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EVALUATION OF AGRICULTURAL DEVELOPMENT: RESEARCH
 
AND EXTENSION PROJECT (611-0201) ZAMBIA
 

INTRODUCTION
 

This evaluation is made after only one year of operation of the contract
 
team on a project designed for five years. It is, in 
a sense, a start-up

evaluation with the purpose of providing counsel 
to the USAID Mission on
 
project design, general project direction, and any modification in design

and project management that needs to be considered at this point in project
 
history.
 

The report was prepared by a three member team of Randy Benoit of the
 
Planning Division of the Ministry of Agriculture and Water Development

(MAWD), Bantayehu Gelaw of CIMMYT, East African Maize Program, and Kenneth
 
McDermott of the University of Florida Farming Systems Support Program.

This group was assisted by USAID Officers, E.F. Gibson, and F.B. Nyirenda

and by Contractor Team Leader James Ragin. Francis Mwansa,MAWD Planning

Division, who shared duties with Benoit, reviewed drafts of the project and
 
participated in revision. E. Ellis, of the University of Maryland Eastern

Shore joined the evaluation group in an ex-officio status after the initial
 
draft was written and participated in the review and revision.
 

The evaluation followed the scope of work contained in cable Lusaka
 
02419. Paragraphs C,D, and E were combined into two. 
 In addition an
 
Executive Summary has been prepared alorg with an evaluation face sheet
 
indicating actions recommended by the evaluation group and approved by the
 
AID/Zambia office.
 

The methodology used was to review the Project Paper and many of the

project documents produced during the year's operation - work plans, quarterly

reports, consultant reports, and others. 
 These were read before interviewing

began. The team then interviewed t~dn members, counterparts, program

leaders in MAWD Research Branch an 
 Extension Branch, and Senior Administrators
 
in MAWD. The intent was to be thorough in questioning as well as to encourage

respondents to introduce items they deemed important to the project. 
 We
 
express our appreciation to those who interrupted their work, often at
 
our convenience more than at theirs. 
A list of those with whom we talked is
 
appended.
 

EXECUTIVE SUMMARY
 

1. This is a well-designed project off to a better than average start.
 
Delays encountered in start-up were used for certain tasks in preparation for

the team's arrival, thus reducing the impacts of the delay. This period was
 
also used to select participant trainees and start their training, also
 
gaining valuable time for a critical activity. Some non-recurring errors
 
have been made and some problems in management and procurement have been
 
allowed to persist. They have not had undue adverse impact on the project

but do need attention.
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2. The project was designed to fill some critical gaps inthree
 
commodity programs -- maize, soybeans, and sunflower. The latter two
 
are crops relatively new to Zambia and have made dramatic progress in the
 
last decade. Maize is the major crop.
 

The project was also designed to support a farming systems research
 
effort which adds a new dimension to the research program. This program is
 
developmental, and the concept of gap analysis is not relevant.
 

The design is considered to be excellent.
 

3. Implementation within the first year has been worthy of the design.
 
Leadership of the GRZ research branch, accustomed to working with expatriates
 
from a diverse background, has done an exceptional job in integrating the
 
human resources into its own program. The combination of design and
 
implementation results in a situation inwhich project integrity and
 
national program integrity have been maintained and even enhanced.
 

The presence of a few problems earlier or some that may still exist
 
does not detract significantly from overall achievements.
 

4. During delay in start-up, three major tasks were accomplished. One was
 
the preparation of housing so that was ready when the team arrived. This
 
often does not happen. Commodities were also available. Some have since
 
been found inappropriate. However, there was no wait for other critical
 
items, such as vehicles. The initiation of training also was accomplished.
 

5. The farming system research component is new. It follows the C!MMYT
 
format which was largely developed in East Africa. But there is still much
 
developmental work to be done. This component of the project will be
 
expected to contribute to the development of the process and structure of
 
FSR as well as to provide new technology to the producer.
 

6. The project addresses research-extension linkage. It aims to institu­
tionalize the Research-Extension Liaison Officer. According to GRZ
 
development strategy the post will be in the Extension Branch. The newness
 
of the RELO concept, its association with the new FSR concept, and severe
 
resource constraints in Extension need to be taken into account in
 
developing expectations for short-run achievements in this area.
 

7. The promptness in selecting participant trainees and initiating training
 
isa definite positive aspect. However, it does not leave resources for
 
other candidates identified by team members as worthy of the training
 
investment. To the extent feasible, project management needs to seek
 
resources for training beyond project design provisinns. Investment in the
 
human resource is relatively safe and usually gives good returns.
 

It is especially critical for Zambia which currently depends heavily
 
on expatriates in its research program. GRZ is extremely happy with this
 
part of the project and considers it a model for other donor projects.
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8. There has been numerous "problem incidents" with regard to commodity
 
and budget management. Inaddition there is a fairly common image that
 
USAID/Zambia participates too much inday-by-day management. The Project
 
Support Unit comes under particular criticism. This paper does not
 
explain these problem incidents. Nor does it evaluate PSU. It concludes
 
that two significant problems do exist. One is inadequate de facto
 
delegation of authority to the contractor and acceptance of responsibility

by the contractor. The second is inadequate direct communication between
 
USAID/Zambia and GRZ on certain issues that need to be treated directly.
 

The paper is silent on the PSU and administrative assistant issues.
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GENERAL COMMENTS
 

Before addressing the specific items given in the Scope of Work,
 
some general observations are necessary.
 

One of these concerns project design. The project provides

significant assistance to the Research Branch of the Ministry of Agriculture

and Water Development in the two areas of work around which the Research
 
Branch is organized. These areas can be described as conventional research
 
and farming systems research. The Research Branch deals with conventional
 
research through Commodity Research Teams (Scientists or Technologists of
 
several disciplines)and Special Services Teams organized around problems or
 
needs that cut across commodities. Their responsibilities are nation-wide.
 
Such a structure has difficulty adapting to various ecologies of the
 
country and to small-farm agriculture. In response to this situation the
 
Research Branch is in the process of developing Adaptive Research and
 
Planning Teams who will be organized by area. They will work with
 
commodities and special services as the needs of the areas dictate. 
This
 
forms a grid type of organization with CRT's along one axis and ARPT's on
 
the other.
 

It isour judgement that the fit of the project to this two-dimensional
 
structure isquite good. It isalso our jiidgement that the Research Branch
 
structure is correct. The project emphasizes oil seed crops much heavier
 
than it does maize, even though maize is Far more important in Zambia's
 
economy. While this may seem to be a distortion from the project point

of view, it does not appear so from the Research Branch point of view.
 
Needs in the maize program were specific but not as great as were those
 
of the oil seeds program. The project appears to us to be a good fit into
 
the Research Branch conventional research structure.
 

Needs of the farming systems component of the Research's Branch have to
 
be viewed in different terms. This is not only a new oomponent to Zambia,

it is also a component that isnew to the world with much to be done in
 
developing structure, relationships, and procedures. The structure into
 
which the project was to fit was much more tentative than the structure of
 
the conventional research component within the Research Branch. Thus, fit
 
may not be the correct terminology,but the ARPT component of the project is
 
very important, perhaps essential. A project of this nature provides some
 
resources directly and has access to many more. Zambia needs access to
 
these resources and should expect them from this type of project.
 

A third aspect of this project is also highly significant and fits some
 
of Zambia's most serious needs. Zambia currently is highly dependent on
 
expatriate personnel filling line positions in the Research Branch. 
 No
 
criticism can be made of these persons and their contribution. However,

there is no way of being assured that the expatriate personnel will be
 
made available indefinitely. This project invests heavily in the Zambian
 
human resource, and this fits a need also.
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This closeness of fit is,of course, due to the project design.
 
