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Amend PP to increase life ot project funding to at least 1. A. Dickie, A40 Sept. 30,19E2 

S6,710,000. Dir. REDSO/W4 

Fxtend SULSU contract AEDiAFR-C-1585 one year to December 2. A. Dickie, A4O Dec. 31, 1982 

31, 1984. SER/CM
 

Agree to consider sharing the cost (up to $250,000) for 3. A. Dickle, AAO Ya:; 31, 1983 

the construction of a continuing Education Center to be 
sited at Njala ACRE for in-service training of extension Dir. REDSO/W' 
personnel and participating ACRE farm families. (This is 
contingent on availability of funds and REDSO approval of 
site/building plans.) 

Agree to provide from USAID/ACRE contributions (Support 4. A. DiEckie, A0 March 31, 1982
 

and other costs line item) POL for the ACRE project WEScarborougl
 

vehicles assigned to each of the SULSU/ACRE team members. ADO
 

Agree to consider procuring a back-up water pump for the 5. A. Dickie, AA0 Nov. 30, 1982 

NJala ACRE water system, if needed, as Sid interim measure UEScarboroug 

to insure an adequate supply until the proposed EEC AOo 
funded system is completed in late 83 early 84. 

6. A. Dickie, AO OngoingThe institutionalization of ACRE is proceeding at a men-
sured pace, however, Mission believe real progress will WEScarborougL
 

have been made when GOSL approves the ACRE staff conditio s ADO
 
of service and began funding ACRE's operating costs from
 

their Recurrent budget rather than their development 7. A. Dice ALO Ongoing
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8. ACTION DECISIONS APPROVED BY MISSION OR AID/W CONTINUED
 

We will closely monitor progress towards this objective.
 

7. A CPA firm has been contracted and is assisting ACRE establish ai
 
strengthen accountancy/management capability. Additional ACRE
 
staff have been hired i.e. store ledger clerk, book keeper, and two
 
accounts clerks. A senior accountant has been recruiteu and his
 
appointment is imminent. We believe this strengthened and expanded
 
accounting section is critical to responsible management of ACRE,
 
and we will closely monitor it's development.
 

Best AvcGzA Document
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13. S/MMARY
 

ACRE project, which is designed to develop improved technology
 

packages and the delivery systms to effectively dissiminate them to small
 

farmers who will utilize them to increase agricultural productivity, incomes,
 

and their nutritional status, has made considerable progress.
 

ACRE staff have been recruited from the MAF and NJala University
 

and the private sector, and are being trained on the job and formally in
 

adaptive crop production research/extension; and are actively developing/
 

implementing on-farm adaptive research trials with the assistance of the
 

five member SULSU/ACRE contract team. The second ACRE cropping season is
 

well-underway, and 450 farm families are actively participating in field
 

research and demonstration trials.
 

The Baseline data survey is nearing completion, which includes socio­

economic, agronomic, nutritional, and appropriate technology components.
 

This information will be very useful in assessing and developing appro­

priate packages that are complementary to the various cultural, economic,
 

and agro-ecological environments in Sierra Leone.
 

Major construction i.e. ACRE staff housing, administration buildings,
 

laboratories and maintenance facilities have been completed and these
 

facilities are now operational. Most of the required project supplies/
 

equipment and vehicles have been received or ordered.
 

Substantive problems encountered were: late arrival of SULSU technicians
 

and required contract consultants; delayed construction start up and
 

completion; the retention of some skilled ACRE staff; the underestimation
 

of required facilities and commodities needed; and the development/imple­

mentation/institutionalization of the applied farming systems research/
 

extension approach for identification and solution of small farmers pro­

duction and marketing problem.
 

14. EVALUATION METHODOLOGY
 

This Mid project evaluation was conducted to measure progress achieved
 

towards attaining EOPS outputs, and to verify project hypotheses re the
 

efficacy of using the farming systems approach to address and resolve
 

small farmer's production and marketing problems.
 

The Mid-Term Evaluation team based their analysis on the following
 

information: (1) review of project and non-project documents; (2)
 

observation of physical facilities, research sites, and on-farm trials
 

and demonstrations; (3) participation in meetings and conducting structured
 
ad U.S.and unstructured interviews with GOSL, IADP, NUC, ACRE, AID 

contract ACRE project offtcials and, with farmers and other residents of 

rural zones (see Appendix A). 



14. EVALUATION METHODOLOTT CONTINUED 

Proj,-ct planning documents and contractual agreements, and the
 
goals and structures called for in those documents, were compared to
 
project performance. The Evaluation Team established and continually
 
revised sets of key questions on which to focus the work. This was done
 
at all levels from inter-governmental to inter-institutional to intra­
project to individual farm operations. Internal management and program
 
monitoring documents were important in the review. Other documents
 
reviewed concerned other development projects and socio-economic develop­
ment in Sierra Leone. Interviews and meetings provided more information
 
for assessing project performance in relation to stated goals. Dr. Hess
 
used a structured interview to gather comparable Information from a 10%
 
random sample of contact farmers in the project. Observations and pre­
liminary conclusions were discussed with all key project'staff, the U.S.
 
contract team and the MAF representatives to establish the bust way to
 
present the evaluation report.
 

The external evaluation team inc.luded the followiri: 

Charles SImkins ST/ACR Team Leader/Agricultural Specialist
 
Graham Thompson REDSO/WA Evaluation Officer
 
David Hess REDSO/WA Economic Anthropologist
 
John Cloutier REDSO/WA Financial Management Analyst
 
Mellen Duffy REDSO/WA Nutritionist 

Observers working full-time with the term included: 

Wilbur Scarborough USAID/SL Agricultural Development Gfficer
 
Vernon Hall- SULSU Contract Team Leader 
E.J. Mammy ACRE Extension Coordinator 
L.M. Feika MAP Asst. Chief, Agriculture
 

15. EXTERNAL FACTORS
 

Primary constraints to increased agricultural productivity in Sierra
 
Leone are shortages of appropriate technological packagls and required
 
labor during critical periods in the cropping cycle i.e. land preparation, 
planting, weeding, pest control during grain maturing stage, and harvesting;
 
market iadequancies e.g. absence of feeder roads and appropriate storage 
facilities; and government pricing disincentives.
 

These labor constraints were anticipated during project design, hence
 
the focus on adaptive-appropriate technological packages that would be 
compatable within the existing agricultural labor supply constraints . One 
function of the Baselle Survey is to determini the labor imput reqdired "" 
of ACRE technological packages to insure that only those innovations with a 
favorable input/output ratio are promoted. 



15. EXTERNAL FACTORS CONTINUED
 

Improvement of feeder (market) roads which facilitate movement of
 
produc,' goods and services has been given incroased attention by GOS'L.
 
The Highway Trust Fund II has been modified to include feeder road
 
development/maintenance; and funds generated thru sale of PL 480 Title T
 

commodities are now being used to expand the feeder road network.
 
Specialized training and consultancy assistance is being utilized by ACRE
 
to reduce post harvest crop losses and develop improved on-farm storage
 
structures that can minimize crop loss and allow farmers to better regulate
 

their crop marketings.
 

The Sierra Leone Produce Marketing Board (SLPB) in the past has 
maintained artifically low producer pricen which reduced the farmers 
incentive to increase production. SLPMB new acknowledges such pricing 

is counter productive, and this year increased the producer price of rice,
 
the major cereal staple by 50%. Such GOSL efforts are encouraging, and we
 
anticipate will continue.
 

The local inflation rate has substantially exceeded original PP
 
projections. As a consequence, GOSL and AID local currency expenditures
 
have been considerable higher than anticipated. COSL has increased their
 
LOP contribution in cash by more than 60% to cover increased construction,
 
personnel, and fuel and utility costs. Inflation worldwide, however,
 

is now abating; we are optimistic that the rate in Sierra Leone will
 
decrease also. Mission will closely monitor this situation, since it
 

does have implications for GOSL recurrent cost support.
 

16. INPUTS
 

Initially, several critical AID project inputs i.e. technical
 
assistance (SULSU contract team and consultants); training (academic
 
and in-service); commodities (vehicles and spare parts, laboratory supplies
 
and equipment, maintenance equipment); construction (staff housing,.
 
laboratory and maintenance buildings); as well as essential GOSL project
 

inputs, notable water and electrical utilities and certain key staff
 
appointments i.e. senior extension officers and research assistants,
 
accounting and stores staff, maintenance supervisor, training officer,
 
communication specialists, extension agronomist, community nutritionlist­
were either delayed or available in inadequate amounts.
 

This was due in part to a 14 month delay in approring the SULSU
 

contract, after signing the Pro Ag; a further delay in recruiting a
 
contract team acceptable to the GOSL; and the additional delay in assigning
 
the contract team to Njala because staff housing was not completed due to
 
GOSL commandering available cement supplies to construct the 1980 OAU
 

Conference building and facilities. Also, there was a serious under­
estimation of the project facilities and commodities required e.g. the
 

PP budgeted for five 4-wheel drive vehicles - fourteen were actually
 
needed. Finally, there was an overestimation of the numbers of line
 
personnel which would be made available to ACRE, on a full time basis
 

from the MAF and Njala University staff pool.
 



L6. INPUTS V)NTINUED
 

Most of these earlier inputs deficiencies have now been corrected.
 
and progress towards EOPS objectives is accelerating. GOSL and the
 
SULSU Contractor have requested, and USAID is prepared to approve, a
 
one year no additional cost SULSU contract extension to compensate for
 
these initial start up delays This will provide sufficient technical
 
imput to complete the PP objectives as planned during ACRE Phase 1.
 

17. OUTPUTS
 

At the beginning of this evaluation, November 1981, these input
 
shortages had retarded project progress by approximately eighteen months.
 
Consequently, the evaluation team was only able to assess the implementation
 
of the first year's cropping activity which had its share of the normal
 
start up planning, organizational, and conceptualization problems typical
 
of farming systems reseahii/extension development.
 

At the start of ACRE's second year cropping season, a comprehensive two
 
week in-service training Workshop for ACRE extension staff, IADP personnel,
 
and participating farmers was conducted at the ACRE Headquarters. ACRE/
 
SULSU technicians and consultants, senior ACRE administrators, University of
 
Njala scientists, and Ministry of Agriculture field staff provided the
 
technical/managerial input. The Workshop which uas well attended, was
 
designed to improve the extension delivery capabilities of the ACRE staff,
 
the general consensus was that it suczeeded. (Fifteen additional
 
extension field instructors (El's) were hired this year for a total of
 
fifty extension field staff.)
 

Following closely on this Workshop, was a one week joint research
 
division/extension division planning/coordinating Workshop held to develop
 
a collaborative workplan schedule for this year's 1982 cropping season.
 
Additionally, the first group of long term M.SC and Ph.D degree participants
 
have left for training, and a life of project training plan has been
 
completed and approved. Finally, this year 450 farm families are actively
 
participating in ACRE research and demonstration trials,an increase from
 
last year's 289; and several thousand farmers have utilized the ACRE
 
developed Mini-Kit technological packages.
 

18. PURPOSE
 

The stated purpose of the project is "to develop a crop adaptive
 
research and replicable technology delivery system responsive to the needs
 
of the rural smallholder".
 

The achievements toward reaching the project purpose at the time of
 
this evaluation were considerable.
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18. PL'rIOSE CONTIVE.D
 

1. Adaptive research on major food crops is being carried out
 

by ACRE research staff in cooperation with staff from the :.jal!a University.
 

A reconnaissance of research trials in the field was carried out by
 
the Evaluation Team. The trials were well designed, appropriate for the
 
needs of the rural smallholder and well tended. Trials included soil
 
management, rotation and introduction of new varieties of cassava, sweet
 
potato, upland rice, maize, cowpeas, pigeon peas and yams, and other types
 
of trials.
 

2. Adaptive research and exteusion activities in crop production
 

have been extended to 450 families in the 5 zones of operation which are
 
Njala, Makeni, Kabala, Rokupr, and Kenema.
 

3. A system of technology transfer has been organized with scheduled
 
activities and a functioning reporting system. At present, the ACRF program
 
has 55 agricultural officers and instructors involved in placing demonstrations,
 
making farm visits and holding group meetings.
 

4. Trials recently completed in the five areas of operztion indicate
 

that the yields of crops can be significantly increased by substitution of
 
improved practices for traditional practices. A combination of improved
 

varieties, fertilizer usage and weed control in adaptive trials has resulted
 
in a 70 to 100% yield increase for most crops.
 

19. GOAL AND SUB-GOALS
 

The goal of the project as stated in the project paper is to "increase
 
smallholder productivity and nutritional status".
 

Adaptive crop research trials and demonstrations in this project, as
 
well as other project reports by F.A.O. and M.A.F. in Sierra Leone, have
 

shown that with improved practices, large increases in yields of rice,
 
cassava, sweet potatoes and maize are possible. The evaluation team had
 

the opportunity to view first hand several trials which indicated excellent
 

crop production potential. The willingness of farmers to accept new
 

technology and cooperate with this activity was consistently observed.
 

The major concern regarding increased production lies with factors
 

outside the project, namely, the constraints of labor shortages at peak
 

periods in the agricultural cycle, lack of marketing infrastructure,
 

pricing policies which discourage improved production, and lack of credit
 

for input, labor, and supplementary food expenses. Many farmers are
 
anxious to receive fertilizer for they know it greatly increases the yields
 

of their crops. At present, however, there is little available credit for
 

the purchase of fertilizers.
 

The constaints of labor can principally be relieved by an introduction
 

of intermediate technology - improved hand tools, hand planters, improved
 

harvesting techniques and careful timing of planting.
 



19. 	 GOAL AND SUB-GOAL CONTINUED 

Ccrtain labor constraints may be eliminated with the introduction
 
of animal traction.. There are many social, cultural and economic
 
constraints which must be dealth with before animal traction can become an
 
important part of agriculture in Sierra Leone, but ways must be sought to
 
overcome these. The water buffalo might prove satisfactory for farm
 
power as well as a means of transportation.
 

20. 	 BENEFICIARIES
 

The direct beneficiaries of this project are the 20,000 small holder
 
farm 	families within the five project zones i.e. Njalla, Rokupr, Kenema,
 
Makeni, and Kabala, who thru adopting improved technological packages
 
developed by ACRE, will increase their agricultural productivity.farm
 
incomes, and general nutritional status. Als benefiting are the ACRE/

Njala University/Ministry of Agriculture Research and Extension staff who
 
are developing and implementing the first comprehensive farming systems
 
research/extension activity in Sierra Leone.
 

Indirect beneficiaries are the additional laborers hired for work
 
because of increased production, and the merchants and craftsmen/artisans
 
who are able to increase the sales of goods and services to farmers who
 
have better incomes because of their adoption of ACRE's improved production
 
and marketing techniques.
 

21. 	 UNPLANNED EFFECTS.
 

There were no substantive unplanned effects.
 

22. 	 LESSONS LEARNED
 

It is too early to formulate a list of lessons learned from this
 
project activity. We are confident this can be done at a later stage in
 
its evolution.
 

23. 	SPECIAL COMMENTS OR REMARKS
 

Titles of attachments and number of pages
 

A) 	 Mid-Project Evaluation of the OSAID/Sierra Leone Adaptive 88 pages
 

Crop Research and Extension (ACRE) 636-O102-November w/appendices
 

1981.
 

Letter of 16 August 1982 from Permanent Secretary, MAF 1 page
B) 

to Alex Dickie, AAO, requesting one year extension of
 

ACRE Project Contract No. AID/AFR-C-1585.
 

C) 	 Letter of 14 May 1982 from Director, ACRE Project to ADO 1 page
 

announcing Special Meeting of Executive Steering
 

Coiittee.
 



