, and therefore, plan accordingly.

T. That HDD assume resporsibility for ftraining nct only in planning and
organization, but also in technical and interpersonal skills needed by NDD and
Technical Service nersonnel to implement project activities,

8, Thzt NDD Niamey staff, arrondissement coordinators and technical ser-
vice delegates spend sufficiert time at the refresher training ("recyclage")
for former CPT trainees tc es:ablish relationships on which to build the follow-
up support uyslem, and Lo lesrn from them of problems they huve in applying the

improved techniquesr,. inciuding input provlems.

9. Thul HDL pursue “ne possibility ol adding to Its statf a terminating
PCV with CPT nund tollow-u; cxperience, and that he/shce be recruited immediate-
ly for one to two years to provide full=time field support to follow-up agents
(and local orranization developrent teams, eventanlly).

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

11. That NDD augment its capacity by increosing its use of outside indi-
viduals and/or organizaticns to provide on & 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 areas 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 Uelf-Managed Villapge Organizations

e Phat NDb commizaion o 1983 follow-up study Lo Lhe 1976 Charlick

i e

study to be designed around Lhe isusue ot the nppropriateness of the GM structure
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as a viable base for village level cooperative development.

13, That the Cinding: o the 1983 vill-ore level lnquiries to be im-
plemented using the methodological approach set torth in the "Appui asux Or-
ganisations" document become the basis for designing the follow-up study to
the Charlick study.

14, That the implementation nf the village l=2vel organization develop-
ment strategy to be put under way be planned in detail hefore steps are taken
to talk with cooperative leaders, and that this nlanrines invoive the Monitor-
ing /Evaluation Unit as well as other NDD siaff and Technical Services nersonnel.

15, That the quslificetions nnd rxperience of personnel to be involved in
village 'evel organiustinn development be carefully assessed neninst the ckiil
requirements implicit in the plan for ¢ rategy implementation, and hat appro-
priste training be provided them before they besin field work.

16. That a team of two or three ~xpericnced people be recruited to airect
this village level nrganization development "mini-project ™’ under DD guldance
on a full-time basis during at Jeast pnrt of 1983 nnd intermittently in 1984
(depending on the outcome of the planning process, which should frelmde o
least one such person).

17. Thet the Training Unit obtain the drcumentation on the World Bank
financed village level organization development ectivities in Bouza, Tera,
and the third location to determine the relev: ac» for training workshops based
on this documentation,

18, That baseline surveys of target villoges: be made, and that annual
follow-up surveys be designed and subsequently carried oat to monitor the im-
pact of village level crganization development.

19, That the experience implementing the village level organization de-
velopment strategy in 1983 and 1934 be used to design a unmple survey for 1985
to define Ta the zone sneh factors ngs the desires and priority needs perceived
by the viiiagers, village attitudes to "crgnnized' activity, and impediments
to the develcpment of village orennizations.

20, That NDD, ALD snd the CON remnin sufticiently flevible ir their plan
implementation to be responsive to idens and requests of villape level orran-
Lzntions.

21, That NDD encurce that training needs are systematically nscecsed and
that necessary and appropriite training i provided (2.0, in cuch areas ng
cooperative management., inventory und warehouse manngerent, bookkeeping), with
NDD exercising quality control over the trairinpg it finances, ensuring content,
materials and methods proposed for use are appropriate to the training object-
ives, and eveluating the training ir terms of chanpes in subsequent on-the~job
performance of trainees.

22, That efforts to recruit u blacksmith trainer, and toinitiate that
training be itensified and brought to fruition.
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23. That the VLO target (output indicator in the logical framework) be
recognized by AID and the CON as baving been decreased from 50-60 to 12-24.

24. That an assessment of {nstitutional capability of village level
organizations, cooperatives, CPT3, Ministry technical services ond the impact
of GON economic policy on farmers be undertakea by a short-term Institutional
Development consultart in 1984,

D, uystom of Credit Pelivery

25. “That the recommendations of the consultants on cooperative account-
ing and on credit r.anagement be adopted and implemented fmmediately, such that
the improved procedures be employed throughout the 1987 seasou.

26. That the need for tralning to accompany credit system changes be
assessed immediately, and plans be made to meet it, using short-term consul-
tant/trainer inuputs if necessary to accomplishment it ‘a time to ensurc maximum
program effectiveness in 19873,

27. That a consultant be engaged to complete as soon as possible in 1983
an analysis of the tmplicatlons for the acceptance and spread of the new tech-
niques, particularly use of chemical fertilizer, of the absence of seasonal
(short-term) credit In the GON agricultural credit propram {n the context of the
NDD project (i.e. In the project zone).

28. That NDD report ov, and AID review in m’d-1983,

a) progress in collecting lcan repayments due as of 31 December
1982, and in implementing the other consultant recommendat ions
for the period through 31 March, and

b) levels of loan disbursementc and the conformance of the proce-
durer and practices used to the reccrmendatiors of the consultants.

29. That AlD auditors reviev i~ credit system operations of 1982 includin
collection on past loans, as early as t: tecunically feasible in 1984,

E. System of Agricultural Inputs bellvery

30. That AID ensure that the APS project agricultural inputs consultant
due in Niger in the very near future to asseds thre agricultural inputs sector,
among other things, include the Nbu cegion in hig study, with a view to iden-
tifying any persistent weaknesces anl ways to e¢liminate them.

F. Sy§£yyt}}1.[Qqﬁcngg“jﬁyngglg AC((”u;_tQ'DPvclppmpnf_Aplivitjps
31. ‘That NDD draw up a plan of action for formaltfzing a collaboration

with the AFN, through Promot fon Feminine, and intltiate introductory meet ingy

for the purpose of explaining objectives of the women's component of the project.

32. That the Women's part icipation Unit work with the Training Unit in
making suggestions for tralning workshops for Lechnical service field personnel



-11-

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

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 trajning in effective communications with an all-female audience.

35. That technical services teams visiting villages to explain the pro-
ject activities at the centers and the importance of selecting responsible
candidates make every effort to ensure the presence and participation of
women in these meetings.

36. That the "open-door" program be extended to include and accommodate
women visitors from the villages of the trainees as well as neighboring villages.

G. System of Monitoring/Evaluation

37. Use the October 1982 consultant's report on the monitoring and
evaluction system as the guideline for development of the system.

38. That Monitoring/Evaluating information needs be epelled out, and a
survey agenda for the Unit over the balance of the Project life be prepared in the
coming six months on the basis of the monitor/evaluation consulting report of
October, 1982,

39, That NDD implement its plar to use short-term consulting assistance
to heip the Monitoring/ Evaluation Unit complete the planning, cesign, and other
tasks necessary to put the systew on a sound footing before the start of the
1983 agricultural season.

40. That the existing data base on the CPT graduates farming in 1982
be "cleaned up" so that it can be used as base line data for future comparisons."

41. Thet NDD obtain data on UNCC sales in the zone of non-NDD fertilizer
and other inputs for 1981 1ind 1982 to permit computation of changes in the zone:
the data problem will nol exist in the future, us only NDD inputs will be distributed.

42. That NDD implement it's plan to acquire a microcomputer, peri-
pherals and appropriate soft-warc 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.

43. That INRAN assign one (or more) agronomic engineer, preferably with
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-
uvation 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 quaiified 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 prescribed 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.



IV. Individual Evaluation Reports

A, Richard Roberts, Development Administration Speclalist
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1. Rwrpose

To institutionalize e process of rural development through the establishment
of self-mansged villsge orgenizatlions capable of asslsting farm families
with the achievement of increased food production on a self-susteining basis.

The evaluators found the available description of "End of Project status"
(E0PS) of limited utility. The Iogical Framework defines EOPS in terms produc-
tion of the outputs plus "emthuslasm and acceptance demonstrated by the rural
production” - which is very similar to the wording of one of the Assumption
for Achieving Purpose, In the peges of the Project Peper concerning Purpose
(p. 14) where EOPS is normelly defined, some of the characteristics just men-
tioned are quantified:

By the end of the five year life of this project it is enticlpated that
some T4O farmer couples will have been trained st the CPIs and some
1,160 farmers in nearly 300 villages will have been reached by the ex-
tengion training componemts in the project...some 4,000 additional far-
mers, . will have adopted the improved practices as a result of the mul-
tiplier effect produced by the above mentioned "trained" farmers...
spproximately 8,000 villegers.,. will directly benefit from literacy,
cooperative, blacksmith, on-farm fattening end other programs.

Tese statements are much more appropriste as measures of outputs (for
which they are in fact used in the logical fremework) then as indicators of
the attaimment of the purpose of the project. I practice, the above could
be accamplished without achieving the purpose.

Tn both the text (p. 14) and the logical framework (footnote to the veri-~
figble indicators of outputs), the Project Paper suggests that in any evalua-
tion the specific target figures are less important that'the degree of insti-
tutional development achieved" (loglcel framework note) and the extent to which
the Project has "estoblished a self-susteining development process" (p. 14).
™is 1s a valld point, but neither the logicel framework not the Project Paper
narrative provide indicators agednst which to meesure progress toward this
gelf-sustaining develomment process, or achievement of it, For internal project
manggement purposes (and guldance to NDD's Monitor/Eveluation Whit survey ef-
forts), and for reference in future AID eveluations of the project, new indi-
cators are needed to ldemtify (in loglcal framework lengusge) "the End of
Project Status'.

The Mission will have to develop the new EOPS indicators, but the following
are suggested as a starting polnt:

* project outputs have been generated as planned,

¥ the number of self-meneged; economically sound village level organize~
tions is growing armuelly and et an increesing rate,

# the range of economic and soclal activiiies of village level orgeniza-
tiomns is growlng annually,
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* ylelds and production of food crops are rising ammually (teking weather
factors imto accoumt),

* technical servicos are meeting increasing villege level organization
demandr z2gulerly and promptly,

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

* gemeral suores are emtablished and @rowing in rising numbers of villa~-
ges at Increasing retes,

* demand for local lenguage resding materials and for advenced literacy
ingtruction is growing in tie project zome,

* riging land values in villsges of maJor moject activity,
* decrecsing rates of emlgration from villages of major project activity,

To complete this, the Project should prepare a varrative description of the
organizational relationships they are striving to place among the maragement
unit, the CPIs, the cooperatlves, end the technical services in the years follow-
ing the termination of AID inputs. The ectual ocutcome will depend on msny un-
kmowms, including govermmental reforms of the type dlscussed et the ~inder Con-
Terence (e.g. Departmantal Secretaries General for Develomment ), and including
the desires and cepebllities of the cooperatives at that point, but it would
help uwensgement and future evaluastors to have a clear pictire of that for which

they are alming.

Glven the problems stated above with regard to the description of the EOPS
in the logical framework and implicitly in the Project Paper text » what progress
is there toward that which is described sbove? As we shall discuss below one of
the major quantitive targets for output indicators (i.e, elements of outputs,
such as functioning self-mensged cooperatives) should be reduced, which will re-
sult in systems being less widcly, and perhaps less well emsconced by the end
of the project than wes anticipated in project design. However, with aspproaches
being teken and changes being implemented and/or being recormended in the pre-
sent eveluation, the project should produce a meeningful output base, and doing
so should esteblish an effective process that will result in an EOPS as described
gbove, The abllity of the three services concerned will be augmented by the
Misslon's APS projoct as it takes up 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,

Pr gis

Although o e substantiel extent their results will not be evident before
the 1683 agricultural sesgon, the changes that have becen made thus fer in Thase
II, and ere being made for the coming season, should produce a meaningful out-
put bese and establlsh an effective process that will result in the post-project
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extemsion of that base. The APS project can greatly contributc to this if close
collsboration can be established among the project organizations.

Recommendsatlons

0. 1 - That the Ind of Project Status be redefined in terms of indicators
will demonstrate as much ag possible "the ingtitutionalization of a process"
which 1s the purpose of the project, rather %uan static achievements which
are more gppropriate indicstors of outputs.

W, 2 - That the Project prepare a nerretive description of the orgeniza-
tional relationships they ere striving to heve in place the management wnit,
the CPTs, the cooperatives, the technical services and Departmental Adminiis-
$ration In the years féllowing the termination of AID inputs, recognlizing
that it is & target not a prediction; the reelity will depend on meny un-
knowns, including reforms of the type dlscussed ai the Zinder Conference
(creating in each Depertmemt a Secretery Genersl for Develomment ), and

glso Including the desires end cepebilities of the cooperetives at that
point.

W, 3 - That close linkages be esteblished and maintained with AID encour-
agement and support between the Agricultural Prcduction Support Project
implementation wnits 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. Doputs

Retrosgpectlve

AID inputs are essentially on schedule, The long-term technical asslstance
positions were not all filled as quickly as posited in the Project Paper, but
this seems to more a case of designer over-optimism then dilatory recruiting,
Project development in the area of monitoring end evalugtion was set back by the
decision to change advisors, which left a perlod of several months with no ad-
visor, end a need to svart bullding a foundation in late 1982 which should have
been in plece by late 1981 (if not before the end of thase I), (ne long term
position, that of master mechanlc, remains to be f£illed, Recruitment, which is
to be in West Africe, has been delayed pending the move of NDD to its new quar-
ters, where there will be a garege (which it now lacks).

There has been very little use of short-term techuical assistance, certain-
ly far less than planned in the Project Paper, and in our view, less than there
should have been,

AID training inputs are a little behind schedule in the case of participent
training, as noted in the introductlon to the Outputs chapter, Two participants
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training,left three months behind schedule, and the other two have not been
definitively nemed, and are thus at least a half Yyear behind schedule,

Commodity inputs are on schedule, Fertilizer sales are moving less rgpid-
1y than snticipated, resulting in a build-up of stocks, (Orders for next year
are being cut back es a result.

The GON has not provided all of the personnel anticipated. It is diffi-
cult to be very precise in terms of mmbers becuuse the Project Paper 1s not
very preclse, It 1s clear that the GON was expected to provide two middle
level cadres for each CPT, in additlion to the director and literacy instructor,
and these two cadres/CPT have not been provided, There is nc 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 follow-up egents (Just cam-
nleted), but they are, of course, in effect financed by the US contribution
to local costs,

The GON has also not provided counterparts to the lomg-term advisors,
Indeed, four of the five have no Nlgerien colleagues working with them full-
time at all; the exception is the Women's Uhit, where there is g qualified
counterpart to the US advisor,

The major issue on the subject of Mputs is the gemeral GON contribution
to the budget and the material subsidies, These are far below expectations , and
camitment -, T™is subject is covered in some detail in Ir, Barnett's peper,

Pro ive

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 belng closed out befare the end of 1984,
From thls distence in time, In my view, three to four long-term advisors are
likely to he needed for cne year more than plammed (the plem calls for three
years each); it is too early to say which three to four, The budget review Just
completed at the NDD indlcates that et least three can be managed within the
cuwrrent budget total. In addition, we have recommended that the NDD go ahead as
it is now considering doing, to hire a terminating Reace Corps volumteer who
hag been working on one of its CPIs and doing follow-up work for the past two
years; he would be used to follow-up the new follow-up agemts just recruited
for the project. This would be for one year, with a possible extension, The
budget review indicates that funds are avellable,

M numerous occeslons we have polnted to a need for more ghort-term tech-
nicel asslstance to increase the capacity of the Project In specific areas, for
specific tasks, We have made no attempt to work out the manpover immplicstions;
that would require far more plamming of the individusl actions than we are in
8 posltlon to undertake, However, we do note (and mentioned ebrre) 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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We see no particular need for changes in planned commodity inputs, other
than the addition of & microcomputer cepability, which we understand has already

approved by both AID and the GON.

e nettle represented by local costs and the serious economic problems of
Niger is reviewed in Dr. Barnett's peper. me of the key points that has come
out of the review of the budget Just completed at the NDD is that the US budget
Por locel costs has & much higher CFA value than at the time the budget was pre-
pared (using en exchange of 200/do]_'l.ar) , permitting AID to pay more local costs
witaout spending more dollars,

In short, we see no changes required that would result in AID having to
consider increasing the total value of the grant.

3. Outputs

overview

The project is on schedule in terms of most items on the implememtation
plan in the project paper (see Table I). The main exceptions are the applied
rescarch, which began in earnest a year later than planned, and so is that much
behind the fmplicit schedule, and the participent training, with the last two
of four perticipants who should have left for the US last July is still not
nemed, Tt is an schedule for the rest of the implementation plan items (except
for the GON financial contributions, a major iten deelt with ebove under "Issues"
end in Dr, Bernett's report in Amnex), M the other hand, not all importont
items are on the implementation plan, and in the case of one-initiation of work
with village level organlzations, the project 1s making ser 7us beginnings at
least a year late..

The status of the output indicators identifled in the loglical framework is
ghown in Teble II. Comments on individusl items in the table are in the follow
ing sections on the specific outputs., The Project's review of some of the output
indicators and recasting of one (village level orgenizations) as presemted to
the 1983 Iosse seminar in Annex to this report.

Tote thet the logical fremework defines as systems "egtebllished and func-
tioning". With the partisl exception of (e) and {(f) in the teble; these indlca-
tors say nothing sbout whether the systems are functioning., The consultant on
monitoring and eveluation in October, 1982, suggested somc. We recommend that
et lesst three should be used for monitoring and evaluation by the project and
AlD,



Date

Januery 1981
Marca 1981
Mexrch 1981

Jenuary-March 1961

April 1981

April 1981
April 1981

April 1981
Jenuary-July 1961

April-Jume 1981

June 1981

June 1981
July 1981

July 1961

July 1981
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TABIE 5

Project Pgper Implementation Flan

Actlon

Project authorized
Project agreement signed
Annual Report due

Preparation end submission of
PIO/T's and PIO/C's

IFB preparation for CPT and
PMU comstruction

First group of 5 ICV's at CPI's

rientatlion seminar for new
personnel

arlentation faor agricultwural
extension personnel

Recrultment of U.S. technicians

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

GON deposits subsidy end
financiel contribution to
project account no later
than this date

Agricultural season begins

All additlongl staff for
exdsting CPT's in place

Arrondissement coordinators
and office personnel in place

Arrival of new Project Liaison
officer (project manager)

Status

(date completed )
My 1981
June 1981
Merch 1981
July 1961

July-August 1981
April 1981 (4 PcV's)
March 1981

March 1981

March-September 1981
April 1981-IOvember 1981

35 million deposited
My 1981

June 1981

June 1981 but less staff
than anticlpated

June 1981

July 1981



Date
September 1981

October 1981
October 1981

November 1981

December 1981

March 1982
Merch 1982

Aprdl 1982

June 1982
July 1982

July-August 1982
October 1982
October 1982

November 1982

Nov/Dec 1982
March 1983
Aprid 1983

=21~

Action
Selection of CPT & PMU
construction firms
Harvest begins

Construction of 4 CPI's
end PMU begins

GON deposits additionel
funds as required

Begin selectlon of long term

perticipants
Anmual Report due

Training/orientation of
extension perscuanel

Construction complete on
4 new CPI's

Agriculture season begins

Iong term partlcipants
depart for U.S.

Pesticide evaluation
Congtruction of 3 CPI's
Hexrvest beginsg

GON deposits additional
funds as required

First Interim evaluation
Annual Report due

Construction complete on
3 CPT's

Status
(date completed)

November 1981

October 1981

February 1982

50 million deposited
August 1982 plus 27 mil
subsidies; 206,4 mil
still due

January 1982

November 1982

March 1982 (follow-up
agents )

Mey 1982

Mey 1982

2 in Oct/Nov 1982;
2 belng selected

under way
February 1982
October 1982

No action (200 Mil due
for 1983)

Jan/Feb 1983
in preparation

December 1982 (except for
trainee huts and wells)
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Magnitude of OQutputs

Anticipated: Logicel Framework

740 fermer couples receive long
term training

1,160 farmers receive short-term
training

4,000 edditional fermers adopt
improved agricultural practices

10 farmer couples training centers
completed and fully operational

3,350 tons of Pertilizer distrib-
uted

Estimated 9,000 additionel tons
of millet & 2,000 addit, tons of
nieve being producec.

Revolving credit/input fund esteb-
lished and working

300 village cooperatives estab-
1ished and opereating
12 new coop warehouses vullb

2,800 coop leaders trained

58 gelected coop menegers recelve
special training

600 coop member women receiving
credit and technical advice

65 literacy training eenters esteb-
‘1ished and 2,700 adults trained

(2,100 men, 600 women )

f.

Ee

Actual: January 1983

2003 1,000 likely by PACD
275 in 3 groups, 2-8 day sessions

some reported, but no data to
quantify or show trends

7, with last 3 completed except
wells & trainee huts, in progress

834 tons distributed, 486 tons
sold

data ungvellsble

established but poorly working;
modificetions recommended by
consultants Jenuory 1983

app. 500 village cooperative
units established but operations
very, very ldmited

12 wearehouses bullt

approx. 150 for 5 days by UNCC
using some NDD resources, but
without content or quality control
by NDD

no special training yet

no data; no reports of progress

15 opened 1/83; T ready to open
awalting materials; 30 trainees/
aentar,
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Azrticimted: Iogical Framework

n. 30 grinding mills installed

0. 30 new blacksmiths trained and
equipped

P. 6 mobile vaecination correls put
Into service

d. 2,000 farmers participate in one
of the animal husbandry programs

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

brogram
8. 100 school gardens initisted

t. 1 warehouse/office/house complex
built for GON services

u, 24 GON departmental und errondisse-
ment level personnel recelve short-

term training

v. U4 GON personnel receive long term
US training

W. 60 CFT personnel trained

X. 1 project management unit
egtablished

Yo Preliminaxry thase IIT plan
produced at and Yr I

N.B. Whille the sbove magnitude of
outputs have been specifically lden-
tified, any eveluation of this project
should also focus on qualitative ele-
ments that indicate the degree of
Institutionel develorment achieved.

e

O,

Pe

de

Te

Be

t.

U,

Ve

Wo

Xo

Yo

Actual : January 1983

none; await site ident./study
no new ones; seek qualified
trainer (2 wks retraining of
16 PH, I trainees)

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

no action

no action

no action
completed

51 in 2 losse 6-day seminars;
3 for two-month training program
at lhiversity of Pittsburgh

2 in US from 11/82; more scheduled
early 1983

3L trained to date, more scheduled
early 1983

esteblished, but understaffed

no action

Therc has been same, as discussed
in the text. Indicetors for Insti-
tutlonal development should be

ldentified for future eveluation,
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4, System of Technical Service Delivery

As experience has been geined and project peisonnel get down to the tesk
of converting often vague Project Iaper vropesitions co reality, it has become
incressingly clear that although the Project Paper does not say so in so many
words, this output has two parts; the CPIs and the technicel services, This has
been true from the start, but it became even more so when the MDR and UNCC did
not provide the complement of fulltime personnel expected (2 per CPT) in 1981,

T™he CPIs

Four now CPTs were operationsl in 1982 in eddition to the 3 opened during
Fhase I. The other three to be established under thase II are nearly completed
and will be in service for the 1983 geason.

The CPIs have less staff than expected (as noted above), and as a result
are more dependent on the involvement of technical service persomnncl than they
would otherwilse be, The positlve side of this 3ituation is that the CPIs are
obliged to make every effort to work closely with the technlecal services and
cannot stand sloof on thelr own, The negative pide is that they cannot oblige
the technical services to do their part, end some are not very dilijent vis-a-
vis the CPIs. However, the team-bullding process initlated with the lossoa semi-
ner in 1982 and reinforced with the Iossae workshop and then the Iossa seminer
in January,1983, appears to be making progress in obteining the involvement or
the technicel service personncl, foor performence in 1982 wos edmitted at Lossa
by those involved and they commltted themselves to doing a better job both at
the Cemters and :n follow-up during 1983, MDD will have to follow-up closely,
making sure the natter is brought up in monthly reviews as soon as absences
begin to cccur, In one casec, w2 were told that they came to the CPI fairly
regularly early ‘in the sesgon, bubt then attendance began dropping off and never
recovered), A mini-Iogso et arrondissement level mey be wreful in mid-season if
team cohcsion seems to be diminighing,

The steff situation at the CPIs will be gtrengthened this year with male
PCVs at four cf the ten CPIs ond femple ECVs at three of the ten (there were
3 PBCV women and 1 man in 1982), ond with at least one femple and one male
NMgerien follow-up egent at cach CPT. However, the particlpation of the techni-
cel service delegotes will be no less lmportant.

Inch CPT is operating ot capocity, turning out 20 coupl~~ cach ycar, They
grafuated 60 couples in 1981 ond 140 in 1982, ond they expect to train 200 in
1983. By projecct termination at the end of 19806 there should be GO0 groduntes
from Phoase II to add to the 90 of rhause I,

The following tables give on indication of the extent ;o which CII grodusbes
were using in 1982 the techniques they had been taught, Tt should be noted that
there gre internal inconsiostencics in project dota on thisp subject that moke
these figures somewhet suspect, particularly for Filingue - whlch shows lower
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wtilization rates then the others and may be injustifisbly pulling down the
aversge. While the accuracy of the date is open to same question, the consensus
is thaet the orders of magnitude reflect reality, Tis reises questions as to the
effectiveness and the appropriatemess of the training.

Percent of CPT Gradustes Using 0, 1-2, 3-12, 6-12 Techniques

in 1982
Nuzber Number of Techniques Used
Year at CPT Trainees 0 1-2 3-12 6-12
1979 30 50 % 23 % 27 % 23 %
1980 60 25 % 10 % A5 . W7 %
1981 60 20 % 18 % 62 % 43 %
1979-1961 150 28 9 16 9 56 % A

Te graduates of 1979 and 1980 were traiued during fhase I of the project;
while Phase II begen ai'ter the start of the 1981 training and hed little oppor-
tunity to effect it. Thus, these data say much more sbout Fhase I than about
Faage II. The key question now is: What hag been done to ensure that tase II
trainees make more use of the CPT treining ?

