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I. Recommendations and Sunmmary 

A. Recommendations 

1. Size of grant: $20,870,000
 

2. Waivers: Transportation requirements for AID-financed pro
jects in Niger over the last three years have been severely

handicapped by lack of local support capability (both parts and
 
maintenance) for American-made vehicles. American Motors attempted
to establish a dealership in Niamey in the sumner of 1981 but was 
not successful. A blanket waiver for the purchase of non-US veh
icles was recently granted but it was limited to fifty vehicles.
 
Therefore, a supplemental waiver permitting the purchase of Code 
935 two and four-wheel drive vehicles for use in this project will 
be required and is included in Annex K. 
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B. Summary Findings
 

A grant in the amount of $20,870,700 over a five-year period in the
 
first quarter of FY 1982 should be authorized to the Govermment of the 
Republic of Niger (GcN) for the execution of the Agricultural Production 
Support Project as described in the following section of this Project 
Paper. The GON contribution to the project will amount to a U.S. dollar 
equivalent of $5,349,3(:0or over 20% of the total project cost(S26,202,700). 
This contribution represents primarily in-kind contributions in the form
 
of GON-paid Nigerien personnel, the operations and maintenance of project 
offices, vehicles and equipment, and trainee support. In addition, the
 
GON makes a significant financial contribution in the form of funds to 
lower the cost to the farmers of the agricultural inputs distributed
 
under this project. 

The PID for this project was submitted in December 1980 and approved 
on January 12, 1981. State 025469 authorized the Mission to proceed to
 
the preparation of a Project Paper. An Initial Environmental Examination
 
was submitted with the PID and a negative determination was approved on
 
March 6, 1981 by the Africa Bureau's Environmental Officer (State 060235).
 
All of the issues raised at the PID review in Washington have been satis
factorily resolved during final project design.
 

The project has been determined to be economically, financially and
 
technically feasible. The GON agencies responsible for project execution,
 
with the support of project-provided technical assistance, have been
 
found to be adequate to provide the necessary administrative capability
 
for project administration. The Mission Director has attested that the
 
GON has the financial capability and human resources to maintain and
 
utilize effectively the goods and services procured under this project 
(611(e) Certification). The Director has also attested that sufficient 
planning and anal,'ses have been performed to provide a reasonably firm 
cost estimate to i:he U.S. government and that a determination can be
 
made that the req:iirements of 611(a) of the Foreign Assistance Act, as
 
amended, have beeii met.
 

The project is in conformance with and supports both the GON's
 
Development Plan and the Mission's Country Development Strategy
 
Statement. The Social Soundness and Economic Analyses indicate that the 
beneficiaries of this project will ultimately be the rural population
 
of Niger who are among the poorest people of the world. As a consequence,
 
this project also conforms to the Congressional Mandate.
 

The project meets all other applicable statutoiy criteria. The
 
statutory checklist can be found in Annex L.
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C. Sutmmyar Project Dom rption 

This project is one of two designed as a sequel to the Niger Cereals
 
Production (NCP) project which started in 1975 and is scheduled to be
 
completed in December 1981. That first phase project had four fundamen
tal components : applied research, seed multiplication, cooperative
 
development and agricultural extension. The NCP project was essentially
 
an institution-building project. Buildings were constructed, government
 
personnel and farmers were trained and technical assistance was provided
 
to strengthen the GON programs in each of the four areas mentioned.
 

As the NCP project is coming to an end, the major accomplishments
 
have been
 

1) the establishment of a national program to multiply improved seeds 
and distribute them to farmers ; 

2) progress in identifying and refining new techniques, i.e. , animal tract 
equipment use, to increase small farmer productivity ;
 

3) an expanded cooperative program with better facilities at the village
 
level and increased numbers of field agents ; and 

4) an augmented number of university-trained staff in the Agriculture 
Service and a cadre of low-level extension assistants to supplement 
the inadequate number of extension staff increased the ratio of agents
 
to farmers on the local level.
 

Phase II of this project, Agricultural Production Support (APS), has
 
an overall objective of expanding and strengthening certain national 
level institutions which provide delivery systems and support services 
that are critical to the achievement of increased agricultural production 
and incomes in Niger . The project has four major components 

1. The creation of a National Center for Cooperative Training
 

Currently, cooperative agents of the National Cooperative and Credit 
Union (UNCC) are limited to only four months of training by part-time
 
instructors before being assigned to field positions in which they are 
expected to organize traditional cultivators into cooperatives and assist
 
in the initial management of these organizations. Both the quantity and
 
the quality of the training is inadequate to prepare the UNCC agents for
 
this demanding task. The project will establish a training center with
 
a capacity to train some 40 UNCC field agents per year. The training
 
will consist of nine months of course work and three months of field
 
work. In addition, the new Center will provide short courses (2 weeks)
 
for elected cooperative officials in cooperative organization and
 
methods of cooperative leadership and management. This Center will
 
result in a significant increase in cooperative participation in 

the rural areas. Contributions from this project will consist
 
primarily of the construction of the Center, a long-term
 
technical advisor and long-term training to strengthen the
 
faculty.
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2. The strengthening of the national agricultural input supply system
 

In Niger, the organization with primary responsibility for the impor
tation and distribution of agricultural equipment and inputs is the Centrale
 
d'Approvisionnement-CA (Supply Center). The CA has been in existence for
 
three years but has been plagued by logistical difficulties (lack of
 
offices, warehouses and transport) and inexperienced management. Input
 
deliveries by the CA have been unreliable and have often arrived at the
 
farm level after the growing seasonhs started. This project will provide 
office space for the CA in Niamey and will construct ware~louses in Niamey, 
the Departments (provinces) and selected Arrondissements (counties). In 
addition, two management advisors will be provided and CA staff will be
 
sent abroad for degree training in business administration. It is expected 
that at the end of this project, the volume of inputs distributed by the 
CA will at least double and perhaps triple, most of the inputs will arrive 
at the farms in a timely manner and improved management will have greatly 
reduced unit costs of distribution.
 

3. The strengthening of the Agricultural Extension Service
 

Experience with the phase I NCP project has shown that a major cons
traint to improving the performance of the extension field staff is the 
lack of institutional capability at the national level. At the present 
time, the extension office in the Ministry of Rural Development has only 
three persons and no logistic support. Thus, the national Extension Service 
is unable to completely support the field services in a meaningful way,
 
to provide any standards or guidance to training field workers, to furnish
 
any planning or evaluation services, and is unable to coordinate the
 
extension program with relevant research activities. The project will create
 
an Extension Support Center in the Extension Section of the Agriculture 
Service. This Center will have four functions. First, it will include a 
documentation center which, in addition to being a library, will have the 
capacity to prepare, reproduce and distribute technical information and 
research findings of use to the extension and research field staffs. 
Second, there will be an in-service training unit which will be responsible
 
for identifying training needs, for designing training programs and for
 
setting up a system of continuous in-service training for extension staff.
 
Third, the Center will have an evaluation unit which will be primarily 
responsible for assessing the different extension methodologies being used 
in Niger. Finally, and perhaps most importantly, this Center will include 
an office responsible for liaison with the agricultural research organi
zation, INRAN, and the Niger Cereals Research Project. 

The project will provide a building for the Extension Support Center
 
and four technical advisors,, one for each of the four units described
 
above. In addition, the project will provide scholarships for 30 students
 
to receive B.S. and M.S. training in agriculture. This training component
 
is aimed directly at strengthening the Agriculture Service's ability to
 
provide extension services in the interior of Niger at the departmental
 
level. 
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4. Support to the National Seed Program
 

The NCP project created an infrastructure base consisting of one 
Foundation Seed Farm and five Seed Multiplication Centers. All are now 
staffed and functioning but at a level well below capacity. Phase I 
experience has made it clear that a program of this complexity and 
magnitude requires sustained financial and technica] support before it 
can become self-sufficient. The APS project will continue to support
the operation of the seed multiplication network, will provide tech
nical assistance to strengthen management of the seed center, and will 
include participant training in the U.S. to provide the staff for a
 
rational seed office which will manage the seed program and implement
the policies set by the newly established National Seed Council. The 
focus during this second phase of support will be on increased efficiency 
and production at the existing facilities.
 

5. Assistance to the Genie Rural Service 

The construction activities to be undertaken by this project will 
impose a significant additional burden upon the Ministry of Rural 
Development's Service of Rural Engineering (Genie Rural). This service is 
responsible for all of the construction activities carried out by the 
Ministry. Given the already insufficient resources, particularly of 
engineers and equipment, it is unlikely that Genie Rural could provide 
effective supervision of a construction program of the magnitude anti
cipated in this project ($3.5 million). Thus, the USAID Mission and 
Genie Rural have agreed upon a program of assistance which will resolve 
the situation in the long-term as well as address the immediate problem 
of inadequate construction supervision. 

To summarize the specific objectives of this project, it is intended 
that at the end of five years:
 

1. Cooperatives in Niger will be more effective in delivering
services to their members and in providing farmers with a means for 
initiating local-level development activities. 

2. Farmers will be receiving the inputs required by the new yield
increasing technologies on a timely basis. 

3. The agriculture extension services, through better management

and better support by MDR, will be more effective in introducing 
innovations and resolving technical problems at the farm level.
 

4. The national seed multiplication program, which was only
 
initiated about three years ago, will have overcome its initial
 
implementation problems and will be efficiently producing and
 
distributing improved varieties of seeds to increased numbers of farmers.
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Overall, the AID contribution to this project will include: 
 26
 person-years of long-term technical assistance; 53 person-months of
short-term consultants. 43 degree-level scholarships in the U.S.
and third count'.ies; the construction of 3 office/training complexes
and 14 warehouses; equipment and vehicles totaling about million;$2
and operating costs totaling about $4.5 million. 

D. Relationshp to Overall AID and GON Goals 

As discussed in the FY 1983 CDSS, the top priority of both the GON
and AID is the achievement of sustained food self-sufficiency for Niger.
A second goal which will follow in large part from the first is increased 
agricultural incomes. The GON and AID strategy for achieving these objec
tives is based on a decentralized regional approach to rural development. 

The agricultural zone of Niger is divided into six administrative
 
regions (Departements). Each of these has or will soon have an 
integrated

rural development project (called a productivity project) which is focusedprimarily on increasing small farmer agricultural production, although
certain social service activities are also included. Each of these
projects is supported by an external donor, including AID which is finan
cing the Niamey Department Development Project. The strategy is for each
of these prujects to have its own management staff at the Department level
and for this management to concentrate on alleviating the constraints to
increased production in an 
integrated manner. The agricultural extension
 
staff and the cooperatives work very closely in the execution of project

activities. Essentially, the process begins with an extension program

which is usually based on the demonstration farmer approach. Accompanying

the extension activities is the provision of the technical package: 
 seeds,

fer.ilizers, pesticides and, in some cases, draft animals and agricultural

equipment. Credit is often associated with input distribution. Since
 
technical personnel available to work in the productivity projects are
 very limited, the use of the cooperative structure, grouping villages

for the purpose of self-help or self-teaching (auto-encadrement), is a 
major element of these projects. 

Although the GON, with donor support, is firmly committed to adecentralized approach to agricultural development, it recognizes that

national support services are critical to the 
success of productivity

projects and other agricultural development efforts to be undertaken

in Niger. In the past, the productivity projects have been forced toprovide their own support services (e.g. input distribution, seed mul
tiplication, credit) resulting in higher costs, duplication and excessive
 
responsibilities for limited staff.
 

The APS project is designed to address the problem of institutional
 
capacity at the national level. Specifically, this project aims 
at
greatly increasing the capacity of the GON to organize cooperatives, to 
continuously upgrade extensionthe staff and to provide agricultural
inputs, including seeds, in a reliable manner. With this support at the
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national level, the productivity projects will be better able to address
 
farm level production constraints in an integrated manner and will be
 
able to increase the number of farmers reached which, largely due to
 
national level constraints beyond the control of the regional projects,
 
is presently a very small percentage of the total farm population.
 

The success of the APS project will be reflected in the increased
 
effectiveness of the productivity projects and ultimately in increased
 
foodgrain production and higher agricultural incomes. By addressing
 
some of the critical constraints affecting all agricultural production
 
projects in Niger, this project, along with its companion Niger Cereals
 
Research Project, is at the center of AID's efforts to achieve the joint
 
GON-AID goal of sustained food self-sufficiency and security for Niger.
 

E. Major Issues
 

There are four major issues that will determine whether the project
 
will achieve its stated objective of better institutional support for
 
agricultural development activities. There are also a number of other
 
issues that relate to the specific outputs of each of the five components
 
of this project. The components are discussed in Part II, Project
 
Description, and in Annexes D to G.
 

1. Available Improved Technology
 

This project is justified in terms of its contribution to the
 
achievement of sustained increased agricultural production and income.
 
A basic underlying assumption is that there exists improved agricultural
 
technology that can increase farmer productivity in Niger. As previous
ly noted, there is in fact a recommended technical package which includes
 
improved seeds, zhemical and organic fertilizers, insecticides, proper

plant spacing and thinning, timely planting and timely weeding. Under
 
certain conditions, animal traction equipment may be added to the above.
 
If this package can in:rease farmer productivity in a cost-effective
 
manner, it would provide the justification for extension programs,
 
input delivery systems, agricultural credit, training of agricultural
 
technicians, etc.
 

If the available improved technology cannot significantly increase 
productivity under conditions that prevail in Niger, the creation of 
large expensive institutions to promote the adoption of new technologies
would be questionable. The technical package has been improved upon over 
the past ten years and its production-increasing capacity can still be aug
inented through appropriate research. This research is expected to be a 

major output of the companion Niger Cereals Research project. The recommended 
technical package increases yields from 300-400 kg/hectare under traditional
 
methods to 600-700kg/hectare when all the recomnmendations are followed. 
This yield increase , however, requires a relatively heavy investment and 
a higher labor input. It is possible that the net increased income to the 
farmer may not justify the added expense, risk and effort in areas whose 
rainfall and growing conditions are less than the national average. 
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There are two aspects to this problem. The first is that the
 
technical package developed on research stations can rarely be adopted
 
in toto on farmers fields. Growing conditions vary greatly in Niger and
 
unless the extension personnel understand the recommended practices and
 
know how to make adjustments in different situations, the improved tech
nologies will not have their intended impact. In general, the existing
 
e-xtension staff does not have the technical ability to adjust the
 
recommended practices as needed. This problem is being addressed by
 
the extension component of this project. The second aspect of the
 
problem concerns the research program. Research must be oriented towards
 
actual growing conditions in Niger. This means developing different
 
technical packages for different regions of the country and combining
 
technical research with farming systems research to arrive at recommend
ations that are socio-economically as well as technically feasible at
 
the farm level. This need is being addressed by the companion project closely
 
tied to this one, the National Cereals Research project. At the same tie,
 
ICRISAT is establishing a regional research center in Niger which will
 
also complement and contribute to Niger's own research program.
 

Agricultural experts are generally agreed that significant improve
ments can be made in the very low-productivity, extensive farming methods
 
currently being practiced in Niger. The four components of this project
 
combined with a stronger and more relevant research program are critical
 
elements in a comprehensive national program to bring about the needed
 
changes.
 

2. GON Agricultural Price and Subsidy Policy
 

This issue is closely related to the acceptability of the improved
 
technical package at the farm level. The GON faces a dilemma which is
 
not uncommon in developing countries. On the one hand, the Government
 
has a strong interest in controlling inflation and civil servant salaries
 
in urban areas. This is partly achieved by controls of consumer food
 
prices. On the other hand, the Government also wishes to encourage
 
increased food production and since raising producer prices would con
flict with its urban objectives, it has been obliged to resort to input
 
subsidies, both as a means to encourage use of improved inputs and to
 
offset possible disincentive effects of lower farmgate prices. This,
 
however, usually has a 
limited impact because 1) the funds available
 
for subsidies are limited and 2) with artificially low producer prices
 
the rate of subsidy needed to encourage the use of inputs limits the
 
volume of inputs that can be made available with a given amount of funds.
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The official farm-gate price for cereals in Niger has ranged between
 
30 and 50 percent below the market price. As a result of the low official
 
prices, there has been an active parallel market in food-grains. Some of
 
the marketed surplus has been exported to Nigeria where prices are usually
 
higher than in Niger.
 

An input subsidy program of about $2.0 million (total per year) per
mits some farmers to purchase below their real cost. This program has
 
reached only a small percentage of farmers. Thus the total impact of
 
subsidies on national production has been small. The GON subsidy poli
cy is based on the assumption that the recommended technical package is
 
remunerative for the farmer when applied properly. As the farmer becomes
 
more adept at using the productivity-increasing practices, his production
 
and income will increase to the point where he could pay a larger portion
 
of the full economic cost of the inputs. As more and more farmers have
 
reached that point, the GON has already phased down the subsidy on one
 
input (oxen carts).
 

It can be expected that, given the GON's strong emphasis on increased
 
food production, subsidies will not be completely eliminated immediately.
 
With the recent drop in uranium earnings, the budget amount for subsidies
 
in 1981 was lower than in 1980. In-depth analysis of the pricing-subsidy
 
issue in Niger is currently being undertaken by the FAO/African Develop 
ment Bank and France's Caisse Centrale. These studies will analyze the
 
relationship between agricultural prices, the profitability of the improved
 
technical package and the implication for economic development of the sub
sidy policy. At a lower rate, a given budget allocation for subsidies
 
can reach more farmers, thereby increasing the impact on production. Higher
 
producer prices are expected to increase the potential impact of this pro
ject.
 

The GON recently raised the official farm-gate price from 40 CFA/kg
 
to 70 CFA/kg. This price increase may have the desirable effect of re
ducing the incentive to export to Nigeria, thereby eliminating a major
 
obstacle to the achievement of food self-sufficiency in Niger. GON of
ficials have agreed to continue studies on cereals and input pricing
 
policies and periodically increase the official producer and consumer
 
price in accordance with actual market demand conditions.
 

3. The Manpower Constraint
 

Each of the four components of this project involves an increase
 
and/or an upgrading of staff. In the case of rhe National Cooperative
 
Training Center, a facility needs to he assembled and forty candidates
 
for training must be identified each year. For the CA, eight individu
als must be recruited to become deparment-level representatives. The
 
ESC will require! at least four B.S. level professionals and its training
 
component assumes that the extension field staff has the basic technical
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qualifications to benefit from and utilize effectively the increased flow
 
of information that will be made available to them. Finally, the project
 
requires that over 40 students be identified for degree training in the
 
U.S. and third countries.
 

The manpower requirements summarized above are necessary for
 
achieving the stated objectives of the project. As a percentage of the
 
total trained manpower pool of the country these requirements are not
 
large but, given the large gap between needs and availability at the
 
national level, filling any number of positions requires special effort
 
and arrangements. Where the Mission considers it necessary, conditions 
precedent and covenants relating to the assignment of personel have been 
included in the project.
 

Although it is possible that shortfalls in manpower could occur in
 
one or more of the project components, programs are underway that will
 
lead to long-term improvements. All of the agricultural training insti
tutions in Niger are receiving substantial donor support and all project
 
rapid increases in the number of graduates. Assistance is also being
 
provided under a separate AID project to the Practical Institute for
 
Rural Development at Kolo which is training some 300 agricultural agents
 
per year. This project will contribute to the agricultural manpower
 
effort not only with two in-country training activities (extension and
 
cooperatives) but also with participant training.
 

4. Recurrent Costs 

As a major institution building effort, this project has important
 
recurrent cost implications. The financial analysis indicates that the
 
total recurrent costs for all institutions being strengthened by this
 
project will be over $2 million per year, including depreciation on
 
buildings and equipment. Of this amount, $660,000 is for the CA and
 
$780,000 is for the Seed Multiplication Program. Both of these components
 
are intended to be at least partially self-financing. In fact, it can be
 
expected that the seed program will continue to incur deficits for some
 
tim- and that most of the operating costs of the CA will be
 
subsidized through the UNCC. operating budget, although at a lower level 
as the GON reduces the subsidies on inputs.


The $2 million in annual recurrent costs represented by this project
 
compares with a total GON recurrent budget of $374 milli n in 1981, of
 
which about $20 million was for MDR and other agricultural agencies.
 
The GON will be financing well over half of the $2 million per year
 
during the life of the project and is scheduled to assume all operating
 
costs upon completion. 



The uranium-induced revenue boom of recent years has fallen
 

off sharply with the drop in world prices. Future earnings
 

can be expected to level off at existing levels and grow
 

only slowly over the medium term. In fact, the 1982
 

budget reflects a slight decline (in real terms) of regular
 

budget revenues. While the 1982 budget as recently announced
 

is balanced, the balancing seems to depend in part on
 

additional external financing, a major amount having recently
 

been committed by Saudi Arabia largely for che FNI. The GON
 

will likely cover certain recurrent costs from FNI resources,
 

effectively reducing investment funds subject to the avail

ability of further external financing.
 

It must be recognized that with the major program
 

expansions being financed by the capital budget (FNI), curren
 

expenditures in the GON budget will continue to be pressured
 

at least for the next three or four years,
strongly upward 

despite GON efforts to limit current operations costs.
 

If revenues do not recover and return to modest growth rates
 

the GON will face many competing lemands for available funds.
 

While the recurrent costs for the APS and NCR projects can
 

be accommodated, this picture is becoming very difficult
 

and bears close morttoring in the months ahead. The addition
 

of a Program Economist to the Mission staff in early 1982 wil
 

enable the USAID to do so more effectively than in the past.
 

As discussed in the Economic Analysis (Annex I),
 

institution-building projects like this one do not generate
 

revenues either directly or indirectly to cover their
 

operating costs - except in the very long run. What this
 

means is that this particular aspect of the agriculture
 

program, as necessary as it is to long-term agricultural
 

development, will be a net drain on GON budgetary resources
 

beyond the scheduled end of the APS project. The recent
 

completed HIID study of recurrent costs related to the
 

Sahel Development Program shows that the development needs
 

of the Sahel region, for at least the next 20 years, will
 

require a high proportion of non-revenue generating
 

programs. For the APS project, and others like it to
 

effective long enough to have their desired impact, the
 

Sahelian governments and donors will need to lengthen
 

their planning program and find ways of filling the
 

resource gaps.
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II. Project Background:
 

A. GON Agriculture Strategy and Programs-


Although foodgrain p:oduction in Niger has recently kept pace with
population, agricultural productivityof labor or land is not increasing.

Since the drought, increase in food production have been achieved largely

at the expense of the traditional export crops, peanuts and cotton. The

generally accepted view in Niger is that yields are declining. In order
 
to increase production, farmers are moving into less accessible, increasingly marginal low-yielding lands. In the already 
 cultivated areas,

production is being increased by reducing the fallow periods, thereby

causing deteriorating soil conditions.
 

During the current Plan period, the Government of Niger has given

top priority to the achievement of food self-sufficiency. This is defined,

in short run, as producing enough food during years of normal rainfall to
meet the needs of the population, and in the long run, as being able to

accumulate enough surplus stocks during good years to cover deficits

during drought years. The target for food production increases in rainfed
 areas 
is 2.2 percent per year. The difference between the 2.2 percent increase in rainfed foodgrain production and the population growth of 2.7
 
percent is to be made up through rice and other irrigated production.
 

The assumption underlying the rainfed agriculture projections is
that area will increase slowly and yields will remain stable, i.e., 
the

goal of the GON during the current Plan period is simply to halt the

assumed declining trend in yields. This modest goal is indicative of the

magnitude of the problems facing Nigerien agriculture. The technical package

has been improved upon in the last ten years but there is still improve
ment which can be made in its production-increasing capacity.
Nevertheless, inadequate or lagging yields since the
mid-1950's has convinced the GON and most observers that the long-term

viability of agriculture in Niger is dependent 
on increasing intensive

cultural practices racher than continued increase in area using tradi
tional extensive practices.
 

The technical package that is currently available for increasing
yields consists, in a first phase, of selected seeds, 
chemical and organic

f-rtilizers, insecticides, proper plant spacing and thinning, timely

planting and timely weeding. After farmers adopt these practices, it isexpected that they will move to animal traction and eventually to a full
 
integration of livestock and crop production, resulting in an optimal

use of available land and water resources. These improved practices can,

in fact, result in significant increases in yields. However, they entail

substantial investment and are labor intensive. The GON's agriculture

program is focused on introducing improved practices to farmers and finding

ways of adapting the practices in ways that will induce the farmers to
 
accept them.
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The main thrust of the agriculture program in Niger is the
 
regional productivity projects. These projects are designed to address
 
all farm-level constraints to increased production in an integrated
 
fashion. They provide basic extension services and establish the systems
 
necessary to support the new technology. The most important of the
 
productivity projects are located in the departments of Zinder, Maradi,
 
Dosso and Niamey and smaller productivity projects are about to get
 
underway in Tahoua and Diffa. These projects receive substantial finan
cial and technical assistance from external donors : the Maradi and Dosso
 
projects are financed mostly by the World Bank, the Zinder project by
 
the European Development Fund, and the Niamey project by AID.
 

An essential complement to these productivity projects is an
 
adequate system of agricultural support services at the national level.
 
The most essential supporting services are : research, extension, input
 
delivery, credit, infrastructure (primarily roads), and sound policies
 
relating to prices, subsidies and marketing. Regardless of how well
 
designed, well staffed or well funded regional production projects might 
be, they cannot have a substantial long-term impact on agricultural pro
duction without an effective support system at the national level. The
 
GON does in fact have programs in all of the productivity project areas.
 
INRAN is the National organization that has taken over the research activitie
 
previously carried out by the French research organization, IRAT. Niger
 
has two important agricultural training institutions, the Department of
 
Agronomy at the University of Niamey and the Practical Institute for Rural
 
Development (IPDR) in Kolo. Perhaps the organization with the largest role
 
in rural development is the national cooperative union (Union Nationale
 
de Cooperation et de Credit- UNCC) which is involved in virtually all
 
aspects of agricultural development at the village level. The main function
 
of cooperatives in Niger has traditionally been to market agricultural
 
products. In recent years, however, they have played key roles in most of
 
the productivity projects with respect to extension (selection of Olemons
tration farmers and farmer-agents), input distribution and credit. UNCC
 
has its own input distribution organization, the Centrale d'Approvisionnement
 
(CA), and is the representative of the National Agriculture Credit Bank
 
(CNCA) at the village level. 

Most of the national-level agricultural institutions have received
 
considerable donor assistance especially since the drought, and are
 
significantly more effective than they were ten years ago. The largest
 
single project in supoort of Niger's agricultural institutions in recent
 
years has been the AID-funded Niger Cereals Project (NCP), which
 
started in 1975 and is scheduled to be completed in 1981. Since the Agri
cultural Production Support Project (APS) proposed herein is a follow-on 
to the NCP project, the major activities and accomplishments of the NCP
 
project are described briefly below.
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B. Niger Cereals Production Project-

The Niger Cereals Production Project was designed in 1974 in the
 
context of the Sahelian drought. Food shortages resulting from drought
 
caused a heightened awareness on the part of the GON and the donor
 
community of the need for increased food production. The project was
 
designed to increase the production of food grains by improving the
 
institutional capacity of the GON to identify improved production tech
niques, communicate this knowledge to small farmers and strengthen the
 
framework for the provision of necessary agricultural services and in
puts. The first phase project consisted of four interrelated components:
 
applied research, seed multiplication, cooperative development and agri
cultural extension. 

The research activities started under the NCP project will be con
tinued and expanded under a closely related project, the Niger Cereals 
Research Project.
 

The Seed Multiplication component of the NCP project was designed
 
to increase the supply of superior varieties of seed and to train a corps 
of Nigerien technicians and farmer seed producers in the techniques of 
seed production, processing and distribution. A National Seed Service was 
to have been established that would assume responsibility for the coordi
nation evaluation and control of this program. Infidstructure cons
tructed under this component included a Foundation Seed Farm and five seed 
multiplication centers (SMC) that would produce seed to be further multiplied
 
by contract seed growers.
 

Establishment of a national seed 
service was started within the Agricultural Service through a national
 
decree in 1978. However, the seed service was slow to becomeoperational
 
because of a limited technical package with respect to improved seeds.
 
Recent improvements in seed multiplication and adoption of the technical
 
package by cooperating producers have prompted the GON to develop
 
a Seed Coordinating Committee as well as a National Seed Office. The
 

first annual meeting of the Committee was convened this year and a viable
 
seed production nd distribution policy was established. It is anticipated
 
that the National Seed Office will be installed within the Agricultural
 
Service. It is the subject of a condition precedent to Disbursement under
 
this project.
 

The cooperative component of the NCP project was designed to help
 
the UNCC extend its coverage into areas where heretofore it had
 
not been active. To increase UNCC's capacity to deliver agricultural in
puts and market farm output, training was planned for top managers, coope
rative field agents and cooperative leaders and members. The project also
 
financed the construction of eight arrondissement-level office complexes.
 
The number of cooperative organizations has doubled during the life of
 
the NCP project. Although these rural cooperatives remain nascent organiza
tions, their functions are continually expanding. The training provided
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by it, N(T project Lo both fIhdd-luvel. cooperative agents and elected 
cooperative officials, has contributed significantly to both the numerical 
and functional expansion of Niger's cooperative system. 

The agricultural extension component was originally designed to expand 
and improve the extension division of the Agricultural Service. Participant

training was provided to form the nucleus of an extension training division. 
To increase the effectiveness of the extension program, vehicles and other
 
commodity support were provided and additional personnel were to be hired.
 
Arrondissement-level office complexes were constructed and two Young-Farmer
Trainirg Centers were expanded. The extension component of the NCP project 
was modified in 1978 to take into account the GON's evolving rural developmeni
 
strategy toward greater decentralization in appropriate situations. With the
 
start of the various regional productivity projects, responsibility for the
 
planning of localextension efforts was transferred to these projects. 

As a direct result of the NCP project, the medium and long-term skills
 
profile of the Agricultural Service is being deversified to a Service staffed
 
heavily with agronomists. Three individuals trained in natural resources dev
elopment and an agricultural economist are aiso being added. All returned
 
participants will be assigned to responsible positions within the Agricultural
 
Service where they can directly apply skills and knowledge acquired from
 
project-funded training.
 

At the end of the NCP project, the extension, cooperative and research
 
programs will have been strengthened, primarily through better infra
structure and training at senior and middle levels. 
Perhaps more import
antly, both AID and GON now have a much clearerunderstanding of the institu
tional constraints facing agriculture. This will enable future institution
building efforts to be better focused and more relevant to the current needs
 
of the country.
 

C. Institutional Constraints to Agricultural Development
 

The experience of the productivity projects in recent years and USAID's
 
own experience with the NCP project indicate that the main national-level
 
institutional constraints to agricultural production in Niger are 
as follows:
 

1. An inadequate agricultural research capacity. It is increasingly

evident that much of the research being conducted by INRAN does not effec
tively address the constraints actually being faced by small farmers in
 
Niger. The INRAN research program needs to be strengthened and be focussed
 
on more adaptive research responsive to actual. growing conditions in the 
different ecological zones in the country.

2. Lack of training capacity incooperativedevelopment. Effective 
cooperatives can play a critical role in generating a self-sustaining rural 
developmen.t proaess in Niger,a process in which the beneficiaries increas
ingly direct the improvements in their own well being. In
 
addition to marketing agricultural products, which they are
 
now doing, cooperatives can provide critical assistance to an
 
understaffed and overextended extension service. 
 They also
 
have the potential to undertake various productive
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activities for the benefit of their members, including: the sale of
 
consumer goods, grain milling, vegetable gardens and the small scale
 
production of farm implements. The key constraint at this time is
 
training. The UNCC agents responsible for promoting cooperatives are
 
not adequately trained and there is no organized program for instructing
 
cooperative members in cooperative management. Until this problem is 
addressed, dynamic self-managed cooperatives will not be possible in 
Niger. 

3. A weak extension service. The national Extension Service, with 
only three professionals, is unable to provide any meaningful coordination, 
guidance or support to a dispersed field staff. The field staff itself 
suffers from a lack of access to useful information based on valid research 
into the farmers' needs and an incapacity to articulate farmer needs to 
researchers. 

4. An ineffective and expensive input distribution system. Niger 
already has a contralized system of purchase and distribution of agricul
tural inputs (the Centrale d'Approvisionnement). In practice, however, 
most of the productivity projects procure their inputs, thereby losing
 
the potential for cost savings which can come with large quantity purchases.
 
Inputs distributed through either system are unpredictable and often arrive
 
too late to be used on farmers' fields.
 

5. An inefficient seed multiplication program. Improved seeds can
 
have a high return when utilized in conjunction with the rest of
 
the recommended technical package. The seed multiplication network created
 
under the NCP project needs: (1) to be made operational in the sense of
 
having fully trained staff to administer the program, manage the centers,
 
and maintain and repair equipment; (2) to be made more efficient; and
 
(3) to begin producing a wider range of seeds to reflect the varying
 
growing conditions in Niger.
 

6.Inadequate training institutions for agricultural staff. The IPDR
 
at Kolo and the Agronomy Department at Niame; University are heavily
 
dependent upon donor assistance, including AID. Although the Agronomy
 
Department is not now receiving AID support, technical assistance and
 
participant training may eventually be required in order to develop an 
institution capable of furnishing the leadership and high level agricul
tural skills needed by Niger. 

7. The lack of policy analysis capacity in MRD. Niger's goal of long
term food self-sufficiency is very ambitious, given the semi-arid climate of
 
most of the country. The government depends on the available technical pack
age combined with a set of economic policies-pricing, subsidies, et al, to 
achieve this goal. To optimize the use of its development resources and to 
assure that its policies are in fact consistent with the objective of in
creased food production, the CON requires more expertise in agricultural 
planning and policy analysis. 

8. A generally inadequate physical infrastructure. Niger's landlocked
 
position and absence of river and rail connections to the outside world
 
limits the competitiveness of its agricultural exports as well as increasing
 
the cost of development-related imports. The inadequacy of the interior
 
rural network proesents a major obstacle to development. Less than 10%
 
of rural roads are graded and portions of many roads are completely impassable
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during the rainy season. Poor roads mean high transportation corts,
 
a lack of marketing channels for agriculture produce and a reduced like
lihood that development and cmwrcial services and farm inputs will pen
etrate to isolated areas. 

The first of the above-listed constraints will be addressed by

the AID-funded Niger Cereals Research Project as well as by other donor 
support to INRAN. The next four constraints will be addressed by the 
Agricultural Production Support Project proposed herein and described in

detail in the next section.Theseventh constraint is being addressed by
the World Bank and FAC, which are supporting a policy analysis bureau

(BEPRO) in MDR. Also, AID is providing assistance to the Ministry of
Planning in program analysis and evaluation analysis related to agricultural
development. Finally, the infrastructure constraint has been addressed, to 
a limited extent, by the World Bank, the African Development Bank,
various bilateral donors, and by Niger itself. 
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III. Project Description 

A. Goal and Purpose 

The sector goal to which the project will contribute 
term food self-sufficiency for the country and increased 

is long
a",ricultural 

incomes for the rural population. This will be achieved through the 
introduction of productivity-increasing technical packages to small 
farmers. Indication of progress towards achievement of this goal 
will include sustained increases in productivity of land and labor, 
increased amounts of marketable surpluses of foodgrains and increased 
cash incomes for a significant proportion of Niger's small farmers. 

The specific purpose which this project aims to achieve is the 
expansion and improvement of the national-level supporting services 
needed to achieve sustainable increases in agricultural production.
Tihe services which will be receiving support under this project are 
agricultural extension, input distribution, cooperative training and 
seed multiplication. The companion Niger Cereals Research Project
 
will support development of improved technical packages.
 

As will become clear in the discussion of each project component,
 
there are certain constraints to service delivery that are beyond the
 
scope of this project that make it difficult to quantify service
 
delivery targets at the purpose level. However, the measures of the
 
accomplishment of the project purpose are the following:
 

1. 	Increased quantities of agricultural inputs will be
 
delivered to farmers on a timely basis through the
 
Centrale d'Approvisionnement.
 

2. 	The agricultural extension staff will be better managed
 
and will be more effectively supported by MDR. As a
 
result, they will be better able to promote improved
 
agricultural practices and apply technical innovations
 
at the farm level. 

3. 	Cooperatives in Niger will become more effective in
 
providing a wider range of services to their members.
 