23. SPECIAL COMMENTS OR REMARKS CONTINUED 

D) Memo from Secretary, Executive Steering Committee 
(Director ACRE) to Executive Steering Committee re 
Mid-Project Evaluation of the USAID/Sierra Leone ACRE 
Project. 

2 pages 

E) Minutes of the Special Meeting of the Executive Steering 
Committee of ACRE Project, held 26 May, 1982. 

11 pages 

F) Communication from the Management Directorate Meeting of 
26th February Doc. No. EXCON 1982/1-10 

I page 

G) Comments by ACRE Staff to Mid Project Evaluation Report 
Doc. No. EXCON - 1982/2 

12 pages 

H) Minutes of the Special Meeting of the Executive Steering 
Committee, held 18 November, 1981 
Doc. No. EXCON 1982/1-3 

5 pages 

I) Comments on Mid-Project Evaluation Report by Direcior 
ACRE 
Doc. No. EXCON 1982/1-4. 

8 pages 

J) Mid-Project Evaluation Report on ACRE MEMO DIR/FI/222 
dated 16 February, 1982 (Contract Staff response) 
Doc No. EXCON 1982/1-5. 

5 pages 

9) Comments on the Mid-Project Evaluation Report by the 
Research Coordinator 
Doc. NO. EXCON 1982/1-6 

6 pages 

L) Comments on the Mid-Term Evaluation Report by the 
Extension Co-ordinator 
Doc. No. EXCON 1982/1-7. 

4 pages 

M) Comments on Mid-Project Evaluation Report by Assistant 
Accountant. 

3 pages 

N) Comments on the Mid-Term Project Evaluation Report by 
Estate Engineer. 

3 pages 



--------

I A L U I 
" €1 hu.. t.-J- '.-., .. "-. 

A ' = " ' T _'OnTR.ACT NO AID/af I - -' .­

-,-: ._e'.m..z".r 3 0, 1 - 53 tC O cs e ,r: ", . e
Pr j ,* - r .. t, n u-' . :.resrnt .-m3se cf th~e .AC 'E 

Z~rig th.-- ,: ,,'t -riaU-no evaluatior,diricussirons between 

a7niTea' counte:­s. .riLe and the ACRE/GOSLLZor 
Acril 24-May was agrnedrt .- c la - e at etla cn 9. 1982 it 

t7at ar , rE au* ti'oral yaar would enable us to n-ake utP 
.'r - ..... .. o the Project. 

recall, tner- were delays in the#appointment of
:.n 

s: , roc- -r.,n-znt cf wcrkin materials and equipments and in the 

ccnstructior, ;f the n-ildin23. We therefore Feel that it would be
 

of all concerned to give the project an additicna"
in the 3iteres 

.I aop tc :orrplete its activities.
year --.as . 

for your usual co-operation and understanding.I th-r.. y,.u 
would :'ka tc state that the Government of the Republic of Sierra
 

.3onc top priority to all Agricultural -evolopflnt Activities. 

FPleece exoress our gratitude to your Government for its 
an we iock forward to their continuea assis­bilateral a::s"stancr; 


tanca to - ,"R7 Proje:.t.
 

A'.
Yours faithfully.. 

WS MUNU 
Perinansnt Secretar'y 

fr Alexc Oickie
 
. .... . ..ffairs Qff.-,,-~ ...-:, ,A-i-..A. 

Embassy . -,414 

ACRE Best AvicbDe* 
*.Pr' MUC
 



AP*C44&At C 
ADAPTIVE CROP REEARCH & EkT!.1O! 

~Ge) Project,
Vats Mail BDa 540 

DIR/AD/431 njala/r"eto.. 

Agrie. Dcvo Officer, 	 14th. fat,1982 

USAID
 

U.S. 	 Fbasy,. Fxetown. 

Dear Sir,
 

Special Meeting of Executivo
 
Steering Committee Meeting.
 

You are cordially invited to the above meeting which is acheduled 

to take place on Wednesday 26th Nay at 10 A.M. in the Ministry of Agrio. 

and Forestry - Tower Hill, Freetown. 

AGENDA
 

(a) 	 Mid Project Evaluation Reports
 

DOC. EXCUM 1982/ 1 - 1 to 9
 

(b) 	 Commcation from the ACRE Management 

Directorate DOC. EXOOM 1982/ 1 - 10
 

Your usually active participation to the above meeting will be 

highly app oiatod. 

W. E. 16 ," . 

WET/cb. DIZC'R), ACRE. 

Best Avalable Docu ment 
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AAPIVZ C-01'"ZUAWM AND 
(ACRE) 636-0102 

by
the above report mere received for consideration 

Copies of 

receipt of tha report, the 
the ACRE staff in February this year. On 

those aspectssolicited in 
from the various Reads of section was 

response 
These Reads of Sections ,oe 

the report that concerned their sections. 
o 

Utension Co-ordilnator,Research Co-ordinator,the Chief of Party, 
Proj4ect.

Assistant Accotmtant, Estate hngineer and the Director of the 

the various sections, these end the 
On receipt of reactios from 

id-project evaluation rpports were then considered at an ad-hoc comittee 

meting that consisted of all ACRE staff, both full 
(Technical Committee) 

that follved was later 
The result of the discussionsand part-tim. 

Management Dirctorate.
special meting of the ACRE 	 At 

considered at a 
Graham Thompson was 

a member of the Evaluation Team, Mr. 
this meting, 


a number of issues.
 
present and vas able to clarify 

report and the various rea4tions that have developed
Finally the 

the Executive Steering Comittee 
were considered at a special 	meting of 

of the minutes is attached for ease of 
of the ACRE project. A copy 

reference.
 
has been discussed 

In sumry, the Hid-Project Evaluation Report 

ofthe administrative process
at the various levels inexhaustively 

the Am project. 
thatthe recommendations 

Since the report was written, most of 

taken to sseliolratesd the necessary steps 
wre mde have been considered 


in relation
sa, recoemdadtionsfew imatamloes such
the situation. In a 

.12 
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to the future Institutiosalizatlon of the project, this would need 

a careful cansideration. The deveiopmat of a satisfactory future 

stacus of the project would take som tim. 

On the vhole the process of evalustion In a project such as ACRE 

ts a continuous one. 7t Is oe of the sure wys of ensuring that the 

Project is given an opportuit7 of adjusting itself to solve the uany 

problem so as to he able to met its objectives. 

Secretary, Executiv Steering 
CaELtte 

(Director - ACRE) 



METENSIONADAPTIVE CROP RESEAROAND (ACRE) PROJECT 

MAF/rUSAIDIII1 

HLnutes of the Special )Netineof the Executive Steerinp Cowmittee of 

ACE Project. held in the Conference Hall of the Land & Water Divisica 

of the Hinistry of Agriculture and Forestry, in Freetown on '1ednesday 

26th May. 1982
 

The meeting was chaired by the Senior Assistant Secretary for
 

Projects (Mrs. Femi Anthoney) who deputised the Permanent Secretary.
 

PRESENT:
 

Prof. J.A. Kamara 


lil, E. Scarborough 


A.R. Slafa 


K.P. Sondai 


A.M.B. Sesay 


S.B.E. Scott 


F.B. Ngesgba 


G.A. anusana 


N.G. Kuyembeh 


E.J. Hanmy 


Al. Agard Jr. 


E.R. hcdes 

Femi, M. Anthony 

W.E. Taylor 


- Principal, NUC, Co-Chairman
 

- ADO-USAD/reetown
 

- Chief Agriculturist, HAF
 

Minisrry of Trade and Industry 

- HiniatiT of Education 

- Ministry of Development 

- Assistant Accountant, ACRE 

- Estate Engineer, ACRE 

- Den of Agriculture, NUC 

- Extension Co-ordinator, ACRE 

- Acting Chief of Party, ACRE 

- Research Co-ordinator, ACRE 

- Senior Assistant Secretary Project, HAF 

- Director, ACRE 

The meeting was declared open at about 11 a.m. The Chairperson 

explained that the Permanent Secretary of Ministry of Agriculture and 

Forestry could not attend the meeting because of son other and more 

pressing engagement. 

In answer to a question it w explained that this we a special 

meting called to consider aly the two Ites as listed an the agnda. 

M Director pro ed to call a ratv ar meeting at which-t-he minutes of 

the previous regular metip.of the 3teering Committee v.11 be discussed. 



In response to a question on the best procedure to adopt in 

considering the report it wlas agreed that the main recomndations as 

embodied in the report be discussed one after the other. The Director 

briefly described the stages that the report had gone through in its 

consideration. He also indicated that the document ErCON 1982/1-1 to 1-9 

were all related to the Mid-Project Evaluation Report. 

A. CONSIDERATION OF THE RECOZMENDATION AS IN THE BODY OF THE REPORT
 

RECO,4(ENDATIONS FOR GOVERNMENT OF SIERRA LEONE ACRE PROJECT 

1. Nutrition Component
 

It vas reported that the present nutrition work of the Project is 

being undertaken by the Head of the Home Economics Depaf-tmmnt wbo is a 

part-time scientific staff. !t was agreed that there is need for a full 

time Nutritionist employed at the level of a Senior Extension Officer and 

supported by Extension Aids. As this had not been provided for in the 

present Phase, it was suggested that it be considered in a second Phase 

of the ACRE Project.
 

At this point the ADO indicated that USAID is nov favourably consi­

dering the possibility of extending ACRE, activities to include a second
 

Phase. It was noted that there was already a proposal for Nutrition
 

Component of ACRE Project in the Annex of the report. This proposal can
 

be considered in more detail as soon as the necessary funds are provided.
 

The Director of ACRE was asked to clarify the function of the Applied
 

Nutrition Supervision in consultation with the Head of Home Economics De­

partment who is part-time scientific staff on the Project.
 

2. Condition of Service for ACRE Staff
 

The Director indicated that the document on the condition of service 

vil be given a final consideration at the next meeting of-the Executive 

Steering Committee. This document it was agreed should be..regarded as 

a temporary measure to provide condition of service for staff already 

appointed on contract terms to the Project. A permanent condition of 

service, it was agreed can only be developed when there was certainty 

of the future of the ACRE Project. / 
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3. Vahicle Operation. Maintenance Repairs and Replacement Progrm 

It was reported that the vehicles are serviced at the ACRE saints­

nance centre and are kept in running order. The Maintenance Centre is 

In need of equipments and sparea. 

In answer to a question, the Estate Engineer explained that the
 

Broncos were not economical to vse in terms of fuel consumption. There
 

was also a problem of getting the spares to keep these vehicles ou the
 

road. The AID bureaucracy was not helpful in the acquisition of spares.
 

It normally took between 6 to 9 months for an order to be effected.
 

However, orders for spares have been sent to AID Washington.
 

Since the present fleet of vehicles are in good c€mdition to serve
 

to the end of the present Phase, the replacement plan for vehicles will
 

comence in a second Phase of the ACRE prject.
 

4 & 5. Intra-African long term training and selection of candidate 

_The Director informed the meeting that at a technical coisttee 

mating a list of long and short term participants training in the U.S. 

rnd Africa has been developed. In answer to a question, he also indicated
 

that all participants, both long and short term trainees vl be legally 

bonded-to ACRE Project. 

In his contribution the ADO pointed out that in a second Phase of
 

ACRE, there will be need to train in such areas as tree crops, agribusi­

neSs, 3S0-forestry etc. It was agreed that the ADO and the Director 

would'have to meat to discuss the areas for consideration in a second Phase 

of the AM project.
 

6. Status of the Base-Line Survey 

The Research Co-ordinator explained that the present survey that 

in nov so hereby criticised ahould have been done by the SULSU contractor 

andnot the Governmetof Sierra Leone Staff. 

":-k.uVr, theo.w y is now-being finally r togsethe by Dr. Tuthill. 

a SUn-staff. The report It is hoped will be rtodueed in -eiple term 

and at the sam time'be informative. The presiv CDLffT involvement will 

be usd to develop vmq sim1e and easily used methodology for future 

auk V work. 
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It w" pointed out that other surveys in nutrition and interme­

surveydiate technology surveys are in progress. Although the Nutrition 

is only a one-time survey, che technological survey is divided up so as 

to be able to deal with the various stages of crop production, processing 

and storage.
 

In a contribution from the Principal of Njala University College, 

it was agreed that there was a definite need to have a "bench mark" 

against which future progress can be measured. The survey was there­

fore necessary for future evaluation of the project.
 

It was also agreed that where possible, Extension personnel and 

the collection of field information.farmers are to be used in 

7. 	 Energy neads of Research Laboratory and Seeds Processing Plant
 

The laboratory and seed handling building are under construction.
 

in energy supply since the evaluationWith the considerable improvement 

team was in Sierra Leone, it is doubtful whether this is now a real 

problem. However, it was agreed that the matter be considered when there 

was any real problem related to energy shortage. 

8. 	 Provision of Adequate Water Supply 

The Director indicated that for the short-term the measures
 

that have been taken included the following: 

i) 	 Linkage with the water treatment supply from Hano 

ii) 	 Electric pumps now fitted to the Administrative Block so as to keep
 

the tanks supplied with water for use in the area.
 

iii) 	 Extensive repairs effected on water Bowser so as to supply water
 

when and where needed.
 

iv) Considerstion given to providing a stand-bye pump to the main
 

_pump on OJala University Collce Campus.
 

stated that the Govrinntthe PrInciizal, Njala University College 

.of Sletra Le=n had added two pumps for NUC but that only one hed been 

installed. It -as agreed that the Chief Agriculturist, the Agric. 

Development Officer and the Director should. approach the Hinister of
 

Energy end Power on this issue.
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In his contribution, the Principal explained that in the long term, 

EEC was going to provide a water supply for the entire Njala Comunty. 

He stiated that the tender of the contract award will be out by
 

December 1983. He therefore felt that ACE ahould exercise some patience
 

so as 	to allow the EEC plans for water supply to Niala to be effected.
 

9 - 13. Financial Matters
 

(a) 	The Position of Accountant for the Project is being advertised
 

again because the applicants that responded to the first adverti­

sement were unsuitable.
 

The staff in the account section has been considerably increased
(b) 


since the evaluation was done last year. The complement of
 

staff at the moment oonsists of the folloing:
 

Assistant Accountant 1
 

Account Clerks 3
 

Stores Ledger Clerk 1
 

Store Keeper 1
 

(c) 	The Accountant when appointed and together with the auditing firm
 

will be able to provide improved services; i.e. financial state­

ments of various kinds. 

(d) 	The zonal Bank accounts are now fully operational.
 

(e)-	 In a contribution the representative of the Ministry of Develop­

ment and Economic Planning explained that the PL480 funds should 

be regarded as an emergency fund allocated to meet the shortfall 

from the Govermnt of Sierra Lwn subvention. The present 

practice in which PL480 is regarded as the main source of fund of 

the ACRE project is therefore not advisable. He vent on further 

not. be any fund in the P1480, thisto explain that whei there may 

vil-adversely'.iffect the- financial support of the ACRE project. 

theIt wa therefori decided that tht Director of ACRE take up 

mtter with the Permaent -Secletary to ensure that .adequate provision 

-i made both by the Government of Sierra Leone subvention and the 

-IA80 	to meet ths requiremnts of the ACRE project. 
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14. Comdity Procurement Plans 

-This is presently heing co-ordinated by the Chief of Party 

USAID/ACRE. 

15. Ragular Schedule Staff Hetings 

now takeThe Director informed the meeting that such meetings 

place to discuss ali aspects of the ACRE activities. 

and Raquest for Consultant16. Introduction of Appropriate Technology 

Although some help vas received from IITA, yt the result was not 

very satisfactory. Both IITA and other Agencies are beiag contacted with 

a view to providing assistance in this area. Although a survey is being 

conducted presently on the type of technology available at the farm level 

yet there is the need to have a Consultant to advise the team in its 

approach to appropriate technology problems. 