The answers we have found are thet, firstly, applied rescerch ls under way
to try to identify weys the packege of techniques can be improved, end thus made
more sttrective to the farmers; this is discussed below in the context of moni-
toring and evalugtion. /nd secondly, there have been several changes in tlhe
areas of trainee selection, the CPT programs end follow-up efter training at the
CPI; these are discussed In the following paregrephs. The changes that have becn,
and are being imtroduced are sensible, We would expect to see noteble lmprove-
meat irt the 1573 data, which will be the first to reflect any of these changes
(as the 1932 graduates begin to apply what they Zearned),

Selectlon

Tn Mamey Depertment, as in other productlvity projects, it was clear in
early years that trainees selected for CPIs weve not elways promising cendidates,
criteris were modified by IDD in 1982, considersbly downplaying the ldea of &
monetory allowence (the amoumt of which hed been reduaced already in 1981) and
stressing the relationship of the traince and training to the cooperatives and
the village (see Amex 1), The criteria were written out in 1982 (for tho first
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+ime) and teams of arrondissements technical service officlals visited villages
vo explain the program, including the lmportance to the local village and coope-
ratives leaders of selecting promising cendidstes likely to make good farmers
(eble to repay the loan the cooperative will have to guarantee; and eble to show
others new techniques),

To this pre-season activity wes added the "Open Door" action, Each trainee's
village chief, cooperative president and relatives were Invited (and transported )
to the CPTs for a dey and o night dwring whicb the tralnees explained and demon=-
strated whet they were leerning. (ne CPT director did the entire Open Door ac-
tivity in one day. :"icluding round-trip transportation; this wnsatisfactory ex-
perience wes & re it of leaving substantial detall to center directors, n the
other hand, dolng this resulted in some imaginative practicer elsewhere (see
below) thet might not have occured to central planners). The eveluation team
neard emthusirstic support for the "Open Door" whenever the subject came up, It
seems to havc made a very strong lmpression on villagers, CPT directors, arron-
digsement techmicel service staff, Peace Corps volumbeers and even people who
heard sbout it only second hend, The consensus is that the villages and coopera~
tiveg now identify much more with the trainees and have more interest in what
they have learmed, The test will be 1983,

Programs

NDD is giving continuing attention to the CFT program, but in keeping with
its policy of involving field persomnel in decisions they will have to implement,
IDD ig not dictating progrem in eny detall, Great care is needed to delegete
without ebdicaeting; the former imvolves retaining some responsibility for content
and quality, and the right to guide if needed, while the latter involves leaving
it all to others - it can happen through neglect, as well as by conscious deci-
sion,

To some extent thls mey be happening in the case of the inputs of the techni-
cal services gt the CPIs. This seld, it is encouraging to see that DD considers
its progrems end the management of its CITe to be subject to improvement, learms
from experlence, and imvolves steaff In the process, CPT staff met before the
opening of the Centers in 1982 to plan progrems, make chenges and generally set
out the plen for the year, They will be doing so sgain for a week in February
this year, at which time they will also review general center management and In-
struct the three directors of new centers and one replacement director. The ex-
perience of thelr present directors will be & key input to the sesslons, given
the participative style encouraged by the technical assistance team and prac-
ticed by NDD mensgement to the bemefit of all concerned, This annual review/
learning sesslon and the methods proposed for it (and used, for example, at Iossa)
are to be camended (we have heard considerable praise for the methodology from
Mgeriens inside NDD and outside who have seen it In action).

T this combext, renewed effort with the CPI directors is needed to ensure

thet treinees really understand that considersble bemefit can be derived from
those parts of the technlcal packsge other than animel traction in the absence

Previous Page Blank
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of the latter. The role of fertilizer in the package (e major one) slso does not
appear to be getting across, considering the relgtively small proportion of train-
ees using parts of the package and including fertilizer (27 % using phosphate,

21 9% wurea in 1982).

Follow-up

The MDD has elso recognized e major weekness it shares with other producti-
vity projects, the need for continued attention to trainees after they leave the
CPr, This is by no meens simply a question of gethering deta with which to eval-
uate projects, More importenmt, its absence deprives the tralnees of assigtence
they need to overcome difficulties they are bound to encounter if and when they
try to epply by themselves at home what they have learned surrounded by fellow
treinees and supervision at the CPT, Follow-up is essential to successful train-
ing, Tt should be considered an integral part of the treiuing during the first
yesr (at least) after completion of the formal program et the CPT. Tt is not
synonymous with monitoring. It 1s & matter of finlshing the training job begun
on the CPT, This is recognized by the NDD menegement and technlcians (who have
pointed it out in their reports), by the Department and Arrondissement techni-
cians (who discussed it at length at Iossa), end by the long-term advisory
personnel,

The fact that the 1981 agriculiuwrel season was already underway when thase II
began, and GON's failure to provide techniclens for each CPT (expected,but not
explicitly mentioned in the ProAg), ere cited to explain there being no field
persomel to do follow-up in 1981, NDD hired its own follow-up egents ("egents
de sulvis") for the 1982 season, gave them a week of trelning and access to a
Tend Rover and put one in each of the 7 CPIs to follow-up the 60, 1981 CFT gread-
uvates end the 90 from Fhase I, They seem to have interpreted thelr Jobs essen-
tiglly es beipg to check up on the trainees, and to report whether or not they
were using the techniques teught at the CPT and what Pelds they obtalned, There
is nothing to indicete they provided assistance to the treinees, or had the in-
clination or ability to do so. They had little assistance fram the arrondisse-
ment delegates (though it does very from place to place), end there is no indi-
cation at all that the Agriculture service extension personnel gave any gspecial
attention to CPT graduetes.

As moted sbove, the problem is recognized, and judging from reports from
other productivity projects (see Zinder Conference documents), 1t is a problem
everywhere, In 1983, NDD recruited edditional (end replacement ) follow-up sgents
in Februery 1983, eight men end twelve women. The terms of reference used (see
Annex 2 ) defined the job as one of extension, not "control" or date gathering.
Treining for the following agents is planned for one week with gll the CFPT staff
in Februsry, end e later spccial session of a month for only the follow-up egents.
M addition, follow-up wes & principal theme et the Iossa workshops in Janvary.
The technical services perscimel at Depertment and Arrondissement levels have
acknowledged that they, too, have an interest in the CFT graduates and have rea-
gon to follow them up also, They made a coumitment et Iossa to do 8o,
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Tis is wromising particularly the stress NDD 1s putting on the extension
role of the follow-up agent (he is an "agent d'appul") over the inspector role,
However, tals means they must have gppropricte commmications skills and 1t
meens they must be technically capeble of providing assistance. The former are
not likely to be found in the reeruit, developing the appropriate skills will
require treining, probebly mid-seasom refresher training, and careful follow-up
of the follow-up agents., (We uwnderstand that the NDD is consldering recruitment
of & termingting PCV who has two years experlence 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 orgenlzations. This, we strongly endorse,

Continuing reminders to the coordinators of the role expected of the techni-
cel services in follow-up will be importent to stimulate thelr involvement,
However, NDD can foster technicel services participation in follow-up by Iintegra-
ting its treining of its follow-up agents, e.g. by using the arrondissement coor-
dinators as instructors, and ineluding the more promising extension egents 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 CPIs
the organlzation of refresher training ('recyclage"). Thils was done for 1979 and
1980 trainees just before the 1982 season opened, This was held for 8 days at
CPI's and sttended by an estimated 60 of the 90 men (there was no retraining for
the wamen In the clagses of 1979 and 1980), Two or three cases have been clted
of gttendees who had not used in 1981 the techniques they learned at the CFPT,
but who did so in 1982 after the refresher training, Unfortunately the data are
not readily aveilsble (they exlst, however) to idemtlfy those who attended the
refresher and fermed differemtly in 1982 in comparison with 1981. (M Kolo arron-
dissement, which appears to have the most relisble data, the class of 1980 re-
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
medien number wemt from 5.5 to 8,0, while the arithmetic mean went from 6,4 to

7.6).

Similar retraining is plamed pre-seeson 1983 for the Class of 1981, Partici-
pation in such retraining should be recorded in the trainee's record, and advan-
tage should be teken of the opportumity of having mmerous former trainee: togeth-
er to lesrn from them of problems they have cncountered in applying techniques,
including problems obteining imputs, With this in mind, NDD Niamey staff and
arrondissement coordinctors, as well as technical service delegates should all
gpend time with the trainees at these refresher sesslons, along with CPT staff.

Tt is rare opportwnity to learn, but also to establish relatlonships end ( par-
ticularly importent in 1983) to start a more supportive follow-up system,

Extenslon

The CPT is to become a cemter for extemslon through both 1ts own gradustes
and thelr follow-up, and short-course training for villagers. Output indicators
are 1,160 farmers troined in short-courses and 6,000 adopting Iwproved rractices
learned from practitioners who leermed on the CPT.
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Te first short-courses were run in 1982, Twenty farmers attemded eight
days of training in the use of animal traction units (wihich they already owned)
orgenized by onc of the CPIs in Ouallam, 155 are reported to have attended two
days of training organized for the same purpose in Filingue, and 100 attended
training organized by the CPI in Uay. The purpose of such training is to bring
gbout a change in what tie former does In this field, NDD does not know whether
it was a success in those terms, such informgtion should retwrn to the project
via field persomnel of the arrondissement (in theory) and vie its own follow-up
egents, and it should be sought via the survey work to be undertaken by the
Monitor/ iveluation thit, However, even in the absence of such feedback, the
Training Unit should be assuudng some "quality control" responsibility for train-
ing sponsored by the project. At precent, it does not always do so (even when
the CPIs are doing the training).

Mire plaaning and more feedback are needed, How to best it it into present
activities ¢ vhat to include: (e.g. in areus in which cooperative credit is
frogen due to excessive wnpaild accowmts, techniques not requiring animel tractior
nay be most sensible). Do it for one lengbhy period, or for several short ones
tied to the season’ Do several short ones in several pleces, or give each of a
few locoles o series: tho does the training? This is a auwb-project of its own
and it is ncb a Job that can bz tobally delegated to the CPI dlrectors to orga-
nize as they wish. Thig is another case in whieh the experiemces of 1982 should
be reviewed at the CPT directors seminar in iebruary, and guide-lines establishec
Moreover, a date gathering system to assess results will be needed from the
Monitar/valugtion ihit.

Extension via CrT gredustes is going on to a limited but undefined extent,
Reports from follow-up agents in 1982 indicate that of the 108 CHI graduates
Parming that year, 60 (55 %) were doing some spreading of the techmiques, These
reports are based on statements by the ex-trainees. They arc not elaborgted upon.
and their meaning in unclear, The figure almost certainly exagerates reality
(same so reported were using wery few tecliniques themselves, and there is reason
to doubt the accuracy of some of the follow-up veports). At the same time, field
trip reports by NDD centrul staff do include narrative accounts of extemsion worl
by several ex-trailnees., Whilec therc does apper to be some spread effect, it is
probably very limited go far, but data are not available to qualify it. We would
expect steps to improve recruitment and follow-up should result in increased
spread effect. lxtenslve training (the short-courses) can do even more, with the
CPT graduates available to pramote 1t and to provide local follow-up to it, Any
improvement in the technical package will help.

Women In the CiTs

During Mase I there was no speclal treining for women. They participated in
some of the training provided to their husbands, but they gppear to have been
considered by those on the ground more as accompenying spouses than as trainees
themselves, aud they were treated accordingly. During the first year of rase II
a program for the women trainees was prepared for introduction in 1982, The pro-
gram, which was used in 1962, involved the following:
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1) sewlng,

2) construction of an improved cookstove,

3) health and nutrition,

) 1iteracy courses, treating concerns of women,

5) new techniques in millet and sorghum cultivetion, and vegetable

gardening,
6) health and child care methods.,

Te sltuation of the female trainees at the CPT and in their villages is
treated at greater length by Ir; Ware in her report.

Literscy Training

Iiteracy training is the responsibility of the Literacy Service through an
agent who is full-time at euch CPT, and also serves as assistant to the director,
Mixed reports are received as to tralnee Interest and training effectiveness., At
one cemter there as a near boycott in 1982, but by year-end three there had done
well enough that the Literacy Service selected them for supplemental training
(1 week in January) to become literasecy cemter instructors in thelr owm villages.
A new Departmental Head of the ILiteracy Service 1s working clousely wilth NDD, and
this aspect of the training 1s to get increased attention in 1983, We have no
basls on which to evaluaste the effectlveness.

Village rganizations

The CPTs are to eventually fumction as technical support wnits to the village
cooperatives. (Project Paper, P. 15), It is not very clear to the evaluators just
what thig will mean in practical terms, In the absence of fulltime CPT persomnel
concerned with cooperatives, the CPI-Couperative link is at present only the
tralvees, One possibility that could bve consldered would be offering at a CPT
off-gesson, training in cooperative mensgement end in literacy relsted to it, of
particuwler utillty in same areas would be training in the kinds of recordkeeping
now done for many cooperatives by UNCC agents., NDD would have to accept responsi-
bility for quality control of the trailning (ex erte and ex post), end might find
that 1t must orgenize some tralning of trainers. T™is should be closely tied to
activities under the heading of local organization development.

There 1s some thought at the NDD to the effect that the CPIs should evemtually
come under the tutelage, or even the full control of the cooperatives (an idea
also ldiscussed at the Zinder Conference). (See Annex 3). This prospect should be
kept open, but whether end when it occurs will depend - or certainly should-on
the wishes, and on the economic and menagerisl evolution of the cooperatives,

The Technical Services

The consultant on monitoring and evaluation looking at the project in October,
1982, idemtified "the strengthening of extemsion services provided by the GON at




the village level" as a compoment of the projecet. At the second Iossa conference,
in Juavery, 1983, WO and the assembled depurtmenmtal end arrondissement officials
agreed that "the reinforcement of GON support and cxtension scrvices" is a major
theme (these are equated with project outputs in logical framework terminology).
It is a selective strengthening to a great extent , aimed at enabling them to do
things the MDD agree should be done, and those it thinks will be necessary to
ensure continuation of the process the mroject is to irnitiate, but it will help
them follow their owm azcndas ag well.

dne step in tie process has becn thie plunniny; seminar in Lossa in iarch,
1982, the past appraisal/future replanning workshop in Januery, 1983. and the
detail planning scminer later that wonth, A1l of these involved in very active
roles the personnel of the tcchnical services at tue department and (except the
workshop ) arrondissement levels. All involved learning to work in teaums, to
analyze rural development problems and plans beyond one's own special field, to
identify past weaknesses and plen corrective ncasures. The NDL used those -
successfully in the vicw ot the wiae variecty ° people with wham we nave dis-
cussed it - to comvince the tecimical service people that they are part of tie
rroject, and to begin teaching ther to plan, wnd to access perrormance against
plans,

The more tcounically oriented scudnar at lhmdallaye in late 1982 concerning
the system of accounting for credit and input digtribution is an example of the
type of strengthening of which more is necdued, 1L cannot attain its objectives
in terms of villa; e level organitations witihout working tlrough the teclinical
services. Yet their education and trainin docs not cquin them to draw out the
villagers needs, to listen, to encourage... to do what nust be done if the pro-
Ject and the services are to become responsive to expressed, woc opposed to in-
ferred village needs and wants. Tradning for technical scervices personnel in
this and quitce probubly otlier arcas at least ot the arrondissement level (in-
cluding encadrcurs s well as dulegates) chould be provided by the project,

It will require oversight by the ‘raining wnit, but will probably have to be
contracted out to at lcast some extent,

NDD has provided materies support as foreseen to the services in the form
of vehicles, fuel and buildings. 1t 1s on target with tnesc. iowever, it has
done far less in terms of promoting and finoneing useful development activities
through the tecinicul services, There liave been none of tuc animal husbandry,
soil conservation/tree vlanting, school garden activitics enticipated, The one
area of progress toward targets is literacy, where 15 centers were opened in
January, 1983, by the Literacy :ervice with NDD support (and 7 more will open,
we gre told, as soon ac IMLD gets the necessury teuching materials to them),
Project explanation of lack of activity in these ar.us 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 bean able to get a clear
Picture of this situation in the time available, but it looks very much as if
key areas are being neglected. If part of its technical services delivery sya-
tem is weak in project identification ond/or preparation, NDD should help it
improve; short-term tecchnical assistence is one wey this might be done if there
is a readiness to make good use of it.
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Pr@osis

CPTs end technical services are the ey elements of the System of Technical
Service Delivery. Te effect of most chenges made in thase II will begin to be
evident only in the 1983 agricultural season. we expect them to be positive,
Mre adjust ments will certalnly be needed, but if current efforts to identify
and eliminate weaknessce continue, the CPTs should be viable training and ex-
tempion umits before project texrmination. The applied research should give them
an improved package to extend, and petter monitoring and evaluation will provide
data to assess impact, Less has been done to strengthen the technical services.
Positive relations with most szem to have been developed, this is a start (that
is said to have eluded productivlty projectv managers elsewhere in Niger ). How-
ever, more retaining and follow-up in the field are needed to make them more
productive parts of the system of technical service delivery, Outsidc personnel
will have to be called upon to lIncrease MDD's capacity o provide such training,
but ag 1t comes on stream, the extemsion training componeut of the CPS project
should reduce this burden on NDD ot least in that area.

Recommendations

M. 4 - Tat special attention in CI¥ training and extension be given the
benefits avalleble from the package of practices exclusive of animal trac-
tion, and the speclal role of fertilizer amviyg the components of the package.

N, 5 - That NDD exercise quality control over the training it finances,
ensuring the content, materlals and mevlhiods propcsed for use are appropriate
to the training objectives, and that it evaluat: such training in terms of
changes in subsequent on-the-performance.

M. 6 - Recognize that ruch of the training likely to be done under project
gugspices will be effective only if therc ig Tfollow-up to help trainees over
spplication problems, and plen accordingly .

M. 7 - That MDD assume responsibility for training not only in planning
and organization, but also in technical and interpersonsl skills needed by
NDD and Technical Cervice personnel to implement project activities.

N, 8 - That NI Mamey ctaff, arrondiscement coordinators and technical
service delegates spend sufficient time at the refresher training ("recy-
clage") for former CIT trainees to establish relatlonships on which to
build the follow-up support system, ond to learn from them of problems they
have in applying the improved technlques, including input problems,

N0, 9 - That NDD pursue the possibllity of wdding to its staff a termingting
PCV with CPT and follow-up cxperience, 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 orgaonization development teems; eventually).
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N0, 10 - That the Peace Corps inmput be brought up to target (onme man end
one woman in each of the ten CI'Ts) as soom as possible,

ND, 11 - That NDD augment 1ts capuacity by increasing its use of outside in-
dividuals and/or orgenizetions to provide on a contract basis, short-term
training end/or technical aessistance to the Project and the Technical Ser-
vices, c.g. in technical areas, in camlunications/exbensions and interper-
sonal relgtions, and in pla.n.ning/ execution skills in thus far neglected
areas such as animgl husbandry and erosion control if the NDD determines
that such assistance could result in their productive participation in
Project activitles,

5. Village level (rganizatlons

UNCC, with some meterial aid (fucl and use of vehicles) from NDD has now
"orgenized" just over 100 cooperatives whose units cover all the villeges in the
project zone, This is well beyond the terpet of 50-00 cooperatives covering 30
villages expressed in the Iogical Iramework. llowever, the output refers to coo-
pergtives estaeblished snd functloning. This means being something more that be-
ing a conduit for CNCA credit end UNCC iInputs. And it means being independ=nt
of UNCC agents for rccordkecping and other clericel work, which most ccopera-
tives apparently are not, in spite of Literacy tervice Training focuvstd on
cooperative organization and management, While the cooperatives msy have been
"ereated"; there is & consensus that they are far from dynzuwic, and far from be-
ing viable or self-managed, The evalugtion tesm 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 development in its villages.

Obher indicators for thils system include training for coopergtive leaders
and for selected coopergtive mansgers, credit and technical advice provided to
wonen, installation of grinidng mills, the training end equipping of blacksmiths,
and the construction of cooperstive warchouses. The warehouses have been built,
but apart from one brief cooperative training course run by UNCC with NDD finan-
cing bt without NDD quality control, therc had becn no action towerd the targets
for these activities. The tralning has been left to UNCC, the blacksmith progrem
is held up for want of a qualifled trainer we are told, and the grinding mills
require more advance prepsration that was done in Thase I (as is discussed else-
where in this report).

The motor force for the establishement of cooperatives In villages is credit
diffusion of moterials, cspecially carts, For all practicael purposes,the absence
of credit meens the absence of cooperatives, thusg the viability o cooperatives
is s fumction of the presence of a credlt program. I 1982, there were 99 coo-
peratives in the project zone end 104 for 1983, The esta.bliahment of these coo-
peratives 1s not because of farmer initiative; they came Into existence rather,

because of government planning prioritiles,
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The extension of credit sets in motion a chain of imteractions between coo-
perative members and the UNCC because the latter is responsible for seeing that
formg are filled out and paymemts collected. This means visits to the coopera-
tive mst be made, providing the opportunity for dialogue between cooperative
and UNCC representatives,

Tield visit discussions indicate that cooperative members view the UNCC as
the conduit between them and access to credit and attendamt administrative
tasks. Since the credit is something brought to them and availeble only as a
menber rather then as an individusal (individuals borrow, but always in the name
of the cooperative). Whet seemed to be clear was the absence of eny actions at
this poimt to assume decision-meking and management control, (This does not
represent a lack of astuteness; we were told of cooperative leaders who think
they could get lower prices on inpubts 1f they could do the buying on the open
market, instead of having to go through the UNCC,

Interviews during the field visit to (uallam 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 designced
specificully for elected cooperative officlals., These training programs are
conducted by UNCC agents (department and arrondissement delegates end field
agents, often with assistance from Animatlon Rurale and oceesionally from e~
tional Iiteracy). Moterials ere developed by UNCC's National Training office
with financial assistance from Denish AID and the Inbernational Iebor Qffice.

The incresse in the mmber of cooperatives in the project zone has substen-
tiglly increased the training load of UNCC staff. A week of training (newly
elected GM and cooperative officlals ave trained at cooperative seat villages
for four to seven days) plus wme to two days of a refresher session (to rein-
force acquired knowledge of cooperative principles) each year is idnsufficient
for a through introduction and explanation of cooperative principles. The 1i-
mited capacity of UNCC to effectively train and follow-up its training in all
cooperatives within the same time frame is recognized by the project as an lm-
posgible task; Te Project has finenced 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 ascume responsibllity for the selection of CPT train-
ees; they are unvited to partlcipate in the open-house activities at the centers;
and the materials for CIT trulnees 1s to be delivered to them through the coop-
eratives, allowing tlie cooperative leaders to know exactly what the trainee has
received,; Thils involvement with the training ond equipment Investment in the CPT
trainee passes on to the cooperative the responsibllity for ensuring accountabi-
1ity from the trailnee to the cooperative members.

There were instances the early years in which the materials were delivered
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directly to the hames of CI! tralnees, in effect, bypassing the cooperative,
Cooperative leaders had no Jdea what the member had really received, but were
obliged to clgn for the credit extended to thet trainee, This type situation
has resulted in behgvior by the trainee which indicated he perceived the credit
relgtionship to be vetween him and the UNCC rather than between him and the
coopergtive, As coopergtives becowe more and more involved in the dynamics of
recrudtment and selection of trainees for the CPis and participa‘e in the open-
house activities, they should be able to muke more eftective use of CIv gradu-
aetes,

We have found no indicetion of any role being played thus far by returned
CPT trainees in cooperatives. Aumong the factors that influence the situation
are the viability of the receiving cooperative avd the quality of cooperative
training presented in the CIT, Cooperative related training in the CPIs has
been based on indirect imvolvement by UNCC taking the form of cooperative train-
ing content in CPT literacy classes rather then training programs staffed by
UNCC persomnel . Cooperative training metceriols-teaching have been supplied to
CPT literacy instructors who use theu in conjunction with other teaching eids
available fr.m the Matiomal [dteracy :.'‘cxrvice.

The direct project contribution to this training has been thie financing of
two hrochwres proparcd tlwoagh elose collaboration between literacy and UNCC
personnel and made availpble in lditerscy conters and Ci7s. There is little pro-
ject date on the quality of cooperative training and orientation provided by
literacy instructors in the CPis, but limited interviews with returned CFT
trainees concerning their understanding of cooperatives and their perceived
role as a member secw to indicate a substartlol nced for improvements in coop-
erative treining currently wprovided Ly ClTs which wlll require more than bro-
chures and peupileto,

Thng, the mroject has done little to date to develop cooperatives. In thicg,
a key part of the projcct has been neglected. These are the 'village level or-
ganizations" mentioned in the Project purpose. 'he Iroject Papcr does not set a
schedule in this arce, bub NDD is cerdtainly behind schedule in the sense of not
being far enough along to ensurc reaching its goal, The reagons for this are
numerous , 1he 'cuoperative system” inherited fram lhase I was very weak, The
CPTs had high GON priority, high vislability and required immediate attention
because they alreedy existed; wlth new ones coming on streem, what is to be done
and how ore very vaguel; covered in the Projcect Inmper, giving little guidance
to implementars (or evelustors), Cbher reasons include the fact that no specia-
list was planned for it, and glthough the tecimical assistance person qualified
in the area (in the person of the tralining specialist) errdved in October, 1981,
and immediately has the CPIu as « concern, the project organization includes no
unit responsible for this activity. Cooperative specialists expected to become
full-time staff members of the CPIs did not materialize, Finally, the UNCC in
the zome focused on forming coopergtives, 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 Mansgement recognizes that it 1s behind schedule, and that this out-
put is one that is key to project success. Village level organizations aend the
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Prcject objectives with regard to them were the main theme at the Iossa plan-
ning seminar of 1983, end the participating departmental and arrondissement
technical service officials agreed to glve it major attention in 1963,

DD has evolved the begimnings of a strategy to assist local organizations
to reach self-menggement, They have realistically cut back their target from
some 50-60 cooperatives (i.e. village level cooperative wif) to 12 to 2k, and
have clorified what they want to accomplish ia these cooperatives and villages,
(see pp. 3-4 or Ammex 3, ®J 85, which was prepared for the 1983 Iossa Seminar),

We support the strategy as it has been outlined to us and is described in
Anmexes 3 and . However, we feel strensly that before 1t moves any further to-
ward implementation considerable additional preparation is essential if the job
is to be done well (and if not, best not begln), Lach 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 arc composed, and of the
individual members of the latber), end the campaign corefully planned from train-
ing to identification of village priorities to response to perceived needs and
wishes. Te Monitoring/ivelugtion Unit should be involved because of the key
information gethering component of the early step and the importance of meaning-
ful, consistent recording of what is done and leorncd. (1t will also have to
plen base line surveys of villages selected for attemtion), The first year
(1983) will be experimental, requiring careful documentation and on-line assess-
ment to permit adjustments for 1984, Annual swrveys will probably have to be
plenned for comparison with the baseline survey to chart impact, and other sur-
veys will doubtless be needed (e.g. the 1983 and 1984 experience should provide
enough insight imto the process and its problems and factors determining the
way 1t evolves to permit design of a sample swrvey over the project zone to
define such factors as the desires and priority needs perceived by villagers,
villager attitudes to "organized" actlvities¥*, and impediments to the develop-
ment of village orgenizational capabilities,

To implement 1ts strategy, NDD will (must) rely heavily on the arrondissement
team of technical service heads, At the service dellvery stage, they will have
to rely on other technical service personnel, None of these people have had train-
ing or experience that would give them the attitudes and skills needed to promote
and assist village level organizations to become responsive to member meeds,
gelf-reliant, end self-managed. (sce Annex I "nppul aux organisations'). These
people will have to be "encadrés” by qualified fulltime persomnel reporting to
someone who will be, in effect, the manager of a "mini-project". That wlll be
pretty mch a fulltime job. NDD does not have the staff to do thlis on its own.
They have now acknowledged thls. There will have to be more use of short-term
personnel, local and/or expetriate if the project is to meet even its reduced
targets. Unfortunately, this was not recognized six months ago. when a qualified
organization (e.g. a PV0) could have been identified to fleld a competent team
in time to work under project gnuldance on launching the effort In 1983,

% Charlick revorts in "The Mamey Reglonal Productivity Project - An Analysis of
the Soclal Soundness of the Design," USAID, November, 1976, that there is a
poor history of collectlve orgenization In the zone.
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At least two qualified people, willing to spend substantial time in the field,
are needed as soon as posslble, and either a scnior person to menage the effort,
or liberation on virtually a fulltime basis of the training adv: or (which will
ileave a gap in his wnit, where he is alone), Action here is uwegent,

The NDD should be aware that somcwhat similar work, aimed at identifying
villagers perceived needs (but not necessarily at development organization) has
been recently underteken and carefully documented (we are told) in a "micro
project” financed by the World Bank at Bouza, Tera and one other locatlou in
Niger. Detailcd reports arc said to be in preparation, NDD should learn ..ore
gbout this, obtain the reports when available and arrange to sharc experience
with thosu involved,

Finally, we draw attention to the need for the vroject, the GON and AID to
recognize a certain need for flexibllity if ther: is to really be a serious
effort to learn from villagers what they want, ond to respond to what they want
even if it does not coincide with what the planncrs thought they wented, or need,
and put in the design, lhe design includes a varlcety of possibilities (mills,
blacksmiths. unimal tattening, schiool gordens), but some cooperatives may have
sther 1deas, 'the project slhiovld be responsiv.,

Erognosis

Phasce 1I efforts to develop a system of Vvillgge level (rganizations began
only with the emphasis on the subject at the January, 1983, Lossa planning
workshop (and the subsequent seminar), 'the target number of organizetions has
been reduced gignificantly (from 5u-C0 to 12-0h), Tnls is sensible, A strategy
has been evolved; discusced with the technical services and 1s to have initial
implementation in 103, The strategy shoula produce the results sought unless
it is implemented hastily, without edcquate preparation and staffing. (ualified
outside specialists arc needed to supplement the NUD staff and to supplement,
train and supervise (loosely) Technical fervices perconnel involved in implemen-
tetion, Bullding capable Nigerlen ficld etoff and manegement in the process will
be particularly essential because elthough the mcethodology may be developed and
proved in the 12-2h taw;t cooperatives in the zone, the 80-90 otherg will ctill
need help cvolving aiter project termination.

