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Amead PP to increase life of project fuanding to at least 1. A. Dickie, A40 Sept. 30,1982
$6,710,000. Dir. REDSO/W,}

1
Extend 3ULSU contract AID/AFR-C-1585 one vear tc December 2. A. Dickie, A40 Dec. 31, 1982
31, 1984, SER/CM !

Agree tec consider sharing che cost (up to $250,000) for (3. A. Dickie, A40 May 31, 1983
the construction of a continuinz Education Center to be
sited at Niala ACRE for in-service training of extension Dir. REDSO/W
personnel and participating ACRE farm familjes. (This is
contingent on availability of funds and REDSO approval of
site/building plans.)

—— B e

Agree to provide from USAID/ACRE contributions (Support )4. A. Dickie, 0 March 31, 1982

and other costs line item) POL fnr the ACRE project WEScarboroug

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, Ad0 Nov. 30, 1982
Njala ACRE water svstem, if needed, as ai interim measure WEScarborougt

to insure an adequate supply until the proposed EEC AQo

funded system is completed in late 83 early 84.

The institutionalization of ACRE is proceeding at a mea- [6. A. Dickie, AA0 Ongoing
sured pace, however, Mission believe real progress will
have been made when GOSL approves the ACRE staff conditiogs
of service and began funding ACRE's operating costs trom

their Recurrent budget rather than their development 7

budget, ______________ )

9, INVENTORY OF DOCUMENTS TO BE REVISED PER ABOVE DECISIONS 10 3#;:%“:;'-“ DECISIONS ON FUTURE
m Project Paper me'mmv.:‘:m D Other (Specity) A, Continue Projoct Without Change
E Financisl Man PO/T ) B. Change Project Cesign ang/or

D Logicsl Framework Pro/C D Othec (Specity) Changs implemantstion Plan

Project Agreement G PP - : G D Discontinue Project

11, PROJECT OFFICER AND HOST COUNTRY OR OTHER RANKING PARTICIPANTS

AS APPACPRIATE (Nemes end Thise)
1lbur E. Scarhorough, ADO C '(W/ifa/
r. W.E. Taylor, Director, ACRE Prziect A4m.

12. Mieslon/A DM Ctiice Director Acproval

AID 133¢-%3 (3.78)
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ACTION DECISIONS APPROVED BY MISSION OR AID/W CONTINUED

We will closely monitor progress towards this objective.

A CPA firm has been contracted and is assisting ACRE establish a
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 recruitea 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 Ava.,:Li: Document



13, SUMMARY

ACRE project, which is designed to develop improved technology
packages and the delivery systems to effectively dissiminate them to small
farmers who will utilize them to increase sgricultural 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 hiypotheses 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, rzesearch sites, and on-farm trials
and demonstrations; (3) participation in meetings and conducting structured
and uustructured interviews with GOSL, IADP, NUC, ACRE, AID 2nd U.S.
contract ACRE project officials and, with farmers and other residents of
rural zones (see Appendix A). s - o
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14. EVALUATION METHODOLOTY CONTINUED

Projzct 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 cperations. Internal management and program
monitoring documents were important in the review. Other documents
reviewed concerned other development prajects and socio-economic develop-
ment in Sierra Leone. Interviews and meetings provided more information
for asseasing project performance in relation to stated goals. ¥r, 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 cvaluation team iricluded the followir,:

Charles Simkins ST/AGR Team Leader/Agricultura’l 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 teem included:

Wilbur Scarborough USAID/SL Agricultural Development Cfficer

Vernon Hall SULSU Contract Team Leader
E.J. Mammy , ACRE Extension Coordinator
L.M. Feika MAF Asst. Chief, Agriculture

15. EXTERNAL FACTORS

Primary constraints to increased agricultural productivity in Sierra
Leone are shortages of appropriate technological packages and required
labor during critical periods in the cropping cycle i.e. land preparationm,
planting, weeding, pest control during grain maturing stage, and harvesting:;
market inadequancies e.g. absence of feeder roads and appropriate storage
facilities; and govermment 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 Baseline Survey is to determiné the labor imput required
of ACRE technologiecal packages to insure that only tnose innovations with a
favorable imput/output ratio are promoted.



15. EXTERNAL FACTORS CONTINUED

Improvement vf feeder (market) roads which facilitate movenent of
produc: goods and services has been given increased attention by GOSL.
The Highway Trust Fund II has been modified to include feeder road
development /maintenance; and funds generated thru sale of PL 3480 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
scructures that can minimize crop loss and allow farmers to better regulate
their crop marketings.

The Sierra Leone Produce Marketing Board (SLPMB) in the past has
maintained artifically low producer prices: which reduced the farmers
incentive to increase production. SLPMB now acknowledges such pricing
is counter productive, and this year increased the producer price of rice,
the major cereal staple by 50%Z. 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. GOSL 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 keyv 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 approving 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 te construct the 198C 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.



16. INPUTS CONTINUED

Most of these earlier inputs deficiencies have now been corrected,
and progress towards EOPS objectives is accelerdating. 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 technicatl
imput to couwplete the PP objectives as planned during ACRE Phase I.

17. OUTPUIS

At the beginning of this evaluation, November 1381, 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 researhi/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 was well attended, was
designed to improve the extension delivery capabilities of the ACRE staff,
the general consensus was that it suc:eeded. (Fifteen additional
extension field instructors (EI'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 vear'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 trzining plan has been
completed and approved. Finally, this vear 450 farm families are actively
participating in ACRE research and demonstration trials,an increase irom
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.



:7_

18, PURPOSE CONTINUED

1. Adaptive research on major food crops is heing carried cut
by ACRE research staff in cooperation with staff {rom the Ljala University.

A reconnaissance of research trials in the field was carried out by
the Evaluation Team. The trials were well desigred, appropriate for the
needs of the rural smallholder and well tended. Trials included soil
management, rotation and introduction of new varieties of cassava, swcet
potato, upland rice, maize, cowpeas, pigeon peas and vams, 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 vhich are
Njala, Makeni, Kabala, Rokupr, and Kenema.

3. A system of technology transfer has been organized with scheduled
activities and a functioning reporting svstem. At present, the ACRF program
has 55 agricultural officers and instructors involved in placing demonstrations,
waking 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 crogs.

19. GOAL AND SUB-GOALS

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

Adaptive crop research trials and demonstrations in this project, as
well as other project reports by F.A.0. and M.A.F. in Sierra Leone, have
shown that with improved practices, large increases in yilelds 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. N

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 productionm, 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, impreoved
harvesting techniques and careful timing of planting.
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19.  GOAL AND SUB-GOAL CONTINUED

Certain labor constraints may ve eliminated with the introduct ion
of animal traction. There are many social, cultural and economic
ccastraints which must be dealth with before animal traction can become an
imporctant 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 beuneficiaries 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 svstems
research/extension activiry 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. LESSOXS 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

Leone Adaptive 88 pages
d-Project Evaluation of the USAID/Sierra
A g:op ;:gearch and Extension (ACRE) 636-0102--November w/appendices
1981.
B) Letter of 16 August 1982 from Permanent Secretary, MAF 1 page
to Alex Dickie, AAO, requesting one yeaf extension of
ACRE Project Contract No. AID/AFR-C-1585.
1 page

Letter of 14 May 1982 from Director, ACRE Project to ADO
announcing Special Meeting of Executive Steering
Committee.

c)
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D)

F)

G)

H)

I)

J)

K)

L)

M)

N)

47-

SPECIAL COMMENTS OR REMARKS CONTINUED

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

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

Communication from the Management Directorate Meeting of
26th February Doc. No. EXCON 1582/1-10

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

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

Comments on Mid-Project Evaluation Report by Director
ACRE
Doc. No. EXCON 1982/1-4,

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

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

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

Comments on Mid-Project Evaluation Report by Assistant
Accountant.

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

11

pages

page

2 pages

pages

pages

pages

pages

pages

pages

pages
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for Lma .ot. c¥artir-z a¥ the Project.
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constructicr of the buildings. We therefore feel that it would be
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- Best Availebl;

cc. Dir, ACRE ‘Sl’lil
“Pr, NUC . .. .




Attachment C

ADAPTIVE CROP RESEARCH & EXTENSION

vate Mail Bag SLO
DIR/AD/U31 Njala/Freetown.
AEIO, D.'. fo‘g’r. 1htho W' 1982

USAID
U.S, Embassy, etown,

Daar Sir,

Special Meeting of Executive
Steering Commjttee Meeting.

You a.fe cordially invited to the above meeting vhich is acheduled
" to take place on Wednesday 25th May at 10 A.M. in the Ministry of Agrioc.
end Forestry - Tower Hill, Freetown. )

AGENDA

(s) Mid Project Evaluation Reports
DOC, EXCOM 1982/ 1 =1 t0 9

(b) Communication from the ACRE Management
Directorate DOC. EXCOM 1982/ 1 - 10

Your usually active participation to the above meeting will be
highly apmreciated. '

\
e W \
\\'). 'q’ - b,,\y\-.‘
. w. B ¥yier,
WET/amb. ' DIRECTOR, ACRE,

Best Available Document



MID-PROJECT EVALUATION ‘
_——_—_——or g HH’ﬂCh MENT' D

USAID/SIERRA LEONE
ADAPTIVE CROP RESEARCH ANU EXTBNS LUN

(ACRE) 636-0102

Copies of the above report wers received for considaration by
the ACRE staff in February this year. On recaipt of ths report, the
rasponse from tha various Heads of section was solicited in chose aspects
of the report that concernad their sections. These Heads of Sections Jare
the Chief of Party, Rasearch Co-ordinator, B‘xtennon Co=-ordinator,
Assistant Accountant, Estate Rngineer and the Director of the Project.

On rsceipt of reactions from tha various sections, these and the
uid-projact ovnluntion rpports wore then considered at an ad-hoc committes
(Technical COII!.t.tee) meating that consisted of all ACRE staff, both full
and part-tims. The result of the discussions that folloved vas lacer
considered at a special mseting of the ACRE Management Diractorate. At
this maeting, s nember of the Evaluation Tean, Mr. Grahan Thompson was
present ad was able to clarify s number of issues.

Pinally ths report and the various reagtions that have developed
vera considered at a special mesting of the Executive Steeriog Comzittee
of the ACRE project. A copy of the minutes is attached for esase of
raference.

In sumary, the Mid-Project Evalustion Report has been discussed
exhaustively at the various levels in the adainistrative process of
the ACBE project.

Since the report wvas written, most of the recomsendations tbat
vers made have besn considersd and the neceseary steps taken £0 smeliorate

ths situation. ' In a few instasces such as, recomendscions in relation

noclz
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to the future institutionslization of the project, this would need
a careful euutdlr;um. The mt of a sstisfactory future

stacus of the project would take soms tims.

On the whole the process of evaluation in & project such as ACRE
is & continuous one. It is one of the mﬁ ways of ensuring that the
Project is givwn an opportumity of adjusting itsslf to solve the many

problems so as to be sble to meet its quncttm.

N. B. Taylovy
Secretary, Exscutive Steering
Commxittas
(Director - ACRE)
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ADAPTIVE CROP RESEARCH AND EXTENSION (ACRE) PROJECT

MAF/USALID/NUC

Minutes of the Special Meeting of the Exascutive Sceerinp Committee of

ACRE Project, held in the Conference Hall of the Land & Water Divisica

of the Ministry of Agriculture and Forestry, in Freetown on ‘lednesday
' 26th May, 1982

The meeting was chaired by the Senior Assistant Secretary for
Projects (Mrs. Femi Anthoney) who deputiged the Permanent Secretary.