17. Organize and Iplement Rice Production Contest for Farmers 

The Director indicated that the arranaement for this was w.11 in 

hand. It was agreed that the award of the prize should be done to 

coincide with an Agricultural Shaw or Field Day Event. This, it was 

suggested would give the activity the publicity that it deserves. 

18. Recruitwent of Public Information and Comunications Specialist 

The Cosittee was informed that the offer of an appointment to 

fill the post will soon be mde. In answer to a question from the Dean 

of the Faculty of Agriculture, W4UC,the Director explained that the 

facilitia: that exist at Njala will be strengthened so as to meet the 

needs of both ACRE and NUT. No duplication wili be encouraged as this 

will only lead to a waste of every scarce resources. 

Contract Research and Extension Staff Into-Projecti9. Integrtion of 

NeIrm etc. 

TheI 	 -tIng was nformed that all-the research*and exteneion staff 

in all aspects of ACRE's research and extension activities.are involvId 

:Th Work Po-aI Conference normally involved the participants of all 
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In order to further strengthen thisResearch and Extension Staff. 


aspect of full participation, the Research Co-ordinator is developing
 

a Crog Working Group Concept.
 

20. 	 Strenthen Linkages %ith 11TA and other Research and Extension
 

Institutions
 

The Director indicated that presently there is a link with IITA and
 

WARDA in the use of consultancy services. Arrangements are also being
 

was also
made to get consultancy services from CLNMYT in Mexico. It 


disclosed that ACRE is presently considering a proposal from 
IITA that
 

will further strengthen the linkage for collaborative rasaarch, 
supply
 

consultancy services and
of research materials and advice, training and 

possibly in staff exchange programnns. 

21. 	 Developing Yearly Work Programme
 

The Director indicated that this had already beeld dnne.
 

22. 	 Institutionalization of ACRE Project
 
I 

The Director indicated that the Steering Committee at its meeting
 

of 10th March 1981 had requested him and his staff to prepare 
a paper 

on this issue for its consideration. 

Based on written and verbal indications from members of staff
 

a document has been prepared for the consideration by 
members of staff
 

It is hoped that not before long the matter will be
 of the Project. 


referred to the Steering Coueittee for its consideration.
 

Animal 	Power Sources in Agriculture
23. 	 Use of 


. . Some collaborative work between NUC (Work Oxan Project) and ACRE 
on 

the economics of using animal power for upland rice 
cultivations is being 

investigated.
 

provide cheap and alternate
Sbaid the present Work-Oxen.project 


labour inurce for small farm developments, it will be considered in the
 

niut phmwe'of the ARRE project. 

Inr'esponse to the suggestion that Water Buffalos be 
used, the
 

this animal be introduced on a trial basis only
meeting was advised that 
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as it may not be well adapted to the health problems that are peculiar 

to similar animals in Sierra Leone. It was agreed that although W'dama 

was smaller in size to the Water Buffalo,yet it was much mori adapted to 

the Sierra Leone conditions. 

24. 	 Increase Contact with Women - ACRE Contact Farmers Families 

In this regard the Director indicated that efforts are being made 

to introduce food crops that are normally tended by womn. In this regard 

the Research Co-ordinator indicated that in the introduction of a new 

crop, care is taken so that it is in harmony with the production practices 

of the women. No attempt will be made to disrupt the rarming pattern 

in the areas of operation. The Director further added that the setting 

up of pilot farm families in each of the zone will not only help in the 

spread of technology, but wiU also focuss attention on the role of women 

in the farndng activities. 

25. 	 Recruitment of Woaen for Professional Work in Agriculture in
 
Research and Extension.
 

The Director informed the meeting that although efforts are being 

made to recruit women to positions in the project, yet in general very 

few women appear to have the necessary qualifications and willingness to 

apply for positions in the project. The Principal of NUC pointed out that 

the policy of the Ministry of Education to have co-education secondary 

schools will- help girls to get access to courses that are normlly better 

provided for in boys than in girls schools. 

. It was suggested that the Iftnistry of Agriculture contacts the 

Mnis.try of Education with a view to providing councellin, and career 

Iuidaw-a that will.Anform girls of the opportunities which exist in the 

Agricutural Sector. 

RECMKEDATIONS FOR CONTRACT STAFF IN SIERRA LEONE 

In the absence of the substanti-e Chief of Party, Ir. V. Hall, 

the Director of ACRE-Project led the ,liscussionis on the recommendations­

as f.. 	 lm: 
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1. 	 Staff Meetings: It was noted that regular monthly meetings are 

conducted wich pra-planned agenda. After some discussions it was 

agreed that the Director of ACRE should be invited to such meetings. 

2. 	 Acquire of an Administrative Assistant: It was agreed that the 

Chief of Party was in the best position to decide when there was
 

a need for this kind of assistance.
 

3. 	 :ssi !nent of Vehicles and their Judicious Use: This recomnendation 

has alteady been carried out.
 

4. 	 Development of Yearly Work Programe: The Research Co-ordinator
 

coumented that this was always done. He further explained the 

procedure which ensures integration with Sierra Leone Researchers. 

5. 	 Review of-Adaptive Research and Demonstration Trial Plans with 
Research and Extension Personnel 

The Research Co-ordinator explained that all trials and demonstra­

tions are reviewed at the work programme conference. This ensures 

that all concerned are given the opportunity to provide inputs. 

6. 	 Explain research and demonstration aims to farmers and eliciting 

their opinion on the objectives, methodology and results 

This is being done. However, consideration should be given to 

deciding the best way of achieving this. Whether at the usual 

work programme or at a special session involving farmers only. It 

is suggested that this be done both at Headquarters as well as at 

the village level. 

7. 	 Extension personnel and farmers involvement in data collection 

In the discussion it was agreed that the recommendations may have 

been worded badly. It was agreed that farmers and extension personnel 

shotuld be used to provide field information such as observation on crop 

perforsance etc. 
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RECOIEMATIONS FOR SULSU CONTRACT ADMINISTRATION 

The meeting agreed chat this section be referred to the SULSU 

However, the
Contract Administration as 	it was addressed to them. 

Director informed the meeting that at an in-house evaluation conducted 

recently'by the SULSU contract tean, the view was expressed that they 

would need to be provided copies of all documents produced by ACRE
 

Sierra Leone. These documents will enable them to follow the progress
 

is being made and will also enable them to provide the necessarythat 


reports and back-up services.
 

B. 	 CONSIDERATION OF COKUNICATIONS FROM THE ACRE MANAGEMENT DIRECTORATE 

(DOC. EXCOM 1982/1-10) 

1. 	 Needs of the Extcnsion Wing of the ACRE Project as a Result of 

Consultancy Report 

The following were agreed upon:
 

a) 	 Appointment of a Training Officer. 

b) 	 Increased effort should be made in recruiting more-women in the 

various levels of ACRE's activities. 

c) 	 Proviion of zonal crop multiplication centre to supply fresh 

planting materials to meet the demand in the zones. 

d) 	 Appointment of a communication specialist and the collaboration
 

with NUC in providing facilities to meet the needs o'f both ACRE
 

and the College. 

Research 	 Project as Result of Consultancy2. 	 Needs of Wing of ACRE a 

Report 

aACRE should collaborate with NUC in the setting-up and use of 

The Director should contact the PermanentComputer already with NUC. 


Secretary of lnistry of Agriculture and Forestry in connection with the
 

release of the-Pcace Corps from PEMSU to.asist ACRE set up a Coqueer
 

system at Njala.
 



Othar Heeds of ACRE ProJect
2. 


Thi.re w s a general concensus that
Continuin& Education Centre: 


there was a need for this facility to both ACRE and rIUC.
 

The Principal of NUC outlined effort that hAd been made in tha 

past to provide ouch a building that would provide usteful sarvices for 

conferences, accomodation, metin- placa etc. 11.welcomed the idea 

and promised to Et the University Architect to prepare line drawings 

based on the information that had been outlind on the possible uses 

parties, i.e.
of the building. After the drawings have baan produced boc 


ACRE and NUC would consider the matter further.
 

There being no other business the meeting was adjourned at about
 

5.30 p.m.
 

W.E. Taylor
 
Secretary
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COMMUICATION FROM THE MANAGS&G3DIR _ORATE 

KfMlG OP 26H FEWUARY 

1 , 	 Needs of the Ertension Wing of the ACRE Project
 
as a -resultof Consultants Report
 

(a) There is a need to appoint an offIcer who will be incharge of training, 
This officer will in addition to co-ordinating all eapeots of Ertension 

training will also be an assistant to the Etension Co-ordinator. 

(b) 	 There in a need to get more woman involved in all aspects of ACRE. 
This should be as Scientific staff, as well am contaot fazaers. 

(e) 	 nere is need to set up orop multiplication site at Uh. tonal level so 
as to be able to provide adequate and fresh mount of planting materials 

to meet the demands both from within and outside the PSoJect. 

(d) 	 iere in a need to have a communication secialists as well as the 

supporting facilities. The later should be explored for possible 

collaboration with N.U.C. 

2. 	 Needs of the Research Wing of the ACRE ProJeot 
as a result of Consultants Report 

(a) In order to be able to analyse reseroh data quickly so that the results 
can bo of immediate use, the present system is umsatiefaotory. ACRE's 

most appropriate arrangement is Irb it to have its own oomputer facilities. 

3. 	 Other needs of ACRE Project 

Thee is need. to have a General Purpoee Bailding that can be used W a 
traiing/conferenoe centre. - In Ids regard it Is reconded that both the 
college an ACR detenan its deal md locaticn so that it c be mutually 
beneficial. . The possibility of I be coIlege also contributing towards the 

building should be explored. ThL building (continuing education building) 
should provide such facilities as %witoI rle, dining, kithen, conference hall, 
offices Wnd co.pter services." 
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HID-pOJECT EVALUATION 

REPORT
 



The id-Project Evaluation report of the ACRE Project has been considered
 

technical committee as vell as the ACR Najgmart DLz.ctQrata. ThhLth by a 


mutes of these two meetings are as shown in the appendix.
 

From the comnts that vsre made at both meetings, as wll as those from 

that a significant number of
 the heads of the relevant sections, it can be seen 

However, a few 
recomandations made has already been taken up and implemented. 


such as the future of the Project, and the development of long term crop pro­

gram would need more time for further consideration.
 

It has become obvious that the time from within which the evaluation 
team
 

was expected to carry out its task was very short and therefore 
inadequate.
 

to meet with the ACRE staff and
 Ideally it would have been prudent for the team 

discuss their findings especially in relation to the role of 
SULSU contract team, 

the local Research Team and the Extension Staff. The reactions from the Research 

Co-ordinator and Aset. Accountant certainly indicate the lack of 
discussion of
 

issues between the evlluation team and the Headqdarter staff.
Important 

The Evaluation Team eduttedly did a very good job under difficult 
condi­

tious. Whatever misunderstanding that may have been created can be 
looked upon 

experience that vill help us in future evaluation.of the 
Project.

as a useful 

in relation to the recom-
The following is a sumnary of the conuents made 

- 13 of the Report. The individual reactions mendations as listed on pages 7 


from the Director, the Chief of Party, Research Co-ordinator, 
Extension Co-ordi­

provide more detailed information
 nator, Asst. Accountant and Estate Engineer, 

to the relevant sections in the body of the report. 

SK4WARY OF REACTION TO D-PROJECT EVALUATION REPORT 

The following is based on the deliteration of the above report both 
at 

Manageent Directorate.the Tecbn cal Comttee level as wll as the ACRE 

EXECUTIVE SUART (Pages 2 - 6) 

baftive Conributions:
 

to long terM Atic. developmant In Sierra
 
(a). Positive contribution elements 

(b) Need for extending activities beyond present scope. 

e) flPgh morale of ACRE staff. 

(d) Staiff belt~u rai--c- tz idnrtivje cro'p productZic rs -1 



(a) Method of involving more farmers familles, promote and sustain the farm 

family participation. 
and farm family linkage.

(b) 	 Method of strengthening the Rasearch-Ltension 

Problems needing attention: 

(a) 	Supply of utilities to Njala. 

(b) 	Need for unification of project activities by USAID and GOSL staff.
 

Future of ACRE in relation to Ministry of Education and Ministry 
of Agric.


(c) 


and Forestry.
 

(d) 	Integration of financial inputs and accounts from USAID and ACRE GOSL and 

appointment of Financial Control Staff.
 

of Nutrition Component, for relevant improvement in the areas
(e) 	 Development 

of nutrition.
 

AND MS ION PROJECTSIMI f OF RECOOMENnDTIONS FOR IDAPTIVE CROP RESEARCH 


(Pages 7 - 13)
 

for GOSL ACRE Project
Recmmendation 

1. 	Nutrition Component: 
to the staf fin and 

It is recommended (1) that high priority be given 

It is also rcommended that 3 implementation of the Nutrition Component. 


be recruited. Plans
 
Research Assistants in Food Technology and Nutrition Aids 

total of 2 Research Assistants (housing problems and total are afoot to have a 


nmiber of training positions available have to be considered).
 

It is redommended that at least one full-tme Nutritionist 
together with 

about 6 exten ion aids be appointed to assist the Head of Ham IconmOis 

Department of N.U.C. These additional staff vill assist Mrs. Dihniya in her 

to the farm fanilils. 
at the same time be responsible for extension w.ork

imzk 	and
0.1cr to pages 42A and 60A of the Rport). 

2. -.- of for ACRE Staff'.loy Conditions Sarvic, 
, t h gdae ofConditions of Service have been developed accorC, 

final documdt win be considered for
NAN for uniformity among projects. The 

approval by'the EXecutiv Steering Couittee. 



It is generally accepted that the Conditions of Service when approved 

should take into consideration the services as exist in other projects an well 

as the institutions that are presently concerned with its Implementation. The 

present staff of ACRE Project are governed by the unapproved conditions of 

service vhich takes into account its possible future integration with NAF or 

NUC. 

3. Vehicle operation, Haintenance Repair and Replacement Programe: 

An Estate Engineer has been appointed to take care of the physical plant 

and vehicle. In addition appointment has been offered to a Mechanical Super­

intendent whose main responsibility will be to manage the vehicle section. 

Despite the many problems as outlined by the Estate Engineer (see appendix) 

progress is being made in this area. 

4. Implementation of the planned Intra-African long-term Training activities: 

Based on the experience gained so far in the activitiqs of ACRE a compre­

hensive report is being prepared on the long-term as well to short-tars training 

needs of ACRE. The Institutions both African and American that can meet our 

requirements will also be determined. e aspect of'ACRE activities is presently 

being co-ordinated by the Chief of Party until such time when a training officer 

position is approved for appointment. 

5. .Colete the Selection of Candidates for long-term trainig: 

Because of the practical problems such as shortage of office space and resi­

dential accommdation all the candidates cannot be recruited at this stage. 

However, as soon as the training program is prepared and approved, the-selec­

tion process will be initiated. Presently 7 staff member of ACRE were appointed 

Research Assistants. Until they are sent away for training, there will not be 

office as well as housing facilities for new staff. 

6. Status of the Base-Line Survey: 

It is recomeded that Project should formally consider discarding the 

present base l3ne-c-uvey. It is pertinent to point out tha ta Use Line 

Survey cosists of the following surveys, 

(a) Socio-economic survey 

(b) -Agronomic Survey 

.... ,
I 
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(c) 	Nutrition Survey
 

(d) 	Appropriate Technology Survey 

The Head of the Developmnt Division of WARDA recently revimd progress 

in the socia-economic survey and left behind a draft report. The field data 

collection of the soclo-economic and Agronomic is practically complete. The 

report for the Socio-economic, will be out before that of the Agronomic, 

since pressure is being 	put on the Socio-economists to complete the report 

before they proceed an 	study to Germany.
 