Also, management of cooperatives will gradually shift
 
from agents employed by the UNCC to elected officials
 
of the cooperatives, thereby increasing the ability
 
of these organizations to generate locally initiated
 
development activities.
 

4. 	The national seed multiplication program started under
 
the NCP project, will become more efficient and will
 
produce a wider range of seeds appropriate to the varying

growing conditions in Niger. 
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This project consists of four separate components that corres
pond to each of the above objectives. The fifth component, the Pro
ject Coordination and Management Unit, supports the four components 
as well as some aspects of the Niger Cereals Research Project (683-0225)
and ensures the coordination and overall direction of the two projects.
Each component has a specific purpose and a set of outputs and inputs
designed to achieve that purpose. The relationship between the components
is that when all four purposes are achieved, the national level constraints 
limiting the impact of the regional productivity projects will be greatly
reduced, and rural areas will have access to the supporting services 
needed to make the production-increasing new technologies viable. Each 
project component is described briefly below and in more detail in Annexes 
D to G. 

B. The National Center for Cooperative Training (MCCT) 

1. Background 

As part of its goal to achieve food self-sufficiency, increased
 
agricultural productivity and increased incomes for rural sector
 
families, the Government of Niger is committed to increasing the
 
participation of the rural population in their own development.

The institutional mechanism for channeling local partic
ipation into developmental activity is the cooperative, which
 
respresents an average of ten villages. 
 For the past twenty years,

the GON's National Union for Cooperatives and Credit (UNCC) has
 
been responsible for organizing villages into cooperative or pre
cooperative organizations and providing technical assistance in the
 
management and operational functioning of cooperative units.
 
Recently, however, the GON has stressed the need for cooperatives to
 
assume increasing responsibility for their own management and for
 
the provision of a wide range of services to their members. 
This
 
shift in emphasis from centrally defined organization and technical
 
assistance to self-training of cooperatives represents an impor
tant functional distinction for UNCC and has significant implications

for the organization and deployment of UNCC resources.
 

The ideal of self-managed cooperatives providing a wide range

of services and undertaking entrepreneurial development initiatives,
 
though theoretically appealing, is far from the current reality of
 
existing cooperatives or from the capability of UNCC to bring about
 
the transition from external management to self-management. The UNCC
 
currently has inadequate resources, both in quality and quantity, to
 
support cooperative functioning at a minimum level of service delivery,

much less at a diversified level of delivery. Villager capability for
 
self-management of diversified service delivery is 
 almost non-existent. 
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This component is expected to improve the capability of local
level cooperative officials to manage the delivery of a wide range
of cooperative services to cooperative members. 
The services include
marketing, the distribution of agricultural inputs, the provision ofcredit, continuing education for cooperative members, and the design
and implementation of cooperative-run income-producing initiatives. 

2. Description 

The purpose of this component of the APS project is to increase
the effectiveness of cooperatives in the delivery of services to
their members. Specifically, it is intended that at the end of the

project, 
there will be significant increases in:
 

a. 
the number of self-managed as opposed to UNCC agent
managed cooperatives;
 

b. 
the quantity of agricultural products marketed through
 
cooperatives;
 

c. the quantity of agricultural inputs distributed through 
cooperatives;
 

d. 
the amount of credit provided to cooperative members
 
and the rate of repayment; and
 

e. 
the number of multi-purpose cooperatives.
 

The achievement of these objectives will indicate that cooperatives
have become an effective way for rural farmers 
to organize themselves
for purposes of increasing their productivity, incomes and overall
 
quality of life.
 

The component will contribute to the achievement of the above
stated purpose by establishing a national program to train UNCC personnel
and local cooperative officials and Thismembers. training program will
include the following elements: 

a) A National Center for Cooperative Training (NCCT), will be 
constructed and staffed with well-trained instructors. The
 
center will have classroom space for 80 trainees: 
40 UNCC
agents and 40 local cooperative officials. In addition,
the center will include offices, a dormitory and a cafeteria.
 
The full-time teaching staff will consist of instructors in:

cooperative organization, arithmetic and bookkeeping,

agriculture, functional literacy and teaching/training
 
techniques for adults.
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b. 
Forty UNCC field agents will be trained per year. 
These are primary
school graduates who are currently receiving four months training atthe agriculture school in Kolo. 
assistance 

Their role is to provide advice andin the organization of cooperatives and assist existingcooperatives in carrying out various functions including the distribution of agricultural inputs and the provision of credit.
The training of these agentq needs to be strengthened, primarily
because (1) the nature of their tasks is 
too complex to be taught by
part-time instructors in just a few months, as is nowKolo, and 	 being done at(2) it is becoming increasingly
management of 	

clear that if day-to-daycooperatives is to be effectively assumedofficials, UNCC 	 by electedagents must receive much better trainingtransfer 	 in theof knowledge to qqqper.ative
Thus, the new NCCT 

officials and members.

will expand the cooperative
program from 	 agent trainingfour months to twelve months, divided into 9of classroom work (900 hours) and 3 months of field work. 

months
 
The
curriculum will include courses related to cooperative development,
agricultural production, bookkeeping and principles of adult
 

education.
 

c. Each year, 240 elected cooperative officials (40 per month for sixmonths a year). will receive short-term training (two week sessions)
at UNCC. The officials include the cooperative presidents, membersof the governing council, individuals assigned to perform cooperative
bookkeeping functions, and for 	some 
cooperatives, store managers and
marketing personnel. 
The training for these officials will focus 
on
cooperative leadership and management, methods and opportunities for
initiating new cooperative activities and basic record keeping,

especially for accountants. 

d. 	In addition to training at the NCCT, this component will supportfunctional literacy training at 40 village Centers for ContinuingEducation (CEC's). Each CEC will offer one 5-month literacy courseper year to 40 cooperative members. 
 This program is seen by the GON
as a critical element in the national cooperative development program
and seems 
to be highly valued by the rural population. In fact, CEC's
are currently being established only where villagers are willing to
either construct a modest facility or make available existing space.
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3. Inputs 

The USAID contribution to this component will consist of the following
 

a. Construction of the NCCT which will include a classroom buil
ding with a library and study hall (175 m2), offices (225 m2),
 
a dormitory (200 m), a cafeteria /kitchen (130 m2) and two
 

2
houses for NCCT staff (100 m each).
 

b. Commodities and Equipment
 

- Furnishing for NCCT
 

- 9 vehicles (I station wagon ; 6 4x4 ; 2 buses).
 

c. Technical Assistance : 

- Four person-years : Cooperative Training Advisor.
 

- Eight person-months of short-term consultants to develop
 
training materials and set up a follow-up system to evaluate 
training programs.
 

d. Participant Training 

- 3 degree-level training courses in U S. in cooperative orga
nization and cooperative education. 

- 10 three-month programs in West African countries. 

e. Operating Costs : 

- Student lodging, educational allowances and training costs
 
at the NCCT plus supplies, but not trainee support, at the
 
CEC's.
 

- Vehicle operation and maintenance. 

The GON contribution will be as follows
 

1. Salaries of professional and auxiliary staff at NCCT.
 

2. Salaries and stipends for participant trainees.
 

3. Operating costs of the NCCT facility.
 

4. Key feasibility Issues
 

For the NCCT training targets to be met, the key issues are
 
a. Whether candidates for UNCC agents are available and can be
 

recruited.
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b. Whether a qualified staff can be recruited and retained at 
the
 
NCCT.
 

c. Whether the elected officials in cooperatives will be trainable
in all of the key aspects of cooperative formation and management.
 

d. Whether the curriculum that is developed and accepted by the
UNCC is appropriate to the needs of the agents and elected
 
cooperative cfficials.
 

Even if the training targets are met, this will not result in
improved services and increased benefits to cooperative members unless
 

a. GON agricultural marketing policies allow cooperatives 
to market
 
cereals and cash crops ; 

b. Institutional constraints to input distribution and the provision

of credit can be alleviated ; and
 

c. It is in fact economically feasible for cooperatives to diversify
into other productive activitiessuch as vegetable gardening or
small scale farm implement manufacture.
 

Each of the above issues is discussed and analyzed in the 
annex
on 
the NCCT. The first four have been fully considered in the design
of this component and will receive close attention during the implementation phase. Annual evaluations will indicate whether targets will need
to be revised or certain activities redesigned. The last three issues
go beyond the scope of this component, although the input distribution
problem is being addressed through another component, the Centrale
d'Approvisionnement. Annex D analyzes these issues and discusses in
greater depth the conditions under which this component is likely to

achieve its purpose.
 

C. TheAgricultural Input Distribution Center (Centrale d'Approvsionnement)
 

1. Background 

Since June 1978 agricultural input distribution in Niger has been
centralized through the Centrale d'Approvisionnement (CA), 
which is an
arm of the UNCC. This organization is responsible for the purchase
of agricultural inputs from abroad, 
or in Niger in the case of agricultural implements, and their distribution to departments and arrondissements. Distribution below the arrondissement level is handled by
individual cooperatives. Currently, considerable quantities of inputs
are being purchased by donor-funded regional development projects
(productivity projects) using their own 
funds, but this is a temporary
arrangement, the need for which will be greatly reduced when the CA
 
is expanded to full capacity.
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At present, the CA has a staff of nine persons in Niamey, and 
seven warehousemen, one for each department. Its storage capacity

totals 18,400 m2
 , consisting of three warehouses in Niamey and 16
 
warehcses in the departments and arrondisseients plus 122 small
 
stores at the coop-rative level. Only 1500 m of this storage space

is actually owned by the CA; the remainder is rented or leased.
 
For transportation, the CA has ten trucks, ranging in size from 7
 
to 25 tons. The staff facilities and equipment available to the CA
 
are inadequate to enable it to carry out its functions. The 
 result 
is that distribution of 7oricultural inputs through that organiza
tion is unreliable and cften too late to be of use to the farmers.
 
This situation is aggravated by inadequacies in the management
 
structure and lack of qualified staff.
 

2. Description.
 

The purpose of this component is to increase the amounts and im
prove the timeliness of agricultural input deliveries to farmers.
 
To achieve this purpose, this component will carry out the following
 
activities :
 

a. A 200 m2 office complex will be constructed in Niamey. At
 
present, the CA has no offices of its own. The staff works at
 
two different locations and communications are difficult and
 
inefficient. The new office building will provide space for
 
the Director of the CA, the procurement officer, the inventory
 
manager, the accounting office, t.7cee technical advisors 
, and 
auxillary personnel. 

b. The following warehouses will be constructed
 

- 1 central warehouse in Niamey (1000 m2) 

- 4 warehouses in department capitals (500 m2 each)
 

- 1 warehouse in Diffa (300 m2) 

- 8 warehouses at the arrondissement level (200 m2 each)
 

These will add 4,900 m2 of storage capacity. Warehouse space owned
 
by the CA at the central, departmentil and arrondissement levels uill
 
be increased from the present 1500 m 
to 6400 m2 by 1985.
 

c. 
A more effective management system will be instituted that will
 
improve the timeliness of input distribution, improve inventory
 
management, and transport planning, and iz .roduce financial
 
management procedures to improve cash flow and tighten control 
over funds. This will involve using technical assistance,
 
sending CA staff for training abroad, and establishing an in
service training program for department-level staff.
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d. CA staff in the departments will be expanded. Each department 
will have a CA representative who will be supervised by and
 
accountable to the central inventory management office in
 
Niamey. These individuals will be responsible for overseeing
 
the movement of goods in and out of the warehouses in their
 
respective departments and communicating with headquarters 
on 
stock levels and needs at the different warehouse locations.
 

Although actual quantities of inputs that will be moving through

this expanded distribution system will depend on many factors  prima
rily the demand for inputs by farmers, GON support policies and GON
 
resources to finance subsidies 
- certain measures of increased effec
tiveness can be identified at this time. When All the warehouses have
 
been constzucted, and the new management systems put in place (around

mid-1985), the CA's input distribution capacity will have increasnd
 
sufficiently to distribute three times 
as much volume as was distri
buted in 1981. In addition, it can be expected that most of the inputs
needed for a particular growing season will arrive in time to be used
 
effectively by farmers, and, consequently, the amount of unsold inputs

to be carried over into the next year will be greatly reduced. Because
 
of improved inventory management procedures, resulting in more rapid
 
turnover, the ratio of storage space to the volume of goods distributed 
will have decreased significantly. An early task of the management
advisor under this project will be to set specific targets to be achie
ved as a result of the expanded logistics system and improved management. 

3. Inputs 

The USAID contribution to this component will consist of 

a. Construction :
 

2- 200 m office complex in Niamey ($110,000) 

-
14 warehouses : 1 in Niamey, 5 in the departments, and 8
 
in the arrondissements ($2,350,000)
 

b. Equipment : 

- Office equipment for Niamey, estimated at $64,000
 

- Warehouse equipment, estimated at $31,000 

- Vehicles : $128,800 

4 4x4 vehicles
 

4 station wagons
 

14 motor bikes
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c. Technical Assistance :
 

- 1 Senior Management Advisor for 2 years 

- 1 Staff Development Advisor for 3 years 

- 12 person-months of short-term consultants 

d. Participant Training :
 

-
2 students for degree training in business administration (US)
 

-
2 students for degree training in business administration (Africa)
 

- 6 trainees for three-month training courses in Africa. 

e. Operating Costs :
 

- Salaries for truck drivers and warehousemen. 

- Office supplies. 

- Operation and maintenance of AID-financed vehicles.
 

The GON contribution will be
 

a. Local Salaries :
 

- Profeilsional and auxiliary staff. 

- Salaries of trainees while abroad.
 

b. Nine trucks for in-country transport (already purchased in 1980)
 

c. Operating costs of CA vehicles.
 

d. Maintenance and utilities of offices.
 

4. Key feasibility Issues
 

The key issues related to the achievement of the stated outputs 
for this component are : 

a. That the construction capacity exists in Niger to complete
 
the needed offices and warehouses on schedule.
 

b. That qualified technical assistance can be recruited on a
 
timely basis and incorporated effectively into the CA organi
zational structure.
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c. 	 That the MDR and UNCC will be willing to make changes in CA 
management structure and staffing as appropriate. 

These issues are analyzed in depth in the Engineering Analysis

and in Annex E. In those cases where the necessary measures and com
mitments are known, they are included in this project as 
covenants.
 
Where the necessary actions require further analysis, decision points
 
are pro lded for in the implementation plan.
 

There are two sets of issues which are beyond the scope of this
 
component that could have implications as to whether large and sus
tainable increases in agricultural input distribution will result from
 
this project. The first concerns GON financial support policies and

procedures. At present, financing for inputs is insufficient and is 
usually provided too late to enable the CA to deliver inputs to farmers
 
on time. Finding a solution to this problem will require interministe
rial deliberations and it will not be easily accomplished. The second 
issue involves recurrent costs of providing subsidies, providing credit
 
for agricultural inputs, and operating an expanded CA network. Part of
this issue is strictly budgetary and involves making timely decisions 
on development priorities and corresponding resource allocations. Theother part of this issue concerns agricultural price and subsidy policies.
These can be formulated to maximize the distribution of inputs with 
a given budget allocation and at the same time maximize the adoption
of 	improved technology (this could be achieved through higher producer

prices accompanied by reduced subsidy rates on inputs), but such 
policies are perceived by the CON as conflicting with their goals of

controlling inflation in urban areas and slowing down the rate of in
crease in civil servant salaries. The entire problem of subsidies and
their implications is undergoing on extensive study by the GON and the
result is expected to l'ave a major impact on the government's develop
ment policies. 

Certain measures that could be taken to address this problem are
discussed in the Economic Analysis section of Part IV and in Annex E.
For purposes of this component it is assumed that, regardless of pre
sent GON policies, the increased use of agricultural inputs is essential 
to achieving sustained food self-sufficiency in Niger. Breaking the 
logistic constraints to input distribution is a critical prerequisite 
to achieving that end. 
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D. The Extension Support Center
 

1. 	Background
 

With the decentralization of the Agriculture Service in 1975,
each department established its own organization for extension,
including in-service training. 
The 	departmental structures have
been greatly influenced by donors who are providng the majorfinancial support to departmental programs through the productivity
projects. 
 As a consequence of decentralization, the Agriculture
Service at the national level has very limited capacity to provide
support services to the 	departmental organizations. The ExtensionSection of the Agriculture Service is particularly weak, consisting
of only three professional positions. 

The 	Niger Cereals Project betweenassistance towards 	 1976 and 1980 provided somestrengthening extension in the field (primarilymaterial assistance and funding for increasing village level field
staff), but virtually nothing was accomplished towards strengthening
the 	Extension Section at the national level. 

The purpose of the extension support component of the APS
project is to strengthen the capability of the Agriculture Service
to provide support to the field extension personnel and to serve as a
linkage to other national level services, particularly agronomic research.
 

2. 	Description
 

The 	 capabilities of the Agriculture Service to provide supportto the field extension personnel will be improved by four distinct
but closely related actions integrated in an Extension Support Center
(ESC) which will be part of the Extension Section. The Center willconsist of four units:
 

a. 	 A documentation center for 	preparation, reproduction anddistribution of information materials and 	 teaching aidsbe used by extension personnel. The technical input will
to 

rely heavily upon research being undertaken at INRAN viathe Niger Cereals Research Project. 

b. 	 A unit for programming and evaluation of in-service

training programs 
 for extension personnel. 

c. 	A unit to evaluate and develop extension methodologies.
 

d. 	 A unit to provide for greater liaison between research andextension and to effect greater integration of actions at
the field level. 
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In addition, some 30 students will receive degree-level training

in the United States (20) or in African institutions (10). They will be
 
drawn from the pool of students in agriculture graduating from the
 
Kolo School (IPDR) or from the University of Niamey. Upon their return,

they will be assigned to an Agriculture Service team in six of the seven
 
departments in the interior of Niger. The purpose of the teams is to
 
establish an effective extension service at the departmental level.
 
Each team will consist of five permanently assigned persons trained in
 
agriculture administration, seed multiplication, entomology (pest
 
management), agricultural statistics and extension.
 

The Documentation Center
 

A documentation center in the Extension Section will be established.
 
This center will be staffed by an intermittent Information Specialist

consultant who will have as a major responsibility the collection of
 
information and its compilation in usable form - technical bulletins,
 
extension bulletins and leaflets, newsletters, etc. - for editing and
 
reproduction. 
 In this task, he will rely heavily on other national
 
services and entities, e.g. INRAN, IRSH, as well as on external sources
 
of information. A support staff of seven individuals will operate

the document preparation and reproduction unit and maintain the
 
library.
 

The documentation center will have as its primary function, the
 
preparation of information materials at several levels to serve the
 
needs of field personnel from the newly assigned departmental level
 
staff to the field extension agent. It will also constitute a re
source for analytical work of other sections of the Extension Support

Center as well as other government entities.
 

In-Service Training Unit
 

A regularly scheduled program for in-service personnel will be
 
established for class B personnel at the arrondissement level and for
 
class C personnel at the district level. This training unit will be
 
staffed by specially trained instructors and will be supported by

information materials and teaching aids, training will be held at existing

facilities, e.g. CPTs, CPR's, CFJA's, or other facilities servicing

cooperatives or literacy programs.
 

Seminars will be programed for the senior staff - Departmental

level personnel - at the Extension Support Center. This will bring

together senior personnel of the related services and especially those
 
from research (INRAN cooperatives (UNCC),and the NCCT. 

An Extension Training Advisor will assist the chief of the In-Service
 
Training Unit to analyze and develop training programs for agricultural
 
agents. A small support staff will assist in coordinating the various
 
training programs. 
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Extension Methodology Unit 

This unit will produce detailed assessments of the existing

extension models. Analyses and evaluations of these models will lead
 
to a synthesis of improved models for field testing. improved
The 
models will deal with clearer definition of the role of the extension
 
agent vis-a-vis the farmer, his relationship to other action entities

in the field, and particularly to research. 
These will be reflected in

both the formal and in-service training programs for agents as well
 
as for the training programs for agents (paysans/vulgarisateurs) and

demonstration farmer (paysans demonstrateurs agricoles). The end

result will be a more effective extension service expediting both 
the downward and upwai-d flow of information. During the project period,
a system of extension will have been developed which will harmonize the
elements of the existing models into a national system which will
 
eventually become dominant as the productivity projects are

minated. See Annex F, Section B, for a full discussion of the 

ter-
several


extension models in use in Niger. In addition, there are numerous
approaches to agriculture extension utilized in various countries
 
including the United States which might serve as an appropriate model
 
for the modification of current practices. 
A U.S. Extension Methodology

Advisor will assist in these efforts.
 

Research-Extension Liaison
 

A process for joint participation of research and extension
personnel in analyzing and planning their respective programs will be
institutionalized. The extension staff will participate in an annual
evaluation of program and inthe research defining research objectives
and, conversely, research personnel will participate in an annual evalu
ation of extension results and in designing of extension programs.
A system for close interaction between research and extension at the

field level, essential to the above concept, will be established. The
final output will be a more problem-oriented research program which
will integrate the socio-economic constraints of the setting in the 
research program. Also more direct participation of extension personnel

as well as the farmer himself in the applied aspects of research 
results, testing and demonstration will be achieved. 

A U.S. Applied Research Advisor will maintain a continuous liaison
 
between extension operations and the research activities of the Niger

Cereals Research Project at INRAN as well as 
undertake analyses of the
 
applied research programs and their relation to extension.
 

Physical Infrastructure
 

A building complex to house the Extension Support Center will be 
constructed and equipped. This structure will contain offices for the
professional staff, office for secretarial staff, 
a conference room,

and a documentation unit consisting of an office, work rooms, a library
and storage facilities. A total area of 675 m2 of space is to be pro
vided. The offices, conference room, work rooms and library are to be 
furnished and equipped. 
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3. 	 Inputs 

The 	 USAID contribution to this component will consist of the 
following: 

a. 	 Construction of a National Extension Support Center 
providing approximately 675 m2 of space. 

b. 	 Commodities and Equipment: 

- Furnishings and office eqiiipment for the Extension 
Support Center. 

- Equipment for the documentation center. 

- 13 vehicles (5 station wagons and 7 4x4 light trucks)

and 	replacements. One of the station wagons and four 
of 	the trucks will be assigned to the PMSU. 

c. Technical Assistance: (see Annex F for job description) 

-
 Extension Training Advisor for two person-years.
 

-
 Extension Methodology Advisor for two person-years.
 

- Applied Research Advisor for four person-years. 

- Twelve person-months of intermittent TDY's for an 
Information Specialist.
 

- Nine person-months of short-term specialist for library
 

evaluation and specialized technical support.
 

d. 	Participant Training: 

- 20 degree-level (MS and BS) scholarships in the U.S. 

- 10 degree-level (BS or equivalent) scholarships in 
African institutions. 

-	 40 person-months short-term training in U.S. and in 
Africa. 

e. 	 Operating Costs:
 

- Procurement of expendable materials 
 for operation of the 
4 functional units of the ESC. 

* The Applied Research Advisor will also occupy the position of
 
Extension/Research Liaison in the overall Project Coordination and
 
Management Unit. 
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- Salaries for non-professional support personnel for the
ESC. 

- Operation and maintenance of vehicles. 

The CON will provide the following contributions: 

-
 Salaries and local travel costs of professional
 
personnel. 

- Salaries of participants while in training. 
- Maintenance and utility costs of the Extension Support 

Center. 

4. Key Feasibility Issues 

The establishment of the Extension Support Centerlevel will depend upon the CON 	 at the national 
supporting auxiliary personnel 	

assigning additional professional andto the Extension Section of theAgriculture Service.
 

The final impact of the Extension Support component at the
farm level will depend upon:
 

- Effective cooperation between the Extension Support Centerand other entities, notably INRAN, the Central Unit forProject Oversight and Evaluation (USCEP) of BEPRO and the UNCC. 
-
 Effective cooperation between the Extension Support Center
and the agriculture staff in the departments and the productivity projects.
 

- GON making available candidates for training scholarships and
for short-term training.
 

- A continuous stream of useful information and materials seeds, implements, fertilizer packages, pest control packagesforthcoming from research undertaken by INRAN via the Niger 
-

Cereals Research Project.
 

These issues are analyzed in Annex F.
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E. The National Seed Multiplication Program
 

1. Background 

This component is a continuation of the seed multiplication com
ponent of the NCP. As noted briefly in Part II, the NCP financed the 
construction of a Foundation 
Seed Farm (FSF) in Lossa, and Seed Mul
tiplication Centers(SMC) in five different departments. Prior to the 
construction of these facilities, the only multiplication of improved

seeds took place at the INRAN research center in Tarna. The new system

takes improved seeds developed by INRAN (Mo) and multiplies them at the
 
FSF (Ml) for distribution to the SMC's. 
 Each SMC produces improved seeds
 
(M2) for multiplication by contract farmers (M3). The M3 
 seeds are sold 
to farmers who should replenish their stock of improved seeds every four
 
years in order to maintain see viability. Millet accounts for most of
 
the improved seeds being produced, but the SMC's also produce sorghum,
 
cowpea and peanut seeds.
 

The seed multiplication program is now becoming op-rational. Some

of the centers have recently been equipped and production by contract
 
farmers is just getting underway. Since this project is new and not
 
firmly established, continued AID support is needed to assure that pot
ential benefits will be fully achieved. Assistance is needed at two
 
levels. 
At the national level, the program is suffering from a lack of
 
coordination and management. There was no functioning planning and pol
icy-making body to set goals and priorities for the program under Phase I,

a new management structure will be established to fill this requirement.

Also during the first phase, the MDR did not have an office fully respon
sible for management and oversight of seed multiplication activities. Con
sequently, the SMC's suffered somewhat from lack of guidance and performance
standards. One major shortcoming was that a national support system of 
quality control was not immediately established, Another shortcoming was
lack of liaison with research and extension programs with the result that 
the seed program has not been able to effectively build the reputation and 
maintain the continuity of communication necessary to raise and sustain
farmer interest and productivity. The recent establishment of a National 
Seed Council by the CON shows concern for this inadequacy. Progress has

already been made by the publication of a SeedPolicy Statement which out
lines guidelines for quality control.
 

Improvements are also needed at the level of the SMC's. 
At the present

time, these centers are operating well below capacity and their costs of
 
production are 
still too high to be able to achieve financial viability.

Further work is needed to establish a network of reliable contract farmers.
 
These improvements depend mainly on experience. 
 It is important that the

staff of the SMC's continue to receive guidance in their attempts to under
stand and resolve the technical and management problems associated with the
 
large scale production of consistently high quality improved seeds.
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2. Description
 

It is the intention of this component to increase the quantity 
and improve the quality of seeds being produced by the GON Seed Multi
plication Program. Specifically, at the end of this five-year activity:
 

- Each of the existing centers will be producing 50 MT of consistently 
high qua2.ity M2 seed per year (compared to 30 MT in 1980). 

- Each seed center will have 100 contract growers producing 60 MT 
of high quality M3 seed per year, compared to a fraction of pro
grammed production at present. 

- The quality, uniformity and adaptability of the varieties being 
multiplied will be such that farmers will be willing to pay a
 
premium price for them (which is currently not the case).
 

- During the five years of the APS project, the seed multiplica
tion program will be moving from an initiation and expansionary 
phase to a consolidation phase which will concentrate on resolv
ing the implementation problems of existing facilities. The 

most visible improvements are likely to be in the area of contract 
farmer production (M3). 

- The 250 MT of M2 at a seeding rate of 10 kilograms/ha, will seed 
25,000 hectares which, at yields of 400 kg/ha, will produce
 
10,000 MT of quality M3 seeds produced through the CPT's.
 
Contract seed growers will contribute another 60 MT of seeds
 
annually. The 10,060 MT of M3 seeds represents 34.4% of Niger's
 
annual millet seed requirement of 29,225 MT.
 

The activities that will be undertaken to achieve the above purpose,
 
are as follows:
 

a. A National Seed Council (NSC) has been created to set seed
 
policy for the country, and a national seed office will be 
established in the Agriculture Service of MDR which will be
 
responsible for carrying out the policies of the NSC, over
seeing the operations of the SMC's and coordinating with INRAN
 
and the extension service. The Counsil membership, which has
 
already been established by decree, will consist of the rep
resentatives from the Agriculture Service, UNCC, SONARA (the
 
peanut marketing parastatal), OPVN (the cereals marketing
 
organization) and CNCA. The Seed Council will set policy
 
concerning the amounts, types, varieties, prices bought and
 
sold, and certification requirements of seeds produced or
 
imported by the Seed Multiplication Program. The national seed
 
office will initially be staffed by one professional trained
 
in seed technology under the NCP. This office could be ex
panded as additional trainees return from the U.S.
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b. Management at the SMC's will be strengthened. The costs of
producing M2 and M3 seeds will be reduced by at least 30 
percent and a more effective system of supervision of contract 
farmers will be put in place. This will require a better 
organization of activities at the centers and continuous 
on-the-job training for center employees concerned with pro
duction of M2 and for agents supervising the production of M3. 
The national seed office will be responsible for setting
standards of performance and preparing the program that will 
achieve increased efficiency and production. Short-term 
technical assistance from this project and long-term volunteers 
from the Peace Corps will support this effort. 

c. Close links will be established between the Seed Multi
plication Program and INRAN. As promising varieties are
 
identified and tested by INRAN, the results will he made 
known to the national seed office and decisions will be 
made on whether or not to multiply them. Similarly, close 
ties will be established with the extension program. This 
will be achieved at the national level through the Extension 
Support Center described above. At the departmental level, 
regulai exchanges of information will take place among the 
SMC's, the agriculture office, and the productivity projects.
 
The latter will advise the SMC's on the effectiveness of
 
varieties being multiplied and on the nature and size of
 
farm-level demand for improved varieties. Also, the relation
ship between SMC's, contract farmers and CPT's, which
 
also produce seeds, will be clarified and systematized.
 

The means for carrying out the above activities were provided in 
the Phase I Niger Cereals Project. The facilities are in place and 
two Nigeriens have received BS-level training in seed technology. In 
addition, all senior and middle-level staff have received short-term 
training in seed production. Most of the additional measures that 
are needed at this time are organizational in nature and can be imple
mented using the resources and personnel already in place. The addi
tional inputs required under the APS project stem primarily from the 
long gestation period needed in getting a program of this size fully
 
operational.
 

3. Inputs
 

AID will provide the following inputs to this component:
 

a. 
Technical Assistance: (see Annex G for job description)
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- Technical Staff Assistant, 4 person-years, a local hire.
 

- 12 person-months of short-term consultants in seed 
processing, quality control, production and financial management. 

b. 	 Commodities and Equipment: 

- Replacement of some of the original equipment at the 
existing centers (generators, seed processing equipment 
and laboratory equipment). 

- Replacement of vehicles: 8 4x4 pick-ups, 4 seven-ton 

trucks.
 

- 24 motor bikes.
 

c. 	Training:
 

- 6 degree-level training in the U.S. 

- 10 short-term training in developing countries. 

d. 	Operating Costs:
 

- 60 percent of total costs for the life of the project. 

The GON will contribute 40 percent of the operating costs plus 
all of the salaries for participant trainees. 

In addition to the above, the Peace Corps is being requested
 
to provide five volunteers, one for each of the 5 SMC's. These 
volunteers are expected to have degrees in agriculture.
 

4. 	Key Feasibility Issues
 

At both the output and purpose levels, the main objective of this 
component is to increase the production of improved seeds by the GON 
Seed Multiplication Program. For the inputs to be provided through
this project (primarily technical assistance from the Peace Corps, and 
operating cost support from AID) to lead to the achievement of this
 
objective, the following conditions must prevail:
 

a. 	The GON must be committed to improving the management of
 
the seed program at the national level.
 

b. 	The staff at each of the centers must have the basic
 
qualifications necessary in order to lower the costs of
 
production, increase production, and improve quality
 
control.
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c. 	The organization with which the seed program must establish
 
linkages must be willing to participate in joint efforts
 
to achieve common goals. SpeLifically, INRAN must actively

seek to provide the seed program with better varieties and
 
the productivity projects must be willing to coordinate
 
their seed multiplication and extension activities with
 
the SMC's in their respective departments.
 

There is increasing evidence that the GON is ready to address
 
the long-term problem of over-all management and coordination between 
different organizations. The Mission proposes to include measures 
in this area as Conditions Precedent to the provision of the project 
inputs. 

For 	 the longer term, two more basic issues affect the feasibility
of 	 the seed multiplication program. One is whether INRAN can identify
improved varieties worth multiplying. A promising development is that*
ICRISAT is currently establishing a major regional center near Niamey. 
The second issue ,.s whether there will be enough demand for improved
seed in Niger for the national seed program to become cost-effective. 
This issue is partly related to the research issue and will be 
analyzed in depth during the Phase II implementation. 

4* 	 While the ICRISAT Millet an Sorghum Center at Say will not be tied 
directly to INRAN, Nigerien researchers and farmers will benefit from 
a genetic pool of improved and field-tested varieties tailored
 
to the Sahelian environment.
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F. The Program Coordination and Management Unit
 

1. 	 Description:
In addition to the above described activities, this


project will be financing a Program Coordination and Management

Unit (PCMU) in NDR which will be 
 responsible for the overall 
management of the 	APS and the Niger Cereals Research projects.
The 	 PCMU will eventually be located physically in the 	Extension
Support Center and will be staffed by a Project Coordinator
and, under him, representatives from each of the 	implementing
organizations, including INRAN. 
A detailed discussion of the

role of the PCMU and how it will function is included in
 
Part VI, A, Management Arrangements.


This project will finance the 	cost of offices for thePCMU and part of the initial operating costs. A full-time 
management expert will be provided and the Applied Research

Advisor in the ESC will work in the PCMU (as the Extension/
Research Liaison Advisor) during the first years of the project.This component will also finance participant training to

strengthen the management capabilities within the MDR.
 

Support is 
 also programmed for the Rural EngineeringService (GR) of the MDR. This organization provides all of the

engineering and construction supervision services for the
Ministry. Unfortunately, 
 the Service is severely understaffed

for this major task having at present no more than three
professionals. This component will finance the cost of
1) civil engineering training for two participants plus shortterm technical training scholarships for two sub-professionals
(draftsmen), 2) inspection and control equipment for the GR,

3) the preparation and reproduction of an illustrated

construction manual for use 	by Nigerien construction professionals,
and 4) the services of a local hire civil engineer to helpprovide construction supervision services for the large number
of MDR projects throughout Niger. A 
more detailed description

of proposed activities concerning the GR can he found belowand 	 in the Engineering Analysis, Section 7. Support to Genie 
Rural.
 

2. 	 Inputs 
AID 	will provide the following inputs to this component:

a. 	 Technical Assistance: 

- Management Advisor (See Annex N for Job description). 
- Civil Engineer.


b. 	 Commodities and Equipment:
 
- Inspection and control equipment for GR.
 

c. 	Training:
 
- 4 degree-level training in the U.S.
 
- 2 short-term sub-professional training in developing 

countries. 
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d. 	 Other Costs: 
- Preparation and reproduction of construction manual 
- Evaluations 
- Vehicle operations and maintenance at PCMU 
- Support personnel at PCMU 

The GON will finance the cost of salaries of professionals
 
working at the PCHU, a share of participant training costs,
 
and 	maintenance and utilities at the offices. 



----- ---------------------------------------------------

IV. Project Analyses
 

A. Technical Analysis
 

The major technical issues related to the achievement
 
of this project's objectives are specific to each of the
 
four components and are analyzed in detail in Annexes D to G.
 
The only technical issue that concerns the overall project

is the adequacy of the improved technical package on which
 
Niger's agriculture program is based. Although this package

results in significant yield increases under the controlled
 
conditions of research stations and results 
on farmers' fields
 
have been generally very good, it is clear that
not yet the
 
additional labor and expense required by the package are
 
justified in terms of substantially increased net incomes to
 
the farmer. The economic aspects of this issue are discussed
 
in the economic analysis annex and in greater depth in the
 
Niamey Department Development II project paper.(l) The
 
technical aspects that relate primarily to the agricultural

research program are discussed in the Niger Cereals Research
 
Project Paper. The point that needs 
to be made here is that,

regardless of 
how successful this project is in strengthening

the extension, cooperative development, input distribution
 
and seed multiplication programs, the long-term sustainability

of these four components and their impact on agricultural pro
duction will depend on 
the viability of the technologies on
 
which they are based.
 

The remainder of this section will summarize the main
 
technical issues relating to each project component.
 