Recommendations

N, 12 - That th: implementation of the village level organlzation develop-
ment strategy to be put under way in 1983 be planned in deteil before the
first steps are taken to talk with cooperative leaders, and that this plan-
ning involve the Monitoring/kvaluation Unlt as well as other NDD staff and
Technical Services pcersonnel,

M. 13 - That the qualificetions and cxperience of personnel to be involved
in village level organization development be carefully asscssed sgainst the
skill requirements implicit in the plan for strategy implementation, and that
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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
tc 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 oae such person).

No. 15 - That information exchange and continuing collaboration be
arrar._ed 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 baselinct surveys of target villages be made, and that
annual follow-up surveys be .csigned and subsequently carried out to moni-
tor the impact of village level organization development.

No. 17 - That the cxperience Implementiag the village level crganiza-
tion development strategy in 1983 and 1984 be 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 villagers, villape attitudes to "organized" activity,
and impediments to the development of villape organizations.

No. 18 = That NDD,AID and the CON remain sufficiently flexible in their
plan implementation to be responsive to ideas ard 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 trairing it finances, ensuring
the content, materials and mcthods proposed for use are appropriate to the
training objectives, and evaluating the training In terms of changes in sub-
sequent on-the-job performance of trainecs.

No. 20 - That efforts to recruit a blacksmith trainer, and to initiate
that training be itensified and brought to fruition.

No. 21 - That the VIO target (output indicator in the logical framework)
be rccognized by AID and the CON as having been decreased from 50-60 to 12-2¢4,

6. SYSTEM OF CREDIT ESTABLISHED AND FUNCTIONING

The indicator is defined as a "revolving credit/inputs a fund establi-
shed and functioning." The fund is established. It is operated by the Caisse
National pour le Credit Agricole (CHCA) with agents of the National Union
of Cooperatives (UNCC) doing much of the ficld work. (The system is de-
scribed in Dr. Stickley"s report annexed to the present report.)
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The credit fund was originelly conceived (see Project Faper) to finance
short~term (seasonal) credit for inputs cuch as fertilizer, insecticides, and
pesticides, and medium-term (U years) credit for purchase of draft animals and
fearming mechinery (e.g. plows, fertilizer spreaders). Uhe fund was to be estab-
lished by faormer reinmbursement of credlt given the: to acyuire such materials,
which were to be paid for initially be AID and GON resources channeled through
NDD.

As of 31 December, 1982, in its two phascs, the NULD project has firanced
o7 loans (mony involving several farmers) Cor 78,0 million francs CFA, This has
been medivm btorm credit; the short-term agricultural crudit program was cancelled
natiomwide by the GON as of 100 (a Cact which does not appear to have been ta-
ken into sccount in the Iroject roper), Of the loan repayments due on these ahr
contracts by the end of 1982, only 28 4 were pald by the due date. In the words
of Stanley Stravghter, an accounting congultont who recently reviewed the credit

program accounts,

The geverity of the delinguency probleu puts the entire credit program
at rick, At the current payment rate, loan funds will not be repaid and
interest incomc will not cover the administrative cost of the program.,
There forc, (sic) raising the question of the Tuture vigbility of the
program without subsidized funds. (see Annex T, Do 9)o

recauge of this cituation, the credlt program is now frozen, except for
anticipated credit for CPI trolnees in 1983, and they must all be members of
cooperatives not having more than 10 ¢ of their accounts in errears. AID audi-
tors who reviewed the vroject between July and Cetober 1982 hove set conditlons
which mugt be met before the I'und can be unfrozen.

Ir. Straugiter was in Miger 1n December-dJenuary to review and reconcile the
accounts of the credit program, :hortly before he finished, Ir, Thomas stickley
axrived to asgess the credit program e 1 advlse as to how it could be put on a
gsound footing, M their reports to AL, and in the oral debriefings they made,
both to AID and to GO officials (of NDD, CNCA and UNCC), they defined the
current status of the credit fund, identifled wealmesses in the system, and rec-
ommanded ectlon to put the system in order and mect the conditions set by the
ATD auditors. Their reports are key documents on the current status and needed

changes of the system,

Me debails cof the ianpgerial, operational and procedural weaknesses of the
system arc found in their reports in the attached ammexes and are not repeated
here, A key overall conclusion in ir, stickley's report is that "high delinquen-
cy rates ore more the repult of shortcomings in the performence of the Jending
institutions themselves than from the borrowers', The practical nature of thelr
recommendations to correct shortcomings is reflected in Dr, Stickley's conclu~-

sions:

A draft protocol sgreement between NDD and CNCA was drefted on July 17,
1981 (Apnex Z 1 ) and 1s now being reviged. I would suggest that the
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following points be incorporated into the revision:
- Reconciliation of points raised in uUtraughter report (See
"Ig{gferences consulted”, Annex C) be accomplished by Merch 31,
l 3.
_“Role of NDD advisor be redefined (See "NDD Credit Advisor
recommendations” in Section 1II.A,2 of this report) and that a
more active counterpart relation be developed by moving the NDD
credit Advisor tu an office near his counterpart, the Chief of
the Mamey Department Agency of the CNCA,
- Priority should be given to collecting loahs now overdue (See
"Ipgn Repeyment Recommendations” in Section IIT. AL of this
report ) by March 31, 1983.
- The system of monthly reports proposed (See "Accounting/Report-
ing System Recommendations" in seetion IIT.A.5) in this report
should be adopted irmediately.
- Ioen contracts should be written at the arrondissement level
(Sce "Ioen Disbursement Recomnendations” in Section III.A.3 of
this report) and effective March 31, 1983.
- Systematic programs should be developed to meet the three key
deadlines of the credit program:

My 1 Ioan Dishursement

lec, 31 Ioan Repayment

Sept, 30 Statistical Reporting.
- premiums should be divided among cooperatives, encadreurs and
delegates as follows:

Iosns due Dec. 31, 1979: 15 % of amount collected

Ioens due Dee. 31, 1980: 10 § of emount collected

Ioans due Dec, 31, 1981: 5 % of amount collected and that
this cost be paid from NDD project funds if possible,

Tt is my belief that the recommendations of the "Audit Report"
(See "References Consulted" Mnnex C) will all be sgtisfied fram:
1, Actions NDD has already taken
2, The recammendations of the Straughter report, and
3, 'The recommendations of my own rcport, here,

The eveluation team attended the dcbriefings of these consulbants at the
AID Misgion, and has reviewed their draft reports., We concur in the conclusions
and support their very practical recommendations for action in the immediate
future (by March 1983), and in the procedures and operations of the 1983 agri-
cultural season. We consider the ability of the sgencies concerned (CNCA, UNCC
and NOD) to implement these recommendations in 1983 to be a reasonable test of
their sbility to establish a sound credit gsysten,

Another aspect of the credlt also deserves close serutiny. As noted earlier,
since this project as designed the GON hos elimingted "credit de campagne" ,
short-term credit for seasonal inputs (fertilizer, fungiclde, pesticide, seed),
These inputs are now availeble only on a cash basis, and their use (particular-
1y in the case of fertilizers) has dropped significently . At best this change
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diseriminates against the poorer farmers, those who have the greatest diffi-
culty buying with cash at the begimning of the season, At worst, it bodes ill
for the extension of the technical packege on whose acceptence production im-
provement is predicated; in 1902, of the CIT graduates using any of the tech-
niques they haed learned on the CIT , only =Y 9 were using phosphate and 21 %
uwrea (according to fleld agent reports). The evaluation team has not had time
to look closely into this, but it is clear from discusslons within the Project
and from the Project Paper (Amiex 0 in particular) that the avellability of
"oredit de campagne" was an pssumption when the project was designed; and it
appears to us to have been an irportent assunmption,

Hog_;n_osis

Putting the credit systom lssue in the broader context of the project as a
whole, and of its objectives in terms of improved ferming practices, we have
the following observations:

a) without credit, the packege of tecimiques now being recommended can be
used only by farmers who have access to (and cen afford) private credit,
or who cen pay cuosh “or thelr equipment, onimals and scasonal inpubs;

b) some practices in tl. technicel package require little or no monetary
expenditure and can thus be used, and provide benefits, regardless of
the existence or absence of a credit system, but there is not yet and
will not be for at least two years (as discussed under "Technical
Package") a confirmed packsge to recommend that is not dependent at
least on medium-term credit, and possibly also (certainly for poorer
farmers) on short-term credit.

We accept “he view of consultants Utraughter and Stickley to the effect
that their recommendations wre feassible and will enable the institutions invol-
ved to mecet the conditions laeid down by the AID auditors, and to do so during
1983, It can be done, Indead, action ic already under way, However, should it
not be donc, or should seasonsl creddt be found to be of major importance to the
project and not be moade availehle by the GON, the likelihood of meeting project
objectives, or obtulning gignificant results from it, will be 80 greatly dimin-
ished az to put the project in Jjuoperdy.

Recommendations

M. 22 - That the recommendations of the consultants on cooperative account.
ing and on credit manogement be adopted and implemented immediately, such
that the improved procedures be employed throughout the 1983 season,

M, 23 - Tat the need for training to accompany credit system changes be
assessed immediately, and plans be made to meet it, using short-term consul
tent/trainer inputs if necessary to accomplishment it in time to engure
maximum program effectiveness in 1983.
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M0.. 24 - T™at a consultent be engeged to camplete as soon as possible in
1983 an analysis of the implications for the ecceptence and spread of the
new techniques, particularly use of chemical fertilizer, of the absence of
geasonal (short-term) credit in the GON egricultural credit progrem in the
context of the NDD project (i.e. in the project zone ).

. 25 - Tat NDD report on, and AID review in mid-1983,

a) progress in collectlng loan repayments due as of 31 December,
1982, and in implementing the other consultant recommendations for the
period through 31 March, end

b) levels of loen disbursements and the conformance of the proce-
dures and practices used to the recommendations of the consultants,

. 26 - That AID suditors review the crcdit system operations of 1983 in-

cluding collection on past loans, as early as is technically feasible in
198k,

7. System of Agricultural Inputs Dellvery

The only logleal framework indicator relevant to this output is the antieci-
pated delivery over project life of 3,350 tons of fertilizer, Thus far, 834
tons have been distributed, but only 486 have been purchased by farmers, In
addition, however, a wide range of egricultural equipment has been distributed,
as have draft animals. Current date are being assembled during the perlod the
evalustion team is in Niger. They are not yet aggregated, but the process is
wder wey end the results will be produced in the 1982 Annual Report. It is
evident from the partisl date available thus far that the flow of implements and
fertilizer to the field has improved over Thase I and the start of Fhase II,
Supply on hand in the coopergtives now exceeds demand, except fcr ox carts and
donkey certs. Fertilizer stock at the cooperative level exceels last year's
seles (and much more ihen that in the case of urea), Qrders are being cut back
beceause of this,

No major problems have been identified in this area that have not already
been dealt with, c.g. the mixing of UNCC and NDD supplies in cooperative ware-
houses. Th that case, all present supplies are to be teken over by the NDD,
which is to be the sole supplier for the project zone from now oi, Problems
cited by AID auditors in the July-Cctober, 1982, review elther have been, or
are being corrected according to informstion available to us, Mach was done at
the meeting of IDD, the national credit organisation (cmcA), the cooperative
union (UNCC) and the UNCC's supply cemter (the "Central d'Approvisionnement;
at Hamdsllaye in December, 1982, This included agreement on en inventory comtrol
system and other procedures, Some training in the gpplication of new forms and
procedures has been given, but 1t has yet to reach the lower levels In the fi2ld.

Prognosis

]ft is early to say how well the recent chenges will teke hold, They are still
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being implemented, or are in the design stage for implenentation as the seagon
approeches, Current progress 1s encoursging. However, 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 rcally should fall to the UNCC of its
Central d'Approvisionnement. AID should keep a close ¢yc, and & helping hand on
the sgriculturel inputs supply system in the project zone vie the APS project,

Recommendation

M. 27 - That AID ensure that the APS project agricultural inputs consultant
due in Meger in the very near future to assess the agricultural inputs sec-
tor, among other things, include tne NDD region in his study, with a view
to identifying any persistent weaknesscs and woys to elimingte them,

€. System tc Monltor and veluate Project Activities

Ti £y tem has two clements, one is data gatherlng, synthesis and analysis,
inis A& donc by the Monitor/ivaluation Unit, The other is applied research on
the technical package being recoumended for the use of farmers in the reglon,
the work of the Applied Research Unit, o indicators are defined for either in

the logical framework for the project.

Both elements should have been part of tase 1 with reletively high pricri-
ty. In fact, they Legan systematically and in earnest only a ycar ago in the
cese of the applied research, and even more recently in the case of the monitor/
eveluation wnit (tl.ough it was created earlier and did do sore useful, if limit-
ed work), Doth are much less fer advenced then is merited by thelr importance
for ‘the project. The reasons are many, including design and implementation of
Phase I, and there 1s no great benefit to be obtained from trying to disenten-
gle them now, The key lesson to be learned is that a system to collect and
anulyze at leawt basic project a,ctivity/resu.lts indicators should be sowndly
esteblished at the start of a project, and if the technical package available
to & rural development project has not been tested at the farum level, analyzed
and if nocessary tollored for local conditions, before the project is begum,
on-rerm applied research and fexming systems studles should be a oriority part
of the project fram the start,

The Monitor/ivalugtion Unit

This Unit is currently steffed by one experlenced exgatriate, who arrived
on post at the end of October, 1982, He has part-time assistence for ean egricul-
tural technician on the NDD staff,

Thus far in Thase 1T dats has been collected from varied sources on CPT
crop ylelds and trainees, credits, and inputs, among other things. A notable
sbsence, which ghould be remedied, is date on non-project UNCC fertilizer sales
in the zome, Unfortunately, much ci the data is not internally consistent, very
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1ittle has been synthesized (although some of this is currently being done for
the 1981 Annual Report), and there is no analysis of changes cver time, (The
evaluntion team tried to campare 1781 and 1982 farming practices of individual
1979 and 1980 CPI graduaices to see to what extent they had relained, added or
dropped specific technlcal practices (and which), Differences in data gathered
the two years and in that gathered in different arrondissemeats (in 1981), and
inconsistencies between two sources on the same trainees in 1982 (along with
anomalies in date fram the main source) required so much cross-checking and
adjusting that the effort was finally abandoned . However, the 1982 dota proba-
bly cen be cleaned up, and certainly should be to provide a baseline for later
comparison). Menagement is obliged to work with little systematic information
on the results of its activities.

Fortunately for the project, and future evalugtors, NDD is now in the pro-
cess of esteblighing a well-conceived system, A monitoring and evaluation con-
sultaut reviewed thc situation in October, 1982, and provided an excellent set
of guidelines for this, The new advlsor to the M1 wnit is using those gulde-
lines to develop the M/ i system, although he has not yet converted them to a
detailed workplan,

A pla.rming/reporting system for the depariment and arrondissement technical
service personnel and the coordinators has been a first step., The planning was
jnitigted at the Iossa Seminar (18-22 Jenuary, 1983 ), but now requires follow-
up to insure campletion. (simltaneously, the advisor must produce the NDD annual
report. (nce the plans are established, he is to follow up on the reporting stage
as reporting deadlines approach. The next step is development of a survey instru-
ment to obtain date annually on the CPT graduates and their farming practices,

He will also participate in the design of forms of the follow-up agents, and he
must plan his own activities for the year before more of 1t passes, Given the
competing “2mands on him for urpent (overdue) base-building activities, short-
term consulting assistance should be found, For example, the consultant used
in October 1983, could help convert his own general guide lines to more detail-
ed work plens and objectives.

The M/ Unit plans to recrult and train its own staff to undertake surveys
and code the data, rather then relying on follow-up agents to include serious
data gathering with their extension role. A major reason for this is the lmpor-
tance of obtaining velid data, ond the difficulty of doing so wilth personnel
whose own performance is reflected in the data, and who are not trained inter-
viewers. Glven the need for field information concerning cocperatives, demand
for literacy treining, usc of new technology (e.g. prain mills) as well as the
CPT trainees and thelr fellow villegers, and given the paucity of solid field
information of any of this from elsewherc in Niger, an in-house survey team 1s
Justified combined with the microcomputer whoge order 1p being processed, it
will give the /L Unit the potemtial to producc very useful informgtion for
NDD memegement; and for interested services in various Ministries., This poten-
tial would be gregtly reduced without the microcomputer, whose acquisition we
strongly endorse,

The changes made and in process in the M/E Unit are radical and very promig-
ing . However, we draw attemtlon to the nced for one or two Nigerlen staff with
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sufficlent backgrownd in surveying, statistics and/or soclology to be able to
lend some profcessional support to the expatrigte advisor, and to the use the
microcomputer. Such person(s) would be prime candidates for US or (more likely,
congidering language problems ) third coumtry short-term training. We also draw
attention to the fact tiat the post of the M/L advisor was programmed for three
years only. The present advisor is in his first year, but a predecessor was in
the position for a year, mecaning that In principle the mresent incumbent will
be there only two years and will not be replaced, lic may succeed in putting a
sound, self-sustaining systamn in place with Nlgerien personnel in two years;
but it is doubtful.

Applied Research thit

A special part of the monitoring and research system output is applied
regearch on the packog: of practice:c (techmology) and farming systems, This
is done by an cxpetristc oadvigsor. Applied rescarch on the technology including
pesticide tests, began in carmest with the 1982 senson, (ixperiments begun in
1981 were discontinued on tcehlnical grounds by the technical advicor who ar-
rived early in 1982), 'mis puts the gpplicd research one season behind schedule,

Priority has been given to pecticide tests because DA regulations limit
options in the project :one umtil it is done, Ixperiments on same other compo-
nents of the tcchmical packege were begun in 1982, but the fact that the advi-
sor is working alone limited what could be done in addition to the pesticide
work, In 1983, the demands of the pesticide tegts will be shared with the
Plent Protection dervice (with technicel assistance fram the TRG), giving the
DD advigor morc time for other experiments,

It is wmfortunate that trials withh variants of the animal traction now
recamended (two oxen), snd the gackage of techniques without animal traction
at 211, could not be begun in 1982, but we wnderstand (and certainly recommend )
that they will be initiated on CiTs in 1983. Ve would further rccommend that
they be done on as many CP’/s as possible (particulerly in the low rainfall part:
of the zone) so that the trainecs cen see the results, More effort may be need-
ed to make CPI directors understand the importance of the recaearch to tellor
the package to the region, to improve it whiere poscible (not to "test" it, or
to label it good or bad, right or wrong). liclp in tis should be availeble from
PCVs an 4 CPIg, and 1t would be good their technicol lmowledge if the follow-
up asgents 1L they could work on the applied research, too,

Along with its current work on the Cils, the Project should be giving more
attention to farm systems reseorch, to testing the peckoge of practices, and
veriants on it, under actual production conditions - on formers plots, This 1s
needed to determine just how the package and vuripntions of it fit the constraints
under which the farmers operate, ond Just what their repl utility and bemefit
are to the farmer. DD should learn morc sbout the work being done in Filingug
by the Rural Heanomic Research Ddvision of INRAN, which hag same relevence for
the project, if it is well done, liowever, what is really needed ic the accelera~
tion of tne gpplied reseorch, and the addition o. on-farm recsearch to the pre-
sent work on C2I's, Althoush two or morc years of testing moy be necessary to


http:techni.as

47~

convincingly idemtify specific packeges in a region whose rainfall is as
irregular as 1s the case in Niamey Department, the addition of on-farm re-
search, and an increase in the variety of tests will produce more informgtion
in that same time period.

As Dr. farn:ct points out in his eveluation report, tiere is a good amount
of evidence, rlbest circumstautial, that tlie present package is not profiteble
when the risk of drought years is taken into account, although non-agronomic
income (from use of the oxen for cartage, for example ) nakes it acceptable.,
The eliminatici, or even significant reductlon of subsidies on inputs - which
is being urged on the fovermment by AID - wouwid - uke tihe cwrrent package even
less iteresting to the farmer. There ic en wgent need [or good data on the
results of other packsges on farms In the project zone, ic a certain extent,
it may be possible to obtain userul information from CIT graduates, most of
whom are using less than the complete package, although few not using animal
traction use many other technlques.

An expanded program of gpplied research chould have high priority. lore-
over, INRAN should be intimately associated with the IDD gpplied research,
The present close relationship is very good, But what is needed is direct
involvement that would a) increasc the personnel engaged in the work, essen-
tial if there is to be any om-farm resecarch at all this year, and b) give it
the certifigbility that will be important when results become available for
extension,

Prognosis

The lonitoring/lvaluation Wit currently has & bottleneck in the form of
too 1ittle manpower (one professiongl) to do all of the thingc needed to lay
the basls for a sound system before the stort of the next season, This can
be overcame with some outside help, (nce it is, the guldelines provided by
the eonsultant called in last (ctober, the competence oi tne advisor and the
support beir ; exhibited by MDD mansgement arguc well for the developrent of
the system, Twwever, the G0N and AID must recognize that Information gather-
ing and analysis are cogtly. NID needs its survey team the development of the
system, provided it has the budget and personnel to do the survey work that
1s needed, and belng contemplaoted.

e applied research is off to a good, but late and slow start. 'me person
is not enough to move it glong; as rast us 1c nceded to test and dm. e the
package of technlques, tailoring it to tue reglon. If INRAI can take « serious
part in the applicd research, ard can maie possible on-farm tecting in addi-
tion to what is planncd now for the CPIs, good indications chould be availeble
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a year from now, and ccnfirmed results e year or at most two later, without
INRAN, progress will be too slow to have nuch impact on the project during its
life, wWith INRAN, results will be greater, sooner, and it will be able to take
over the applied rescar~h fram NDD that much sooner,

Recamendetions

Monitoring/Eveluation

N, 28 - That MDD use the October 1982 consultant's report on the monitoring
and evalustion system as the guidelnsie for develomment of the system,

M. 29 - That Monitoring/Eveluation information needs be spelled out, end
e survey agends for the Unit over the balance of the Project life be pre-
pered in the coming six months on the basls of the Monitor/Evaluation
consulting report of Cctober, 19382,

M0, 30 - That NDD use short-term consulting assistance to help the Monitor/
Eveluation Unit complcte the plannice, design, and other tasks necessary to
put the system on a sound footing befurc the start of the 1983 agricultural
season.

M. 31 - That %he existing date base on the CPT gradustes ferming in 1982
be "cleaned up" so that it can be used as basc line date, for fubture compa-
risons.

D, 32 - That NDD obtain data on UNCC sales in the zone of :on-NDD 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.

. 33 - That NDD acquire a microcomputer, peripherals and eppropriate soft-
wnre for the data processing reeds of the Unit (including the applied research
camponent ), This should includ: eppropriate spares, and preferably a back-up
system,

Applied Research

0, 34 - Thot INRAN assign one (or more) agronomic engineer, preferehly wilth
a master's degree or equivalent, to work fulltime with the Applied Research
Unit, and to help it plen and implement on-farm reseexrch with the technical
package and vurisnts on it, particularly with alternstive animal ‘tractlon
options and without enimel traction, and that INRAN assume responsibility
for applied resecarch in the project zone within the next two years.

W. 35 - Tat experiments with animal traction other than two oxen, and with-
oart animal traction, be undertaken on as many CPIs as possible in 1983,
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M, 36 - That more use be made by the applied research advisor of informgtion
availeble from the experiences of CPT graduates using different mixes of tech-
niques and identifiable through follow-up and (in the future) survey reports,

MO, 37 - That the Applied Research Unit, with the Monitoring/Evaluation Unit,
maintain close relations with ICRIGAT and with the Rurgl Fconomic Research
Mvision of INRAN, particularly with regard to its work in the project zone,
end with similar work in other parts of Niger (though, for example, MDR or
the VMinistry of Flan).

9, Project Coordinating and Management System

The project management unit is the indicgtor for this output., It exists, but
is still evolving. We considered the system from three points of view: internal
organization, staffing, and linkages with other orgenizations with which it must
collaborate, and on which it must depend in many cases.

The project management unit is recasonable well orgenizcd at the head-quarcers
level in terms of allocation of responsibilities, The lack of a wunit responsible
for promoting villege level organizations is sowcthing of an anomaly, but the
responsibility has now been given the training unit, so at least that is clear.
staff meeting minutes which ldentify issues discussed but do not idenitity < ui-
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-
matie follow-up is not the rule, We are told this is improving, but suggest that
it receive more menagement attemtion. Attention to inmternal commmications and
information flow is also needed, both for effective operations and team cohesion,
The AID liailson officer could assist in procedures development and gtaff train-

ing.