Few research development projects in the A.I.D. are as well designed.
 
Itnot only filled important gaps, where gap analysis is relevant, it
 
also provided resources in a highly significant development area. In
 
addition to the design GRZ leadership has been very effective in the
 
measures it has taken to integrate the project into the Research Branch in
 
sucha way that the integrity of both have been maintained and even
 
enhanced.
 

EVALUATION
 

A. " Review project progress and accomplishments on the planning and
 
implementation of the work programs for the following components of the
 
project: Commodity Research Team (CRT), Adaptive Research Planning Team
 
ARPT), and Extension program in designated project area. Provide
 
recommendations as appropriate."
 

In this section we report only on the CRT components. In this way we
 
can consolidate inone place under item B, our views regarding the ARPT.
 
We address Extension inthat section of the report as well as inSection C.
 

Four of the UIUC team members are working in the CRT's - or to be
 
more exact, they are in CRT's and one is in special teams. In the late
 
1970's the Research Branch was re-organized from divisions by subject
 
matter discipline into Commodity Research Teams, each made up of several
 
disciplines. Each CRT actually deals with several commodities. There is a
 

- CRT for each of cereal crops, oil seeds, fibers, animal husbandry and 
pastures, roots and tubers, vegetables, tree crops, grain legumes, and 
tobacco. In all but one of these several crops are included. In oil 
seeds CRT, for example, there are three major crops - soybeans, sunflower, 

- and groundnuts. The ZAMARE project has personnel working in soybeans and 
sunflower. The project has a maize breeder in the CRT for cereals which 
also includes wheat and rice. The Research Branch has special teams, 
somewhat parallel to the CRT's in plant proctection, soil fertility, food 
storage and preservation, cropping systems, irrigation, and farm machinery 
and tillage. ZAMARE has a soil microbiologist in the soil fertility 
special team, although he works mainly with the oilseeds CRT which deals 
with two nitrogen-fixing legumes, soybeans and groundnuts. 

The soil microbiologist is provided to the UIUC team via sub-contract
 
with the University of Hawaii which has a major research project in
 
biological nitrogen fixation. He was the last to arrive in Zambia and
 
has not been here during the growing season. He will work with the
 
soybean group to evaluate the efficiency of nodules on primiscous varieties.
 
He will also seek information on most effective rhizobium strains for
 
Zambian varieties in Zambian soils and ecologies. We have not enough
 
performance to report.
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The team member assigned to the maize program has had quite a

positive impact. 
This is due in part to his own competence and attitude
 
and inpart to the structure into which he moved. 
With the additional

human resource provided by ZAMARE, the Research Branch has been able to
 
complete its maize strategy. It has also benefited from technical

assistance from CIMMYT over a considerable period. The team has been

impressed with both the ZAMARE performance and the manner inwhich the
 
Research Branch has been able to take advantage of it.
 

The most widely seeded maize variety in Zambia is SR 52, a hybrid
developed in Zimbabwe. For the areas in which it is adapted, it isan
 
unbeatable hybrid. 
Over the years in Zambia this hybrid has suffered
 
some genetic contamination. That contamination has been removed the last

few years. That clean up accounts for some 25 percent increase inyield

which this year was worth an estimated K15 million. It is characteristic
 
of maize that varieties are quite site specific. There are several areas
 
that have no hybrid ideally adapted to them.
 

Further, in Zambia small farmers typically produce their own seed, and
 
for them open-pollinated maize has more utility than hybrids.
 

The Research Branch has been working with hybrids for several years,

but with a scarcity of resources have been able to do little work with
 
open pollinated lines. 
 The ZAMARE corn breeder has enabled them to address

this area of work. The two lines of breeding are not completely separate,

however. Improvements in the open-pollinated genetic lines have real
 
utility for those farmers using hybrids.
 

CIMMYT over its history has made major accomplishments in improving

open-pollinated genetic lines grouped by certain characteristics, an
 
important one of which is date of maturity. With the ZAMARE breeder the

Research Branch now has the resources to take advantage of the CIMMYT

material inmeeting both open-pollinated and hybrid variety needs.
 

Much the same is true of the ZAMARE participation in the soybean and
sunflower programs, but with some differences. Neither of these individual

oils seeds crops are of near the importance to Zambia as ismaize. Yet
 progress in both has been dramatic. A decade ago there was virtually no

production of either commodity. In1982, itwas reported that more than

60,000 hectares were seeded to sunflower, and soybean growers produced

some 55,000 metric tons of soybeans. Although theproduction history

of the two crops have been similar, there are some interesting contrasts.

Soybeans have largely been taken up by the large farmer, sunflower by
the small-scale operator. Sunflower isan 
"easy crop". It can be planted

later than other crops, requires almost no attention while growing, and
 
can be harvested at the convenience of the farmer, with no rush. Yields are

low, 500 to 600 pounds per acre, but production costs also are low.
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Soybeans are, under conventional technology, a difficult crop. They

must be inoculated when seeded. They need to be protected from weeds. 
And
 
they must be harvested promptly after maturity because of their tendency

to shatter. Yields are higher, but so are production costs. They are a

typical highly commercialized crop. Another interesting contrast in their
 
history ispeculiar to Zambia. Although both the success of each is due
 
largely to the efforts and persistence of one man, the sunflower proponent
 
was a breeder and needed an agronomist, while the soybean proponent was
 
an agronomist and needed a breeder. The project provided in each case what
 
was specifically needed.
 

Soybeans are not only a highly commercial crop but also an industrial
 
crop. The soybean proponent has been active with industry and has succeeded
 
ingetting national food processors to include soybean in commercial food
 
products. 
 Inone case five percent of the wheat flour is replaced with
 
wholebean soybean flour.
 

The soybean strategy currently is to make soybean into an "easy crop".

Such was made possible by the discovery of a promiscaous variety. Whereas
 
conventionally soybeans need a specific strain of rhizobium inorder to
 
produce nodu'es which fix nitrogen from the atmostphere, a variety was
 
identified in Zambia notlong ago that would produce nodules with a
wide array

of rhizobia strains, many naturally available inmost Zambian soils. 
 This
 
has led to a line of research in IITA as well as here. Claims are made
 
that promiscuity was discovered years ago, but the fact is that conventional
 
wisdom held for years that specific rhizobia were necessary to soybean

production. So strong was this conventional wisdom that it took some lime

before the experts would accept the possibility of promiscuous nodulat~on
 
and start to work on it.
 

The soybean breeding strategy now aims to breed varieties that are

highly promiscuous and resist shattering. Small scale farmers need a
 
variety that will 
stand for 30 days after maturity before shattering. Of
 
course these traits have to be bred into lines that are good yielders.

There is also some concern for a plant type that competes more effectively

against weeds than do current varieties with acceptable yields. The first
 
two goals must be met through breeding. Improved competition with weeds
 
may be achieved in part through agronomic practices.
 

We have no problem with the goals of the soybean strategy. We do not

feel ourselves competent to evaluate the strategy. We do note, however, that

the soybean team does not have access to the technical resources, either from

within the team or from an IARC, in developing its strategy as did the maize
 
team. 
It does have access to a broad genetic pool.
 

From an institutional viewpoint it is interesting to note the over­
whelming role that expatriates play in Zambian agricultural research. These
 
are not short terms of up to four years but for terms of up to 25 years. In
 
one program,the leader, an expatriate himself, is dealing with five nationa­
lities. It is remarkable the integrity that has been developed and
 
maintained with such heterogeneity of backgrounds of personnel. Incumbents of
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the two top positions in the research system are Zambians. The training
 
component of ZAMARE becomes very important. No one knows how long the
 
expatriate era will continue. Almost all enjoy topped off salaries.
 