The National Center for Cooperative Training

The justification for the creation of this center is
 

the inadequacy of present cooperative training for field
 
agents as well as for elected officials of cooperatives.
 
The goal of 
the cooperative development program is to
 
create local cooperatives that are self-nmanaged and able
 
to diversify beyond agricultural marketing which has been
 
their traditional role. Responsibility for bringing this
 
about lies principally with UNCC field agents who advise
 
villages on how to form cooperatives and assist in their
 
management. At present, these field agents receive only

four months of classroom training by part-time instructors.
 
They are not well trained in the technical aspects of their
 
work and receive almost no training in methods of adult
 
education or This latter area
knowledge transfer. is
 
critical if cooperative members are ever to learn how to
 
manage their own activities.
 

(1) Warren Enger, Economic Analsjs, Niamey Department
 
Development TI. Project Paper, Volume II.
 
December 1980.
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The curriculum and organization of the training program for the NCCT
 
will be based on a careful analysis of the tasks and responsibilities of
 
UNCC agents. The subjects to be taught will concentrate on cooperative
 
development, agriculture, methods of adult education methods of literacy
 
training, arithmatic and bookkeeping. There will be a full-time staff to
 
teach these subjects and the amount of class time will be more than
 
doubled. This new program is expected to produce much better qualified

field agents than has been possible in the past. The significance of the
 
improved training, in terms of increased effectiveness in the field, will
 
be assessed as part of the project. A major role of the project-funded

cooperative training advisor will be 
to set up a system for monitoring

the activities and effectiveness t' NCCT graduates. As discussed in the
 
Evaluation Plan, this information will be fed back into the continuous
 
redesign and improvement of the WCCT program.
 

A second curriculum issue concerns the training program for local
 
cooperative officials. As presently conceived, this will be a series of
 
t"o-week.courses taught at the NCCT. The subject matter will be cooperative

leadership, the role of cooperatives, approaches to undertaking cooperative
 
initiatives and, for clerks, basic bookkeeping. Except for the clerks,
 
most of the participants in these courses will not be functionally literate.
 
Since this will be a completely new program, methods of training will be 
experimental during the early years with heavy involvement by the core 
NCCT faculty. As effective methods are developed, the training staff for
 
this program will be obtained from the UNCC field agent cadre.
 

The Centrale d'Approvisionnement
 

This component will be engaged in strengthening the national distri
bution system for agricultural inputs. This involves an expansion of the 
storage and transport capacity and an improvement of the management
 
structure.
 

At present, the CA is heavilydepcndenton rented trucks and 
warehouses for the distribution and storage of its inputs. The costs 
are
 
extremely high, and can be expected to continue increasing at a rapid
 
rate. Furthermore, dependence upon transport and storage over which it
 
does not have direct r.ntrol, increases the difficulty and expense of
 
forward planning ance ..reases the likelihood of bottlenecks and delays.

As explained in Annex F, the CA's present volume is too sporadic over
 
the course of a year to justify becoming completely self-sufficient in
 
storage and trucks. The approach that has been adopted is for the CA to
 
have its own storage and transport capacity in Niamey and at the department

and arrondissement levels. Below the arrondissement level, warehouses will
 
be in the hands of cooperatives. It is intended that the CA warehouses
 
will be transit points for goods destined for cooperatives and the goal

will be to minimize storage time at these locations and maximize stock
 
turnover. A major role of the senior management advisor provided by this
 
project will be to advise the CA on ways of improving the delivery system.
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The other aspect of improved CA performance is management. As shown
 

in Figure 3 of Annex E, the 
 basic structure at the head-quarters level
 
is sound. There is a CA Director rand under him, accounting, inventory ma
nagement and procurement sections. A major difficulty at 
this time is a
 
lack of office space with the result that staff are situated at two different
 
locations and day-to-day contacts are difficult and inefficient. This
 
problem will be resolved by the construction of new AID-financed offices.
 

Two improvements in the CA management structure would greatly

increase efficiency. One is to have a CA representative in each department

who is responsible to the head of inventory management in Niamey. At
 
present, there are no such representatives. Even if there were, the decen
tralized UNCC structure would require that CA representatives report to the
 
UNCC delegate in each department. This would defeat their purpose, which is
 
to centralize inventory management and transport planning, and establish 
a continuous flow of information between Niamey and the departments on
 
stock levels and needs, and on the location of goods in the system. This
 
issue is being discussed between the Mission and UNCC and a course

action wtil be agreed upon prior to 

of 
the start of implementation. This is

also the subject of a condition precedent to disbursement under the
 
Project Agreement.
 

The second management issue concerns finances. At present, the

CA's accounts are incorporated into those of the entire UNCC with the
 
result that it is very difficult and time consuming for UNCC and CA 
management to get a good understanding of the financial side of the CA's
 
operations. This is a serious shortcoming because many of the CA's diffi
culties are essentially financial in nature. Although inflows from sales
 
seem to be well recorded and easily accessible, the receipt of funds for
 
subsidies and for administration as well as 
the flow of funds between CA

and CNCA are not easily discernable. For CA management to be able to focus 
on specific financial problems as well as 
to assess overall performance

in terms of financial viability, the organization should be set up as a 
separate financial entity. The alternative approach of having to extract 
information from UNCC accounts is expensive and often the information is
 
not available -when it is needed. This area will be studied by the senior
 
management advisor soon after his arrival in mid-1982.
 

The Extension Support Center 

At the present time, agricultural extension in Niger is completely
decentralized and there is virtually no support for the system at the 
national level. Although the general approach to extension is one of
farmers organizing themselves to receive advice from limited numbers of
extension agents (auto-encadrement), it is left up to individual regional
development projects define what meansto this in practice. Very little
communication exists between projects to share lessons on what does and
does not work. Also, there is no capacity at the national level t3 identify
critical shortcoming in the extension program and to undertake action to 
correct them. 
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The capacity of the extension service at the national level needsto bestrethened in four critical areas. First, there is a need a
central source of information. This is required to assess 

for 

the effectiveness


and impact of extension programs and to provide the basis for regular
information transfers to field staff. It is also needed as a resource for
the other functions of a national extension office as 
discussed below. The
information requ.rement will be met in this project through the creation
 
of a documentation center.
 

A second requirement is an in-service training program organized atthe national level. At present, in-service training is the responsibility
of each regional project. The quality and subject matter of training variesgreatly and there is inevitable duplication of effort. There is no onein the Agriculture Service who is currently responsible for assessing inservice training needs and organizing programs. The training needs have
not yet been identified in detail, so it is not possible to determine withany precision what form the training program will take. This project will
provide an agricultural training advisor who will be responsible for
getting the program started. A major role of the documentation center
mentioned above will be to produce materials for training sessions and to
keep field staff informed of technical developments relevant to their work.
 

Because of the serious shortage of qualified extension agents inNiger, continuous efforts are needed to improve extension methodologies.
The GON policy of letting each regional project adopt different methods issound because it makes possible experimental approaches that would not
otherwise be tried. However, for this policy to reap benefits, it is
 necessary for the results of different approaches to be assessed and made
available to all regions of the country. The project will create a unit
in MDR which will have the capacity to carry out this function. As in the
 case of training, the documentation center will be essential as 
a library

where the basic information will be available. 

Finally, there is a critical need for better understanding of thetechnical recommendations ("th~mes techniques") by the extension fieldstaff. At present, the field stat' are not able to adapt technical recommendations coming froi:. the agricultural research program (INRAN) to
growing conditions at the farm level. The reason ismain for this thatmost extension agents have inadequate technical training to truly understand

the reasons for the technical recommendations and they are thereforeunable to make independent judgements on how they should be applied inspecific situations. The solution to this problem is better liaisonbetween the extension service and andINRAN greater involvement by INRANin the application of research results to farmers' fields. This issue is
discussed further in the institutional analysis.
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Seed Multiplication
 

The seed multiplication program has been underway for several
 
years and, from a technical standpoint, is facing serious problems.

The design of the Foundation Seed Farm and the Seed Multiplication

Centers is technically sound. If anything, the SMC's were overbuilt
 
and overequipped, with the result that seed processing is well carried
 
out, but the costs of producing the seed exceed what can be obtained
 
from sales. Another positive aspect of the seed program, as presently 
implemented, is quality control. High standards are required and
 
evidently followed. The quality and germination standards of the seeds 
stored in SMC warehouses, would be satisfactory in most parts of the
 
world. 

The key technical problems which will require continuing 
attention are 1) the need to maintain seed purity and 2) the develop
ment of varieties that are appropriate to widely different growing

conditions. Millet poses particular purity problems because it is wind
 
pollinated. If Ml and M2 seeds are not grown in isolation, the genetic 
characteristics that make the variety desirable are soon diluted. 
How much contamination is occurring under the present program can only

be known from observing the growing characteristics of what is being

produced. This aspect of the program must be monitored very closely


to prevent a gradual deterioration of the improved seed. An example of 
what results from lack of attention is P3 Kolo, a composite millet 
variety, which was once considered significantly superior to local
 
varieties, but which has gradually lost most of its distinctive
 
characteristics.
 

The solution to the problem of appropriate varieties is to be
 
found more within the domain of research than in seed multiplication.

Rarely, if ever, will varieties developed on research stations be
 
applicable to the whole range of growing conditions, cultural as well
 
as environmental, that exist in Niger. Using millet as an example, if
 
the variety matures too soon, bird damage will be high; if the maturity

period is too long, increased yields are negated by increased frequency

of crop failures; and if the stalks are too small, this is unacceptable
in areas where they are used for fence and granary construction or thatching.
1he seed multiplication program is limited in what it can produce by what is
 
made available from INRAN. Many Nigeriens would very quickly recognize the 
practical reasons, other than yield or resistance, that farmers would 
choose one variety of millet or sorghum over another, but most of these 
practical choice factors have never been formally documented and, there
fore, are not considered in seed research studies. This and other 
measures that will be taken to increase the relevance of seed development
work at INRAN, are discussed in the National Cereals Research Project Paper. 
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B. Institutional Analysis
 

1. Institutional Setting
 

This project provides assistance to four organizations:

the Agricultural Extension Office and the Seed Multiplication Program,

both in the Agriculture Service of MDR; and the National Cooperative

Training Center and the national agricultural input distribution system,

both of which are part uf the UNCC. rigures 1, 2, and 3 show the
 
organizational structure of MDR, the Agriculture Service and the UNOC.
 
It is anticipated that one of the organizational changes accompanying

this project will be the separation of the extension and seed production

functions within the Agriculture Service. 

Since this is essentially an institution-building project,

institutional analysis is contained throughout this document and
 
especially in Annexes D to G. The institutional constraints to 
agricultural production in Niger will be described below with descrip
tions of the institutions receiving assistance and their shortcomings 
and the improvements that will result from the project. Also, the
 
Technical Analysis Section discusses issues of an institutional nature.
 
Part VI A (Management Arrangements) contains an analysis of implementa
tion capacity and discusses how the project will be carried out by each
 
of the institutions involved. 

Two institutional issues not covered elsewhere in this paper are 
discussed below. These are 1) the shortage of middle and high level 
manpower to staff the institutions being strengthenled by the project
and 2) the key linkages between organisations that will be needed to 
make this project work.
 

2. The Manpwer Constraint 

Each of the four components of this project involves either an
 
increase or an upgrading of staff, usually both. In the case of the
 
NCCT, a faculty needs to be assembled and forty candidates for training

must be identified each year. For the CA, eight individuals must be
 
recruited to become CA representatives in the departments. The ESC
 
presents the largest manpower requirements. At least four BS-1 level
 
professionals will be needed to staff the expanded Extension Section.
 
More importantly, the component provides for 30 students to receive
 
degree training in the U.S. and in African institutions. Finally, the
 
underlying assumption of the ESC is that the extension 
ield staff has
 
the basic technical qualifications needed to benefit from and utilise
 
effectively the stronger support that will be available from the Center.
 

The manpower requirements summarized above are considered to be

appropriate for achieving the stated objectives of this projects.

As a percentage of the total manpower pool of the country they are not
 
large and reducing the manpower requirements of this project by, say, 
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25 percent, would have no discernible impact on the likelihood of the
 
positions being filled. The key point is 
that given the large gap

between the needs and availabiliby of trained manpower at the national
 
level, filling positions usually requires special efforts and arrangements.
These have been incorporated into the project as much as possible.
 

Although there is always the possibility that shortfalls in avail
able manpower could occur in 
one or more of the components, programs are
 
underway that will gradually lead to improvements. All of the agricul
tural training institutions in Niger are receiving substantial donor
 
support (infrastructure, technical assistance and participant training)

and all of them project rapid increases in the number of graduates.
 

This project includes a large manpower development component.

The most significant training activities are 
the NCCT, the in-service
 
training office in the ESC and the 30 degree scholarships under the ESC,

but all of the components provide for participant training to strengthen

the implementing institutions. Most of the impact of the participant
training inputs will, of course, not be evident urtil after the termi
nation of the project.
 

3. Institutional Relationships
 

The issue of institutional relationships is important for all of
 
the components but especially for the Extention Support Center and the
 
Seed Multiplication Program.
 

First, the ESC must establish good working relationships with the
 
regional productivity projects if it is to have any impact. It is these
 
projects that are responsible for providing extension services at the
 
farm level. 
 The role of the ESC will be to provide supporting services
 
needed to make the regional projects more effective. This will require
 
a change of orientation by the regional projects which have become
 
accustomed to providing for all of their support requirements within
 
the project. 
 At present they are training their own extionsion personnel
below the district level, they are developing their own extension 
methodologies, and they provide for all of their analysis and evaluation 
needs. An effective ESC implies that future regional project activities 
in these areas will be coordinated with the ESC so that activities at the
 
two levels are complementary rather than duplicative or inconsistent.
 

The same problem will arise in the ESC's program to improve

extension-research liaison. Traditionally, there has been very little
 
coordination and dialogue between the 
two programs. Each organisation
 
has its own priorities and work programs that are disrupted by attempts

at coordination. The resolution of this problem will require the 
close
 
attention of the Secretary General of MDR and the Director of INRAN.
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It is for this very reason that this project and the companion Niger 
Cereals Research Project will: 

1) Continuously evaluate research and extension activities with 
a view to integrating the two programs; 

2) Develop an office which will serve to institutionalize the 
above function within the MDR on a permanent basis; 

3) Contract with the same institution (Purdue University) to 
provide both research and extension linkage services; and 

4) Integrate all project implementation activities under one 
organizing body, the Program Coordination and Management Unit. 

Effective links with the productivity projects and INRAN are also
 
crititcal to the long-term viability of the Seed Multiplication Program. 
As noted in the technical analysis, the seed program is dependent on 
INRAN for the varieties to be multiplied. The present absence of a 
functioning seed office in MDR makes it very difficult to establish
 
continuous working relationships between the two organisations whereby
 
a steady flow of improved Mo seeds goes from INRAN to the Foundation
 
Seed Farm in Lossa. Before seeds are sent to Lossa they should be
 
tested under varying growing conditions to determine the geographic
 
locations where they would have maximum benefits. The seed technicians
 
should participate in these trials, at least as observers, so that re
sults can be assessed from the different perspectives of the two
 
organisations. The establishment of these relationships whould be
 
facilitated by the joint management of the APS and NCR projects by the
 
PCMU. (See Part VI A - Management Arrs-'gements).
 

Another key institutional link for the seed program is with the 
UNCC which is responsible for organizing the production of M3 seed by 
contract growers. As described elsewhere in this paper and discussed 
in Annex G, the Seed Multiplication Centers produce M2 seed which is 
multiplied by contract growers for sale to farmers. Thus far there 
has been virtually no M3 seed produced under this system, mainly because 
of institutional difficulties. The transfer of M2 seeds to growers and 
the onward sale of M3 seeds to farmers, as well as the financial trans
actions that accompany these transfers, have not been systematically
 
organized. Furthermore, the division of labor between the SMC's and the 
UNCC has not been clearly spelled out. The SMC's have the technical 
knowledge needed to assure high production and consistant quality and 
the UNCC has the organizational capacity to select farmers and arrange
 
for movements of the necessary inputs and marketing of the production.
 
The resolution of these problems, which is critical to achieving
 
significant increases in M3 production, is a major objecLive of the
 
Seed Multiplication Program during the Phase II APS project. 
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C ECONOMIC ANALYSIS 

I. GON Agriculture Sector Goals
 

The GON's current Five Year Plan (1979-1983) has as its overall
 
goals: 1) food self-sufficiency - which is defined as cerals produc
tion adequate to meet consumption demands and to establish reserve
 
stocks in years of good harvest, in order to meet food deficits in
 
years of poor harvest, 2) establishment of a "Development Society"'

based on participation and social justice, and 3) economic independence,
 
or Niger's control over her own development and her lessened economic,
 
financial and technological dependence on other countries.
 

The broad strategies and sectoral priorities identified for the
 
plan period, include as a first priority the modernization of agricul
tural and livestock production systems. The second priority is the in
tensive investment in selected sectors such as mines and industry that
 
are responsive to economic stimulation, and to promote rapid economic
 
growth. The intent of this strategy is to channel revenues generated

in the more rapid growth sectors to less immediately responsive sectors,

i.e., agriculture, which are equally vital for long-term development.

Thirdly, the priority is "Building the Foundation for the Future" which
 
refers to the investment in economic infrastructure, research and human
 
resource development. This priority is not expected to yield returns
 
during the life of the Plan, but it is deemed necessary to eliminate
 
bottlenecks to future development.
 

To understand the GON sector goals and strategies and the environ
ment in which the APS project will be implemented, it is essential to
 
briefly review the policy areas affecting development of the rainfed
 
agriculture sector. Policies and legislation affecting land tenure and
 
land use recognize customary usufruct rights in Niger. Since indepen
dence, the GON has legally assumed responsibility for all of Niger's

agricultural land. The right to cultivate food and fiber crops isgranted

to the majority of Niger's population who make their living on small,

family farms. The spirit of this legislation does not seem to be directed
 
at creating insecurity of land tenure but at 
assuring maximum utilization
 
of the land. There is no apparent need for redistribution of land or ag
rarian reform, given the structure of rural land rights and the legisla
tion which supports the policy, i.e., there are no major concentrations
 
of land-holdings and thus no significant problem of tenant farmers, farm
 
wage laborers or rural landless.
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In recent years, GON policy has shifted from that of supporting

extensive growth of agricultural land in production to one of increas
ing emphasis on intensive output of presently cultivated lands. The
 
shift recognizes the questionable value of continued expansion of agri
culture into marginal land areas. 
 GON policy and sector strategy em
phasized the importance of rainfed agriculture which is the primary
 
source of food and employment for the majority of the population. At
 
the same 
time, the GON places equal weight on developing irrigated agri
culture which is expected to complement the rainfed sector and hopefully

meet any remaining food deficits from dryland cereals prcduction. The
 
productivity projects are identified as 
the vehicles for modernization
 
of rainfed agriculture and their role is 
to promote improvement of agri
cultural techniques, soil conservation, and utilization of the appropri
ate inputs through strengthened extension activities.
 

The National Cereals Products Office (OPVN) is 
the official market
ing channel for cereals and is legally responsible for all cereals mar
keting. Agricultural marketing policy indicates that cooperatives act
ing as purchasing agents for the OPVN have the exlusive rights 
to pri
mary purchasing, which implies universal coverage by cooperative struc
tures. Nonetheless, the GON is aware of the existence, andthemajor

role, of the private sector. Marketing policies to date have been
 
directed at tacitly accepting its existence rather than integrating the
 
the private sector into a comprehensive marketing policy. On the other
 
hand, the GON has indicated that in the long run, the OPVN will not have
 
a monopoly in distributing grain to a growing market. 
Its role will be
 
limited to that of "stokeui" and "regulateur". The following paragraph

describes the GON policies that guide the OPVN in fulfilling this role.
 
The creation of a chain of small retailers or use of cooperative circuits
 
for grain distribution are viewed as more viable alternatives to the
 
OPVN monopoly.
 

GON Price and Subsidy Policy
 

The GON cereals price policy is intended to (1) strengthen farmers'
 
incomes by instituting a mechanism of minimum support price below which
 
prices would not fall, expecially in the period immediately following

the harvest; and (2) to ensure a reliable supply of foodgrains through
out the year to urban consumers at low prices. These objectives are to
 
be achieved by reducing the seasonal and spatial price spreads. Although

nowhere articulated, the primary purposes of GON grain marketing inter
ventions seem until very recently to have been to; 
1) subsidize civil
 
servant and military personnel's income to compensate for salaries, which
 
are generally lower than those paid in the private sector, 2) prevent

famine, 3) dampen extreme price fluctuations on the private market,

4) assure a minimum (floor) farm-gaLe price to small farmers.
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Cereal prices have tended to favor urban consumers, and Government
policy has apparently established prices at politically desirable levels
rather than at full market levels. Price policies as consistently articulated by the CON, reflect the government's concern with reconciling
two conflicting goals: maintaining producer prices adequate to ensure
a marketed grain surplus and keeping consumer prices from rising and
stimulating urban wage demands. 
 Cereals price policies are therefore
 
viewed by the GON as 
incomes policies.
 

The GON has committed itself to 
a policy of subsidizing most major agricultural Inputs. 
 The rates of subsidy supported by the CON through
the Centrale d'Approvisionnement are high, generally ranging from 48
to 81 percent of costs, with subsidy rates highest for animal traction
equipment, 
The average subsidy rate is approximately 57 percent. 
The
GON maintains that its present subsidies policy is necessary to ensure
that its goals of sustained food self-sufficiency and food security are
fulfilled by economically motivated Nigerien producers. 
 Subsidies are
viewed by the CON as 
a vehicle to introduce and expand the use;-of improved
inputs. As subsidized inputs increase in use, they are becoming a major 
resource transfer from government to the rural sector. 
The CON has stated
that subsidies for improved agricultural inputs will be phased down, over
time, commensurate with the demand and acceptance of these inputs by producers and 
as the government moves 
to increase farm-gate prices.
 

In January 1981, the subsidy rates on oxen carts were reduced from
48 percent to 8 percent of the cost. 
 This revision was 
the result of
a clear signal of high demand, for carts by farmers, who are 
convinced
 
of their utility.
 

CON public investment policy accords a very high priority to agricultural development. 
The CON has created a special National Investment
Fund (FNI) for planned investment in the country's economic development
efforts. Agriculture receives the largest single allocation of this fund
between 15 percent and 20 percent. 
 The allocation to the agriculture
sector is divided almost equally between rainfed agriculture and irrigated agriculture. The relatively high share of the irrigated sub-sector
reflects its high capital intensity and absorptive capacity compared to
rainfed agriculture. Agronomic research receives one percent of public
investment with the focus on adapting improved cereals varieties to 
regional soil and climatic conditions,
 

II. 
 Actual Performance of Niger's Agriculture Sector in Recent Years
 

Agriculture plays a tremendously important role in the overall
structure of Niger's economy. 
 The rural sector accounts for 44 percent
of GDP, and agriculture provides the main sources 
of incomes for approxi
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mately 90 percent of Niger's population and almost 9 3 percent of the
workforce. 
Since 1975, uranium-derived revenues have replaced agricultural exports as the primary earner of GON foreign exchange. However,
the GON has recognized that its uranium reserves constitute a nonrenewable natural resource which will be depleted at some point in the
future. Agricultural production, therefore, is the GON's long-term
candidate for national 
revenue generation. The government is also cognizant of the fact that only an estimated two to three percent (20,000
to 40,000 MT) of the rural sectorrs output, 1.3 million metric tons

of millet and sorghum, passes through official channels.
 

Contrary to what official policy statements imply, the state
grain trade is 
in no way designed to monopolize the entire food grain
market. 
 The state marketing board (OPVN) purchases gratn (millet and
sorghum) from producers for a period of approximately three months'
following harvest. 
This is resold to civil servants country wide, and
inhabitants in the pastoral zone and desert areas 
throughout the year.

Sales 
are made to rural families in officially designated deficit farming regions as shortages develop, usually 
 around planting time. Resale!
price is the same country wide and includes a mark-up that partially
covers handling, transportation and storage. 
Sales of a flat amount
(200 kilos) are rationed out on a monthly basis to civil servants: the
otherbeneficiariesare usually served on a daily basis with amounts
allotted according to family size. 
 If local purchases are inadequate
to cover official sales, imported grains make up the difference. Any
theoretical excess 
of locally purchased grain w ould be placed in the
 

emnergency reserve. 

The urban private sector is not served by the OPVN except when there
is an emergency shortage. Consumers purchase grain on the open market.
Most farmers work in the dry season for cash income, much of which is spent
to purchase millet on 
the open market to supplement what they have grown

and/or can purchase from OPVN.
 

There are large segments of both the rural and urban population which
are not served by the OPVN. 
The groups that do benefit from OPVN sales
do not obtain their entire grain supply there. 
 The private grain market
is the major source of cereals 
for the Nigerien consumer.
 

Private traders obtain grain through purchases in neighboring countries, clandestine purchases during the official buying campaign 
or legitimate purchases made after the close of the campaign. 
 The government

tries to control prices of grain in the private market by decree. Attempts
at strict enforcement have most often resulted in a dwindling supply.
Charges of profiteering are frequently made against the grain traders.
However, research done on the question (e.g., NDD Market Study) indicates
that this is not generally the case. 
Costs involved in asseipbling, handling and transport, plus the tying up of capital in the cases 
of long-term
shortage, make the cereals trade less lucrative than it may appear on 
the
 
surface.
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Although the rate of increase in agricultural production is less
 
than Niger's population growth rate, estimated at 
2.7 percent annually,

there has been a fluctuating upward trend in cereals 
(millet and sorghum)

production since 1972. Between 1972 and 1980, the area of land under
 
cultivation for cereals increased from 2,761,000 hectares to 3,840,000

hectares. The total cereals production increased from 1,127,000 metric
 
tons to 1,700,000 metric tons 
during the same time-frame. Millet and
 
sorghum production is expected to grow slowly during the period 1979
1983 at a projected rate of 2.2 percent annually. 
Rainfed agriculture,
 
as 
a whole which includes cowpeas, is expected to grow at 3.3 percent

annually. 
 Given the slow growth rate of rainfed cereals production the
 
GON expects to expand the area under irrigated rice cultivation by

1,000 hectares annually, This optimistic rate of expansion for rice
 
production at about 30 percent annually is what the GON needs to make
 
up the anticipated rainfed cereals shortfall. 
The GON in any case, is
 
looking toward the irrigated agriculture sub-sector to eventually bridge
 
the projected cereals deficit.
 

It must be noted that the low projected growth rate for the rainfed
 
agriculture sub-sector implies stagnant real incomes for the majority

of the rural population (assuming constant 
terms of trade between sec
tors). It is not clear whether the rainfed agriculture growth rate is
 
merely an attempt at realistic projections over the Five Year Plan period

after which investments in the traditional agricultural sector willyield

increases in productivity and in incomes, 
or whether this expectation

for rainfed agriculture is a more long-term one. Although rural farmers
 
may benefit from improved access to health and'education services, pri
marily financed by mining sector revenues, it would seem that increasing

rural income through transfer mechanisms is not an explicit overall ob
jective in current GON agricultural strategies. One assumes that rural
 
incomes will only grow slowly in the near term and that the expectation

is that they will increase substantially in the longer-term. The recent
 
official price increase from 40 CFA to 
70 CFA for millet will improve

farmers' income from the 1981 harvest significantly. An insight to actu
al and planned GON investment in the agricultural sector is provided in
 
Table 1.
 

GON policies oriented to the development of the agricultural sector,
 
their translation into operational implementation plans has been left to
 
specific interventions which, in some cases, 
are contradictory and/or un
economical. 
The lack of explicit policy in certain areas seriously under
mines the overall agricultural development objectives. Examples are the
 
a~sence 
of long-term policies on producer prices and on subsidies of
 
agricultural inputs which affect both production and marketing decisions
 
of producers as well as the ability of the government to engage in long
term planning.
 



55
 

Recent discussions with top-level GON officials do indicate a 
change

in policy direction, however, with respect to input subsidies and producer
prices. 
 Already the 1981 official buying price for the principal cereal

grain, millet, has been raised 75 percent over last year's (40 FCFA/Kg.

to 70 FCFA/Kg.). Senior GON officials have als o told the Mission that
input subsidies are going to be significantly decreased in order to en
sure that programs to expand the introduction/adoption of new technolo
gies among more farmers can be accomplished affordably.
 

The remaining sections of this analysis describe the GON approach

through the AID assisted APS project which will contribute to the development of a more systematized and effective agricultural sector.
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TABLE 1 

AGRICULTURE SECTOR INVESTMENT PROGRAM, 1979-83
 

(CFA Millions)
 

Project 
 Cost % of Agricultural
 

(1979-83 only) Investment
 
A. 	Productivity Projects
 

1. Niamey Productivity Project 	 2,000
 

2. Diffa Productivity Project 	 1,200
 

3. Tahoua Productivity Project 
 500
 
4. Dosso Productivity Project 	 4,377
 

5. Maradi Productivity Project 
 5,066
 
6. Badeguichiri Productivity Project 1,529
 
7. Zinder (3M) Rural Development Project 2,209
 

8. Say Development Project 
 2,907
 

9. Integrated Project, Tara 
 176
 

10. 	Fruit-Tree Project, Gaya 
 350
 

11. 	Development of the Air Gardens, Agadez 
 51
 
12. 	Experimentation with Irrigation
 

Techniques in the Sahelian Zone 
 135
 

Sub-Total: Productivity Projects 20,500 	 31.6%
 

B, 	National Coverage Projects
 

1. National Cereals Project 
 2,970
 
2. Financing, Agricultural Inputs 	 3,000
 

3. Relaunching of Groundnut Cultivation 300
 

4. Refrigerated Groundnut Seed Storage 
 227
 
5. Plant Protection Project 
 1,800
 
6. Anti-Locust Campaign 
 i1
 

7. Mobile Fumigation Units 
 119
 
8. Campaign against Crop-Pests 	 342
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9. Campaign against Grain-Eating Birds: Phase I 175 

10. Research into Integrated Campaign against 
major cereals crop pests in the Sahel 405 

11. Cooperative Training Project, LUNCC :Phase II, 

and III. 240 

12. National Cooperative Training Center 472 

13. Support to Cooperatives and GMV's in Til
labery: Phase I and II 270 

14. Support for Extension Operations in Iri

gation Schemes on the River: Phase I and II 183 

15. Storage Infrastructure for Cooperatives 
and for the Centrale d'Approvisionnement 2,000 

16. Infrastructure, Agriculture Service 700 

Sub-Total: National Coverage Projects 13,314 20.5% 

C. Irrigated Agriculture Projects 

1. Irrigation Works 24,600 

2. Infrastructure and Equipment, ONAHA and 
Genie Rural 3,207 

3. Technical Studies 3,250 

Sub-Total Irrigated Agriculture 31,057 47.9% 

GRAND TOTAL, AGRICULTURE SECTOR INVESTMENTS: 64,871 100.0% 

Government Policies and Institutions Affecting
Source: 	 Conly, Shanti. 


Rainfed Agriculture. USAID Niamey, 1979.
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III. APS CONTRIBUTION TO GON AGRICULTURAL SECTOR GOALS
 

The APS will contribute to long-term food self-sufficiency and
 
increased agricultural incomes for the rural population. The need
 
for such contributions has been aptly described in the Africa Bureau
 
Food Sector Assistance Strategy Paper (draft, August 1981):
 

"The present status and prospective trends in African Food
 
Production are exceedingly unfavorable. In the past two
 
decades, sub-Saharan Africa has been the only region of the
 
world where per capita food production has declined... Con
sequently, both the economic and human costs of this critical
 
situation are extremely large."
 

This project will assist the GON in meeting its agricultural sec
tor goals through the implementation of five separate but related agri
cultural components: cooperative development, inputs distribution,
 
extension service, seed multiplication, and program management. Each
 
of these components has a sub-purpose and a set of outputs and inputs.
 
The achievement of these purposes (described in III. Project Description
 
B. through F.), will lead to the successful realization of the Project
 
Purpose and thus add an important element to agricultural development
 
in Niger.
 

This project aims to achieve the expansion and inprovement of the
 
national-level supporting services needed to achieve sustainable in
creases in agricultural production. The project purpose will be achieved
 
when the sub-purposes of the project components are met. These sup-pur
poses include reducing the national level constraints presently limiting
 
the impact of the regional productivity projects and increasing the ac
cess of rural areas to the supporting services needed to make the pro
duction-increasing technologies effective.
 

IV. ECONOMIC FEASIBILITY OF APS
 

1. The Nature of APS Investments
 

The support and interventions that are planned for this project
 
should effect a significant improvement in the delivery of agri
cultural services and inputs to Nigerien farmers. The project
 
proposes to build upon existing institutional infrastructure.
 
The systems for helping farmers increase their productivity and for
 
increasing their participation in the national economy exist in
 
concept, but are not fully operational in reality. This project
 
is designed to make these systems work efficiently, Experiences
 
in both the industrialized and less developed countries have shown
 
that inefficient government agencies and parastatals often leave
 
farmers with high expectations and over-burdened with debt,
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Sound management practices and economically sound policies obviously enhance the prospect for desired benefits to small farmers and the
 
economy as a whole. This project approaches:the task of strengthening

the long-term capability of the GON to serve the needs of its rural ma
jority and meeting a critical condition for development. Institution

building at several levels best describes the focus of the APS project.

The Niger CDSS states:
 

"A limited training manpower base, inefficient administration 
and inappropriate technological delivery systems are obstacles
 
to development in Niger which require priority 
 attention.
 
USAID strategy over the next five years continues its focus on
 
the national level institutions which will become the nuclei
 
required to support the delivery of service required at the goal
levels." (CDSS, P. 42) 

This decision is consistent with the realities of Niger. 
Resources

such as 
farm implements, seed, and fertilizer cannot move effecientlyor

effectively without the organization and participation of farmers, exten
sion agents and central agricultural credit, input destribution and stor
age institutions.
 

As the AFR Food Sector Assistance Strategy Paper points out: 
 "The

building of (these) institutions is a long-term, but absolutely essential
 
undertaking for sustained agricultural growth". (P.6)
 

Unfortunately, for the purposes of this Project Paper, "the long-term

nature of institutional development does not lend itself to short-term

economic evaluation. In short time frames, the rate of return of such
 
projects tends to be very low". 
The strategy paper goes on to say, how
ever, that "numerous studies of investments in basic agricultural insti
tutions, both in the U.S. and in developing countries, point to extremely high rates of return when the full gestation period of these invest
ments is considered". (P. 7)
 

There is an additional benefit that we can work towards during the

life of this project; and that is a major contribution to the adjustment

of GON agriculture and food policies. 
 GON policies affecting farm-gate

prices, consumer food prices and agricultural input subsidies are des
cribedin detail in Annex 
 .
 This project represents a significant investment in technical assistance to the GON agriculture sector and in
 
counterpart training. 
A reasonable benefit from this investment over the

life of the project will be the establishment of an institutional base.
 



TABLE 2: COSTS OF NIGER AGRICULTURAL PRODUCTION 'SUPPORT PROJECT 

(000$) 

Project Component Total Cost 2 )  1982 1983 1984 
 1985 1986
 

1. National Center for Cooperative
 
Training 4739.2 1239.5 634.5 622.2 518.6 388,6
 

2. 	Centrale d'Approvisionnement 7470.0 1126.6 1571.4 1461.4 
 475.1 513.1
 

3. 	Extension Support Center 6852.6 
 979.3 907.8 985.3 1011.1 785.0
 

4. 	Seed Multiplication Program 4805.7 820.2 835.0 
 777.6 586.8 434.0
 

5. Project Coordiantion and
 

Management Unit 2352.5 
 458.5 421.8 347..9 252.1 226.3
 

6. 	Contingencies (10%) and
 
Inflation (15%) 
 1003,3 1268.0 1810.8 1765.5 1992.7
 

TOTAL 	 26,220.0 5627.4 5638.5 6005.2 4609.2 
 4339.7
 

Present Value1 )  17,898.3 4893.4 4263.5 39.'8.5 2635.3 2157.6
 

1) At 15% per annum.
 

2) 
Project Component totals do not add accross, because contingency and inflation costs were added
 
to total cost figures for each component. Columns add to TOTAL.
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'11te trade-off between perceived short-term political benefits and

long-term payoff to the Nigerien economy, in general, and a 
wide spread

and equitable distribution of development interventions to individual
 
farmers, specifically, will be an underlying thrust of the project.