PRESENT:

Prof. J.A. Kamara - Principal, NUC, Co-Chairman
Wwil, E. Scarborough - ADO-USAID/Freetown
A.R, Siafa - Chief Agriculturisc, HAF
K.P. Sondai - Minisrvy of Trade and Industry
A.M.B. Sesay - Ministyry of Education
S.B.E. Scott - Ministry of Development
F.B. Ngegba - Assiscant Accountant, ACRE

- G.,A. lansana - EBstate Engineer, ACRE
N.G. Kuyembeh - Desn of Agriculture, NUC
E.J. Manmy - Extension Co-ordinator, ACRE
Al. Agard Jr. - Acting Chief of Party, ACRE
E.R. Fhcdas - Research Co-ordinator, ACRE
Femi, M. Anthony ' -  Senior Assistant Secretary Project, MAF
W.E. Taylor - Director, ACRE

The meeting was declared open at about 11 s.m. The Chairperson
explsined that the Permsnent Secretary of Ministry of Agriculture and
Forestry could not attend the mecating becauss of soms othar and more
pressing engagement.

. In answer to a question it was explained that this was a special
isating callad to-consider ouly the two items as listed on the agends.
The Director promised to call a reguler mesting at which-the minutes of
the previous regular msetiasg of the 3tesring Committee w.ll be discussed.
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In respouse to a quastion on the best procedure to adopt in
considering the report it was agreed that the main recommsndations as
embodied in the report be diacussed 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 EXCON 1982/1-1 to 1-9
were all related to the Mid-Project Evaluation Report.

A, CONSIDERATION OF THE RECOMMENDATION AS IN THE BODY OF THE REPORT

RECOMMENDATIONS FOR GOVERNMENT OF SIERRA LEONE ACRE PROJECT

1. Nutrition Component

it was reported that the present nutrition work of the Project is
being undertakea by the Head of tha Home Economics Department who is a
part-time scientific staff. It was agreed that there is need for a full
time Nutritionist employed at the level of a Senior Extemsion Officer and
gupported by Extension Aids., As this had not been provided for in the
present Phase, it was suggeatad that it be considered i{n a second Phase
of the ACRE Project. '

At this point the ADO indicated that USAID is now 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 propcsal can
be considered in more detail as soon as the necessary furds 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-
partzent who 1s 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
vill be given a final consideration at the naxt neeting’ot_‘f:'hn Executive
Stesring Committee. This document it was agreed should &..nptdcd as
8 temporary massure to provide condition of service for steff already
appointed on contract terme to the Project. A permanent condition of
service, it vuwsgteed can only be developed when there was ccr:aint;
of the future of the ACRE Project. /
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3. Vahicle Operation, Maintenance Repairs and Replacamant Programme

It was reported that the vehicles arc serviced at the ACRE mainte-
nance centre and are kept in running order. The Maintemancae Centre is
in need of equipments and spares.

In ansver to a quastion, the Estate Engineer explained that the
Broncos were not cconomical to vse in terms of fuel consumption. There
was also a prohblem of getting the spares to keep these vahicles ou the
road. The AID bureaucracy was not helpful in the acquisition of spares.
It normally took betwecen 6 to 9 months for an order to be effacted.
Howewver, orders for spares have bezen sent to AID Washington.

Since the present fleer of vehicles are in good cmdition to serve
to the end of the present Phase, the replacement plan for vehicles will
commence in a second Phase of the ACRE pruject.

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

_ Ths Director informed the meeting that at a technical comxittes
meeting a list of long and short term participants training in the U.S.
sd Africa has been developed. In answer to a question, he also indicated
that all participants, both long and short term trainees will be legally
bo'ndcd.to ACRE PrSject. _

In his contribution the ADO pointed out that in s second Phase of
ACRE, there will be nead to train in such areas as tree crops, agribusi-
ness, agro-forestry etc. It was agreed that the ADO and the Director
would have to meet to discuss the areas for consideration in a second Phase
of the ACIE project. :

6. Status of the Base-Line Survey

The lnearch Co-ordinator explained that tho prasent survey that
is m s0 hereby cr!.l:iched shouid have been done by the SULSU contractor
and‘nnt th- Govcm-ut of Sletra Laona Staff. il

-

‘ 3_‘ --~m;-. the- luruy is now. btlng fmlly put topthct b, Dr. ru:hm,
a sm.sn.suu. 'ﬂu rcport 1t io ‘hoped will bc 9rodnced in oiqlc terms
and ne :‘h same time h 1nfomt1ve. The pmcnl: cIMMYT nwlvmnt vill
be md to develop vary simple and easily used llthodology !at future
cm work.

b
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It wvas pointed out that other surveys in autrition and interme~
diate technolcgy surveys are in prograss. Although the Nutrition survey
4s only a one-time survey, the technological survey is divided up so aa
to be able to deal with the various stages of crop preduction, processing

and storage.

In a contribution from the Principal of Njala University College,
1t vas agreed that there was a definite need to have a 'bench mark”
against which future progress can be measured. The survey was there-

fore neceseary for future evaluation of the project.

It was also agreed that where possible, Extension parsonnel and

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

7. Energy ncads of Research Laboratory and Seeds Processing Plant

The laboratory and seed handling building are under comstruction.
With the considerable improvement in energy supply sincc the evaluation
team was in Sierra Leone, it is doubtful whether this is now a real
problem, Bouévnr, 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:

1) Linkage with the water treatment supply from Mano

11) ERlectric pumps now fitted to the Administrative Block so as to keep
the tanks supplicd with water for use in the area.

.411) Extensive repairs cffected on water Bowser so as to supply wvater
" whan and where needed.

iv) " Consideration given to providing a stand-bye pump to ths main
pulp on Njala University Collcpe Campus.

Thc Principal, Njala University Collcge gtated that thn Government
-of Shtu Lecne hnd added two pumps for NUC but that only onc hed been
1nntlllcd. It.was’ “agreed that the Chief Agriculturist, the Agric.
Development 0!11:‘: and the Director should- approach the Minister of
!nerly ‘snd Power on this issue.

')



In his contribution, the Principal explained that in the long term,
EEC was going to provide a water supply for the antire Njala Community.
He estimsted that the tender of the contract award will be out by
December 1983, He therefore felt that ACRE should exercise some patience
so as to allow the EEC plans for water supply to Njala to be effected.

9 - 13. Financial Matters

(a) The Position of Accountant for the Project is beimg advertised
again because the applicants that responded to the first adverti-

sement were unsuitable.

(b) The staff in the account section has been considerably increased
since the evaluation was done last year. The cosplement of
staff at the moment oonsists of the following:

Assistant Accountant 1
Account Clerks 3
Storecs Ledger Clerk 1
Store Keeper 1

(c) The Accounl_:_qnt wvhen appointed and togather with the audidng firm
will be able to provide improved servicas; i.c. financial state-

ments of various kinds.
(a) r‘rhe 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 PL4BO funds should
be regarded as an cmergency fund allocated to meet the shortfall
fron the Government of Sierra Laonc subvention. The present
ptactice in which PL48O 1is ragarded as the main source of fund of
tha ACRE projgg:t 48 therefore not advisabla. He went on further
to explain t.ha: when thers may not. be ary fund in the PL430, this
will advetsely affcct the - financial support of the ACRE project.
'I:m thetcfm decided that thu Director of ACRE take up the
jmttnt vl.th the Pemnent Scmcary to ensure that adequnte provhton
_~$. made both by the Government of Sierra leone nubvention and the

PIAS0 to meet the requirements of the ACRE proJect. ’



14. Commodity Procurement Plans

This 13 prasently baing co-ordinated by the Chief of Party -
USAID/ACRE.

. 15, Rogular Schedule Staff Meetings

The Director informed the meeting that such mcetings now take
place to discuse all aspects of the ACRE activities.

16. Introduction of Appropriate Technolopy and Request for Consultant

Although some help was received from IITA, yot the result was not
very satisfactory. Both ILITA and dthet Agencies are being cootactad with
a view to providing assistance in this area. Although a survey is being
conducted preseatly on the type of technology available at tha farm level
yet: there is the need to have a Consultant to advise the team in its
approach to appropriate technology problems.

17. Organizc and Implement Rice Production Contest for l'amet;

The Director indicated that the arrangement for this was wnll in
hand. It was agreed that the award of the prize should be done to
coincide with an Agricultural Shcw or Field Day Birent. This, it wvas
suggested would give the activity the publicity that it deserves.

18. Recruitment of Public Information and Comsunications Specialist

The Committee was informed that the offer of an appointment to
£i11 the post will soon be made. In answr to a quastion from the Dean
.of the Paculty of Agriculture, NUC, the Birector explained that the
facilitia: that exist at Njala will be stremgthened sc as to meet the
needs of both ACRE and NUC. No duplicatiom will be encouraged as this
will only ’lud to a mie ot evéry scarce resources.

»f9. Integrstion of Contuct Research and Extension Staff 1nto Proj
P_tgg—s ste.

The -zting was i.nfomd that all- the research’ ‘and utmion staff
are involved 1n all aapecu of Acnl's ‘rasearch and extension activitin.
Tha Work Prog:uu Conference nomlly involved the part:lcipanu of all

-
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Research and Extension Staff. In order to further strengthen this
aspect of full participation, the Research Co-ordinator is developing

a Crop Working Group Concept.

20. Strgtben Linkages with IITA and othey Research and Extension
Institucions

The Director indicated that presently there is a link with IITA and
VARDA in the use of consultancy services. Arrangements are also being
made to get consultancy services from CIMMYT in Mexico. It was also
disclosed that ACRE is presently considering a proposal from I1ITA that
will further strengthen the linkage for collaborative rasearch, supply
of research materiasls and advice, traininp and consultancy aervicas and

possibly in staff exchange programmes.

21. Developing Yearly Work Prograime
The Director indicated that this had already beed done.

22, Institutionalization of ACRE Project
A ==

The Director indicated that the Steering Committee at its neeting
of 10th March 1981 had_requested him and his staff to prepare a paper
on this issua for its consideration.

Baséd on written and verbal indications from members of staff
a document has becn prcpared for the considetation by members of staff
of the Project. It is hoped that not before long the matter will be
referred to the Steering Committee for its consideration.

23, Use of Animal Power Sources in Agriculture

Some vollaborative work between NUC (Work Oxen Proj ect) and ACRE on
the economics of using animal power for upland rice cultivations is being
l.nve.t':l.gitul A

Sbould the ptasent Work-Oxen project provide cheap and alternate
labour .onrco for sasll farm developments, it will be conn:ldered in the

next phue o! the u:u ‘project.

In response to the suggestion that Water Buffalos be uud, the
meting vas advised that this animal be introduced on a trisl basis only

An
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as it may not ba well adapted to the health preblems that are péculiar
to similar animels in Sierra Leone. 1t was agreed that although %'dama
was smaller in size to the Water Buffalo,yet it was much more adapted to
the Sierra Leone conditions.