This situation also poses a formidable task in human resource development.
 
Formal training of young Zambians, even through the Ph.D. will only
 
partly compensate for the expatriate that will eventually be lost either
 
by retirement or resignation.
 

In sunmary, performance of ZAMARE in the CRT's is satisfactory
 
whether from the point of project design, personnel selection or organization
 
and management to utilize the resource on the part of the Research Branch.
 

RECOMMENDATION
 

We recommend that consideration be given to bringing in consultants
 
from INTSOY and/or elsewhere, perhaps, IITA, to assist the Research Branch
 
in developing its soybean breeding strategy, much in the manner in which
 
CIMMYT assisted in maize breeding strategy. This in no way implies any
 
lack of confidence in the soybean zean. It simply means the team deserves
 
the best resources the project can provide.
 

B. "Assess accomplishments to date of ARPT in identifying agricultural
 
production constraints of small farmers in the Mkushi and Serenje Districts
 
and how these identified farmer production constraints are being fed into
 
the CRT research program. Provide recommendations for improving future
 
ARPT work in the two districts as appropriate."
 

This component of the project could turn out to have very great
 
significance with profound effects on the entire technology innovation
 
system of Zambia. Such is in no way assured. Unlike in the maize program,
 
this group does not have a structted approach and set of procedures tested
 
over time by which to guide its work. Such structure and methodologies
 
are just now being developed, and the ZAMARE ARPT group should be expected
 
to contribute to that development. So over time the project needs to be
 
evaluated on its contribution inthe institutional development area as
 
much or more than its direct impact on provincial agriculture.
 

CIMMYT has had a great impact on Zambia's ARPT program. CIMMYT itself
 
conducted the first on-farm surveys in Zambia in the Serenje District
 
in the Central Province, a district inwhich the ZAMARE group is now working.
 
The CIMMYT concept is also the orientation for the organization of Zambia's
 
national system. Within the year the ZAMARE team has been in place,
 
CIMMYT has put on three national training sessions - dealing with informal
 
surveys, formal surveys, and on-farm research. These were sited inthe
 
Central Province but were national in scope and attended by all teams
 
active in Zambia. The ZAMARE team reported the training to be very useful
 
in its work. GRZ Research Brarch leadership is conitted to the general
 
CIMMYT approach and is grateful for the assistance. At the same time
 
GRZ recognizes that FSR is in a developmental stage, as does CIMMYT itself.
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Donor interest ispropelling GRZ at a rate somewhat more rapid
 
than was originally planned. Teams were planned originally inCentral,
 
Western and Luapula Provinces in order to master the ARPT process.
 
There will soon be five teams operating with the addition of teams in
 
Lusaka and Eastern Provinces.
 

The FSR concept has been carefully thought through by the leadership
 
of the Research Branch and fitted in to the total organization and
 
adapted to national policy on an analysis of the general agricultural
 
situation. This national policy concerns among other items the small­
scale farmers. The FSR concept adapted to Zambia as the ARPT is being
 
applied with a firm sense of direction, a determination to move the
 
project, and a strong discipline to maintain direction. With the wide
 
array of expatriate help ar:d donor interest in seperated areas, such
 
firmness in direction and discipline is considered eLsential to maintain
 
ARPT integrity. While there is an expatriate program leader for ARPT,
 
the Assistant Director of the Department of Agriculture for Research is comple­
tely commited to the concept and participates personally when such parti­
cipation seems necessary.
 

There isperhaps some potential conflict between the goal of firm
 
project direction and the need for developmental work on the FSR process.
 
However, the development need iswell appreciated and well stated by S.A.
 
Kean and W.M. Chibasa in a statement entitled "Institutionalizing Farming

Systems Research in Zambia." (date uncertain). They state: "Farming
 
Systems research isa totally new approach for agricultural research
 
in Zambia and, because of this, a very flexible approach is required, which
 
is capable-of adopting any ideas which improve the effectiveness and
 
relevance of the work undertaken by A.R.P.T. Changes have already been
 
made in the structure and methodology to make them more effective and at
 
present several i!;sues are understudy, including; the appropriate size and
 
nature of a sociological input into ARPT, the use that ARPT can make of
 
quantitative nutritional data, the need for quantitative farm management

data from frequent visit surveys, the conduct of on-farm trials and the
 
need for unit farms. On all of these subjects and, indeed, on the
 
structure as a whole critical analysis is required and any information
 
from experiences inother countries ismost welcome."
 

Project implementation and management must support Zambia in this
 
effort and not interpret the PP so rigidly that even the spirit of the PP
 
itself is denied.
 

Related to the Farming Systems Research concept is one called Farming
 
Systems Infrastructure and Policy (FSIP). It is based on the concept that
 
the external factors such as institutions, infrastructure, and policy
 
need to reflect the needs of the farming system and be based on a
 
knowledge of that system. The Research Branch anticipates negotiations
 
with other entities as it turns up information relative to their areas of
 
responsibility.
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Below we make some comments that may be useful in the developmental

work. Before we do we provide some assumptions and conceptualizations

that underlie the comments.
 

1. The total technology innovation process can be conceptualized or
 
visualized invarious ways. Here we present one way, which breaks the
 
process down into stages. In general they are sequential, from left to
 
right but not necessarily so.
 

Scientific Technology Technology Technology Dissemination Adoption
 
and
Research Development Testing Adaptation Diffusion
 

2. Inmost countries of the world, responsibility for implementing the
 
process is divided between two organizations, known generally as Extension
 
and Research. Even though the responsibility is divided, it is still
 
necessary to maintain the integrity of the total technology innovation
 
process.
 

3. Research operates at the left end of the model and extension at the right.

Research isassociated with laboratories and experiment stations. Extension
 
is associated very strongly with the local field agent. In practice, and
 
this isalmost universally true, research stops too soon in the process,

perhaps -­aTfway through the testing phase and extension starts too late,

with dissemination, although with great difficulty. The neglect of the
 
center portion of the process has !ong plagued technology innovation efforts.
 

4. The so-called Farming Systems Research is developing currently as a
 
means that can be very useful in filling this gap. It operates in that part

of the technology innovation process in which both research and extension
 
type of activites are legitimate but which both have tended to stay out of,

creating a sort of no man's land.
 

5. Because of the great need to fill this gap and to restore and maintain
 
the integrity of the technology innovation process, it is highly likely

that FSR will eventually be evaluated (by society and program managers) as
 
much or more on its impact on the total technology innovation system than
 
its own research output.
 

6. There are two essential elements of FSR. One is to understand the
 
farming system as a means of designing researc--activities. The second is

that innovations or technologies being considered for recommendationbe
 
tested in the system inwhich it is expected to perform and by criteria
 
of that system.
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7. FSR can be made into a critical linkage mechanism - linking the
 
Research entity, the producer, and Extension insuch a manner as to serve
 
the small-scale producer. FSR inthe Zambian system is placed in the
 
Research Branch. Itmust integrate itself into the Research System
 
and serve that system by facilitating linkage with the farmer and with
 
extension. We do not think of linkage between ARPT and CRT. We hold there
 
must be integration rather than linkage.
 

-

With these concepts regarding FSR in general we make these observations.
 
We intend them to be observations and not definitive statements. They can be
 
useful to project management as well as to implementing personnel in their
 
development of the structure and procedures by which FSR concepts are
 
translated into operations in Zambia. The observations have limited, if any,
 
value in evaluating team performance.
 