We can also expect that a concerted effort by agricultural planners,.

management specialists and economists in the key sector institutions
 
assisted by the project will result in greater interaction between don
ors and GON agricultural officials. 
This will in the long-term gene
rate a greater institutional absorptive capacity for financial assist
ance to the agriculture sector.
 

The initial direct beneficiairies of this project will include
 
the Nigerien managers, technicians and service agents, and village co
operative leaders who will receive long and short-term training res
pectively. 
 The estimated impact on trained manpower is illustrated in
 
Table 3 - APS manpower. The project investment by type of training

and projected costs are shown in Tables 2, 3 through 9 of the Financial
 
Analysis section.
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TABLE 3: APS MANPOWER
 

Project Component 	 Long-TermI) Short-Term In-Country2 )
 

1. Cooperative Development 3 	 10 960
 

2. Input Distribution 	 4 6 

3. Agricultural Service1 )  30 	 10 

4. Seed Multiplication 	 6 10 

5. Program Coordination/Mgmt1) 3 	 - -

TOTALS 	 46 36 960
 

1) 	Includes some training to MS level.
 

2) 	40 UNCC agents/year + 240 cooperative officials/year + 40 cooperative
 
members/year times the last three years of project.
 

The factors of production that will be directly funded by this
 
project are described in the Procurement Plan. They include:
 

TABLE 4: APS AGRICULTURAL INPUTS
 

(U.S. Dollars)
 
Quantity Total Cost
 

1. 	Animal Traction Equipment Units 60 30?000
 

2. 	Fertilizer (36MT/YR x 5 yrs) 180 108,000
 

3. 	Crop Protection: Fungicides and Pesticides 50,000
 
($10,000/yr)
 

These inputs will be used in the seed multiplication program to
 
expand the production of the desired varieties of millet, groundnuts
 
and cowpeas. The Seed Multiplication Centers, funded by the Niger
 
Cereals Project (683-11-130-201), have had outstanding success in in
creasing yields above the national average yield, In some cases, the
 
difference has been as much as 250 percent greater on seven hectare
 
fields using the recommended technical package.
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Economic analyses showing estimated internal rates of return in
 
excess of 24 percent are calculated in the Niger Cereals Production
 
Project (683-0201), Niamey Department Development Project (683-0240)
 
and Niger AgriculturalSector Assessment. The
 
"Economics of Crop Production and Improved Agricultural Practices in
 
Niger Based on Synthesized Budgets" (Contract USAID/683-11-130-201)
 
concluded that selective technological packages raised production by
 
82 to 131 percent. "In these selective packages, the benefit-cost
 
ratios of additional returns compared to additional costs, were never
 
less than 2.17 (... double your money back) and in some departments
 
the returns exceeded three for one".
 

The contribution of inputs to the seed multiplication program
 
will support an already efficient seed production system. It will also
 
serve as a demonstration to contract seed growers of the increased pro
ductivity that is possible for seed crops.
 

The "Productivity" projects have suffered from unreliable input de
liveries by UNCC. The UNCO's CA is the GON agency which has the respon
sibili :y for acquiring and distributing all the inputs for Niger's agri
cultural programs. In 1980 the CA distributed $5.0 million worth of
 
agricultural inputs. Table 5 describes these inputs by type, quantity,
 
and estimates millet production increases from their application on two
 
soil types.
 

TABLE 5: DISTRIBUTION INPUTS, 1980
 

Total Millet Froduction
 

Increase on:
 

Description Units Area Affected (Ha) Sandy Soil Better Soil 

1. Animal Traction 1)
Equipment (Teams) 2,805 21,037 6,311 7,363 

2. Fertilizer (MT)2) 11,771 117,710 58,855 70,626 
3. Improved Seed (MT)3 ) 129 16,125 1,613 2,419 
4. Fungicide4) 3,146 3,146 79 79 

TOTAL 
 66,858MT 80,487MT
 

1) One pair/7.5 ha; 300 kg/ha and 350 kg/ha yield increases.
 
2) 100 kgs (STP and Urea)/ha; 500 kg/ha and 600 kg/ha increases.
 
3) Millet Seeding rate 8 kg/ha; 100 kg/ha and 150 kg/ha increases.
 
4) Sachet (25 gms to treat seed/ha); 25 kg/ha increase.
 

Sources: 1. CA 1979-1980 Operations Report.
 
2. IBRD, Maradi Project Appraisal, Annex 10, P. 4.
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The millet production levels shown in Table 5 are only very rough 
estimates of the possible yield improvements that could have occurred
 
in the 1979-1980 crop year. We assume that all of the CA distributed
 
inputs actually reached the farmers, and were properly applied. The
 
area affected is indeterminant because the inputs were probably used
 
in different combinations, rather than as separate treatments. The ef
fect on production is assumed to be additive, that is the 25 kg/ha in
crease from fungicide treatmentis added to the net yield increase from
 
improved seed, fertilizer, etc. This gives a conservative estimate of
 
yield increase, because we know from experience that input interactions
 
almost always generate total increases greater than the sum of their
 
individual contributions to production.
 

An end of project target for the APS is an efficiently functioning
 
CA Vnich results in a doubling or tripling of CA inputs delivered to
 
farmers. We can assume that ceteris paribus, the net change in national
 
production would be an increase of two to threefold in those areas 
reach
ed by the project over the estimates shown in Table 5. The resulting
 
income benefits to farmers from increased production will depend on the
 
level of subsidization of inputs and farm gate pricing policies of the
 
GON.
 

2. Cost Effectiveness of APS Interventions
 

a) Short-Term Costs Vs. Long-Term Benefits
 

AID's contribution will fund $20.87 million worth of technical assis
tance, construction, training, and commodities to the GON. 
Counterpart
 
funding and inkind contribution will total $5.35 million. Much of this
 
project will directly affect on-farm outputs or national aggregate food
 
production in the short-term, through the productivity projects which
 
were designed to have a quick impact on small farm productivity within
 
their zones. For example, the Niamey Department Development Project has
 
successfully doubled the yield at the training centers and on the gradu
ated trainees farms. 

ThO APS Project will directly improve services, management, exten
sion capability, seed production and agricultural input storage and dis
tribution. Much of this improvement will result in immediate benefits
 
through the productivity projects. Inputs needed for the technical
 
packages will begin to arrive at project sites in the quantity and qua
lity required. Just as important, they will arrive when they are needed.
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Extension and follow-up at the cooperative level is likely to pro
duce some immediate benefits in terms of farm management and farmer's
 
incomes. This project will make a direct contribution to Niger's co
operative development program throggh extension service and cooperative

level training. The long-term goal that APS will support is the cre
ation of private, self-managed (auto-gestion) cooperatives. Manage
ment of cooperatives will gradually shift from agents employed by the
 
LUNCC to elected officials of the cooperative, thereby increasing the
 
ability of these organizations to generate locally initiated develop
ment activities. This project will train 240 cooperative officials
 
each year.
 

These are only a few of the important medium and long-term bene
fits that are expected to result from this project. Though largely

unquantifiable at this point, these benefits should yield a greater re
turn to the national economy and individual well-beiug than the five
 
year investment funded by APS.
 

b) Economic Costs and Returns of Improved Inputs
 

The GON has subsidized farm inputs with the objective of expanding

the introduction and expansion of new and improved production. 
In 1980
 
the subsidy cost 520 million CFA ($2.36 million) for all crops of which
 
250 million CFA ($1.14 million) went for food crops. This type of sub
sidy effects a transfer of income from the mining sector to the rural
 
sector.
 

The GON cereals price policy guarantees a minimum farm-gate support

price. This policy is most important right after the harvest, when lo
cal prices tend to decline sharply. Official prices and reserve grain

stocks are also meant to ensure reliable supplies of food grains through
out the year to urban consumers at low prices. A rural to urban sector
 

transfer is one type of indirect tax on the rural sector.
 

The following analysis compares the impact of GON input and farm
gate pricing policies on the individual farmer's income.
 

The rates of subsidies supported by the GON through the CA on agri
cultural inputs are shown in Table 6.
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TABLE 6: AGRICUL1.1URAL INPUTS SUBSIDY RATES: NIGER 1980
 

Description 
 1980 Rate of Subsidy
 

1. 	Animal Traction and Equipment 60.0%
 

2. 	Transport Material (Oxen Carts) 48.8%1 )
 

3. 	Fertilizer 
 59.9%
 

4. 	Pesticides 
 58.7%
 

Average Subsidy Rate 
 56.8%
 

1) 	Reduced to 8.0%, January 1981.
 

Source: 
 CA 1979-1980 Operations Report and 1981 Implementation Plan.
 

The savings to the farmer from paying subsidized prices is in ad
dition to the increased income he can expect from greater yields gener
ated from the new inputs. This was partially offset, however, by lower
 
official prices for production in 1980. This has changed in 1981.
 

TABLE 7: USAID ESTIMATED INPUT COSTS AT
 

SUBSIDIED AND ECONOMIC PRICES (CFA's)
 

Description Cost to Farmer Cost CIF Niamey
 

1. 	Oxen 100,000 100,000
 

2. 	Equipment 61,000 
 152,725
 

3. 	Fertilizer (per kg) 35 
 110
 

4. 	Imported Seed (per kg) 125 125
 
- Millet, Cowpeas 
 110 	 110
 

5. 	Pesticides (per unit) 600 
 1,022
 

Sources: Annex b, Niamey Department Development Project Paper, 1980.
 

The next step is to compare net returns to an "average" farmer who 
cultivates 7.5 hectares using the recommended inputs. A team of oxen 
with equipment can fully work this area durin a normal growing season.
 
Table 8 illustrates this analysis.
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TABLE 8: FARM CROP PRODUCTION: 
 SUBSIDIZED VS. UNSUBSIDIZED INPUTS
 

(Estimate of income/expense flows on a farm of 7.5 ha and a minimum of 3 adult workers) 

IMPROVED TECHNOLOGY WITH ANIMAL TRACTION 

Description Millet Cowpeas I ) Millet Cowpeas I ) 

Hectares 
 7,5 2 7.5 2
 
Yields kg/ha 
 690 690 
 690 690
 
Total Production kgs 5,175 I,380 5,175 
 1;380
 
Value CFA/kg2) 
 70 55 70 
 55
 
Total Production Values 
 362,250 75,900 362,250 75,900
 

Production Costs 
 Subsidized 
 Unsubsidized
 

1. Seed 3) 
 7,500 5,500 7,500 5,500
 
2. Fertilizer (100 kg/ha)4) 26,250 
 3,500 82,500 11,000
 
3. Pesticides (2units/ha) 
 9,000 2,400 15,330 4,088
 

Total Production (CFA) 
 42,750 11,400 105,330 20,588
 
Net Production Value (CFA) 319,500 64,500 256,920 
 55,312
 
Total Gross Incomes (CFA) 384,000 
 312,232
 

Animal Traction Equipment In-5) 49,736 
 78,073
 
vestment
 

Net 	Income (CFA) 
 334,264 	 234,159
 

1) 	Cowpeas intercropped with millet.
 
2) Official prices, 1981.
 
3) Millet seed 8 kg/ha; cowpeas seed 25 kg/ha.

4) Assumes 50 kg/ha: Supertriple and 50 kg/ha: Urea.
5) 	Principal plus interest (10%) on 144,900 CFA and 227,452 CFA four year


loans. 
 Initial down payments of 10% averaged over loan period,
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The "average" farm crop production described in Table 8 uses the
 
same area cultivated, yield and farm-gate price for both the subsidized

and unsubsidized input package. 
The yield was cited from the estimate

used in the economic analysis of the Niamey Department Development (NDD)
PP. 
The average yield for millet and cowpeas farms using traditional intercrop

methods are 300 kg/ha and 100 kg/ha,respectively. This analysis, therefore
 
attributes 230 percent and 590 percent increases to millet and cowpeas as a result
of the improved technology. These estimates are still low when compared to actual yields being obtained in the NDD project.
 

At official 1981 prices for millet and cowpeas, the farmer would
 
earn 362,250 CFA/ha and 75,900 CFA/ha respectively.
 

Production costz for improved inputs 
were estimated at official

subsidized prices and at economic prices. 
 The latter were based on the
opportunity costs of improved seed and CIF Niamey value of imported fer
tilizers, pesticides, and animal traction equip ment investment. 

ther set of prices includes the costs of delivery to the farmer. 	

Nei-

Thus,


in the former, these costs are part of the subsidy borne by the GON.
The lack of transport cost in the "real" prices means 
they are slightly

underestimated.
 

The differences between total production costs for the subsidized

and unsubsidized package are 62,580 CFA (8,344 CFA/ha) for millet and

9,188 CFA (4,594 CFA/ha) for cowpeas. The total savings from reduced
 
costs of subsidized inputs (excluding animal traction) is 71,768 CFA.

It would appear then that he is receiving a subsidy of 57 percent.
 

The farmer's total gross income (total product value less total

product cost) is 384,000 CFA and 312,232 CFA for the subsidized and un
subsidized packages. 
 The NDD Economic Analysis for the improved technology package estimated labor at 495 person days for millet and 120
 
person days for cowpeas on the same size farm. 
Using the total labor, 615 p.d.

for both packages, we estimate the return to labor at b24 CFA/day and
 
508 CFA/day, respectively.
 

The value of these returns to labor may be quite important when
considering questions of rural to urban migration factors. 
 The oppor
tunity to earn more income in urban areas 
is one of the factors that

often causes this migration. The effect may not be as 
great in Niger,

because the minimum wage for unskilled labor in urban areas is only

573 CFA/day.
 

The annual costs for oxen and traction equipment are shown in Table

9. The credit arrangement for loan repayment is based on the actual
 
loan terms used by the LINCC in the NDD project, The loan amounts in
fact vary depending on whether all the recommended implements are purch
ased or not. There is a 10 percent down payment and the loan is repaid

in four years.
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TABLE 9: FARMER COSTS BY YER - OXEN TRACTION
 

CFA SUBSIDIZED EQUIPMFNT COST
 

Year Cost I) Interest2)  3) Debt Balance 

0 161,00Q - 161100 144,900 

1 - 14,490 31,222 113?678 

2 - 11,368 34?344 79,334 

3 7,933 37P778 41,556 

4 .4?155 41'556 -0 

TOTAL 161,000 37,946 161?000 

UNSUBSIDIZED EQUIPMENT COST
 

0 252, 725 
 25,273 227,452
 

1 22P745 
 49,009 178,443
 

2 
 17,844 
 53,910 124,533
 

3 
 12,453 59,301 65P232
 

4 
 6,565 65,232 -0 -


TOTAL 252,725 
 59,565 252,725
 

1) Cost includes 100,000 CFA unsubsidized price of oxen.
 
2) Interest at 10% per annum.
 
3) Down payment of 10% at receipt of'loan.
 

The annual investment costs for animal traction during the period

of the loan is 49,736 CFA at subsidized prices and 78,073 CFA when the
farmers must pay the full cost of the equipment. As a percentage of

total gross income, 384,000 CFA and 312,232 CFA, this investment repre
sents 13 percent when subsidized and 25 percent at full cost.
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The analysis assumes the farmer will be able to feed the oxen with 
cowpea hay and roughage on the farm. NDD estimated a yield of 3,000 kg
 
per hectare for cowpea hay. 
Millet stalks would also be available for

feed. It is also assumed that sale of the oxen for slaughter after the 
fourth year will enable the farmers to replace them with a new pair.
 

The net income for the farm is 334,264 CFA with the subsidies
 
and 234,159CFA when inputs are priced at full cost. 
 The net return on
 
total cust (variable cost plus fixed cost) is 3.21:1 and 1.15:1. For
 
each 100 CFA of operating and fixed cost the farmer receives 320 CFA
 
or 115 CFA net return from the respectively priced inputs.
 

Whether his net income, after paying the full economic cost of
 
inputs, is suffifficient to meet the farmers needs requires further ana
lysis than can be provided with the existing data. Household budget

data would be required to estimate farmerst preferences for consumption,
 
investment and saving.
 

The analysis in Table 8 assumes a minimum of three adult workers
 
on the farm. Thus, net income would be divided, possibly, among three
 
families. Each family would receive only 78,053 CFA or 6,504 CFA per

month.
 

Farmers' income is directly affected by the farm-gate price.

The GON's official prices for millet and cowpeas are usually below their
 
parallel market prices, although the GON in 1981 has moved initial buy
ing price up 75% over 1980 and indicated their intention to continue
 
to do so to approach market levels. The GON attempts to buy grain stock
 
through the OPVN at lower, though guaranteed prices. Government offi
cials receive afn additional discount on their purchases from OPVN.
 

The OPVN official sale prices have had little impact on open mar
ket prices, which have consistently increased since the late 1960's.
 The pricing levels of OPVN purchases and sales indicate that OPVN has
 
been a price follower of the open market, rather than a price leader.
 
OPVN's very small share of the market is certainly a major contributor
 
to their price follower status. (Niger Ag. Sector Assessment, Vol. I.,
 
P. 41 1979).
 

Using the "average" farm production from Table 8, we can estimate
 
the value of any consumer subsidy. Such a subsidy would be, in effect,
 
an indirect tax on the farmer who may be "forced" to accept official
 
prices. From the production analysis in Table 8 (690 kg/ha) we can es
timate per kilogram costs for millet and trace the effects of subsidies
 
Table 10 below gives the price relationships at the different produc
tion costs.
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TABLE 10: PRICE RELATION TO PRODUCTION COST: MILLET
 

(CFA)
 

Production Cost
 

Description1 )  Total2 Per kg.
 

1. Farmer Input Cost Subsidized 92,486 18
 

2. Farmer Input Cost Subsidized with Family Labor4 )  265,736 51
 

3. Economic Cost of Inputs Non-Subsidized 183,403 35
 

4. Farmer Cost of Inputs & Family Labor Non SubsidizeP 356,653 69
 

1) Inputs include investment in oxen and traction equipment.
 
2) Millet production cost on 7.5 hectares.
 
3) Millet yield equals 690 kg/ha.
 
4) Family labor (495 days) valued at 350 CFA/day (estimated from Ag.
 

Sector Assessment 1979, with currcnt millet price; wages = Produc
tion in kgs. x price CFA/kg + mandays).
 

At the current (opening of 1981 buying campaign) official price
 
of 70 CFA per kilogram (farm-gate price), we can estimate the returns
 
to the farmer and his share of the subsidy. The official price (70 CFA/kR
 

less the farmer input cost (18 CFA/kg) equals the farmers' share of the
 
subsidy (52 CFA/kg). The economic cost of inputs (51 CFA/kg) less the official
 

price (70 CFA/kg) equals a negative subsidy (a tax) for the consumer 6;f 19 CFA/kg.
 
The consumer (general public) will only get a portion of the subsidy if the
 

economic costs of the inputs translated into kilograms of production is
 
greater than the market price.
 

This picture of a heavy subsidy for the farmer assumes zero value
 
for family labor. In fact we know that there are subsistence and house
hold needs that have to be met throughout the year. Using the same
 
formula we can 
derive estimates of farmer and consumer subsidies. The
 
farmer receives a subsidy of 19 CFA (70 CFA - 51 CFA) when family labor
 
is included. The consumer is taxed 1 CFA (69 CFA - 70 CFA).
 

We do not have sufficient data at this point to analyze parallel

farm-gate and market prices for millet. The Mission has begun to col
lect data for this analysis and will be pursuing it over the coming
 
year. During the past twelve months, 1980-81 crop year, parallel market
 
prices have been well above the official price. The former were report
ed to be between 170 CFA/kg and 220 CFA/kg, during August of 1981. It
 
was reported, as well, however, that individual farmers and or coopera
tives were not in control of stocks at that time to enter the market.
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The APS project will make GON agricultural management and delivery

systems more efficient. This improvement in efficiency will result in
 
reduced cost of the operation per unit of deliveredinputs. The expected

gain in economic efficiency will enable the GON to deliver more inputs

thereby reducing the percentage rates of subsidies.
 

As the GON begins to take advantage of economics of scale through

larger purchases, a deliberat reduction of input subsidies (higher prices

to farmer), should be accompanied by a decrease in the real economic
 
cost of the inputs. Such a mechanism would permit the GON to contribute
 
to increased small farm income 
(by reaching more farmers), while making

the necessary adjustments in farm-gate prices to reflect actual 
 supply
 
and demand relationships.
 

PRICE POLICY ANALYSIS
 

The GON is moving ahead with its analysis of official farm input
 
price policies. The Government has a strong interest in controlling

inflation and civil servant salaries in urban areas. 
 This is partly a
chieved by controls of consumer food prices, The GON recognizes the im
portance of policies that stimulate on farm supply as an effective means
 
of dational food production. At the same time, a balance must be found
 
between allowing market forces to raise producer prices to the point
 
where serious opposition occurs. Following the examples of numerous
 
developed countries, the GON resorted to farm input subsidies. 
 This,
 
however, has a limited impact because 1) the national funds available
 
for subsidies 
are limited and 2) the rate of subsidy (financed by GON)

needed to encourage the use of inputs limits the volume of inputs that
 
can be made available with a given amount of funds. 
 The GON recognizes

this and has recently advised the Mission that in addition to increas
ing farm-gate prices, it intends to reduce the amount of inputs subsi
dies and to increase the price of grains to Nigerien consumers.
 

This has been accompanied by an input subsidy program of about
 
$2.6 million with subsidy rates averaging a little over 50 percent. 
A
 
program of this size can reach only a small percentage of farmers so
 
that the actual impact of subsidies on production is minimal. The re
sult of the low official prices is 
that there is an active parallel mar
ket in food-grains with much of the market surplus being exported to
 
Nigeria where prices are usually higher than in Niger.
 

While farmer profitability is ensured by increased product prices,

the GON's 
"supply side'" policies are aimed at increasing productivity

based on the assumption that the recommended technical package is 
remu
nerative for the farmer when applied properly. As the farmer becomes
 
more adept at using the productivity increasing practices, his profits

will rise. 
This will allow the GON to reduce the subsidy gradually
 
without reducing farmers' net income.
 



Tt: can he expccted that, given the GON's strong emphasis on inc
 
reased food production, reduced subsidies will continue within the
 
limits of available funds. 
 With the recent drop in uranium earnings,

the total subsidy amount in coming years is unlikely to increase sig
nificantly. 
At a lower subsidy rate, a given budget allocation for
 
subsidies can reach more farmers thereby increasing the impact on pro
duction. Clearly, higher producer prices should greatly increase the
 
potential impact of the APS project. 
Also, price increases have the
 
designated effect of reducing the incentive 
to export to neighboring

Nigeria thereby eliminating what is viewed as 
another constraint to
 
the achievement of sustained food self-sufficiency in Niger.
 

The above analysis of food subsidies (see Annex , A Case of
 
Agricultural Input Subsidies in Developing Countries 
- Niger) is part
 
of USAID's on-going review and research of the subsidy issue. This
 
research focuses on the: 
 current status of GON input subsidies,
 
viable alternatives to the current system, the nature and characteris
tics of an 
optimal food subsidy system, and the economic implications

of optional scenarios. Clearly, there is 
a U.S. and LDC interest in
 
considering the phased arid .elective reduction of the subsidy bill in
 
a way that is not destablizing to the GON economy and assures a conti
nuing access by small farmers to agricultural inputs recommended for
 
production packages.
 

USAID/Niger and the donor community have initiated a dialogue with
 
the GON on the subsidies/price policy issue. 
 The GON has recently un
dertaken two studies on subsidies which were financed by the French
 
Caisse Centrale and the African Development Bank. The results of these
 
studies have established a frame of reference for GON policy determina
tions on the issue. There has been movement in 1981 by the GON to
 
raise cereals prices and to readjust certain agriculture input subsidies.
 
More recently, the government has assured us verbally fertilizeri and
 
other input subsidies will be reduced before the 1982 growing season.
 

Official Producer Prices for the 1981-1982 crop season for millet
 
and sorghum were raised as follows:
 

1980-1981 1981-1982
 

Millet 40 CFA/kg 
 70 CFA/kg
 

White Sorghum 35 CFA/kg 60 CFA/kg
 

Red Sorghum 35 CFA/kg 50 CFA/kg
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USAID/Niger recognizes that solutions to important sector-wide
 
issues are complex and involve many factors and policy decisions which
 
ultimately must be left to the GON. However, the Mission strategy is
 
to provide through the frameworks of the APS and Niamey Department De
velopment project the necessary institutional support, technical assis
tance and analytic capabilities to enable the CON to proceed with pri
cing and subsidy adjustments in the agriculture sector, In the fol
lowing paragraph a broad guideline for joint GON/donor action is pro
posed:
 

A reduction/restructuring/retargeting of the subsidy program that
 
will not destabilize the LDC economy has to be a package scheme that
 
will consider not only subsidies, but also producer's prices, urban
 
consumer's prices, and possible budget deficits of the national trea
suries and national grain marketing boards. Such a package should in
clude,eventually(l) Withdrawal or phase down of subsidies for agri
cultural inputs; (2) Readjustment of official farm-gate prices consis
tent with market forces; (3) Phasing out of urban price support for
 
food at a graduation rate; (4) Supporting the budget or national grain
 
marketing boards during the "phasing out" period, because during this
 
period of time, the marketing boards have to purchase cereals at the
 
market prices but sell to urban consumers at low official consumerprices,
 

In mid 1981 the GON commissioned a couple of studies on na
tional farm input subsidies, These studies are nearing completion, The
 
results are expected to provide the basis for the GON to review its
 
policy direction on the subsidy and agricultural pricing issue. Senior
 
GON officials have explicitly described the GON's commitment to a stra
tegy for the rational (economic) allocation of development resources,
 
They have indicated their decision to move very soon to reduce certain
 
subsidies in order that limited funds available for this purpose be
 
used to reach a larger number of farmer recipients than are presently
 
being served with existing subsidized inputs, The continued demand for
 
oxen carts, after reduction of subsidy on them, supports the feasibility
 
of this approach. It is expected that other input subsidies will be
 
reduced in the very near future, i.e., fertilizers and animal traction
 
equipment subsidies,
 

Meanwhile, official farm-gate prices have already been raised sub
stantially and senior GON officials have told the Acting USAID Director
 
that they are prepared to further increase them as necessary, Further
more, official consumer prices are also being raised in order to bring
 
the OPVN's financial position closer to an equilibrium,
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D. Social Soundness Analysis - Summary
 

There are two major social feasibility issues in this project from 
the standpoint of the primary indirect beneficiary, the farmer. One 
concerns the effectiveness of cooperatives as local organizations pro
viding benefits to their members. Within this context the role of the 
Union Nigerienne de Credit et Cooperation (UNCC) is important, and all 
of this has a direct bearing on the eventual impact of the NCCT compo
nent. The second issue is the socio-economic feasibility of the cur
rently recommended technical package. This is of particular importance
 
to the extension, agricultural inputs and seed multiplication componentsj
 
all of which are dependent on a feasible technical package for sustained
 
impact on agricultural production.
 

1. Cooperative Organization
 

Cooperative development in Niger has evolved from a system based on a
 
Western European model of individual contributing shareholders to an
 
adapted African model based on village organization. Cooperative-type
 
organizations were set up by the French colonial administration begin
ning in the 1930's. Some aspects of Niger's cooperative programs have
 
worked effectively in providing a mechanism by which government adminis
tration could organize farmers to facilitate communication and influence
 
production patterns and growth. However, Nigerien cooperative programs
 
have also been confronted with many of the administrative and accounting
 
control problems which confront cooperative organizaticns ln developing
 
countries around the world. As a result, Niger's cooperative organiza
tions, and the regulations which govern them, have been evolving to
 
better guarantee the rights of members and the utility of the organiza
tions since the earliest days of the Nigerien cooperative movement.
 

The current Nigerien administration has placed great emphasis on
 
cooperative development and, since 1975, the number of cooperative
 
organizations has nearly doubled. Some 59% of agricultural producers
 
in over 7,000 village-level organizations are now at least nominally
 
represented by cooperatives. The current program involves a loose
 
federation system serving several ends. At the lowest level is found
 
the Groupement Mutualiste Villageois (GMV), a village-based assembly
 
organization open to all people from a specific area. The leadership
 
of the GMV organization is elected. Above this level, five to ten
 
villages are grouped into a cooperative with a cooperative assembly
 
composed of GMV representatives and, in turn, there may be regional
 
cooperative groupings associated with particular cash crops such as
 
groundnuts or cotton. The Union Nigerienne de Credit et de Cooperation
 
(UNCC) is responsible for cooperative development and training, as
 
well as the supply of agricultural credit and inputs to the fledging
 
cooperative organizations.
 

Moreover, the cooperative movement currently has an important
 
extension role to play. The coop system is designed to serve not only
 
as a mechanism for the exchange of ideas among farmers, but also for
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the dissemination of ideas emanating from research centers and being
 
taught by UNOC technicians. Thus, both for information and
 
material inputs, the cooperative program serves to establish a network
 
and infrastructure by which farmers can organize in their own
 
interests and build linkages to government services and to markets
 
which, under the circumstances of a limited Nigerien human
 
resource base, are difficult to extend down to the individual
 
farmer. In this system farmers become, in principle at least,
 
their own extension agents.
 

Not surprisingly in such an ambitious undertaking, several pro
blems have arisen in the course of evolution of the Nigerien cooperative
 
model. The model is an advanced and tested one, but it can be improved
 
upon. The Agriculture Production Support Project will begin to investi
gate and address some of the concerns which have been identified
 
by limited sociological research in this area.
 

There is a very strong current of thought in the studies of
 
Niger's cooperative movement indicating that as the Government of
 
N~ger's administrative capacity increases, the power of local elites
 
lessens. There is, of course, the possibility that increased
 
authority and responsibility in the hands of government agents might
 
result in an abuse of power on their part. The dilemma is that
 
cooperatives cannot become truly effective without the support of
 
the local power structure, but obtaining that support may increase the
 
possibility that a relatively priviledged minority of the population
 
will receive a disproportionate share of the benefits.
 

However, as the Nigerien cooperative system has evolved in
 
recent years, it appears that social and economic inequity has
 
diminished. In the long-run, it is clear that the objectives of
 
the cooperative movement are desirable and even essential to the
 
achievement of sustained rural development. Cooperatives, or some
 
other such locally based organizations, are intended to play a
 
continuing role in the development of social, as well as economic,
 
equity. The cooperative training program proposed under this
 
project will contribute to making cooperatives more effective by
 
improving the qualifications of UNCC staff and increasing the
 
capacity of locally elected officials to manage their members'
 
own cooperativcs. Experience to date indicates that this will not
 
automatically result in the iocreased provision of benefits to
 
members on a strictly equitable basis. Continuous monitoring and
 
evaluation (both social and financial) will be required and
 
provided for under this project.
 

2. UNCC As An Institution Serving Poor Farmers
 

a. Equity
 
There is some evidence that in the past, in at least some of the
 

productivity projects, relatively well-off farmers were more likely
 
to be selected by cooperatives for training on CPY's or CPR's than were
 
the poorest farmers and were also more likely to be chosen for paid
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and unpaid demonstration and extension positions.* Since these
 
positions are usually given priority for short and medium-term
 
production loans, it is possible that subsidies and credit were
 
benefitting better-off farmers more than poorer ones, at least in
 
the initial stages of these efforts.
 

Many of the cultivation methods advocated and much of the
 
equipment being sold to implement the government-recommended tech
nical package carries with it a considerable risk. Even though
 
the improved inputs are initially being subsidized by the GON,
 
farmers using UNCC-promoted technologies may experience one or
 
more years of decreased disposable income while they are paying
 
off the equipment or fertilizer loans, and they may need non
agricultural sources of income to withstand that period.
 

Having relatively more secure farmers initially utilize these
 
technologies, is probably preferable to exposing more marginal
 
farmers to this risk. On the other hand, the approach being taken
 
by the Niamey Department Development (NDD) Project may also prove
 
to be an equitable solution. The NDD project is adapting its
 
extension and training programs to serve the needs of facmers whose
 
holdings would not normally justify the use of animal traction
 
or who cannot afford to risk the high costs of technical packages
 
requiring use of full fertilizer and pesticide applications. These
 
farmers are nevertheless given training and experience in optimum
 
cultivation and weeding techniques and fungicide use and they are
 
eligible, as are their relatively better-off neighbors, for loans
 
which will increase their purchasing power for production inputs.
 
Both UNCC agents and project staff should be sensitized to the
 
above phenomenon and be prepared to respond should it become a problem.
 

b. Marketing
 
UNGC's policy with respect to marketing presents a potential
 

problem. The official government price for most agricultural
 
products lagged considerably behind the market price until the early
 
1970's when official grain and groundnut prices were raised rapidly
 
to bring them closer to market prices. Since then, however,
 
official prices have risen more slowly than market prices although
 
there has been significant improvement in this respect in 1981.
 
As a result, OPVN has captured less of the grain market than
 
desired. Because the amounts of grain marketed have not filled
 

* "Relatively well-off farmers" in the Nigerien context can be
 
considered to include farmers with as little as $250 annual per
 
capita income and producing millet and other basic food crops on
 
as little as 3 to 4 hectares. These indivicuals and families
 
would be considered impoverished in most countries outside of
 
the Sahel.
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OPVN's quotas, canton and village chiefs have also been authorized
 
to purchase grain at official prices since 1978, for resale to the
 
government. 
 In at least some areas, chiefs have brought pressure to
 
bear on producers: One report from Maradi called the sales "semi
obligatory". In some areas, at least, local chiefs have been
 
drawing some profit above transport costs and the margin (1,500 CFA/ton
 
in 1978) received from OPVN. This profit (3-7% depending on the month)

is considered compensation for what the canton chiefs used 
to receive
 
from collecting now-abolished taxes.
 

What is troubling about the role of the traditional chiefs in
 
marketing grain is that there is evidence that the households most 
likely to market grain through the official system just after the
 
harvest (when prices are 
low) also tend to be the households that are
 
later forced to buy grain when supplies are low and prices high.
 
More prosperous households generally wait to sell grain or lend it
 
until prices have risen.
 

There is a potential role here for community grain storage
 
programs which might involve UNCC-administered loans. At this
 
point, the APS project can only influence marketing problems at
 
the local level through indirect pressure, evaluation and monitoring
 
reports. This Project cannot correct all that is wrong with the
 
agricultural marketing system; project implementors should,
 
however, be sensitive to such issues as this in order that they may
 
positively influence policies in an appropriate direction.
 

3. Adoption Rates for Technical Innovations
 

One of the difficulties in evaluating the effects of projects
 
intended to improve the agricultural techniques of the small
 
farmer has been that substantial amounts of technical change 
can
 
occur even where governmental interventions have been minor. One
 
of the CEcCnt Sahelian Social Development Papers discusses in
 
detail the factors that lead to labor intensification among
 
Nigerian Hausa farmers. Chief among these was population pressure:
 
comparison of villages in northern Nigeria (Zaria) showed that
 
as population density increased and land became scarce, 
the
 
application of organic fertilizer per hectare increased as 
did
 
total labor input. If generally true, this trend would auger
 
well for the situation as it is apparently developing in Niger.
 

The data on adoption rates show that when innovations are
 
inexpensive, effective, and low-risk, they are adopted very

quickly by large numbers of farmers. Seed dressing (Thioral),
 
chemical fertilizer (for relatively high rainfall zones like
 
Maradi), and the new cowpea varieties seem to fall into this
 
group. However, many of the cultural practices being advocated
 
have not yet been evaluated comprehensively under the whole
 
range of circumstances in which they may be used. The density
 
recommendations and the animal traction equipment are obvious
 
examples.
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A third example involves the utilization of mixed cropping


techniques. Research in Nigeria among Hausa farmers has shown that
 
total returns per hectare and average return per person-hour of
 
labor are higher for mixed-cropping than for pure cropping, and that
 
diverse fields are less prone to damage from insects and disease than
 
pure stands. INRAN research workers in Niger have begun experimenting
with mixed stands and some higher-level staff in the productivity
projects know about this work, but field-level extension agents

continue to recommend pure stands. The location-specific research
 
trials to be carried out under the Niger Cereals Research Project

should help researchers to determine with more precision and
 
assurance the optimum crop mixes and spacing for various locations,

different soil conditions and alternative commercial and labor
 
inputs factors encountered in Niger. The extension evaluation
 
component of this project should determine the reasons for field
 
agents' reluctance to recommend mixed stands and, if the reluctance
 
is unjustified, come up with recommendations for overcoming the
 
agents' scepticism.
 