Not all of the project units have worked out their work plans for 1983. This
should have been an outcome of the Iossa geminar, when [ield personnel were to
be preparing such plens. The units should prepare their annual and quarterly
plans; and report with reference to them, just as they expect the field staff
to do, Uhit plans will serve also &as the plans of the technical assistance per-
sonnel, which leck in some cases. staffing ic another matter entirely. Four of
the five speclalized units of the project are one-person units, the exception
being the Women's Participation Unit (in which the advisor has a counterpart ).
Moreover, the one person in the wits 1s an expatriate, The result is that each
is obliged to spend most of his cr her time executing, and cannot do all of that,
let alone enough planning, managing or consciously assessing results, As noted
earlier, the involvement of the Mlant Protection Service in lesticide Tests will
help in 1983 in the casc of applied research, but an agronomic engineer from
INRAN is badly needed, now. The Monitoring/lveluation it plans to recruit a
team of survey agents and comtrollers that will help considergbly in that unit,
The Training Unit (now also responsible for village level organization develop-
ment ) proposes to follow our suggestions to make more use of short-term personnel
(or teams thereof), provided they cen be identified,
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We are told that the shortege of qualif. .d cadres rules out the "counterpart"
approach to technicel asslstance in NDD, That may be, However, we strongly rec-
ommend that qualified cedres Joln the expatriates in the varlous units of NDD
at least a year before the departure of the advisors so thet they were one sea-
son together,

The lirksges between the Project Management Unit and the technicael services
in the field arc not kilerarchical, The Project birector has much less "control"
over the field personnel than wes envisaged by the Project laper suthors(p.ud).

NDD project activities are implemented through the technicel sexrvices of
Ministry of Rural Development, Ministry of Mlan and others, with a very small
NDD staff of Nigeriens and expatriste staff. The intent is to have project acti-
vities Implemented through existing rurel development structures to mesh project
activities into the on-going rursl development ectivities of technical services,
This organizaetional approach means, on thc 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 seif-sustalning,

Coordinating the activities of verious technical services is a very difficult
manggement task, A common wealmess in practically ell integrated rural develop-
ment project is the fact that the majority of project mansgers have had no train-
ing in the mansgement of complex organizational units and processcs, In general,
they are technicians who wust develop competence in mensgement skills work on
the job in a learn-as-you-go memner, 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 . *

Under tase II of the NDD project, the orgenizetional strategy 1s a jointly
plamsed and coordinated process, The vehicle for sebting this process in motion
is plapning end training workshops end seminsrs based on gro'sp dynsmics in com-
mmications. The March 1982 Iossa I and January 1983 workshops as well as the
Januery 1983 planning sessions involving the participation of departmentsl,
arrondissement, and CPT persomnel is an impressive indication of a comnitment
to working collaboratively across service sectors to lncorporate project activi-
ties into on-going sector activities. The process 1s by no meens operating ide-
ally, but every indication is that it is showing positive results., The NDD pro-
ject was singled out during the Zinder Confcrence on rurel development strate-
gles as the only productivity project which is addressing the problem of Joimt

planning through diaslogue and tesm efforts,

Reviewing relevant documents and discuscing this with many people familiar
with this project and others have lead us to the conclusion that development in
Niger is increcasingly going to be through established technical services over
which the coord!natinr sgemt does not exerclse hiererchical comtrol, at least
not wmshared control, and that the NDD is developing end demonstrating ways this
can be done effectively.

# This discussion . draws heavily on the "Integrated Rurel Tevelopment; Making
Tt vork", report by DAI, pp. 51-52., (French version),
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The bullding of department and arrondissement teams through Iossa seminars,
and their integration into the project through these and regular monthly meetings
take time, But they are part of the institutionalization process, This deserves
support, and the process should be doc'mented, ™ this context, as mentioned in
the pages on purpose and EOPS, we do recommend that the GON prepare a statement
explaining Just what structure, relationships and role is afber 1986 foreseen
for the project management umit and those with whom it is curremtly bullding this
team relationship,

H‘g@ﬂis

NDD has made what observers conslder real progress toward what we would call
the Institutionalizetion of teamwork in development activities that is based on
discussion, negotiation and persuasion rather than on a hlerarchical chain of
commgnd.. It will continue to be slow, but as it bullds comnitment in the field,
it is likely to produce more effective results than the authoritative approach,
It will be Pfrustrating, with continual incorporation of new team members required
due to shif'ts of personnel, rmuach less of a problem that in Phase I, but still a
reality, However, it gppears to fit well the direciion the GON envisages for
rural development organization (as per the Zinder Conference) and it offers what
Nigeriens and others point out is the only example of progress in solving the
intra-orgenizational 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 Inltial stages elsewhere by the end of the project,

Recommendations

W, 38 - That every effort be made to assign Nigerien counterperts to the
expatriate advisors as soon as possible ( immediately in the case of applied
research), and that in any case; Mgerlens qualified to take over the projcet
units destined tu be retalned aftber technical asilstance termination should
be assigned to the units a full ggricultural season before the departure of
the expatriates,

P, 39 ~ That the team-bullding, consensus development spproach tu cusuring
coordination be continued end fully supported by AID and the GON.,

0, 40 - That the wnits of the NDD that have not already done so, prepare
workplens for 1983, and regulerly submlt quarterly detailed plans and reports
relating activities to plans, as is prescribed for the field personnel,

M. 41 - That the 1983 (and subsequent) workplan of each unit include and
explain what end whem short-term assistance (e.g. consultants, trainers) is
needed during the year, and that each quarterly report/workplsn indicate the
same for six months immedietely ehead, and likely regidrements during the
three months after that,
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M. 42 - hat clear guldelir.es, forms and procedures be esteblisned for the
identification, recruitment end supervision of short-term consultents/train-
ers to minimize the administrative burden of increesing the use of such per-
sannel, and to facilitate timely recruitment, ‘
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ACRONYMS AND ABBREVIATIONS

Association des Femmes Nigerienne.

Calsse Nationale de Credit Agricole
(National Agriculture Credit Bank)

Centre de Perfectionement Technique
(Farmer Couple Training Center)

Government of Niger.

Institut National de Recherche Agronomique du Niger.
(National Agriculture Research Institute).

Ministere du Developpement Rur-’'.
(Ministry of Rural Developmen:.}

Ministere du Plan.
(Ministry of Plan)

Niamey Departmant Development

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 1s placed upon the extension of an
improved agricultural package, including the introduction of
animal traction equipment and chemical fertilizers, and the
efficient distribution of the required inputs to the farmers in
the project zone.

Under Phase 1 the project operated in portions oi 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 cf 14' 30" south
latitude, Njamey arrondissement north of a boundary 5 kilometers
from the Niger river and a small portion of Say.

The ethnic composition of project zoncs 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 cnd semi-sedentary Peul are located in the
southern portions of the Niamey arrondissement, and slightly
southwest to the north of Ouallam, Hausa 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 grcups 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,



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. 1In the meanwhile, the Stier analysis
(1979:10) of the Agpricultural Statlstics Service data gives us some
idea of the amourt 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% 24.0Z2 9.9%2 8.3%Z 8.3%2 4.9%
Ouallam 35.9% 22.1% 13.0%2 6.9%2 7.6% 4.6% 2.3%
Filingue 15.7% 26.1% 17.2% 12.7% 7.5% 3.7%2 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 -13.99

Niamey 4.1% 2.54 1.7% 0.8% 1.7%2 O 1.67 1007
Ouallam 0 2.3%2 1.5z 1.5%2 0.87 0.8% 0.8%2 100%

Filingue 4,47 3.0%4 0.7%2 0.7% 1.4% 0.7% 3.0%2 1007

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. 7The 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: T

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 compromiscd The 1nadequacy of
these support services 1s well aocumented

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 lossa IT workshop in
January 1983 indicated a renewed commitment on their parts to
pro%iding quality service to the centers in 1983. Technical staff
me: before the opening of the ceaters 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, decislons 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.



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 graduated in 1981, 140 in 1982 and 200
will graduate in 1983. The cumuletive 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 CPIs 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 ounecs 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 soclal 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 11 has benefitted from the lesson learned from
Phase I that poor selectlon procedures resulted in trainees
who had litt'!e or no cumitment 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 community. 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 Staglaires et aux Villages qul les ont
Choisis" (see Annex 1). Included in the "fich: de recrutemert"
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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 wel .

Selection criteria from the cooperative end of the process
is not known. 1t is not clear how candidates are selected for
participation in the training program. To further refine the
selection and recruitment process, the project should have some
knowledge of how candidates are selected by their cooperative and
the criteria used in the sele:tion process. 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 sclection 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, agrec to grant the
trainee permission to apply the technical package as recommended”.

1 1In 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 collectlvely-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 thelr lack of authority within the production

sionnally discover that they are not permitted to use the equipment
(Pradier 1979a:41-42: 1979b; 1980a:10) (Painter 1980: 7-8).



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 Mayakl CPT will return home to culti-
vate fields controlled by their fathers™ (Painter 1980:15).

The project whould have systematic data collected on land
tenure issues and constraints to ensure that lcarned 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 hectares of land. Tle 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 ~smately 3 hectares.
Table I from the Part 11 soclal analysis by F. Stiler 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 and 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 7% 71,2 %
Ouallam 71.0 % 82.5 %
Filingue 59.0 % 16.2 2

From P. Stier, Project Paper Annex, p.l2.

Quality of Training at the Centers

The quality of train a1g 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 11 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



for the ycar. NDD I[s providing technical advisory assistance
in the area of training for technical services personnel.

Follow-up of Trainees

One of the areas of negicct in the project has been the
follow-up of returned CPT traiaees whilch 1s crucial to the 1e-
inforcement of what they have learned in the centers and
assistance 1in applicarion of what they have learned once they
are back hone in their villages. For example, during ar inter-
view at Tolkobaye Fondobou with one of the women 1982 graduates,
we were informed that she fully Intended to demonstrate the
construction and use of the ‘mproved cookstove to her neighbors
after she has svccessfully conscructed one in hier own compound.
She had already cempleted thurre trial runs resulting each time
in breakage in the construction when the stove was fired.

This problem has been recoyniz.d by NDD and will be addressed
during follow-up this year with advise from the project's
women's participation unir.

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 is> 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 applicatiouns.
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.
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TABLE 1I

PERCENT OF CPT GRADUATES USING
0, 1-2, 3-12, 6-12 TECHNIQUES

IN 1982
Year at CU'T Number Number of techniques used
Trainees 0 1-2 3-12 6-12
1979 30 50 7% 23 %2 21 % 23 %
1980 60 25 % 10 2 65 % 47 %
1981 60 20 7% 1872 62 7% 43 %
1979 - 1981 150 28 % 16 § 56 % 41 %

From R. Roberts, Evaluation Report (1983: ).



TABLE III

The Proportion of Ex-Stagiere's Utilizing the improved

E? Cultural Practices py Région and Graduating Class
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1lingue 1979 9 56 67 44 22 44 11 - 22 - 22 11
1980 13 85 69 38 38 17 15 15 31 38 23 8
1981 15 | 93 53 20 40 47 7 7 27 20 13
i
Sub Total 37 E 81 62 35 38 37 11 8 27 22 19 8
!
{olo 1980 17 | 76 94 76 76 94 ; 71 47 59 59 35
1981 18 78 72 61 72 89 6 11 50 67 22
Sub Total 35 77 83 66 74 91 37 29 54 63 29 0
Ouallam 1979 5 100 60 100 100 60 100 80 100 100 100 20
1980 15 87 67 73 67 73 20 27 60 73 47 0
1981 15 100 60 93 73 93 i 40 27 93 93 93 87
l ‘
i H
Sub Total 35 94 63 86 74 80 i 40 34 80 86 74 40
{
Total all Regions 1979 14 71 64 69 49 57 43 28 49 35 49 15
1980 45 82 78 60 64 82 38 27 51 58 36 2
1981 48 90 62 56 62 77 17 15 56 60 42 29
TOTAL 107 84 89 59 62 76 29 21 53 56 40 16

Drop-outs are excluded

t9
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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 Oor nori-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 techalcal 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 one
possibility and the use of the crop inputs package (seed,
fertilizer, planting density, and insecticides) without any
animal traction as anotlier 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 carrdad
out with the direct involvement of INRAN because findings and
recommendations concerning the package must have GON approval
through the INPAN research station. This would require the
identif. cation of INRAN staff people for direct involvement in



the research. The Applied Research Specialist puinted out that
she would need at least one agronomic eapincer, preferably with a
Master's degree or equivalent, to work full-time with her on a
farm systems rescarch 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 857 of the farmers
use fertilizer, fungicides, and carts as a result of particivating
in demonstrations by returned CPT trainees.

"he "open door" program, started first in the Maradi pro-
ductivity project, 1s another channel for introducing farmers
to tt2 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 village's.
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 number of cases in
which neither village leaders nor villagers were aware of the
new farming techniques applied by returned CPT trailnees. The
most important reason for this almost non-existent impact 1s the
lack of effective follow-up of the trainees once 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 femalc and 8 male
follow-up agents as technical support extension to returned
CTP trainecs.

RECOMMENDATIONS

No: 1. That NDD maintain constant communications 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



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 technigues.

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 ORGANTZATIONS

The local level villape orpanizations which the project
wishes to impact ave the cooperative ani the Groupement
Mutualisce (GM). The cooperative prosram in Niger was estab-
lished in 1955 under the 1955 cooperativ- Decree. By 1965, there
were perunaps 30 cooperatives and 100 viliage mutual groups in
existence. 1In 1966, a "new system" of cooperatives was estab-
lished with the objective of expanding the movement and better
adapting the cooperative to tradltional structures. The "new
system" was based on villages wzather than fudividuals joining,
with a village collectively deciding at a meecting whether to
form a cooperative nutual group. Althoush this "new system'
dates back to 1966, ~ooneratives In the project zone are very
new, the oldest dates from 1977 and more than talf of the current
number date from 1678. The relative newness of their existence
accounts, in part, for their fledgling and frapile viability.
Painter, howev:r, makes the point that "thedr aceval functions--
whatever the ersolving cxpectations entertained ny the GON about
their future as the basis for Socictes de Developpement ~- are
limited to thosc of cooperatives throuphout Niper: marketing
and credit diffusion. 1In the past, modest profit mirgins
afforded cooperatives by GON (UNCC) on the basis of their
cashecrop and/or staple crop marketing, activities furnished the
basis for cooperative capltal accumulation which, in theory,
could be invested in a varicty of locally-defined "development"
activities. In practice, cooperatives have not been accorded
much autonomy in this arca" (198G:18). They are generally not
farmer initiated, but owe their existence rvather to povernment
planning priorities.

In 1982, there were 99 cooperatives in the project zone
and 104 in 1683. ‘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. Fovr all practical
purposes, the absence of credit means the absence of coop-
eratives, thus, the viability of cooperatives is a function of
the presence of credit.

The extension of credit scets In motion a chain of inter-
actions between cooperative members and the UNCC forms must be
filled out and payments collected which creates activity pro-
viding the opportunity for dialogue between cooperative members
and UNCC representatives,

Field visit discusslons In Guallam indfcate that coop-
erative members view the UNCC as the 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 ir the name of the cooperative). What
seemed to be clear during the discussions was the absence

of any actions at this peint to assunme decislon-making and
management control. (I'hls does not represent a lack of astute-
ness; 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 UNCC).

Interviews with village leaders during the field visit
revealed a very low level of understanding of the concept,
purtpose, and furnction of a covoperative by villagers. The
Union :igerienne de Credit ct de Cooperation (UNCC) is respon-
sible for promoting i varfety of cooperative training programs
in the project zone ond conducts training programs at different
times during the vear which are designed specifically for
elected cooperative officials. 'These training programs are
conducted by UNCC agents (department and arrondissement
delepates and field agents, often with assistance from Anima-
tion Ruruie and occasionally from National Literacy). Materials
are developed by UNCC's Nationa! training office with financial
assistance from Danish ALD and the International labor Office.

The increase in the number of coop ratives In the pro-
ject zone has substantially increased the training load of UNCC
staff. A week of troaning (newly elected GM and ccoperative
officials are trained at cooperative seat villages for four
to seven days) plus vne to twe days of a refresher session (Lo
refnforce acquired knowledge of cooperative principles) each
vear is insufflcient 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-
cratives within the same time frame 1s recognized by the pro-
Ject as an fmpossible 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 UNCC training it {inanced).

Project activities at the CPI centers are providing the
cooperatives an opportunity to influence the use of resources
in attempts to increase production. They are, tor example, ts
assume responsibility for the selection of CPT trainees; they
are invited to participate in the open-hinuse activities at the
centers; and the materials for CPT trainces is to be delivered
to them through the cooperatives, allowing the cooperative
leaders to know cexactly what the trainece has recelved. This
involvement with the traininy and equipment investment in the
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CPT trainee passes on to the cooperative the responsibility
for ensuring accountability f-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
materials were delivered directly to the homes of CPT trainees,
in effect, bypassing the cooperative. Cooperative leaders had
no idea what the member had really received, but were obliged
to sign for the credit extended to that trainee. This type of
situation has vesulted 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
cooperc¢iives become more and more involved in the dynamics of
recrulitment and selection of traineces for the CPTs and parti-
cipate in the open-house activities, they should be able to
make more effective use of CPT graduates.

We have found no indication of any role beiny 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
presenteu in the CPT. Cooperative related training in the
CPTs a:.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-teachinz have been supplied to CPT
literacy instructors who use them in conjunction with other
teaching aids available from the National Literacy Service.

The direct project contributicn to t1 is training has been
the financire of two brochures prepared through close collabora-
tion between literacy and UNCC personnel and made available in
literacy centers and CUls. There lg 1ittle project data on the
quality of cooperative training and orjentation provided by
literacy instructors In the Cris, but limited interviews with
returned CPT tralneces concerning their understanding of
cooperatives and thelr percelved role as a mrmber seem to in-
dicate a substantial need for improvements in cooperative
training currently provided in ihe CPTs which will require more
brochures and pamphlets.

The project has made little progress to date to strengthen
cooperative capabilities in sel f-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 levcl organizations were the principal theme at
the Lossa planning seminar in January 1983 at which time the
ground-work was laid for a strategy to assist in the process of
developing a self-management capability at the cooperative level.



The project has realistically scaled down its target rrom 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 mid-
1983 will go a long way in providing preliminary information on
village needs, priorities, history, attirndes 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 1ssue of whether or not the GM
Structure is an appropriate organizational base for local

level self-development. The 1976 analysis of the social sound-
ness of the Niamey Regional Productivity Project designed by
Charlick suggests that:

There 1s 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 1in stating that
"there is no 4 _priori reason on ethnographic or 'pelitical’
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 con-
duct a study of the viability of local level organizations and
alternative structures and organizational units with the poten-~
tial for developing a capability for self-management. NDD staff

* The 'fit' referred to here is between traditional social
structures and cooperative programs.



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
forth in the "Appui aux Organisations' document will requi.
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 betwzen 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 Spec®alist respon.ad 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.
During an interview in Niamey we were informed that some
implementation activities designed to identify how villagers
perceived their participation in new activities have been
carried out and carefully documented in a small project
financed by the World Bank at Bouza, Tera, and one other
location in Niger. We were tols that detailed reports were
in preparation. The NDD Training Unit should obtain the
documentation on the World Dank financed village level
organization development activities in Bouza, Tera, and the
third location to dctermine 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 Organizational Units at End of
Project Inputs

What will project and village level organizational units



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 relatlon 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 lifc 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? Tucse questions are raised within the broader
context of the project 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. Bcth 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 betwecen cooperatives and CPTs, the cnipability
of technical services to effectively deliver training and
agricultural inputs, and the economic capability of the GON
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 GON and USAID. GON participation and input will
be of critical importance.

RECOMMENDAT IONS

No¢ 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.



No: 6. That the findings of the 1983 village level inquiries
to be implemented usir: the methodologleal approach set forth

in the "Appui aux Organisations" document becume the basis for
designing the follow-up study to the Charlick study.

No: 7. That the Training Unit obtain the documentation om
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.

No: 8. That the GON and USAID clearly articulate what organi-
zational units and functions will be in place when the project
ends and the relatiouship between these units and functions.

No: 9. That an assessment of institutional capability of
village level organizations, cooperatives, CPTs, Ministry
technical services and the impact of CON cconomic policy on
farmers be undertaken by a short-term Institutional Develop-
ment consultant in 1984.

No:10. That GON participation and input be a requirement for
drawing up the terms of reference for this assessment study.



4. SYSTEM OF CREDIT DELIVERY

A key component in the achievement of the project's
sector goal 1is the exlistenct. of a credit program which has
a sound fiscal and management capability. One of the sector
goals of the project 1s 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 maklng this technical
package available to farmers except through a credit and
inputs supply program.

The credit program was created during Phase T to provide
credit for procurement of inputs needed to ma%: 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 1980. Med{um-term loans to purchase
animal traction packages 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-Tcoth Weeder
(6,000) for a total amount of around 190,000 FCFA"(Stickley 1983:3).

Impact of Credit Program on Farmery

The total number of loans mace under Phase 1 and Phase II
through December 31, 1982 was 247; 61% of which were to ex-CPT
trainees and 35% to cooperatives. The total awount due from
each arrondissement by December 31, 1982 was 66,392,225 FCFA.
The total amount repaid was 18,682,569 FCFA. This is 2 total
repayment rate of only 28%. As a result of such 1 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 107 default rate.

In part, the high delinquency rate is attributuble to a
poor understanding of the credit repayment pro-edures. The
NDD Credits and Inputs Advisor explained that villogers 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 repavment of the loan
is a responsibility which mu~t be fulfilled, but have not
understood exactly how muci, they owe or when payments are due
and coliectible. Stickley points out, for examplc that '"loans
are made to farmers collectively through a single 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 es:h should pay as their part
of the collective loan" (1983:9). li¢ goes on to counclude that



"high delinquency rates are more the result of shortcomings
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 Aavisor 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
management of credit at all levels of the project, provided
invaluable data for the preparation of this report. Their
recommendations form the cure of changes needed to set the credit
program on a sound fiscal and management course. We concur
in thelr concluslons and support their recommendat ions for
specific actions to be taken by March 1983.

It was also noted earlier that in 1980 the GON terminated
short-term credit for seasonal crop inputs, namely, fertilizer,
insecticides, funeicides, and sced. These inputs arc now avail-
able only on a cash basis. The usec of these inputs has decreased,
especially for fertilizer. An interest inpg point, however, is the
fact that women are large consumers of fertilizer throughout
the project zone. During interviews in Ouallam with Jconartment
heads, the UNCC head estimated that 90 % of fertlilizer usess in
the arrondissement are women. The NDD Women's Participaticn
Advisor pointed out that women in the project zone have been
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
can be illustrated by the fact that although the project has
not involved women outside the CPTs In any fertilizer use
activities, it has, through the crcdit program made access to
fertilizer much easler. The cost of the fertilizer Ls shared
by several women. Why arc women in the zone such large con-
sumers of fertilizers? It Is surmised that they are often
allocated nutricent-poor and exhausted soil for their plots,
thus are obliged to enrich the soil to make it more profitable.
There is no project data on women's plots yet, but the M/E Unit
Specialist pointed out that the Adoption Survey to be conducted
this April is designed to yield data on women's fields.

Carts are a very popular item in the project zone, selling
especially well in Kolo (Kolo has more fertile soils, higher
rainfall, and is closer to Nlamey markets than the other
arrondissements of Ouallam and Fflingue). The ox and donkey
carts are the widely adopted items in the technical package.
They are seen as a source of nor-agricultural income and may
be used year-round for houschold purposes. ‘They serve as
revenue-earners from hauling fees and sales from hauled commodi-



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 Quallam, 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, 1982 in mid 1983 as
an indicator of the establishment of a sound credit =svstem.

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 i. benefitting from the medium-term credit
program.



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 Losm II concerning the role of women in the centers
and follow-up for them after they return to their villages.

Issues affecting women's participation were alsc raised at Lossa I
and the planning workshop in January 1983. These are indications
of a heightened conscimsness and increcased responsiveness to
women brought about by specific project activitics, Looking
beyond the project zone to the Zinder conference, an increased
responsiveness to women's Increased participation in economic
activities was evident ia the rcecommendation that "woren's acti-
vities be reappraised and integrated into the cooperative
structures through special components."

The Women's Participation Advisor pointed out that she
would like even more responsiveness to women's issues through
a collaboration with the Association d's Femmes MNigeriennes (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 Faper 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 cach 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 saggested 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.



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 in the following areas:

- intensive training in agriculture,

including new techniques in millet
and sorghum cultivation as well as
in vegetable pardening;

- construction of improved cookstoves;

- healtu 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. The advisor was able to move quickly in
establishinp communication and dfalogue 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. Ficeld trip rcports point out the key role played by
this counterpart in the establishment of dialogue with women
in the villages. This counterpart 1s currently in Upper Volta
for short-term tralning, after which she will return to the
project.

At the level of the CPTs, coordinated visits by Anima-
tion and Agricultural techrnical 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
cirief 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
surrounding villages were constructed. Ten moulins were
installed under Phase 1 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 1'Implantation des
Moulins a Grains dans le Departement de Niamey," completed in
May 1982 and "The Socioeconomy of Women in the Quallam
Arrondissement,”" completed in September 1982. Based on the
recommendations of the May 1982 Study on Moulins, the three
moulins will not be installed until criteria for the selection
of villages is established.

Since the discussion of moulins has come up, we can move
on to a discussion of the extent to which Phase I resources, par-
ticularly moulins, have been utilized to the benefit of women.

Under Phase 1 resources, ten moulins were installed at
the cooperative level in the project zone. Both the Wilson
field inquiry conducted in January 1982 and the Keita evalua-
tion study conductes in May 1982 indicate that 607 of the women
use the moulin twice a day. Of this 607 of the women who stated
that they use the moulin twice a day, approximately 407 pointed
out that when their personal funds are low, they pound the
millet or sorghum themselves. These studies point out that daily
use of the moulin is a function of the amount of cash wemen 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 rask than pounding millet; thus, is
almost always brought to the moulin for grinding.

The Keita study provides examples of how women feel about
the presence of a moulin in their midst. Statements such as
“thanks to the moulin, many marriages remain intact....there are
numerous divorces because young women find (pounding) too
difficult...too painful...young women today no longer have to
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
the financial via.ility and operation of the moulins, These
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
commission for the Keita study. Both the Keita study and the
May 1982 meeting held at the UNCC stress the need to select a
village with the resource capacity among womcen 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



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 two cooperatives will be selected to experiment
with increasing forms of female particlaption 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 vaised by the Advisor at Lossa Il1. In our
view, the two cooperatives should figuve 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 criterla were revised in 1982 and
formally committed to paper as "informations sur les CPT Destines
aux Stagiaires ct aux VIlTages qui les ont Cholsis" (see
Annex A). lIncluded in the "f’' he de recrutement" for 1982 are
specific Instructions concer' ang the role of women in the centers.
Under Phase 1 women simply accompanied their husbands to the
centers as wives and mothers., They werce 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 traince as the "ex-stagiaire et
son epouse' rather 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 fact 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 ficld visit we were informed of onc in-
stance in which the husband casually informed his wife that they
would be participating in the project at the 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 depart for the center. Having no forewarning or know-
ledge of this project or the imuinent departurce, the wife agreed
to go only after two hours of discussion and persuasion.

The procedure for informing villagers of thie project applies
to women also (see page for a description of the procedure), but
we were informed in the villages that the women are quite often
not present when the technical services teams make their visits
or they are present, but are peripherally included In the discussion
resulting in a poor understandlng of what was said. These visiting
teams should make every effort to ensure the presence of women
in these meetings and work with village lecaders on ways in which
women can more actively particlpate in the discussion on what the
project and the centers are all about.
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Quality of Training at the Centers

The quality of traiuing at the centers is improving and its
impact on the women thems:lves will be noticeable this year for
the first time because the 1982 graduates are the only ones who
benefitted from the project training program designed in late 19381
and early 1982 by the Women's Participation Unit in collaboration
with the technical services of the arrondisscreuts. There was no
training program for the wives who accompanied their husband
trainees under Phase I of the project.