24, Increase Contact with Women - ACRE Contact Farmers Families

In this regard the Director indicated that cfforts are being made
to introduce food crops that are normally tenda2d by women. In this regard
the Research Co-ordinatcr indicated that in the introduction of a new
crop, care is c;ken so that it is in harmony with the produaction practices
of the women. No attempt will be made to disrupt the farming pattern
in the areas of operation. The Director further added that the setting
up of pilot farm families in each of the zome will not only help in the
sprcad of technology, but will also focuss attention on the role of women
in the farming activitics.

25. Recruitment of Women for Professinal Work in Agriculture in
Regearch and Extensionm.

The Director informed the meeting that although efforts are being
made to recruit woun to positicas 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 Hinistry of Education to have co-education secondary
schools will help girls to get access to courses that are normally better
provided for in boyp tha_n in girls schools.

. It was suggested that the Ministry of Agriculture contacts the
ﬁnutry of Educiti.on vith a view to providing counczlling and caraer
Mdalcc that will :lnfm girh oi the opportunicies which exist in the
Agrlcu.ltunl Scctor.,

RECOMMENDATIONS FOR CONTRACT STAFP IN SIERRa LEONE

In the absence of tha lubntanti re Chief of Pucy, “Hr. V Hall,
the Director of ACRE Project led the «discussions on the recommendations:
2s follows: A
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2.

3.

7'

9.

Staff Meetings: It was noted that regular monthly meetings are
conductad wich pre-planned agenda. After some discussions it was
agreed that the Director of ACRE should be invited to such meectiags.

Acguire of an Administrative issistant: It was agreed that the

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

a need for this kind of assistance.

sasignment of Vehicles and their Judicious Use: This recommeandation

has alieady been carried out.

Development of Yearly Work Prograrme: The Research Co-ordinator
cormented that this was always done. He further explained the
procedure which ensures integration with Sierra Leone Researchers.

Review of Adaptive Pesearch and Demonstration Trial Plans with
Rescarch_and Extension Personnel

The Rasearch Co-ordinator explained that all trials and demonstra-
tions are rcoviewed at the work programme conference. This ensures
that all concerncd are given the opportunity to provide iaputs.
Explain rescarch and demonstration aims o 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
1s suggested that this be done both at Headquarters as well as at

the village level.

Extension personnel and farmers involvement in data collection

In the discussion it was agreed thac the recommendations may have

been worded badly. It was agraed that farmers and extension personnel
shonld be used to provide field information such as observation on crop

perforsance etc.
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RECOMMENDATIONS FOR SULSU CONTRACT ADMINISTRATION

The mecting agreed that this section be referred to the SULSU
Contract Administration es it was addtcaaed'to them. However, the
Director informed the meeting that at an in-house evaluation conducted
recently by the SULSU contract team, the view was expressed that they
would need to be provided copies of all documents produced by ACRE
Sierra Leone. These documents will enmable them to follow the progress
that is being made and will also enable them to provide the necessary
reports and back-up services.

B. CONSIDERATION OF COHHUNICATIOI'WS FROM THE ACRE MANAGEMENT DIRECTORAIE
(DOC. EXCOM 1982/1-10)

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

The following were agreed upon:

a) Appointment of a Training Officer.

b) Increascd effort should be made in recruiting more women in the
various levels of ACRE's activities.

. e) Provision of zonal crop multiplication cemtre to supply fresh
planting materials to meet the demand in the zoues.

» d) Appointment of a communication specialist and the collaboration
with NUC in providing facilities to mcet the naeds ~f both ACRE
and the College.

i. Needs of Rescarch Wing of ACRE Project as a Result of Consgultancy
’ Report o

ACRE Qhould collaborate with NUC in the setting-up and use of a
Computer already with NUC. The Director should contact the Permanent
Secratary of'uinistry of Agriculture aud.fbrestry in coonection ui;ﬁ the
_;élease of the Pcace CorPo from PEMSU to-_assist ACRE set up a Colbunet
systen at ﬁinia. .

%
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a, Other Heeds of ACRE Projoct

Continuing Education Centrc: There was a general concensus that
thore wag a need for this facility to both ACRE and #UC.

The Principal of WUC outlined effort thet had been made in the
past to provide such a building that would provide usuzful sarvices for
conferences, accommodation, meeting placa etc. i walcorwud the idca
and promised to get thce University architcct to prapare linc drawings
based on the information that had been outlinad ou the possible uses
of the building. After the drawings have ba2n produced both parties, l.e.

ACRE and NUC would consider the mattaer further.

There being no other business the mecting was zdjourned at about

5.30 p.a.

Y.E. Taylor
Secretary
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Attachument F

Doc. HO. mcomagfa/t - 10

COMMUNTCATION FROM THE MANAGEMENT DIRECTORATE
MEETING OF 26TH FEBRUARY

Needs of the Extension Wing of the ACRE Project

as_a result of Consultants Repor:

(a) Tnere is a need to appoint an officer who will be incharge of training,
This officer will in addition to co-ordinating all aspeots of Extension
training will also be an assistant to the Extemsion Co~ordinator.

(b) There is a need to get more women involved in all aspects of ACRE,
This should be as Scientifio staff, as well as contact farmers,

(c) There is need to set up orop multiplication site at ‘the zonal level so
as to be able to provide adequate and fresh amount of planting materials
to meet the demands both from within and ocutside the Pyoject,

(d) There is & need to have a commnication specialists ss vell as the
supporting facilities. The later should be explored for possible
colleboration with X.U.C.

Needs of the Research Wing of the ACHE Projsot
as a result of Consultants Report

(a) In order to be able to analyse ressarch data quickly so that the results
oan be of immediate use, the present system is unsatisfaotory., ACRE's
most appropriate arrangement is for it to have its own computer facilities,

Other nceds of ACRE Project ]
!’huohmedtohavel.ceneralmrponmmmgthatcmhuodun
training/conference centre, - In this regard it is recommended that both the
college and ACRE deternmin its design md locatica so that it can be mutually
beneficial, ' The posaibility of ‘he oolhp also oontributing tovards the
tuilding abould be explored. Thi building (contiming education building)
should provido such facilitles as lonu:orl.u, dining, kitchen, conference hall,
offices and cumter services, ¢



_Hitachugn® &

pocmavt w0, £ X (Ora— tLJ"/- Y

COMMENTS BY A.C.R.E. STAFF

MID-PROJECT EVALUATION

REPORT



JINTRODUCTION:

The Mid-Projsct Evaluation report of the ACRE Project has besa considered
h:th by a technical ccmmittes as vell as the ACRE llnaycment Dlzecturate. Ihe
minutes of these two meetings are as shown in the appendix.

From the comments that were made at both meetings, as well as those from
the heads of the relevant sections, it can be sesn that a significant number of
recommendations made has already been taken up and implemented. However, a few
such as the future of the Project, and the development of long term crop pro-
grammes would need more time for further consideration.

It has become obvious that the time frame within which the avaluation team
was expected to carry out its task was very short and thersfore inadequate.
Ideally it would have been prudent for.the team to meet with the ACRE staff and
discuss their findings especially in relation to the role of SULSU contract teanm,
the local Research Team and the Extension Staff. The reactions from the Research
Co-ordinator and Asst. Accountant certaiﬂy'M1ute the lack of discussion of
important issues between the evaluation team and the Headquarter staff.

The Evaluation Tear adm .ttedly did a very good job under difficult condi-
tions. Whatever misunderstanding that may have been created can be looked upon
as a useful experience that will help us in future evaluation of the Project.

The following is a summary of the comments sade in relation to the recom-
msndations as listed on pages 7 - 13 of the Report. The individual reactions
from the Director, the Chief of Party, Research Co-ordinator, Extension Co-ordi-
anq@, Asst. Accountant and Estate Engineer, provide more detailed information
to the relevant sections in the body of the report. -

SUMMARY OF REACTION TO MID-~PROJECT EVALUATION REPORT

. The following is based on the deliveration of the above raport both at
" the Technical Committea level as well as the ACRE Hmn;niut Directorate.

EXECUTIVE SUMMARY (Pages 2 - 6)
Iositive Contributions: -
(a) Pooitive contribution elements to long tera Aggic. development in Sierra

(b} Need for extending activities beyond present scope. i _ /]//\
{c) Bigh morale of ACRE staff. '

m R e
() Staff betng rrafacd 1n adaptive crop produztion ressarch:



(a) Method of involving wore farmers families, prowote and sustsin the farm

family participation.
(b) Mathod of strengthening the Rascarch-Bxteusion and fars family linkage.

Problems needing attention:

(a) Supply of utilities to Njala.

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

(¢) Puture of ACRE in relation to Miuistry of Education and Minisery of Agvic.
end Forestry.

(d) Integration of financial inputs and accounts from USAID and ACRE GOSL and
appointment of Financial Control Staff.

(a) Davelopment of Nutrition Componernt, for relevant improvement in the areas

of nutricion.

SUMMARY OF RECOMMENDATIONS FOR ADAPTIVE CROP RESEARCH AND RXTENSION PROJECT

(Pages 7 - 13)

Becommendation for GOSL ACRE Project

1. Nutrition Component:
it is reconended (1) that h:l.gh priori:y be given :o t.h. m!ﬂns and

hplemtation of the Nutrition Component. It ie aleo recommended that 3
Rasearch Assistants in Food Technology and Mutrition Alds be recruited. Plans
are afoot to have a total of 2 Research Assistants (housing problems and total
mmber of- :rilning pouitions available have to be considered).

- It e reconended that at least one full-time Nutritionist together with
ubout 6 extenaion aids be appointed to an:ut thae Head of Home Rconomdcs
Dapumnt of N.U.C. These additiomal staf! will sssist Mrs, Dghniya in her
\ntt and at the same time be responsidble for extension work to the fara families.
(lt!cr to pagu 42A and 60A of the Rapott).

z.xu“ op Conditions of Servics for ACRE sc;gf

T Conditions of Service have been davaloped acmm to the gnuum of
m for uniformity among projccu. The final doet-m-t. v!.u be cousidered for

) qpmvnl by th- Executive Stpczing c::-i_tun.
e II3 /&
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[On

5.

It is generally accepted that the Conditions of Service whan approved
should take into consideration the services as exist in other projects as 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 posaible éuture integration with MAF or
NUC.

Vehicle operstion, Maintenance Repair and Replacement Programme:
An Estate Engineer has becn appointed to take care of the physical plant

and vehicle. Tn addition anpointment has been offered to a Mechanical Super-
intendent whnse main responsibility will be to manage the wvehicle section.
Despite the many problems as outlined by the Estate Engineer (see appendix)
progress is being made in this area. '

Implementation of the planned Intra-African long-term Trainiag activities:

Baged on the experience gained so far in the activitigs of ACRE a compre-
heneive report is baing prepared on the long-term as well 4¢ short-tarm training
needs of ACRE. The Institutions both African and American that can meet our
requirements will also be determined. TUhs aspect of ACRE activities is presently
being co-ordinated by the Chief of Party until auch tine wvhen a training officer

pon:ltion is approved for appointment.

Complete the Selection of Candidates for long-term training:

Bacause of the practical problems such as shortage of office space and resi-
dential accommodation all the candidates cannot be recruited jat this stage.
Howaver, as soon as the training programue is prepared and ipproved, 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 etaff. '

Status of the Base-Line Survey
It is recommendad that Project should t‘omlly consider discarding the
present base Moe survey. It 1a pertinent to point out tbit the Base Line
Survey coasists of the following surveyw:
(a) Socio-economic survey
(b) - Agronomic Survey

eoelb
A



(c) Nutrition Survey
(d) Appropriate Technology Survay

The Head of the Davelopment Division of Hf\BDA recently reviewad progress
in the socio-economic survey and left behind a draft report. The field data
collection of the socio-economic and Agronomic is practically complete., The
report for the Socio-acomomic, will be out before that of the Agronomic,
since pressure ie¢ being put on the Socio-economists to complate the raport
hfote they proceed on study to Germany.