Costs of inputs and technical package adoption ratios as well
 
as the rather skimpy and unreliable data available on average farm
 
holdings would indicate that, although there are parts of the general

technical package for agriculture in Niger which may prove to be
 
beyond the reach of poorer farmers, one of the most universally

adaptable and economical methods of increasing grain production

would be increased use of mixed cropping and proper spacing and
 
weeding techniques (fungicides are apparently already used by a
 
large percentage of farmers). Although these techniques do involve
 
slight increases in labor input (admittedly an important factor),

it seems apparent that production increases derived from the more
 
efficient use of lant, would serve an incentive to adoption of the
 
techniques. The determinant would seem to be whether the biggest

constraint on the farmer is land 
or labor. Studies under the APS and
 
Niger Cereals Research Projects should begin to provide indications
 
about the relative emphasis which should be placed on dissemination
 
of various components of the technical package (i.e., whether the
 
package should stress components appropriate for relatively more
 
land or labor availability) in the different regions of the country.
 

Technical packages also need to be adapted to individual farmers'
 
needs. The training programs in the various regions should probably

be encouraged to 
take the lead from the Niamey Department Development

Project in providing training which clarifies options with regard
 
to adoption of all or a portion of the technical package. Studies
 
show that farmers often adapt technical packages to their economic
 
situation by reducing inputs to levels below which they will have
 
meaningful effect. Incorrect use of the partial package not only

results in wasted time and money, but discourages subsequent attempts

to adopt the improved methods. Since a relatively large percentage

of farmers will adopt only part of the package, it is important

that they apply the partial package In an effective way.
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4. Conclusion
 

The alternative to a broad prescription of available technologies
 
aimed at all levels of farmers might be the encouragement of dnly
 
those portions of the technical package which are suitable for the
 
poorest farmers. This approach would, however, ignore the central
 
function and purpose of AID support to the agriculture sector, i.e.,
 
increased food production. It is likely that while better-off
 
farmers will profit on a larger scale from this project than less
 
well off farmers, if they utilize recommended technologies they
 
will also account for considerably higher relative and absolute
 
increases in national food production. Since there is about a
 
40/60 split in the number of farmers having enough land to profitably 
employ animal traction and those who do not, to exclude the relatively 
better off from project assistance would be to significantly decrease
 
the affects of the project on accomplishment of its purpose and goals. 
There is no justification for limiting project support to just the
 
poorest farmers. Unless the GON is prepared and able to control all 
other variables (access to and prices of land, inputs, etc.), there 
is little choice but to encourage all farmers to make maximum use of 
available technologies -- and to understand that a perhaps 
unfavorable side effect will be economic and social disparity. To do 
nothing is, of course, an invlAid option. To do enough to have a 
useful result is to risk this social disparity.
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E. ENGINEERING ANALYSIS
 

I. Tntroduction 

There are three separate construction components to this project.
 
They are as follows:
 

1) A National Center for Cooperative Training which would improve the
 
capability of local-level cooperative officials to manage the delivery of
 
services such as: marketing, distribution of agricultural inputs, credit,
 
educational opportunities for cooperative members, and the design and
 
implementation of cooperative-run income producing initiatives.
 

2) An agricultural input distribution center known as a Centrale
 
d'Approvisionnement which would purchase agricultural inputs from abroad
 
as well as locally for timely distribution to farmers from department level
 
warehouses through the arrondissement level warehouses and the cooperatives.
 

3) A documentation center (the Extension Support Center), for prepar
ation, reproduction and distribution of information materials and teaching

aids. This center represents only one part of a larger effort to increase
 
the capabilities of the National Extension Section in the Agriculture

Service of the Ministry of Rural Development to provide support to field 
extension personnel.
 

2. Proposed Construction
 

a) National Center for Cooperative Training: Construction of the
 
NCCT will include a classroom building with a library and study hall,
 
an administrative office building, a dormitory, a cafeteria/kitchen complex

and two houses for NCCT staff. The Center will be built at Kolo, about
 
35 kilometers south of Niamey.
 

b) Centrale d'Approvisionnement: Construction will comprise four
 
central warehouses in department capitals of 500 m2 each; a central
 
warehouse in Niamey of 1000 m2; 
a 300 m2 warehouse in Diffa and 8 arrondisse
ments level warehouses cf 200 m2 storage capacity each for a total of
 
4900 m2 of additional storage capacity.
 

c) Extension Support Center: This buildlng complex is to be built in 
Niazey. It will contain twelve offices, a conference room, work rooms, a 
library and storage facilities, totaling 675 m2 of space. 
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3. 	Project Sites
 

1) General
 

A group composed of representatives of USAID, UNCC, Genie Rural and
 
"Projet Cerealier" personnel visited each site except the Documentation
 
Center site and the site of the warehouse in Niamey. In conjunction with
 
the 	prefet or sous-prefet, the group participated in the selection of the
 
sites, taking note of the suitability of the various sites to their
 
respective goals with regard to the following:
 

a. 	Acc-ess to water 
b. 	Access to electricity
 
c. 	Soil with good drainage characteristics and bearing
 

resistance to loads
 
d. 	Vicinity of a town or population center
 
e. 	Easy access to a road or road network.
 

By taking due consideration of these factors, the ultimate cost of
 
installation of the various component units can be minimized. 
 (Pre
liminary site maps, plans de masse, have been prepared for all the sites
 
visited in the field and these maps are on 
file at the Mission). No
 
final maps have been prepared since a few of the sites still need to be
 
surveyed.
 

2) NCCT
 

It has been decided by the Ministry of Rural Development that the
 
National Center for Cooperative Training will be located at Kolo not far
 
from the existing Institut Professionel de Developpement Rural (IPDR).

However, the specific site has not yet been identified and surveyed.

In general, there is easy access 
to water, roads and electricity in Kolo,
 
and no site specific problems are envisioned.
 

3) Centrale d'Approvisionnement
 

The site for construction of warehouses are scattered throughout

Niger. One 
1000 square meter warehouse is to be constructed in Niamey;

four 500 m2 department-level warehouses are 
to be constructed respectively

in Dosso, about 140 kilometers southeast of Niamey, in Tahoua, about 450
 
kilometers northeast of Niamey, in Maradi, about 650 kilometers east of
 
Niamey, and in Zinder, about 900 kilometers east of Niamey. One 300 m2
 
warehouse is to be built at Diffa to the extreme east of Niger, some
 
1300 kilometers from Niamey, and eight 200 m2 warehouses are 
to be built
 
at Tillaberi, Terodi, Doutchi, Konni, Illela, Mayahi, Magaria and Nguigmi
 
(near Lake Chad on Niger's eastern border).
 

All the sites investigited met the suitability factors previously

mentioned except that the site at Tillaberi, located adjacent to the Plant
 
Protection Service facilities and found 
to be most cenvenient, is slightly

rocky. There is also a moderate-to-steep slope on the site at Konni which
 
will require some land levelling. 
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4) Extension Support Center This site is yet to be identified by
 
the Mayor of Niamey for use by the Cereals Project. As soon as a general
 
location is established, a team comprised of USAID, Genie Rural and the
 
Cereals Project personnel will meet with the Mayor or his designate to
 
select, define and limit the site.
 

4. Justification of Proposed Construction
 

General Justification has been established in the Project Descript
ion and Analyses sections for the need to construct the various components
 
of this project. The following analysis addresses the question of the
 
necessity for the construction of 4900 square meters of warehouse storage
 
space at this time.
 

Analysis of Storage Needs Presently, an annual average of 40,000
 
tons of fertilizers, insecticides, seeds and other materials is needed to
 
support Niger's farmers. This number is expected to grow appreciably each 
year as Niger continues in its drive toward food self-sufficency. This
 
implies a present need for about 40,000 square meters of storage space.
 
This figure is likely to increase each year for the forseeable future,
 
given that the agricultural inputs should be in place at field preparation
 
time, that is, at the beginning of the planting season.
 

In the last year, storage space bad to be rented since there are
 
only 18,400 square meters of storage space presently available. An addi
tional 4,900 square meters of storage is planned for construction in this
 
project, which would make a total of 23,300 square meters. It is recognized
 
that the proposed 4900 square meters of storage space will not cover all of
 
the storage requirements. However, better storage techniques, selection of
 
fertilizers requiring considerably less storage space such as triple super
phosphate (in lieu of simple phosphate), and better management of the 
product flow between warehouses and farms in relation to the supply ordering

schedule, should combine to improve appreciably the present storage situation. 

5. Planning, Design and Construction Criteria
 

It is anticipated, that in keeping with the general style of 
construction in the Sahel, buildings will be one story, integrated column
 
and beam grid type, with brick walls, concrete slab floors and corrugated
 
aluminum roofing.
 

a) Floor Slabs For offices, dormitories, classrooms, library, etc.,
 
floor slabs will be designed for dead loads of 200 pounds per square foot 
or 1 ton per square meter except where heavy loads wiI :,,-:oncentrated 
due to specialized equipment: for such cases, detailea design of floor 
slabs will be required. For the warehouses where grains, fertilizer and 
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equipment will be stored, it is expected that the critical design loads
 
would be produced by st.':king of sacks of grain or fertilizer rather than
 
by equipment. The maximum height of sacks in the warehouses would most
 
likely not exceed 3 meters. It is not expected that cranes will be used 
during construction. Therefore, the height of the buildings will be 
limited to about 5 meters with supporting trusses at about the 3 meter 
level, making stacking above this level difficult. It should also be
 
considered that the bursting resistance of the sacks does not permit safe
 
stacking beyond the 3 meter level. Thus, about 13 sacks can be placed
 
one on another, given the average height of a sack of 23 cm (9 inches).
 
That is, there could be loads of 1300 kilos (100 kilos per sack) or
 
bearing loads of 5 tons per square meter. However, considering that the 
loads are distributed over only about 60 percent of the surface area of 
the sacks, floor slabs could be designed for uniform loading of 3 tons 
per square meter and concentrated (point) loads of 5 tons per square meter.
 

b. Soil Resistance The soil at practically all the sites is sandy
 
and capable of resisting spread loads of 3000 to 5000 pounds per square 
foot or about 1.5 kilos per square cm to 2.5 kilos per square cm. However,
 
for safe design, a maximum soil resistance of 2 kilos per square cm should
 
be used.
 

c. Winds It is considered safe to design buildings and roofs to
 
withstand maximum wind speeds of 150 kilometers per hour.
 

d. Temperature Temperature differences can be as great as 100
 
degrees F or 56 degrees C between extreme highs and lows in several parts
 
of Niger. Therefore, contraction and expansion stresses should be con
sidered for these temperature variations in the design of the various
 
buildings.
 

e. Drainage In general, investigated project sites are relatively
 
flat with sandy, easy to drain soil. Therefore, no drainage plans will
 
be required but Genie Rural will be required to guarantee that construction
 
is done in such a way as to insure proper drainage.
 

6. Construction Procedure
 

Genie Rural will be required to submit construction plans and
 
specifications to USAID prior to advertisement for bids. It is expected
 
that there will be one contract each for the work involved in the NCCT
 
and the Extension Support Center, but several contracts for the Centrale
 
d'Appruvisionnement because of the scattered distribution of the ware
houses. Many such warehouses have already been constructed in Niger and it
 
is expected that standard plans will be used. However, designs calculations
 
and specifications will be submitted to USAID for review and approval in
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the case of the NCCT and the Extension Support Center.
 

Although discussions have been held with Genie Rural concerning

the availability of required personnel to do the planning, design,

construction, inspection and control of the work, no decision has yet

been made as 
to whether Genie Rural will be the contruction control

administrator or whether an A/E firm will perform this function. 
This is
 
so because of uncertainty about the time frame for construction of the
 
Extension Support Center, occasioned by the continued delay in identify
ing a site. Continuing discussions will be held with Genie Rural so that
 
a firm decision cau be made in the light of USAID's design and construction
control requirements ;s soon as site identification is finalized. The 
Mission will request the assistance of AID/W in advertising for an ex
pression of interest on 
the part of American firms and contractors for the
 
design and construction work associated with this project. 
However, the
 
Mission is not optimistic that the response will be positive because of
 
the need for French language capability, a knowledge of construction
 
methods, the ability to get around in the area and the shortage of
 
qualified labor in the Sahel, as well as 
the high cost of mobilisation
 
relative to the cost of the contract.
 

For each contract, there will be a fixed price established at the
 
time of negotiation of the contract. An advance, in an amount to be

established by USAID and Genie Rural, will be given to the contractor at
 
the time of the start of the work, and the balance paid after satisfact
ory completion of various stages of the work as agreed to in advance by

USAID and Genie Rural. The GON will be responsible for any costs that

AID cannot finance and/or that exceed the amount 
 of money budgeted for 
construction.
 

7. Support to Genie Rural
 

Discussions have been held with Genie Rural relative to 
the type of
 
support which it can best use to help it function more effectively,

particularly in regard to the more 
than $3.5 million of U.S.-financed
 
construction in this project. 
Based on these discussions and an,

evaluation of Genie Rural's performance over the last nine months by

the USAID Mission Engineer, it has been concluded that Lhe improper

functioning of this organization is due to two causes: 1) insufficient
skilled personnel resources and 2) lack of adequate support, funding
and otherwise, to insure the adherence to proper planning and operating
 
procedures. There is, not surprisingly, a severe shortage of trained
engineers in the Genie Rural organization and, in fact, throughout Niger.

The Mission considered engaging an outside A/E firm to provide the needed
civil engineering services to Genie Rural but was felt that,it beyond the 
furnishing of temporary engineering services at a relatively high cost,

little would be left behind which would serve to strengthen the organiza
tion in the long run. Instead, the Mission and Genie Rural have agreed
 
upon the following program:
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(1) Technical assistance in the form of a lornl-hlre civil engineer who 
will be recruited to work on coordinating engineering and construction 
planning and control activities relative to the Cereals Project activi
ties with Genie Rural. Such an engineer, though difficult to recruit in 
Niger, could be recruited with both French and English language skills 
from one of the nearby West African countries. The civil engineer would 
work under the general guidance and direction of USAID's Mission engi
neer and will furnish on-the-job training to Genie Rural engineers and 
technicians. 

(2)Two engineering scholarships will be given to interested and quali
fied candidates to -?ursue undergraduate civil engineering studies in
 
the United States, the selection factors being jointly established by
 
the GON and USAID.
 

(3)Training of two engineering technicians/draftsmen at some recognized
 
institution preferably in West Africa.
 

(4) Inspection and construction control equipment will be provided in
 
eight sets to Genie Rural for use in each department and at the central
 
office in Niamey. Such equipment would consist of slump cone, compaction
 
test kit, concrete test cylinder containers, compaction rod, sampling
 
auger, curing compound to eliminate the necessity for spraying with water
 
(in scarce supply, therefore neglected) and rattler test equipment to
 
determine hardness of aggregates.
 

(5)Funds will be provided to prepare a simple construction manual in
 
French complete with "how to" instruction and photographs for use of
 
"tacherons" (small contractors) as well as for Genie Rural inspectors.
 
This manual would clearly show "do's and don't's" relative to preparation
 
of soil and base material prior to concrete pours; concrete mix in the
 
field; timing of placement vis-a-vis setting time; selection of aggre
gates; proper placement of reinforcing steel, minimum embedment lengths
 
and overlap lengths for steel reinforcement.
 

It is possible thaL an A/E firm will be required to furnish designs
 
for some of the construction work involved in this project since there
 
is some indication that Genie Rural may not be adequately staffed to
 
effectively handle this volume of work in addition to its existing
 
work load. However, in terms of effective support to Genie Rural to
 
increase their capability to function effectively, the Mission feels
 
that the above recommendations would lead to more positive results.
 

8. Cost Estimates
 

Cost estimates were calculated after an analysis of costs for
 
similar type construction in various parts of Niger. An inflation factor
 
of 20 percent per year was used. Dollar amounts for inflation were
 
computed taking into account that 48 percent of the total construction
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(cost-wise) is planned for the first year but will actually commence in 
the last quarter of F.Y. 82 and that 29 percent in planned for the second 
year, with 23 percent remaining for the last year. A breakdown of costs 
for this project is shown below : 

National Center for Cooperative Training
 

Site development $ 25,000 

AdmJnistrative Offices and Classrooms (400 m2 ) 220,000 

Dormitory (200 m2) 110,000 

Cafeteria and kitchen (130 m2) 71,500 

Staff houses (2 @ 80 m2) 88,000 

Warehouse (70 m2 ) 38,500 

Units for Coop Officials (individual huts for 40 
persons) 75,000 

Subtotal $ 628,000 

Contingency @15% 94,200 

Weighted inflation @ average 20 % per year $ 106,900 
(for 8 months) 

Total $ 829, 100 

Centrale d'Approvisionnement 

Office complex of 8 profesgional and 3 

secretarial offices (200 m ) $ 110,000 

Warehouse in Niamey (1,000 m2) 400,000 

Departmental warehouses ( 4 @ 500 m2) 1,000,000 

Departmental warehouse (I @ 300 m2) 150,000 

Arrondissement warehouses (8 @ 200 m2) 800,000 

Site development 75,000 

Subtotal $2,535,000 

Contingency @15% 380,300 

Weighted inflation @ average 20 % per year $ 735,000 

Total $3,650,300 
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Extension Support Center
 
Office complex including offices documentation
 

,-enter, conference room for ESC and PCMU (675 m2 ) $ 371,200 

Site development 20,000
 

Subtotal 391,200
 

Contingency @ 15% 58,600 

Weighted inflation @ average 20% per year 129,100
 
Total 578,900
 

Grand T 0 T A L all construction 5,058,300
 

9. Construction Schedule
 

During the first year it is planned to construct the National
 
Center for Cooperative Training, the 1,000 m2 warehouse at Niamey

and one of the departmental warehouses ; also to construct the documen
tation center and management coordination unit (the ESC). In the second 
year, it is planned to complete the four remaining department level 
warehouses and a 200 m2 office complex. In the third year, the eight

arrondissement level warehouses will be built to complete~the construc
tion of the Centrale d'Approvisionnement.
 

The schedule of activities leading up to commencement of construc-
tion is shown below : 

Project Paper Approval November 1981 

Preparation and Signing of Project Agreement December 1981 

A/E Design and Preparation of P & S March 1982 

Preparation of Contract Documents April 1982 

Advertise for Construction Contract May 1982 

Bid Preparation and Submittal by Contractor June 1982 

Award of Contracts (Ist year) July 1982 

Completion of Construction July 1985 

10. 611(a) Requirements
 

The USAID Engineer has, to the extent practicable, investigated the 
sites, reviewed the site plans, and discussed with all parties concerned 
the scheduling of activities and the procedures to be followed in this
 
project. He has reviewed the cost estimates and fourd them to be reasonable.
 
Therefore, the project meets the 611(a) requirements of the FAA Act of
 
1961, as amended.
 



89 

F. Environmental Analysis
 

An Initial Environmental Analysis was prepared in the Project

Identification Document and was signed by the Mission Director on
 
December 24, 1980. A negative determination was approved on
 
March 6, 1981 by the Africa Bureau's Environmental Officer in
 
STATE 060235. The IEE, supplementary information requested by
 
the Africa Bureauand copies of the approval cable can be found
 
in Annex C.
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V. Pinamnial Plant 

A. Cost Projections 

Tables 1 to 6 nsriso the costs of AT3 and am input@ 
requlrgd to carr out each ooPonemt Of this pXr ot. All bud4ot 
itSn ro shown at ourent prices using Misuin beat eatimto. 
Por each omPOaut a 10 poZOent eemtipuaq faotor is a"ed and 
the inflation rate is armmd to be 15 percent per yea,
accumlative. In onverting local exePmituzes fzrm C'l to 
dollars an exchange rate $1.220 l1P was usd. otils an the 
base year cost factors used for maor oategories of ianjta am 
provided below. 

U.S. Technical Assiagce (excluding, ontrt overhead) 
- longterm: 1110,000/year 
- short tern $10,000/eth 
- local-bire, log-term $70,000/Year 

Particimt Training
 
- long-term U.S. $22,200/year
 
- short-term, U.S. $3,500/mnth 
- long-tern, Africas $12,500/year 
- short-tern, Africa$ $3,000/fth 

construction
 
Offices and houses in Nimaey ama: 8550/A2

Warehoue in Niamay: $500/2

Warehouse outside of liamey: $500/m2 
Theme costs sasm that local oentractora Will oenstrut 

the buildings using locally procured materials and services. 

Eauiument and oonodLties 

Costs for this category of expenditures ar baed on c.i.f. 
NiaMey prices, loss duties and taxes. The quantities and prices
of cooodities and equipment to be purchasod are shown in the 
procurment plan (Part VI.C.). In most Instanoeos, the price of 
each item was estimated separately. For two major oteoories of 
coouoditios, howeer, standard costs were used to atandardise 
the underlying assumtions of the few components. These are a 
follows:
 

1. Office Furnishimng:
 

- professional oamt office: $3,300gover 

- secretarial governmet office: 4,000 
- teacher's offices at Ilos 2,500 
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2. yoicles
 

- 2 vhol drive: $12,000
 
- 4 wheel dxve: 16,000 
- busess $i0,000
 
- trucks (8 ton): $45,000 
- motorbikes: $1,200 

Operation and maintenance of vehicles: 

light vehicles: $ 50/kiloaotor 
trucks & buses: $1.50/kilomter 

Operation and maintenance of bullding3 10%6 of initial 
investment.
 

Local Personnel 

Most of the local personnel costs under this project are 
GON contributions. Their costs have been estimated on the basis 
of salary information available to the Mission for the different 
categories of GON personnel. These estimates are not very precise 
because 1) it is not always certain what level of e.ploe.s will 
occupy particular positions, and 2) there are many non-alary 
income supplements that are based on seniority, family mise, 
location of work, amount of land, *et. that cannot easily be 
projected. Whatever the actual costs ef local salaries turn out 
to be, the required changes will be almost entirely in the amount 
of the GON contributicn and will have very little Impact en the 
AID budget. 

Porespm. Ezchann and Local, Currency Mudtures 

The breakdown between local costs and foreign exchange 
costs in viewed from the position of the COS. Anything that has 
to be imported into Niger is considered a foreign ezohang 
expenditure, even if it is purchased by the project in Niamey. 
Por expenditures that involve both foreign exchange and local 
coats the following factors are usedo 

T.A., U.S. hire 
T.A., local hire 
Consultants 

33 
50 
25 

67 
5D 
75 

Vehicle0 & M 10 90 
Construction 5D 50 
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Table 1 

SUMMARY COST ESTIMATE AND FINANCIAL PLAN 
($000) 

AID 

FX($) LC GON TOTAL 

Technical Assistance Personnel: 

Long-term Personnel (312 p.m.) 1586.0 974.0 - 2560.0 9.8 
Short-term Personnel (53 p.m.) 397.5 132.5 - 530.0 2.0 

Construction 1717.1 1837.1 - 3554.2 13.6 

Commodities and Equipment 1473.1 - - 1473.1 5.6 

Training 3015.2 - - 3015.2 11.5 

Other 1345.6 2266.4 3635.2 7247.2 27.6 

Sub Total 9534.5 5210.0 3635.2 18379.7 70.1 

Contingencies (10%)* 1037.7 614.7 363.6 2016.0 7.7 

Inflation (15%) 2770.4 1703.4 1315.5 5824.3 22.2 

Total 13342.6 7528.1 534%,3' 26220.0 100.0 

* Construction contingency is 15%. 



Table 2 

COSTING OF PROJECT OUTPUTS/INPUTS ($ 000) 

#1 #2 #3 #4 #5 Total 

TA Personnel: 

Long-term 
Short-term 

(312 p.m.) 
53 p.m.) 

440.0 
80.0 

550.0 
120.0 

880.0 
210.0 

280.0 
120.0 

410.0 
-

2560.0 
530.0 

Construction 628.0 2535.0 391.2 - - 3554.2 

Commodities and Equipment 306.6 223.9 410.8 496.8 35.0 1473.1 

Training 288.0 218.0 1827.0 334.0 348.2 3015.2 

Other 1660.8 1500.7 949.5 2222.8 913.4 7247.2 

Sub Total 3403.4 5147.6 4668.5 3453.6 1706.6 18379.7 

Contingencies 371.9 641.7 486.4 345.4 170.6 2P16.0 

Inflation 963.9 1680.7 1697.7 1006.7 475.3 5824.3 

Total 4739.2 7470.0 6852.6 4805.7 2352.5 26,220.0 

Z 18.1 28.5 26.1 18.3 9.0 100.0 

Output #1: National Center for Cooperative Training 
Output #2: Centrale d'Approvisionnement 
Output #3: Extension Support Center 
Output #4: 
Output #5: 

Seed Multiplication Program 
Program Coordination and Mana-ement Unit 



Table 3 YEARLY COST ESTIMATE (Summary) ($000) 

1982 1983 1984 1985 1986 Total 
U.S. GON U.S. GON U.S. CON U.S. GON U.S. GON U.S. GON 

TA Personnel 
Long-term (312 pun) 570.0 - 680.0 - 690.0 - 510.0 - 110.0 - 2560.0 -
Short-term (53 pm) 130.0 - 160.0 - 130.0 - 80.0 - 30.0 - 530.0 -

Construction 1854.2 - 900.0 - 800.0 - - - - - 3554.2 -

CG.-modities 678.3 - 496.4 - 132.0 - 30.0 - 136.4 - 1473.1 -

Training 426.5 - 676.7 - 830.9 - 629.4 - 451.7 - 3015.2 -

Other 435.2 529.9 707.7 749.7 794.7 816.8 814.7 779.6 859.7 759.2 3612.0 3635.2 

Total All Outputs 4094.2 529.9 3620.8 749.7 3377.6 816.8 2064.1 779.6 1587.8 759.2 14744.5 3635.2 

Contingencies 502.1 53.0 407.1 75.0 377.9 81.6 206.4 78.0 158.9 76.0 1652.4 363.6 

Inflation 448.2 - 673.5 112.4 1087.9 263.4 1075.0 406.1 1189.2 568.6 4473.8 1350.4 

Grand Total 5044.5 582.9 4701.4 937.1 4843.4 1161.8 3345.5 1263.7 2935.9 1403.8 20870.7' 5349.3 



Table 4 

YEARLY COST ESTIMATES (DETAIL) ($000) 

Output f 1 
1982 

U.S. cOw 
1983 

U.S. GON 
1984 

U.S. GON 
1985 

U.S. GON 
1986 

U.S. GON 
Total 

U.S. CON 

TA Personnel 
Long-term (48 p.m.) 110.0 - 110.0 - 110.0 - 110.0 - - - 440.0 -
Short-term (8 p.m.) 20.0 - 20.0 - 20.0 - 20.0 - - - 80.0 -

Construction 628.0 - - - - - - - - - 628.0 -

Commodities 306.6 - - - - - - - - 306.6 -

Ting 111.0 - 93.0 - 84.0 - - - - - 288.0 -

Other - 63.9 254.8 156.7 254.8 153.4 254.8 133.8 254.8 133.8 1019.2 641.6 

Sub Total 1175.6 63.9 477.8 156.7 468.8 153.4 384.8 133.8 254.8 133.8 2761.8 641.6 

Output 0 2 

TA Personnel 
Long-tera (60 p.m.) - - 110.0 - 220.0 - 110.0 - 110.0 - 550.0 -
Short-ter& (12 p.m.) - - 30.0 - 30.0 - 30.0 - 30.0 - 120.0 -

Construction 335.0 - 900.0 - 800.0 - - - - - 2535.0 -

Commodities - - 144.5 - 15.0 - - - 64.4 - 223.9 -

Training 34.5 - 87.0 - 74.5 - 22.0 - - - 218.0 -

Other - 257.1 20.0 279.9 46.4 275.5 46.4 266.7 46.4 262.3 159.2 1341.5 

Sub Total 869.5 257.1 1291.5 279.9 1185.9 275.5 208.4 266.7 250.8 262.3 3806.1 1341.5 



YEARLY COST ESTIMATES (DETAIL) ($000) 

!tput 0 3 
1982 

U.S. GOP 
1983 

U.S. GON 
1984 

U.S. GON 
1985 

U.S. GON 
1986 

U.S. CON Total
U.S. GON 

TA Persounel 
Long-term (96 p.m.) 
Short-term (21 p.m.) 

220.0 
50.0 

-
-

220.0 
80.0 

-
-

220.0 
50.0 

-
-

220.0 
30.0 

-
-

-
-

-
-

880.0 
210.0 

-
-

Construction 391.2 - - - - - - - - - 391.2 -

Comodities 154.3 - 184.5 - - - - - 72.0 - 410.8 -

Training 128.8 - 286.3 - 469.0 - 491.2 - 451.7 - 1827.0 -

Other 4.0 31.0 42.8 94.2 91.0 155.3 111.0 158.9 106.0 155.3 354.8 594.7 

Sub Total 948.3 31.0 813.6 94.2 830.0 155.3 852.2 158.9 629.7 155.3 4073.8 594.7 

Output # 4 

TA Personnel 
Long-ters (48 p.m.) 
Short-term (12 p.m.) 

70.0 
60.0 

-
-

70.0 
30.0 

-
-

70.0 
30.0 

-
-

70.0 
-

- - - 280.0 
120.0 

-
-

Construction - - - - - - - - - -

Comodities 182.4 - 167.4 - 117.0 - 30.0 - - - 496.8 -
Training 65.0 - 116.0 - 109.0 - 44.0 - - - 334.0 -

Other _ 276.0 166.8 276.0 175.6 276.0 175.6 276.0 166.8 276.0 158.0 1380.0 842.8 

Sub Total 653.4 166.8 659.4 175.6 602.0 175.6 420.0 166.8 276.0 158.0 2610.8 842.8 
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Budget by Component (Output #1)
 

NATIONAL CENTER FOR COOPERATIVE TRAINING
 

Technical Assistance 

Cooperative training advisor, 4 yrs 

8 p.m. of Short-term consult 


ConstructioLl 
Administrative Offices (225 m2 ) 
Classrooms (175 m2) 
Dormitory ('00 m2) 
Cafeteria and Kitchen (130 m2) 
Two houses (80 m2 each) 
Warehouse (70 m2) 
Units for cooperative officials (individual 

huts for 40 persons) 
Site development 


Commodities and Equipment 
Office furnishings 
Dormitory furnishings 
Classroom furnishings 
Cafeteria furnishings and equipment 
Furnishings for houses 
Training equipment 

Vehicles 

Four wheel drive vehicles (6) 

Buses (2) 

Station Wagon 


Training 

Long-term U.S. (3 x 3 yrs) 

Short-term trng. (10 x 3 mos) 


Other Costs 

Salaries for GON professional staff 

Salaries for GON support staff 

Salaries for participant trainees 

Costs of training at NCCT (lodgingj,
 

subsistence, supplies) 

Operating costs of NCCT (utilities, maint.) 

Operation and maint. of vehicles 

Costs of trng. at CECs (excl. subsistence) 

Sub-total 


Inflation and contingencies 

Total 


AID CON
 
520,000
 
440,000
 
80,000
 

628,000
 
123,750
 
96,350
 
110,000
 
71,500
 
88,000
 
38,500
 
75,000
 

25,000
 

118,600 

See Procurement Plan 
for Details 

188,000
 
96,000 
80,000 
12,000
 

288,000
 
198,000
 
90,000
 

1,019,200 641,600 
- 212,800 

160,000 52,000 
- 72,000 

290,000 
- 304,800 

520,000 
49,200 

2,761,800 641,600
 

1,028,700 307,100
 

3,790,500 948,700
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TABLE 6
 
Budget by Component(Output # 2 ) 

CENTRALE D'APPROVISIONNEMENT
 

AID GON 

Technical Assistance 670,000 

2 yrs Sen. Mgmt. Advisor @ 110,000 

3 yrs Staff dev advisor @ 110,000 
12 p.m. consultants @ 10,000 

220,000 
330,000 
120,000 

Construction 2,535,000 

Office complex 200 m2 2 
Central Warehouse 1000 m 
4 dept. warehouses (500 2) 
1 dept. warehouse (300 mI) 
8 arrond. warehouse (200 m2) 
Site development 

110,000 
400,000 

1,000,000 
150,000 
800,000 
75,1)00 

Equipment 
Office equipment 
Warehouse equipment 

95,100 
64,100 
31,000 

Vehicles 128,800 

4 - 4x4 pickups @ 16,000 
4 - 2WD station wag. @ 12,000 
14 motorbikes 

64,020 
48,000 
16,800 

Training 218,000 

Long-term in U.S. (B.A.) 

Long-term Africa 
Short-term  18 mos. 

132,000 
50,000 
36,000 

Other Costs 159,200 1,341,500 

Salaries: prof. staff 4 x 7850 x 5 yrs 
Salaries: truck drivers &warehousemen 
Salaries: Aux. staff 
Salaries of participant trainees 

Building maint. and utilities 
Vehicle 0 & M 
Office Supplies 

-
79,200 
-

-
40,000 
40,000 

157,000 
22,000 

275,000 
44,000 
56,000 
787,500 
-

Sub-Total 3,806,100 1,341,500 

Inflation & Contingencies 1,722,000 600,400 

Total 5,528,100 1,941,900 



99 
TABLE 7
 

Budget by Component(Output # 3)
 

!ecmaiil Assistane 
xtmaionm Utmning adviser - 2 yr.


]btemsioua mthodolo advisor - 2 yre 
 220,000

Applied researh advisor - 4 yrs 40,000
21 p.m. of mho-t-tom comultnts 210,000
 

Construction 391.200
 
Offi;o building: offices, librmaq
 
Reproduction unit, ont. ZN (675 x2)
 

Jurighings m 2guilmet 166800
 
Office fum hing 9,000
 
Office machines and 
 72,800
 
reproduction equipmnt
 

Vehioles 240,
5 sutobiles W0,000 
7 (4x4)(one to be assigned to GenieRural)112,00O
 
Replacements in ]! 86 72,000
 

Triie1,827.000 

Long-tezm U.S.: 20 x 3 Yrs z 22,000/yr 1,332,000
lon-tern Africas 10 z 3 Yr. z 12,500/yr 375,000
Short-tern 
 120,000
 

Other Costs 354.800 1Salaries for GON professional staff 

Salaries for support staff 96,000 -
Supplies for office. and dooment unit 75,000 -Local training (lodging & subsistence) 30,000 -Operation and saint. of vehicles 153,800 -

Salaries of partioipmnt trainees  324,000

Operation and saint. of buildings - 122,500 

Sub-total 
 103 ±20 
Contingencies and inflation 
 1,6100 22 

Total 
 5,935,100 917,500
 

*Includes funds 
to provide one 4 wheel vehicle to Genie Rural.
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TABLE 8
 
Budget by Component(Output 4) 800 

Technical Asistano* 40eo
 
4 0r Technical Staff Assistant
 
12 person-months of short-term technical 
 120,000 
assistance 

Uknalment 160,000Generators 90,000 
Seed processiag equipoet and 
laboratory and warehouse equipmt 40,000
Animal traction equi omnt 30,000 

S- 4Xz4 pickups 185,000 
4 - 7 ton trucks 180,000
 
24 - motor bikes 
 28,800 

T - 3 years scholarships in US (D or NO) in 
fields of seed technolog 26.,000
10 soholarships for ohort-te training in 
seed progrm aanagement, quality control 
and technical aspects of seed preooessIa and 
equipent operations 70,000 

Other CsnAu.0 
Personnel 650,000 3900,00
Uquipuent maint. and repair 70,000 35,000
Operation of generators 65,000 30,000
vehicle eperation@ 360,000 20,000
Produetion supplies 235,000 95,000
Participant train*e salaries  52,800 

Subtotal 2.610.800 842.&00 
Inflation and contingencies 979,700 372,I0 
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Budget by Component ..(Output #5)
 

TALLE 9
 

COORDINATION AND MANAGEMENT UNIT 

AID GON 

Technical Assistance 410,000 
Management advisor 3 p.y. 210,000 
Civil engineer 2 p.y. (for support to 200,000 

Genie Rural) 
Construction 

Offices in the ESC complex (165 m 2) --

Equipment 
Inspection/control equipment for Genie Rural 35,000 

Participant Training 348,200 
2 x 3 years 133,200 
2 x 4 years(Assigned to Genie Rural) 200,000 

Technical training scholarships (2x6 mos.) 15,000 
(For Genie Rural)
 

Other Costs 698,800 214,600 
Salaries
 
- professional 150,00 

80,300 -
- support 


-- 21,600
- participant trainees 

31,000 --
Office supplies 


43,000
Maint. and utilities of offices --
O & M of vehicles (see ESU) including$50,000 237,500 

Evaluations for Genie Rural 300,000 

Preparation and reproduction of construction 
50,000 -manual for use by Genie Rural 

1,492,000 214,600
Sub-Total 

Inflation and contingency 534,500 111,400
 

TOTAL: 2,026,500 326,000
 

* Includes funds for Technical Assistance, Training,
 

Equipment and logistical support of Genie Rural
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VI. Implementation Plan 

A. Management Arrangements 

1. Overall Project Management 

At the request of the Government of Niger, the APS project and the

NCR project will be treated as a National Cereals Program (Projet Cerealier).