1. From the written reports we have seen and from ot;1r reports, we
 
question the extent to which the ARPT has gotten to basic problems of
 
farmers or turned up significant information regarding constraints that
 
was not already known. We report two examples. In one report, late
 
planting was reported a problem. In one sense, late planting may not be
 
so much the real problem as it is a sympton of an underlying problem. Why
 
do farmers plant late? What is constraining them? Another example is a
 
report we heard that some of the ARP teams reported to the cereal CRT
 
that two major problems inmaize production were late maturity and streak
 
virus. These are almost classical problems in this part of the world.
 

2. We are somewhat concerned with the time reported to prepare a survey
 
report. FSR surveys are not meant to yield reports, although some sort
 
of report is probably needed.
 

It may be easy to place too great a reliance on the survey as a means
 
of understanding the system. There are alternatives. One of these is
 
the CRT's. Many conventional research personnel may have considerable
 
insight into systems and systems problems. Another is the farmer crop
 
monitoring recommended by Dr. Olson in his consultant report, in the
 
project files. Perhaps the most overlooked means of understanding
 
specific farming systems is individual interaction with the farmer - a
 
technique that is probably not possible to formalize or quantify. Understanding
 
a system requires insight more than representativeness. On farm trials,
 
present an excellent opportunity for this interaction if researchers aren't
 
too busy to use it.
 

The survey isparticularly useful to introduce researchers to a
 
farming system. Itmay not be adequate for deeper understanding.
 

3. We collected some evidence that the ARP teams are not taking full
 
advantage of the CRT's and Special Services Teams of the Research Branch.
 
The ZAMARE group may well be doing better than most. it is our judgement
 
that over the long run the success of the ARPT will not exceed that of the
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CRTs. Since ARPT isthe new comer to the Zambia Research System, itmay
 
need to make more effort inintegrating with the conventional components
 
than the older components would be expected to make.
 

The ARPT needs to concern itself somewhat with being useful to CRTs.
 
Being useful does not mean subservience. Itdoes require joint planning
 
and collaboration.
 

Much of the agronomic work of ARPT's seems to be original type work
 
rather than adaptive research, although that is a distinction difficult
 
to make and even more difficult to interpret. This may be necessary.
 
Some of it is aimed at problem identification rather than technology
 
development. Some will be needed.
 

If the ARPT's do not take advantage of CRT work experience, and errors,
 
and push on from there, they stand some risk of mounting parallel research
 
programs.
 

4. We worry about the use of Extension personnel as de facto functionaries
 
of the ARPT. Perhaps it is useful in the short run. Perhaps there is no
 
alternative, but it should not be regarded as effective linkage with
 
Extension. Effective linkage will not be established until the Extension
 
service is collaborating with Research in its own interest as part of its
 
program. Caution needs to be taken now that setting out a few AA's from their
 
colleagues, even with minor perquisites,does not cause envy or dissension
 
in extension ranks. Caution also needs to be taken that cutting in at the
 
agricultural assistant level does not by pass the higher echelons. If
 
they are by passed their interest in FSR will not be great and their support
 
is not likely to be very strong. Given the extremely low resources of the
 
Extension Branch we do not know how much it could collaborate even in
 
its own interest. Unfortunately, few FSR programs have as yet established
 
effective links with Extension, so this phase of the FSR program is
 
less developed than the concept in general.
 

5. ARPT's may be expected to show results more quickly than is expected
 
of conventional research, which has long claimed protection under the
 
"long-term" shield. InGuatemala the FSR teams were called "Production
 
Teams", although they were expected to do much the same kind of work that
 
is expected of the ARPT's. There are also some few examples of successful
 
production projects that used some of the FSR approaches.
 

RECOMMENDATIONS
 

We have no specific recommendation.
 

C. "Review the methodologies and techniques being utilized by the Extension
 
Service in transferring relevant technology to farmers in project areas.
 
(From item 2-D in Scope of Work) Specific attention should be directed
 
toward the Extension Service Program for training farmers inthe use of
 
relevant technologies being recommended by the CRT's and the ARPT's".
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The Head of the Extension Branch is in thv United States pursuing

short-term training.
 

We had no direct contact with the Head of Extension or Extension
 
field agents, but had access to bits and pieces of information from
 
which we have been able to compose some sort of a picture of Extension.
 
We understand that Extension methodologies were completely inappropriate

for the traditional and small scale commercial farmer and that Extension
 
is so starved for resources and so discouraged in its job environment
 
that even if training is offered some external supplier of funds must
 
provide travel and subsistence resources. On the other hand, an analysis

done by the project extensionist (see project files) found (a)a sense of
 
dedication on the part of some Extension personnel especially at the
 
local levels and (b)a good relationship between the field agent and
 
the farmer.
 

At Magoye we were informed of an EEC cotton program which indicated
 
that if Extension had a minimum of technical and logistic support it
 
would respond in a productive manner. The grcwth of soybeans in Zambia
 
has been largely inthe large farm commercial area. However, within the
 
last few years we understand that Extension inthe Eastern Province
 
has taken the initiative in bringing inResearch branch expertise to
 
promote the production of soybeans among small farmers. We understand
 
further that Extension participation inthe Researcher's efforts have
 
been quite good and quite fruitful in recruiting growers (some 400)

for trials and demonstrations. Given that number, italmost has to
 
be true that Extension helped with the on-farm plots. Itwas further
 
reported that Extension requested a training program in soybeans and
 
received the training well and with a good deal of interest.
 

From these pieces we form the image of the Extension Service as well
 
supplied with numbers of people. However, (a)they have very little
 
technical support, (b)they have completely inadequate logistic

support (educational equipment and demonstration materials as well as
 
transport), (c)there are too few technical support personnel (such as
 
crops husbandry officer) in relation to field personnel. We understand
 
field agents are faced with duties other than the delivery of technology.

It is tp be expected that many agents would not be enthusiastic about
 
technology delivery. It is also to be expected that a certain number
 
would be and would feel a responsibility to serve the farmer. Further,

if there were a going program with good technical substance and some
 
sort of support, many more agents would develop a positive attitude.
 

To sum up, Extension has people and structure. Itmay be almost
 
analogous to an electric power qeneration system waiting to be energized.

A few cases (cotton in Southern Province and Soybean in Eastern) of
 
energizing has shown the system to work. Early project efforts to
 
energize the system via a monthly newsletter have not worked. Copies

in sufficient numbers for all Extension personnel are delivered to the
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District Agricultural Officer. From there they can be mailed free of
 
postage or distributed to personnel with salary. After only a few
 
months experinence few Extension personnel below the District Office
 
have received copies. Perhaps if the transmission system analogy is
 
accurate, it takes more power to energize the system.
 

The ARPT's have not generated any recommendations. The CRT's have
 
produced the lima program. We understand that field agents rely on
 
direct farmer contact as the dhiaf extension methodology. In the Central
 
Province there are remnants of an earlier World Bank T and V Project, and
 
we understand that some agents use contact farmers to call together
 
small groups for discussion. This seems to be a fragmentary activity.
 
Some agents have demonstration plots but make almost no use of them as
 
extension teaching methods.
 

Outside the Extension Branch, the Research Branch now has a Research
 
Extension LIaison Officer who is producing radio and television programs.
 
One radio program we heard about turned up requests for at least some
 
seeds. The Research Branch has also produced the Crop sheets in the Lima
 
Program. We heard varying reports on the extent to which they are used
 
and their effectiveness. We have reports that some extension agents do
 
not know how to use them, although many do. There isevidence that some
 
of the Integrated Rural Development Programs are using the Lima crop
 
sheets to energize the Extension system (probably along with logistic support),
 
but we know of no results.
 