. The Nutrition Survey liks the Soclo-economic survey was concelived as 2
one-time recall survey with its inherent limitations and apportunities.

The appropriate terthnology survey is being done to coincilc with the
activities on the fam. This therefore means that unlike the other surveys
it is not a one-time recall survey. There is complete disagreement with the
evaluation team that this activity should be concelled. Tt will provide
.useful information as well as a reference point for ghc'ACBE Project. The
suggestions that Extension Personnel and farmers be used to collect and .-
snalyse data is implemented when this is possible. Since there is a need to
constantly monitor the ACRE activities in relation to if. adoption by farmers,
there is a-need to have a simple and quick method 1f achieving this. In
this regard the consultancy services of CIMMIT is being called upon.

7. Pnerpy needs of Research Laboratory and seeds rocess lant:

o Uatil now both the laboratory and the seed plant are under conatruction
Pruently vith the completion of the power line and linkage to SLEC, ACRE
nmi gets 21 hours of electricity. It is felt that at the moment there does
not appear to be any sericus problem. However, when fhere is a couu:ry-vide
fn-.!. shortage, then no lasting alternative arrangements can be made.

8. ‘.—vailion of Adegunte water supply:

......

.w(n) M-url measures: o
1. um vitk lhno supply eaubnshed. B
11. Klactric pumps arw to be fitted to Admin: _Satldtag s as to keep
 timks fully mn-d.
114, Watsr Bowser has undergone cxtensive and’ nxpcu:in npaita.
iv. Thers is & proposal to provh!a N.U.C. pumping station with 2
suitabls stand -by water pump.. "bO



In his contribution, the Principal explained that in the long term,
EEC was going to provid: a water supply for the entire Njala Community.
He cstimated that the tender of the contract award will be out by
Decenmber 1983, He therefore felt that ACRE should exercise some paticace
so as to allow the EEC plans for water supply to ¥jala to be cffected.

9 - 13, Financilal Matters

(a) The Position of Accountaut for the Project is being advertised
again becausc the applicants that respondad to the first adverti-

gement were unsuitable.

(b) The staff in the account section has been considerably increased
since the evaluation was done last year. The coxplement of

staff at the moment oonsists of the following:

Asgistant Accountant
Account Clerks
Storas Ladger Clerk

- oW

Store KXeeper

(c) The Accountant when appointed and togather with the auditing firm
will be able to provide improved services; i.e. financial state-

ments of various kinds.
(@) 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 fumds should
be regarded as an cmergency fund allocated to meet the shortfall
from the Government of Sizrra Laon: subvcntion. The present
practice in which PL48O is regarded as the main scurce of fund of
the ACRE project is therefore not advisable. He went on further
to explain that wheu there mey not. bc any fund in the PL480, this
vill adversely affect the financial support of the ACRB project.
It vas therefore decided that tha Director of ACRE take up the
matter with the Permanent Secyetary to eunsure that adequate provision

‘:4s made both by the Governmemt nf Sierra leome subvention and the
PLASO to meet the requirementa of the ACRE project. '

"\
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18.

19.

20.

21.

22.

23,

Introduction of Appropriate Technology:
This aspect 16 belig actively considered. However, attempts so faxr

to get guidance from IITA consultancy has not been successful. It is
recomsended that AID assists in che selection and appointment of a consul-

tant in this area.

Organize and implement rice production contest for farmers:
This is already being considered by the Extension Wing of ACRE.

Recruitment of Public Information & Communication Sgeciailit:
Interviews have been conducted and recozmendations for appointment

already made.

Integration of countract Research and Extension Staff into Project Pro'gam atc.

All research activities, demonstrations, on-farm-trials and extension
activities :l.nvolve all staff. The reason for this recommendation 1is unclear.
However, refer to detailed comments from the Research Co~ordinator on the

issue as in appendix.

Linkage with IITA and other Institutions:
Presently ACRE has used consultancy services fron II"rA and WARDA.

Plans are progi:ssing well to have similar services from CIMMYT in Mexico.
The possibility of these and other institutions providing training imputs
is being explezwd; IITA and CIMMYT continue to provide crop materials
that ACRE is using for ite on-farm trials and demonstration work.

Deveiog.ing yearly work programme: .
This has alvays been dome. Refer to Wotk Programme coﬁtnmce comments

in Research Co-ordinator's reaction in appendix.

Institutionalization of ACRE Project: S
'l.'he Steering Committee has requested the AC!B staff to develop & propoul

for iu consideration.. The work is in pzogrm._ -
Usa of Animal Power Sources in Agriculture:

As there is a project on .the use of Oxen as an uricul:unl power nourcc
on N. U. C. Campus, the area for collaboration work is bchg developed.

7 'b'V
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24, Increase contact_with Women - ACRE Contact Farwers Families:
In = effort to meet this objectives the following are being either

introduced or ettengthened:

(a) Appoin'tnent of women for the nutrition component.

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

(¢) Secting 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 farming activities.

25. Recruitment of Women for grofessional work in Agriculture -~ Research and

Extension:
This is now being actively considered. -




Pages 10 - 11 - USAID/SIERRA LEONE

Recomnendation for Contract Staff in Sierra lame
Comments aa presented by Chief of Party i{s as follows:

l. Hold regular staff meetings 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 agsistant is not justi fiable.

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

N Bach staff member should develop a yearly programme of work which is
integrated with Sierra Lecne counterparts or research and extensia terms

This 1s in progress for 1982. Rach SULSU staff member has submitted
a'pL'nn of work but we still need to meet ﬁth Sierra lem ean counterparts,
This will be done when all Sierra Leonean part-time staff from Njala
University College have suybmitted their plans of work for 1982 to

Dr. E..R. Fhodes.

5. Contract team members should carefullv review adaptive research and
' demonstration trial plans with research and extension persommel.

This activity definitely needs to be upgraded from last year when there
was no thorough exchange of information regarding activities of research
and etteuim between N.U.C., ACRE/GOSL aad ACRB/SU!SU PEB(!NBL.

Suggcs; a.11 reaearch and extension peraonnel submit a detailed copy of
thd.t ﬁul ﬁeld activities to all other persaunol so th-t. ‘all pnrticipatu
-in- tb-' ’rognm will bave definau informauon ‘on relnrch nnd extension

lctiviem in pmgnoa .

6. 1afn yesearch and demomstration aims to farmers and eiiéiti_n& their
opinions about research obiectivee_, methodology and results, %\k

First, all explanations to farmers must ke in terns they u‘t'idg_rst‘and and
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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 famers visit Njala to see research in progress by establishing
Njala ACRE Field Days for farmers and other interested persons e.g. TADP,
MAF, Peace Corps, etc..

Extension persomel 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

responsible.

COMMENTS FROM.CHIEF OF PARTY TO RECOMMENDATION FOR SULSU

CONTRACT ADMINISTRATION

Develop annual reports and six months internal reports.

The SULSU team leader and USAID Agriculctural Officer have both requested
these by letter and telegraphic messages but to date none hn_a been
received by the SULSU team leader or USAID except for the first six
months internal review, )

Davelop more effective procedures for use of comsultants. Insure their

lenghts of stay in Sierra Lecne is sufficient and develog reports either
before leaving the project site or before being';gaid. First, SULSU needs

sufficient lead time in requesting consultants to properly.arrange for

their TDY with ACRE Slerra leone. At times we have not gotton sufficient
lead time notice from ACKRE/GOSL. Second, er must improve on identifying
duties of consultanrs and spec fying qualificat':l.onn required of a consultant.

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

brequeut:cd, consultants arriving Sierra Leome Stm t.hey vere not told what

they were to do. It appears that SULSU Contract. Add.n:lstntion is not
1nfordng consultants of infomtion sent to t.hu m:'d, :hom has been
nputud tizes when a cmultant is scheduled tp guy !of only half the
time requested. This meeds correcting. At lzast three nntha lead time
from ACRE/GOSL will help. Fourth, requests for cocsultants is being made

R4 1.’ 10
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directly to SULSU from Sierra Leone outside of routine chamels.
To insure proper procedures, requests must come through Research
C0-ordinator for research or Extension Co-ordinator for Excension.

The request then goes to Director, ACRE Profect, to Chief Of Party then to

USAID Freetown., From there it must go by official -message to SULSU
by way of USAID/Washington. This establishes an official sctatus for a

consultant. The above procedure is to be observed at all rimes. Fifth, so

far we have written reports from all consultants except Mr. Thomas

C. Boyde, an Information Specislist, who was a consultant to ACRE for
two months. We have sent a message requesting Mr. Boyd's report

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

Develop an annual Work Plan. g, far SULSU Contract Administrstion has
not submitted an annual work plan. At this point' in time they still
require a consolidated plan of work for ACRE/SULSU and ACRE/GOSL.
Hopefully, this will be completed soon and 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,

Develop better commmications to inform contract staff in Sierra Leone

on _progress of requests for consultants as well as hardiware needs.

First consultants. Often we have no infurmation, then receive very short
notice a consultant 18 arrivihg. Aldo consultants have remarked they
were given vety short notive 'they were to come. This needs to be:
corrected. Second, prozurements of hardwers needs. SULSU has rapeatedly
refused to purchase hatdvare nbeds - see i:'olloving iten 9.

Artrange for petty cash purchase of small items in support of cohsultants.

To date, requests for small commodity purchases has been refused on the
basis such purchase were not budgated in the SULSU comtract.

ipsure coggleteﬂ instruction to contract staff in travel arrasgenents,
custm clearinces, visa requiremsnts and imnoculations. " Most items

are wderstood by present SULSU staff.. However, initial immoculations
are to be completed before a team leaves the United Stetes. This has
oot been the-case vhich results in down time tesm members having to -

"travel to Freatown plus loss of time from sickness resulting from

innoculations. As for travel, an arrangement is urgently needed for

/b\o
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SULSU to pay air farc for R & R and Homa leave travel racher than have
the team member pay and wait six to cight months for reimbursement if

rhe amount is more leones than a team member wants.

Give specfal attention and expedite guickly, critical needs of contract
staff in respect to family living and project problems. Have made some
recent request but no response to dafe. 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.

Implement the six monthly project evalustions 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,

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

none has been received,

Plan for orderly replacement of field staff with equally qualified

individuals. Do not have any iaformation regarding moves to replace
those withi contracts expiring before the end of ACRE Phase 1.

For very pertinent comments made by the Chief of Party on other aspects
of the report, refer to the appendix.