It is the view of the GON and the Mission that the four corponents of the
APS project plus the NCR project are critical elements in Niger's efforts
 
to achieve long-term food self-sufficiency and as such should 
be closely
coordinated. A Coordination and Management Unit (Cellule de Coordination) 
was created for this purpose during the Phase I Niger Cereals Project.
This unit now consists of a Coordinator, his deputy, an accounting officer

and secretarial support. 
 The AID Project Manager is also attached to this

unit although he is supervised by the Mission Agricultural Development Officer.
 

For the expanded Phase II project, the Program Coordination and
 
Management Unit (PCMU) will be strengthened and slightly restructured, and
 
an Inter-Ministerial Executive Committee (IMEC) will be created to set
 
broad guidelines for the program. The organigram for the IMEC and PCMU is
 
shown in Figure 4.
 

The membership of the IMEC will be as 
follows:
 

MDR 	 - Secretary General, Chairman
 
- Agriculture Service (SA)
 
- Bureau of Studies and Planning (BEPRO)
 
- Cooperative Organisations (UNCC)
 
- Rural Engineering (GR)
 
- Project Coordinator (PC)


MESR - Agronomic Research Institute (INRAN)
 
MP - Direction du Plan et PlanificatioiL (DPP)
 

The Ministry of Rural Development (MDR) will have primary responsibility

for the two projects ("Minist~re de Tutelle").
 

Liaison relationships will be maintained with the Ministries of Plan (MP)

and of Higher Education and Research (MESR). These liaisons will occur

principally at the Inter-Ministerial Executive Committee (IMEC). 
 However, 	in
 
case 
of problems not resolved at the IMEC, direct ministerial consultations
 
are provided for.
 

The IMEC will define policy and set broad substantive directives.
 
The Project Coordinator (PC), will be the executive secretary of the IMEC.
 
The PC will prepare agenda for regular quarterly (or semi-annual) meetings

of the IMEC, defining issues that require attention and resolution.
 



Y'xgure 4. 

Ork.unizatlon Chnrt. Vnr Adminintration 

of "how Combined AVI ind NCH rTojects 

YDRrmr 

[-&ecutive Secretary.
 

Cnordination and Management Unit (PCKU)
 

CoordlnRtor (N)(Executive Secretary)
 

Management Specialist (C)
 

Research Extension Liaison
 

and 1 aluation Of i'icer (C) 
Accountant (N) 

Chargi Cooperative Operations (N)
 

Ctarg Research Operations (N)
 

Charge' Agriculture Operations (N)
 

Auxiliary Personnel (N)
 

Secretary (3)
 

Chauffeur (3)
 

Laborer (5)
 

Nationnl Support for Cooperative Extension 

GerealG IJNCC Supply Training Support 

Research Center Center Center 
Pr .,ar.t 

N = Nigerien 

C = Contract Technician
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Seed Multi-i 
plication 
Program 
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The PC will recommend to the Chairman of the Committee the need for 
special meetings to resolve urgent problems wflich may arise between the
 

regular quarterly meetings.
 

The Project Coordinator will have primary responsibility for assuring
 

that the directives of the IMEC are executed and for providing direction
 

and oversight of the project implementation and evaluation. The PC will
 

be providecl a broad mandate to enable him to operate across service and 

ministeria. lines in order to achieve inter-service and inter-ministerial
 

cooperation. He will be administratively responsible to the Minister of
 

Rural Development.
 

The PC will direct the activities of the personnel listed for the 

PCMU whether they be personnel of the MDR, of INRAN, of UNCC, or expatriate. 

The Unit will have five GON professional employees, including the Coordina

tor, plus two AID-financed expatriate advisors. One advisor, the Management
 

Specialist, will be responsible for .ay-to-day administration of those aspects
 

of project implementation which directly involve AID and must be consistent
 

with AID regulations. This includes off-shore procurement, contracting for
 

technical assistance, overseas training, and construction. The second
 

advisor position is the Research-Extension Liaison/Evaluator. For the
 

first four years of the project he will be the individual primarily respon

sible for creating an effective liaison between research and extension.
 

In this capacity he will also serve as advisor to the Research-Extension
 

Liaison Office of the Extension Support Center. He will also be responsible
 

for setting up an evaluation program to measure the impact of the National
 

Cereals Program in an overall sense. This will involve coordinating the
 

evaluation program of each component as well as incorporating the results
 

of impact evaluations carried out in other parts of MDR. His TOR is
 

described in greater detail in the Appendix to Annex F.
 

The Charggs for cooperatives and for research will be detached from
 

their respective services. The post of Charge for Agriculture Operations,
 

will be filled by the Director of the Extension Support Center. The role
 

of the Charges will be to monitor implementation in their respective
 

organisations so that the PCMU will then be in a position to identify
 

problems and resolve them in an expeditious manner. This will be partic

ularly useful when the required actions are inter-service, inter-ministerial
 

or joint GON and AID. In addition to the problem solving function, the
 

ChargTs will be the main liaison between the implementing organisation for
 

each component and the U.S. implementation advisors.
 

The PCMU will also have an accounting section which will be responsible
 

for disbursement of funds provided by AID and maintaining records of funds
 

provided by the GON. As decisions are made by the IMEC that have resource
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allocation implications, this section of PCMU will prepare the budgets
 
accordingly. This section will also be responsible for submitting periodic
 
accounting reports to AID and to the various component Charges, as descriled
 
below.
 

The PCMU will have its own budget for GON personnel, technical assis
tance, equipment, training and operating expenses. A special allocation
 
will be provided for physical facilities to be constructed as part of the
 
structure for the Extension Support Center. Budget details are shcwn in
 
Part V above.
 

2. Management Arrangements for Each Component
 

As noted above, the PCMU has primarily oversight and problem-solving
 
responsibilities except for those actions that require inter-service co
ordination or direct AID involvement (e.g. preparation of PIO/Cs, PIO/Ts
 
and PIO/Ps). At the level of each component, each implementing organisation
 
will have its own implementation plan and its own management arrangements.
 
Those are described in detail for each component in Annexes D to G and
 
summarised below:
 

a. NCCT
 

The implementation of the NCCT component will be carried out under the
 
general direction of the head of the UNCC. Within the UNCC, the NCCT will
 
fall under the Training Dirision and the Chief of that division will be
 
designated NCCT Director. The technical advisor provided under this project 

will oversee the preparation of the curriculum, supervise the faculty and
 
carry out other management functions. His dealings with the PCMU on 
matters of routine implementation will be with the Charge of Cooperatives 

in the Unit. Matters requiring higher level attention will be handled by 
the head of UNCC and the Project Coordinator. Financial management will be
 

handled by the UNCC accounting section. 

b. Centrale d'Approvisionnement
 

As in the case of the NCCT, this component will be implemented under the 
general direction of the head of the UNCC. As noted in the project descrip
tion, the C.A. already exists and has a Director and staff in Niamey. The
 
organization chart for the C.A. is shown in Figure 3 of Annex E. The key
 
individuals involved in the implementation of this component will be the
 
C.A. Director and the Chief of the Inventory Mangement Division. They will
 

be 	responsible for following the contruction progress and, with the assistance
 
of two project-funded technical advisors, for carrying out changes in
 
procurement, distribution and inventory management systems. As with NCCT,
 
the Director of the C.A. will deal with the Charge for Cooperatives on
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routine implementation matters and the head of UNCC will deal with the
 
PC on matters requiring higher level attention.
 

c. The Extension Support Center (ESC) 

This activity will be implemented under the direction of the Director
 
of Agriculture in MDR. The day-to-day management of the Center will be
 
reslt-nsibility of the Chief of the Agr!.cultural Extension Section of the
 
Agriculture Service who will also be Director of the ESC. The organisational
 
structure is shown in Figure 2 of Annex F. Under the Director of the ESC
 
will be four divisions: documentation, training, methodology and extension
research liaison. Each division will have its own professional and support
 
staff and the last three will have full-time expatriate advisors funded by
 
this project. This component which is central to the implementation of the 

National Cereals Program will have particularly close ties to the PCHU since
 
the Director of the ESC will also be the Chargg of Agriculture in the PCMU.
 

d. Seed Multiplicati~n Program
 

This component will be implemented under the general direction of the 
Director of Agriculture. As noted in the project description, a major 
activity under this component will be the creation of a National Seed Office 
in the Agriculture Service. This office wl.I I he headed by a profesionnl
 
seed technician who will be supported with auxiliary staff. His role will
 
be to provide national-level management for the GON seed production program
 
and implement the other changes discussed in the Project Description.
 

e. Genie Rural
 

Since construction is such a major element of this project, special
 
arrangements will be made to assure the satisfactory and timely completion
 
of buildings to be constructed. An individual within Genie Rural will be
 

assigned to the National Cereals Program. He will deal directly with the
 
organisations implementing each component as well as with the PCMU. The
 
head of the PCMU will deal directly with the head of Genie Rural on matters
 
that require high level attention.
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B. 	Implementation Schedule
 

The schedule of activities under this project will be determined
 
to a large extent by the construction schedule which in turn is partly
 
determined by funding availabilities. The NCCT, the C.A. office
 
complex and central warehouse and the ESC will be constructed in
 
FY 1982, and the department and arrondissement-level warehouses will
 
be constructed in FY 1983 and 1984 respectively. A more detailed
 
schedule of construction related activities is presented below.
 

Action Date
 

IFB for NCCT April 1982
 

IFB for offices and central and two department
 
warehouses for C.A. April 1982
 

IFB for Extension Support Center April 1982
 

Contractor selected for NCCT July 1982
 

Contractors selected for C.A. and ESC July 1982
 

Construction starts for NCCT August 1982
 

Construction starts on C.A. and ESC August 1982
 

Construction completed on NCCT March 1983
 

IFB for remaining C.A. warehouses March 1983
 

Construction completed on C.A. and ESC 	 June 1983 

Start of construction of department warehouses October 1983
 

Completion of department warehouses April 1984
 

Start of construction on arrondissement warehouses October 1984
 

Completion of construction of arrondissement
 
warehouses 	 July 1985 

The detailed schedule of activities other than construction for
 
each component is presented in Annex D to G. The major activities
 
for each component are listed below. It is assumed that the Grant 
Agreement will be signed by December 1981. 
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Activity Date Resposibility 

NCCT 

PIO/T for TA contract January 1982 USAID 

NCCT faculty is selected January 1982 GON 

PIO/C's for NCCT equipment issued February 1982 USAID 

Selection of TA Contractor April 1982 CON, AID/W and 
USAID 

Arrival of Cooperative Training 
Advisor May 1982 Contractor 

Revision of cooperative training
curriculum starts May 1982 UNCC 

First participants depart for U.S. June 1982 USAID 

Training at NCCT begins February 1983 NCCT 

ist interim evaluation of NCCT March 1983 MDR/USAID 

Full schedule of short-term training
of cooperative officials developed October 1983 NCCT 

Short-term training of cooperative 
officials starts on experimental
basis November 1983 NCCT 

Graduation of first NCCT class January 1984 NCCT 

2nd interim evaluation of NCCT March 1985 MDR/USAID 

First participants return from U.S. June 1985 AID/W 

Cooperative Training Advisor departs January 1986 Contractor 

C.A. 

Vehicles ordered January 1982 USAID 

Recruitment of Senior Management
Advisor May 1982 Contractor 

Departure of 1st participant to U.S. June 1982 USAID 
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Arrival of Senior Management Advisor August 1982 Contractor 

PIO/C's for office and warehouse 
equipment issued October 1982 USAID 

Recruitment of Staff Development 
Advisor begins January 1983 Contractor 

First report of Senior Management 
Advisor on C.A. management structure March 1983 Contractor 

Arrival of equipment 
and warehouces 

for offices 
June 1983 USAID 

Implementation of first management 
changes in C.A. o/a June 1983 UNCC 

Arrival of Staff Development Advisor August 1983 Contractor 

Assignment of 
Departments 

C.A. Representatives to 
January 1984 UNCC 

Start of 
Unit 

training by Mobile Training 
March 1984 C.A. 

Return of first trainees from abroad June 1984 USAID 

Special evaluation of C.A. component September 1984 USAID 

Departure of Senior Management 
Advisor October 1984 Contractor 

Extension Support Center 

Head of Training Unit appointed January 1982 MDR 

Recruitment of Training Advisor and 
Extension/Research Liaison Advisor April 1982 Contractor 

Arrival of Training Advisor June 1982 Contractor 

Short-term information Specialist 
arrives to make plans for 
Documentation Center July/August 1982 Contractor 

Formulation of in-service training 
program June/December 1982 MDR/Training 

advisor 
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Head of Extension/Research Office 

appoin ted Jte 1982 MDR 

Participant Training Plan for 30 
participants prepared July 1982 MDR 

Arrival of Extension/Research 
Liaison Advisor July 1982 Contractor 

Program of Extension/Research 
Liaison developed July-December 1982 MDR/INRAN 

Recommendations to improve 
Research/Extension Liaison October 1982 MDR/Ext. Res. 

Advisor 

Implementation of 1st cycle of 
extension training Jan-May 1983 MDR 

Start of Extension/Research Liaison 
Program January 1983 MDR/INRAN 

Assign Chief of Documentation Center April 1983 MDR 

Return of Information Specialist May 1983 Contractor 

Arrival of long-term Extension 
Methodology Advisor October 1983 Contractor 

Documentation Center operational October 1983 MDR 

Analyses of Extensica Methodologies 
begins Nov. 83-Mar. 84 MDR/Advisor 

Evaluation of results of ist in

service training cycle November 1983 MDR 

Departure of Training Advisor June 1984 USAID 

Evaluation of Documentation Center September 1984 MDR/USAID 

Evaluation of Extension/Research 
Liaison December 1984 MDR/USAID 

Evaluation of the Training Unit October 1984 MDR/USAID 

Seed Multiplication Center 

Arrival of PCV's for SMC's September 1981 PC/USAID 

National Seed Office decreed and 
staffed January 1982 GON/MDR 
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Technical Staff Assistant begins work January 1982 GcN/MDR 

First 2 candidates depart for U.S. 
training 


Agronomy consultant arrives for 
6 weeks 


Second 2 candidate3 for U.S.
 
training depart 


Short-term management and financial 
consultants arrive 

Seed processing consultant arrives 


Participants for first short course
 
in seed technology depart 


Arrival of replacement equipment
 
for SMC. 


Evaluation of PCV's and decision
 
on continuation for two more
 
years 


Schedule of short-term consultancies 
is repeated in 1983 and 1984 

Trainees dcpart for short-term
 
training in seed technology 


Special evaluation of the Seed
 
Multiplication Program 


Trainees depart for short-term
 
training in seed technology 


February 1982 MDR/USAID 

June 1982 Contractor 

July 1982 MDR/USAID 

August 1982 Contractor 

September 1982 Contractor 

October 1982 MDR/USAID 

February 1983 USAID 

April 1983 MDR/USAID 

January 1984 MDR/USAID 

March 1984 MDR/USAID 

January 1985 MDR/USAID 

The schedule for long-term technical assistance is summarized below 
to provide a clearer presentation of actions related to this input. 
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Five PCV's for Seed Multiplication 
Centers September 1981 2 

PIO/T for TA Contract January 1982 -

Management Specialist in PCMU 
(if local hire) January 1982 3 

Technical Staff Assistant to 
National Seed Office (local 
hire) January 1982 4 

Selection of TA Contractor April 1982 -

Cooperative Training Advisor 
to NCCT 

Extension Training Advisor to ESC 

May 1982 

June 1982 

4 

2 

Management Specialist 
contractor) 

in PCMU (if 
July 1982 

Extension/Research Liaison Advisor 
for ESC and PCMU 

Senior Management Advisor to the C.A. 

July 1982 

August 1982 

4 

2 

Staff Development Advisor to the 
C.A. August 1983 3 

Extension Methodology Advisor to 
ESC October 1983 2 
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C. Procurement Plan
 

1. Technical Assistance
 

The long-term technical assistance for this project will be
 
obtained under several contracts. Sixteen of the twenty-six person
years of long-term technical assistance plus all 53 person-months
 
of short-term TA requirements will be provided by a single AID
financed host country contract with a U.S. private firm.
 

The contracting firm will be expected to furnish the services 
of the Cooperative Training Advisor (NCCT), the Senior Management
Advisor (CA), the Staff Development Advisor (CA), the Applied Research 
Advisor (PCMU). This latter individual may be hired locally under this 
contract. The contractor will be required to supply 53 person
months of short-term TA services as follows:
 

NCCT 
- 2 person-months per year from 1982 to 1985 to develop 

training and materials and to evaluate the impact of NCCT 
training at the cooperative level: 8 months total. 

CA 
- 3 person-months per year beginning in 1983 to analyze 

inventory management, transport planning and financial 
management issues: 12 months total. 

ESC 
- 3 person-months per year from 1982 to 1985 for an infor

mation specialist to help establish the documentation
 
center; 12 months total. 

- 9 person-months of short-term consultants services to
 
establish a library system and to provide other 
specialized technical support. 

Seed Multiplication 
- 3 person-months agronomist: 6 weeks in 1982 and 6 weeks in 1983. 
- 3 person-months seedprocessing: weeks in 1982of 6 and 

6 weeks in 1983, 
- 3 person-months of management advisor in 1982 and 1984. 
- 3 person months of short-term services to develop
 

seed quality control system in 1983. 

The solicitation of technical proposals, the analysis of the 
proposals and the final selection will be conducted by the GON with 
close USAID/Niger and REDSO/WA assistance. This procurement action 
along with the one to obtain the services of Purdue University, will 
be the largest AID-financed host country contract to date. As such, 
the process will be a major learning experience for both the GON
 
and the USAID Mission. Every effort will be made to keep delays and
 
misunderstandings to a minimum. 
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Two separate host country contracts will be negotiated for
 

long-term technical assistance services from two individuals
 

currently in Niger fulfilling implementation responsabilities in
 

AID-financed projects. Local contracts will provide the services
 

of the Technical Staff Assistant (4 p.y.) and a Civil Engineer (2 p.y.).
 

A third contract will be signed with Purdue University for
 

the provision of four person-years of services of an Extension
 

Training Advisor and an Extension Methodology Advisor for the
 

Extension Services Center. As this contract will be let on a
 

non-competitive basis, a waiver request justifying such an
 

action has been included in the Annexes.
 

-.. Direct disbursement procedures will be used for both the 
U.S. dollar and the CFA payments under the main contract. Separate 

invoices for dollar expenses and CFA expenses will be submitted 

monthly by the contractor to the appropriate PCMU charge for 
certification. Following approval by the Project Coordinator, they 
will then be forwarded to the USAID project manager for adminis
trative approval and then forwarded to the USAID Controller for
 

verification and payment. Actual payment will be made either by
 

CFA or U.S. dollar check prepared by the Regional Finance Office
 

in Paris.
 

The direct disbursement procedure has several advantages
 

over the Commercial Bank Letter of Commitment and the AID Direct
 

Letter of Commitment: a) there will be no banking charges normally
 

associated with a Bank Letter of Commitment and related Letter of
 

Credit, thereby providing a significant savings over the five year
 

life of project; b) although the direct payment procedure adds
 

approximately two additional invoices and checks per month to the
 

work load per contract of the Mission Controller's Office, the
 

record keeping requirements are no more than when an AID Direct
 

Letter of Commitment procedure is used; and c) current disburse

ment data will be available to the project manager two to three 
months earlier than if the Direct Letter of Commitment procedure
 
were used.
 

2. Commodities and Equipment 

The list of commodities and equipment, including vehicles,
 
to be procured under this project is shown in the tables on the
 

following pages.
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EQUIP)MET COMMODITIES ASD VEHICIM 

NATIONAL CETER FOR 
COOPERATIVE TRAIn 

Qantity 
uri 

Unit 
Coat (3) 

Total 
Cost 

Source 
Code 

Office Furnishings: 

Directors Office 1 3,000 3,000 000 

Secretary's Office 2 3,500 7,000 " 

Faculty and TA Offices * 4 2,500 10,000 " 

Coop Official Trainers* 2 2,000 4,000 " 

Cafeteria & Dormitory * 2 2,000 4,000 " 
Furnishings for Conference Rook/ 

Library** - 10,000 6,000 " 

Beds and Mattresses 80 120 9,600 " 

Classroom Desks and Chairs 40 100 4,000 " 

Cafeteria Tables and Chairs 20 200 4,000 " 

Cafeteria Counter - 5,000 5,000 " 

Kitchen (Stove, Refrig., Freezer, Sink) - 6,000 6,000 " 

Audio-Visual Equipment - 25,000 25,000 " 

Agricultural Equipment - 10,000 10,000 " 

Furnishings for Houses 2 8,000 16,000 " 

Office Equipment (Elec. Typewriters, 
Calculators) - 5,000 5,000 

Vehicles (188,000) 

Four Wheel Drive 6 16,000 96,000 935 

Automobile 1 12,000 12,000 to 

Bases 2 40,000 80,000 000 

TOTAL 306,600 

• These figures are based on the estimate used for government offices and
 
scaled down to reflect the small size of offices and less expensive grade
 
of furnishings. 

** Assumed to be one-fourth the size and cost of the library and conference 
room facilities for the ESC.
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PIHCURE2EWT LIST 

BVIPME., COODITIES AND VEHICIES 

CENTRALE D'APPROVISIONN T Quantity Unit Totalt, 0ne 

-0s co t .1.4' 03I de1IA '~ 

Office Fi-rnishir.: 

Professional Offices 

Secretarial Offices 

Electric Typewriters 

Misc. Office Equip. (eg. Calculators) 

Copier 

Mimeograph Unit 

Safe 

8 

3 

3 

-

1 

1 

1 

3,000 

3,500 

1,200 

8,000 

12,000 

5,000 

34,000 

10,500 

3,600 

1,000 

8,000 

12,000 

5,000 

000 

to 

if 

to 

o 

if 

" 

Warehouse Equipment 

Platform Scales 

Misc. Tools for Warehouse 

14 

-

1,500 

10,00 

21,000 

10,000 

" 

" 

Vehicles 

Automobiles 

Motorbikes 

4 Wheel Drive Pick-ups 

Replacement of Vehicles in 1986 

Replacement of Motorbikes 

2 

7 

2 

4 

7 

12,000 

1,200 

16,000 

14,000 

1,200 

24,000 

8,400 

32,000 

56,000 

8,400 

935 
" 

" 

" 

" 

TOTAL - 223,90 

SEED MULTIPLICATION PROGRAM 

Generators 6 15,000 90,000 000 

Replacement Parts for Seed Processing 
Laboratory and Warehouse Equipment* 

Animal Traction Equipment Units 

-

60 500 

40,000 

30,000 

to 

935 

Production Supplies 

Fertilizer 36MT/yr. x 5 

Crop Protection (810,000/yr.) 

Vehicles 

180 600 108,000 

50,000 

000 

4.Wheel Drive Pick-ups 

7 Ton Trucks 

8 

4 

16,000 

45,000 

128,000 

180,000 

935 

000 

Motorbikes 24 1,200 28,800 935 

• Assumes replacement parts equal to 2% of initial investment, adjusted
 

for inflation.
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FNUT'MENT, COMoDIO. s AND 

Quantity
XENsi0qUPPORT ( N'ER & PCW 

Office Furnishings
 

Professional Offices 14 

Secretarial Offices 6 


Furnishings for conference room 1 


Furnishings for Library 1 


Electric typewriters w/transoform- 6 

ers.
 

Desk calculators 10 


Hand calculators 14 


Copier 1 


Copier 2 


Mimeograph Unit 1 


Projector 1 


Overhead Projector 1 


Screen 1 


Photo Lab 
 1 


Offset Printer w/accessories 1 


Drafting equipment unit 1 


Vehicles
 

Automobiles 5 

4-wheel dri.ve vehicles 7 

Replacements in 1986 5 


TOTAL 


VEELES 

Unit 
Cost ($)
(1981) 


3,000 
3,500 


14,000 


17,000 


1,200 


200 


40 


8,000 


12,000 


12,000 

500 


500 


100 


1,500 


16,000 


400 


12,000 

16,000 


14,500 
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T 
otal Source 
Cost Code
 

42,000 000 
21,000 i
 

14,000
 

17,000
 

7,200
 

2,000
 

560
 

8,000
 

24,000
 

12,000
 

500
 

500
 

100
 

1,500
 

16,000
 

400
 

60,000 935
 
112,000 "
 

72,000
 

410"7#0 
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EQUIPMEg ,.COWPTW _ AND VEHICLES Cont. 

MTvESION SUPPORT CETER & PCXU Quantity 
Unit 

Cost (S) 
(1981) 

Total 
Cost 

Source 
Code 

Details on Furnishings: 

Professional Office 

Desk and Chair 

Straight Chairs 

Armchairs 

work table 

Book Case 

Air Conditioner 

Cabinet 

'4anual Typewriter 

Miscellaneous 

1 

2 

3 

1 

1 

1 

1 

1 

530 

50 

200 

130 

170 

650 

170 

330 

530 

100 

600 

130 

.170 

650 

170 

330 

320 

000 

" 

Secretarial Office 

Desk and Chair 

Straight Chairs 

Arm chairs 

Work Table 

Storage Cabinet 

Bookshelf units 

Filing Cabinets 

Air Conditioner 

Miscellaneous 

1 

2 

2 

1 

1 

4 

4 

1 

400 

50 

200 

130 

170 

170 

150 

650 

400 

100 

400 

130 

170 

680 

60C 

650 

550 

Confereuice Room 

Tables 

Chairs 

Projection Room 

Audio Equipment 

Air Conditioners 

Ifis cellaneous Equipment 

10 

60 

4 

150 

50 

650 

1,500 

3,000 

3,000 

3,000 

2,600 

1,000 

000 

" 

" 

-

to 
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EQUJPN!.COShYI D VMC lS Cont. 

Uni t T t l S u " 
ETEION SUPFORT CWITR & POKU Quntity ot (8) Totl orode 

(1981) ot Code 

Details on Furnishings: 

Library 

Shelves 20 200 4,000 000
 

ftbles 5 150 750 it 

Chairs 20 50 1,000
 

Catalog File 1 200 200 " 

Desk Pnd Chair 1 300 300 "
 

Typewriter 1 1,200 1,200 "
 

Air Conditioner 2 650 1,300 " 

Copier 1 8,000 8,000 "
 

Note: The PCE accounts for:
 

- 25% of the building and the office furnishings and equipment.
 

- 1 automobile and 4 (4x4) vehicles.
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3. Construction.
 

Construction requirements for this project will be fulfilled by
 
tapping the local construction market as done under the NDD project.
 
Local constructors, however, introduce an element of uncertainty. The
 
timing of activity is difficult to anticipate due to the very tight
 
construction market in Niger and the frequent absence of building
 
materials on the local market. Preference will be given to reputable,
 
competitive Nigerien firms over European firms when firms are selected
 
under the regular IFB process.
 

Recent Mission experience indicates that 2 to 3 months should
 
be allowed for the preparation of the IFB documentation, and 3 to 4
 
months for the publication of the IFB, selection of firms and signing
 
of contracts. These time periods assume that a good relationship exists 
between the responsible MDR engineering office, Genie Rural, and the 
project and that the project is making a major effort to push things 
through. Otherwise, the whole process can take considerably longer. 

Building times vary according to the size and number of buildings,
 
but it is expected that the construction time for any given contract 
should not be over 7/8 months. These time periods can usefully serve as 
a general "rule of thumb" for planning purposes but in reality, the 
Nigerien construction market and the overburdened GON engineering services 
indicates that the project inplementor should be prepared to encounter
 
wide variances fic~m the rule, and with construction costs. Total cost
 
of the construction is estimated at $3.5 million at 1981 prices.
 

4. The Project Management Support Unit
 

The Project Management Support Unit (PMSU) of the Mission backed
 
up by the technical resources of REDSO/WA will be available to assist
 
the USAID Project Coordinator and PCMU in procurement, participant
 
training and contracting activities. A direct-hire Management Officer
 
currently directs this unit, and working under him, are two direct-hire
 
U.S. employees (a training officer and an assistant) and several local
 
hire employees serving as translators and typists. However, the Project
 
Coordination and Management Unit (PCMU) of the APS project will have a
 
considerable capacity for handling its own administrative tasks, parti
cularly in the area of procurement. The PCMU and the PSMU expect to 
collaborate closely in order to meet the requirements for obtaining 
engineering and construction services as well as other contracting 
actions.
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D. Evaluation Plan
 

1. Overall Project
 

At the overall level, this project will be evaluated in con
junction with the National Cereals Research Project. These two projects 
together address the major national-level institutional constrainsts 
to increased agricultural production. The PCMU provides the mechanism 
for coordinating the group of interventions so as to maximize the long
term impact on agricultural development. The project design calls for
 
a Management Advisor to the PCMU responsible for evaluations. One of
 
this person's responsibilities will be to design an evaluation program
 
that will measure the extent to which national-level constraints are
 
alleviated and the impact this has on agricultural production and farm
 
incomes. The Management Advisor will coordinate his evaluation respon
sibilities with those advisors in the individual components who also 
have evaluation responsibilities. 

As noted in the Project Background section, the impact of 
improved national institutions in Niger takes place in the short term 
through the regional productivity projects. At present, these projects 
are often constrained by factors that can only be addressed at the 
national level. Thus in one respect, the success of the APS and NCR
 
projects will be seen in the increased effectiveness of productivity
 
projects, whose objectives are to increase agricultural productivity
 
in their respective region. 

The approach that will be taken in evaluating the overall impact 
of this project at the farmer level will be to utilize studies and 
evaluations carried out by the evaluation units of the productivity 
projects and special studies carried out by other organizations such 
as the Rural Economy Section of INRAN and the Monitoring and Evaluation 
Unit (BEPRO) in MDR. Analytical tools will be developed to measure 
relationships between the interventions of the APS and NCR projects
 
and progress in rural areas. The organizational arrangements for these
 
evaluation activities will be made by the evaluation advisor to the
 
PCMU soon after his arrival in early 1982. The final project evaluation
 
will take place in December 1986.
 

2. Individual Components :
 

With respect to the individual components, evaluations will be
 
conducted on two levels. One will be on-going evaluations dealing 
mainly with monitoring project outputs and inputs and making scheduling 
and design changes as appropriate. Information gathered and actions
 
taken as a result of these evaluations will be presented in the Annual
 
Reports of the APS project which will have a section for each of the
 
project components. The Project Coordinator is responsible for the
 
production of this Annual Report. The other type of evaluation will
 
focus on whether the purpose of each component is being achieved and
 
whether the project was appropriately designed for the achievement of
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the purpose. These evaluations will occur mid-way through the implementa
tions of each component and, for some components, also at the end of the
 
project, and will usually be performed by individuals or firms not
 
directly associated with the project. The final design and implementation

of the evaluat. )n plans will be the joint responsibility of the direc
tors of each component and the evaluation advisor to the PCMU in
 
consultation with USAID/Niger. Funds for the special evaluation inclu
ding any required surveys are included in the PCMU budget. The evaluation
 
arrangements for each of the components are summarized below.
 

a. NCCT
 

The on-going evaluation system will collect and analyze data on
 
the following subjects :
 

" Number of UNCC agents and-cooperative officials receiving 

training
 

" Number of hours taught per subject
 

" Material presented for each module 

" Results of skill testing, both interim and final 

" Cost data for each type of training activity
 

" 	Instructor performance data
 

" Profile data on each of the UNCC agent trainees and annual
 
follow-up data on what work they are doing and where
 

The periodic evaluations are designed to maintain the focus of
 
NCCT and UNCC decision makers on the purpose of the component, the
 
development of capability of local cooperative officials for managing

diversified cooperative service delivery. Interim evaluations will be
 
conducted in March 1983 and in March 1985. These evaluations will deal
 
with the following areas : 

* 	Levels of field performance of NCCT-trained field agents 

* 	 Participation and performance of cooperative members at conti
nuing Education Centers 

* 	 Degree of participation of cooperative officials in the 
management of the cooperative 

* 	Range of activities undertaken by cooperatives tcluding 
marketing, input distribution, credit, agricultural extension,
 
literacy training and production activities.
 

This information relates specifically to the benefits that are
 



123
 

projected to be achieved as a result of this component of the APS project. 
(see the logical framework for the NCCT, Annex A). To measure progress,. 
it will be necessary to obtain baseline data on each of the above indicators.
 
Data is already available on the range of activities undertaken by each
 
cooperative but surveys will need to be conducted on the other three aspects
 
to be evaluated. Since such information is of interest not only to the
 
NCCT but to the UNCC and the MDR, it is expected that the necessary
 
surveys will be conducted under the supervision of the MDR's Project
 
Mcnitoring and Evaluation Unit (BEPRO).
 

b. Centrale d'Approvisionnement
 

At the output level, this component consists primarily of increasing 
the capacity and efficiency of the GON organizations primarily responsible 
for the distribution of agricultural inputs. Indicators of progress will 
be 

* increased quantities of agricultural inputs procured and
 

distributed
 

* improvements in the timeless of deliveries
 

• reduced operating costs 

• better financial control and improved cash flow 

This information is now routinely gathered, although belatedly
 
published by the Centrale d'Approvisionnement. Improvements in the above 
indicators are to be achieved by an expanded and strengthened logistic 
network and improvements in the management system. The C.A. Annual Report 
will Indicate progress and will discuss management improvements that 
have been instituted during the previous year. 

A special evaluation will be carried out in September 1984. Although 
measuring improvements in the delivery of agricultural inputs is a fairly 
straightforward exercise, analysing the cause& of shortfalls can be quite 
complex. Many other organizations are involved including tr- Ministry 
of Finance which provides funds for subsidies, the CNCA which provides 
credit', the manufacturers of farm implements and, finally, the productivity 
projects which may be purchasing some or all of their inputs through the 
C.A. Even within the UNCC, there may be complex institutional reasons
 
why certain management improvements are not implemented. Furthermore,
 
the long-term viability of the C.A. depends in no small measure on the
 
viability of the technical packege which is the basis for input demand.
 
The evaluation scheduled for September 1984, will analyze these issues in
 
assessing the extent to which the C.A. is succeeding in increasing the
 
availability of agricultural inputs at the farm level.
 

c. Extension Support Center
 

The elements of this component that will require special evaluations
are : the documentation center, the in-service training activity and 
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extension-research liaison. The documentation center will be evaluated 
by *n information specialist in September 19841 one year after it is 
Hclcfdtki to become. fully oporational. The evaluation will focus on the 
functionning of the centerm the quality of the materials being produced 
and the delivery and use being made of the materials. The results of 
this evaluation will be studied by the IHEC and the PCMU and changes 
will be made as appropriate. 

The evaluation of the training unit will take place in October 1984.
 
This eval,iation will be based primarily on direct observations by the
 
evaluators of extension agents in the fields. Both the relevance of the
 
subjects being taught and the ability of field agents to apply the
 
information in their daily work will be studied.
 

Finally, in December 1984, the extension-research liaison office 
will be evaluated. Establishing effective liaison between research and 
extension has always been extremely difficult in developing countries. 
Both research and extension personnel must be strongly committed before 
concrete results can be achieved. Two years after a program will have been 
agreed on by MDR and INRAN, an outside evaluation will assess how well it
 
is functioning. This evaluation will be reviewed by the IMEC andm if
 
necessary new directives to the two organizations involved will be issued.
 

d. Seed Multiplication Program
 

This program has been the subject of annual evaluations under the
 
Niger Cereals Project. Annual Reports are available which show levels
 
and costs of production at the Foundation Seed Farm and the SMCs. These
 
reports also contain data on production by contract farmers and on 
varieties of seeds produced. The major implementation problem are well 
known and documented. Under the APS project this close monitoring of 
implementation will continue. In addition, a special evaluation will be 
carried out in March 1984, two years after the establishment of a 
National Seed Office and the assignment of PCVs at the Centers. The 
evaluation will focus on the effectiveness of the National Seed Office 
the linkage between the Seed Multiplication Program and INRAN on the one
 
hand and the extension program on the other ; the efficiency and cost
effectiveness of the SMCs and the contract 
farmer network ; and the
 
receptivity of farmers to the varieries being mutiplied. 