The project extensionist has initiated a newsletter and is planning
 
a series of training courses for extension personnel. This will be helpful.
 
Training is one of the essential elements of a v4able extension service,
 
but a temporary approach will have little impact. We are not able to
 
see the path by which the project can have a significant institutional
 
impact on the Extension Branch, (i.e. a lasting effect the system itself
 
will sustain). The RELO at the province level could be institutionalized
 
either in the Research Branch or the Extension Branch. There will over
 
time likely be enough work for two, so it could be both. Currently,
 
however, the GRZ intent is to instituionalize it in Extension.
 

RECOMMENDATIONS
 

We recommend that USAID/Zambia explore possibilities of providing funds
 
from outside this project to Extension in the Central Province for the
 
purpose of relieving reso-.-ce constraints but anticipating institutional
 
improvement to the extent feasible.
 

D. We have recombined the following two scope of work items.
 
"Review and Examine Methodologies utilized to implement the long-term,
 
short-term and in-country training programs. Specific attention should
 
be directed toward the Extension Service Program for training farmers in
 
the use of relevant technologies being recommended by the CRT's and ARPT's".
 
"Assess efforts effected by the contract team in providing training to
 
national scientists of the CRT's and ARPT's".
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In this section scientists training will be discussed. Extension
 
will be discussed in item E.
 

According to the report we have, 33 persons have been selected and
 
scheduled for long-term training. The PP provides for 34 long-term
 
trainees. Of these, 21 began training in 1982-83, ten will leave for
 
training in 1983-84, and two will start training 1984-85. If the one
 
student who will study for two degrees before returning is counted twice,
 
the 34 PP positions are used up. The plan of work shows three
 
unidentified vacancies for which participants are still to be selected
 
to begin training in 1983-84. As we understand, these three were posted
 
inanticipation of fall-outs from the original selections. We also
 
understand that project savings will be considered for reprogramming.
 

We consider the promptness with which participants were selected and
 
given training to be a positive measure of performance. At the same
 
time we recognize that the selection was made without team member
 
participation and that other candidates worthy of a training investment
 
will be identified. We think that reasonable efforts should be made to
 
accommodate those identified later. They could be accommodated by re­
programmed savings, by substituting for dropouts, by obligation of
 
additional funds to the project, or by seeking training opportunities
 
from other donors.
 

We also note that continuation of one candidate's program for the
 
second degree. This is seldom a wise course, chiefly because the
 
candidate is away from Zambia, Zambian agriculture, and the Research
 
Branch for so long that re-entry problems are exacerbated. We understand
 
this to be a special case and not a precedent.
 

Human resource development isone of the important components of
 
institution building and merits attention and investment. The project
 
had done well. The GRZ is grateful and exceptionally well-pleased.
 

In short-term training, we count some 33 already selected and
 
programmed with an unspecified number of others to be scheduled. We
 
have little comment. It isobvious that this is an important resource.
 
However, it stands two risks. One risk is that because of lack of
 
attention, the resource is not applied effectively to project needs.
 
The second risk is that an international trip be awarded as reward but
 
without adequate attention to project needs. Both motives are
 
important and can be accomplished. We note that most are slated for
 
attendance at scheduled courses. Per se this is neither positive nor
 
negative. Many of these are relevant and quite good. There may be
 
short-term training needs, however, not reflected in scheduled courses.
 
With three major universities involved in the contract, the team should
 
expect some home campus support inspecialized training opportunities,
 
such as apprentice training or a semester of course work that doesn't
 
lead to a degree.
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Inaddition to participant training, association with contract team
 
members offers opportunity for Zambians to improve their competence.
 
Thisis an individual by individual opportunity, and we have no way of
 
knowing how effectively these associations are being used. There is
 
however, one staff improvement opportunity almost always neglected. This
 
is the opportunity to develop a seminar program or even courses during
 
the dry season when field work is reduced. It is even possible that
 
courses could be given in Zambia for credit in one of the contracting
 
institutions.
 

RECOMMENDATIONS
 

1. We recommend that long-term training be one of the priority components
 
for the utilization of savings from elsewhere in the project.
 

2. We recommend that the project maintain a continued review of short-term
 
and in-country traini~ig needs and resources and the opportunities.
 

3. Specifically, we recommend that the team and GRZ explore possibilities
 
of developing seminars and formal courses for GRZ personnel in Zambia.
 

4. We recommend the ZAMARE team take the initiative in requesting home
 
campus support inmeeting specific short run training needs.
 

E. "Examine Working relationship between Ministry of Agriculture and Water
 
Development and UIUC contract team as well as performance of contract
 
team and provide recommendations for improving institutional relationships."
 

Performance of the contract team seems to us to vary from good to
 
excellent. Under A and B above we discuss performance in greater detail.
 

When a new group joins an organization, such as the contract team
 
joining the Research Branch, there is always a period of adjustment and
 
accommodation. Ifwe were to record any impression at all we would
 
record that this phase was negotiated quite promptly For the most part and
 
energetically.
 

While the GRZ-UIUC team relationships are, in general, all that
 
could be expected, and in some cases more, we do recognize a problem of
 
difference of opinion on the job description of the RELO.
 

Here isour understanding of the differences in points of view regarding
 
the job description of the RELO. The Research branch, as articulated by the
 
ARPT Coordinator, wants the RELO to concentrate on training extension workers
 
in farming systems concepts. The objective of this training would be to
 
develop an understanding that farmers use different systems and thus
 
face different problems. These problems will differ among small-scale
 
farmers as well as between small and large scale farmers. Further, problems
 
vary from year to year even for the same system. This training would
 
involve distinguishing between systems in an extension workers areas and a
 
written report on the systems and problems of farmers. From this report
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the extension agent would plan his program of work. It is recognized

that currently no farming system-specific recommendations are available.
 
The aim is to condition workers to the concept and prepare them for
 
the time when recommendations are being produced. Such training may also
 
lead to greater extension participation with research in the total program.
 

The point of view of the RELO regarding his job description ismore
 
conventional. He notes the very serious lack of in-service training

and is confident that training can make a difference. He holds that
 
farmers have to farm this year, before ARPT r2commendations, and that
 
extension agents have to continue their work even without ARPT support.
 

There seems to be more than the differences in points of view per se.
 
Each recognizes the extreme variation in their backgrounds. We think
 
there is a tendency on the part of both to think these differences are so
 
great that they are irreconcilable and that it is not worthwhile to
 
expend further effort at reconciliation.
 

We recognize the diversity of background but hold that some re­
conciliation may well be possible. Even though U.S. agriculture ismore
 
sophisticated and more prosperous, U.S. extension does deal with systems and
 
is to a large extent people oriented. There is something in that experience

that could have value for the Zambia ARPT program.
 

In several parts of this evaluation we have emphasized the developmental

nature of farming systems research. That means experimentation is needed.
 
We see the possibility of accomplishing some conventional training

objectives while seeking the ARPT coordinator objectives. We also doubt that
 
unless a training effort issustained and supported by materials itwill
 
have significant impact.
 

We see some alternatives.
 

1. One is continued discusison. The only suggestion we make to justify

resuming discussion where discussion has not been fruitful before is for
 
each one to attempt to identify the assumptions and conceptualizations

that underlie his point of view. This will take effort, but itwill have
 
some value beyond this immediate issue. This self analysis would precede

discussion. At first the discussion would focus on these assumptions,

experience, and conceptualizations. Understanding where both are
 
coming from may help.
 