Attachment H Ex(Om- 1372, 3
T ADAPTIVE CROP RESEARCH & EXTENSION

~ [ACRE] PROJECT - MAFJUSAID

Minutes of the Special Meeting of the Executive Steering Committee
eld in the Conference Hall of Land Resources Divimion of the
Ministry of Agriculture and Forestry, in Freetown on
deesdax 18th November, 1961 .
The meeting was chaired by the Permanent Secretary, Ministry of
Agriculture and Forestry who is also Co-Chairman of the Steering Committes,

The meeting was called for the presentation of the report on the findings
of the ACRE Mid-Term Project evaluation,

PRESENT: i.e. Members of Executive Steering Committee:e

Mr. W,B. Mumm = Permanent Secretary MAF - Co=Chairman
Prof, J.A, Kamara = Principal - N,U.C,

Mr. K.P,;Sondai - Sen. Asst, Secy. Ministry of T & I
Mr, C.,B. Sésay . = Asst, Chief Agriculturist - M,A.F,
Mr. D. Molure = Projects Cowordinator - MAF

Mr, Wil Scarborough ~ Agric, 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

Ir. E,R. Rhodes " 72 Research Co~ordinator, ACRE

Mr. G.,A. Lansanah = Estate Engineer, ACRE

Mr, BE.J, Memmy - Extension Co-ordinator, ACKRE

Prof, W.E, Taylor .= Director, ACRE Secretary

Mr. J, Len Massaquoi = Admin, Officer, ACRE

Mrs, H.S. Bangura = Con, Secretary, ACRE { In attendance

ABSENT WITHOUT AFOLOGIES
Agric, Adviser of V.P, 1
Financial Secretary, Ministry of Finance.

MEMBERS OF THE EVALUATION TEAM

Dr, C.A, Simkins ~ Evalustion Team Leader
* Mr, Graham Thompson = Chief Project Developmemrt Officere
REDSO/WA Abidjan
* Miss Melan Duffy - MNutritionist - REDJIO/WA Abidjan
* Mr. J, Cloutier ~ Financial Anelyst - REDSO/WA Abidjan
% Dr, D, Hess - Anthopologist — REDSO/WA Abidjan
Mr, L,M, Feika - Asst, Chief hgriculturist - MAF

(* not present for Steering Committee Meetirys)

MEMEERS OF SULSU CONTRACT TEAM .
Dr, G.M, Sawyer = Direotor, SULS'T, ACRRE B, Rouge L 5 USA

Mr. A.J, Henderson - ILsst, Diregtor $7ILSU, ACRE B, Rouge L 5 USA
mo J.w.‘ P&ttan - Admin. Ag’t. " LU " " [[]
2/.0 sae
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2, In his introduction of the Evaluation Team and the presentation of

the Chairman of the meeting, the Director welcomed 211 %o 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 cpened the
meeting, He formally on behalf of MAF 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, Minister 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.

L. Dr, Simkins expressed his profound appreciztion on behalf of his team,
to the Sierra Leone people and LCRE 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 workers, He hoped that they wuld
continue their good work with deligence., Dr, Simkins indicated that the final
report which is now veing prepartd will 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 programme, In
addition the team were also able to visit both Research and Extension =i tes
as well as observe the technologies that are being used, The important aspect
(constraints) of the findings were outlined as followsi=

(a) ADMINISTRATION:
Because of the heavy work 1ldud on both the Director and Chief of
Party, there was therefore a need for fissistants, In the case
of the Chief of Party it was suggested that he be proyided with
an Administrative Assistant,

(v) EXTENSION & RESEARCH:

It was reported that as a result of misinformstion given to the
farmers by the enumerators af*ter the base-~line date survey, some
farmers have been left in a confused atate, The view was expressed
that the survey was too detailed and unnessary, Hcwever, in future
survey, this should be done by the Extensior: Instructors who were
already familiar with the fzzmers and their activities, He further
advised that more farmers who are willing t¢> accept new technology
be involved in the Project. With regard to the sites chosen he

stressed that accessibility and prominence 1of sites for demcnstrations
3,. esee
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(c)

(a)

(e)

- 3 -
must be among the criteria used in the selection process,

MiJOR QONSTRAINTS:

(1) It wes abserved that labour was the mejor 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,

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,

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,

GENERAL DISCUSSION

FM Constraints:

(a)-(3)

(11)

(114)

Rodents and Birds

The Agric, Development Ufficer in his contribution informed the
meeting that from discussions that he hed with the farmers that

he visited during the evaluation, rodents such as the cutting grass
and birds such as Wever birds caused huge losses, He wanted to lmow
whether there was informatl on available on the. s8ize 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 irea IADP, losses of up to 50% was recorded.

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

Werds

The Principal NUC commented that lalx ur demand for weeding was a very
serious constraint, This wes more o when fertilizer was used at

the wrong time. He therefore recomanded that more emphasis be put
on all aspects of weed control,

Fertilizer Use

The Assistant Chief /griculturist (¥r, C,B. Sesay) in kis contribution
pointed out thet although it wes generally 1 2cognised that the
application of fertilizer incrgased yield, j =2t because of the
continued increase in the const of fertilize:r, fagmers £ind it

b/eesse
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increasingly difficult to use it. He therefore requested ACRE to
look into alternate and appropriate technology that will belp to
improve both s0il moisture the soil fertility,

(b) POST H/RVEST 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 diaapeement with the evaluetion 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 againat which farmers problems and other constraints 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 Qther 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 REMLRKS

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 or inveluntary impedi-
ments, However, with time and determination these will dissppear, He stressed
that the success of the 4CRE project depended on the full co—operation of all
concerned with it,

Joseph Pattan, the newest SULSU Team member expressdd the view that SULSU
appreciated the importance of iCRE to Sierra Leone and that they were determined
to make. this project 2 success,

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

The Chairman in his closing remerks pointed out that the Cattle and Crop
problems in the Northern part of Sierra Leone needed very sarious aonsideretions,
This he commented was having a very adverse effect on food productist in the area,

5/.....



He finally thanked 2ll present for their contribution to the
discussions of this special meeting., He commended the good relationship
now existing between MiF = .iCRE & N,U.C.

He concluded that the MAF 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,

DR, W. E, TAYLOR
DIRECTOR, ACRE
SECRETARY .
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COMMENTS ON MID = PROJECT EVALUATION
REPORT By DIRECTOR

DOC, NO,
EXECUTIVE SUMMARY

POSITIVE CONTRIBUTIONS:

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

(b) Need for extending activities beyond present scope.
(¢) 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.

(¢) 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 Mutrition Component, For relevant inprovement in

the areas of mutrition.

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,

L. The long and short - term training needs and linkage is presently
under consideratioax.

5. There are practical problems such as office and residential accommoda~
tion that will not ajlow reoruitment at this stage. However, as
soon as the training prograrme is drawn up the selection process will
be initiated.

6. Refer to comments from Research Co=ordinator.

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

used,

ves/2



8, Estate to report on this,

93 With the improvement of the staffing level it is hoped that the
services described will be provided. I, 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 arrangement to have the Assat,
Accountant undergo additiona.l h:a.:.ning, an Accountant will be
recruited shortly.

12, Accounts section has been inoreaaed to the following level:

Assistant Accountant - (1)
Accounts Clerks - - (2
‘ Stores Ledger Clerk = (1) '

13, Bank Accounts have been opened in all zones fot payroll distursement.

1hi The development cf a mid-term to end of project commodity procure-
ment plan is in progress.,

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

" 1includes all stage i.e. AID and Sierra Leone ataff,

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 Cormunication Specialist to be filled shortly.

19, Extensior and Research to corment,

20, TITA will visit.ACRE in May to establish areas of coeoperation and
collaboretion,

21, This is being attended to.

22, This will be discussed by Management Directorate ard Executive
Steering Committee as soon as the working papers are prepared.

23, Since there is a2 work - Oxen Project at Njala, ACRE should be more
closely involved with its activity,

2Li. Extension to comment on this.

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

RECOMMENDATIONS FOR USAID/SIERRA LEONE

Pages 10 - 11

USAID/SIERRA LEONE TO COf‘l:‘ENT

RECOMMENDA'YIONS FOR CONTRACT STAFF IN STERRA LEOND

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

RECOMVMENDATIONS FOR SULSU CONTRACT ADMINISTRATION
Pages 12 =« 13 = SULSU to comment,

eess/3
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2,

2,

3.

L.
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- 3 =
GENERAL COMMENTS ON THE REPORT
It appears that Mr. L. M. Feika was only an observer and did not
meke much contribution to the report (see page 15) this needs clarifica=
tion,
EXTERNAL FACTORS
General agreement with observation on labour shortage, marketing
inadequacies, price disincentives, credits and inflation problens
(pages 16 - 19) '

Recommendations on (a) reconsideration of labour intensive trials

and denmonstrations,
(v) development of appropriate technology for
production and storage,
These are accepted and are being considered.
The future of ACRE to include credit and narketing inputs is accepted
= but needs careful consideration.

INPUTS

TECHNICAL ASSISTANCE
Why was no cormment made on the fulletime Sierra

Leone Staff as has been done for the U.S. Technicians ? (pages 20 = 21),

TRAINING

The treining aspect of the project is now being considered in the
light of experience gained after the first year. I, addition it is
now proposed to appoint a Senior Ogficer who will be in charge of
training at all levels and in all areas,

CONSULTANT SERVICFES

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

The 1list of consultancy services as listed on page 2 of paragraph -
3 are essential - refer to corments from Research Co-ordinator.

CONSTHUCTION

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

GOSL, CONTRIBUTION AND MAF SUPPORT

Corments on pages 32 = 34 accepted,

COMMODITIES

(page. 36)
(a) 'There is now a stock control systen established.
(p) Timely action needed for fertilizer requirements.
(¢) A cormodity procurement plan is now being developed.

oo/l
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9.

10,

11,

1.
2,

3.

L.

5.

SUPPORT +OR S. A, E, Os
1, (a) Furniture have been ordered,

(b) Office space provided by other projects.

(c) Provision of office furniture being considered.

(a) BPudget now includes proposal for ACRE residence and office
in all five zones,

2. Vehicle :_ Estate Engineer to take note of recormendations
1, 2 & 3 = (page 38)

ANALYTICAL RESERRCH & SOIL TESTING LABOR:.TORY

The constraints i.e. water and electricity supply need careful
consideration, The comments on the whole is accepted,
( - see comments from Chief of Party)

NEED FOR INFORMATION SPECIALIST
The position will be filled very shortly,

RICE PRODUCTION CONTEST
To be considered by the Extension wing of ACRE,

NUTEITION 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
Trials Conducted: (page ) 43 no corments

Quality of work:

i, Late delivery of materiz,s affected the quélity of some trials
and demonstrations,
ii, Management problems with weeding tria}s.
iii, More consideration rmst be given %o the second cropping so
that it does not adversely affect farmers participation,
iv. ACRE Extension personnel should use their experiences in
planning the nature and tining of demonstrations and trials,

Although the statement that all decisions were made by the Research
staff is untrue yet the corments for collective decisions rmust be
noted = see comments by Research Co—ordinator on this,

(a) Recommendation (1) As on page 45

(b) Recormendation (2) page 46 needs clarification and examples.

(0c) Recommendation (3) page 46 accepted, First I =Service Training
has already been conducted.

Farmers Conmpensations
fiesearch and Extension Co~ordinators have been asked to look at this

aspect and so provide guidance as soon .as possible quick payment., There
mst be a system of deciding what a farmer gets for (a) participating
end (b) for giving up his land for triels and demonstration, The
recomendation as indicated on page L7 is accepted.

eoe/5 \&(0
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RESEARCH AND EXTENSION STAFF NEED FOR TRAINING
AND EXPANSION OF ROLE

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

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

field work supervision but also a large ampunt of administration work,
ACRE Extension persomnel must be involved mainly in extension and not
a.dxfzinis'h:a.tion vork, 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 mofie 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.0s have full responsibility for all adaptive
orop research and extension activities in their zone,

The shortcomings as outlined on page L8 are misleading, As far as
I know the decision to send information from research to the field i.e,
S.4.B.08 is jointly taken by the Research and Extension Co-ordinators,
The development of a programme for the year is agajn done collectively
to include all Extension Officers, local and expatriate staff and farmers,
(Reference to proceedings of ACRE work — programme conference). ’

The statement that: ne 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. 08 they have been to see me at least once a mcnth 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 to research and project
nonitoring needs special considerati~n if it should not over burden
them with an already crowded schedule - (refer to corments from Chief of
Party).