The Nutrition Survey like the Socio-economic survey was conceived as a 

one-time recall survey with its inherent limitations and apportunities. 

is being done to coinci-ao with theThe 	appropriate tehnology sur-my 

activities on the farm. This therefore means that tmlike the other surveys 

There is complete disagreesent with theit is not a one-time recall survey. 

It will provideevaluation team that this activity should be cancelled. 


.useful information as well as a reference point for the ACRE 
Project. The 

and farmers be-used to collect and -suggstions that Extension Personnel 

Since there is a need to
analyse data is implemented when this is possible. 


constantly monitor the ACRE activities in relation to its adoption by farmers,
 

there is &need to have a simple and quick method if achieving this. In
 

this 	regard the consultancy services of CIIOf!T is being called upon. 

ftergy needs of Research Laboratory and seeds processing plant: 

Until nowboth the laboratory and the seed .plant are under construction. 
7. 


Presently with the completion of the power line and linkaxe to SLEC,ACRE
 

It is felt that at the moment there does
 now gets 21 hours of electricity. 


However, when there is a country-wide
not appear to be any sericus problem. 


fuel shortage, then no lasting alternative arrangemnts can be made.
 

8. 	 .-Provision of Adequate water supply-

A) short-taft measures. -* 

1. 	 lankap with Hao supply established. ­

to be fitted to Admin. i&lding so as to keep11. 	 lactric pumps -ar 


tiaks fully sWAled.
 

III. Water lower has 	undergone extensive anl expensiV1M repairs. 

iv. 	 There is a-proposal to provide N.U.C. pumping staton with-a 

suitable stand -by water pump..
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In his contribution, the Principal explained that in the long term, 

EEC was going to provid, a water supply for the entire Njala Comunity. 

He estimated that the tender of the contract award will be out by 

December 1983. He therefore felt that ACRE 3hould exercise some patience 

as to allow the EEC plans for water supply to Njala to be affected. so 


9 - 13. Financial Matters
 

(a) 	 The Position of Accounta,t for the Project is being advertised 

again 	because the applicants that rusponded to the first adverti­

seant were unsuitable. 

The staff in the account section has been considerably increased
(b) 

complement of
since the evaluation was done last year. The 


staff at the moment oonsists of the following:
 

1Assistant Accountant 


3
Account Clerks 


Stores Ledger Clerk 1
 

1
Store 	Keeper 


and together with the auditing firm
(c) 	 The Accountant when appointed 

will be able to provide improved services; i~e. financial state­

ments 	of various kinds.
 

accounts are now fully operational.(d) 	 The zonal Bank 


Develop­
(e) 	In a contribution the representative of the Ministry of 


moat and Economic Planning explained that the PL480 funds should
 

be regarded as an emergency fund allocated to meet the 
shortfall
 

of Sierra Lon,. 3ubvcntion. The presentfrom the Government 

practice in which PL480 is regarded as the main source of fund of 

the ACRE project is therefore not advisable. He went on further
 

not. bc any fund in the PLA80, this 
to explain that wheU there may 

of the ACRE project.ill adversely affect the financial support 

It was therefore decided that Oui Director of ACRE take up the 

matter with the Permanent Secletary to ensure that adequate provision 

made both by the. Goverramt of Sierra !eone subvention and the
-.Is 


PIA80 to meet the requireconta of the ACRE project.
 



16. Introduction of Aopropriate Technology:
 

This. a e L L6 uc.lai 4L;'Ljv,.Ly considered. However, attempts so far 

to get guidance from IITA consultancy has not been successful. It is 

recommended that AID assists in Lhe selection and appointment 	of a consul­

tant in this area.
 

17. 	Organize and implement rice production contest for farmers:
 

This is already being considered by the Extension Wing of ACRE.
 

Recruitment of Public 	Information & Communication Specialist:
18. 


Interviews have been conducted and recomendations for appointment
 

already made.
 

19. Integration of contract Research 	and Extension Staff into Proiect Programe etc. 

All research activities, demonstrations, on-farm-trials and extension
 

The reason for this recommendation is unclear.
activities involve all staff. 


Co-ordinator on theHowever, refer to detailed coments from the Research 

issue an in appendix.
 

20. Linkage with IITA and other Institutions:
 

Presently ACRE has used consultancy services from IITA and WARDM. 

to have similar services from CDH!T in Mexico.Plans are progui.sing well 

The possibility of these and other institutions providing training inputs 

IITA and CIMM continue to provide crop materialsis being ezplw*U 

using for its on-farm trials and demonstration work.
that ACRE 	is 

21. 	Developing yearly work program:
 

Refer to Work Programe Conference commnts
This has always been done. 


in Research Co-ordinator's reaction in appendix.
 

22. 	 lnatitutionalization of ACRE rolect:
 

to develop a proposal
The.-Steering Committee has requested the ACRE staff 


for ite consideration.. The work i. in pogres._
 

23. 	Use of Animal Power Sources in Agriculture:
 

a project on the use of Oen ao.an &grIculturtl power source
As there is 

on N. U. C. Campus, the area fo r collaboration work to beUX developed. 

../7
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ACRE Contact Farmers Families:24. Increase contact with Womnn -

Tim= effort to meet this objectives the folloving are being either 

intoduced or sttemgthened: 

rhe nutrition component.(a) 	 Appointment of women for 

of crops that are normally tendered by women.
(b) Active introduction 

(c) Setting up of pilot 	farm family unit in each zone to facilitate
 

spread of technology and focusing attention on the role of the 

women in the farm:Ing activities.
 

- Research and
25. Recruitment of Women for professional york in Agriculture 

Extension:
 

This is nov being actively considered.
 



Pages 10 - 11 - USAID/SIERRA LEONE 

Recommndation for Contract Staff in Sierra Leie
 

Coments as presented by Chief of Party is as follows:
 

1. 	 gold regular staff meettns with pre-planned agendas. This has been 

initiated. Regular staff meetings are the first Monday of each month of
 

at 0830 hours. 

2. 	 Acquire an administrative Assistant. Items that must be considered
 

are: (a) adequate work to keep an assistant fully occupied, (b) increased
 

overhead expenditures of salary and other financial benefits, (c) office
 

space, (d) housing, (e) transportation. When all items are considered 

at this point in time an assistant is not justfiable. 

3. 	 In co-operatibn with the ACRE Director, develop an assigboent of 

proJect vehicles which allows for more judicious use.-


An assignment of ACRE vehicles has been completed.
 

4& 	 Each staff member should develop a yearly programme of work which is 

integrated with Sierra Leone counterparts or research and extensiL serms 

This is in progress for 1982. Each SULSU staff member has submitted 

a plan of work but we still need to meet with Sierra Lea ean counterparts. 

This will be done when all Sierra Leonean part-time staff from NJala 

University College have submitted their plans of work for 1982 to 

Dr. E. R. Rhodes. 

5. 	 Contract team members should carefully review adaptive research and 

demonstration trial plans with research and extension personnel.
 

This- activity definitely needs to be upgraded from last year when there 

was no thorough exchange of information regarding activities of research 

and extension between R.U.C., ACRE/GOSL and ACRE/SULSU PERSONNEL. 

Stggest all research and extension personnel submit a detailed copy of 

their final field activities to all other Personnel so that all participatx-.. 

-.in-tb. prcgramme will have definate information on research itnd extension 

activities in progresm. 

6. 	 Explain research and demonstration alms to farmers and eliciting their 

opinions about research objectives. methodology and results. 

First, all explanations to farmers must be in ter.s they understand and
 



will 	be useful to them. Although most of this effort will be at village
 

meetings and at location sites of on-farm trials, another important aspect 

is to have farmers visit NJala to see research in progress by establishing 

NJala ACRE Field Days for farmers and other interested persons e.g. lAW. 

MAP, 	 Peace Corps, etc.. 

7. 	 Extension personnel and farmers should be trained and supervised in 

data 	collection and analysis.
 

Such 	 activity is desirable provided it does not take too much time 

away from on-farm trials. However, we have already received information 

that Extension Instructors have too much overload now. This suggests 

a need to re-examine the work load of Extension Instructors, especially, 

as they relate to the farmers and on-farm trials for which they are 

responmible. 

COMOENTS FROM.CHIEF OF PARTY TO RECOMMENDATION FOR SULSU 

CCNTRACT ADMINISTRATION 

1. 	 Develop annual reports and six months internal reports. 

The SUISU team leader and USAID Agricultural Officer have both requested 

these by letter and telegraphic messages but to date none has been 

received by Lhe SULSU team leader or U3tAID except for the first six
 

months internal review. 

2. 	 Develop more effective procedures for use of consultants. Insure their 

leights of stay in Sierra Leone is sufficient and develop reports either 

before leaving the project site or before being paid. First, SULSU needs 

sufficient lead time in requesting consultants to properly arrange for 

their Tiff with ACRE Sierra Leone. At times we have not gotton sufficient 

lead 	time notice from ACRE/GOSL. Seccn d, er must improve on identifying 

duties of consultanrs and spec fying qualifications required of a consultant. 

Although this has been done to a considerable extent when a consultant is 

requested, consultants arri-ing Sierra Leone Stae they wer, not told what 

they 	were to do. It-appears that SULSU Contract Administration is not 

informing consultamts of information sert to thm. Third,-=hre has ben 

repsated times when a'consultant is scheduled to stay for oly half the 
tim- requested. This needs correcting. At lea three mtha lead time 

from ACRZ/GOSL will help. Fourth, requests .o: ertultanto i being made 



directly to SULSU from Sierra Leone outside of routine channels. 
To insure proper procedures, requests must come through Research 
CO-ordinator for research or Extension Co-ordinator for Exenasion. 
The request then goes to Director, ACRE Project, to Chief Of Party then to 
USAID Freetown. From there it mst go by official message to SULSU 
by way of USAID/Washington. This establishes an official status for a 
consultant. The above procedure is to be observed at all times. Fifth, so 

far we have written reports from all consultants except Mr. Thomas 
C. Boyde, an Information Specialist, who was a consultant to ACRE for 
two months. We have sent a message requesting 1r. Boyd's report 

be sent to Sierra Leone with least delay. Sixth, return visits for 
consultants should be scheduled as needed. 

3. 	 Develop an annual Work Plan. So far SULSU Contract Administr&tion has 
not submitted an annual work plan. At this point in time they still 
require a consolidated plan of work for ACIE/SULSU and ACRE/GOSL. 
Hopefully, this will be completed soon end included a schedule of
 

identifying short - and long - term participanrs and a schedule of 
requesting consultants as well as a plan of work for 1982. 

4. 	 Develop better coumications, to inform contract staff in Sierra Leone 
on progress of requests for consultants an Wil as haravwre needs. 

First consultants. Often we have no information, then receive very short 
notice a cdnsultant It arrivihg. Aldo consultants have remarked they 
were given very short notive they were to come. This needs io be, 

corrected. Second, Orocurements of hardware needs. StULSU has repeatedly 

refused to purchase hatdvare zieds - see following item 5. 

5. 	 Arrange for petty cash purchase of small items in support of cohsd tants. 
To date, requests for smll commodity purchases has been refused on the 

basis such purchase were not budgeted in the SULSU contract. 

6. 	 'Insure complete instruction to contract staff in travel arr.gements. 

cust,m clearances. visa requirements and I noculation. Most items 
are understood by present SULSU staff. Hwever, initial innoculations 
are to be completed before a tem leaves the United States. This has 
not been the-case which results in down -tme tern embers having to ­

travel to Freetown plus loss 'of time from sickness resutcina from
 
innoculations. As for travel, an arrangement 
 is urgently needed for 



SULSU to pay air fare for R & R and Home Leave travel rather than have 
the team member pay and wait six to eight months for reimbursement if 

the amount is more leones than a team Member wants. 

7. 	 Give special attention and expedite quickly, critical needs of contract
 

staff in respect to faily living and project problem. Have made some 

zecent request but no response to date. In all fairness to SULSU 
Administration the time lapse has not really been long enough considering 
the poor mail service between Sierra Leone and Vice versa. 

8. 	 Implement the six monthly project eval.ations as required and sent 

copies without delay to USAID and project team leaders. To date 
there had been no response except for the first six months evaluation 

report.
 

9. 	 Send copies of all financial reports to the team leader. To date 

none has been received, 

10. 	 Plan for orderly replacement of field staff with equally qualified 

individuals. Do not have any information regarding moves to replace 

those with contracts expiring before the end of ACRE Phase 1. 

For very pertinent coents made by khe Chif of Party on other aspects 

of the report, refer to the appendix. 



ADA PV CROP RESEARCHACRE) PROJECT & EXTENSION- MAF/USAID 

Minutes of the Special Meeting of the xecutive Steering Committee 
held in the Conference Hall of La-d Resources Division of the 
Minist of A.riculture and Forestry, in Freetown on
 

Wednesday 18th November, 1961
 

The meeting was chaired by the Permanent Secretary, Ministry of
 
Agriculture and Forestry who is also Co-Chairman of the Steering Committee.
 
The meeting was called for the presentation of the report on the findings
 
of the ACRE Mid-Term Project evaluation.
 

PRESENT: 
ie. Members of Etecutive Steering Committee:-

Mr. W.B. Munn - Permanent Secretary MAF - Co-Chairman 
Prof. J.A. Kamazra - Principal - N.U.C. 
Mr. K.P.,Sondai - Sen. Asst. Secy. Ministry of T & I 
Mr. C.B. Sesay" Asst. Chief Agriculturist - M.A.F. 
Mr. D. Molure - Projects Co-ordinator - MAP 

M. Wil Scarborough - Agic. Development Officer - USAID 
Mr. H.M. James 
 - Deputy Secretary, Ministry of Development 
Mr. C. Uphaus - Agric. Economist - USAID/ACRE
 

Mr. N.G. Kuyembeh - Dean of Agrio. - NUC
 
Dr. V.L. Hall - Chief of Party - USAID/ACRE
 

Miss F.B. Ngegba Asst. Accountant, ACRE 

Dr. E.R. Rhodes Research Co-ordinator, ACRE
 

Mr. G.A. Lansanah Estate &Wihgneer, ACRE
 
Mr. E.J. Mammy 
 Extension Co-ordinator, ACRE
 
Prof. W.E. Taylor Director, ACRE Secretary
 

Mr. J. Len Masaquoi Admin. Officer, ACRE I
 
Mrs. H.S. Bangura Con. Secretary, ACRE In attendance 

ABSENT WITMUT APOLOGIES
 

Agric. Adviser of V.P. 1
 

Financial Secretary, Ministry of Finance.
 

M ERS OF THE EVALUATION TEAM 

Dr. C.A. Simkins - Evaluation Team Leader 
* Mr. Graham Thompson - Chief Project Development Officer-

REDSO/WA Abidjan 
* Miss Melan Duffy - Nutritionist - REDSO/WA Abidjan 
* Mr. J. Cloutier - Financial Analyst - REDSO/WA Abidjan 

* Dr. D. Hess - Anthopologist - REDSO/WA Abidjan 

Mr. L.M. Feika - Asst. Chief AgricuLturist - MAP
 
(* not present for Steering Committee Meetinir)
 

METERS OF SULSU CONTRACT TEAM 
Dr. G.M Sawyer - Direotor, LEWT, ACP3 B. Rouge L 5 USA 
Mr. A.J. Henderson - Asst. Direetor d7LSU, ACRE B. Rouge L 5 USA 
M, JeW. Pattan - AdmAin. Asst. " " " " 
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2. In his introduction of the Evaluation Team and the presentation of 

the Chairman of the meeting, the Director welcomed all to the very special 

meeting. He apologised for the short notice, and expressed delight that 

many members were able to attend the meeting. He commended the co-operation 

that he had received from both the College (NUC) and the Ministry of 

Agriculture and Forestry as well as from the SULSU Technical Team, 

3. The Chairman for the occasion (Mr. W.B. Munu) formally opened the 
meeting. He formally on behalf of MAP welcomed all present. He stressed 

the interest of his Ministry in the progress of the ACRE Project. Apology 
was expressed on behalf of the Hon. Ministar of Agriculture and Forestry 
who would have liked to be present# but was unavoidably absent due to other 
matters of State that required his attention. The Chairman then requested 

the Leader of the Evaluation Team to present his report. 