3. Evaluation Schedule
 

Interim evaluation of the NCCT 
 March 1983
 
Special evaluation of the SMP 
 March 1984
 
Special evaluation of the CA 
 Sept. 1984
 
Evaluation of the ESC's Documentation Center Sept. 1984
 
Evaluation of the ESC's Training Unit 
 Oct. 1984
 
Evaluation of the ESC's Extension-Research Liaison Office Dec. 1984
 
Interim evaluation of the NCCT 
 March 1985
 
Final Project evaluation Dec. 
 1986
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VII. Conditions and Covenants
 

The Mission, in consultation with the REDSO Legal Advisor,
 
recommends the following conditions precedent to any disbursement
 
under the Project Agreement : 

1. Prior to any disbursement under the grant or the issuance 
of any commitment documents pursuant to which disbursement will be
 
made, the Cooperating Country shall furnish to AID in form and 
substance satisfactory to AID, evidence that a National Seed Office 
has been established and delegated all necessary authorities to 
formulate seed policy.
 

2. Prior to any disbursement under the grant or the issuance
 
of any commitment documents pursuant to which disbursement will be 
made, the Cooperating Country shall furnish to AID in form and 
substance satisfactory to AID, evidence that a Nigerien Project Coor
dinator has been assigned and delegated all necessary authorities
 
required to implement the project. 

The Mission and the REDSO Legal Advisor also recommend the
 
following covenants to the Project Agreement: 

1. The Government of Niger covenants to provide to the Project 
those personnel necessary to the operations of an effective Project 
Coordination Management Unit within 120 days following execution of 
the Project Agreement and to assign those personnel for a periud of 
not less than three years. 

2.The Government of Niger covenants to provide to the Project 
those personnel necessary to the operations of an effective and
 
permanent Extension Support Center within 120 days following execution
 
of the Project Agreement and to assign those personnel for a period 
of not less than three years. 

3. The Government of Niger covenants to make available on a 
timely basis through the Genie Rural Office of the Ministry of
 
Rural Development sufficient financial and human to carryresources 
out the physical construction requirements of the project and to
 
implement those construction actions identified in the Project
 
Description of the Project Agreement.
 

4. The Government of Niger covenants to purchase those seeds 
produced at the Seed Foundation Farm, the Seed Multiplication Centers 
and contract seed growers for utilization in the departmental pro
ductivity projects at a price to be established annually by the Seed 
Council before the beginning of the planting season. 
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5. The Government of Niger covenants assign a
to 

representative of the Centrale d'Approvisionnement to each
 
department, such representatives to be responsible to the
 
CA's headquarters in Niamey. The Government also covenants
 
to review the structure of the CA and make appropriate
 
modifications as necessary.
 

6. The Government of Niger covenants to establish
 
within 60 days following execution of the 
Project Agreement
 
an accounting system capable of recording the monetary
 
contributions of both parties and of 
maintaining auditable
 
records on their expenditure.
 

7. The Mission also recommends the following

special covenant: The Government of Niger convenants to
 
continue to examine its policies with respect 
to subsidizing

agricultural inputs, agricultural products pricing and
 
consumer prices 
for basic food grains. It is understood
 
that the Government of Niger intends to phase down input

subsidies beginning in late 1981 or crop year 1982 and to
 
continue to do so 
in order that input prices gradually
 
reflect genuine economic costs in a fashion consistent
 
with the Republic of Niger's objective of spreading improved
 
technologies to the 
maximum number of farmers. Similarly,

the Government of Niger has 
recently significantly raised
 
official farmgate prices for principal food crops and
 
covenants to continue 
to review and adjust such prices to
 
ensure that farmers increasingly receive a fair market
 
return for their production.
 



ANNEX A 
AID ,O2o-2B (,-TZ PROJ ECT DESIGN SUMMARY 	 Life of Project:

LOGICAL FRAMEWORK 	 From FY 82 to Fy 86 
Total U. S. Fundin $10, 634,000 
Date Prepared% tober 8. 1931

Project Title & Number: Niger Cereals Research, 683-0225 

NARRATIVE SUMMARY OBJECTIVELY VERIFIABLE INDICATORS MEANS OF VERIFICATION IMPORTANT ASSUMPTIONS
 
Program or Sector Goal: 
 The broader objective to Measures of Goal Achievement: Assumptions far achieving goal targets:which this project contributes: 	 Increased crop production, quantity Lack of chronic food shortages as Rains arrive on time and in quantitiesand variety of crops marketed, put- evidenced by:


To assist Niger in achieving self- chases of basic goods and reduced a. stable food prices, needed.

sufficiency in food production and seasonal migration. 
Improved b. positive balance of trade in basic tiv fr farmesimprove rural standards of living, nutrition, literacy, soil conservatior food items, tie for farmers. 

and general skills level. c. volumes of food items marketed as local The marketing system maintains cur
markets and stored on and off-farm, rent level of efficiency. 

d. project records and surveys as compare self-sufficiency remains high. 
to baseline data collected under
 
Phase I.
 

Project Purpose: 	 Conditions that will indicate purpose has been Assumptions for achieving purpose:To develop the capacity of INRAN to achieved: End of project status. 1. Annual reports of INRAN 1. Adequate INRAN budgets 	 conundertake cereals research programs l. Three major 	research programs 2. 	 On-site inspections tinuewhose results can be disseminated to established: 
 3. 	Research publications 2. Other donor support does not
farmers via the extension and cooperative a. Crop Improvement Research for 4. Extension commnications decrease significantlysystem, millet, sorghum & cowpeas; 5. Contractor reports 3. Extension programs develop
b. Cereals production system 6. Changes in extension package capacity to utilize more 

in two ecological zones; content over time & by region. information. 
c. 	 Farming systems research in . 4. 	Inputs are available to
 

two departments 
 producers.

2. 	Strengthened administrative, technical and support funitions enhancing 

the productivity of the INRAN orgazization and the scirntists working for it
3. 	 Established linkages with national & international research organizations.

Outputs: 	 Magnitude of Outputs: Assumptions for achieving outputs:1. 	 Growth and development of INRAN's 1. -Analysis of reorganization needs 1. -INRAN and contractor reports 1. INRAN accepts idea of intercapacity to administer and manage conducted -On-site evaluation 	 disciplinary research effortsits 	research program, its resources -Budgeting subjected to analytica3 -Site visits 2. 	 GON provides adequate financialand 	its linkages to other institutions studies 
 -Examination of selected productiviL, resources to INRAN
 
-Fiscal management partially project reports 	 3. INRAN can identify and release 
decentralized 
 sufficient numbers of individuals
-20 	 Academic Training programs in for 	training.
the U.S. completed or underway 4. Cooperation with GON's extension 
-15 short term training programs programs is forthcoming.
completed in the U.S. or 3rd 
countries
 
-]2 	In-service training programs
Inputs: held for INRAN staff Assumptions for providing inputs: 
-Applied research staff of
 
productivity projects are partici
pating in INRAN research
 
-Productivity project staff test
ing research results for applica
tion 
-Program of comunication to
 
extension expanded 
-INRAN staff provided feedback
 
through participation in testa/

demonstrations at CPTs, etr.
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AI 1020-28 (1-721 PROJECT DESIGN SUMMARY 
DRAn! LOGICAL FRAMEWORK 

HATICEL CENTER FR COOPERATIVE LRAIUIJG 
Project tl. &Numbe. AGRICULTURAL PRODUCTICK SUPPORT 7A'S-

NARRATIVE SUMMARY 
Progam or SectorGoal: Thebroader objeaive to 
which this projet contributes: 

To improve agricultural productivity
and increase incomes of rural sector 
families 

Poject P:rpose: 
To improve the capability of local 
level cooperative officials for manag-cooperative service delivery whichbenefits members of those cooperatives
bnftsc ryim hbe ofres cooati, 
particularly in the areas of marketing,
distribution of agricultural inputs,
provisions of credit, and continuing 

education, 


Ol. 	 r ionof a at Center for
Cooperative Training (NCCT) 

2.Quaified cooperative development 
training staff 

3.Basic and In-service Training for 
field level coop service agents

4.Short-term skills training for local 
cooperative officials 

5.Continuing education training for 
cooperative members 

6.System of control and evaluation of 
training activities. 

Inputs 
1. 	 Personnel: 

a) A 

b) 0(11 

2. 	 Participant Training 
a) Long-Term (U.S.) 

b) 	 Short-Term (Third Country or U.S. 

3. 	 Training Centre - Construction 

4. 	 Commodities and Equipment 

5. 	 Operating Coats 

OBJECTIVELY VERIFIABLE INDICATORS 

Memurs of GoalAchiewment: 


Increased production of cooperativei
Increased income of cooperative 
members 
Increased capacity to generate and 
implement locally initiated rural 
development activities 

Conditions that will indate purpose hasbeen 
adeeved: Endof pojctsatus. 

Increasing responsibility for managiz
oort"ve service delivery will beted from UNCC field agents to 
local level cooperative officials. 
ncreased nmber of cooperatives whi 

offer members input supply, credit 
continuing education, consumer goods 
artisan production services as well 
as basic marketing services.
Increased capability of coc,,eratives 
for performing service delivery 
effectively.
 

Mwltus of Outputs 
staepartmental

2.Qualified five person instrctia 
staff in place

3.40 	field level cooperative aents 
peryear trained for 4 years(16)

4. 	 0-'°ai cooperative official,
traned will total 1520. 

5. 	 coperative accountants traine 
will total 1520. 

6.Support 	for operating 40 continui 
Education Centers. 

Implementation Tergt IType and Ouentityl 
4 erson years lon-term cooperative 
8 person months short-term coo ers-

tivetraining developmentand

evaluation specialists


)25 pereon-ears long-tem high andd le ers one

middle level personnel


92 	 person-years l.'ng-term low level
personnel 

3x3 person-years university or post
gralate level training in coop1 era t ses.[Ox3 person-conths shot-term trailnit 
in cooperativc training 

14 unit facility 
2 classroms
 
1 Library
 
I workroom
 
5 	 offices 
I conference room 
I dormitory
1 dining bll and kitchen 
2 staff houses 

Ftrniehings for Training Centers 
C vehl cls 

pplies for Continuing 
Education Centers 

Supplies for Training Activitie. 
Student lodging and related 

training costs 
Vehicle operating and maintenance 

costs 
CEC operating coats 

MEANS OF VERIFICATION 

l.Annual Agricultural Service and 11CC 
Statistical Reports. 

2.Project records and surveys as 
compared to baseline data collected 
in Tear 1. 

1..UCC Annual Reports; 
2 Project Reports and Evaluation St 
3.Village Cooperative reportsI.Crtsite inspection and audits;5.Annual harvest time yield measurem 
and farmer interviews 

.6.Volums of agricultural credit 
requested and provided

7.Amount of aI cltural inputs pro-
cured and distributed, 

ep
level) 

2. 	 Project records and Evaluation 

Reports
3. 	 Cooperatives and Training Center 


Reports

4. 	 On-site inspection and auv 5, 

1. 	 US D, project, and CM Reports. 
2. 	 Reports from participating 


Institutions. 


3. 	 On-site inspection and survey. 

Life of ProF1c
9	 2

From FY 1 6 to FY 1_
 
Total U.S.Funding
 
Dat Prepard:l April 1981
 

IMPORTANT ASSUMPTIONS -

Amumpticm for achievingpgaltargMta 
Carrent cooperative legislation remains 

n force or becomes more favorable to pro
cer involvement. 

.No significant degradation in ecological 
r meterological conditions ocur. 
.GCWpricing and subsidy policies are 
pportive to efficient econamic trna-

Lctions between cooperatives and other 
KU Institutions. 

As mptions for aclueing prpoe 
o.0M cooperative policies proide viable 

incentives for villager participation..Weakly literate villagers can mastert cooperative manag ment skills. 
3.111CC local level agents are motivated 
- and justified to perform in the field. 
4.Imprved agricultural practices remain 

popular n e to be advantageous 
to farmer. 

agicaltw'alutlogstcs robnt 
agricultural input logitics problems. 

lviable 	 conted
for infraatructure and staff location. 

-. Traininqprogins are appropriatelyde esrmo. 

3.Saff candidates are available and can 
be r cruited 

.fteld leel agents are available and can
5 	 ilrer ui ts t 
5.Vipste in local language literary
 

courses.
 

Amumption for providlingk~pa 
" 0 udtriate personnel available
 

3 Rl .evan Ur5 i and
rt ng elmt 
ainl accept timl ndaeu
 

4.IU support timely and adequate

5.Local contractor capability exists6.j1udgeted resources available in a
 

timely manner
 
7.001 candidates for training available 
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2/2 UNCLASSIFIED STAT.0' 025469 

ORDER FOR MISSIO', TO TROC.E]BD ,1lTH ITS PO')ThTLIO 0', IVEt,

FY 81 PROJECTS. '0i li,' MISSION HO LL CONz E-1E,-

FOLLOWING APPROACF,
 

--- 1. AID DIRECT CONTIACT WITH A U.S. A/E FIRM TO 
PROV IDE
 

A. SHORT-TERM, A.E., DESIGNS, BID DOCUMENTS,

CONTRACTOR-TYPE COST ESTIMATES, TRAINING PIAN, CON!STRUC-

TION MATERIALS SPECIFICATIONS, PROCTRF,,'1PW ASSISTANC,
AND CONSTRUCTION qCIEPULES.
 

B. LONG-TERM, A.E., FULL-TIME CONSTRUCTION
MANAGER Ol CONSTRUCTION ENGINEIPP IN GENIE RURAL FOR
 
TWO YEARS OR MORE PLUS SNORT-TFRM TRAINERS OR OTHER
 
SPECIALISTS AS NEEDED.
 

--- 2. SIORT-TERM TRAINING AS IDENTIFIED BY A/*
 
CONTRACTOR.
 

- . USAID SIOULD ALSO EXAMINE GENIE 'URAL'S 
SUPPORTING EQTTIPiIENT (JEHICT,7ES, TESTING AND ENINEE I J'
EQUIPMENT) TO ENSURE TFAT IT IS ADEQUATE FOR U., F, [1.S.
ENGIi EERS AND RETURNET PARTICIPANTS. 

L. PP DESIGN PERSONNI:L: ','E?F ;EE"S TO PE :SOMI, 
CONFUSION AS TO *Pijj NIIMBiERS ,)'DESIlN PEOPL', 1'E; UTPEFOR PP. RFCENI' CARLES AND FAC.SrE!ET )F I[, DO NOTAG'EF. PMI? FUNDS FOR TPIREE PEOPLE CITRRENTLY BUDGETED. 
PLEASE CABLE CIRRENT iEQIJIREMENTS FOR 'PSIGN T;,,AM. H I,
BT
#546.9
 

NN1NN
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DT RUEHC #0235 691B59 683-0234 
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FM SECSTATF 'W~ASHDC TOR: 0908
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 A N CN: 30949
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 __ACTION: 
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UNCLAS STAT, 060235 
 INFO:AMB PCM
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,?-.0. 12065: N/A
 

ACTION: PD 

SUPJECT: IEE APPROVAL - GRCULTURAL PRODUCTIOn, SUPPORT INFO: DIR 
PROJECT NC. 6R3-0'234. A/DIR 
Q'F: (1) NIPMY 01(JP9 (2) STAT , 02r-,1:9 PROG 

NCP 
1. RASrE UPON INFORMTION P.ROVIDED IN REF. NO. 1 IEE 
 CHRON 
PPPOVVl)6 MRC![ 1931 BY BURI:AU ENVIRONMNT OFFICEP. 

DUE DATE: 3/19/81
 
2. CCPI,S OF APPROVED IEE TEINGPOUC'IFD. RAIG 

235 U S A 


UNCLASSIFIED STATE S60235
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A. Overview and RelevanL of the NCCT Component
 

As part of its goal to achieve food self-sufficiency, increased
 

agricultural productivity and increased incomes for rural sector families, 
the Government of Niger is committed to increasing the participation of 
rural population in their own development. The central institutional 
mechanism for chanelling local participation into developmental activity
 

is the cooperative which represents an average of ten villages. For
 

the past twenty years, the GON's National Union for Cooperatives and
 

Credit (UNCC) has been responsible for organizing villages into coopera

tive or pre-cooperative organizations and providing technical assistance in 

the management and operational functioning of cooperative units. Recently, 

however, the GON has stressed the urgent need for cooperatives to assume 

increasing responsibility for their own management and for the provision of 

a wide range of services to their members. This shift in emphasis from 
centrally defined organization and technical assistance to "auto-encadrement" 
of cooperatives represents an important functional distinction for UNCC and has 
significant implications for the organization and deployment of UNCC resources.
 

At the inception of UNCC in 1962, the focus of cooperative organizIig
 
in Niger was placed primarily on the creation of structures capable of pro
ducing agricultural commodities for cash and export purposes. UNCC's major
 
roles were establishing the cooperative or pre-cooperative structure, pro
viding credit for agricultural inputs, and marketing the resulting agricul
tural produce. Since the end of the draught in the mid-1970's, the GON has
 
begun to rely progressively on cooperative structures to perform multi
functional roles with decreasing assistance from UNCC. In 1978, cooperatives
 
and pre-cooperatives (groupement mutualistes) were given legal status and a
 
set of organizing principles designed to prepare cooperative members for as

suming a larger degree of managerial responsibility.
 

The principles include voluntary membership, one vote for each member,
 
equality of voting rights, democratic elections, non-interference of non
delegates in cooperative affairs, rationally based interest rates not ex
ceeding the official rate, rational rules for the distribution of surplus
 

to members, the establishment of continuing education funds for the coop
erative members, the right to undertake entrepreneurial ventures in the
 
name of the cooperative and democratic rights of dissolution. In addition
 
to the principle, the 1978 legislation provided for a representational 
structure linking village cooperative members with a newly mandated (but 
not yet created) National Cooperative Union. UNCC is legally empowered 
to manage the transition from the current structure to the new structure. 

The ideal of self-managed cooperatives providing a wide range of ser
vices and undertaking entrepreneurial development initial_ es, while theo
retically appealing is far from the current capability of existing cooper
atives and the capability of UNCC to facilitate effectively the evolution from
 

dependence on external management to self-management. The UNCC currently
 
has inadequate resources, both in quality and quantity, to support cooperative
 

functioning at a minimum level of service delivery, much less at a diversified
 

level of delivery. Villager capability for self-management of diversified
 

service delivery is almost non-existent. 
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The purpose of this component is to improve the capability of local
 
level cooperative officials for managing themselves the delivery of a wide
 
range of cooperative services to cooperative members. 
The services include 
marketing, the distribution of agricultural inputs, the provision of credit 
continuin education for cooperative members, and the design and implementa
tion of cooperative-run income producing initiatives. 

The intervention strategy proposed for achieving this purpose will 
operate at two levels. At one level, 160 UNCC field agents will be trained 
to provide more effective support to multi-purpose cooperative structures 
than they are now providing, particularly in the areas of continuing
education, functional literacy, and cooperative management. At a second
 
level, approximately 3,800 village cooperative officials will be trained
 
to directly manage their multi-purpose cooperative structures. Over 800
 
village cooperative members will receive functional literacy training to
 
undertake cooperative leadership roles. The UNCC field-level agents will 
be trained at the National Center for Cooperative Training, which will be

constructed and staffed by the project. Village cooperative officials,
primarily cooperative presidents and accountants, will aslo receive train
ing at the Center. The training of village cooperative members will occur 
in Continuing Education Centers whose operation at the village level will 
be supported by the project.
 

The cooperative training component operates at both levels simulta
neously because of the difficulties which cooperative leaders will face in
 
managing diversified service delivery, particularly in wide areas character
ised by low literacy rates and little or no previous cooperative experience.

Field-level UNCC agents will provide management and service delivery assis
tance until cooperative officials acquire sufficient experience and will
 
also be directly involved in training cooperative members to undertake leader
ship roles. At the same time elected cooperative officials will have the
 
opportunity to acquire or develop management and technical skills directly
 
at the NCCT.
 

In section C, each of the outputs of this component will be described
 
in detail. Descriptive material is accompanied by analytic material in order
 
to explain how each output contributes to the purpose of more effective self
management in diversified cooperative service delivery.
 

B. The Evolution of the Cooperative Movement in Niger
 

Until the restructuration of the Cooperative Movement in 1978, the
cooperative structure in Niger was composed of pre-cooperatives (groupement
mutualistes villageois), cooperatives, and cooperative unions (associations
locales de cooperatives). UNCC staff responsible for providing support to 
cooperatives and cooperative unions, which grouped 510 cooperatives for

marketing purposes, were based at the National, Departmental and more recently,
at the Arrondissement level. Given the extreme shortage of technically trained 
UNCC agents (2 - 3 years training in Kolo), it became quickly apparent that
the UNCC would have to rely on field-level agents to provide this technical 
support (UNCC had prviously determined that one agent was required for each 
cooperative). 
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To address this need, UNCC requested that USAID finance the training
 
of field-level agents. Beginning 1976, USAID's 
Niger Cereals Project sup
ported the training of field agents, using facilities provided by IPDR/Kolo.
 
Initially, 40 field agents per year for a period of four years was envisioned.
 
Subsequently, a fifth group of 40 agents (1980) was also trained. 
The gradu
ation of these agents in December 1980 represented the termination of sup
port from the Niger Cereals Project for field agent training. The GON has
 
requested that USAID provide renewed support for this type of training
 
through the APS project.
 

A review of the data concerning the increasing rate of cooperative for
mation and evaluation of the quality of the training and the evaluation of
 
the field agents' responsibilities, have led to the conclusion that a more
 
satisfactory approach to 
training must be adopted. The next two sections
 
describe the extent to which effective support for a self-managed cooperative
 
movement will require increases in the numbers of field-level agents, the
 
quantity argument, and improvements in the nature of field agents' training,
 
the quality argument.
 

1. The Quantity Argument
 

Table 1 indicates the current and projected evolution of cooperatives
 
in Niger.
 

Table 1
 

Evolution of Cooperative
 

Movement in Niger 1965 - 1983-i/ 

Year 1965..1974 1975 1976 1977 1978 1979 1980* 1981* 1982* 1983* 

No. of 
Coops 32 235 396 447 569 622 679 738 811 877 945 2/ 

To be 
Created .. .. .. .. .. 59 73 66 68 

* Estimated
 

1/ Sources: Conly (1979, p 43A; UNCC Rapport d'Activites 1978-79;
 

UNCC; "UNCC et le Mouvement Cooperatif (Avril 1980), p 6.
 

2/ Figures must be considered approximations since sources are not consistent.
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Although the Five Year Plan calls for complete cooperativization by

1983, it is unlikely that UNCC will meet that goal. For 1980, preliminary
 
reports indicate that only 16 cooperatives were created.
 

Table 2 indicates the current and estimated resources which UNCC has
 
available for providing support to cooperative management.
 

Table 2 

Current and Estimated Levels 

of UNCC Field-Agents 1/ 

Year 
 1978 1979 1980 1981 1982 1983
 

Middle-level Staff 74 99 129 
 159* 189* 219*
 

Field-Agents 367 405 445 485* 525* 
 565*
 

Ration of UNCC Staff
 
to Cooperatives .71 .74 .78 .79 .81 
 .83
 

* Estimated 

1/ Source: UNCC, "Demande d'Assistance pour la Creation d'Un Centre National 
de Formation Cooperative (July 1979)", p. 5. 

Table 2 demonstrates that if the predicted rhythm of cooperative forma
tion and the expected supplies of UNCC agents materialize, the level of enca
rement will improve from .71 agents per cooperative to .83 agents per cooper
ative. The estimated rate of B and C level UNCC agents is fairly reliable 
since IPDR/Kolo is functioning close to its project capacity. On the other 
hand, there is no assured financing for the field agent training required
for the years 1981, 1982 and 1983. In the absence of other donor support,
UNCC will face a minimum short fall of 120 field-level agents by 1983. The 
short fall becomes greater as one moves from an 80% coverage ratio to an 
85% to 95% coverage ratio (a 100% ratio is probably unrealistic and, given 
inter-sectional size variations, perhaps not even necessary). In order for
 
UNCC to keep pace with the evolving cooperative movement, up to 160 addition
al agents must be trained in the next several years.
 

2. The Quality Argument
 

Assuming that financing could be found, the next issue is whether to 
provide training similar to that supnorted by Phase I of the Niger Cereals 
Project. Basically the training model in use from 1976 to 1980 was divided 
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between four months of classroom work and five months of field work. 
The

subjects addressed included cooperative education, credit, maths, account
ing, agriculture, agriculture extension, agricultural machinery, management,

economics and report writing. A systematic evaluation of one of the five
 
programs financed by NCP (Valere-Gilles, 1979) advances the following rea
sons for shifting to a new approach.
 

a. The amount of time devoted to the classroom portion of the 
program is artificially limited by the availability of space
 
at IPDR/Kolo;
 

b. 	Reliance on a training team staffed wholly by part-time

instructors leads to an unacceptable rate of cancelled
 
classes (up to 70% in one case, 30% overall);
 

c. 	Enlargement of field agent duties to include teaching
 
functional literacy in national language at Continuing

Education Centers requires a significant input of additional
 
training.
 

Discussions with the training director and UNCC field management and 
staff development personnel have also revealed the following weaknesses in
 
the current program:
 

a. 	Inadequate attention to adult teaching methods, techniques
for promoting participation, techniques for conducting milieu 
analysis, rural sociology, and agricultural machinery; 

b. 	Over-long field work (five months) with inadequate attention
 
to analysis of the experience;
 

c. 
Little effort to document and evaluate on-going training ac
tivities with a view toward modifying training form and con
tent as a function of feedback.
 

As a result of five years of NCP experience in training UNCC field
agents, therefore, and the current evolution of the cooperative movement in 
Niger, new models for supporting the establishment of self-managed coopera
tive service delivery are strongly indicated. The core of the model proposed

in this component is the creation of a professionally staffed and managed

National Center for Cooperative Training. In the long-term, the NCCT will
address pimarily the skill development needs of village cooperative officials. 
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C. 	Detailed Description of Outputs 

The Cooperative Training Component has the following outputs: 

" Construction of a National Center for Cooperative Training 

" Provision of a qualified cooperative training staff 

" Basic training for UNCC field agents 

, Short-term skills training for Cooperative officials 

* System of control and evaluation of cooperative training activities.
 

Figure I depicts the relationship between the outputs and the project
 
purpose of improved self-management capability of cooperative service deli
very.
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1. Facility Construction
 

UNCC is currently in the process of negotiating the site for the

NCCT near to IPDR/Kolo. Such a site choice provides 
 the following advan
tages:
 

a. 
Trainees can benefit from the model farm facilities at IPDR.

By the time the NCCT is constructed, there will also be a 
new livestock training school added to the Kolo rural develop
ment complex; 

b. Construction costs are lower at Kolo than at other more dis
tant proposed sites;
 

c. Qualified staff may be more willing to accept assignment to 
the NCCT than if it 
were located elsewhere.
 

d. Greater access to instructors for specialized coursework.
 

The NCCT complex includes an office and conference room unit,

classrooms for field agent and cooperative official training, cafeteria
 
for up to 100 individuals, sleeping quarters for field agents and vil
lagers, sanitary facilities, a printing and designer workshop, and two

private residences (one for the Director and 
one for the long-term Techni
cal Assistant).
 

Construction costs for the complex, which amount to $656,862 at the
current rate of exchange ($1 = 250 CFA), are comparable for similar cons
truction undertaken by the World Bank and USAID in the Kolo area. Construc
tion is expected to begin in November 1981 and be completed by December 1982. 

2. Qualified Staff 

As mentioned earlier, one of the critical shortcomings of the fieldagent training supported by Phase I of the Niger Cereals Project was the
unreliability of part-time instructors. The overall attendance rate ofinstructors was 77% of scheduled classroom hours. 
 During two of the four
months of training, instructor attendance hovered between 44% and 51%. 
 In
 
addition to the obvious inefficiency associated with un-taught classes

(assuming that the scheduled number of hours corresponded to real needsfor contact training time), total reliance on part-time instructors also 
has serious implications for the quality of the instruction.
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First, there is little chance that program material will be coor
dinated across subject areas. Duplication, gaps, and failure to provide

a coherent overview are inevitable. Second, there is little chance of an
 
institutional memory being established. Valere-Gille notes that, with
 
the exception of the Cooperative Education and Credit courses taught by
 
an expatriate assigned full-time to UNCC, neither descriptions of program
 
nor copies of teaching material were provided to UNCC by any of the other
 
instructors. 
Third, there is no opportunity for instructors to jointly
 
assess the impact of the subject matter or the orgainzation of the train
ing activities. Fourth, little or no control is exercised over the qua
lity of the instruction. For these reasons one of the outputs of this
 
component will be the establishment of a full-time instructional staff
 
for training field-agents. Part-time instructors will account for no
 
more than 15% of the total contact hours.
 

a. Staff Profile
 

The profile for the proposed NCCT instructional staff is as
 
follows:
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STAFF PROFILE 

Position Major Responsibilities Qualifications 

Center Director 	 Administration, direction of A-level UNCC official with 
the instructional staff, limit- 4 yrs. field experience,
ed training in his/her techni-
 Probably UNCC's Training

cal area of competence. Division Chief.
 

Cooperative Educational 
 Principle of Cooperative orga-
 B-level UNCC official plus
and Credit Specialist 	 nization, GON cooperative struc- at least 4 yrs. UNCC field 
ture and legislation, roles and experience (2 of which at

responsibilities of cooperative 
 county or district level).

officials, principle and proce
dures of GON credit system (CNCA). 

Accounting and Mathe- B-level UNCC official plusmatics Instructor 
 Remedial arithemetic operations, at least 4 yrs. UNCC field
 
principles of accounting, roles experience (2 of which as
 
and responsibilities of district 
 Departmental of County

level and cooperative accountants. Cooperative Accountant). 

Agricultural Specialist 
 Principle underlying proposed 
 B-level UNCC or Agricultural
 
agricultural packages currently 
 Service official, plus at

being extended in Niger, exten-
 least 4 yrs. experience (2

sion and demonstration techniques, of which at county or dis
repair of basic agricultural im-
 trict level).
 
plements.
 

Literacy Specialist 
 Importance an role of instruction B-level Literacy official 
in local languages, use of local 
 or UNCC official trained
 
language training materials, tech- at the Literacy Service's 
niques for local language 	train- National Training Center,

ing, literact testing and documen- plus 4 yrs. field experience
 
tation methods.
 

Training and Evaluation 	 Principles and techniques of 
 A-level UNCC official with
Specialist 
 adult training, techniques of pro- 4 yrs. experience as a 
moting effective participation in trainer an a university de-.
 
groups, techniques of conducting 
 gree in a training related
 
meetings and leading group train-
 discipline.
 
ing program evaluations.
 

I
V 



UNCC will appoint its current Training Division Chief as NCCT Director.
 

The Cooperative Education and Credit Specialist and the Agricultural Special

ist can be recruited from current UNCC staffing patterns. The Cooperative
 

Education Specialist will most likely be selected from the group of seven
 

UNCC officials responsible for training at the departmental level. Since
 

the Agriculture Service has several of its B-level staff seconded to UNCC
 

recruiting, the Agricultural Sepcialist should present little problem. In
 

the initial phase of the project, it is probably advisable that UNCC recruit
 

the Literacy Speicalist directly from the National Literacy Service. At
 

the same time, one of the current UNCC training specialists could begin long

term training at the Literacy Services's National Training Center. The Train

ing and Evaluation Sepcialist slot will be the most difficult to field, and
 

for that reason the slot is reserved initially for long-term expatriate ad
visor.
 

Although training will not begin until February 1983, it is recommend
ed that the core staff be named by January 19P2. The year head-starts will
 
provide the opportunity for staff development activities, the design of the
 
revised curriculum,and the design of the control and evaluation system.
 

b. Participant Training and Staff Development 

In addition to staff development training provided by on-site expat

riate advisors (both USAID and ILO; see Contribution of other Donors for a 

description of ILO/DANIDA support for Cooperative Training); the following 
participant training for NCCT staff is recommended:
 

Training 
Duration Site 

Long-Term 

Degree in Cooperative 3 years beginning in U.S. University 
Education FY83 

Degree in Training and 3 years beginning in U.S. University 
Evaluation FY83 

Degree in Literacy 3 years beginning in GON's National 

Training and Education FY83 Training Center 
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Short-Term 

Cooperative Education 6 x 3 months, 2 per 
year FY 82 

IPFC, CESAO, IPD 

Cooperative Credit 1 x 3 months, FY 82 
6r FY 83 

IPFC, CESAO, IPD 

Cooperative Accounting 1 x 3 months, FY 82 
or FY 83 

IPFC, CESAO, IPD 

Training Techniques 	 2 x 3 months, FY 82 CESAO, INADES or IPD
 

and FY 83
 

According to the degree of English language competency, candidates for
 

short-term training could also 	be sent to relevant USDA courses conducted 
in
 

to the University of
the U.S., and periodically in French in West Africa or 


Wisconsin's University Center for Cooperatives. The latter is also an appro-

For long-term
priate site for long-term cooperative education training. 

training in Training and Evaluation, many universities offer degree 
programs 

in Applied Behavioral Services, Human Resources Development and Social 
Psy

chology which could be relevant.
 

3. System of Monitoring and Evaluation
 

to hhve been almost completely 	neglectedOne element which appears 

during Phase I NCP-support field agrnt training is a coherent and on-going 

system of monitoring and evaluation. Discussions with the USAID Advisor (
 

(now assigned to IPDR/Kolo), the ILO Advisor, and the UNCC Training Division 

Chief produced an alarming paucity of information docuementing five 
years
 

one of the five groups financed by USAID was theof training activity. Only 

object of any evaluation effort, and that effort was largely limited to 
des

criptive, rather than analytical material. An effective monitoring and
 

evaluation system is an indispensable component of any professional 
training
 

effort.
 

At the NCCT, the Training and Evaluation Specialist will be responsible 
system. It is

for designing and implementing the monitoring and evaluation 

expected that this activity will occupy approximately 25% of the long-term 

The system will be designed in 	collaboration with other memadvisor's time. 

bers of the core staff during the first year of the project (FY 82, 

prior to
 

The system should be designed to
the start of training in February 1983). 


provide the NCCT Director and professional staff with both on-going 
operation

al data and periodic evaluation data.
 

Examples of on-going data which will be addressed by the system are
 

the number of classroom hours per subject matter, profile of entering train

ees, performance data of trainees while at the center, performance data of
 

the instructional staff, documentation of subject matter introduced, classi-

Examples of
fication of pedagogical material used, and operating costs. 


evaluation issues addressed concern the impact of the training once the
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trainees have left the center, such as field agent job performance as ratedby 	 UNCC supervisors or as demonstrated by concrete indications of cooperative functioning. The Training and Evaluation Specialist will be responsible 
 for preparing an annual report summarizing the data collected during

the year.
 

4. Field Agent Training Cycle 

a. Job Description 

UNCC field agents are typically expected to perform some or all of
the following sets of tasks:
 

(1) Organize Cooperative and Pre-Cooperative (G.M.) structures
 

• 	Explain to villagers the GON cooperative structure
 

• 	 Understand cooperative texts and legislation and explain
them to villagers 

• 	Organize meetings of cooperative members
 

(2) Organize and Oversee Marketing of Produce
 

* 
Recruit and appoint required personnel
 

* 
Oversee marketing operations
 

Verify that operations conform with regulations
 

(3) Provide Agricultural Inputs
 

• 	 Oversee managenynt of cooperative shops 

" Determine villager needs for inputs and procure these inputs
 

" 
Demonstrate the use of agricultural material
 

(4) Plan and Oversee the Allocations of Agricultural Loans and Loan
 
Repayment
 

Assist Villagers in submitting credit requests
 

* 	Assure timely credit repayment
 

(5) Perform Administrative Functions Required for Effective Job
 
Performance 

* 	Organizing work plans
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" Keep up-to-day records of credit transactions 

" 
Maintain relations with appropriate individuals both with the

UNCC and with representatives of other organizations involved
 
in rural services delivery. 1/
 

b. The Phase I Curriculum
 

As a function of this conception of the 
field agents' task environment,
the following "model" curriculum was developed for Phase I NCP supported train
ing. 