Ag much as it is accepted that enumarators may have created initial
problems by given wrong infomation to farmers, yet I feel that this point
is being overplayed, I would 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 would be wise to use the E.Is as

enumarators.
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7.

10.

RECOMMENDATION
(a) Redifinition of roles of S.A.E.08 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,

(q) The need for Research and Extension to meet regularly is
accepted.

(o) The need for research scientistas 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,

Selection of Coatact Farmers Families and Expension of

Aotivities to Iptermediate Farmers Families
Although the impression given that the research greatly influenced

the selection of the contact foxrmers is not true, yet it has been
decided thet extension will decide on farmers selection.

Recormendations 1, 2, 3 accepted. However, when activities expand,
care shculd be taken so that it does not appear as competition to the
I.A.D.P's e.g. production of fertilizer and oredit.

Butrition Component Out Puts

There is a need to provide loca; nutritionists to be responsible
for the programme of work as outlined, ‘''ne one partetime staff who
is head of a department and the reseerch assistant is grossly
inadequate,

There is a proposal to have (a) one Senior Extension Officer =
Nutrition an® (b) 6 Extension Instructors. (see comments of
Research Co-ordinator).

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

. 2. MNutrition Component Purvose:

The major constraint is the lack of adequate staff level for
the prograrme. This will be delt with soon,

BENEFICIARIES « KEY SOCIO~CULTURAL
AND SOCIQ-ECONOMIC FACTORS,

Comments are generally" accepted.

.
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SPECIAL PROBLEMS

Foreign Excha,ge and Cash Flowi-

Present

()

(v)

(o)

(a)
(o)

(£)

The method of obtaining foreign exchange in connection with training
and conferences contimue to be satisfgctory

Transfer of furids is no longer a problem. The gignaturies to the
account are those of the Director and Assistant Agcountant only,

Staffing level in the accounts section has been increased, There
is proposal for the recruitment of an Accountant and the provision
of training for the Assistant Agcountant,

Zonal Bank Accounts have now been opened. I is operated by
the zonal S.,A.E.,0s and the Asst, Accountant.

Electrica)] energy required fo::- full scale operation nceds close
consideration,

Accounts will take note of recommendations on inventory control.

Accounting Fim

Description of scope of work accepted.

Vehicle Agsignment

(a)

" (v)

()

All SULSU contact Staff have been assigned a vehicle,
A Mechapnical Engineer is being recruited to be incharge of vehicle
repairs etc, .

Estate Engineer sh'uld comment on the section on vehicle
paintenance and operation (pages 85 = 89). This area needs
his careful attention.

T i =
NSO T > \\


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

ExCom -14%2],.s

Atachuent I

DOC. NO.

MID-PROJECT EVALUATION REPORT ON ACHE - MEMO.
222 DATED 16 FEBRUARY, 1962

CONTRACT STAFF IN SIERRA LEONE

1.

2,

3.

b

5.

6.

Te

Hold regular staff meetings with pre-planned agendas., This has besn
initiated. Reguler staff meetings are the first Monday of each
month at 0830 hours.

Aqquire 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 justifiable.

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

Ea.ch sta.ff 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 Lecnean part-time
staff from Njala University College have submitted their plans of work
for 1982 to Dr, E. R, Fhodes,

Contract team members should carefully review adaptive research and
demonstration trial plans with rescarch 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 N,U.C., ACRE/GOSL and ACRE/SULSU
personnel, Suggest all research and extension personnel submit a
detailed copy of their final field activities to all other personnel
8o that all participating in the programme will have definite informa..
tion on research and extension activities in progress.

Explain research and demonstration aims to farmers and elloiting their
opinions about research objectives, methodology and results. First,
all explanations to farmers must be in terms they understaend and will
be useful to tkem, Although most of this effort will be at village
meetings and at location sites of on-farmm 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, TADP, MAF, Peace Corps, etc.

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,
ve 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.



SULSU CONTRACT ADMINISTRATION

1, Develop annual reports end six months internal reporte. The SULSU
team leader ana USAID Agricultural Officer have both requested these
by letter and telegraphic messages but to date none has been receiwved
by the SULSU teaw leader or USAID except for the first eix months
intemmal review, .

2, Develop more effeotive procedures for use of consultants, Insure
. their lengths of stay in Sierra Leone is suffioient and develop

reports either before leaving *he project site or before being paid.
First, SULSU needs sufficient lead time in requesting oonsultants to
properly arrange for their TDY with ACEE Sierra Leone. At times we
have not gotten sufficient lead time notice from ACHE/GOSL, Second,
we must improve on identifying duties of consultants and specifying
qualifications required of a consultant, Although this has been done
to a considerable extent when a consultant is requested, consultants
arriving Sierra Leone state they were not told what they were to do,
It appears that SULSU Contract Administration is not informing consul-
tants of information sent to them. Third, there has been repeated
times when a consultant is scheduled to stay for only half the time
requested. This needs correcting. At least three months lead time
from:ACRE/GOSL will help. Fourth, requests for consultants is being
made directly to SULSU from Sierra Leone outside of routine charmels,
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, ACHE Project, to Chief of Party
then to USAID Freetown., From there it must go by official message to
SULSU by way of USAID/Mashington, This establishes an offiolal sta=-
tus for a consultant. The above procedure is to be observed at all
times, Fifth, so far we have written report from all oonsultants
except Mr, Thomas C, Boyd, an Information Specialist, who was a con=-
sultant to ACRE for two months., We have sent a message requesting
Mr, Boyd's report be sent to Sierra Leone with least delay. .
Sixth, return visits of consultants should be scheduled as needed.

3, Develop an annual work plan, So far SULSU Contract Administration
Las not submitted an annual work plan. At this point in time the
still require a consolidated plan of work for ACRE/SULSU and ACRE/GOSL.
Hopefully, this will be completed soon and inoluded a schedule of
identifying short- and long-term perticipants and a schedule of request-
ing consultants as well as a plan of work for 1982,

4o Develop better communications to inform contract staff in Sierra Leone
on progress of requests for consultants as well as hardware needs.
First consultants. Often we have no information, then receive very
ghort notice a consultant is arriving. Also consultants have re-
marked they were given very shoxt notice they were to come., This
needs to be corrected, Second, procurement of hardware needs,

SULSU has repeatedly refused to purchase haxrdware needs - see follow-
ing item 5-

5, Arrenge for petty cash purchases of smal. items in support of consul-
tants. To date, requests for small comuodity purchases has been
refused on the basis such purchases were not budgeted in the SULSU
contract,

él



6.

Te

8.

9.

10,
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Insure complete instruction to contract staff on travel arrangements,
oustom 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 sickmess resulting
from imoculations, As for travel, an arraengement 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,

Give special attention and expedite quickly, critical needs of oontract
steff in respeot 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
congidering the poor mail service between Sierra Leone and vice versa.

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 firat six months evaluation reports

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

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 I.

OTHER ITEMS

1.

2,

3.

L.

5e

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

How will the Project attain the central objective of oreating a atrong
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.

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 attantion,

Ingtitutionalization of the ACRE Ppoject. This needs immediate atten=-
tion in order to begin strengthening relationships for a smocther
integration with MAF and MOE, :

Incorporation of nutrition component. An outline of a proposed
nutritional component was developed in May 1980. Immediate steps
should be taken to activate a mutrition component into the ACRE
Project. Given the objectives of the nutrition component, and the
vemaining time frame of ACHE Phase I, mutrition objectives must be
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8.

9.

10,

1.,
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arranged in order of priority considering (a) their importance in
relation to immediate family need and of staffing and acquiring
oomnodities and (b) what is realistically pcssible 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 mutrition component underway?

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.

Imediately establish a committee for selection of candidates for long-
and short-term training., The oommittee is to be composed of the USAID
Agricultural Officer, Direotor of the ACRE Projeot, the Chief of Party
and any other individuals deemed appropriate. The committee should
be constituted and meet quarterly. Suggest that SULSU ieam members
be inoluded on the committee as they work daily with potential candi-
dates,

With least delay identify candidetes for short- and long-term training
including six to attend intra-African long-term training faoilities,
All vacancies for training should be filled with least delay., Allow=
able costs for partioipants has increased from $1,100 per month to
31,800 per month, Money remaining in the budget estimates this will
allow for 15 two-year partioipants under SULSU training end 9 two-year
pertioipants from USAID/Sierra Leone. A much closer review must be
made to assure fitness into available money,

Formally discayding the present baseline survey. Since a baseline
survey was oontracted by USAID, it is recommended to complete the
survey but sharply reduce the data input to only thet absolutely neces=
sary to establish a baseline., This will probably eliminate consider-
able data already accummlated but this is highly recommended.

Analyze energy needs for the research laboratory and seed processing
plant, There may have been an over-reaction here in so far as elec=
tricical needs are ooncerned., After all, electrioity is to Le 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,

Adequate water and utilities are needed for all ACHE facilities,

The water situation at the ACRE headquarters is insufficient, irregular
and inadequates This must be ocorrected, 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
toc NUC and ACRE, These considerations should include short, medium
and long term needs.

Strengthen linkages with IITA and other research and extension ingti-
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, IRRI, and
others, to make crosses specified by Sierra Leone researchers.

o\
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When desirable cultivars are identified, yet still segregating, these
would be sent to Sierra Lgone ror selectiom to fit local conditions
under which the orop will be grown. Such a system would keep Sierra
Lgone overhead expenses to a minimum but at the same time allow for
local input on release of desirable varieties,

Introduce appropriate techmology and other labor saving techniques
into crop production, ACRE should touch base with the animal power
project at Njala to determine how the two can co~operate to introduce
animal power into appropriate technology needed by the ACHE Project,

Vernon L, Hall
Chief of Party = ACRE Project
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Attachuent K

COMMENTS ON THE MID TERM EVALUATION REPORT DoC, NO,

by
THE RESEARCH COORDINATOR

GENERAL

The summary of Recommendations to GOSL/ACRE pages 7-10 are carefully

phmased 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 commendled on as shown below,

RECOMMENDATIONS FOR GOSL ACRE PROJECT

(PAGES 71=10 2

1e

26

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 mutrition together with 10 Extension Aids be recruited,
Plans ars afoot to have a total of 2 Research Assistante (housing problems
and total number of training positions available have to be considered),

I would recommend having a full time Home Economist (M,Sc, level) to
assist Mrs, Dahniya and to be responsible for extension work to the famrm
families, (See also P,42A and 60A of the report),

It is recommended (6) that Project should formally consider disearding
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) Mutrition survey

(4) Appropriate Technology survey

The Head of the Development Division of WARDA recently reviewed prow
gress in the socio-economic survey and left behind a draft rebor‘t. The
field data collection of the socio-economic and Agronomic is practically .
complete, The repart for the Socio-economic, I hope will come out before
that of the Agronomic, since pressure is being put on the Socio~econimksts
to complete the report before they proceed on study to Germany..