4. Ir Simkins expressed his profound appreciation on behalf of his team, 

to the StaTa Leone people and ACRE Project staff in particular for the 
wonderful hospitality they extended to them. He assured them that they had 
enjoyed every bit of their stay in Sierra Leone. 

He also expressed admiration for the local ACRE staff whom he described 
as being very highly qualified and dedicated workrs. He hoped that they wuld 
continue their good work with deligence, Dr. Simkins indicated that the final 
report which is now being prepai'd idll be available by December, 1981. 

In his presentation of their findings, the team leader pointed out that 
although they had seen about 10% of the contact farmers, yet it was gratifying 
to note the tremendous interest that the farmers have in the prograze In 
addition the team were also able to visit both Research and Extension ates 
as well as observe the technologies that are being used. The important aspect 
(constraints) of the findings were outlined as follows:­

(a) ADMINISTRATION:
 

Because of the heavy work Idad on both the Director and Chief of 
Party, there was therefore a need for Assistants. In the case 
of the Chief of Party it was suggested that he be proyided with 

an Adminisfrative Assistant. 

(b) EXTENSION & RESERCH: 

It was reported that as a result of misinformation given to the 
formers by the enumerators after the base-line date surveyt some 
farmers have been left in a confused state. The view was expressed 
that the survey was too detailcd and unnessary. However, in future 
survey, this should be done by the Extensiori Instructors who were 
already familiar with the famers and their activities. He fUrther 
advised that more farmers who are willing to accept new technology 

be involved in the Project. With regard to the sites chosen he 
stressed that accessibility and prominence ,of sites for demxration 
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must be among the criteria used in the selection process.
 

(c) 	MAJOR CONSTRAINTS: 

(i) Itwas observed that labour was the major constraint in all
 
farming activities. 
 It was therefore recommended that the
 
areas of investigation into appropriate technology be
 
emphasized.
 

(ii) Another important constraint was marketing of Agricultural
 
produce, This is especially important for farmers that
 
operate within the Kabala zone.
 

(d) 	NUTRITION COMPONENT (CROPS)
 

The effort by the Research Co-ordinator to give prominence to the
 
areas of nutrition research was commended. He recommended strong
 
international linkage with other institutions that do appropriate
 
work 	in nutrition.
 

(e) INSTITUTIONAL LINKS:
 
The view was expressed that there was a 
need for a more formal
 
link not only with NUC, but with other national and international
 
institutions.
 

5. 	GENERAL DISCUSSION
 
Farming Constraints:
 

(a).( )Rodents and Birds
 
The Agric. Developmentitfficer in his contribution informed the 
meeting that from discussions that he had with the farmers that 
he visited during the evaluation, rodents such as the cutting grass 
and birds such as Waver birds caused huge losses. He wanted to know
 
whether there was informat on available on the size of losses that
 
they can cause on rice and also the method of control,
 

The Project Co-ordinator (MAF) indicated that from studies carried
 
out in the Northern Area IADP, losses of up to 509 
was recorded.
 

Several suggestions were put forward as to how these pests can be
 
controlled. The meeting agreed that ACRE should direct its
 
activities to providing solutions to the problems of losses as a
 
reault of rodents and birds.,
 

(ii) 	 Weeds
 
The Principal NUC commented that lax
ur demand for weeding was a very
 
serious constraint, 
This 	was more .)owhen fertillzer was used at
 
the wrong time. He therefore recomainded that more emphasis be put
 

on all aspects of weed control.
 

(iii) Fertilizer Use
 

The Assistant Chief Lgriculturist (.Mr. 
 C.B. 	Sesay) in 4is contribution
 
pointed out that although it was generally x3cogised that the
 
application of fertilizer increased yield, )at because of the
 
oontinued Increase in the const of fertilize.r, fatmers find it 

V1.. 



increasingly difficult to use 	 it. He therefore requested ACRE to 
look 	into alternate and appropriate technology that will help to
 
improve both soil moisture the soil fertility, 

(b) 	 POST HMVEST LOSSES:
 
In his contribution the Deputy Chief 
 igriculturist Mr. C.P. Sesay
indicated that ACRE should find solutions to reducing post harvest 
losses. He indicated that this was a major concern at the 
international level. 

BASELINE SURVEY
 
There was a general disagreement with the evaluation 
team 	leader, who

had 	expressed the view that there was no need for the baseline survey and that It
should be stopped. This disagreement was strongly supported by the Principal
of NUC and the Assistant Chief Agriculturist (Mr. L.M. Peika)# The Research
Co-ordinator in his contribution commented that the Project design made this
 
activity a requirement 
 and that it was necessary. He added that it would 
provide a bench mark against which farmers problems and other conttraints will 
be identified for possible solution to be found by ACRE, 
LINKAGES WITH IN COUNTRY PROJECTS. 

The Director indicated that he had experienced a general improvement in the
relation between ACRE and the .q.tqr Agricultural Projects. He concluded that
 
with the general recognition of the role of ACRE 
 in Adaptive Research and
 
Extension, 
 the situation continued to be improved. 

CONCLUDING R8A1.JCS 

6. 	 The Director of SULSU on behalf of his contract Team thanked the Evaluation 
Team for" the excellent work that they had done. He noted phillospphically that

in projects such as ACRE there were bound 
 to be voluntary o involuntary impedi­
ments. 
However, with time and determination these will diseppear. 
He stressed
 
that 	the success of the ACRE project depended on the full co-operation of all 
concerned with it.
 

Joseph Pattan, the newest SULSU Team member expressed the view that SULSU
appreciated the importance of InORE to Sierra Leone and that they were determined 
to make this project a success, 

Mr, Henderson thanked the Chief of Party and his tean for te r co-operation
with the Director in the execution of the ACRE project. 

The Chairman in his closing remarks pointed out that 	the CattY@ and Crop
problems in the Northern part of Sierra Leone needed very s!=ious wmnsiderationse 
This he commented was having a very adverse effect on food poductIft in the area. 

SIo...o 
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He finally thanked all present for their contribution to the 
discussions of this special meeting. 
He commended the good relationship 
now existing between MiP - ACRE & N.U.C. 

He concluded that the MAP will continue to give all support to 
the ACRE Project and that the report when received will be given due 

consideration. 

The meeting adjourned at 12.20 p.m.
 

R. W. E. TAYLOR 
DIRECTQR, ACRE
 
SECRETARY.
 



COMMENTS ON MID - PROJECT EVALUATION 

REPORT By DIRECTOR 
DOC. 	 NO._ 

EXECUTIVE SUMMARY 

POSITIVE CNTRIBUTIONS: 

(a) 	 Positive contributions to long term Agric. development in 

Sierra Leone. 

(b) 	 Need for extending activities beyond present scope. 

(a) 	High morale of ACRE staff# 

Areas needing attention: 

(a) 	 Method of involving more farmers families, promote and sustain 

the farm family participation. 

(b) 	Method of strengthening the Research - Extension and farm family
 

linkage.
 

Problems needing attention:
 

(a) 	Supply of utilities to Njala.
 

(b) 	 Need for unification of project activities by USAID and GOSL staff. 

(o) 	Future of ACRE in relation to Ministry of Education and Ministry 

of Agric. and Forestry. 

(d) 	 Integration of financial inputs and accounts from USAID and ACRE 

GOSL and appointment of Financial Control Staff. 

(e) 	Development of Nutrition Component. For relevant improvement in
 

the areas of nutrition. 

RECOMMENDATIONS FOR GOSL ACRE PROJECT 

Pages 7 - 10 

1. 	 Refer to comment from Research Co-ordinator. 

2. 	 Conditions of Service have been developed according to the guidance 

of MAF for uniformity among projects. The final documents will be 

considered for approval by the Executive Steering Committee. 

3. 	The Estate Officer is presently attending to this.
 

4. 	 The long and short - term training needs and linkage is presently 

under consideration. 

5. 	 There are practical problems such as office and residential accommoda­

tion that will not allow recruitment at this stage. However, as 

soon as the training programe is drawn up the selection process will 

be initiated.
 

6. 	 Refer to comments froua Research Co-ordinator 

7. 	 This aspect will be considered as soon as these facilities are being 

used. 

goo/2 
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8. 	 Estate to report on this, 

91 	 With the improvement of the staffing level it is hoped that the
 

services described will be provided. I n addition the duties of
 

any accounting firm contracted to work for ACRE must be clearly
 

defined.
 

10. 	 There is some confusion here. We are made to believe that we ACRE/
 

GOSL should be able to account for our own funds and not that from
 

AID. 

11. 	 The position of Accountant was not provided for in the original 

document. However, since there is an uarangement to have the Asst. 

Accountant undergo additional training, an Accountant will be. 


recruited shortly.
 

12. 	 Accounts section has been increased to the following level:. 

Assistant Accountant - (1) 

Accounts Clerks - (2) 

Stores Ledger Clerk - (1) 

13. 	 Bank Accounts have been opened in all zones for payroll disbursement* 

14. 	 The development cf a mid-term to end of project commodity procure-6 

ment plan is in progress. 

15. 	 Regular Administrative and Technical meetings now take place. It 

includes all stage i.e. AID and Sierra Leone staff. 

16. 	 See comments from Research Co-ordinator.
 

17. 	 Rice production contest - to be considered by the Extension wing of 

ACRE.
 

18. 	 Post of Information and Communication Specialist to be filled shortly. 

19. 	 Extension and Research to comment. 

20. 	 IITA will visit ACRE in May to establish areas of co-operation and 

collaboration. 

21. 	 This is being attended to. 

22. 	 This will be discussed by Management Directorate ar Executive 

Steering Committee as soon as the working papers are prepared. 

24. 	 Since there is a work - Oxen Project at Njala, ACRE should be more 

closely involved 	with its activitt;
 

24. 	 Extension to comment on this. 

25. 	 Future recruiting policy will try to include this consideration. 

RECOMMNDATIONS MR USAID/SIERRA LEONE 

Pages 10 - 11 

USAID/SIERRA LEONE TO COUT 

RECOMMENDATIONS FOR CONTRACT STAFF IN SIERRA LEONE 

Pages 11 - 12 - See comments from Chief of Party. 

RECOWEMDATIONS MR SULSU CONTRACT ADMINISTRATION 

Pages 12 - 13 - SULSU to comment. 

ooo,./3 



-3-
GENPAL COMENTS ON THE REPORT 

I. 	 It appears that Mr. L. M. Feika was only an observer and did not 
make much contribution to the report (see page 15) this needs clarifica­

tion.
 

EXTERNAL FACTORS
 
2. 	 General agreement with obuervation on labour shortage, marketing
 

inadequacies, price disincentives, credits and inflation problems
 

(pages 16 	- 19) 

Recommendations on (a) reconsideration of labour intensive trials 

and demonstrations. 
(b) development of appropriate technology for 

production and storage, 
These are accepted and are being considered. 
The future of ACRE to include credit and marketing inputs is accepted 
- but needs careful consideration. 

INPUTS 
I. 	 TECHNICAL ASSISTANCE 

Why was no comment made on the full-time Sierra 
Leone Staff as has been done for the U.S. Technicians ? (pages 20 - 21). 

2. 	 TRAINING 
The training aspect of the project is now being considered in the 

light of experience gained after the first year. In addition it is 
now proposed to appoint a Senior Officer who will be in charge of 
training at all levels and in all areas. 

3. 	 CONSULTANT SERVICEOS 

The recommendations are discussed and integrated into the project. 
In addition there is now an attempt to carefully systematize the 
service,: if consultants so that the results can be of use to the 

project. 

The list of consultancy services as listed on page 2 of paragraph 

3 are essential - refer to coments from Research Co-ordinator. 

4. 	 CONSTRUCTION 

There 	is a need for a continueing Education Centre. It will be of
 
great value to both N.U.C. and ACRE for all forms of in-service seminar, 
conferences and meetings (pages 30 - 31) 

5. 	 GOSL CONTRIBUTION AND MAF SUPPORT 

Comments 	on pages 32 - 34 accepted.
 

6. 	 COMMODITIES 

(page.36) 
(a) 'There is now a stock control system established. 

(b) Timely action needed for fertilizer requirements. 

(o) A commodity procurement plan is now being developed. 

.*.1 
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7. SUPPORT rR S. A. E. Os
 

1. 	(a) Furniture have been ordered.
 

(b) 	Office space provided by other projects.
 

(c) 	Provision of office furniture being considered. 

(d) 	Budget now includes proposal for ACRE residence and office 

in all five zones. 

2. 	 Vehicle : Estate Engineer to take note of recommendations 

1, 2 & 3 (Page 38) 

8. ANALYTICAL RESEARCH & SOIL TESTING LABORATORY 

The constraints i.e. water and electricity supply need careful 
consideration. The comments on the whole is accepted. 

( - see comments from Chief of Party) 

9. 	 NEED FOR INFORMATION SPECIALIST
 

The position will be filled very shortly.
 

10. 	 RICE PRODUCTION CONTEST 

To be considered by the Extension wing of ACRE. 

11. 	 NUTRITION COMPONENT 

Proposal is being considered for recruitment of staff to strengthen 

this area. Because this component would entail additional cost, it 
should be carefully planned. (see co. ments of Research Co-ordinator). 

OUT PUTS
 

1. 	 Trials Conducted: (page ) 43 no comments 

2. 	 Quality of work: 

i. 	 Late delivery of materics affected the quality of some trials 

and demonstrations. 

ii. 	 Management problems with weeding trials. 

iii. 	 More consideration must be given to the second cropping so 
that it doas not adversely affect farmers participation. 

iv. 	 ACRE Extension personnel should use their experiences in 

planning the nature and timing of deonstrations and trials. 

3. 	 Although the statement that all decisions were made by the Research 
staff is untrue yet the comments for collective decisions must be 

noted - see comments by Research Co-ordinator on this. 

4. 	 (a) Recommendation (1) As on page 45 
(b) 	 Recommendation (2) page 46 needs clarification and examples. 

(o) 	 Recomendation (3) page 46 accepted. First In-Service Training 

has already been conducted. 

5. 	 Farmers Compensation:
 

Research and Extension Co-ordinators have been asked to look at this 

aspect and so provide guidance as soon as possible quick payment. There 
must be a system of deciding what a farmer gets for (a) participating 

and (b) for giving up his land for trials and demonstration. The 

recoumendation as indicated on page 47 is accepted. 

... /5 
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6. 	 RESEARCH A1ND EKTENION STAFF NEED MR TRAINING 
AND EXPANSION OF ROLE 

The change from Agrio. Officer to Senior Agricultural Extension
 
Officer is necessary so as to be in line with the other Agric. Projects.
 

The duties of the Agric. Officer in Sierra Leone involves not only
 

field work supervision but also a large amount of administration work. 