In those centers where a female I'CV is installed, the women
seem to be functioning in a more structured learning ¢nvironment
than in those centers serviced uniquely by the techa.cal services.
The reinforcement through daily contact ot what is learned
bolsters self-confidence in newly acquired skills and technijues.
Tle assignment of a female follow-up agent at cach ot the centers
this year (after their training) will prov’'de the complement to
technical services Lraininge.

The tralning curricalum for women consist of rthe tollowing
activities:

- intensive training in new tcchniques in millet
and sorghum cultivation as well as in vegetable
gardening;

- construction of improved cookstoves:
- health, nutrition, and child care:
- literacy courses adpated to the needs of women: and

- sewing

Planning for 1983 is centered on a program addressing the needs
of women such as gardens around the "bungalows', the procurcment of
seed, and improved instruction fr literacy. The Andmation, Tecli-
nical Services, and UNCC skills In communicating aud teaching w111 be
improved through tralniny sessions atready planned, with some already
completed. We were informed durlap the interview with the weman
CPT tralnce who praduated in 1982 that she did net enjov the literacy
course for two reasens: 1) she did not have cnouph confidence in
herself to believe that she could learn to read, and ) the lustruc-
tor was not comtortable teaching women. this problem should be a
focus of the trafning in effective communtcattions for technical
services field personnel.

Althouph the CPT trainees who praduated in 1979 and 1960 were
invited to participate in a "recyclage” or refresher training in
1982, this activity in 1982 was uot applicable to women because
there were no training activitles for women in the 1979, 1980 and
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198! classes. Duc 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
theres and activities {n the follow-up activities planned for
1981,

Follow-Up and lmpact

The absence of female follow-up agents at all but three of
the centers during the 1982 season is being remedied for the
1983 scason by the recrultment of 12 females. The 1982 women
graduates will recelve follow-up visits this  vear to refnforce
what they learned at the centers, to correct errors in the appli-
cation of specific techniques, and assist in the resolution of
any problems surrounding the application of new skills.

It is not yet nossible to determine {mpact on this group
of 1982 praduates. It {s possible, however, to extrapolate
from impressions rereived during the field visit to Ouallam
and from irterviews with two of the three PCYs who worked with
this proup in 1982, The trend seems to be that women CPT
trainees will have a positive impact in their villages. For
example, a 1982 trainee wife vho was futerviewed in Tolkobaye
Fondubou (she and her husband had just returned {rem training
at the sSieivl center on Jansary 10, 1983) stated that she was
looking torward to demonstrating the technology and functioning
of the improved cookstove to her female neipghbors as well as
the sewine techalgues she had learned at the center (she
happened to be wearing the "shirt” she npad made at the center
wich assistance from the PCVY.  She went on to point out that
her family and neiphbers are vervy cavious about her training
experience and ask her a tot of questions. Discusslons about
what she did and !learned at the center often tave place during
group activities such as pounding millet and drawing water.

der enthusiasm and confldence seewm to be a Yunction of the
support she receives from hee mother and the other women in her
compound. She clearly profited {rom the dailly reinforcement
of what she was jcarning from the PCV assipgnoed to the Simird
center,

Follow-up activities for the women will provide the type
of reinforcement and assistance needed for them to gra ially
assume the role of demonstrator in thelr villages. The Advisor
pointed out that the problem cncountered by the 1982 trainee
in coustructing the iwproved cookstove will be addressced by
bringing to the women the plece needed to keep the stove from
breaking during fre firlpg,



The enthusiasm, interest, and support of the mother of the
trainee we Intervicwed indicate the receptivity of women and
the need to extend the "open-door" program activicies for 1983
to include and accemodate 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 action for formalizing a
collaberation with the AFN, through Promotion Feminine, and
initiate introductory meetings for the purpose of ecxplaining
objectives of the women's comporent of the project.

No:16. That the Women's Participation Unit work with the
Training Unit in making suggestions for tralning workshops
for technical service field personnel In how to communicate
skills and techniques in a non-directive manner.

No:17. That all short-term resource nceds, especially in
personnel, be determined to assist in the accomplishment of
tasks for 1983.

No:18. That male as well as fe.aale technical support agents
and personnel receive training in ~ffective communications
with an all-female audlence.

No:19. That technical services teams visiting villages to
explain the project activities at the centers and the importance
of selecting responsible candldates make every effort to ensure
the presence and participation of women in these meetlings.,

No:2C. That the "open-door'" program be cxtended to include and
accommodate women visitors from the villapges of the trainees
as well as neighboring villages.



6. CONCLUSION

One of the most striking aspects of this project is the
manner in which it 1s addressing the prcblem of lack of control
over project activities at the level of execution and coordina-
tion of activities among the organizution units of the various
technical services. It iIs not easy to effectively manage an
integrated rural development project and like the other pro-
ducitvity projects in Niger, the NDD project has, in effect,
little control over the way in which the technical scrvices
execute project activities.

In March 1982 NCC initiated a joirnt planning activity for
the purpose of engaging all project organizational units
responsible for implementation activities in an examinatior. of
the issues and tasks required in providing better services
to the CPT centers. Subsequent joint planning sessions have
all revolved around the theme of coordinating the activities
of the various services and team building in providing training
and other lnputs to the centers. This process seems to be
taking ho:d and was referred to at the October 1982 Zinder
seminar as belng a role model for the other productivity pro-
jects. ‘'The 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
neither the GON 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.icallyv important
it is to have the full participation of the tnurget population.
The technical services seem committed to enpaping farmers in
dialogue concerning how they each percefve the socio-economic
milien in which farmers make their living, how ~ach side perceives,
defines, and prioritizes needs and problems, exactly what each
1s capable and willing to commit to addressirg problems defined
by farmers, and a commitment to patience during the trial and
ercor period in which farmers sort out their own nrganizational
rcles and functions.

A fundamental assumption ig made in the pursuit of establi-
shing a process which will allow the evolvement of self-sustaining
and self-peneratinp village level orpanizations. It is that the
delivery of credit, training, and technical support will be
timely and effective.
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logical settings, etc.) the exact effect of any particular
combination of these variables on crop productivity is unknown
when a new technological package 1s introduced, For this
reason, Agronomic and/or Farming System Research (FSR) is
performed, and appropriate modifications made so that a pack-
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 part lcipation, resulted in packages
that had not been completely verified at the farm level. In
a recent evaluation of animal traction packages and performed
by Sargent, Lichte, Matlon and Bloom,it 1is stated that (quote,
page 61):

"Oour analysis shows that the benefits to farmers from
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
which might reasonably accrue. The examination of 27 projects,"
....."disclosed a number of problems which largely explain the
modest level of benefits achieved to date from animal traction
programs. One of the most important problems is the lack of
improved farmer-tested (author's emphasis) bio-chemical produc-—
tion technology, which ls nceded to complement the mechanical
technology, of donkey and oxen cultivation. Farm-level con-
straints and weak supporting gervices 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-ccological zones comprising
the NDD project area.

2. There is circumstantial evidence to suggest that it may



not be the best package for certain zones; and that it appears

e

to be profitable in those zones only in years of normal rain-
fall; and

3. Uatil future farming systems research can be performed,
the package may be considered marginally acceptable in those
zones due tO the income made possible from aon—agronomic acti-
vities such 38 cartage and oxen resale:

The following twO gections explain how and why this con—
clusion was derived. The third section briefly gsummarizes and
1ists the author's recommendations for follow-on activities.

Notes: Recently, 8 number of articles have emarged in the
literature regarding the efficacy of animal traction. An ex-
cellent synthesis of them was made by Dr. Fran stier, former
REDSO/WA Arthropologist, and appenrs in Annex 3, titled “"Farming
Systems Analysis", of the recent USAID "rarmer Equipment
Enterprises Development "(FEED) PID: since much of the analysis
of animal traction has already been formed by Dr. stier, only
the highlights will be presented here.

Results From the 1982 Agricultural Season.

In this section, the author will explain the (1imited)
results of the 1982 season and relate it to the utilization
of the technical package. Due to the manner in which data
was collected and presented in past project years, it was
difficult to make direct comparisons with data from 1982.
For this reason, 19831 was excluded for Tables 1 - 2. Thus,
any conclusionc drawn here regarding the package techniques
should be considered tenuous gince only one year’s worth of
data is being examined.

Tables 1 through & show the results of the utilization
of the WDDP technical package components for the 1982
season. Several biases are inherent in Table 1. First of all,
it excludes those ex-staglaires who had either abandoned
their fields or migrated out of thz reglon. Thus, the data is
probably piased towards the better farmer. Second, the tables
may contain some errors, particularly for Filingue 1in in82
(ther were too many inconsistencies with it compared to the
1981 data). The Ouallam data was incomplete for 1981 (10
trainees whose f{les were stolen were excluded). Unfortunately,
the data was mnot clear as to how many people were in this
category. Table 1 shows the percentage utilization of the
individual recommended practices. Table 2 shows the cumulative
totals of those farmers who are using the techniques. These
tables will also appear in the 1982 NDDP Annual Report. Both



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 607 of the ex-
stagiaires used the scarifiage (using oxen traction for land
preparation) in 1982. 1In Kolo, and Filingue, though, the use
of the oxen for the lst weeding was lower-around 27% and
547% respectively. Delgado and McIntire, in their study of
oxen traction use, thought that animal trection 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

#hen passing between the rows. This view is not ref ited 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 fatrly 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 for 1981 (150 kg of phosphorus
in year 1, followec 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.
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TABLE 2.

The Cumulative Proportion (or percentage) of ex-stagiaire's who
used at least one approved agronomic practice on millet for 1982.

Arrondissement Number of ex- The number of techniques applied

stagiaires who

applied 1 T

technique _11 2 _ _ _ 5 6 7 8 _9 10} 11
Filingue 37 100 73 51 38 27 24 22 16 8 5 3
Kolo 35 100 97 94 86 69 63 46 29 9 6 0
Ouallam 35 100 94 91 86 86 86 74 60 40 26 11
All Arrondissements

Total 107 100 88 79 69 60 57 47 35 19 12 5




Arrondissement

Filingué

Subtotal

Kolo

Subtotal

Quzllam

Subtotal

TOTAL
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TABLE 3.

Millet Yields For 1982

Year
Graduated

1979

1980

1981

1980

1981

1979

1980

1981

1 . .
Standard Deviation in brackets ().

Sample

Size

14

18

18

50

17

18

35

14

27

112

Yield
(Kh/ha)

222
(164)

202
(161)

220
(170)

215
(162)

990
477)

672
(334)

827
(435)

544
(166)

204
(273)

463
(323)

401
(307)

450
(400)



1980

1981

1982

TABLE 4,

Ex-Stagiaire Millet Yields Over Time

Filingué
591 (294)1
290

215

(kg/ha)

Kolo Qggllgg
890 (443) : 234 (104)
851 584
827 401

Yields in parenthesis are controls for 1980. Controls were not available for 1981 and 1982,

201
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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-stagiaires. 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 alrcady .nentioned that close to one-third of the
ex-staglaires had left farming in 1982 for Filingue and Ouallam.
In total, 12% migrated out of the region and another 217 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

ceantury. 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 yields of only 215 kg/ha were realized
in Filingue and Ouallam. Although the package ylelds 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.

1 In all falrness, 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.



= 104 7

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
yleld 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.
dev./average) ranges from .52 to .76 across the three regicnal
average ylelds.

Note also that there is a great variation in yilelds over
the three time periods: Filingue 194-591 kg/ha; Ouallam 234-584;
Kolo 851-890. (Table 4). The variability is related more to
climatological changes than farmer ability. This makes the
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
fell was barely adequate to sustain the millet, it was very evenly
distributed.

Table 5.

Rainfall for Niamey Department (mm)

Arrondissement CPT Year Quantity,
Filingue Fandou 1981 497
1982 270
Kolo Boula 1980 634
1981 459
1982 454
Quallam Simiri 1980 364
' 1981 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
equipment. Table 6 shows selected equipment and fertilizer sales
for 1980 and 1981. The table shows that either inventories were



TABLE 6.

List of Selected Equipment Sales and Final Inventory for 1980 and 1981.

Material ~ Year - Number Sold - Niamey Department1 + Final Stock - Kolo -Filingué Ouallam
Only sold to sold sold sold
Staglaires
Super Triple ) 19802 29.8 (tons) 21.8 257.0 7.25 14.3 8.25
Phosphate ) 1957  124.4 - 375.3 31.9 26.5 65.9
Urea 1986 57.0 6.55 204.8 20.7 15.3 15.0
1981 72.9 — 267.8 18.4 8.5 46.0
Charette 1980 325(units) 90 0 119 117 89
bovine 1981 240 60 0 80 85 75
Charette _ 1980 451 0 49 147 111 193
asine : 1981 230 . 0 0 100 75 55 .
—
Batis de 1980 91 90 279 20 @
Base 1981 281 60 378 203
Canadiens 1980 91 9G 124 20 35 36
S-dents 1981 262 60 257 184 42 _ 36
Houe 1980 45 O 218 15 15 15
Asine 1981 43 2 375 14 16 13

Includes Kolo, Filingu& and Ouallam Arrondissements

2 N:B: 1980 includes figures for 1979 as well.

Includes stagiaires and non-stagilaire sales:
(30+60=50 for 1979 + 1980, 60 units 1981 stagiaires).
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over-stocked (1981 phosphate sales were one-third of the year-end
inventory, urea nearly one-fourth, one-fifth for houve asine, and
the carts were almost all sold out) or that gsales were not as high
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 conkey cart sales far surpassed that of the houe
asine. Also, the Canadian 5-dent had the greatest nunhber of sales
in the Kolo district (184; 70%) where rainfall is slightly higher
than Filingué or Ouallam. The low number of Canadian 5-dent sales
in these latter two districts is perhaps indicative of the lower
acceptance they have among the farmers in those areas. Without
sales records from the UNCC, though, it would be difficult to verify
this statement.

Summnary

In summary, the limited results of 1982 give (oaly) 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.
Oxen utilization for land preparation and weeding is varied in use
across the three districts. Even though the techniques are being used
to some extent, the yields that were obtained did not attain the
expected values, though perhaps they are some what higher than had
the techniques not been used at all (Ouallam's yleld of 407 kg/ha
was higher than Filingué'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 ylelds were lower
than expected because the full package wasn't used. Rather, the
more appropriate question to be asked should be, 'why wasn't the
full package used?' Part of the reason could be explained by the
poor rainfall. The extension service also falled to provide
adequate follow-up (an infrastructural weakness, discussed below).
The first reason points out the farmers' ability to adjust to the
situation. Judging the quantity of rains that fell, they held
back on the fertilizer. However, this demonstrates another point:
the marginal ability of this region to produce crops prevenus the
capturing of the full effects of this package except in years when
the season 1s 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)
for fertilizer may hinder its use. However, the lack of rains may
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 oy 1it) 1s helpful to ex-stagilaires, but the pack-
age 1s not necessurily optimized because of the amount of rainfall
in the region, the debt level and accompanying lack of credit, and
the current weakness In extenzion efforts.

Technological Package Difficulties

In this section, 11 reasons are sought to explain the
overall low utilization of “he package by the farmers. The
explanations will draw upon both project-related experiences and
research findings presented in the literature.

1. One of the major problem3 encountercd in the project is
that, first of all, the original technological package was not ade-
quately defined so that the current package has somewhat evolved
out of usc, bur of itself, had never been fully tested. In Volume
II, Anner Q, of the Project Paper, the improved practices are de-
scribed for cowpeas and millet. Figure 1 is a reproduction of the
recommended practices. In fact, the "Optional Animal Traction Pack-
age" shown in the figure is no longer the option but the largely
predominant practice taught to the staglaires at the CPTs. The
fertilizer recommendation has been modified as well. The original
recommendations were based on INRAN experimental station trials.

The Ag. Sector Report of 1979 mentions that the INRAN fertilizer
recommendations have a sameness about them that indicated a uni-
formity in soils, crops, and climate that does not exist (Ag. Sector
Report, Anucx €, pg. 23). Moreover, Appendix B of the same report
(pg. 610 ment toned that "specific project Innovations have yet to

be adequately tested. . o Yields from the 1977-8 demonstrat lon
fields ,d1d not clearty cvidence the efflcacy of the production pack:-
age. — As a result, there has been some evidence of package crit-

icism by project staff."

From 1979 until now, package specifics still have not been
tested by project technicians., In 1979 and 1980, the village level
demonstration plots were poorly managed (eventua}ly, all of the
44 aide-encadreurs hired at that time were fired~', and they were
originally set up to serve demonstrations not to test the pacxage.

In 1981, an elaborate testing scheme (16 square design, 256
combinations) was designed and put Into place at some of the CPTs.
However, the results became too complex to analyze the ylelds for
any meaningful results. These results, had they becn obtained, may
not have provided an adequate response to the appropriateness of the
package anyway, since the trial plots were small and were conducted
on the CPTs rather than the farms. In 1982, three sets of agronomic

L 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 wyith the
understanding that the good men would be rehired. By the time re-
hiring was to be done, these men had found other jobs.
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Figure 1: Annex Q of NDD Phase I1 Project Paper

ANNEX Q.

DESCRIPTION OF IMPROVED AGRICULTURAL
PRACTICES FOR PRODUCT.ON OF MILLET

AND COWPEAS TO BE EXTENDED BY NIAMEY
DEAPRTMENT DEVELOPMENI PROJECT PHASE 11

: Basic Practices for Millet

1.

10.

Improved Varieties
Millet-CIVT (Possible use of HPK in northern parts
of project zone)

Selected seced
Treated seed

Soil Preparation
Dry hoeing immediately prior to rainy season

Seeding Dates
Millet - At first rain of at least 10 mm or plant dry
after June 15.

Optimum Spacing/Plant Density (Use of marking device)
Millet - 1 metre X 1 metre (Thinned to maximum of three
plant/pocket for a density of 10,000 plants/ha).

Cultivation
1st - 8 - 10 days after seeding
2nd - 10-15 days after first cultivation
3rd - 10-15 days after second cultivation
Thinning

Thin to three plants p~r hill approximately twenty one
days after first rains

Fertilization
-Manure or compost: six tons to the hectare (when available)
spread prior to dry hoeing;
~-Phosphorous: 15 units of P.0. applied in the form of 34
kilos of triple super phosphate broadcast before dry hoeing
-Nitrogen: 22.5 unitz in two split applications of 25 kilos
each of area banded arouul the hills at the time of second
and third weeding.
Rotation

-Depending on land availability and farmer needs,
1:1 or 1:2 millet cowpeas rotation.
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11, Optional Fertilization Practices
~Phosphorous: 'One time" corrective application of
65-75 unit.s of P,0/ha applied in the
forms of 150 kildos ha of triple super
phosphate or 300-400 kilos of raw
Tahoua Phosphate;

-Nitrogen: For higher rainfall areas (above 500 mm)
{ncreased use of nitrogen of up to 45
Units of N applied as described above.

111. Optional Animal Traction Package

A. Donkey Traction
Donkey

Donkey hoe
Donkey cart
Donkey collar

B. Oxen
- Pair of oxen
- Five shank cultivator
- Plow
- Cart and tire repalr accessories
- Yoke and Chain

C. Seeders
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trials were conducted which involved fertilizer response lavels,
mixed cropping, and pesticide testing. Specific testing of the
package was not designed at this time because the pesticide test-
ing program, required Lv the project, took uv a large amount of the
time on the part of the apronomic researcher and secondly, it was
hoped that a successful implementation of this year's estension 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
the 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 experim??tal
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 sced varieties,
phosphate on cowpeas, weed control on millet) so 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 the non-pro-
fitable practices, a higher per unit return to labor is realized,
although a lower total crop pvoduction value is incurred. These
findings may he_ p to explain shy only a certain percentage of the
techniques are adoE5ed or uti.ized by the farmers espacially if the
lapor 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 stand 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 cbtained If complimentary plant relation-
ships exist.

4, It may be that the returns {rom using animal traction are
minimal. In Sergenr, et a;'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 {armers are required to make

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 1if
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 oxun 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 Uiger
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 vears of drought or low rain-
fall. That farmers 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 vields 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 summavizes 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 tabor, the IRR is .17. How-
ever,adjusting for drought, the IRR reduces to .02. 1In 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 determine the yield level (and the minimum acreage) required to
support the cost of the package.

6. The animals potentially do not receive a sufficient
amount of care, so coasequently, there is a relatively high mortality
and sickness rate among them, as evidenced in the 1981 Annual Report
(Wagner). The reasons for the lack of care can be attributed to:

a) the possibility of the uneconomical cost of feeding the animals,
and b) lack of instruction. In Niger, where the hierarchy of feeding
proceeds along the order of men first, women second, and children
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
breakdown. Also, at the end of the dry season when land preparation
ig started, forage is scarcest. Second, the instruction given at the
CPT regarding animal care may not be adequate (Abrams, per. comm.).
The instruction given to the stagiaires seems to have been concentrated
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 capaclty 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
costs (which have not been measured for this project) and oxen sick-
ness will reduce farmer income; first from higher operating costs,
second, from lower working power. Both project officials and Peace
Corps volunteers made mention of the fact that the oxen are considered
to be a status symbol in the village. However, these same individuals
reported seeing maltreatment of the animals, most often in the form
of beatings in attempting to get a tired beast to do some more work.

7. Students do not appear able to match their needs with the
available equipment package. Last year (1981), for example, students
were required to purchase an entire animal traction unit, including
a 10 inch plow, an implement not necessary in certaln 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
would be uvnnecessary for their home fields. The purchase of unneces-
sary equipment would reduce overall acceptance of the package. Low
sales of equipment, not shown in Table 2, to non-stagiaire farmers
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TABLE 7

action Analysis

Re{ggigce‘l/

22

23

25

27

1

Source:
Enterprises Development (FEED) PID, A

Assumgtions

Kolo Arrondissement

870 kg/ha millet (improved) /
394 kg/ha Cowpea (improved)
6.18 ha (initially); 7.4 ha
after 3 years, hired labor, no

off-farm work, unsubsidized costs.

Smaller Farm, Kolo Arrondissement,
same productivity for millet and
cowpeas. Some hired labor, no
off-farm work, unsubsidized costs
4 ha (initially) to 4.8 ha after
4 years

Northern Zone Farm
6.18-7.4 ha (improved)
600 kg/ha (improved)

a. no labor hire

b. 1labor hired

c. drought adjusted
Unsubsidized costs

Same as above except
6.18-6.8 ha.
Unsubsidized costs
700 kg/ha (improved)

‘Net

.13

.28
.17
.02

loss

Stier, F., Farming Systems Analysis, Farming Equipment

nnex 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 sever.l 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 1is the same,
however, for the sandy soils; the extra depth (power) provided by the
bulls is not necessary for most of the region. A newer donkey model
has been designed, but whether the farmers will accept it is not yet
determined.

9. One of the other blockages to the introduction of the oxen
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
reaching the farmers. As previously mentioned, the original set of
encadreurs we.e fired. In 1981, funding for Phase II of the project
was not received until mid-year, so there were no hired project agents.
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
collecting data for the annual report than for offering advice. 1In
1981 and 1982, GON was supposed to have supplied extension agents for
the follow-up service, but failed to do so. For this reason, NDDP
was forced to provide its own agents, who proved to be inadequate by
training and insufficient in number for the job. In 1982, NDDP hired
7 agents, one for each CPT. At the end of 1982, 3 were fired for in-
competence, During the season, each agent was to have made contact
with the ex-staglaires. Table 8 shows the breakdown of agents and
their contacts.

TABLE 8

1982 Extension Agents and number of Contacts

Arrondissement Number of Villages Number of Contacts
Filingué 33 51
Kolo 37 38
Cuallam 35 44

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
his contacts. Since project vehicles were located at arrondissement
headquarters, they were difficult to obtain for extension use since
the agents were based on the CPTs. The result was that approximately
half the staglaires in Filingu& recelved only one visit for the entire
1982 season; the support for Kolo was nearly as bad. The farmers
in Ouallam had contacts amounting to little more than one a month.

The proposed project rate was two visits a month. The lack of
infrastructural support is harmful to package utilization. A broken
plece of equipment, a needed pilece of advice, care for the bulls, etc.,
are cxamples of critical services needed by the farmers. Fallure

to provide these services reduces farmer effectlveness and, potentially,
his yields.

10. A tenth item related to the project's technical package
i{s the threshhold size of farms,needed to permit the farmer to cover
his increased operating costs.=" The NDDP project paper points out that
"the curriculum of the CPTs has not yet shown it can furnish support
services to project participants, and in a zone where roughly 70-80%
of holdings are probably too small for ox-drawn traction to be pro-
fitable. In parts of the project zone, northern Ouallam and Filingue,
there are the added risks of crop failure due to low rainfall, and
the possibility that increased tillage would exacerbate wind erosion."
(Annex C, page 48).

The annex continued on by saying that the CPTs had fortunate-
ly recruited students from the larger farms, and that efforts were being
made to make recommendations specific to each stagiaire's fields.
However, as of 1982, there is little evidence to show that the recom-
mendations have been made: the extension service has not been success-
ful; no measurements of staglaires', farm size was made for the 1982
season (individual plot silzes were measured so that yields could be
calculated), and the packages are still distributed, en masse, to the
CPT staglalres.

11. Lastly, the environmental effect of the traction units
should be noted. Traction packages can be used either for intensi-
fication or extensification of agriculture. If greater (deeper) land
preparation is needed per unit of land, the oxen would provide the
power to accomplish the task; on the other hand, it could permit the
cultivation of a greater land area. Provided that land is not a con-
straint, extensification poses no problem. 1In an area where land 1is
in short supply, and fallow plays an important role in maintaining
soil fertility and/or conserving moilsture, the introduction of traction
equipment will pressure the farmer to cultivate more land (he needs
more land to pay off the equipment costs), thus reducing the fallow,
and leading to environmental degradation.

1 Current estimates as seen in Stier's study put the threshold size
at about 6 ha. for oxen, 4 ha. for donkeys. However, only 33, 34,
ad 27% of the farms are 6 ha. or greater in Kolo, Filingue, and Oual-
lam arrondissements, respectively. (Table 1, Annex A, NDDP Project
Paper).