The Mutrition Survey like the Socio=-economic survey was conceived as
a onewtime recall survey with its inherent limitations and opportunities,
All T need is a directive to the effect that the Nutrition survey should
be cancelled, The records will show that the team of evaluators were
perhapo not convinced of the need for having a reference point,

O
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RECOMMENDATIONS FOR U,S. CONTRACT STAFF

AND QUALITY OF WORK ‘Section )_.*'2!

P

3e

L.

Se

11, and Pages 6

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 vorieties, techniques, fertilizer, herbicides
would be in trials and demonstrations", Further down the page it is
stated that "SULSU contract staff who have hed 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 Adoptive Research
requires an intimate knowledge of the local enviromnment, 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 thems was repeated in other
parts of the report,

No mention was made in the report whatsoever of the 1981 Work Programme
Conference at which research trizls and demonstration were open for dise.
cussion and ammendment, The-1ist of participants at the conference included:-

(a) L Senior Extension Officers (Njala, Rokupr, Makeni & Kabala zones)
(b) 2 Extension Officers who supervised the 1960 field trials

(¢) 5 (at least) Extension Instructors

(d) 18 farmexs

(e) 3 SULSU Contract Steff

(f) The Extension Coordinator

Trial 2 was initially designed by a SULSU staoff 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
varioties under local management, Trial L was designed by another SULSU
staff in consultation with me.'

On page L4 reference is made to adaptive trials involving herbicidex
without fertilizer, Strictly speaking this is not correct, There was an
adaptive trial (trial 3) involving teeatments of herbicide with and without
fertilizers which is not the same thing as reported, '

On the same page reference is made to cases where the 2nd dry season
crop is groundmut and that 4.C.R.E. should not weaken the role of women,
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, 6 Q
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In any case I will recommend that field staff make o better distribution

of trials and demc;nstrations i,e, in en 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 Ada.p't::[ve Research
Trialso

While not offering it as an excuse it is worth pointing out that single
veriable demonstration such as dibbling and close planting were spilleovers
of the UNDP/FAO/IITA/Sien‘a. Leone Rice Project directed by Dr, Mahapatra,
According to annual repor#s of this project these trials have been so pro=
nising that it was felt that it would do no harm for A.C.R.E. to repeat
then but in addition collect production costs to make possible a fuller
evaluation,

In 1982, subject to the ocutcome of the Work Programme Conforence the
types of demonstrations could be reduced and there will be about 6 replica=
tions over similar sites, Dr, Schilling, Consultant in Bjometrics fecomme
ended Y4 - 6 replications, but I feel it is safer to plan for at least 6

replications, since not all trials/demonstrations planned would indeed be planted,

8.

9e

10,

CONSULTANCY SERTICE (page 29)

There 1s need for a suitable consultant in Appropriate Technology but
I have no intention of requesting consultants in tropical soils and in
Agricultural research metholdology.

RESEARCH AND EXTENSION SUPPORT COSTS ‘pggg 31)

It is stated that "research support costs" are for special research
activities conducted by students and other nor~project personnel, in direct
support of project activities, I need further clarification on this,

COMMOLITIES 25 = 36 -

The report states that much of the equipment for the laboratory is too
sophisticgted, 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=
suning to have soil & plant samples anslysed overseas, My concerns about
the leboratory 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-of.f. Project should be flexible enough clso to allow the
4L.C.R.E, generators to supply electricity to the labs whenever voltage
fluctuations from SLET is extreme,
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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 MAF/ACRE Projeot Panel, The laboratory technician and
equipment specialist have taken up appointment and will be sent to ITTA
soon for On-the=job training,

12, On page 36 it is stated that ome.zone had insufficient fertilizers to
run certain trials, I need clurification on this,

SELECTION OF CONTACT FARM FiMILIES AND EXPANSION

OF ACTIVITIES TO INTERESTED FARM FAMILIES ‘P.& = 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 Coordinetor, IN
faot Site Selection now rests completely with the Extennion Wing on the
understanding that the various ecologies are adequately covered ard 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”, Thg 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=economic survey,
At a meeting held on 11th November 1980 in the Research Coordinator's office
(present werc 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 Resea.rch or Extension team were to
be cleared by both parties,

15, In any case I an happy to note (page 5S4 last line) that extension
criteria were more generally applied than so called research criteria in
gselecting the contact farmers,

RESEARCH AND EXTENSION STAFFs NEED FOR TRAINING

AND EXPANSTON OF ROLE (p.L7 = 48 & 52!

16,8 The report states that there is no flexibility in research schedules to
allow for contribution of S.E.C.!s knowledge and experience., I need further
clarification of this, In any case the Extension Wing has been direoted to
inform Research staff in good time when planting materiais are needed for
1982 work,

A
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In addition plans are afoot to develop zonal Multiplication sites, Cassava
already out in the zones will be used as source of planting materisls foxr
trials & demonstrations in 1982,

On page 52 it is recommended that research staff particularly Sierra
Leoneans plan a rcgular schedule of field visits, There are some constraints
worth highlighting,

(a) Except for the Research Coordinator all senior Sierra leonean
research staff are employed by Ppoject on a part=time basis,
Their first responsibility is to the University.

(v) 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 Evalue
ation team thut 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 resesrchers (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 returm
to Njala,

. EXTERNAL, 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 ezcnonics 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 hin,

On page L1miine plantingsand 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 menitioned on page 19,

this number does not include junior part time Field Assistant/Soil Survey
assistont - the latter needs to travel out with 2 trained junior assistants
for the Land Characterization exercise,

p2=



PURPOSE - 60

19,

20,

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 lissistants looking after field work at 4.C.R.E, Centre,

X Sierra Leonean staff of N,U.C, is completing his Ph,D, in
Bjometrics., When he takes up appointment with .A.C.R.E. his duties will
include assistance to scientist in design of i.C.R.E, Centre research
as well as On~Farmetrials and demonstrations,

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 production 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 effecte
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.

b()
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ADAPTIVE CROP RESEARCH AND EXTRMSION

M

(ACHE) PROJECT - MAR/USATD

COMENTS 0N 1HE MID-TERM EVALUATION BEPORT

The Bxtension Co-ordinmator

The Evaluatica Report has given indicatiom of progress in ACRE Project
astivities. I wvish to, howover, make observations and/or comments on mome

aspeots of the Beport.

1o WTIGS POR GOSL/ ACEE PROJECT (Pages 1—10)

A.

B.

Ca

. De

Recomwndation 2 (Page 7) ~ It is suggested that the torms of
gexvios for ACHE Project staff be developed, The ourrent lack
of foxrmal Conditions of Service for Project staff may. in the
‘pature soniiibiute to the feeling of insecurity. Aotive oonsido-
ration shoald iherefore be given to normalise this,

Recomnendation 16 (Paxe 9) - asks for the introduction of appro-
priate techmology and lebour saving techniques into oxop produc-
tion, Reference was mads to current yesesrch and promotion of

:14bbling, ridging, cloee and row plantivg &s 1sbour demanding.

As these methods have Deen favoursbly reported on by the field
ataff and faxmers it is appropriate to continue with thom with

modifiocations. It would be wise to make an sppeal to the members

of the Appropriate Techrology Division o address themselves to
making simple devices that would be effioimt, essy to operate,
and labour saving. -

Recoamendaticn 17 (Pege 9) ~ calls for the organization and inmplo-
pution of rice produotion contests for farmors, This is
definitely in place. It would be ACHE's contributicn to providing
impetus to existing cxop preduction aotivities already opersting
throughous Sierra Lecnc, B8inos tho project has an cbjeotive of
resching 20,000 farmers by year 1983, T would reccomend that soversl
saall farmcr3 vithin the project gones a1 beyond be allowed to
putidpct-mthomhlt,mwotbamjortoodmlm
cassava, maize, swet potato, etc, be inoluded, Growd rles to
be formlated would emphasise the gducation aapeot of the contest.

;hog-m&aﬂm 18 (Page 9) = oalls for the reoruitment of publio
infoxmetion and qomiqst:lon speoialist, It is eagontial to
hewa nns veawnitad and attached to the extension wing for two boale

L\
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1) As a Tescurce person for extension wing vatn auvics such as
designing visual materials which would be used by extcnaion
peracrnol as teaching aids, prociciiua of extonsion bulletins,

ato.

11) To promote the work of ACRE throughout the comntry such as
preparing nevs reloase vhich would be destributed to the
Jeo Jooal news nedia, genorsl promotiocal ideas such/evailability
of ACRE services, pouncement of important ACRE events,
analysis of ACHRE achiovements, etc.

E. .. Reocimendations 2l end 25 (pege 10) = call for inclusion of women
in extension vork. This 1s in plsce considering the role house-
nold women plsy in production and the nead to have poof:lo of thesome
sox working directly with then. Aa this seems to Vs an extension
fanction, I would 1like c;uriiicgtion early enough to necegaitate
plaming for implsmemtation.

TRATHING (Paéo- 22 - 27)

w upoct of thonnport ia e:hnuntiv_‘ely dealt with on pages 22-27,
Tho need for providing eppropriate training for staff should not te
over omphasized, ¥or 1mg lssting network of extemaion aotivities it

‘decones absolutely necessary that op-going training of extonsion etaff

in extensiocn and Yesverch edusation te given highast priority. Pre=-
ard in-service trsiningrfor extension staff sre also nseded.

T <
CONSULTANT SERVICES (Page 28)

The: Bervices of ocosuliants in certaln aress should be continued
as the need to share the axperiences of spooialists in critical areas
1s valuable to the sucoess of this Przjccte .. Requests for consultants
would bo made firom time to time through the recomsended chaymela.

It 1s reported that one zone had insufficient fertilizer %o run
oartai. tﬁ#ii last year, This soundr ~tvange as full packages of
planting usterials and fortiligers 1.+ trials and dommatrstions vere
delivered to the momos and po veport L ghorteges were made, A more
proper end stringent delivery sxd accounting systems of all field
satorials would in futuro be enforced,

SEPPCRT POR SENICR ECTENSTON OFFICERS AD EXTSNSION INSTRUCTORS
} . S

The recomcendations contnined in this secticn of tbe Beport wre
acceptable. The work load on these people bns been considersbly
fnoreased with additional denands on reporting, carrying out field
operntions, eto. tho need foz appropriate support camnot be over-
enphnaiied. ' '
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Insure complete instruction to contract staff on travel arrangements,
custom clearances, visa requirements and innoculations. Most items
are understood by present SUILSU 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 membexs
heving to travel to Freetown plus loss of time from sickmess 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

"{f the amount is more Leones than a team member wants.

Give special sttention 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 dates In all fairmess to
SULSU Administration the time lapse has not really been long enough
considering the poor mail service between Sierra Leone and vice versa.

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

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

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 ACHRE Phase I.

OTHER ITEMS

1.

2.

3.

L

" 5

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 faxm families
in Phase I, This issue must be discussed.

How will the Project attain the centrel 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.

Develop a strategy to extend project services beyond its present

scopes 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.

Institutionalization of the ACRE Pooject. This needs immediate atten-
tion in order to begin strengthening relationships for a smoother
integration with MAF and MOE.

Incorporation of nutrition component. An outline of a proposed
nutritional component was developed in May 1980. Immediate steps
ghould be taken to activate a nutrition component into the ACHE
Project. Given the objectives of the nutrition component, and the
remaining time frame of ACRE Phase I, mutrition objectives must be
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arranged in order of priority considering (a) their importance 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 immediately on this item, Can
the LEARN project from CARE be successfully utilized to reduce down
time in getting the nmutrition component underway?