ACRE Extension personnel must be involved mainly in extension and not 

administration work. With the time at our disposal i.e. recruitment 

of officers in mid 1981, I do not see how it would have been possible 

to organize the training as envisaged in the project. It was necessary 

to adopt a mofe flexible approach so as to be able to carry out the field 

work that the team evaluated. 

The trainihg needs for the project based on the 1981/82 experience is 

now being developed systematically. According to the conditions of 

employment all the S.A.E.Os have full responsibility for all adaptive 

crop research and extension activities in their zone. 

The shortcomings as outlined on page 48 are misleading. As far as 

I know the decision to send information from research to the field i.e. 

S.A.E.Os is jointly taken by the Research and Extension Co-ordinators. 

The development of a programme for the year is again done collectively 

to include all Extension Officers, local and expatriate staff and farmers. 

(Reference to proceedings of ACRE work - programme conference). 

The statement that: no S.A.E.0 has never had a meeting with the Project 

Director to discuss his work needs clarification. Since the appointment 

-of all S. A. E. 0s they have been to see me at least once a month and we 

have discussed matters pertaining to their work& 

The training of E.Is has commenced and the result was very successful. 

With a knowledge of farming cycle in the country, training has to be done 

during the school period of between January and February. With the 

appointment of a Training Office. the position will be improved. 

The use of E. Is for the collection in relation ta research and project 

monitoring needs special considerati'n if it should not over burden 

them with an already crowded schedule - (refer to corents from Chief of 

Party).-

As much as it is accepted that enumarators may have created initial 

problems by given wrong information to farmers, yet I feel that this point 

is being overplayed. I w.uld have appreciated if an alternative was 

suggested. 

In surveys which may be done to indirectly measure the effectiveness 

of the E.Is I do not think that it wuld be wise to use the E.Is as 

enumerators.
 

.. o/6 
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7. 	RECO MENDATION:
 

(a) 	 Redifinition of roles of S.A.E.Os and E.Is. This was 

provided by the Extension Co-oruinator. 

(b) 	 Provision of periodic training - this is being planned. 

(o) 	 The decision as to who should do the training however should 
be left with the project to decide. 

(d) 	 The need for Research and Extension to meet regularly is 

accepted. 

(e) 	 The need for research scientists to meet the extension staff 

at the zones is accepted. 

(f) 	The insinuation that extension staff do not participate in 

decision that affects their trials and demonstrations is 

untrue. 

8. 	 Selection of Contact Farmers Families and EMpansion of
 

Activities to Intermediate FArmers Families 

Although the impression given that the research greatly influenced
 

the selection of the contact farmers is not true, yet it has been
 

decided that extension will decide on farmers selection.
 

Recommendations 1, 2, 3 accepted. However, when activities expand, 

care should be taken so that it does not appear as competition to the
 

I.A.D.P's e.g. production of fertilizer and credit.
 

10. Nutrition Component Out Puts 

There is a need to provide local nutritionists to be responsible 

for the programme of work as outlined. '-'he one part-time staff who 
is head of a department and the research assistant is grossly 

inadequate. 

There is a proposal to have (a) one Senior Extenuion Officer -

Nutrition an,' (b) 6 Extension Instructors. (see commonts of 

Research Co-ordiriator). 

PURPOSE
 

I. See comments from Research Co-ordinator on pages 59 - 60. 

.2. Nutrition Component Purpose: 

The major constraint is the lack of adequate staff level for 

the programe. This will be delt with soon. 

BENEFICIARIES - KEY SOCIO-CULTURAL 
AND SOCIO-ECONOMIC FACTORS. 

Comments are generally accepted. 

... /7 

http:S.A.E.Os


- 7
 

SPECIAL PROBLEMS
 

Foreign Ezoha.ge and Cash Flow:-


Present 

(a) 	 The method of obtining foreign exchange in connection with training 

and conferences continue to be satisfactory 

(b) 	 Transfer of fuids is no longer a problem. The aignaturies to the 

account are those of the Director and Assistant Accountant only. 

(o) 	 Staffing level in the accounts section has been increased. There 

is proposal for the reoruitment of an Accountant and the provision 

of training for the Assistant Accountant. 

(d) 	 Zonal Bank Accounts have now been opened. It is operated by 
the zonal S.A.E.Os and the Asst. Accountant. 

(e) 	 Electrical energy required for full scale operation needs close 

consideration. 

(f) 	 Accounts will take note of recommendations on inventory control. 

2. 	 Accounting Firm 

Description of scope of work accepted.
 

3. 	 Vehicle Ansignment 

(a) 	 All SULSU contact Staff have been assigned a vehicle. 

(b) 	 A Mechanical Engineer is being recruited to be incharge of vehicle 

repairs etc. . 

(a) 	Estate Engineer shuld coment on the section on vehicle
 

maintenance and operation (pages 85 - 89). This area needs 

his careful attention. 

W. E. Taylor, 
DIRECTOR, ACRE. 

http:S.A.E.Os
http:Ezoha.ge


DOC. 	 NO. 

MID-PROJECT EVALUATION REPORT ON ACHE - NWi. 
DIR/FI/222 DATD 16 FEBRUARY, 1962 

CONTRACT STAPF INSIhRRA LEONE 

1. 	Hold regular staff meetings with pre-planned agendas. This has been 
initiated. Regular staff meetings are the first Monday of each 
month at 0830 hours. 

2. 	 Acquire an administrative Assistant. Items that must be considered 
Are: (a) adequate work to keep an assistant fully occupied, 
(b) increased overhead expenditures of salary and other financial 
benefits, (o) office space, (d) housing, (e) transportation.
When all items are considered at this point in time an assistant is 
not justifiable. 

3. 	 In co-operation with the ACRE Director, develop an assignment of 
project vehicles which allows for more judicious use. An assignment 
of ACRE vehicles has been completed.
 

4. 	 Each staff member should develop a yearly program of work which is 
Integrated with Sierra Leonean counterparts or research and extension 
teams. This is in progress for 1982. Each SULSU staff member has 
submitted a plan of work but we still need to meet with Sierra Leonean 
counterparts. This will be done when all Sierra Leonean part-time
staff from Njala University College have submitted their plans of work 
for 1982 to Dr. E. R. Rhodes. 

5. 	 Contract team members should carefully review adaptive research and 
demonstration trial plans with research and extension personnel. 
This activity definitely needs to bg upgraded from last year when 
there was no thorough exchange of information regarding activities 
of research and extension between N.U.C., ACRE/GOSL and ACRE/SUIU 
personnel. Suggest all research and extension personnel submit a 
detailed copy of their final field activities to all other personnel 
so that all participating in the programme will have definite inform . 
tion 	on research and extension activities inprogress.
 

6. 	 Explain research and demonstration aims to farmers and eliciting their 
opinions about research objectives, methodology and results. First, 
all explanations to farmers must be in terms they understand and will 
be useful to them. Although most of this effort will be at village 
meetings and at location sites of on-fam trials, another important 
aspect is to have farmers visit Njala to see research in progress by 
establishing Njala ACRE Field Days for farmers and other interested 
persons e.g. TAMP, MAP, Peace Corps, etc. 

7. 	 Extension personnel and farmers should be trained and supervised in 
data collection and analysis. Such activity is desirable provided 
it does not take too much time away from oii-farm trials. However, 
we have already received information that Extension Instructors have 
too much overload now. This suggests a need to re-examine the work 
load of Extension Instructors, especially, as they relate to the 
farmers and on-farm trials for which they are responsible. 
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SULSU CONTRACT AI4INISTRATICI 

Develop annual reports and six months internal reports. The SUL8U1, 
team leader and USAID Agricultural Officer have both requested these 
by letter and telegraphic messages but to date none has been received 
by the SUISU team leader or USAID except for the first six months 
internal review. 

2. Develop more effective procedures for use of 	consultants. Insure 

their 	lengths of stay in Sierra Leone is sufficient and develop 
before being paid.reports either before leaving +he project site or 

sufficient lead time requesting consultantsFirst, SULSU needs in 	 to 
with 	ACRE Sierra Leone. At times weproperly arrange for their TDY 

have not gotten sufficient lead time notice from ACRE/GOSL. Second, 

we must improve on identifying duties of consultants and specifying 
qualifications required of a consultant. Although this has been done 

consultantsto a 	considerable extent when a consultant is requested, 
not told what to do.arriving Sierra Leone state they were they were 

It appears that SULSU Contract Administration is not informing consul-
Third, there has been repeatedtents of information sent to them. 

times when a consultant is scheduled to stay for only half the time 
requested. This needs correcting. At least three months lead time 
from ACKE/GOSL will help. Fourth t requests for consultants is being 

outside of routine channelepmade directly to SUISU from Sierra Leone 
To insure proper procedures, requests must come through Research 
Co-ordinator for research or Extension Co-ordinator for extension. 
The request them goes to Director, ACRE Project, to Chief of Party 
then to USAfl Freetown. From there it must go by official message to 

SULSU by way of USAID/Washington. This establishes an official eta­

tus for a consultant. The above procedure is to be observed at all 
have 	written report from all consultantstimes. Fifth, so far we 

who was a con­except Mr. Thomas C. Boyd, an Information Specialist, 
for two months. We have sent a message requestingsultant to ACRE 


Mr. Boyd's report be sent to Sierra Leone with least delay.
 
Sixth, return visits of consultants should be scheduled as needed.
 

So far SUISU Contract Administration3. 	 Develop an annual work plan. 

has not submitted an annual work plan. At this point in time ther
 

and ACRE/GOL.still require a consolidated plan 	of work for ACRE/SULSU 
soon and included a schedule ofHopefully, this will be completed 

identifying short- and long-term perticipants and a schedule of request­

ing consultants as well as a plan of work for 1982. 

staff in Sierra Leone
4. 	 Develop better communications to inform contract 

on progress of requests for consultants as well as hardware needs. 

First consultants. Often we have no information, then receive very 

short notice a consultant is arriving. Also consultants have re­

mazed they were given very short notice they were to come. This 

needs to be corrected. Second, procurement of hardware needs. 
to purchase hardware needs - see follow-SUMIU has repeatedly refused 


in& item 5.
 

5. 	 Axrnge for petty cash purchases of smaL items in support of consul­

tan s. To date, requests for small coodity purchases has been 

refused on the basis such purchases were not budgeted in the SUWSU 
contract. 
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6. 	 Insure complete instruction to contract staff on travel arrsngeentu, 
oustom clearances, visa requirements and innoculations. Most items 
are understood by present SUIMU staff, however, initial innoculations 
are to be completed before a team member leaves the United States. 
This has not been the case which results in down time team members 
having to travel to Freetown plus loss of time from sickness resulting 
from imoculations. As for travel, an arrangement is urgently needed 
for SULSU to pay air fare for R &R and Home Leave travel rather than 
have the team member pay and wait six to eight months for reimbursement 
if the amoxmt is mor-e Leone, than a team member wants. 

7. 	 Give special attention and expedite quickly, critical needs of contract 
staff in respect to family living and project problems. Have made 
some recent requests but no response to date. In all fairness to 
SULSU Administration the time lapse has not really been long enough 
considering the poor mail service between Sierra Leone and vice versa. 

8. 	 implement the six monthly project evaluations as required and send 
copies without delay to USAID and project team leader. To date there 
has been no response except for the first six months evaluation rportd 

9. 	 Send copies of all financial reports to the team leader. To date 
none has been received.
 

10. 	 Plan for orderly replacement of field staff with equally qualified 
ind4viduals. Do not have any information regarding moves to replace 
those with contracts expiring before the end of ACRE Phase I. 

aim 	 ITEM 

1. 	 How will the Project operate to bring in farm families that are not
 
considered contact farmers. This is a most important issue if the
 
Project is to meet the objective of affecting 20,000 farm families 
in Phase I. This issue must be discussed. 

2. 	 How will the Project attain the central objective of creating a strong 
and constant linkage among research, extension and farm families. 
More input response is needed from farmers, Extension Instructors and 
Senior Extension Officers. A move has already been made to allow 
for more input from the farmer-extension sides. 

3. 	 Develop a strategy to extend project services beyond its present 
scope. One of the ACRE Project objectives is to develop and establish 
a long range food crop research and extension plan/strategy. An 
approach to this needs immediate attention. 

4. 	 Institutionalization of the ACRE Projeot. This needs immediate atten­
tion in order to begin strengthening relationships for a smoother 
integration with MAP and MOE. 

5. 	 Incorporation of nutrition component. An outline of a proposed
 
nutritional component was developed in May 1980. Immediate steps
 
should be taken to activate a nutrition component into the ACRE
 
Project. Given the objectives of the nutrition component, and the
 
remaining time frame of ACRE Phase I, nutrition objectives must be
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arranged in order of priority considering (a) their importanoe in 
relation to immediate family need and of staffing and acquiring
commodities and (b) what is realistically possible in the remaining
time in Phase I. We need to move imediately on this item. Can 
the LEARN project from CARE be successfully utilized to reduce down 
time in getting the nutrition oaponent underway? 

6. 	 Need to develop an end-of-projeot procurement plan based on needs and 
usage rates. Such a plan must be lean and tight and closely controlled 
to prevent ordering more equipment than is absolutely required. 

7. 	 Imnediately establish a committee for selection of candidates for long­
and short-term training. The conittee is to be composed of the USAID 
Agricultural Officer, Director of the ACRE Project, the Chief of Party

and any other individuals deemed appropriate. The committoe should 
be constituted and meet quarterly. Suggest that SU= team members 
be included on the comittee as they work daily with potential candi­
dates.
 

8. With least delay identify candidates for short- and long-term training
including six to attend intra-Afrioan long-term training facilities.
All vacancies for training should be filled with least delay. Allow­
able costs for participants has increased from $1,100 per month to 
$1,8oo per month. Money remaining in the budget estimates this will 
allow for 15 two-year participants under SUISU training and 9 two-year
participants from iJAID/Sierra Leone. A much closer review must be 
made to assure fitness into available money. 

9. 	 Formally discaiding the present baseline survey. Since a baseline 
survey was contracted by USAID, it is recommended to complete the 
survey but sharply reduce the data input to only that absolutely neces­
sary to establish a baseline. This will probably eliminate consider­
able data already accummulated but this is highly recommended. 

10. 	 Analyze energy needs for the research laboratory and seed processing
plant. There may have been an over-reaction here in so far as eleo­
tricical needs are concerned. After all, electricity is to be supplied
to houses and other buildings of ACHE and it is somewhat questionable
that the laboratory or seed handling building will cost all that much 
more. This needs to be checked up. 

11. 	 Adequate water and utilities are needed for all ACRE facilities. 
The water situation at the ACRE headquarters is insufficient, irregular
and inadequate. This must be corrected, especially for the laboratory
operation. Electrical connection to SLEC must be done with least 
delay. A stand-by pump is urgently needed to maintain a water cupply 
to NUC and ACRE. These considerations should include short, medium 
and long term needs. 

12. 	 Strengthen linkages with IITA and other research and extension insti­
tutions. If possible, develop a formal agreement with institutions 
for training and/or research and extension resource materials. Since 
it is 	 impractical for Sierra Leone to support a highly specialized
research program at this time, suggest a formal agreement be initia­
ted between such institutions as IITA, CYNTIT, ICRISAT, IRRI, and 
others, to make crosses specified by Sierra Leone researchers. 
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When desirable oultivar are identifiedq yet still segregating# these 
would be sent to Sierra Leone for selection to fit local conditions 
under whioh the crop will be grown. Such a systm would keep Sierra 
Leone 	 overhead expenses to a minimum but at the same time allow for 
local 	input on release of desirable varieties. 