-116-

Partly because of subsidized agricultural inputs, Nigerien
hectarage of millet and sorghum increased from 2,194,000 ha. to
3,072,000 ha. and from 567,000 to 768,000 between the years 1972
and 1980, respectively (Mukherjee). If the land is well manured
and/or fertilized, the reduced fallow may not be as harmful. How-
ever, this is not the case tor 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 Lo this point,
used no more than 52% of the technical packege. 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
at the farmer level. Previous attempts at testing were either too
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 erphasis of the CPTe,
since their inception, has been upoun the oxen traction unit; 3) the
economic profitability of the traction was explored by Stier in a
previous study. She found that under drought conditions {1 out of
3 years) the internal rate of return is reduced from 17% to 2%. The
package is rot socially profitable at unsubsidized costs; L) the
package, under good field conditions, has produced better than aver-
age yields, but risk is increased sinre the farmer must farm in pure
stands rather than mixed; 9) accordins to original NI'D project data,
close to 70% of the fzrms in the region, which 1s already considered
to be marginal for agriculture, are pstentially too smell to viably
sustain the package. Fnarn expancior, on a regional basis, would cut
down on fallow acreage, and contribute to envircamental degradation;
6) the advantage of deep plowing provided by the oxen ic not exploit-
ed i1 most of the Niamey Department. The fragile, sandy solls require
only a "scarifiage" for preseeding lanl preparation; 7) while lacking
concrete data, there is evidence indicating that the cxen, relative-
ly unknown ac a work animal 1in the region until recently, are not
being properly cared for, This leads to a decline in the oxen's work
performance; 8) one major advantage of the oxen, yet currently un-
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
symbol by villagers. Thus, thc farmer may accept the packape for non-
agranomi: reasons; 9) the requirement of cash payment for fertilizers
certainly dces not help the success of the packare which, in part,
is largely dependent upon that input as n means to lncrease yvields;
10) all of the above reasons are balunced out by the fact that Lhe
failure of the project to preovide follew-up gervice has n large but
indeterminate impact on the farmer's nbility to use the package; and
11) NDD personnel arc aware of the current petential shortcomings
of the technologmical packape and poor extension service. Plans have
already been amde for the 1983 upricultural season to test various
cultivation practices, including double oxen traction, single oxen
traction, donkey traction and non-nnimal rolated practices. Plans have
also been made to strengthen the extension service.
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CONCLUSIONS

Civen the above reasons, the following conclusion is thus
derived:

1. There is no conclusive data to indicate that the current
agricultural technolegy package represents the best set of practices
for each of the agro-ecological zones comprising the NDD Project area.

Reason: The package has not been tested at the farmer level,
and the 1982 surver resiltc showed mixed results; package utilization
is less than 55% and low yields were obtained. However, credit avail-
ability and failure of the follow-up sxtension service influences
this outcome.

2, There is circumstuntial evidence to suggest that it may
not be the best package for certain zones, and that it appears to be
profitable onlv in years of normnl rainfall in those zones.

Reason: General discussicn provided by recent literature and
from Stier's study. Most of the Niamey Department has only marginal
agricultural land.

3. Until further farming systems research car be performed,
the peckages may be considered marginally acceptable in those zones
because of income earned from non-agronomic activities such as cartage
and oren resale.

Reason: There is no other substitute. Furmers can sell their
oxen at any time. It 1is conclusive, at this point, to determine whether
the full benefits estimated in the original Project Paper will be re-
alized. Future benefits will depend on any potential redefinition
of the agricultural package, the realized yields, and the acceptance
rate that it has among the furmers.
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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
maeking allowances for yield risk. Additional economic studies of
mixed cropping studies should also be included. Continued and initial
coordination with INRAN, ICRISAT and Niger Cerezls Research project
should be maintained sc 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 care 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 implementalicn of the APS project, in regard to
“he Niamcy Devartment, should be monitored. The basic underlying
premise of that proejct is that there exists a viable technological
package for which AbS 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 agricuitural package exists. The oxen traction
might be appropriate for the southern regions of Nigers; it 1s not
known, with certainty, that it is appropriate for the northern regions.,

4. A credit study is nceded to determine to what extent the
cash payment requirement by farmers to purchese 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 futurc agricultural progectc will cer-
tainly need to keep the lessons learned from this project in mind.
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GON CONTRIBUTION TO THE NDD CREDIT
AND OPERATING ACCOUNTS A1) NDD RECURRENT COSTS

C.2. Douglas Barnett, Agricultural Economist
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Report on the GON 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%Z in 1982. The country's
real growth rate has dropped from 127 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 1 shows the trend of the national invest-
ment fund in relation to the GON 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 FRI funds.
It is from these funds that GON coritributes its share of USAID
and other donor related projects. Mate that planned investment has
fallen from 26 billion CFA to T biiiion CFA.

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
Directer's Conference, Niamey, December 1982,
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Mission pointed out existing problems regarding the GON contri-
bution to the Niamey Department Development Project. As per
Project Grant Agreement (pg 86) GON 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". GON 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 million,out 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 GON deposit has also passed
when an additional 200.4 million FCFA was requested for deposit.
Thus, GON is technically 406.8 million CFA (131 + 75.4 + 200.4) in
arrears. Moreover, USAID/Niamey temporarily provideéd funds of
$958,000 from an unused construction line item to cover local cost
items that should have been provided for by GON.

The Purpose of the Study

Thus, the purpose of this paper is to explore the various
options available to USAID and GON to determine the best course of
action given the current circumstances. The following guestions
are thus posed:

1. How much money and resources has GON actually contributed
to the Project so far?

2. What is the likelihood that GON will be able to complete
its payments?

3. What are the alternatives regarding the re-structuring
of the GON and USAID funding of the project components?

4. Given the nature of the project, what are the esfimated
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 willrespond
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 11

/ctual GON contribution to date:

In this section, we will attempt to estimste what the
actual GON conterutlons to project have been according to the
original and projected figures (based on 1987 expenditures),
Second, we will explore the prebabili Ly of the GON making future
contribuitons.

Table 2 shows the contributions of both parties to date
by Grant Agreemecnt category. Not shown in the Table is the sum
of 35 million CFA that was deposited by GON as an udvance for
project, expenses , 85 it gets depleted, USAID reimburses this
fund., Consequently, this fund will not be exhausted until the end
of the progect at which tipe GON will not receive reimbursement ,
and the 35 mi“lion will be counted as a part of GON contrlbutlon.

Table 3 shows qctual vs, prcjected 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 indicetes thet AID's expenditures 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,
commodltles (equal to the Year I budgeted amount), construction
and "other". '

Tt 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 million 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.



Preliminary Results:

Table 2 - USAID and GON Contribution to NDD

1 through December 31, 1982

Total Budget GON CFA Actual Expenditures Balance
USAID GON equivalent
USAID 19822 GON 1982 USAID GON
$1000 (1000)
69 (2) 3 (4) (5) (6)
1. TA Personnel 2.484 -0~ -0-
A. Long Term 1.940 353 -0- 2.122 -0~
B: Short term 544 9
11. Local Personnel 62. 1.077 215.400 13 9.239 49.4 206.161
l
II1. Training 422. 520.1 104.020 40 4.486 382.2 99,534 ~
D
1
IV. Commodities
A. Equipment/Material 5.055. 725.3 140.060 1.206 434 3.849.7 144 .626
B. Subsidies 2.417.5 483.500 52.629 430.871
V. Construction 2.309 70. 14 .00G 889 4.409 1.419 9.591
Vi: Other 1.222 284 56.800 618 6.480 604 50.320
Subtotal 11.554. 5.093.9 1.018.780 3.128 77.677 8.426.3 941.103
Imprevu 400 150 30.000 37 -0- 363 30.000
Inflation 1.627, 1.576.1 115.220 -0- -0~ 1.627.7 115.220
TOTAL 13.582 5.820 1.164.000 3.165 77.677 10.417 1.086.323

—

1 Source: NDD accounting records.
2 Exchange rate: 200 CFA/1.00 as per ov

iginal Grant Agreement.

Includes Expenditures for August-December 1981
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_ TABLE _ 3.
Projected and Actual Expenditures for Year 1 and 1982
Cost Input USAID Projected USAID Actual 2’ GON Projected GON Actual
Year 1 1982 Year 1 1982
] 1000 CFA 1000
I.  TA Personmel ($1%§%) ¢ 353) ( ) (CFA 1000)
A. Long Term -0- -0-
B. Short Term 296 9
II1. Local Personnel 13.2 13 25 780 9 239
III. Training 27.7 40 9 200 4 486
IV.. Commodities 1 207.6 1 206 27 720 -
=)
A. Equipment 434 '
B: Subsidies 22 000 52 269
v. Coanstruction 406.0 889 8 000 4 409
VI. Other - 618 11 520 6 480
Sub-total 1950.5 3 128 104 220 77 677
Imprevu 37 -0-
Inflation L9.4 C 6 000 0
TOTAL 2 000 3 165 110 220 77 677
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.



-131-

Ability of GON to Complete Original Commitment to Furding

The funds for GON counterpart financing of projects come
from the Fonds National d'Investissement (FNI). Table L shows the
relative amounts of FNI funds invested into different sectors of
the economy for 1980. Note that in 1980 education had the largest
increase in funding over 1977-1979, followed by agriculture. In
total, though, agricultural investments were less than 9% of the
total FNI investments.

A reduction from 26 billion FCFA, however, to 7 billion
CFA will require substantial cuts. (Sce Table 1). Lacking better
date iv could be assumed that agricultural investment will not in-
crease beyong tne 1980 level of 2.1 billion CFA. More likely, it
will be reduced, but perhaps not as severly as some of the other
categories. The range of potential values for the agricultureal in-
vestment budget thus is estimated to vary from .63 billion CFA (9%
of 7 billion) to 2.1 billion. It would probably te more realistic
to say that the agricultural budget might be at around 1,05-1.b
billicn CFA or 15-20% of the total FNI.

Given the oblizations that GON has to other agriculture
projects (over 7.3 billion CFA worth of exterior agricultural aid
in 1980), it is difficult to see how GON will be able to continue
its previous level of commitment in light of the current, real
budget constraint.

Consequently, & 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 remainder of the project's life were made. The cost pro-
jections for the various project units were based on actual 1982
expenditures and partial budgeting calculations invelving such
items as personnel, enimal feed consumption, vehicle use, etc.
Concomitantly, based on an updated exchange rate set at 330 CFA
to US $1.00, an estimate was made as to how much fu,ther USAID
could support the project without any further contrikution from
GON, with the exception of equipment subsidies, which are to be
deposited into a credit fund account (explained below). The
results are shown in Figure 1 and Tables 5-6.
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TABLE 4.

Répartition des d&épenses du Fonds National d'Investissement
par secteur d'lIntervention: Annfe 1979/80.

¢ Rzports : FNI

SECTORS D'INTERVENTION : 77/78/179 : 1980 : TOTAL
Secteurs directement productifs 1 012 5 304 6 316
Agriculture, Elevage forét 112 2 000 2 112
Mines - 262 262
Industrie 855 369 1 224
Energie 32 1277 1 309
Commerce, Tourisme 13 1 396 1 409
Infrastructure &conomique 566 2 669 3 235
Routes ct ponts 151 1 109 1 260
Télécommunication et information 264 638 902
Transport et navig. aéer. 151 922 1 073
Infrastructure sociale 1 825 7 559 9 384
Santé 364 216 580
Enseignement, format, jeunesse 694 6 593 7 287
Hydraulique 498 389 887
Habitat 269 361 630
Infrastructure administrat. 1 180 2 942 4 122
Divers et non ventilées 194 660 854
TOTAL DEPENSES FNI 477 19 134 23 911

Source: Min . Plan, D.P.P. Service, Planif. région: FNI 1980
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Figure 1

Determination of GON Grant Agrecment Contribution Over LOP and

USAID Increase in Contribution Due to Change In Exchange Rate

Total estimated GON 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
198L W 35,000
1985 " .35,000
1986 " 20,000
1982-1986
LOP In-kind contribution 164,500
(A) Total 427,100
2. GON Grant Agreement Contribution
5.82 million x 200 Cfa =' 1, 164,000,000
less (A) projected contribution 427,100,000
(B) Belance 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
4. GON Balance Due (B) 736,900, 000
Leas U.S. increased purchasing power (C) 1435, 630,000
GON Recurred payment 301,270,000
Dol. Equivalent (330 CFA) $ 912,939
5. Sensitivity Analysis
GON required payment at 300 CFA 401,800, 000
(81,339,330)
GON required payment at 270 CFA 502, 330,000
(81,860,480)
(1) Table 2, Column 2, bottom line 200 CFA was original rate used in
Project Paper
(2) Current rate assumed to be 330/81 . The rate as of Feb.

was 345/81.

8, 1983
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TABLE 5

Preliminary Surmary of Budgeted Needs
For Project Years 1983-1986

(1) (2) (3) 1
USAID CFA (LC) GON FNI1

$ (Fx) (000) __CFA (000)
1983 1,647,000 576,993 15,300
1984 1,622,000 496,912 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 2
Less Balance (B) 10,417,000 85,000
(Table 2, Col. 6) '
Surplus/ 136,542 1,975
Sensitivity Analysis
At 300 CFA Exchange rate
Totalt _
1) + (2)/300 10,851,981
Less Balance (b) 10,417,000
(Deficit) (434,981)
CFA Equivalent h3Y4 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

‘Projeéted Fertilizer Subsidy Payments
by GON to Revolving Credit Fund

Year Actual or Projected ($1000) Actual
1981 325 -0~
1982 280 -0~
1983 240 n.a.
1984 250 n.a.
1985 250 ' n.a.
1986 250 _ m.a.
Total 1,59% _ n.a.

It is normally appropriate to include the original budgets
along with calculations lIn order to show how the annual totals
were derived. 1In this case, however, it was not possible to do so
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,

Figurc 1 shows that uncer the original Grant Agreement,
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 107 decline.

However, the situation appears to be different in Table 5.
Though the budget calculations, which involied reducing the contin-
gencies and inflation estimates while building inflaton into the
actual projected expenditures, it is demonstrated that USAID is
capable of covering GON Jocal costs line items, again, because of
the dollar's increased buying power. The sensitivity analysis shows
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-
bution) is incurred. At 330 CFA, a 5% cost overrun results in an
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:

1. Pay for all of the project costs through the advantage of a
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 GON to contribute nothing more to the operating
account thun what has alrcady 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 mnke the fertilizer subsidy payments,
AID can seek other options.

The time of the sccond mid-term evaluntion - at the end of 198k, would
be an appropriate time to decide the next course of uction, based on GON
adherence to the agrcement.

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 adjuspments.

Other project options which could be implemented now, or held for
consideration until the 198L evaluation, include:

1. Diminishing the project size through closairg dewn of the CPTs
or reductien/terminetion services for un arrondissement. Here, the less
productive ureas could be singled ont for cutting back or stopping pro-
ject activities.

2. Reducc the project's life by 1 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 and Recurrent Costs.

The Crcdit Fund and Fertilizer Subsidies

Although direct project activities are not hindered by the lack of
GON contributions, there is anotier fund contribution, required of GON,
that needs to be dealt with. The fund in guestion is the credit fund.

The original project design 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.0.N. and, indirectly, by AID commodity purchases.
Money generated by sales of farm equipment purchased with AID funds was
one source of depositc. AlID was supposed to purchase the equipment at full
price and tien, through the project, sell the equipment of credit to
farmers at .ne subsidized price. The credit fund would then be built up
by farmers who would deposit their loan repayments into the fund. The GON
was to have paid the balance (tae baluc of the equipment subsidy) into the
fund as well. Asl't turned out, GON sold equipment to the Project at the
subsidiwved price.

1/ As long as the Project purchases cquipment at the subsidized price from
GON, it has received an in-kind contribution vith the amount of the sub-
sidy (as per figure 1). However, the credit fund does not receive the
value of the subsidy and is thus reduced in size.
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The same situation wag gupposed Lo have been upplied to fertilizer
as well, but since 1980 GON has required thqt cqsh payments be mnde for
seasonal sgricultural inpuis, i.e. fertilizer. Insteed, cash payments
are made by farmers for fertilizer, and thesc payments ure deposited into
a fund that will be used to purchnse future fertjlizer imports. In this
case, GON is still required to puy the vilue of the subsidies.

The project imported $604,000 worth of fertiliwer in 1981 and 1982
and has sold approximately 42% of this stock according to project records.
Fertilizer is su. idiwed at about 15% of its true cost 1in Niger. Thus,
at the weighted e. ‘ange rate of LB CFA/$1 for 1981-2 at the time the
purchases were made, GON roughly owes the Project 47 million CFA on
fertiliwer alrecady sold, and another 65 million CFA on the remaining
stock. 1/

A recent visit by & credit consultant resulted in o recommendation
(see the Stickley Report) that two accounts be set up to k-ep the fert-
ilizer is still sola at the subsidized price on a cash basis, the funds
used to purchase fertilizer at the full price would quickly be decapitel-

ized, wiping out wvailable credit for equipment.

Consequently, assuming that fertilizer and equipment sules will be
kept separate (as the project credit manager intends to do), the impuct
of GON payment or non-payment of the fertilizer subsidies 15 as follows:

1. If the amount of the fertilizer originally projected to be s0ld
were sold, GON's totul contribution io the project would ballon to 166
million CFA. This payment would probably pose o financial burden on the
government. The projected fertilizer sales ir the original project paper
amount to $1.6 million. Since ¢.605 million has already been purchased,
the remaining one million, if all fertiliver were sold, wguld require a
current average annual payment of over 61.9 million CFAZ or o total
payment of oL7 million. In addition to the 247 million, a minimum 112 mil-
lion CFA is needed for the $605,000 fertilizer purchasc. When both sums
are added to the GON projected operating contribution (including continued
subsidized sales of traction equipment to the project), totul GON contri-
gution would then be 786 million (247+112+L27), or nesarly 67% of the origi-
nal commitment.

i/ (1 million x .75 X 330)/4 = 61.9 million

2 (60 million/r09,500) = 284, 09,500 is the cost for a traction
package plus oxen Tess o 10% down payment, This is nssuming u
100% repayment ratc.
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In this case, the appreciation ¢f the dollar has worked
against GON: GON's payment of the sub:sidy equivalent is dependent,
according to the credit agreement, upcn the lowest rate of ex-
change in effect at the time of the fertilizer purchage, 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 GON 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 frow the purchase, the number of people using the
credit fund could double.

3. By the end 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 gubsidized
price . With this amount, the project will be able to purchase
some 600 tons (at an estimated 1986 price of 220,000CFA/ton) a
level thought to be more than adequate for the Niawmey Depcrtment:

4, Several scenarios can be recognized:

A. 1f GON were to provide some means of insuring that the
credit fund for fertilizer 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 GON 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 VFaper (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 million 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. 1If,
for example, over the Life of the project, GON further reduces fer-
tilizer subsidies such that they cover only 50% (instead of 75%) of
the fertilizer cost, GON should be required to pay an amount equal
to approximately 1.€5 million CFA (§1 million x .5 ¥ 330) plus only
half of the outstanding 112 million.

i GON further reduces subsidies such that they cover only 25%
of the fertilizer cost, the amount then reduces to 82.5% millioq/(1
million x .25 x 330) plus one-quarter of the outstanding 112. —

The second interim evaluation in 198k 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 costs 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 course , dependent on the exact sales ang
exchange rates.
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SECTION 1V,

RECURRENT COSTS

Introduction
Recurrent costs are those which are defined to be:

"the set of annual flows of gross expenditures of the
government sand its agencies, in local currency or
foreign exchange, undertaken in order to generate socio-
economic benmefits in connection with the operation and
maintenance of a unit of installed capacity, regardless
of the source of finance of the expenditures in question,
domestic or foreign". (Cray and Martens, "Recurrent
Costs of Devclopment Programs in the Countries of the
Sahel"”, pg. 19).

A key point is 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
recurrent”" (Gray and Martens, page 18). All costs incurred before
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
between financial and economic (social) costs. The financiel
costuinvolves the valuation of resources at their face value, paid
prices. The economic cost 1s the real value of the good. Tor
example, the price that a farmer pays for his subsidized fertilzier
is the financial cost; the economic cost is the full price of the
fertilizer. The use of tariffs, market controls, subsidies, trade
barriers, etc. often result in economic costs not being equal to
financial costs. In dealing with recurrent costs, financial
costs will be the status quo unless stated otherwise.

Lastly, a useful measure for recurrent costas is the 'recurrent
cost coefficient (Rcc)", defined to be the ratio of operation and/
or maintenance costs to investment costs in a capital facility.
Similar projects should have similar Rce's and "borrowing' an
Rce from another project aids in the estimation of recurrent costs.
Unfortunately, for certain categories of projects Ree's, and
can widely - vary in value. Integrated
Rural Devélopment orojects tit under such a category: Rcc's have
been estimated to range from .08 to .43(Gray and Martens, pg. 33).
The study of four World Bank supported Rural Development prodects
in the Sahel revealed that their Rcc's varied from .10 (an Upper
Voltan project) to .25 (Maradi Rural Development Project, Niger).



-141-

St1ll, these ratios have too broad a range to derive any meaning-
ful estimate it may be better to calculate Rec's from individual
project components. A gsecond approach would be to estimate,
through budgeting techniques and projectious, 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
for project recurrent costs was derived. These reasults are shown
in Tables 7 and 8. They should be considered as rough estimates
and modified after next year's expenditures when a clearer idea or
annual project expensés will be Xnown. The recurrent costs esti~
mates are subject to five conditions, however:

1. Vehicle replacement costs were Tnot included;
2. Personnel costs for certain CON Civil Service
employees working in the project zone Were not included;
3. 1982 prices and costs were used.
4. TForeign exchange costs were not separated from
local costs; and 1
5. Regional fertilizer imports were not included™.

It is estimated that the recurrent cost for operating an
individual CPT (including fertilizer at unsubsidized prices),
exclusive of extension and vehicular support, is 7,706,000 CFA.
The estimate is probably low: government farmer training center
in Togo and the Gambia average between $2000 - 2200 per student.
The per couple cost at a CPT is §$1167. However, here, it must
be remembered that certain services are excluded from the esti-
mation. This CPT cost estimate has 166 excluded any revenue that
have been earned from selling CPT produced grain. Each farmer
couple is given an allowance of a maximum 500 kg of millet after
the harvest (10 tons/CPT). Each CPT cultivates around 20 hectares.
Consequently, production efforts that yield greater than 500 kg/ha
will result in a surplus, and generate additional revenue for the
CPT. The highest cost category in the CPT is that of training,
which includes a 3.6 million CFA allowance for the stagiaires

couples (47% of total CPT cost). Under the materials category,
jt should be recognized that animal feed and fertilizer are the

greatest expenses there. Togrther, they make up 1.3 out of the
1.7 million cost for materialg.

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 unita) is Extension, which consumes 387% of the budget.
This 1s because 60 million CFA is budgeted to provide material
for village level extension efforta. 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 probabl: 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 CP1'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

Unit Eséimated Cost1

(1000 GFA)

CPT 7706 x 10 77060
Extension SErvicé | 92980
Cooperatives ‘ 18000
Credit 9500
Inputs 21300
Woman's Program 0
Evaluation/Monitoring : 11250
Management 15330

Sub~-Total 245420
102 Unforeseen factors . 24542

Grand Total 269962

“330 CFA/$1.-.-onnoo...------.---.-o....-.--. es o $818’070

1 Exclusive of vehicle Replacement inflation, and certain
GON 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 GON Employees Not Included, except at CPT's.
Vehicle Replacement Costs Not Included.

CPT 1000 CFA Cost
Personnel: 1 Chef 60 x 12 720

1 Cadre d'Alphab&tisation 35 x 12 420

1 Guardian 22 x 12 264

1 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 Replucement cost (est. also, resale) 100
Animal Feed 1/2 ton x 180,060/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

Copstruction: Building Maintenance 30 house x 3000/unit 90
(Note: approx. 15,000 dep./house/year not
included here)

i
Vehicles: See Extension, Management Unit
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TABLE 8, contd.

CPT Sub-totals:

Personnel 1932

Training 3974

Material 1710
Construction 90

Vehicles 0

Total 7706 1
Approximate cost per coule (:20)
(at 330 CFA/S1 . eenvinvennneccnns

EXTENSION SERVICE - ALL CPTS

Personnelt 2 male, 1 female at CPT
(2 x 35+ 7 x 30) x 10 CPT x 12 mo.
Perdiems

10 CPT x 2 per. x 4 day/month x 1000 x 6 mo.

Training: Refresher course (est.) per diem
Extension activities
New agent training or upgrading
Vehicles: (est. from NDDP budget)

Material: Village gardens

Total

CO-OPERATIVES

Personnel (GON provided)

Training (est.)

Vehicles

Materials (village Dev. Fund)
Construction (provided by village)

Total

1 Excluding a 10 % provision for unforeseen items

7706

12000

480

2000

2500

1000
15000

60000

92980

20 N
300v
13000

18000

(1000 CFA)

$1168
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TABLE 8, contd.

Personnel (GON provided)

Training (est.)

Material (credit fund cstablished by
deposits of subsidics)

Vehicles (should be covered by CNCA
inteérest charges)

Conmtruction

Total

Personnel (driverc)

Training (driver)

Material (Inventory control)
Vehicles (est. operating exp.)
Construction

Total
MONITORING AND EVALUATION
Personnel (Enquéteurs)
Training
Material
Vehicle
Total

WOMEN'S PROGRAM

Expected to be merged with
Extension and CPT activities

Total

(1000 CFA)

2000

7500
0

9500

5000
800
500

16000

21300

4000

750
1500
5000

11250
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TABLE 8, contd.

MANAGEMENT UNIT

Personnel:

1
1
1

D

Director

Technical Director
Administrator/Finance Officer

1 Accountant

2 Drivers (A11 paid for
2 Secrectaries by the GON)
1 Inventory Control
Evaluation/Monitoring Officer
Planning/Program Officer

Janitors

Per diem ~ 5 pers. x 4 day x 12 mo. x 1000

Equipment (est. office supplies and

Utilitdes (est.)

Vehicles (est.)

Construction - maintenance

(B0 million/20 year)

Total

(1000 CFA)

90
240

6000

1500

3500

4000

15330
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Recurrent Cost Coefficients: Some Closing Comments and
A Comparison.

Given the current state of GON's economy and govern-
ment 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 secctors in the economy. It is not
unusual to find other projects in the Sahei 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 from shért-
falls (in fundings) allocation in this regard" (Gray and Martens,
Pg.200). Gray and 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 appropriatc for future consider-
ation of NDDP operations:

"Technica! 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 yet
perfected. Agricultural development projects have suffered
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), 1t has also afflicted health projects (village health workers
lacking sufficient authority in their village). Many of these pro-~
Jjects 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 cn models diverging sharply from classical education
(rural training). On the whole, the situation is related to tha
fact that project designers have generally under-estimated the
establishment period required by such activities, apart from often
failing to distinguish between the Phases of experimentation and
establishment proper." (Gray and Martens, ng.201).
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Thus, USAID may want tu 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~
logical package becomes (see report on the Technical Package).
As ment ioned earlier, other IRD projects have had Xcc's that
varied between .10 and .25. Additionally, the NDDP project paper
included its own estimates of current costs. Here, these esti-
mates will be compared.