2.A second alternative would be to use the Provincial ARTP Committee to
 
help define the job. If the committee were utilized itwould need to be in
 
a seminar format with genuine participation by all committee members.
 
Such a seminar would also involve extension and help improve collaboration.
 
Itwould also help extension develop a deeper understanding of the FSR concept.

This is probably the preferred alternative because of the by-products.
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3. A third alternative would be to develop a job description that includes
 
both concepts. There may not be as much difference in practice as appears
 
on the surface.
 

RECOMMENDATIONS
 

1. We recommend that efforts be continued to define the RELO role and
 
job description with respect to ARPT and research-extension linkage and
 
that two factors be kept inmind.
 

a.ARPT is in a developmental stage and innovation is required, not
 
simply transfer of conventional methodologies.
 

b. No matter the merits of the case, the burden to integrate with
 
the national systems falls on the expatriate.
 

F. "Review participation and impact of UIUC Research Associate and UNZA
 
Special Studies component of the Project."
 

..
xperience in these two components has not been adequate for a
 
sign11',!,:ant evaluation. Still we have some impressions. One impression is
 
that the concept behind these components is sound. They yield two products,
 
one of which is the output of the efforts of the recipients. The other is
 
human resource development. Either product may be worth the cost.
 

Two research associates have been approved and are scheduled to
 
arrive by the end of 1983. No work has yet been done.
 

Five proposed UNZA Special Studies are reported in the plan of work.
 
These studies are in the social science field. We question the limitation
 
to social science given the fact that UNZA is expected to provide the
 
nation's agricultural graduates. Although very small, this component of the
 
project could help a bit in strengthening UNZA. Itmay help considerably
 
in building good relations and linkages between UNZA and the Research
 
Branch. Building these linkages are important to institutional development.
 
A second impression is that the topics proposed seem to be marginally
 
relevant to the objectives either of the project or of the Research and
 
Extension Branches.
 

We also see the possibility of coordinating a research associate
 
grant and a special studies grant. One way would be for a research
 
associate and an undergraduate working on a thesis to work together. Another
 
way would involve a grant to a UNZA Professor to collaborate with the
 
research associate. The value of any specific collaboration would have
 
to be judged on its merits.
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RECOMMENDATIONS
 

1. We recommend that the project maintain a continual review of these
 
components for the purpose of taking full advantage of them in support
 
of the objectives of the project.. This "continual review" need not
 
be complicated and time-consuming.
 

G. "Review procedures and utilization of project and contractor provided
 
commodities, budget and library support."
 

We encountered no problem with utilization of commodities and budget
 
support worth of note, except the case of commodities for a couple of
 
research stations which now seem to be inappropriate, because of
 
differences of opinion between the implementation team and the
 
design team. However, since it is not likely to happen again, we have
 
given it little attention. Ways do need to be sought to salvage what
 
can be salvaged from those resources.
 

Procedures is another matter, along with general project management.
 
We heard reports of numerous "problem incidents". We call them "problem
 
incidents" because they are not so much problem in themselves as they are
 
reflections of some more nearly fundamental problems. We also found that
 
the incidents were viewed differently from different points of view. We
 
made little attempt to explain these incidents, incident by incident. That
 
would have taken far more time than has been allocated to the task. It
 
would have required passing judgement and perhaps even assessing blame.
 
We see no benefit in explaining incidents if there are underlying problems
 
and if the underlying problems continue. We also see nothing to be gained
 
by assessing blame. That would have required testimony of one party
 
against another and could well exacerbate the problems rather than
 
alleviate them. Our analysis indicates there are two significant problems
 
underlying the incidents.
 

1. One is that there is not a de facto delegation of authority to the
 
contractor and a corresponding acceptance or responsibility and
 
accountability by the contractor adequate for orderly project management.
 

In this case again, we have not done the investigation to explain

why. Itcould be that inadequate authority has been granted. Itcould be
 
a hesitcncy to accept responsibility. It could be some of both.
 

There is no doubt, however, inour judgement, that this project
 
is characterized by a diffuse decision making structure inwhich it is very
 
difficult (a)to hold any one accountable and (b)to get a decision in
 
reasonable time.
 

We also have no doubt that the image held by ZAMARE team members and
 
MAWD officials is that USAID/Zambia interferes "too much" in project
 
management. We discuss this more thoroughly under the second problem.
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From the types of incidents we heard about, it is our judgement that
 
most of the differences can be reconciled and that the remainder can be
 
accommodated and further that this can be accomplished without undue
 
effort.
 

2. The second underlying problem isthat appropriate channels of
 
communication among the parties have not been fully established and regularly
 
utilized.
 

There are three major actors in this project and many issues. Some
 
of these are between AID/Zambia and its contractor. Others concern GRZ
 
aid the contractor. Still others involve AID/Zambia and GRZ. Finally
 
some concern all three.
 

The image of this project held by GRZ is that AID/Zambia is the
 
de facto project manager and that the team isworking for AID/Zambia.
 
The view of GRZ is that the PSU is a decision making body with power to
 
overrule GRZ/Contractor decisions with respect to commodities, personnel,
 
fund disbursement, and accounting.
 

We emphasize that this is the image we detect of AID/Zambia within
 
GRZ. Our information from AID/Zambia is that it does not view itself in
 
the same way.
 

We recognize that the three parties to the project operate from
 
different premises and that certain differences will persist. GRZ,
 
especially in the Research Branch, is accustomed to expatriates being
 
assigned to it and completely under its direction. Many expatriate
 
personnel are assigned this way, and GRZ Research Branch has made
 
exceptionally good use of them. It feels up to the task. Still, this is
 
not the AID style of operation anywhere in the world, especially on
 
institution building projects. The contracting Universities also have
 
a point of view. They want a certain autonomy from AID/Zambia for operations,
 
but they also want support from the Mission on certain items. They also
 
want to have some participation in the supervision of personnel. We also
 
recognize that inthe history of the project there were some political
 
problems that justified more AID/Zambia participation in project
 
implementation than normal. In some instances that participation probably
 
helped gain time in the project.
 

The problem is lack of communication, correctly structured. We note
 
that apparently most communications between AID/Zambia and GRZ is through
 
the contractor team leader. This is one responsibility AID/Zambia
 
cannot expect the contractor to assume. This is not the proper structure,
 
and messages through a third party always lose something. We also note
 
that monthly meetings among the three parties have been discontinued,
 
further diminishing communications.
 

The PSU is a special issue of contention. We are in sympathy with
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arguments and points of view for and against. Since this isunder
 
surveillance by A!D/Zambia and UIUC, we have little to contribute. To
 
GRZ, it seems to us, the PSU may be a symbol of AID/Zambia dominance in
 
project management. Itmay also be the same sort of symbol to the
 
contract team. We doubt that it is a major problem per se separate from
 
the two major problems identified. In other words ifthe two major

problems are addressed, the PSU problem will either diminish or the project

will be inmuch better position to resolve it.
 

These problem incidents do not seem to have hindered seriously the
 
work of the project, although it is not known what might have been without
 
them. Nor, can itbe predicted what will be the impact in the future
 
ifthey are not resolved. We did observe that there is far more contact
 
at least between AID/Zambia and contract personnel on the problem incidents
 
than on the more positive aspects of the project, of which there are many.

Project team members would value attention on substantive and program
 
issues not only from AID/Zambia but also from executive personnel of the
 
other parties involved.
 

We are somewhat perplexed by the role the Project Paper plays in the
 
management of this project. We have seen several copies of thoroughly
 
worn copies of the paper and have heard inumerable references to it. We
 
have read the paper and consider it a good project paper, considevably

better than the average. We also recognize that on certain issues it
 
must prevail. However, there is so much more and up to date information
 
available to project management than was available to the PP authors that
 
it cannot be regarded as a blueprint. We are sometimes inclined to
 
believe that the project paper isbeing used to some extent as a
 
substitute for project management.
 