13, 	 Introduce appropriate technology and other labor saving techniques 
into crop production. ACRE should touch bas with the animal power 
project at Njala to detenine how the two can co-operate to introduce 
anirn power into appropriate teohnology needed by the ACE Project* 

Vernon L. Hall 
Chief of Party - ACRE Project 
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COMENTS ON TIE MID TERM EVALUATION REPORT DOC, NO. 

by
 

THE RESEARCH COORDINATOR
 

GENERAL 

The summary of Recommendations to GOSL/ACRE pages 7-10 are carefully 
phuased and I cannot find fault with most of those which pertain to Research. 

However, there are a few points in the Summary Recommendations and several 
point in the bodyof the report which I have commended on as shown below. 

RECOMENTIONS FOR GOSL ACRE PROJECT 

(PAGES 7-10)
 

1. 	 It is recommended (1) that high priority be given to the staffing 
and implementation of the Nutrition component. It is also recommended 
that 3 Research Assistants in Food Technology, Nutrition Education, and 

Public Health nutrition together with 10 Extension Aids be recruited& 
Plans are afoot to have a total of 2 Research Assistants (housing problems 
and total number of training positions available have to be considered). 
I would recommend having a full time Home Economist (M.6c. level) to 
assist Mrs. Dahniya and to be responsible for extension work to the farm 
families. (See also P.LA and 60A of the report), 

2. It is recommended (6) that Project should formally consider discarding 
the present base line survey. It is pertinent for me to point out that
 

the Base Line Survey consists 6f:­

(a) Socio-economic survey
 

(b) Agronomic survey 

(c) Nutrition survey
 

(d) Appropriate Technology survey 

The Head of the Development Division of WARDA recently reviewed pro­
gress in the socio-economic survey and left behind a draft report. The 

field data collection of the socio-economic and Agonomic is practically 

complete. The repcrt for the Socio-economic, I hope will come out before 

that of the Agronomic, since pressure is being put on the Socio-econimists 

to complete the report before they proceed on study to Germny.-

The Nutrition Survey like the Socio-economic survey was conceived as 

a one-time recall survey with its inherent limitations and opportunities. 
All 	 I need is a directive to the effect that the Nutrition survey should 

be cancelled. The records will show that the team of evaluators were 

perhaps not convinced of the need for having a reference point. 
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REC0MMATIONS FOR U.S. CONTRACT STAFF 

AND QUALITY OF WORK (Section 4.2) 

(Page 11. and Pages 44-46) 

3. It is recommended (5) that "contract team members should carefully 

review adaptive research and demonstration trial plans with research and 

extension personnel", 

On page 45 it is stated that in 1981 "all decisions were made by 

Research staff as to which varieties, techniques, fertilizer, herbicides 

would be in trials and demonstrations". Further down the page it is 

stated that "SJLSU contract staff who have had a great deal of experiemce 

in adaptive research trials should assist the A.C.R.E. Project staff in
 

planning trials." 

First, it should be pointed out that successful Adaptive Research 

requires an intimate knowledge of the local environment, the local crops 

and the local farmers practices. 

Secondly, the implication that extension and U.S. research staff were
 

not given the opportunity in deciding on the nature of the On-Farm trials 

and demonstrations is very misleading. This theme was repeated in other 

parts of the report. 

No mention was made in the report whatsoever of the 1981 Work Programe 

Conference at which research trials and demonstration were open for dis­

cussion and ammendment. The list of participants at the conference included:­

(a) 4 	Senior Extension Officers (Njala, Rokupr, Makeni & Kabala zones) 

(b) 2 Extension Officers who supervised the 1980 field trials
 

(c) 5 	(at least) Extension Instructors
 

(d) 18 farmers 

(e) 3 SULSU Contract Staff
 

() The Extension Coordinator
 

Trial 2 was initially designed by a SULSU staff and it only involved 

planting in straight lines etc, this was criticised at the Work Programme 

Conference and I modified it accordingly to include the evaluation of rice 

varieties under local management. Trial 4 was designed by another SULSU 

staff in consultation with me. 

4. 	 On page 44 reference is made to adaptive trials involving herbicides 

without fertilizer, Strictly speaking this is not correct. There was an 

adaptive trial (trial 3) involving treatments of herbicide with and without 

fertilizers which is not the same thing as reported. 

5. On the same page reference is made to cases where the 2nd dry season 

crop is 	 groundnut and that A.C.R.E. should not weaken the role of womene 

The second dry season crop varies from household to household. Indeed 

cassava and sweet potato as dry season crops are not new to certain farm 

households. 
 4 
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In any case I will recommend that field staff make a .better.distribution 

of trials and demonstrations i.e. in an area where the 2nd crop is ground 

nut the double cropping involving cassava and sweet potato should not be put. 

I agree that we should develop more fully those demonstrations which 
offer a total package (P.45). This of course assumes that the effect of 

the individual variables should have been evaluated in the Adaptive Research 

Trials.
 

While not offering it as an excuse it is worth pointing out that single 

variable demonstration such as dibbling and close planting were spill-avers 

of the UNDP/FAO/IIA/Sierra Leone Rice Project directed by Dr, Mahapatrae 

According to annual repor*s of this project these trials have been so pro­

mising that it was felt that it would do no harm for A.C.R.E. to repeat 

them but in addition collect production costs to make possible a fuller
 

evaluation. 

In 1982, subject to the outcome of the Work Programme Conference the 

types of demonstrations could be reduced and there will be about 6 replica­

tions over similar sites. Dr. Schilling, Consultant in Biometrics eoonm­

ended 4 - 6 replications, but I feel it is safer to plan for at least 6 
since not all trials/demonstrations planned would indeed be planted. 

CONSULTANCY SERTICE (page 29) 

There is need for a suitable consultant in Appropriate Technology but 

I have no intention of requesting consultants in tropical soils and in 

Agricultural research methodology. 

RESEERCH AiD EXTENSION SUPPORT COSTS (page 31) 

It is stated that "research support costs" are for special research 

activities conducted by students amd other norn-project personnel, in direct 

support of project activities. I need further clsafication on this.
 

COMMOE-ITIES (P.25 - 36 - 39)
 

The report states that much of the equipment for the laboratory is too 

sophisticqted. However on page 39 the need for this type of laboratory is 

recognised. "There is no doubt that this laboratory could do much to supply 

research data important to the future development of agriculture in Sierra 

Leone". I should observe that the first draft lists of equipment and 

chemicals were prepared by myself; Dr. Beacher on his consultancy mission 

reviewed the list, made modifications had further discussions with me before 

he ordered the equipments. My experience is that it is costly and time con­

suming to have soil & plant samples analysed overseas, My concerns about 

the laboratory are that measures should be taken to stabilize voltage supply 

to the equipments, and for A.C.R.E. generators to come on immediately SLET 

electricity is cut-off. Project should be flexible enough also to allow the 

A.C.R.E. generators to supply electricity to the labs whenever voltage
 

fluctuations from SLET is extreme.
 

61
 

replications, 
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11.*The evaluation team felt that the planning and development of staff for 
the labor.tory has been well done. The sa. Leonean from France has returned 
to Sierra Leone, but he has to go through the usual process of interview 
and selection by a MAP/ACRE Project Panel. The laboratory technician and 
equipment specialist have taken up appointment and will be sent to IITA 
soon for On-the-job training. 

12o On page 36 it is stated that one zone had insufficient fertilizers to
 
run certain trials. I need cl-arification on this.
 

SEZWION OF COTACT FAM FAILIES A D XPANSION
 
OF ACTIVITIES TO INTERES!TED FARM FAMILIES (P.54 - 56 & 67 - 68)
 

13. 	 It is recommended that Project should discontinue work with farmers who 
have not fully participated in the programme. 

A memo 	 on similar lines has been sent to the Extension Coordinator. IN 
fact Site Selection now rests completely with the Extension Wing on the 
understanding that the various ecologies are adequately covered and that 
the land is characterized by soil surveyors. The Extension Wing should note 
the recommendation on page 67 "that sites should be uniform and not subject 
to forces which might bias the information obtained". The characterization 
will help to make the REPLICABILITY (mentioned on page 68) of project 
activities in other parts of Sierra Leone possible. 

14. 	 On page 67 the report talks about the "constraint of random selection 
of farmers". It was the intention of the Research Wing all along that the 
360 farm families were to be selected by different criteria from those
 
dictated by the methodology for the 1500 farmers of the socio-economio survey. 
At a meeting held on 11th November 1980 in the Research Coordinator's office 
(present were Messrs Kamara, Katewu and the Extension Coordinator) it was 
agreed that the criteria for selecting contact farmers as spelt out by the 
Extension Coordinator in his letter of 27th October 1980 were to be followed. 
In all cases farmers nominated by the Research or Extension team were to 

be cleared by both parties. 

15. In any case I am happy to note (page 54 last line) that extension 
criteria were more generally applied than so called research criteria in 
selecting the contact farmers. 

RESEiRCH AND EXTENSION STAWs NEED FOR TRAINING 
IN ANSION OFROLE (D.47 - 48 & 52) 

16.8 	 The report states that there is no flexibility in research schedules to 
allow for contribution of S.E.C. Is knowledge and experience. I need further 
clarification of this. In any case the Extension Wing has been directed to 
inform Research staff in good time when planting mterialu needed forare 
1982 work. 
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In addition plans are afoot to develop zonal Multiplication sites. Cassava 

already out in the vones will be used as source of planting mterials Zor 
trials & demonstrations in 1982. 

On page 52 it is recommended that research staff particularly Sierra 

Leoneans plan a regular schedule of field visits. There are some constraints 

worth highlighting. 

(a) 	 Except for the Research Coordinator all senior Sierra teonean 

research staff are employed by Project on a part-time basis. 

Their first responsibility is to the University. 

(b) 	 There are about 12* of them (more to join the staff later ) and 

they will have to make do with the very few vehicles available 

in the pool or join up with SULSU staff (presumably at the 

convenience of SULSU staff), if the recommendation of the Bv ­

ation team that at least 5 vehicles should be made available for 

the exclusive use of the SULSU contract team is implemented. 

Apart 	from these constraints I agree that researchers (SULSU staff as well 

as Sierra Leoneans) should go out more often. In addition all Research 
staff should be required to submit detailed trek reports when they return 

to Njala. 

17. . TERML FACTORS 

On page 19 it is stated that the current research and promotion of 

dibbling, ridging, close and row planting should be reconsidered. My view 

is that demonstrations should not make too much demands on labour which is 

scarce. The economics of production should be explained to the farmer so 
that he knows whether his net returns to labour and improved technology is 

worth the extra labour and inputs. The final decision is left to him# 

On pacie 41.0ine planting and other improved technology which made more 

demands on labour is recommended for the rice contest. I need clarification 

on this in the light of what was mentioned on page 19. 

this 	number does not include junior part time Field Assistant/Soil Survey 

Assistant - the latter needs to travel out with 2 trained junior assistants 

for the Land Characterization exercise. 
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PURP09E (59 - 60) 

190 It is reported that Research trials at A.C.R*E. Centre (by local 
full and part time staff and SULSU staff) were well designed and well 
tended, and appropriate to the needs of the rural small holder. This 
is to be expected since all local and SULSU research staff are experienced 

in Experimental Designs. In addition there are 2 experienced senior 
Field Assistants looking after field work at A.C.R.E. Centre. 

I Sierra Leonean staff of N.U.C. is completing his Ph.D, in
 
Biometrics. When he takes up appointment with A.C.R.E. his duties will
 
include assistance to scientist in design of A.C.R.E, Centre research
 

as well as On-Farm-trials and demonstrations. 

20, The report mentions the need (p.60) of determining cost effective­
ness of various practices used in Adaptive Research and Extension trials. 

This is a good point. In the 1981 On-Farm work attempt was made by 
Dr. Tuthill to collect production costs from all trials and demonstrations 

on my recommendations. The froduction cost from the demonstration 
packages are the most meaningful, but the costs that we get from the 
small trial plots are still useful since they identify the cost effect­

iveness of individual variables and therefore give us some ideas of
 

"improved practices" not worth pursuing at this stage of our Agricultural 
development. Dr. Tuthill analysis of Trial 2 as presented in the 1982 

In Service Training clearly illustrates this point. 
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work. This In in place considering the role house­
in. extensinc 

and the neod to have people of the some 
hold women play in produotion 

to be an ertensionAn thin seem 
sex vozking directly with them. 

to necesutatowould Xike alaxification early enougvcwtion, I 

plannig for implaumtation. 

2. TBALIMa (Pages 22'_ 27) 
o pages 22-27.

of the flepart Is qxbsa2tively dealt with
This aspect 

not be 
Tho need tot 9yrdvZI6 appropriate tvaining for staff sh1ould 

lasting network of extenion aotivitiS it 
oveemhasi aed. Tor Ig 

trainIg of .extension staff 
.- ma bs mseu.-Y$thist onpgoaolutei 

Pr.­
ta extension and:navemch edcation be given hi*Mat priority. 

am alo needed.
aI i.m,,eriCe t=zabm)=' eztension staff 

should be contUnwd
The, SeTWIoe of Omsultmnts in certain wss 

areaserimces of spoollits in critifOl 
an -the need to shave *a 

- Requests fo consultantsct...
is valuiable to the sucess of this P 

nonded channels.
tje to time -brov~h the

would be wafe AW 

4. 	 C2 ODITM (Pae 36)
 
to run
tone had insufficient fertilizer

it is =rted that' om 

e
 as full packages of

This snzer -* m
oeeaL trials last year, 

tions were . i, trisls and dewua 
pleat 1mg imtseiali and fertili ter5 

report j i shwtage s were made, A more 
to the mosios and nodelivered 

proper mid stringent dgliveyrd acoimtinig sseso l il 

fut=9 be enforod.matorials would in 

s P., Pm OR SMCIIP , . OkVIwm A , 
(Pages 37 and38.•. 

this seotIn of the BlepOrt ae 
The rneoo ndsting contained in 

baa been Conuidolsblyon these peopleThe work loadacceptable. 
out fieldon reporting, carrying6

Increeed vw.ith additional denendS 
over­

the need for appopraot Support canot 	be 
operations, eta. 


emphasised.
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6. 	 Insure complete instruction to contract staff on travel arrangement.,
 
custom clearances, visa requirements and innoculations. Most items
 
are understood by present SULSU staff, however, initial innoculations
 
are to be completed before a team member leaves the United States.
 
This has not been the case which results in down time team members
 
having to travel to Freetown plus loss of time from sickness resulting 
from innoculations. As for travel, an arrangement is urgently needed 
for SULSU to pay air fare for R & R and Home Leave travel rather than 
have the team member pay and wait six to eight months for reimbursement 
if the amount is more Leones than a team member wants. 

7. 	 Give special attention and expedite quickly, critical needs of contract 
staff in respect to family living and projent problems. Have made 
some recent requests but no response to date. In all fairness to 
SULSU Administration the time lapse has not really been long enough 
considering the poor mail service between Sierra Leone and vice versa. 

8. 	 Implement the six monthly project evaluations as required and send 
copies without delay to USAID and project team leader. To date there 
has been no response except for the first six months evaluation reportl 

9. 	Send copies of all financial reports to the team leader. To date 
none 	has been received.
 

10. 	 Plan for orderly replacement of field staff with equally qualified 
individuals. Do not have any information regarding moves to replace 
those with contracts expiring before the end of ACHE Phase I. 

OTHR 	ITEM~
 

I. 	 How will the Project operate to bring in farm families that are not 
considered contact farmers. This is a most important issue if the 
Project is to meet the objective of affecting 20,000 farm families 
in Phase I. This issue must be discussed. 

2. 	How will the Project attain the central objective of creating a strong
 

and constant linkage among research, extension and farm families. 
More 	 input response is needed from farmers, Extension Instructors and 
Senior Extension Officers. A move has already been made to allow 
for more input from the farmer-extension sides. 