Comparing Recurrent Costs

The estimated annual recurrent costs in the original
project paper (PP) vary from a total of $2.7 million (years 6-10)
to $8.1 million (vears 11-20). The reason for this hiph esti-
mate, especially in the latter ycars, is because $6.5 of the 8.1
million includecd represents rc¥1onn1 fertilizer sales which are
now considered to be too high. By adjusting the sales figures
tc $300,000/year, the long~term recurrent costs estimate (years
11 and bevyond) reduced to $1.8 million/year (1980 prices) a
1ittle mcre than double the estimate of .8 million (1982 prices)
made in this paper. However, vehicle, purchases, personnel, and
regional fertilizer sales were excluded from these estimates. By
adding in the PP recurrent cos® estimate of $462,000 and §300,000
for the vehicles and fertilizer, respectively, this figure now
jncreases to 1.6 million (.82 + .46 + .30). Table 9 shows the
comparisons of these figures and their calculated Rcc's. Clearly,
this project's estimate for recurrent costs is on the lower side
of the IRD 'scale' that ranges from 0.08 to 0.43. However, it
should also be remembered that some $5.5 million of the original
$19.6 million Grant Apreement wny supposed to be used solely for
the establishment of a credit unit. This exclusion of this fund
{ncreases the ratios by 40% (19.6/14.1). Second, GON is no
longer contributing the same amount of funding: if GON honure the
commitment on fertilizer subsidy payments, its total contribution
is reduced from 1.164 billion CFA to .786 billion or a difference
of 1.14 million (this figure was derived from combining the GON
contributions in Tables 5 and 6). In this case, the Rcc's increase
by 7%. Llastly, Rec's for individual project components were
estimated. These were based on the projected budgets made through
1985. Note that the Extension Unit has the highest Rec; 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 Cocfficiente

(1) Project Grant Agreement: $19.6 million

(2) Recurrent Cost Estimates 3) + (1
(3) 4)
Amount Rece
A. This paper $818,200 .04
B. Project Paper 8,124,000 41
C. Project Paper Adjusted
for Fertilizer 1,849,000 .09

D. This paper, adjusted for
vehicles (not adjusted
for inflation) 1,570,000 .08

“Preliminary

Recurrent Cost Coefficient for Project Components

Project Budget Recurrent Cost Rce
Total Estimate

Unit 1) (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 213,877 18,000 .084
Women 53,441 0 0
Management 493,012 15,330 .108
2,7610,0891 245,420 .088

1 Excludes GON fertilizer subsidy contribution to credit fund
and 10% contingency. Not adjusted for vehicles, etc.
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SECTION V

Summary, Conclusions, and Recommendat fons

in this report, four areas werc exanined: GON financial
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 GON, what
CON should actually contribute (the credit issue), and recurrent
cost estimates for the project after termination in 1986.

1t was found that GON has fallen short in their first year
contributions to the project, having deposited only a sum of 50
million CFA out of requested 181 million CFA for the project operas
ting account for 1982, and did not deposit the amcunr requested
for FY 1983. A similar situation exists for the deposit of an
amount equivalent to subsidies paia for inputs ~31d to farmers.
Second, it appears to be unlikely that GON will contribute the
original amount of committed funding: the national investment
fund has bcen cut from 24, of which agrioclrure composed 9% 1in 1980,
to 7 billion CFA. third, it was determined that, in fact, USAID
could pay for the remainder of the projec’ operating expenscs due
to an appreciation in the buylng power o1 the dollar (from 200 CFA
to 330 CFA/S$1) without additional funding as long as the do'lar
does not depreciate. The input subsidies and the credst funds
were discussed at length. The real cheice that GON inces is
either to reduce the fertilizer subsidies ¢r hoior their commitment
to deposit .he equivalent amounts in the credit fuuu. O.herwise,
fertilizer purcuases will have to stop. Fourth, recurrent costs
were estimated for an individual CPT and the entire projecc.
The operation of one CPT is estimated to .ost 7.7 million CFA, the
entire project would cost 270 million. Compared to othier IRD
projects, the NDD recurrent cost coefficient {(Ree) O, is low, but
it was noted that certain expenscsa were excluded from the analysis,
and that certain services werc -, be taken over by cxisting GON
agencies., When adjustments were mode, to account for these
differences, the Recc figure was not much different than the Rce
value calculated using estimates (which also adjustcd) from the
original project paper.

Rccommcndq}jfyqz

Given the above analysis, it {s recommended first, with
respect to the opcrating expenses, that:

1. the GON contribution for operating expenses be
reduced so that no additional funding 1is required.
The 35 and 50 million CFA deposits already made
plus the subsidies to be paid on the animal
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scason, it should be required to pgy the cglculgted
amount of subsidy, based on the anrual usage or else
face the options listed above rzgarding CPT closure,
premature fund project closure, etc. The exact
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.

Third, with respect to the recurrent costs, no specific recommenda-
tion is needed at this time except to note that they should be
periodically reviewed with the participation of GON and updated to
provide more accurate estimations.
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1IFOR; TICIES SUl LS CPT
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ST.GC DI FOiU..710l
- Lo vie du cenire rcpose our
rction, discipline otc...

lez stogicires § orgenisation, collabo-

- Le programw coprend plucieurs dor~ines. lgriculture (nouveclles

méthodes de culture), slphabeticution (cpprendro & lire et dcrire
danc sa lmxgue), sotit dlevoge (volr.illos...), eoau: et forfts, scntc
et climentction, fonctionrement des coopbretives et cridits

-~ en cours de ct.ze, plusicurs virifications pour voir si le sto~-
gicire o bien corpris co qu'on lui enseigme.
-chequo couple est logé dems une cooo goni~pailloto (v

tarras)
peut prendre avcc lui ceux enfants au maxinun.

- chaque couple
-~ les fermes ooni stogiaires A port entidr. (avec un progriine spécial).

quipée de lits

-~ La cuisine oot fcite on coemun, p-F groupo de femmes, pour ne p.S

les immobiliser toutes.

- Il y ¢ 20 000 f por couple por rmois : 13 000 sent destinéc a lc
nourriture ; 4 000 cont remin oux stagialres (2 500 & 1thome,

1 500 & la ferre) ; 3 OOC F sont congervie pour la Tin du 8tage ¢ s
1z récolte est ncuvaise, on achiétec des vivres pour les stozinires ;
alle est bonne, cetic sorme servira 2 1'achat petit équipement,
d'engrcic et pour 1tasuurance des anin ux.

— 2 la fin du stoge, lee coujles dont li: conduite ou le traviil n'aurert
p:s donnd gatisfoction ne recevrcnt pos d'¢quiperent. L'équiperent
derondé per le stozi.ire en fonction de ses besoins cct dors 2
ercdit : le prét dcucnde un . port pargonncl do 10 “ ot doit Etre
ramboursc cn 4 ths por _cheances -gilec; 1o coop-re.iive g r.ntit le

rerboursement du pr8t.

ROLE DU ST..GL.IitS A SOI' RUTOUR .U VILL.GE

— C'est le cooprative i envoie lc ctogicire et cautionne ton _rét
b ¥ K

— 11 est form$ conre représentint e aon Gulle

iv..tecurss et cultivatrices dce

G'pendi ge dlergriis; vicite 4¢

Kliorés, de cuizinej parti-
alph.bStisation; jection

—~ I1 doit foire profiter les outres cult
sa fornation:dénmonstritiorsde rw tériel,
ges chonpo 3 démonstations dc foyers nn
cipction aux orgonigations villageoise;
des coopérativoi.

t 4 1'Clevage des voladlles, clles

- 84 les formeo n'intéreascn
guelques pouscs qu'on croiaera {vec aes conl

pouvent opportor cvoc ollus
de raco.

- Lop fermos apporient les semcnces pour lours culturce dc ciwe, y{'
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NOTE D'IFORILTION SUR LT C:OLK L&S STAGIALws IES CPT
19  CONDITIONS D FOUATION

- Lo CPT eut un centro de <ariation destind i rocevolrr ot 4 fo.oue.
€3S couples paysa:s capables d'aocopier la vie en corgmunaute aiasl que 1o .oave=
llecs tochriques d'anrilioration wo l'cxploitation ugricole,

- la vie du ocntre roposo sur lus stagiaires oux~mBncse Or wiisae
tion, ocollaboration, disoipline otoees

-~ La Programmo du ocntro coimp.oond plusiours domaiacs dfiatorsveiic.
agriculture ( nouvelloo méthodes oulturalus) , Adphabétisation (apprentivsa~e ..
lecture, d'éoriture, de omloul dans la laiguo maternolle), potit élevage (vol.ili..)
Eaux et For8ta ( plantation et protection doa a.rbm:), éducation sanitairc ot
mutritionnolle, fonctionnomcont dos coopcrutivo, Crédits otoes.

= Au oours du stage plusieurs veiafications do contrdle de :uv.ac
pour voir si lo stagiairo a bion ocoteris a cc qu'on lui ongoignaa,.

« Chaque ooupl: est loge dails uno cusc sori-paillottc nais uoit
a_portor sa lampe a pctrola.

-~ Loz frais d'ontrotion dos staiuiree sont pris on chur'e a0 i.
»
Projet ot lour gosiion coufiée aux stagiai.os cux~mSmcs,

= Lo cuisino vet faito on ocommun par grouno lc femacs

- 4 li fin du stage, los oouplaos dont la oonduitce ou 1o tr:vail
r.'auroat pas donn: satiufaction no scront pis dquipés,

= Lidéquipcient "domanié p-r lc stagi-.irc on fonction Jdo a2t Wil
cst dorué & orsuit - L'acquisitior du pr8t on mitériol agricolo cxize w. ~.phuLo.
personaol on viusur 4 la CUCA ( actuvll.rxnt ( 10 %) que le otigicire 2.t tuanug

de verser aupurava:ie Lo pr8t st rc.bowsablo on 4 annécs d'echéuicce cgul.g, 1
ooopérative garanticsait lc rocouvrement do ovs échéaaccs,

=~ Trafio interdit pour unc raison queloongue du matéricl ogrico..
ot 123 animaux mais plutdt prendru osoinl d'oux pour wic reatabilication rid
ds l'oxploition fanmilialc,

vl o

- Coastitution dés 1. tién do 1l'iivernago Jdes stucks d. foin. o

d'aliuonts ooncontrds ( graincs dc coton, son) pour lee animaux pour 1. 1 .2
de soudura,

- Br ons do mladio, préve.di. l'inficaior dfeicvige o ziuc - Ll
pour atcoa oignor los udmouxe

4


http:r.'auro.nt
http:voi...iA

III.

= 3i lue {ommcc o'intercoacnt & llolevage dos volgillauy olles
pcuvent, apporter vec cllus quelques poules qui scront eroitées avoc dok cogs (i
raCo

- Leoc fommos doivuent cpportor egnlomont los semincos pou 1ou
culturcs J¢ cansos ( oscille, somBo , B¢3umu Ot@ess)e

- Enfin, tout stugicire nc cc coutormnt p.6 au réglenc.t iutory ur
du ccatro peut 8tro cxclu & touat moment ct reaic & son vill (T Lans aucw: wiudlaosm
Zemont o

= Il ost institué un fonls de rouloment au iivenu do civgas CP7.
Co fonds qui sora soutcnu pir duG apports de production annuelle servica o ato-
finzneer lou cuittee on cas du rot'i*a.xt_ du Projote

= Pour .ssurur lowr subsigstriica, wic partic dc lo prowwuctio: ...
Jistribudo aux staygicircao,

2) CRITL S Wi CHOIX LU STAGIAIRE

- Etro volontair: ot clwisi par son Q... On 2ocCOrC avec 1 coopd=

rative ot 183 parcnts -~ Pour cola l: cooperctive dovra répoaldrc cu pourcenicye .

reabourconcent do prdts dont les imp:yéc ~nmuelc nu doivont pas oxcéder 10 % o

- Btro sérioux, Ignuiiqus, travaillour ot ouvert aux innovatios.s
-~ Btro chof d'oxploitation ot chof do famillc 8pé du 25 a 49 .

- Dispossr suffisamiuit <c terro ( 4 a2 9 he) ot on cac ¢'aulc

farmilial, obtonir l'engagonent forme dus paraate on vuo dfappliquer 1'viasesble

~

thémee tcchiuiquus' sur l'axploitation familialos

——

= Chaque couplo ne peut amuier avee lui que 2 :nfants au noxi.ui,

1o plus 8¢ no dovaut cxceéder § ana ( scolarite ).

- Lo fomne vicint au CPT au o titre que lo muri ot Joit p'r cule
séquant aocepter de travaaller dans leu memcs coiditionse
Dans cos conditions il .ot Tart oblijution au mnrl ulacc.;ter 1
participatio; do sa fame awx dirférentoes activitise
.= Los paysang cywut déja bénuficic d'uno foriction au Cel'eds o ic
N'Dousz~ ou cu contra du kiniaba ne scront pan propusés .
e Lus détenivurg Jdos unitéa e culturo attulee sont dgal. av ux -
muis peuvent pretoaure a une foruation specinle.unt orZwitsee & leur Ltlalo
« Ly Vili e dovra chorcar 2 ptojliires ot 2 Suppléfec.: (ui ..

romplaceront un cis du dusistoiite

. eenfenn
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3) ROLE DU STAGIAISC A SON RCTOUR AU VILLAGE

Ly 'T»C'est la coopérative et lc village qui choisissent et envdient
_ le stagigire en formation au CPT
v =~ C'est la coopérative qui garantit le pr&t accordé au stagiaire
pour son équipement,
- En retour le stagiaire tout en travaillant son exgloitaticn op

1l'exploitation familialc dpit faire proriter les autres paysans de sa fermatior, :

o démonstration du matériel agricole

. " d'épandage d'engrais

. " d'emploi du fongic:de

o conseilo d'utilisation des semences améliordos

. " d'apport du fumier au champ,

° Faire vigitor goas propes champs et on cas do néceasité tenir
des réunions d'information et mo rondro ches les compatriotes qui le decmandent
. démonstration de foyors améliorés
o Alphabétisation, gestion des coopératives etc,.,.

= Il doit toujours 8tre ouvert A la Population du village en par-
ticipant pleinement aux activités villagooises on suscitant les villageois i une
meilleurc prise de consocience pour le développemont du G,M,

= Il arrive bion souvent quc lo gtagicire manque d'aide famial
Rour arganiser son travail dans 1'axploitation. Il peut faire recours au villago
powr demander une aide, lisis Buparavant il doit se faire aider per son épouse qui

&: regu une formation danc cs scna,
= Le fait qu'un dos boeufs noit faible ou melade ne doit pos donnor

l'occasion au stagiaire do retournor & aes méthodes traditionnelles. Ur bocus geul
peut officacement travailler au champ . Il ouftit de lui attcler un Jouguct, uxn

canudien 3 dents (scarifiage ) ou une lame soulcveuge sarcleuse ( sarclezce),
et sarclagev

- Dans le cajrc de la mainteronce du matériel &gricolc vulgarisé, w
certzin nombre d'artisans ruraux dont les sorvices somt trés précicux ont ctu formée,
Pour cc faire les coopérativos doivont prencre attachc avec oce artinanc pour fonise
confectionner cortaincs pidcos 2 usage courant A mettre A titre onéreux a le
disposition de lcurs mombres ot plus epécicleicent lcs cx-stagiairce . Ccla évitera
des attentes inutilos au niveau de lu centrale d'apiirovicionnement et une immobie

lisation injustifiéc du matéricl,

\g‘\
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REVUDI Niamey, lo 2 décembre 1982
D :
PROJET L ANNEX 2  pp. V-VI.

ne &-S-EM/ 82 Le Directour du Projet Productivité

) §

Messieur les Coordonnateurs d'Avrrondis-
seaent de I

11t
PO R
HQop
[ i 2l
O
=t
Q>
ax
=3

Objet s Recrutement
Agnt de vulgarisation

J'al 1l'honneur de vous demander de vouloir bien premndre toutes
los dispositions utiles, pour organiser dans les chefs lieus de vos arron-
dissanents respeotifs, en collaboration aveo les callules Suivi et Evalua-
tion, et participation fﬁninina, un test de présélection, ecn vuade recruter
des agmnts de vulgarieation pour lo ouivi des paysans moddles, pami les
ex-él2ves de 1'enseignement secondaire. Les dates des tests sont les suivants

- Say le 10/12/82
-~ KOLO le 11/12/82
- OUALLAN lo 13/12/82
- FIKINGUE lo 15/12/82

Le nombre de places offertes oat fixé & s

a) 12 pour les agents do soxe féminin repartis comme suit 3
- Filingué (4)

- Kolo (3)
~ Ouallam (3
- Say (2)

b) 8 pour les agentas de sexe masculin repartis comme suit 3
- Filingué (2)

- Kole (3)
- Ouallem (2)
~ Bay (1)

Peuvent faire acte de candidature, les citoyer.s ou citoyennes Nigérien (Mes)

* ayant 22 ans au noins et 35 ans au plus pour leg hommes

et 20 ans & 35 ans pour lea femmes.
* Btant ressortisesantes, de l'arrondiseement dans lequel il ou lg‘()

elle nose sa candid:ture.
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] Sachant parler, lire, ot écrire courament so!'t le zarma, soit le
peuhl (Say) sokt le gourmantché (Say), soit le Haousea (Filingué)

* Ayant de l'oxpérience pratique sur le terrain, pendant au moins
deux ans dans les actions de cdéveloppement rural.

# Ayant normalcment atteint le niveuu de la chasso de 5 &me de 1'école
secondaire, au sachant parler, lire et dorire lo frangais & un niveau équivalaent.

Dans leo procédures de ‘sélection; une préférence sera accordée aux

candidata ayent 1

Pour les hames ; déjd reguSune certaine formation teshnique dans les

méthodes wulturales eméliorées principale:ent pré:onisdes par le pmojet pour le
mil, le sorgno, le niébé et la culture attelée.

Pour les femes : déjd reguPBune fomation technique dans un domaine
pertinent. & leur futur travail, tels que l'agriculture l'éducation nutritiomnelle
1a santé maternelle et enfantile, les arts ménagers, l'alphabdtisation ou 1l'ani-

nmation féinine.

LE DIRECTUR DU PROJET FRODUCTIVITE

A2 LIATION ¢

~ PUWPST WIAKRY
SALEY  MOUSSA
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ANNEX 3 pp. VII-XII.

€9
SEMINAIRE DE LOSS A Docimant N &

BYNAMISATION DU LOMNDE RURAL s STRATEGIES DE KETHODES
17-22 Janvier 1983

iuciovtc -

La défini*ion des otjectifs pour la fin de la deuxié;e phas®du prujet re—
monte déjN A plusieurs anndes ; entre temps, certaines conditions de 1'envirwsnement
ont évolué, en particulier, l: récessian écanomique mondiale a une incidence impor-
tante sur les ressources budg.'taires tant nationales qubxtérieures ; de plus, le do-
cunent m8me du proje: présente certains volets de fagon assez vague ; €afin, lee
p..nidree soérations menées depuis le début de la seconde phase indiquent déjd quel=-
ques réajus‘aments 3 opérer. C'est pourquoi, & partir du bilan de la campagne 82, i1
a paru opportun de réviser et préciser les objectifs fizés pour la fin du projet,

salon las huit volets de la convantion.

1. MISE IN PLACE D'UN _SYSTEME DE FORMATION/VULGARISATION

14, CRT

La fomation irntensive dans les CPT se poursuivra cette annéde, par wme
extensicn avec l'ouverture de trois nouveaux centres et jusqu'd la fin du projet
3 raison de 200 couples par an, soit un effectif total do 600 couples d'ici 85 ;
ri on ajou-e les 140 couples formés en 82, on atteint le n. 1bre de T40.

A priori, aucun obsta~le ne devrait limiter cet objectif quntitatif t la
damande se fa.* mfme pluc forte dans les villages prur cette fonmation.

Quan* au programme de “urmation, la dominsAte restera, bien sfr, 1'amélio-
ration de la proil-“ion agricuie grice A& 1'apprentissage de th&émes techniques ocan—-
cernant la culture au zil, du iBbé rt du sorgho, ainsi que les cultures de case
en vue dfatteindre 1'qu ~uffi1.>~~~ alimentaire. Mais on ne se limitera pas & cet
aspect ; on visera aussi toutes les qualifications qui peuvent développer les per-

fomances d'un exploitant agricole.

1.2. Vulgarisation

La vulgarisation prolonge la formation dans les CEFT, mais elle la déborde.

En fait, la stratégie du projet dans ce domaine camprend troie approches.

1421 Suivi des anciens stagiaires

1.,2.1.1 Hypothdses pour les projections seront danc formés dans les CPT. Em 1982,
avec un dispositif de suivi encore précaire, 34 % des 150 stagiaires ont appliqué
l'ensemble des thémes techniques. En améliorant ce dispositif, on peut eacompter une

progression de 5 % par an dans gette pratique ; de plus, certains stagiaires appli-

%

quent certains thé&mes seulanent, mais ce n'est pas négligeable pour la production. Donc
gl:balanent, d'ici €5, on peut estimer la moyenne des staglaires pmatiquant des techni-
ques améliordos A 60 %, 3t LY srumYag e




ANNEX 4  pp. XIII.-

[A0JoT PRCTUCTIVITS ALY
CELLULE FOURMATION
Ne 4
APPUI  AUX . ORGANISATIONS VILLAGEOISES AUTOGEREES
ACTIONS VILLAGEROISES DE DEVELCH?&[ENT

METSODE 1 APPROCEE

La ceavention du projet prévoit six volets ou drmaines d'action qui détermi-

nent les abjectifs 3 atteirdre a la fin du projet 3

1- fomation intensive de couples paysans capahles de fiffuser les techniques

de culture améliorées i,
2- appui aux gervices de vulgayisation j
3= appul aux organisations villageoises ;
4~ gystime amélioré d'approvisioxmanmt ot de crédit ;
5- meilleure participation des feammes au développement ;

6~ programne de recherche appliquée.

Deux de ces volets reatent assez mel définis dans le texte 2 1'appui aux
gervices techniques et 1'appui aux orsanisations villagsoises. Pourtant, ce dernier
objectif, en particulier, le moins présent jusqu'ici dans les progr&mnes du projet,
constitus le coeur m8me du projet vors lequel convergent en fait tous les efforts des
autres volets, I1 est denc indispensable gue 1'année 83 marque un pas igppnrtant dans
."cetta direction, séus peine de voir le prejet sérieusement amputé dans see buts. On
prrpese ici une démarche préparstoire A ces actions afin qu'elles g'enracinent selide-
pent dans le milieu rural.

1° Précantions géthodologigues t

- en demandant, directament, a des villageois de quoi ils ont bescin, on
aboutit 2 une liste indéfinie de désira que personne ne peut satisfaire j
du coup, l'espoir éveillé par la yueation retcmbe, dégu ;

- 1la démarche proposée congiste & faire un ddiour qui pepmetue aux gens de
parler ou de reprendre la parcle en responsabilité~

- cette démarche est longue i i1 sTagit de mfrir une décision ce qui demande
du TEMPS (-n ne tire pas sur une tige pour la fzire pousser ).

-~ pour utiliser au pieux les ressources numaines disponibles, 1'équipe
d'arrondissement pout se gubdiviser en 3 groupés de 2 personnes prenant
chacun en charve deux villages.

2° Les &tapes

a) choisir 6 villages qui semblent particulibrunent dymamiques en raison de

différents facteurs 3
- leadexrs traditiormels ou naturels (chef de village, sarkin samaria,
ancien combattant, instituteur, commergant, présidente AFN, notables..
- nrganisation ou capacité d'~rganisation (coopérative, centre d'a lpha-
pétisation, équipe aportive...). :
- cohésion inteme.
- initiatives cu idées.

Ce choix peut se faire en salle et rapidement, en fonction de la connzis
sance empirique et intuitive que chacun des cadres a de 1tarrondissarent

1o
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IX.

1.2.2.4. "Portes guvertes®

Un effet diffus de vulgarisation sera atteint par les opérations "portes
ouvertes™ qui fonctionneront dans deux sens 3

CPT/environnement : le (T doit s'ouvrir sur son voisinage immédiat et
1'entrainer d:ns son eftort pour améliorer les techniques de culture.
Villages/CPT : par les visites des villageois a4 leurs stagiaires on
présentera les thdmes techniques ainsi que les perspectives de formatian
des CPT.

On envisage au moins une cpdration dc¢ ce genre par an et par CPT ; coxme
11 ne s'agit que de sensibilisation, i1 ne paral‘ pas nécessaire de chiffrer 1'im-
pact de cette action. Toutefois, en canptant une quarantaine de personnes par visite
au moins 40 x 10 x 3 = 1.2uJ paysans visiteront ainsi les CPT.

1.2.2.5 CONCLUSION

A travers ce systime de vuigarisation, le projet peut atteindre, d'une
maniere directe ou indirccte, environ 7.000 personnes, sans parlet d'une information
plus ou moins diffuse 2 1l'occasion du " pcrtes ocuvertes" et des tournées de recru-
tement camme de suivi des ex-stagisires. C'est sensibliment l'effectif prévu par la
convention du projet.

2. RENFORCEMENT DES SERVICES GOUVERNEMENTAUX D'APPUI & VULGARISATION

L'objectif de ce volet est de rendre les services techniques plus ef-
ficaces et capables de prendre la rel?ve au temme du projet, Dans ce sens, le projet
met & leur disposition un certain nombre de moyens t bureaux et logements éguipés,
matériel de vureau, ainsi que des véhicules et du carburant ; de plus un programme
de formation diversifif qui s'étendra jusqu'a la {in du projet ainsi qu’un systdme de
réunions régulier viseront A répondre aux besoins de cadres, en particulier § pro-
gramation réaliste et précisg des opérations ; contr8le et suivi réguliers, sanc-
tionnés par un systdme rigoureux de rapports ; évaluation permanente des actions
capable de les réorienter ~» .. le Loscin,

Par ailleurs, la politique nigérienne d4finie par la société de dévep—
panent, précisée par le séminaire de Zinder, vize 3 transférer progressivement un
oertain nombre de responsabilités de l'administration aux organisations villageoises
ce déplacement du pouvoir de décision damande aux cadres de reconsidérer leur r8le
et leurs tiches ainsi que leurs méthod s de travail ; le projet aider~ a cette
reconveraiaa des mentalités,

En fait, ce volet eat dtroitement 1ié au suivant puisque 1l'appui aux
services techniques n'a d'autres fins que de renforcer les organisations villa~eoi-
ges qui sont leurs véritadles destinataires ; 11 est donc subordomné a Al comne
le moyen 4 la fin,

3. RENFORCEMINT DES ORGAIS.ATIONS JILLAGHDISES AUTOGEREES

Gr volet constitue 1'un des trois grands buts ultimes du projet : en
effet, 81 le nildeu rural ne p'organise pag sous forme d'auto emcadrement, d'4ci la
fin du projet, la plupurtdes efforts des autres vclets risquent de #'effondrer fau~
te d'un terrain favorable pour les recevoir et leu mupporter ; de plus, au teme
du projet moins que Jamais, le scrvices techniques n'auront les moyens d'aider a
cette organisation.
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3.1 Objectifs |

Malheureusenent, la convention du projet a laisaé les objectifs et les
moyens de ce volet dans la vag:: ; du coup, rien n'a 4té fait jusqu'ici dans ce
damaine ; et il devient trds irgent d'entreprendre quelque chose de concret dans
ce sens. Souvent an a cr¢é des structures avint de saboir leur xaisan d'8tre. La
meilleure voie pour leur redonner vie et corsistance ou pour donner naissance 3 de
nouvelles organisations --‘’.lajeoises semble 8tre qu'elles s'assignent une tiche da
développament 1 c'est l'action & réaliser qui justifiera la structure, Il ne s'agit
¢videmment pas dhctic:: ponctuelles, mals d'opérations capables d'effet d'entraine-
ment, pour répondre aux besoins des villagwois.