RECOMMENDATIONS
 

1. We recommend that AID/Zambia delegate substantially more authority
 
for project management than currently exists in practice and that the
 
contractor assume responsibility commensurate with the authority. This
 
will facilitate decision making and the establishment of accountability,

both of which are essential to good management. Itwill also decrease
 
substantially USAID/Zambia-Contractor contacts on daily issues and save
 
considerable time, part of which can be utilized in implementing other
 
recommendations.
 

2. We recommend that channels of communication be established among the
 
three parties in the project appropriate to the types of issues involved
 
and that the volume of direct communication between USAID/Zambia and
 
GRZ on project issues be both increased and made more regular. This
 
will reduce reliance on the team leader as an intermediary. If,as we
 
expect, the number of problems, diminish, the regularity of contact should
 
still be maintained, giving attention to such positive issues as Research Branch
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development strategy, Extension Branch development strategy, and
 
activities subsequent to this project.
 

3. We recommend that the Project Paper be interpreted more liberally than
 
now appears to be the case, according to the paper's spirit and intent
 
and project need rather than the letter of the PP. The work plans which
 
have been developed can serve in part the guidance role of the PP. They

should be up-dated each year.
 

4. We make no specific recommendation with respect to the PSU and the
 
issue of an administrative assistant, holding that implementation of
 
the first three recommendations will greatly facilitate resolution of these
 
two issues.
 

H. "Assess the*Gcal and Purpose of the project as stated in the project
 
paper and provide recommendations, if necessary."
 

We find the statements a bit awkward and would have probably stated
 
them differently. At this point, however, we have no evidence that these
 
statements in any way hinder project implementation, or that a change

would help. It isour view that so much knowledge is gained so quickly

after implementation begins - knowledge that the PP team simply could not
 
have had -- that the PP must be interpreted in its intent and spirit and
 
not in its letter if the project isto function effectively.
 

We have no recommendation in this area.
 

I. "Review current working mechanism developed between MAWD Contractor,
and the international agricultural research centers VIARC'sl for networking
 
purposes, and provide recommendations for improvement as required."
 

We find these mechanisms, relations, and procedures to be excellent.
 
The Research Branch of MAWD has developed the capacity and the practice of
 
taking almost full advantage of the international stock of agricultural

science and technology, at least inthose areas inwhich the project deals.
 

CIMMYT is the most important of the IARC's for Zambia. Maize is the
 
most important crop in the Zambia small scale farm sector, and all our
 
evidence is that the relationships between Zambia and CIMMYT's maize
 
program are both cordial and productive. ZAMARE resources will likely

enable Zambia to increase the value of this collaboration to an extent
 
greater than the additional resource, as is explained above.
 

CIMMYT ishaving a major impact on the AP&T program. The Zambian ARPT
 
is a prototype of the CIMMYT farming system' model and may be the first
 
or most advanced. However, we do not know that. The project is taking

full advantage of that resource. CIMMYT is also establishing collaboration
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with the University of Florida Farming Systems Support Project, another
 
international resource provided by AID.
 

The soybean program is collaborating with the International Soybean
 
Program at the University of Illinois (INTSUY) as well as with the
 
International Institute for Tropical Agriculture (IITA) in Nigeria and
 
the Asia Vegetable Research and Development Centre (AVRDC) inAsia.
 
These activities do not have the field support mechanism that CIMMYT has,
 
but Zambia is taking advantage of what isavailable.
 

IITA collaborates with CIMMYT in developing streak resistant maize
 
varieties and with INTSOY in soybean breeding. We also noted CIMMYT
 
collaboration in wheat and International Potato Center Collaboration.
 

It is also significant, inour view, that there is a considerable
 
horizontal networking between Zambia and other national systems particularly
 
Tanzania, Zimbabwe, and Malawi. Such is encouraged by CIMMYT both in
 
its maize and Farming Systems Research programs, but we get the impression
 
that some is by country initiative and note collaboration in other crops.
 
In the long run the horizontal networking among national systems could
 
have significant value in improving both the efficiency and effectiveness
 
of national research efforts.
 

Finally, the soil microbiologist is here under a sub-contract with
 
the University of Hawaii which has close to a decade of research in
 
nitrogen fixation supported by central AID and through which he has
 
access to the world's knowledge in the field as well as to the world's
 
stock of rhizobium strains.
 

We have no recommendation in this area.
 

J. "Assess Professional and Financial Support being provided by the Government
 
of Zambia."
 

Although support is not adequate, there is not much chance for signi­
ficant improvement in the short run. There may be a better outlook in the
 
longer run, but the chance for a substantial increased support isnot great.
 
There are two main causes.
 

One explanation lies in the rather intense donor activity. The number
 
of donor projects competing for Government of Zambia support and contribution
 
issuch that it is always difficult for the Government to provide adequate
 
support to them all, even under the best circumstances.
 

The second explanation is that during this project's history the
 
Government has not enjoyed the best of circumstances. Throughout the public
 
sector budgets have been in a downtrend during the last several years. The
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budget making machinery seems to operate effectively, perhaps a bit
 
cumbersome, and the Parliament recognizes needs. However, if funds are
 
not available to the Ministry of Finance, the support cannot be forth­
coming.
 

We have no evidence that this project fares any different from other
 
donor projects as far as financial support isconcerned. We do have some
 
evidence that the Government isattempting to meet its obligations to
 
specific donor project activities ahead of its own regular needs. We
 
found, fur example, that the Cereals Crops Team Coordinator does not
 
have an assigned vehicle, although he carried on a research program in
 
addition to his coordination responsibilities.
 

Regarding professional-technical support, it is quite good. There
 
is a severe scarcity of Zambian personnel, yet most ZAMARE personnel have
 
counter-part personnel. In the area of program leadership to make good
 
use of ZAMARE resources, Government support has been outstanding in
 
most cases.
 

We recommend that:
 

I. Project management continue much as ithas, making do with the
 
resources that are available. The project also could help out inmatters
 
of operational funds but with considerable care to distinguish between
 
critical resource constraints and those constraints that cause in­
convenience but do not seriously threaten project achievement. Other
 
resources such as PL 480 funds may also be utilized here.
 

2. The project concern itself with a research support issue larger than
 
the limited issue of support to his project. Some calculations
 
presented to us show that the returns to investment inmaize research could
 
be exceptionally high with some technological improvements to be released
 
within a few years. Returns already realized by the Zambian economy
 
from research in sunflower and soybeans must also be very great. The
 
project isconcerned with the institutional development of the Research
 
Branch. One of the essentials of institutional development isthe
 
development of linkages. One linkage that is essential for institution
 
building is the so-called "enabling linkage", by which the institution
 
acquires resources with which to operate.
 

itnow appears that Zambia has in its Research Branch an institution
 
capable of producing very big returns on money invested in it. If this
 
is found to be correct, then the Government of Zambia cannot afford not
 
to invest adequately in research even though funds come from other
 
programs. Further if returns to research investment are high, it is the
 
responsibility of research administrators to demonstrate this fact to
 
those authorities who allocate funds. Itmust be emphasized that this
 
is a management responsibility to Society. It is not self-seeking.
 

The contractor has the competence to help determine returns to
 
research in Zambia, and the project has the resources. We recommend that
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such an analysis be made.
 

K."Develop preliminary scope of work and team composition for mid-term
 
formative (2nd phase) evaluation team."
 