3. 	 Develop a strategy to extend project services beyond its present 
scope. 	 One of the ACRE Project objectives is to develop and establish 

long range food crop research and extension plan/strategy. Ana 
approach to this needs immediate attention.
 

This 	needs immediate atten­4. 	 Institutionalization of the ACRE Project. 
for a 	smoothertion 	in order to begin strengthening relationships 

integration with MAP and MOE. 

An outline of a proposed5. 	 Incorporation of nutrition component. 

nutritional component was developed in May 1980. Imnediate steps
 
should be taken to activate a nutrition component into the ACIM
 
Project. Given the objectives of the nutrition component, and the
 
remaining time frame of ACRE Phase I, nutrition objectives must be
 



arranged in order of priority considering (a) their importance in 
relation to imediate family need and of staffing and acquiring 
commodities and (b) what is realistically possible in the remaining 
time in Phase I. We need to move immediately on this item. Can 
the LEARN project from CARE be successfully utilized to reduce down 
time in getting the nutrition component underway? 

6. 	 Need to develop an end-of-project procurement plan based on needs and 
usage rates. Such a plan must be lean and tight and closely controlled 
to prevent ordering more equipment than is absolutely required. 

7. 	 Immediately establish a comnittee for selection of candidates for long­
and short-term training. The committee is to be composed of the USAID 
Agricultural Officer, Director of the ACRE Project, the Chief of Party 
and any other individuals deemed appropriate. The committee should 
be constituted and meet quarterly. Suggest that SUISU team members 
be included on the committee as they work daily with potential candi­
dates.
 

8. With least delay identify candidates for short- and long-tem training 
including six to attend intra-African long-term training facilities. 
All vacacies for training should be filled with least delay. Allow­
able costs for participants has increased from $1,100 per month to 
$1,800 per month. Money remaining in the budget estimates this will 
allow for 15 two-year participants under SULSU training and 9 two-year 
participants from USAD/Sierra Leone. A much closer review must be
 
made 	 to assure fitness into available money. 

9. 	 Formally discarding the present baseline survey. Since a baselins 
survey was contracted by USAID, it is recommended to complete the 
survey but sharply reduce the data input to only that absolutely neces­
sary to establish a baseline. This will probably eliminate consider­
able data already accummulated but this is highly recommended. 

10. 	 Analyze energy needs for the research laboratory and seed processing 
plant. There may have been an over-reaction here in so far as eleo­
tricical needs are concerned. After all, electricity is to be supplied 
to houses and other buildings of ACRE and it is somewhat questionable 
that the laboratory or seed handling building will cost all that much 
more. This needs to be checked up. 

11. 	 Adequate water and utilities are needed for all ACRE facilities. 
The water situation at the ACRE headquarters is insufficient, irregular 
and inadequate. This must be corrected, especially for the laboratory 
operation. Electrical connection to SLEC must be done with least 
delay. A stand-by pump is urgently needed to maintain a water supply 
to NUC and ACRE. These considerations should include short, medium 
and long term needs. 

12. 	 Strengthen linkages with IITA and other research and extension insti­
tutions. If possible, develop a formal agreement with institutions 
for training and/or research and extension resource materials. Since 
it is impractical for Sierra Leone to support a highly specialized 
research programme at this time, suggest a formal agreement be initia­
ted between such institutions as IITA, CYMMIT, ICRISAT, IMRI, and 
others, to make crosses specified by Sierra Leone researchers. 



When desirable oultivare are identified, yet still egegIating those 
for selection to fit local conditionswould be sent to Sierra Leone 

under which the orop will be grown, Such a systen would keep Sierra 

Leone overhead expenses to a minimum but at the same time allow for 

local input on release of desirable varieties. 

and other labor saving techniques13. 	 Introduce appropriate technology 
into crop production. ACHE should touch base with the animal power 

project at Njala to determine how the two can co-operate to introduce 

anima power into appropriate teohnology needed by the ACHE Project* 

Vernnc L. Hall 
QCief of Party - ACRE Project 



COENTS ON MID - PROJECT EV.ALUATION REPORT
 

BY 
 DOC. NO. 
ASSISTANT ACCOUNTNT 

I have read the evaluation report and below are my comments especially 

in relation to Section 9 - page 80 headed Special Problems. 

(i) Transfer of Funds and Cash flow 

It is my opinion th' t the problems in this area were misunderstood 

at the time of the Evaluation we were in the process of getting the 

signatories to the Bank of Sierra Leone account changed. 

The Permanent Secretary had unexpectedly gone out of the country 

for about two weeks therefore we could not effect a transfer. When 

he returned a transfer request for LeOO,OOO was sent to the Permanent 

Secretary (28/10/81) an it was effected on the(2/11/81) (see attached). 

The balance per our cash book then was Le5, 865.9 8 . Salaries had been 

paid as well as all major bills settled. 0nly a few bills were out­

standing and we held on to then because they were not pressing. These 

were settled as soon as we feceived money. In fact the bills out­

standing were as follows (see attached). 

Invoice Date Cheque 
date Supplier Amount Settled NO. 

27/10/81 Raymond Garage Le38.o 6/11/81 030280 

28/10/81 K Garmem 2539.00 6/11/81 030277 

22/10/81 Beacon 200.00 6/11/81 030278 

2/11/81 Kalil Garmem 85.00 7/11/81 030287 

All project bills are usually settled almost immediately. We 

had enough funds in the accounts to settle the bills but as a precau­

tion we held on till the money was transferred. 

We have had to borrow money from N.U.C. on three occasions. The 

first time was in O0 tober 1980. The Accountant and I joined the 

project in September when the Director was away on a trip to the U.S. 

As he was a signatory to the account we could not effect a transfer of 

funds in his absence. When he returned, because of pressing needs he 

borrowed money on behalf of the project and this was refunded as soon 

as money arrived from our Bank of Sierra Leone account (see attached). 

The second time was on the 23rd January 1981. The extension 

workers in the zones had been informed that I would be out to pay 

salaries on the 26th of January 1981. A signatory to our bank account 

was out of Atation and had stayed longer than was expected. Again the 

Director borrowed money on behalf of the project (see attached). The 

balance per cash book on our Njala bank account was Le36,967.25. 

ee./ 

http:Le36,967.25


- 2 -

The third tine also a co-signee to the account was unavoidably 

absent. The balance per cash book on our NJala account then was 

Le6 8 ,277.4 8 . There was fuel shortage both diesel and petrol, there 

were speculations that it would worsen and we had to take steps to 

endure that the project would not grind to a halt because of that. 

Since the co-signee was absent and it was a crises period the Director 

had no choice but to borrow cash for project use. 

(2) 	 Accounting Record and Staffing 

Prior to January 1982 the staffing situation in the accounts 

section was bad. It was extremely difficult for us to cope with 

routine tasks and therefore the nominal ledger was several months in 

arrears. Also we could not maintain a stores ledger as the staffing 

situation rendered it impossible. 

The accounting records were already about twenty months in arrears 

when we joined the project (Accountant and I). Postings did not 

nommrence until February after he returned from America bringing the 

Cash Disbursements Analysis book and nominal ledger which we are now 

using. When the Peace Corps accountant left in April 1981, only 

accounts to year end 31/12/79 had been posted. The final accounts 

were prepared and given to the auditors. When we finished postings. 

for year end 31/12/80 final accounts wete also prepared and given to 

the auditors. The accounts clerk and I Dust could not handle the day 

to day transactions of the project as well keep the books up to date. 

(3) 	 Payroll 
The situation as described in the report has improved. The 

zonal bank accounts were opened in January 1982 and are now functional. 

Prior to 	the arrival of the evaluation tean, clearance had been 

received 	 from the Steering Coiittee (Tuesday, August 4, 1981) for the 

opening of the accounts. The financial analyst was informed of this. 

This could not be implemented then because after that meeting the 

Permanent Secret.ry (signatory to the Bank of Sierra Leone Account) 

left the country on a trip to U. S. A. by the time he returned, the 

staffing situation had worsened and I could not afford to leave the 

office for more than two d4,s at a ti-ne. Then the evaluation team 

there were vehicle problemscame. Imnediately after the evaluation 

and it was not until January 1982 that I was finally able to make the 

trip. 

quarterly reuittances are made to varlons zonal accounts, the 

payroll vouchers are prepared here at Headquarters and sent out. 

Also individual cheques are made out to the workers. So far there 

has been no problems and the system will be revii.wed in April. 

3... 
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(4) S t o r e s 
of inventory were not accuratelyRequisition procedures for removal 

stated. The procedure then was as follows. A requisition order is 

signed by a head of department or other authorised personnel and sent 

to stores. Before items are given out a copy of the requisition and 

prepared stores Issue Vouchers are submitted to the Assistant Accountant. 

(in her absence, the Director). These are matched before signing the 

SIV's. Nnthing leaves the stores without prior approval of the Asst. 

Accountant or the Director. A copy of the requisition and S.I.V. are 

sent to accounts for processing and filing. When goods are purchasell, 

a Goods Received Voucher is raised and sent to accounts with the invoice/ 

ledger at the time of the evaluation.delivery note. There was no stores 


We did not have enough staff to maintain it.
 

now improved significantly,The situation in the accounts seotion has 

we now have I stores ledger clerk, I book-keeper, two accounts clerks, 

These were employed in January 1982. 

Since the Evaluation Report I was informed by a financial analyst 

from Abidjan thrt it is the responsibility of the Accounting firm to 

present a global picture of the project. It is their business to 

=n eagerly lookingconsolidate both G.O.S.L. and USAID acconts. I 

forward to the appointment of a Chief Accountant so that the problems 

outlined in the report will be solved once and for all. 

F. B. Ngegba (Miss) 
ASSISTANT ACCOUNTANT.FBN/fsbn-g 
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ADMAIVE CROP RESEARCH AND EXlSION 

(ACRE) PROJEM' - mAP/UsAID 
DOC, me 

PROJECT EVALUATIONOMMENTS ON THE _-TEm 

MT 

G. A. Lansanah - Estate Enginee 

comentst
have read the report carefully and below are m 

....
(I.) m
 

I agree with the report that .there in a need for training espeolally 

of the Bonomin the use of specialised tools and the maintenance 

that are unique in Sierra Leone. - Pro 27.
 

Cansultancy services for trsportatilon equipmet repairs win be
 

required from time to time. 

(it) M MSAR SPARE PARTS AM TooLS - (Pg. 35) 

The report states that most necemuary spares and repair parts fe 

vehicles and the necessary tools and vwokhp equipment have not yet 

been ordered. bis mi t be 	partially true with respect to AID bat 

The list of -gent1 required spar,not true from A at Nala. 

parts have long been submitted for procurement, Some efforts have 

We have waited tar
been made through a--elcal dealer but to no avail. 

oer eight mnths for very simple Items like ma.stew oyline rubbers 

The list of Workshop tools have long been prepared and presectedin ,al, 

but agai-n, AID procurement proceedwas and regulationse have cmae& some 
Hevever, efforts are no

delay in obtaiin these items up to date. 


being made to obtain them somehow.
 

I do not agee with the statement that physical control of Iwentoxy is 

lax, (Pg.135). In the absence of completed facilities and a stock 

are have been umder leek and ke and
control aler, the few spares there 

spare parts -- I i With
only issued but when necessary. The fewowe 

made up by me rhb. 
no docuentation, The records that eiast now were 

down even the part mbeaI physically checked every item to note . Ia 

the absence of documents. I cannot ascertain the oost of the spares. 

There cannot, therefore, be any verification between financial and *7­

exist, at least at NJalasioal records aa the former do not 

I agree 100% with the statement of Pg. 84 (of equal Importance is the 

lack of fac1lities for repair and maintenance of vehicles)* Spares 

stolen before reaching Njalaooriginally sent with the vehicles were 

VCIz mAIRA CE AND OPERATION 

Motor Cycles - Ps. 86 

h*e present system of payment for the Sondas and spare parts by the 

and OK for the time baing. Thiff
teonsien Instructors seems zeasonable 

that the Hondas are treated with care.wil en=o 



I W ee with the statement on Pg. 86 which state that "the Proeots output 

depends on reliable and efficient transportation which in tun depends on 

availability of proper types and rrbers of vehiles and proper uaag and 

m-ntenance of these vehicles. But this c&en only be done prope'ly when the 

basic items needed to r'n and ser7ice these vehicles are provided via: Waok­

shop tools and sparse. Some efforts se already being made in this meguad 

Spares and Workshop tools have been ordered,
 

ROMMUTIONS (Pg. 86) 

Control and Opmration of Vehicles 

Thee aeo selected through an interview. The are then put on cobes­

tional period for six months before being confirmed. If they do not 

match up to the ACR' satande d, they mn be laid off at avy time during 

this period. 

2. 	 T NNPO UE OF ADIOS 

htis in already in effect, 

3. 	 All Bronco divers are sent down to Freetown for special training Om the 

handig and routine daily maintenance of +teSevehicles, 

4,. 	All ACU Project vehicles are driven only by people aloved to do so and 

mt have a valid dz vW licence. 

5. 	 This has already been taken oae of. 

6. 	Thia innov the csse. 

7,o 	 This will need further olaeification and diecussion. 

8o A pool system exists, though the somber Of vehicles in it is now VTUy 

smll (5) altholagh only 3 in good working order. 

go This will help solve some of the transport difficultiese 

MAD~IA I OF VMCLEB 

1. 	 .aintenancePlans. 

It is now agreed that all the zonal ve&i e come down once a mth for 

thorough inspection and maintenane. Those in headquartes com to 

grge twice a month for service* A roster will be sent to all zonea 

offiers.
 

2. 	 I aeee with this statement. Orders have been sent for rgent~q needed 

spares over 6 months, but have still not a:rrived. The syste= of pmocuo, 

ment of pwmes and tools by AID in poor developing countries perhaps newls 

a second look. 

88 mat be accepted andImplnted3. 	 Section 3, a, b, a, and d - Pg. 87 -

Amediately if we have any intention of munnizg a a•-8eo With respeet 

to dg this can easily be done at a very m4nimal mm, using the project's 

present staff. This will solve the problem of office acoomnodatin for 



I 

Ntate Ingneerv Mechanical Superintendent and working and stora6 e faailitis
for the fridge mechanic. This should be carried out with least delay. E 
and P have already been taken c&Lre of. 

4. This is being Implemented. 
 A Mechanical Suprin-tendent has been offeed 
appointment, We are still awainting his arrival. 

MDTORCYCLE OPEIATIONAth MA.1MEN CR 
With respect tb the recommendations on P6. 38, a good quantity of spaces have
been ordered. 
 When everything is ready# the Senior Extension Officers will
be informed. A system of storage and issue will be developed,
 
At present, 50 of the r epair bills of the Hondas are borne by the ProjeftoAt the end of 2 yearsp these Hondas will become the property of the usere Ifproper3ly handled, the repair bills for these Hondas will not be burden on manof the Extension Instructors, 
 This is clearly shown from the last nexvio,
carried out at the maintenance centre durir g the In-eervioe trainIn.M 
The services required by every Honda owner are spelt out clearly in the hand..book provided with the Cycle. The two lectures and visits made at the m .tenance centre during the Inservide training will be of geat help to theeSimple servic meAthds were explained and actually camfied out on the Handas, 

VWCE E&LAC P 

agre with vebhole standardization as stated on Pg. 89o The diffioulty here
only is finding a company that will provide a suitable vehicle for the job andalso omaure adequate supply of sp.re parts. It might help in futue if USA3h
buys vehicles that are mn incon Sierra Le ne, This may make It easier to 
obtain spares and service readily, 

G A. LOISANEB 
ETiE ENT aI 