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

Immediately establish a committee for selection of candidates for long-
and short-=term training, The oommittee 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 SULSU team members
be included on the committee as they work daily with potential candi-
dates,

With least delay identify candidates for short- and long-term training
including six to attend intra~African long-term training facilities.
411 vacancies for training should be filled with least delay. Allow-
able costs for participants has increased from $1,100 per month to
81,800 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 USAID/Sierra Leone, A much closer review must be
made to assure fitness into available money. '

Formelly 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 accummilated but this is highly recommended.

Analyze energy needs for the research laboratory and seed processing
plant., There may have been an over-reaction here in so far as elec-
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.

Adequate water and utilities are needed for all ACRE facilities,

The water situation at the ACRE headquarters is insufficient, irregular
and inadequate. This mst 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,

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, IRRI, and
others, to make crosses specified by Sierra Leone researchexs,
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When desirable cultivars are identified, yet still segregating, these
would be sent to Sierra Leone for selection to fit local conditions
under which the crop will be grown. Such a system would keep Sierra
Leone overhead expenses to a minimum but at the same time allow for
local input on release of desirable varieties.

Introduce appropriate technology and other labor saving techniques
into crop production. ACRE ghould touch base with the animal power
project at Njala to determine how the two can co=operate to introduce
animal power into appropriate technology needed by the ACRE Project.

Vernon L, Hall
Chief of Party - ACRE Project
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COMMENTS ON MID - PROJECT EVALUATION REPORT
BY
ASSISTANT ACCOUNTANT

DOC, No.

I have read ths evaluation report and below are my corments especially
in relation to Section 9 - page 80 headed 8pecial Problems.

(1) [Transfer of Funds and Cash flow
It is my opinion th-t the nroblems in this areua were misunderstood
at the time of the Evajuation we were in' the process of getting the
signatories to the Bank of Sierra Leone account changed.

The Pernanent Secretary had unexpectedly gone out of the country
for about two weeks therefore we could not effect a tranafer. When
he returned a transfer request for Lg100,000 was sent to the Permanent
Secretary (28/10/81) and it was effeoted on the(2/11/81) (see attached),
The balance per our cash book then was Lg5,865.98. Sglaries had been
paid as well as all mgjor bills settled. Oply a few bills were out=
standing and we held on to then because they were not pressing, These
were settled as scon as we feceived money, In fact the bills out
standing were as follows (see attached).

Inwvoice Date Cheque
date Supplier Amount Settled No.
27/10/81 Raymond Garage Le38.00 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 Garmen 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 cn till the rioney was trapsferred,

We have had to borrow money from N.U.C. on three occasions. The
first time was in O 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 waa a signatory to the account we could not effeot 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 fron our Bank of Sierra Leone account (see attached),.

The second tine was on the 23rd Jamuery 1981, The extension
workers in the zones had been informed that I would be out to pay
salaries on the 26th of Jamuary 1981, A signatory to our bank account
was out of station and had stayed longer than was expected., Again the
Director borrowed noney on behalf of the project (see attached), The
"balance per cash book on our Njala bank account was Le36,967.25.
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The third tine also a co-signee to the account was unavoidably
absent, The balance per cash book on our Njala account then was
1g68,277.48. There was fual 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
hed no choice but to borrow cash for project use.

Accounting Record and Staffing

Prior to J,muary 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 nonths in
arrears. Also we could not maintain a stores ledger as the staffing
situation rendered it impossible.

The accounting records were é.lready about twenty months in arrears
when we joined the project (Accountant and I), Postings did not
cormence until February after he returneé from America bringing the
Cash Disbursements Analysis book and noninal 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 were also prepared and given to
the auditors. The accounts clerk and I Just could not handle the day
to day transactions of the project as well keep the books up to date.

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 fronm the Steering Counmittee (Tuesday, August L, 1981) for the
opening of the accounts, The financial analyst was informed of this,
This could not be implenented then because after that neeting the
Pernanent Secret.ry (signatory to the Bank of Sierra Lgone Account)
left the country on a trip to U. S. A. by the tine he returned, the
staffing situation had worsened and I could not afford to leave the
office for more than two da,s at a tine. Then the evaluation teen
cane., Immediately after the evaluation there were vehicle problens
and it was not until Jpnuary 19682 that I was finally able to make the
trip.

Quarterly renittances are nade to varfons zonel accounts, the
payroll vouchers are prepared here at Headquerters and sent out,

Also individual cheques are made out to the workers. So far there
has been no problems and the systen will be reviewed in April,

ceee/3 \0/\
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(4) Stores

Requisition procedures for removel of inventory were not accurately
stated. The procedure then was as follows, . requisition order is
signed by a head of departnent 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 Agsistant Accountant,
(in her absence, the Director). These are matched before signing the
SIV'as. N,thing leaves the stores without prior approval of the Agst.
Accountant or the Director. A copy of the requisition and S.I.V, are
sent to accounts for processing and filing. When goods are purchaseq,
a Goods Received Voucher is raised and sent to accounts with the invoice/
delivery note. There was no stores ledger at the time of the evzluation,
We did not have enough staff to nmaintain it.

The situation in the accounts seotion has now inproved significantly,
we now have 1 stores ledger clerk, 1 book-keeper, two accounts clerks,

These were employed in Jpnuary 1982,

Since the Evaluation Report I was informed by a financial analyst
fron Abidjen thnt it is the responsibility of the Accounting firm to
present a global picture of the project. Iy is their business to
consolidzte both G.0.S.L. and USAID accounts, I am eagerly looking
forward to the appointﬁénf of a Chief Accountant so that the problems
outlined in the report will be solved once and for all,

F. B. Ngegba (Miss)
FBN/fsbn-g ASSISTANT ACCOUNTANT,
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COMMERTS ON THE MID-TERM PROJECT EVALUATION
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G. A, Lansansh - Bstate Engineer

I have read the repart carefully and below are my commentas

(EY I

(1)

TRAINING

I agree with the report that thare is a need for training especially
in the use of specialised tools and the maintenance of the Broncos
that are unique in Sierra Lecne, = Poge 27,

Consultancy services for transportaticn equipment repairs will be

required from time to time,

NECESSARY SPARE PARTS 4ND TOOLS = (Pg. 35)

The report states that most necessary spares end repair parts fer
vehicles and the noeeuarytoohandmhhapoqumthnomtm
been crdered, This might be partially true with respect to AID but
not true frem ACHE at Njala, The list of urgently required spare
parts have long been sutmitted for procurement, Some efforta have
been made through a }ecal desler but to no avail, Ve have vaited fex
over eight months for very simple items like master oylinder rubbexs
in ‘cain, The list of Workshop tools have long been preparsd and presented
bat agein, AID procursment procesdurss and regulations have ceased some
delsy in obtaining these items up to date, Hoewever, effarts sre now
being meds to obtain them somehow,

I do not agree with the statement that phyl:l.oal control of imventoxry is
lax, (Pg. 135). In the absence of completed facilities axd & stock
control cler, the few spares there are have been under loek and key and
are only issued but when necessary, The few spare parts aerived with
no documentation, The records that exist now were made up by me when»
I physically checked every item to note down even the part mumbers, In
the absence of documents, I camot ascertain the cost of the spares,
There cammot, therefore, be any verification between financial and phy=
sical records as the former do not exist, at least at Njala,

T agree 100% with the statement of Pg. 8 (of equal importance is the
1ack of facilities for repair and maintenance of vehicles), Spexes
criginally sent with the vehicles were stolen before reaching Njala,
VEHICLE MAINTENANCE AND OPERATION

M

*‘kg mlll - P‘. 86
The present system of payment for the Hondgs and spare parts by the

Prtension Instructors seems reascnable and OK for the time bdeing, This
will ensure that the Hondas are treated with care,
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I agree with the statement on Pg, 86 which state that "the Project's output
dependa on reliable and efficient transpartation which in turn depends on
avajlability of proper types and mubers of vehisles and proper usage and
maintenance of these vehicles, But this cen only be done properly when the
basic items needed to run and service these vehicles are provided viz: Warke
shop tools and spares, Some efforts ere already being made in this regard,
Spares and Workshop tools have been ordered,

RECOMMENDATIONS (Pg, 86)

Control and Operation of Vehicles

1, IRIVERS
These are selected through an interview, They are then put on probae
tional period for six months before being confirmed, If they do not
patch up to the ACRE's standerd, they can be laid off at any time during
this period,

2, RULES PCR USE OF AUTOS
Thias is already in effect,

3¢ 411 Brenoo drivers are sent down to Fraetown for special training om the
handling and routine daily maintenance of hese vehicles,

I, A1l ACRE Project vehicles are driven only by pecple allowed to do so and
must have a valid driving licence,

S. This has already been taken care of,
6, Thia is now the case,
7 This will need further clerification and discusaion,

8, A pool system exists, though the mumber of vehicles in it is now very
small (5) although only 3 in good working order,

9, This will help solve scme of the transport diffioculties,

MAINTENANCE OF VEHICLES
1, Maintenance Plans
Tt 4s now agreed that all the zonal vehicles come down once a momth for
. thorough inspection and maintenance, Those in headquarters come to
gerage tvice a month for sexrvice, A roster will be sent to all zonal

officers,

2, I agree vith this statement, Ordera have been sent for urgently needed
spares over 6 months but have still not arrived, The system of prooures
ment of spares and tools by AID in poor developing countries perhaps neris
a second look, .

3, Seotion 3, a, b, ¢, and d = Pg, 87 ~ 88 mst be accepted and implemented
immediately if we heve any intention of rumning a garage, With Tespect
to d, this can sasily be done at a very minimal sum, using the project's
present staff, This will solve the problem of office eccomnodation for

| o
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Estate Engineer, Mechanicel Superintendent and working and storage facilities
for the fridge mechanic, This should be carried out with leasi delay, E
and F have already been tuken cure of ,

ke This 1s being jmplemented, 4 Mechanical Superintendent has been effersd
appointment, We are still awainting his arrival,

MOTOR _CYCLE OPERATION AND MATNTEN/.NCH
\

With respect ¢ the recommendations on Pg, 38, a good quantity of spares have
been ordered, When everything is ready, the Senior Extension 0fficers will
be informed, 4 system of storasge and issue will be developed,

At present, 50% of the repair bllls of the Hondas are bornme by the Project,

At the end of 2 yeers, these Hondas will becoms the property of the user, If
properly handled, the repair bills for these Hondas will not be turden en many
of the Extension Instructors, This is clearly shown from the last sexrvioce
carried out at the maintenance centre during the In-gervice training,

The services required by every Honda owner are spelt out clearly in the hand.
boak provided with the Cycle, The two leotures and visits made at the maine
tenance centre during the Inservide training will be of great help to them,

Simple service. methods were explained and actually carfied out on the Hondas,

YEHICLE REPLACEMENT

I agree vith vehicle standardization as stated on Pg, 89, The diffioulty here
only is finding a company that will provide a suitable vehicle for the job and
also ensurs adequate supply of spaxe parts, It might holp in future if USATD
buys vehicles that ere commun in Sierra Leone, This mey meke it eamier to
obtain spares and service ‘readily,

G. A, LANSANAH
ESTLTE ENGINEER,