On the composition of the evaluation team we list the areas of
 
competence needed. Inmany cases an individual will have adequate

expertise inmore than one field. An agronomist or an agricultural

economist for example, could be experienced inextension specialist's

work, farming system research, or research program coordination or research
 
administration. The team should be about evenly divided between persons

froi, largely a research program and those from largely an extension
 
background.
 

The areas of competence that we feel are needed are these:
 

1. An agricultural economist trained and experienced in farm management
 
or production economics.
 

2. An extension specialist experienced in dealing with both researchers
 
and field agents and in putting orograms together.
 

3. A crops agronomist
 

4. A soils specialist
 

5. A crop protection specialist
 

6. A person knowledgable of farming systems research and extension
 
programs in various parts of the world, experienced in a specific
 
project ifpossible.
 

7.A person with credentials inone or more of these fields: Research
 
and Extension organization, institutional development, and management.
 

8. A person experienced in coordinating the work of several persons

working in research or extension or experienced in research or
 
extension program management.
 

Itwill likely be feasible to hold the team to five or less, and the
 
smaller the team the better. Zambia-based personnel who need to be on
 
the team should be looked to supply some of the expertise needed.
 

We think this list needs to be reviewed by the three parties

involved in project implementation. Care needs to be taken, however, not
 
to let the team get too big.
 

The items listed below are ones that at this time will seem to need
 
attention. They are not mutually exclusive, and some elements may be
 
repeated under several headings. This redundancy should not be allowed
 
to confuse the team, but should be resolved according to c-'iteria that
 
appear relevant at the time.
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1. Examine the role and need for a strengthened economics component
 
in the Research Branch. What functions need to be performed? Where
 
should it be located? What is GRZ interest? What would be a feasible
 
strategy?
 

2. What is the current status of collaboration between the Research and
 
Extension Branches? What are the specific constraints to more effective
 
linkages? What modifications can be made within current resource limits
 
to increase effectiveness of linkage? What realistic program

opportunities can be identified? What opportunities exist for colla­
borating with other donor programs indpveloping extension and extension­
research linkage?
 

3. What accomplishments can be identified in the development of the ARPT
 
structure and processes? To what extent are the ARPT's and CRT's
 
integrated into a single research service? To what extent has there
 
developed a productive division of labor between ARPT's and CRT's.
 
What alternatives are there for improvement? What technology has been
 
produced or modified by the ARPT's or what is likely to be available
 
within the near future? Characterize the ARPT extension collaboration
 
and suggest alternatives for increasing , effectiveness.
 

4. Analyze and comment on the institutional development status of the
 
Research Branch. This should note these items:
 

a. Linkages, with extension, with UNZA; with Zamseed, Namboard, and
 
other elements of GRZ important to the performance of the agricultural
 
sector.
 

A second linkage issue deals with the linkage to those GRZ
 
institutions that allocate resources. 
Note Research Branch activities
 
in those areas. To what extent have returns to investment in research
 
been calculated? If so how have these calculations been used in the
 
competition for funds?
 

b. Personnel, looking at the Research Branch's ability to retain trained
 
persons, academic training, need for training, providing of experience
 
to the newly trained personnel, needs for expatriates, and utilization
 
of expatriates ina strategy to develop expatriate replacement.
 

c. To what extent are the ARPT's covering the country? What is the
 
expansion strategy to complete the coverage? Describe the Zambia Model
 
of agricultural research organization when ARPT coverage is fairly
 
complete.
 

d. If there are substantive areaJ inwhich either the Project or the
 
Research Branch are critically weak, identify. Be fairly severe in
 
defining what is really critical.
 

5.Anticipating the termination date of the project, what will be the
 
program needs of research and/or extension that an AID project could
 
address? Will a new project be needed or would it be better to modify

and extend the current project? If the latter, what modifications seem to
 
be needed?
 



APPENDIX 1
 

Note on Zamseed
 

We did not visit or study Zamseed and so know very little about
 
its operations. Reason for this note is that we heard from almost
 
every commodity group we contacted -- maize, sunflower, soybean, and
 
cotton -- that Zamseed had difficulty maintaining genetic purity and
 
producing adequate quality and quantity of seed. This is of concern
 
to the Research Branch. Technology produced by plant breeding is
 
embodied in the seed and can onl,' -edelivered in seed. A seed industry
 
ranks with extension as a technology dissemination entity. Without
 
care, inadequancies in Zamseed can seriously, impair the impact of the
 
Research Branch. USAID/Zambia may find itworthwhile to do a more
 
thorouqh analysis of Zamseed.
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Persons Contacted
 

Mr. John A. Patterson - AID Representative, Zambia
 
Dr. James Snell - Agricultural Economist, AID/Zambia
 
Mr. Michael J. Ireland - Management Officer, AID/Zambia
 
Mr. Fred Perry - Capital Development Officer, AID/Zambia
 
Mr. N. Mumba - Director of Agriculture, MAWD
 
Mr. F. Mbewe - Director of Planning, MAWD
 
Mr. Winter M. Chibasa - Assistant Director of Agriculture (Research) MAWD 
Dr. J.D. Naik - Chief Agricultural Research Officer, MAWD 
Mr. Alex Prior - Cereals Research Coordinator 
Mr. Stewart Kean - National Coordinator, ARPT 
Dr. G.M. Ravagnan - Oil Seeds Research Coordinator, NODP 
Dr. W. Javaheri - Soybeans Research Coordinator, FAO 
Dr. Ristanovi - Maize Breeder/team leader, SIDA/Yugoslavia 
Dr. Paul Gibson - Maize Breeder, ZAMARE 
Miss Catherine Munga - Maize Breeder, Mount Makulu, MAWD
 
Mr. Samson Syakwilimba - Maize Breeder, Nanga, MAWD
 
Mr. Jan Flink - Assistant Maize Breeder, SIDA 
Mr. W. Chita - Officer inCharge, Magoye Regional Research Station, MAWD 
Dr. Jagmohan Joshi - Soybean Breeder, ZAMARE
 
Mr. S. Nkambula - Soybean Breeder, Magoye Regional Research Station, MAWD
 
Mr. J.F.C. Sikazwe - Officer in Charge, Kabwe Regional Agriculture Research
 

Station, MAWD
 
Dr. Robert E. Hudgens - ARPT Agronomist, Kabwe, ZAMARE
 
Dr. Alfred G. Harms - ARPT Farming Systems Economist, Kabwe, ZAMARE
 
Dr. Ronald Dedert - ARPT Research Liaison Extension Officer. Kabwe, ZAMARE
 
Mr. Kefi Chanda - ARPT Agronomist, Kabwe Regional Agriculture Rsearach
 

Station, MAWD
 
Dr. S. Sanogho - Microbiologist, ZAMARE
 
Dr. W.A. Roath - Sunflower Agronomist, ZAMARE
 
Mr. Charles Chabala - ARPT Agronomist, Kabwe Regional Agriculture Research
 

Station, MAWD
 



APPENDIX 3
 

Evaluation Team Participants
 

Dr. K. McDermott - University of Florida, Team Leader 
Dr. B. Gelaw - CIMMYT/East Africa 
Dr. R. Benoit - Planning Unit, MAWD 
Mr. F. Mwansa - Planning Unit, MAWD 
Dr. J. Ragin - Team Leader, ZAMARE 
Mr. F.B. Nyirenda - AADO, AID/Zambia
 
Dr. E. Ellis, University of Maryland, Eastern Shore (Ex-officio member)
 
Mr. E.F. Gibson - ADO, AID/Zambia (Evaluation Team Coordinator)
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Scope of Work for Evaluation
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