3.2. Indicatéurs

La création d'1 vu 2 crganisations villageoises autogérées par arrondis-
gement et par or. — soit de 12 2 24 au teme du projet — seuble une ambition a la
fois modeste ‘.t réaliste, cependant significative.

D'autres indicateurs marqueront le progrés vers l'accomplissement de cet
objectif du volet 3

3.2.1 Gesticn d'un bon systéme de fo tion/vulgarisation

Les centres de formation sont censéss passor progressivement sous la
tutelle des organisations villageoises ; une attention partioculiére doit
8tre portée 3 leur capacité d'autofinancement : une prise emn charge fi-
nancidre d'au moins 75 % sembie un objectif reisonnable. Pour la fin du
projet, on vise unc participation active des coopératives au recrutement
des stagiaires, 2 la gestion des centres de forma.ion (matérielle camme
pédagogique), ainsi qu'au suivi des anclens stagiaires s'intégrant dans les
structures des organisations villegeoises au retour de la formation.

3.3.2 Actions de développament : elles visent 4 conduire aux orgahisations vil-
lageoises proprement dites dont elles seront le coeur et le moteur. Initier
3 actions - par exemple : centre d'alphabétisation, gestion d'une boutique
ou d'un magas_. w. 3:vadge, audnagement d'un puits étc... - par arrondin-
sament et par an semble réaliste, si ca veut Gd'elles soient réasllement
choisies et promues par les paysans, sans téléguidage ni substitution par
des services tecinlques. Soit un total de 36 actione.

3.2.3 Remboursement des ¢réiits a3 90 %

3.2.4 Livraison des intronts & temps et en quantité.
3.2.5 Intégration des fernes au développanent : gestion de 30 moulins & mil
ot de 5 dAc r*'quu-en par des caoritéds auxquels des f{emmes participent ;

crédits accordés i des groupaments de fammes dans 10 villages ; production
de manuels sur le senté et la nutrition ; petit élevage dane 5 villages ;
diffusion des foyers améliorés auprés de 1,200 couples.

4 &5 Systéme de fourniture de crédit - systdme de livraison d'intrants agricoles
Prois missions €. .- . actuellement ces deux volets d'une fagon particu-

lidre ; il a donc semblé préférable d'attendre leurs conclusions pour
refomuler les objectifs pour 85 dans ces deux damaines.

6. PARTICIPATION FEXILINE AUX ACTIVITES DE DEVELQEEERTNT

6.1. Pormatian/vulgarisation

6.1.1 Forpmtion dans les CPT

2
Les femmes recevront uns fomation spécifigue dans les domaines ’9
suivants @




6.1.2

X1/
..5..

agriculture : essais sur les cultures de case ; création d'un fondas
de gemences sélectionnées de culture de case ; initiation
4 la culture attelée et aux autres thdmes technigues sur
les champs de mil, sergho, niébé.

alphadbétisatian & elle sera centrde sur le calcud et l'apprentissage
de la gestion ; on £laborera des supports pédagogiques :
manuels ern langues vernaculaires peur la nuttrition, les
foyers améliorés, le calcul, et les techniques agricoles.

= ganté & nutritiaon : grfoe aux intorventions mensuelles du service da
santé d'arrondissarent, on initiera les femmes au ler
niveau de PMI, apprentissage & préparer la bouillie, 2

filtrer 1'eau

élevage : de lapins dans deux centres ; construction de poullail#%
lers

- couture 4 la main.

Vulgarisation

12 fammes seront récfutées début 83 pour suivre les anciennes staziaires

dans les villages pour tous les aspects de la formation regue aux CPT. On prévoit
des défections et donc un renouvellement partiel de ce personnel chaque annde.

6.2

6.2.2

6.2.2

6.2.3

6.2.4

I8

8.
8.1

I1 faut explorer ies moyens de déplacement de ces vulgarisatrices.

Orgaaisations villageoisesy

Comités de gestion

- création de 30 comitds pour la gestion des moulins ;

n 5 " " des décortiqueuses,

Foyers : iorée
Diffusion auprds de 1.20C ~ouples.

Actians villageoises

Création de camités de fames fomdes dans b Villages.

Systime de fourniture de créditg/intrants
Crddits accordés A des igroupes de femmes dans 10 villages.

SYSTEME DE CCORDINATION/SUIVI A& EVALTATION

Ce volet gera défini ultdrieursment

PROGRAIME DE RECHERCHE APPLIQUEE

Prograpme d'essais sur les thimes prioritaires (ceux qui reviennent de
plus cher au paysnan)

- culture attelde : 3
- engrais : 4
= culture pure t 3

asgais ;
n

n

v



8.2,

8.3

Xil.

- b -

Alder au systime de vulgariation

par une collaboration avec :

- gervice de l'agriculture ;

- les CPT et les agents de terrain ;

- les organimmes de recnerche ( INAAN/ECRISAT/FAO/PK)

-~ les autres cellules du projet.

Assister le PPN pour l'utilisation des peasticides

3 essais réalisés avec la collaboration de la PV
pour tester les pesticides préconisés par 1'UBAID.

<






24
2.14
2.1.1.

2.1.2.

2.1.3.

2.1.4,

2’2'

X1v,

Coordination des celivles
CPT/Vulgarigation

Lo maftre d'oeuvre de ce volet est l'agriculture ; l'appui du projet

par ls cannl des cellulen do formation, particisztion {éminine, dvaluation
et suivi (ainsi que crédits/intrants) eat ocordonnde par le Directeur
des opératicns techniques,

Deux conseillers pour les CPT et le suivi des anciens stagilaires se par-
tagent la zone du projet. Leur t3che ounasiste A :
~ vérifier que toutes les diopositions asont prises pour llexdécution
des activitds prévues ;
~ gulvre l'avancement de la campagne agricole ;
~ enregisirer les problémes ;
-~ songeiller les agonts de ouivi,

Cn propose que le départemental de )'agriculture, 10s respongabvles des
cellules concerndes ot los deux con-elllers se réunissent tous les ldme
Kard®du mois sous l'autorité du directeur des opérations techniques,

Four mémoire, voici la linte dos réudiens inetitutionnelles de cegr-
dination 1

- réurion dlarconiissenont 1 25 du mois ;

- réunion ddépartezentale : 5 du mois ;

- rdunion de la direction : 2% ot 4d lundie du mois }

- réunion CPT/7ulgarigsation: 3 mardi du mois,

Qzganisaticna villageoisen
Le responsable de la formatian coordonnera les activitdés des coilules

fomation ot participaticn féoinine ainsi gue crédits/intrants pour ce volet sous
la supervicion du directeur des opdérations tachniques,

3.

SFCRETARIAT
Le fonctionnament défedtueux du secritariat pdne lourdement sur la die

rection du projet : tempn pordu pour les responsadles, documents ot courrier
&1 PANNG...

3.1

Socrdtarint de direction
- Lo diractour des opdrations techniques nrendra des ddapositions pour

recruter d'icd le tor ot csox 83 un secrétaire de direction ayant 3 ana dfgxpée
rience en adairintration ot documentation, n! poseidle bilingue. La priorité irp
dtun vigdérion ) un africain, un amdéricain; A tout autre ; un homme auru la
prédminonce sur unae lfammo.

3-20

4e

-~ 11 dépendra du directeur général

Dactyloo

-~ «n formera sur le tag les dactyles de la direction ;

- on len epdcialisora aelon les différenten fonctian du secrdétariat
- olles ddpendront du secrétaire de direction

AGENT DE 1'USAIY

= 31 roprdsent 1'USAID duppde du projet ; i1 ost aussl l'avocat du projot
suprde do 1'USAID g

-~ on nsouhaito qu'il participe plus régulidrement aur réunions de la i
direotion ot qu'il eo rende plus souvent our lo torruin, %,0


http:ddpartczenta.lo

PROJET PRODUCTIVITE NIAWEY DOCTMENT 4
SEMINAIRE DE _LOSSA
DYNAMISATION DU MONDE RURAL 3 STRATEGIES BT VETHODES
17=22 Janvier 1983 '

§?SUCTURE$ OE LA DIRECZEEL

En marge de 1'atelier de Lossa (4-7 janvier 1983), 1'équipe de direction
du projet s'est réunie pour évaluer son fanctionnemert au cours de 1'amée 82.
Quatre domaines critiques cnt retenu l'attenticn : la répartition des responsabi-
1litds entre les deux directeurs ; la corrdination des différentes ocellules ; le
sgerdtariat ; le rle le I agert de 1'USAID.

1. Répartition des reaponsabilitdn entre lep directeurp

Tele Directeur Générnl

L'arrd3té nommant le directeur du projet définit sen t8chea ainsi g
il est responsable du management du projet, & savoir i1 élaborer,
exdécuter et contr8ler le budget ; dvaluer et rdorienter au besoin
los actions du projet ;

- {1 rend compte au préfet du fonctionnement du projet

11 agsure les zrelations extérieures ;

11 négoclie lea contrats.

Pour que le Directeur puinse se consacrer & ses t8ches essentielles dp
managenent, i1 cst donc gouhaitadble que iul soient retirédes certaines charges
seoondaires qui prennent beaucoup de son taaps et qu'il peut aisément déléguex 3
il n'en gardern que le oontr8le.

~ au Directour dos opérautions teclmiques @
la gesation du parc automobile corxrélative de la coordinaticn des missions ;
la gestion des activités du perscnnel

= au ccoptable 1
la camptabilité ;
la gention administrative du permonnel j
les petita achats jusqu'd un plafond A déteminew ;
le contr8le des fournitures des bureau ;

1.2, Directeur du opérations tochniques

- 11 conrdonne les opérations du projet, plus particulidrement CPT et
suivi des ex-stagialires, ainsi que leso activités des aides-emcadreurs,
I1 supervipse 1l'appui aux rgunications localea.

- i1 programme, gdre et contxJlo les moyens pour la disection carme pour
les services tochniques (véhicules, carburant, uatériel).

~ i1 supervise les activités du porsosnel du prujet.-

~ {1 collaborn & la conception et & 1'exécutiori des programmes annuels des
services techniques,

o'
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REPUBLIQUE DU NIGER XVI.
MINISTERE DU PLAN EVALUATION CONJOINTE MP/HPR/USAID
DIRECTION DES PROGRAMMES ET DU PLAN DU PROJET PRODUCTIVITE NIAMEY P.II
BUREAU D'EVALUATION PRI SN

ANNEX 6  pp.XVI.-XX.

PROPOSITION OE TESMES CE RETESINCE
T OBSERVATIONS PRELIMINAIZRES

I. Préambule
par Lettre en date du 30,1282, 1'isSAlID a saisi le

Ministéere du Developpement Rural d'une proposition d'évaluation

provisoire de la phase 11 du Projet product: e Niawey.

L'énoncé du travail tel qu'il est decrit prévoit
une rission de gJuatre semaines pour rrois consultants (soit environ

2 homrmes-mois, expert.

Le Ministére du Plan a éte saisi le 20°01/83 par

transrission d'une copie de la lettre ci-dessus mentionnée.
L'arrivee de la wission consultante a été indiguee par
lettre en date du ll Janvier 1983 (N° 0336 MAE/C) et coincidatt

avec la tenue a LOSSA du 2eme Serinaire d'autoévaluation du Projet.

1I. Cbservations preliminaires

La mission américaine etait déja la guand le Minis-
tére du Plan a été saisi de l'inforration, notamrent les termes de
réfererce indiqués pour les cersultants par 1'USAID. Cependant le
Service Départemental du Plan a toujours €té associé aux activites

de suivi,évaluation du Projet.

La phase II du Projet (1980i1985) se trouve a la
£in de la 2éme année et l'objectif de cette évaluation a mi-parcours
est moins de souligner les réalisations quantitatives du projet que
ses resultats au niveau de la creation de capacites locales de de-
veloppement auto-portant. D'ou la difficulté de cette évaluation
la durée de la mission (4 semaines dont une semaine sur le terrain)

el \‘oa\



permet-elle notamment au sociologue de tirer suffisamment de renseignements
pour élaborer les indicateury de dynamigue nécessaires A l'snpriciation du
projet ?

infin 11 faut signaler que cette —ission d'évaluation a lieu en
dehors de la camapgne agricole et risque dons de se heurter A 1'impoasibili-
té de vérifier certaines infor ationn de suivi par absence des ex-staglialres

notamment.

III.- Indicateurs de référence.
Le caractire auto suffisant(ou auto-portant) du prolet doit se
mesurer pour une gart croissante des producteurs dans la prise o2 charge des
vecteurs du changement tecnnologique et organisationnel devant une meilleure

productivité.

De ce fait il faut non seulement prondre en compte les résul ats
du suivi amais aussi l'apport de la phase II par repport A la phase I.

19)- Indicateurs de suivi. "hase I Yhase II
- EX-3 z = ¥
1o1.- LX-STAGIAIRES STERST ol 30 D foe |30 len 5o
' 1.1.1.Application deg ! 82Re§ ", e ¢ !
. gggﬁgg tec:niquog! ! 1 !
| ] T
1 Couples formés 1 ! ; ' ! . ' !
! Couples appliqusnt ! ; , ' : S R :
! 1 Themo ! ', U A )
: ! S L !
2 Théme 1 ! ’
| ! ! 1 ' 1 ' / '
J Thémo ! y ¢ !
{ ! ' ! " ! ' ' ' {
! Tous l:s tnimes ! ¢ ! .
! R

1,1.2.~- Liste des ex-stagiaires et nombre do conta:ts avec l:s encadreurms-
période du contmct - objlet du contact. J

1.1.3.~- Utilisation du matériel asgricole : type de matériel vulsarisé. Degré
d'utilisation par catégorie de pléce traveillante.- Travail accompli oour

d'autres paysans par l'ex-staglaire avec le matériel.

R (\’B
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- , -

1.2, - Impact de 1la !!$§555i9412&' Phase II

‘ NI ! Jo ;,16 ! 2e ; 3 | 4% ] 58 !
' A1Sa%S toucaés! ' ! . 1 !
' t 1 ' ! ! !

- L ! . ' ! . { 1
'?uysana aspliqu ! ! ' ' : 1 ' '
' ants ' ' - ' ) ‘ ,
! R . s ! ]
(Superficie ! ' ' ! '
| touchéo ! ' ' ! t ! h : !

1ede = Au;o«enc.drement,

' Fonc¥lione ;uistribu-!uiatribu- isestion dyConvocation!

tion des tion du 6 me asin fd 5 r-union Ete....
!“ Agents }intrlntl !cridit L?Jo.'r‘;if de MV . '
’ - - 1]
! Goodonnatour ! ' ! ! !
! ! ! : ! )

Cqdre de l'ar- 1 1
trondissensnt | , ! 1 '
!(Agricxlt.UHCC' ! ' ' | '

sncadreur ' { !

! ! : ' ! '

Agent de sl ! , '
! ! ' ! -1
tCoupdrative ! ' ' ' '

(responsable?) !

' ! ' ' ! ! '
!G BV 1 1 | ' ; '

!

(responsable?
!

N,B. Chaque agent doit 8tre indiqué avec le plus de préiciston selon la
question: qui lccOlplldbff.ctlvomont 1a fonction indiquée ? indiquend o (Or
(P) 8'il agit d'sgemt féminin.

Best Available Document

!
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1.4.- Qrganisation Coopérativy (Niveay GHV et njveau ULy)

Qui est mobiligé _ar la Coopérative ?

cx~-stagiaires? - paysans touchés par la vulgarisatlon ‘- “arsans l-°s olus
motivés 7- Powrgqwn’ '

Quelles sont lop fonctions les plus sollicitdeg ? Pourquoi ?

( Relations avec les activités du proiet,.

Quellss pont lep damandeg faites a la coop -ative et qui ne soat
pas satisfaitg ? Pourguoj ?

Lan productaura goul.aito t-ils -iargir les activitén de 1la

coopérative ? Dans qualles sono ? Jomuent ¥ Sont-1ls dis-osés a fournir

-plus d'effort ? - plusc do financoenont

Quelpn pont los mombrea les plus actifs do la cogpsrative ?
Chef de villagss, simplos payesans, &x-stagiaires, etc.... Juellae ept la
participation des femmag : gituation matrimoniale, &ge¢, :ypes de fonctions
ot d'activités.

1e5e= ngt;c;ggtgon des fommen.
Quelles sont luyurg actjvités nabituelleg ?

commar,% ont- ot oll t ar le projet ?
Qu-llea HOR auj partioipent ! '

(dge ,p.tuation mutrimonisle,lien parent- avec l-s ras~onsables

locaux - crefs de villages, chef de canton - ressonsable de MV, etc...)

Leurs activités sont-ollesi-m-1agdres/extre menagereo
-individuallsa/colloctives
~autonomes/dé ‘ondant~s(de celles des nozomesleto...

2°) - sndigateurs de situation.

2.1, Situstion de 1l'infrastructure (198V-15d¢)
.2, Situation du pergonnol (II)
ZeJe Situmstion financidro.

3°) - Ratjon g'gr;;gggggg

3.1. Lot de l'encadrement par stugiaire

.l./l.l


http:autonomes/ddonda.nt

1 ~¥5ase 1 ] Tpane II
finfras T 40 W 150 1 tinfrastrulPormat { Total

[3

'
- 19781 ! : 1181 ! ! '
: ! | ;! ' y '
L1979, ! ! js821 ! ' :
vy ! ! ' 1 '
"93°: | ! 3 : ! ' !
1 . ' ! 1 1

Nombre d'heures de formation par stagiaire (ileures/formatc: s)

Y Thasp 1 1 —_phage 14 ,
1 ! 1982 '

1979 ' | 1
1980 ! q ' '
1 i ! t R |

3.2. CoQts de la vulgarisation par paysan ot par suMrricie.

3.). Coflits d'infragt.ccture, ot du fonctionnem+nt -ar raplort au cofit de

1a formation, auv credit agricole.

}.4. Taux de réalisation des gous-ob, ectifs.
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S'UMMARY OF FINDINGS

A credit management specialist wvas called to Hiamey to look at the credit
problems of the NDD Phase II Project. He looked at the problems of the CNCA,
the NDD Credit Advisor, loan distribution procedures, loan repayment and recording
and accounting of loan activity.

The main problems were sluggish disbursement procedures, lov repayment rate
and irregular statis:ical reporting services.

The main solutions proposed vere to decentralize loan disbursement procedures,
proceed agreasively toward collecting overdue loans and computerize the loan Port-
folio managemeat at the CHCA. '

The implementation of the short term (by March 31, 1983) recommendations of
this report along with actions already undertaken by the project, will be responsive

to the issues raised in the receat NDD Audit report.

/(g
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EPAYMEET ON ALL NDD PROJECT LOAN PAYMENTS DUE FROM BEGINNING O

XXIX.

6

F_PROJECT THROUGH

Socewary 31, 1082,

FISCAL SQURCE OF
YEAR INFORMATICN
IN WHICH { STRAUGKTER
LOAN WAS YEPORT TABLE
MADE NUMBER)
Juallan
1977-T9 -7
1979~80 2-T,L=T
3-7
-7
1980-81 5-T
1

Totel Ouallam

Filingué
1977-79
1973-80

1980-81

Total Filingué

aolo
1979-80

1380-81

Total Kolo

TOTAL NDD

2-9,3-9
:'-9 .5-9
-9

=2

AMOUNT
REPAID BY
DEC. 31
1982
BORROWERS (FCFA)
EX~CPT 1,822,088
EX-CPT 130,266
COOPS 2,920,652
Blacksaiths 22,000
EX-CPT 0
COoOoPS 0
5,495,006 -
EX-CPT 3,305,490
EX-CPT 2,036,855
COOPS 3,464,650
BEEF 3,310,685
FATTEN-
ING
EX~CPT 0
CO0PS 0
12,117,720
EX-CPT 673,823
700PS 148,830
EX-CPT 0
Co0PS 247,190
1,069,843
18,682,569’

AMOUNT
DUE BY
DEC. 3 REPAY-
1982 MENT
(FCFA) RATE
3,076,670 57.4%
3,763,968 19.5%
9,927,338 29.4%
407,610 5..u%
1,142,500 0%
2,898,555 0%
21,294,642 25.08%
6,082,632 5k.3%
3,784,382 53.8%
9,772,816 35.5%
3.“78;825 95.2%
1,207,900 0% .
5,974,604 0%
30,301,2k9 Lo.0%
3,240,511 20.8%
3,671,262 L.1%
1,152,820 0%
6,755,161 3.7%
14,796,334 7.2%
66,392,229 28,17
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1. CNCA Management Problems
a. New need for concern for gelf-Sufficiency.

Limitations on GON financial resources reduce prospects for receiving
goverﬁment subsidies in the future. Therefore management to Pchieve the goal of a
self-supporting institution are more important than ever.

b. Managzment procedures
Following are a few of the procedures being used by CNCA that create

problems:
-loan disbursement and contract issuing is handled at the high level of

Department agency.
-Identical detailed information is maintained at different levels
—annual financial statements are late in coming out (FY 1980-81 statement
is stil%kout).
2. NDD Credit Advisor Prcctlems
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
inputs, delivering contructs, etc .) which takes time away from the long term manage-
ment aspects of the system. Also his office is located at USAID rather than at CNCA.
3. Loan Disbursement Prot.ems
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.
~-Delays of up tu two years in delivery of loan contracts.

4, Loan Repayment Problems
In the earlier stages of the NDD project (Both Phase [ and Phase II! attention

was focused on distridution of animal traction packages and training with reletively
less emphasis placed »n the importance of loan repayment. The result was the >8% ’
repayment rate as cf December 31, 1962 (Table 3). Consequertly sevara. aspects of
the low repaymer. problem have »merged.

a, Motivatidn ot Agents

The task 2! collecting loan repayments trom borruwers <ho had ierencd

poorly the terms of their loan is distasteful tc the field “evel "2 2rcadreurs
charged with this responsibili=y, especially if no rewa;d {5 given for 2 good resuat
and no sanction is suffered frcm a bad result. Also the facs that ~".2C ngents are

ey

asked to collect loans given ty ancther institution, the CIJA, is a prctlem.

b. Proceduras
Under "Loan Disbursement Problems” nbove it was poirted out thas loan ~on%r1°t3
come out long afier the anima!l rraction package is deliversi nd oteen arrer the
pat Tnelinag newars OL\

first or second repayment due :ites. Daturally, boreoders e

makine a loan rer avment on 4 nreacl they nave oot gt DR I \u






XXXNLLET,

A. Short term (1983) Recommendations 0

The date of March 31, 1943 should be set as 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 contrects for loans already made.
-Sign revised Protocol between CHCA/UNCC/NDD.
1. CNCA Management Recommendations

Clarify lines of directicn/authority from CHCA to borrowers through UNCC
Delegates and encadreurs and cooperatives. Linked to this is the recommendat.on that
all CHNCA/UNCC Agents in this newly clarified chain of command rece:ved annual cush
performance premiums based on performance criteria as established by the institutions
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 juestion.

-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
as assets when in reslity they are not ccllectable.

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
of money, and uncollectable loans. If CNCA 1s charging 12.5% interest, and tney pay
BCEAO 10% for money, they allow 2.%% to cover costs of administration, then t7is
leaves ncthing to cover bad debts--in other words a 100% repayment rate is ass.imes,

2. NDD “redit Advisor Recommendations

It is recommended that the NDL Uredit nivisor be instailed in the [i2mey

Department Arency of the UNJA to e rourage a more astive relationship with hi: rounter-
part, the Jhief of the agency.

Although the early years .f “his proje.s rejuired the time and attenticorn
of this 0D Credit Advisor tc follow details of the day-to-day 27 ati°ns o0 =2 sredit
system (r.andling money, delivering focuments, diztributing farm ej.ipment, =t -.' [he

system has evclved to the point where the nigeiiern staff can handle the wecranics of
operations thereby freeing up the time of the Creii+ Advisor tc work more closely with

his counterpart in doing the planning required t: ~eet the three key deadlines ~f the

credit system:
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IV. CONCLUSIONS
The main points of this repcrt were presented orally before the directors and

staff of USAID/CNCA/UNCC/NDL tefore my departure from Niger. The Lirector of CNJ-

reacted by saying that he fully endorsed my points regerding sell-surricioncy of “e

institution and my prcposal to computerize the JNUASUNCD and added a point o nils wn.
He suggested that Ch’s try 2 find atiiticrnal apital with uhi:H'L:ans coaid ve ocuoen

to cooreratives for baying Tarmopr taotls, JLoring tnem uptil the rrice rises and (»lling
them at a profit. He pointed wat no. ev1y woald help directi; witn the problem ° A

repayment on animal s rpaction loans.  TR1s s o nsistent with the four points Z21i 1@ “he
1 4 £

jirection of AID presently: private sector development, institution ruilding, teconnilal
-runsfer and policy deve..pment. v CNCA zonoladed s remarks by rdorsing Ny Cosers

vation that the low loan repayment rate is more the rauit ol the lender

sarrover LAnnex Vi.

A draft protocol agreement petween WD and CNTA was drafted on July 7T, 1981

(Annex 2') end is now being revised, [ would suggest that the foliowing points te
incorporaved into the revision:

-Reconciliaticn of points raised in Straughter report {See "References consu.ted”,
Annex C) be accomplished by Marzh 31, Rl EN .

-Role of NDD advisor be redefined .bee "4DD Credit Advisor recozmendations’” in
Section I[II.A.2. of this report) and that a ~ore active counterpart relation be deve-
loped by moving the MDD Credit Advisor to an office near his counterpart, the Chie? of
the Niamey Department Agency of the NCA.

-Priority should be given to cnllecting .7ans now overdue (See "Loan Repayment
fecommendations' in Section [ll.a.e. f *his report) by March s, 1983,

The system of monthly reports propesed 1 See "Accounting/Reporting System Recca-
mendaticns" in Section ITI.A.S5) in tnis regcrt should be adopted immediately.

—lecan contracts should be written at “n2 arrondissement Level (3ee "Loan Dist.rse-
~ent Recommendations’ in Sectiva I[II.A.3 27 =hi3 regort ) and effecive March 13V, 213,

-Systematl: prograrms shouid be ieve.:r2d -0 meet the three key deadlines of &2
credit Srgram:

Yay oLoan Cisbursement
A, db Do Bepayrent
Seve. 40 Statiatioal Repootind.
~s should se div: 1 oamees cmoeeooat ives, encadreurs and ielegates as T LlIWS!
Laans due Cec. $1, 12i9: % oor urount rnllecteld
Loans due -ec. 31, '380: ‘U% of oount coilected

: sans due -ec. 31, 1981: 5 of .rcunt collected and that this cost be ;aid

from NDD Project funds if pcssible.
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It is my belief that the recommendations of tie "Audit Repor:" |{
Consulted” Annex C) will all be satisfied from:

t. Actions NDD has already taken,

2. The recommendations of the 3Straughter report, and

3. The reccmmendations of my -wn report, here.
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