Table 3
 

Phase I Curriculum 2/
 

Subject 
 Hours/Week
 

Cooperative Education 
 6
 

Accounting 
 4
 

Economics 
 4
 

Management 
 2
 

Agricultural Credit 
 4
 

Report Writing 
 4
 

Arithmetic 
 2
 

Agriculture 
 2
 

Agriculture Extension 
 2 

Agricultural 	Machinery 
 2 

34 x 16 weeks = 544 hrs. 

I/ Source: 	 Cao Quan, Cooperative Development and Training in Niger 
(June 1980) p. 10. 

2/ Source: 	 IPDR/Kolo, Reforme de 'IPDR: 
 "Analyses des Taches Profession
nelles des Cadres du Developpement Rural", pp. 45-47 (January 1980).
 

/ 
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As indicated above, this represents a theoretical model since it is
 
largely undocumented. The one evaluation report available indicates that
 
458 hours were scheduled and only 338 were taught. It is difficult, if not
 
impossible, to determine, therefore, the extent to which this curriculum
 
was responsive to the set of Job demands which the UNCC agents faced during 
that time. Qualitative data, however, suggests that the "model" program 
of classroom activity, artificially condensed to 4 months at Kolo, was probab
ly inadequate.
 

c. New Job Demands
 

Given the evolution of the cooperative movement, in theory at least,
 
towards self-managed diversified service delivery, significant short-comings
 
in the Phase I curriculum became readily apparent.
 

The shift in the task environment is clearly expressed in a recent 
UNCC publication: 

"The activity of the UNCC field agent in support of cooperative 
development is determined by the context which characLerizes
 
the- ground situation. In most parts of Niger the task situation 
is dominated by the illiteracy of cooperative members, a fact 
which confronts field agents in their daily activities. This 
situation leads the field agent to concentrate on carrying out 
tasks as an actor external to the cooperative system. The coop
erative member often finds himself marginalized or feels as if 
he is . . .
 

From this conception of primary actor, the field agent must transform 
himself into a trainer in order to avoid filling any other role than 
the facilitator. For each of the primary field agent roles corresponds 
to a different scene in the development of cooperative management . . . 

Phase Role Type of Management
 

Stage 1 Executor External Management 

Stage 2 Trainer Co-Management 

Stage 3 Facilitator Self or Internalized Management 

The evolution which the GON wishes to imprint on the UNCC field staff 
requires a modification in the conception of the current program content. 
New subject matters should be introduced including: 
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. Pedagogy and training methods
 

" Functional literacy
 

" Techniques of adult training
 

" Techniques for conducting meetings 1/
 

The task environment of the field agent has changed in two significantways. First, the field agent is expected to shift progressibely from a direct implementor to a supportive, almost non-directive consultant. Second,

the field agent is expected to contribute directly to villagers skill development levels (as an instructor of functional literacy continuing education
centers) which will make self-management a reality. The revised programproposed for NCCT field-level training must take this new task content into
account if it Is to be relevant to evolving orientations of cooperative de
velopment in Niger. 

d. The Revised Program 

The revised program includes 900 hours of contact classroom training sspread over a period of 36 weeks (February - October). Approximately 25 hoursof classroom instruction will be provided each week. 
Five hours will be spent
on individual and group projects, and five hours will be alloted for field
work. The proposed revised program is displayed in Table 4. 

_/ Source: UNCC, Strategie de la Nouvelle Formation, (May 1980), pp. 3-4. 

4 
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Table 4 

Revised Field Agent Training 

Subject Number of Hours 

Cooperative Education 150 
Agricultural Credit 75 
Arithmetic 

25 

Accounting 
75
 

Report Writing 

30 

Agriculture 
80 

Agricultural Extension Methods 
 50
 

Maintenance of Agricultural Equipment 50 

Village Sociology 

30
 

Rural Economics 

30
 

Adult Training Techniques 60 

Leadership and Group Dynamics 60
 

Principles of Local 
 Language Instruction 75 
Functional Literacy Training 110 

Total 

900
 

The five hours of individual/group and five hours of field activitiesweekly (360 hours) is an toattempt provide opportunities for individual andgroup achievement outside the classroom setting and for direct, supervised
experience in village settings performing
struction. 

tasks which parallel classroom in-Rather than the classical "X" number of hours each week for the
complete range of subjects, the curriculum will be organized by "Modules"
or concentrated periods of classroom and field time for a given subject area.
For example, aritmetic, accounting, and credit could be considered a module
with a certain period of time allotted for working with nearby villagers establishing or reviewing cooperative accounts. 
 Once the direct villagers training
cycle begins at the center, field agents will be provided with "live" teachning

opportunities.
 

\
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The period of classroom teaching will be from February to October 
in order to parallel the agricultural calendar. Trainees will spend Novem
ber and December in the field under the supervision of UNCC middle level 
field agents. These months correspond roughly with the period of market
ing agricultural produce in Niger. January will be spent back at the NCCT 
reviewing the field experience and addressing skill areas which have proved 
weakest.
 

e. Recruitment of Qualified Field Agent Training 

Recruitment is done through a national examination designed by the
 
UNCC Training Division Chief and scored by entrance committee established
 
in each department. Candidates are selected for training from the top
 
scores above the mean(50% correct). While there is some question as to the
 
effectiveness of the selection process (see Valere-Gille's analysis, "Rap
port sur la Formation des Encadreurs-Vulgarisateurs", December 1979, pp. 2-3), 
there is clearly a commitment to objective selection based on merit. 
In
 
1979, 170 individuals took the exam, 114 of whom scored equal to or above
 
the mean. Some attempt is also made to recruit from areas which will be
 
experiencing cooperative development. This has been particularly true re
cently with Agadez and Diffa. 

In order to take the exam, candidates must demonstrate that they have
 
completed six years of primary school education (CEPE). In the only class
 
of field agents to be evaluated, 30 of 38 had at least a CEPE while 8 addi
tional had some years of secondary education. The average age of the train
ees was 17, and 26 of 38 had previously worked an average of two years as
 
agricultural extension agents.
 

Given the current projections for primary school graduates, there does
 
not appear to be any constraint to recruiting four classes of 40 field agents.

First and second generation productivity project should be providing increas
ing numbers of individuals with some degree of agricultural experience. The 
key issues are whether the low average age of the field agent is counter pro
ductive in dealing with cooperative leaders who are frequently village elders 
and whether agents can be adequately motivated. An effectively designed and 
administered training program such as the one described above, should address,
 
in some degree these issues. 

5. The Training Program for Cooperative Officials
 

The second cycle of training at the NCCT concerns the direct skills
 
training of cooperative officials, the categories of villager officials at
 
a given cooperative includes the President, between 9 and 12 members of the
 
governing council and up to 3 accountants/clerks (commissaires aux comptes).

If a cooperative has 
a store, then there would also be a store manager, if
 
the cooperative is large enough for a market, additional officials would in
clde the weighers, the recording secretary, and the accountant. It is en
visioned that these officials will receive short-term (approximately 10 day

sessions) training in various skill areas during most of the calendar year.
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Initially, direct villager training will be designed and pilot-tested
 
at the NCCT by the core professional staff. In the third, fourth, and fifth 
years of the project, additional instructors will have to be hired to handle 
increasing numbers of cooperative officials. As literacy levels rise, the 
NCCT will focus predominantly on direct villager training while providing 
far less attention to recycling UNCC field agents.
 

Because literacy levels are currently so low, the NCCT may have to 
experiment with conducting most of the training in oral-aural and behavioral
 
modes which require little literacy training. The literacy service could 
be helpful in recommending what levels of the villager curriculum could be 
taught to non-literate or wakly literate cooperative officials. The training 
will focus initially on cooperative education and cooperative leadership for
 
cooperative presidents and council members and on basic record keeping and
 
accounting for clerks, store managers and market personnel. The presence of 
cooperative officials at the NCCT also provides, as mentioned above, a natur
al teaching laboratory for the field level agents.
 

6. ContinuingEducation Centers
 

During Phase I of the NCP oerational support was provided by 24 CEC's
 
(20 in Dosso and 4 in Diffa). The APS will provide similar support to 40
 
CEC's each of which will train an average of 40 cooperative members over a
 
five month period. The CEC's are seen as a critical element of the GON's co 

operative development movement and, in fact, seemed to have generated sub
stantial excitement and commitment from villagers (Valere-Gille, Resultats d' 
Enquete sur les Centres d'Education Permanente, April 1980, and Pointer, 
December 1980). The villagers see advantages to their participation and are 
willing to support financially both the establishment and the operation of 
the center. 

The sites for the 40 centers will be chosen so as to complement similar 
efforts being undertaken by productivity projects and by the ILO in direct
 
assistance with UNCC. The centers are open from November to December until 
March - April. Each Center determines the hours of instruction. Most centers
 
are open at night for two hours from three to five evenings a week. Night 
classes, however, also present problems, especially for villagers who have
 
to walk more than 4 - 5 kilometers from their home (in one case, a participat
ing villager lived 17 kilometers from the center). If classes are taught at 
night, the UNCC field agent is paid extra for his instructional time. Clas
ses taught during the day are considered part of the normal work schedule. 
Under the current arrangements, villagers must either construct the center 
facility or provide existing space. Donors support operating costs during 
an initial start-up period.
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Project support for the CEC's rcpreuvnts a third cycle of training di
rectly related to the project purpose of developing local level capability
for managing diversified cooperative service delivery. Increased degrees
functional literacy will permit villagers 

of 
to take more active roles in coop

erative functioning and to UNCC onwork with field agents a more equal basis.
As Valere-Gille points out, Co-Management is the necessary precursor to self
management.
 

D. Technical Feasibilit,
 

The ,key technical issues 
concern the extent to which the approach pro
posed for this project is sound, given the state of the state-of-the-art know
ledge and the particular context of project implementation. With regard to 
the NCCT, the important questions involve whether the recommended training

approach is responsive to the broader GON strategy of promoting self-managed

cooperatives and whether that training approach is practical in the current
environment in which the implementing agency, UNCC, intervenes. 
These two

questions are addressed in the technical analysis.
 

1. Appropriateness of Proposed Training Strategy
 

In order to determine the appropriateness of the training strategy,
 
judgements must be made according to the following criteria:
 

a. Does the training approach focus on the skills required for 
effective job performance by field-level agents;
 

b. Does the 
training approach reflect the adult-training orientation
 
which is congruent with the job content of the field-level agents;
 

c. 
Does the training approach include the basics of active, participa
tive training methodology which has proved effective in similar
 
training situations;
 

d. Is the organization of the training technically sound.
 

The training approach proposed for the NCCT can be favorable comparedwith each of the above criteria. First, the subjects included in the revised 
curriculum are closely tailorec to a detailed analysis of the job content of
 
the field-level agents. 
The training content is designed to be performance

oriented, with a minimum of unrelated theoretical subject matter. During the 
tr;o,omstu phase of the project, the core staff will prepare a curriculum
which includes behavioral learning objectives. The learning objectives ori

entation, combined with on-going evaluation of the job content of the train
ees, should ensure a curriculum design which focuses 
on the development of
 
key skills in a minimum period of time.
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Second, the presence of an experienced training specialist theon 
core staff should ensure that the approach adopted by the training staff re
flects the adult learning posture desired for the field agents in their in
teraction with cooperative officials and cooperative members. Key elements

of the adult learning process are the invlovement of the trainees in the
 
definition of learning objectives and in the evaluation of the learning pro
cess, a two-way process of interaction during the learning process rather
 
than a trainer to trainee process, and shared responsibility for learning

outcomes rather than a dependency relationship. While these may sound some
what theoretical given the educational level of both trainees and weakly

literate villagers, they have in fact proven as valid for corporate level
 
executives in developed countries as 
for leaders of local level organizations

in LDC's. If the training process does not model this adult learning mode,

it is completely unrealistic to expect that field level agents ever facili
tate the shift of managerial responsibilit from UNCC to villagers.
 

Third, materials and methods should emphasize participation in the

learning process. 
For both levels of trainees, field agents and villagers,

the learning process should avoid lectures as a dominant means of communica
tion. The recommended approach emphasizes short lecturettes combined with
 
exercises, group discussion, role playing, and simulations.
 

Fourth, the organization of the proposed training approach is designed

to focus on the above concerns. The key expertise required to implement the
 
training approach described above is that of training and development, not

cooperative development and philosophy. 
Given the heavy reliance on authori
tarian models, both in traditional society and in public administration,
extra-special attention must be paid to the nature of the learning process.
The cognitive content does not pose any difficult problems. The means by

which individuals take responsibility for their outcomes, however, is extreme
ly sensitive and subtle. 
 Process, rather than content, is the predominant

concern. The establishment of a permanent core 
team, the focus on on-going

evaluation, and technical assistance in training and human resources develop
ment will contribute to an effective organization of the learning process in
 
the context of the GON desire for auto-encadrement.
 

2. Practicality of the Proposed Training Approach
 

With regard to practicality, the following questions must be answered;
 

a. 
Can UNCC recruit the skills required for the permanent training
 
team;
 

b. How feasible is the logistics of the proposed training approach;
 

c. How reasonable is the location of the training center.
 

A permanent core training team is essential to the operation of the pro
posed approach. Many of the short-comings of training supported in Phase I

NCP were due to the over-reliance on part-time instructors. 
UNCC has indicated
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both its agreement ane its commitment to the concept of the 
core team. A
review of the current UNCC resources demonstrates that most of the instructors can be recruited from available personnel. Likely candidates will be
drawn from the training specialists assigned to each department.
viduals can master both the These indicontent and the processprocess. of the proposed trainingNegotiations are now underway for the assignmentspecialist of a literacyto the core team from the National Literacy Service. 

Second, the organization of the training calendar is feasible given
the activities going on in the general environment. Trainees begin their
classroom training in February, shortly bef-ore the beginning of the agricultural season, and continue until the beginning of the harvesting and marketing season. 
 The two month field experience occurs, then, during the period
of intense activity of UNCC agents in the marketing of produce. 
The continuing cycle of short-term training for cooperative officials appearR feasible
assuming reliable transportation from central pick-up points to the NCCT.
 

E. Administkative Fesibility
 

The Implementing Agercy 

The NCCT will be placed
Union Nigerienne 

under the administrative jurisdiction of thede Credit et Cooperative (UNCC) which was createdto promote the cooperative movement in Niger. 
in 1962 

Originally, its objectives
were to develop the practice of cooperation and cooperative credit among the
rural populations, to exercise an 
administrative, technical, and financial
control over the organization and administration of rural credit and cooperative societies, and to grant short and medium-term loans to farmers, rural
artisans and small rural businessmen. Cooperative structuresthe were based onprinciple of individual adhesion to collective units through the purchaseof shares of stock. 

In 1966, a new system of cooperatives was established with the objective
of expanding the movement and better adapting the cooperative
structures. to traditional
The revised system was based 
on villages rather than individuals
joining, with a village collectively deciding at a meeting whether to form a
cooperative mutual group. 
 There was no further purchasing of shares. The
hierarchy of structures ascended from Groupement Mutualistes Villageois, to
Cooperatives, to Associations Locales de Cooperatives. 
UNCC, as a semi-public
corporation within the Ministry of Rural Economy (and now the Ministry of
Rural Devleopment), was 
responsible for the management and administration of
these structures through its field-level personnel (agentscadreurs). techniques and en-In 1967, UNCC's administrative responsibility for agricultural
credit was vested in 
a separate organizational structure, the Caisse Nationale
de Credit Agricole. In reality, UNCC still retains a large degree of responsibility for the operational implementation of the credit program.
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From the inception of the cooperative movement and throughout the
 
period of the drought, emphasis was placed on organizing villages into coop
erative units for the cultivation and marketing of cash crops. One of the
 
objectives of the Plan Triennal (1976-78) was the extension of the coopera
tive movement into areas of food crop and levestock production. Over the
 
period of the Five Year Plan (1979-1983), UNCC has been given the mandate
 
of extending the cooperative movement throughout Niger (totalling approxi
mately 1,000 cooperatives covering 10,000 villages; at the start of this
 
period, 622 cooperatives had been created).
 

In 1978, important legislative changes were introduced concerning the
 
legal status of the cooperative movement and the role of UNCC. The changes
 
were motivated by the GON's desire to delegate increasing amount of responsi
bility for cooperative management to the members of the cooperative. Accom
panying the transition of the cooperative movement to self management was
 
also a proposal for the elimination of UNCC as an oversight and management
 
organization.
 

The proposed organization of the cooperative movement following the
 
1978 legislation is portrayed in Figure 2. Five to ten Groupements Mutualis
tes are organized into Cooperatives, which are in turn organized into Union
 
Locales de Cooperatives (departmental level), and Union Nationale de Coopera
tives (national level). The legislation also provides for villager represen
tation from level to level through participation 'nAssemblees Generales.
 
Until this structure becomes a reality, UNCC remains administratively respons
ible for the management of cooperative organizations.
 

The Organization Structure
 

The current organization of UNCC is displayed in Figure 3. The national
 
level is divided into 4 sections, plus the Procurement Center. The Production
 
Section formerly included units for the management of some productivity pro
jects and irrigated perimeters, but these resoponsibilities have been delegated
 
to other administrative units. UNCC is represented at the departmental level
 
by Dlegues Departementaux and at the arrondissement level by Delegues d'Arron
dissement. A training Sepcialist is assigned tc each Delegue Departemental. 
Agents Techniques and Encadreurs are assigned to the arrondissement level 
for management of cooperatives and administration of the credit system.
 

The NCCT will be organized as part of the Training Unit. The Training
 
Director will become NCCT Director. All functions and responsibilities of
 
the Training Unit will devolve to the NCCT. The NCCT Direcotr will depend
 
administratively on the Director of the Cooperative Development Service. The
 
collapsing of the Training Unit into the NCCT should avoid unnecessary dupli
cation and provide for more effective coordination of field agent training
 
activities. Training Specialists at the departmental level will answer adminis
tratively to the Delegues Departementaux but they will ru:eive their technical
 
orientation from the NCCT. The organization chart proposed for the NCCT is
 
portrayed in Figure 4.
 

(
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F. Implementation Schedule
 

The preliminary implementation schedule indicates the approximate
timink of key activities during the life of the project, including those 
responsible for carrying out these activities.
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UNCC ORGANIZATION CHART 
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Date Activity 

Nov 1981 Recruitment of Training Specialist AFR/DR 

Nov 1981 Request for NCCT construction bids announced MRD 

Nov 1981 NCCT PIO/C's prepared and submitted PMSU 

Jan 1982 GON names members of core training team MRD 

ijpi 1982 Construction contractor selected; construction HRD 
begins 

Feb 1982 Training Specialist arrives in Niger AFR/DR 

Mar 1982 Core training team begins detailled revision UNCC 
of curriculum 

Mar 1982 Three candidates nominated for long-term US UNCC 
participant training 

June 1982 Two participants depart to US for English- PMSU 
language training 

Jul-Nov 
1982 

Three-month participant training in Third World 
countries or US for five participants 

UNCC 

Jul 1982 National selection exam for 1983 class of UNCC 
field agents 

Sept 1982 Final selection of 40 candidates for 1983 class UNCC 

Oct 1982 One participant begins long-term training at GON 
the National Literacy Training Center 

Jan 1983 Construction of NCCT terminated GON 

Jan 1983 US participants begin formal academic training AID/W 

Feb 1983 Classroom training for 1983 class begins NCCT 

Jul-Sept 
1983 

Experimental short-term training programs 
for cooperative officials 

NCCT 
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Jul-Nov 
1983 

Three-month participant training in Third-
World countries or US for three participants 

UNCC 

Nov 1983 Field training for 1983 class begins NCCT 

Jan 1984 Graduation of 1983 class of field agents NCCT 

Feb 1984 Classroom training for 1984 class begins NCCT 

Mar 1984 Full schedule of year-round short-term training NCCT 
for cooperative officials begins 

Jul-Nov Three-month participant training in Third NCCT 
1984 World countries or US for two participants 

Nov 1984 Field training for 1984 class begins NCCT 

Jan 1985 Graduation of 1984 class of field agents NCCT 

Feb 1985 Classroom training for 1985 class begins NCCT 

Mar 1985 Interim evaluation of Cooperative Training USAIDGON,NCCT 
Component 

Jul 1985 Three long-term participants complete training AID/W,GON 

Nov 1985 Field training for 1985 class begins NCCT 

Jan 1986 Graduation of 1985 class of field agents NCCT 

Jan 1986 Training Specialist departs USAID 

Feb 1986 Classroom training for 1986 class begins NCCT 

Nov 1986 Field training for 1986 class begins NCCT 

Jan 1987 Graduation of 1986 class of field agents NCCT 

Mar 1987 Final evaluation of Cooperative Training NCCT 
Component 
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Tezu of Referenoe for the 

Cooperative Training Specialist
 

Overview
 

The Cooperative Training Specialist will work as a member of a core training
 
team at the National Center for Cooperative Training. The NCCT will be
 
located inKolo, Niger about 20 minutes from Niamey. The NCCT is responsible
 
for training UNCC field agents to provide interim management services to
 
cooperatives, to teach continuing education classes to cooperative members and
 
leaders, to facilitate the transition from external management to
 
self-management. Progressively, the NCCT will train village cooperative
 
leaders inmanagerial and technical skills required to run the cooperative
 
effectively. Finally, the NCCT will serve as a resource information and
 
dissemination center for all cooperative training activities in Niger.
 

Responsibilities
 

The 	Cooperative Training Specialist will be expected to:
 

1. 	Work with other core trainers to design the overall curriculum;
 

2. Teach classes in group dynamics, leadership skills, adult learning
 
methodology to field agents;
 

3. 	Provide in-service training to core trainers intraining methodology;
 

4. 	Work with the director and core trainers to design the monitoring and
 
evaluation system;
 

5. 	Implement the monitoring and evaluation system;
 

6. Coordinate impact evaluations with the MRD's central evaluation unit and
 
the evaluation units of individual productivity projects;
 

7. 	Assist the NCCT director in areas of management as appropriate;
 

8. Plan and coordinate NCCT participant training activities with USAID's
 
Human Resources Officer; and
 

9. Coordinate AID-sponsored inputs with those of other donors at the NCCT,
 
particularly those of Danida.
 

Qualifications
 

Candidates for this position should have a minimum of three years of rurtl
 
development experience in the Sahel or Francophone Africa. Preferably some of
 
this experience will have been with local and community organizations.
 
Candidates should have an advanced degree in human resources development,
 
applied behavioral science, the management of human service organizations,
 
counseling, staff development/personnel, or agriculture
 
organizations/extension. Candidates should have two years of training
 
experience. Candidates must speak and write French fluently (FSI 3S, 3R). A
 
demonstrated capability to learn a local, African language is desirable.
 

ol."
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AFPUIDIZ 11 

DANIDA Contribution
 

Phases I and II
 

During the past four years (1977-81), Danish Technical Assistance (DANIDA) has
 
financed two phases of support, provided by experts from the International
 
Labour Office, to UNCC's Training Division. Phase I assistance consisted in
 
the organization of in-service training seminars in the area of cooperative
 
development, both for UNCC departmental officials and for UNCC field agents
 
and the establishment of a designing/printing capability. Phase II activities
 
included similar in-service training, upgrading the field agent curriculum
 
based on learning by objectives, the preliminary design of classes in adult
 
education for field agents, the training of seven departmental level training
 
specialists, and the development of a series of training materials. Two
 
evaluation reports, one on field agent training and the other on continuing
 
education training for cooperative members, were also completed. DANIDA's
 
inputs have been three and half years of long-term technical assistance,
 
short-term technical assistance, support for in-service training,_equipment
 
and operating costs for the off-set printing and design unit,
 

Proposed Phase III assistance includes support for the operation of 8O
 
Continuing Education Centers, continuing support for in-service training of
 
departmental training specialists, field agents and input into the newly
 
designed curriculum for field agent training, support for the continuing
 
development and production of training materials, and on-going support for the
 
printing unit. Proposed DANIDA inputs will consist intwo additional years of
 
long-term technical assistance and a total of almost $900,000. USAID plans

have been thorougly discussed with the DANIDA financed ILO expert to assure
 
complementarity of support.
 

Source: ILO/DANIDA/FVG/377/81, "Document Preparatoire a la Phase III du Projet
 
BIT/DANIDA, Juillet 1981-Juillet 1983."
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A. Description of The Centrale d'Approvisionnement 

1. Background 
Created in June 1978, the Centrale d'Approvisionnement (CA) was designed 

within the cooperative development service (UNCC) to be sole national supplier 
of major agricultural inputs. As a central control point for all distribution
 

of agricultural equipment, crop treatments, ,fertilizers, seed, etc., the CA
 
could represent substantial savings to the Covernment's agriculture program
 

by reducing cos tly parallel supply structures, taking advantage of large

scale purchase savings, storage and transport efficiencies, and reliably
 

guaranteeing timely delivery of inputs for farm use.
 

In the three years since its inception, the CA has made considerable
 

progress toward meeting its goal of timely deliver, of agricultural inputs.
 

It has reached, however, a point where outside help is needed to continue
 
improving delivery service. After a brief overview of CA operations to date 

and its own perception of its problems, a more detailed analysis of institu
tional and technical constraints will lead to proposals for AID support in the 

context of the Agricultural Production Support Project (APS). 

2. Operations 
Among the first questions that come to mind when looking at an organization 

for the first time concern the nature and quantity of its output, and 
what funding& staff, organizational structure, and physical plant it has to 
work with. Although detailed accounting data was not available to accurately 
measure inputs versus outputs and unit costs, some periodic reports were on 
hand to give general orders of magnitude of existing operations.
 

A look at the 1978-1979 recapitulation of operating figures (figure .1),
 

shows a level of activity of about $ 4.6 million from October 1, 1978 to 
August 31, 1979. Part A shows fertilizer, equipment and crop treatment balances 

at subsidized values. Transfers usually record shifts of material from the 

CA to regional "productivity" projects. These are often only paper transactions 
where individual projects are reimbursed for inputs they have procured 
directly from suppliers. 

The operating statement compares outlays to revenues. Purchases were
 
divided as follows : 

Agricultural Machinery ........................... 43.9 %
 
(mostly animal traction and hand tools)
 

Fertilizer ....................................... 32.1 %
 

Crop Treatment ................................... 23.7 %
 
Miscellaneous .................................... .3 %
 

Transportation costs do not include UNCC vehicle charges but reflect 
payments to private transporters. Finance charges result from the lack of a 

CA revolving fund which necessitates borrowing to fund the portion of purchase 
price that is not covered by Government advances. 

rarlses 
The requirement for heavy subsidies for agricultural inputs/from (1) price 

policies which limit the farm-gate prices and (2) the added expense of imported 
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raw materials and fertilizers which must be transported by road from ocean
 
ports. To encourage farmers to adopt the recommended technical package of
 

fertilizer, improved seed, animal traction machinery, crop treatment products
 
and up-graded techniques, the Government must subsidize part of the cost of
 
the materials. Section C of figure 1 shows the subsidy rate averages 58 %
 
but individual rates vary from 77 % for plows to 49 % for carts, with ferti

lizer subsidized at about 53 %. (Recently, the subsidy for carts was reduced 
to 8 %).
 

For the CA the annual decision concerning an advance by the Government
 
is the start of the procurement cycle. Given the Government-approved sale
 
price for each input, the CA can only buy as much of each commodity as the
 
advance will allow.
 

The sources, timing and amounts of the advances vary from year to year.
 

It is this very uncertainty which creates the biggest problem for CA
 
operations. In 1979, of a total requested need of $6.1 million, only $3.1
 
million was eventually received. Sources for the advance are shown as
 
follows:
 

CSPPN aid to cotton production $ 545,000
 
STABEX ....................... .1,364,000
 
FNI 1979 ..................... 455,000
 
FNI late payment from 1978 ... 773,000
 

Total financing support funds
 
paid in 1979: $ 3,137,000
 

Since no buying by the CA can proceed until the amount of the advance is
 

known, the timing of the decision is critical. International delivery lead
 
times are relatively fixed so a delay in the funding decision will in turn
 
push back the d-ei!-ery of supplies. Late and piecemeal decisions on funding
 
amounts have been the rule for the past three years. This is discussed in
 
more detail below.
 

The composition of products supplied by the CA can be seen in Figure 2
 

which illustrates 1979-1980 input flows. The table shows that the CA has
 
managed over 22,000 tons of material and 35,000 pieces of equipment with a
 
delivered value of over $10 million if the 58 % subsidy rate were factored
 
in. Of the amounts mentioned above, however, the CA had sales of only a
 

little over 8,000 tons of fertilizer and treatment and 13,700 machines.
 
"Transfers" indicates direct purchases from suppliers by projects. Ending 
balances of about half the total quantity used give a good indication of the
 
degree to which delivery dates missed target dates at the beginning of the
 
crop cycle when inputs are needed. The larger proportions of 15-15-15,
 
and super simple phosphate purchased over the much more volume-efficient 
super-triple phosphate probably represents last-minute buying in regional 
markets where delivery times are two weeks to three months delivered to the
 

departments compared to international tender delivery times of up to 10 
months. Unfortunately, the farmer must transport to his fields and apply over
 
twice as much weight to get the same fertilizing effects. 

The CA is organized under the Director-General of the UNCC, into three 

\N
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functional sections: Accounting, Central Warehouse, and Purchasing/Legal 
Affairs (called Relations Publiques et Contentieux). The head office 
assembles demand information from departmental reports to prepare a consoli
dated physical needs request through the UNCC and the Ministry of Rural
 
Development to the GON Council of Ministers. This report on physical needs 
for the following year is submitted in May for a decision on funding amounts 
by October, but the full amount of the advance is generally not known until
 
late February of the year for which the financing is needed. The growing
 
season starts with field preparation in April-May.
 

Once funding levels are known, the head office prepares invitations for
 
bids, selectssuppliers, purchases, and arranges shipment and storage as close
 
to the end-user as possible. It also supplies the various animal traction
 
machine production centers with their needs in raw materials, which are
 
mostly imported from Europe. Since inputs are not paid for until they are
 
delivered to farmers, the CA must arrange financing for the non- subsidied
 
component of delivered costs. Overhead and staff transportation are provided
 
for the UNCC budget and do not have to be absorbed in the delivered costs of
 
goods.
 

A glance at vehicles on hand shows ten trucks, clearly insufficient to
 
move the 11,848 tons of inputs and 29,000 macvines purchased in 1979/1980
 
through a 1,000 km-long network. The 18,400 m of warehouse space on hand
 
(see Figure 3), could not hold even the 22,376 tons of bagged products since
 

2
average storage space needed for fertilizer is 1 m per ton with proper 
stocking and lateral clearance. As a result the CA has been forced to hire
 
private hauling and storage capacity. These extra costs are paid for from
 
the available funding thus reducing the quantity of inputs that can be
 
distributed to farmers. 

From an organizational standpoint , a key question is why field staff are 
not under the direct control of the head of the CA in Niamey. Because of the
 
vast delivery distances and the need for close coordination of a variety of
 
private transporters and storage sites, CA headquarters must be in close
 
contact with its field agents to insure prorqr transport planning and inventory
 
control. Figure 3 shows field agents to be under the direct authority and 
responsibility of the UNCC Departmental Delegates. These officials are the
 
senior representatives of the UNCC at the department level. Their workload
 
and variety of responsibilities are enormous *. 

The Departmental Delegates for the UNCC in the departments visited by the
 
project design team appeared to be uniform ly highly skilled at their jobs,
 
but they admitted that their assistants and warehouse cle rks were badly in
 
need of training and close supervision which they did not have the time to
 
give. The chief of the CA in Niamey is prevented from direct contact with
 
field CA personnel by an organizational structure which requires him to work
 

* To illustrate, the Delegate for Zinder has the following responsibilities
 
UNCC Director, Chief of 3M Productivity Project, formation of cooperatives,
 
buying agricultural produce, supervising cooperative store, distributing seed,
 
supervising the feeder-cattle program, overseeing the UCOMA animal traction
 
production center, meeting with up to six official visiting delegations a
 
week, representing CNCA and finally, directing CA operations. It is not feasible
 
to assume that he has adequate time available to effectively supervise, train
 
and direct CA field personnel. 

<A
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through the UNCC Director-General who,in turn, 
issues instructions to the
 
department delegates for action.
 

Even if the organizational structure of the CA were altered to put the
chief in direct control of field agents, he probably could do little to
improve their operating efficiency at present. He does not even have a typist
of his own or a telephone that works. His Niamey headquarters staff is divided
between offices in two buildings across town other lack offrom each for a:building for its own. In addition, he does not have the time personnally or
the depth of management staff to conduct field agent training. These problemswill be addressed in later sections- but first, it may be instructive to list
briefly the CA's problems as perceived by its Chief. 

3. Statement of Problems by the Director of the CA
The following enumeration of difficulties faced by the CA comes directlyfrom the 9irector's report written in February 1980 on the previous year'scampaign '1) . It is included here without commentary to give a better ideaof the internal perspective of C A needs. A later section in this annex will
 

provide deeper analysis of these problems.
 
a) Personnel/Training


Insufficient depth of managerial skills. Too few people with too little 
training at upper and middle levels. 

b Physical Infrastructure
 
Lack of office spare separates CA staff, physical location makes daily

work more difficult.
 
Lack of organizational transport capacity requires large payments for 
private trucking.

Insufficient warehouse capacity results in need to rent commercial space.


c.) Institutional/Fiscal

Lack of a revolving 
 ftaLi results in heavy interest payments for loans 
necessary to fund purchaseo.
Delays in payments of advance funds requires CA to run a deficit withCNCA, the national agricultural credit bank, which charges heavy interest.Late supply of inputs to thr field resulting in large stocks to carry 
over. 
Late payment by departmental UNCC delegates and slow settlement by CNCA
in credit sales, which poses a heavy drain on CA cash flow.
 

B. Analysis 

1. GON Budgetary Procedures - Implications for CA Operations. 

Fertilizer, seed, crop treatment, etc, that do not arrive to the farmer
in time for him to use 
on his fields are not of much use to him. With present
lead times only regionally purchased fertilizer (simple superphosphate) canbe made available on a timely basis. 1JNCC reports that thene fertilizers are of 

(1) UNCC, Centrale d'Approvisionnement, Rapport d'Activite, February 1980. 
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uncertain caomposition and less efficient strength, making them less desirable
 
from the farmer's standpoint than the weight-efficient, constant analysis
imported fertilizer (triple-superphosphate). Credit leaks through bad debts
and late payments quickly run down the CA'. available cash. The agency is 
further hampered in its management control when accounts are not structured 
to allow accurate measures of inputs or outlays over a period of time. 
These are the problems addressed in this section. 

a) Supply Cycle Funding - Inadequate Lead Time 

Figure 4 is a composite view of four different cyclea to illustrate the
 
importance of proper timing of agricultural inputs delivery. In the top

section, the yearly crop cycle is shown to depend on 
rainfall periods
from June to September. Fields are prepared in anticipation of these 
rains, and harvest and marketing follow in October. 

During the first years, the CA arranged for UNCC Departmental Delegates
to conduct a census of needs based on requests by farmers in the coopera
tives. This practice has now been replaced by an estimation of needs by

departmental staff to avoid attitude problems with farmers whose expec
tations were disappointed when CA deliveries consistantly missed.
 
Cropping deadlines and amounts were well below the stated demand.
 
Section B of Figure 4 shows the supply cycle as planned by the UNCC.
 
To insure the minimum time for international deliveries to arrive in
 
time for field preparations (5 to 6 months), the Government's funding
decision must be made no later than October of the previous year.

Five months are allocated for the Council of Ministers to decide on
 
requests for funding submitted in May. Section C shows what actually
 
happened in 1980/81.
 

In reality, the Council of Ministers takes much longer than five months 
for the funding decision. The Chief of the CA explains this by the need 
of the Council to see the results of the previous year's harvest before
 
allocating money from the Capital Budget (FNI). National harvest figures

are often not available until December when the marketing season starts
 
slowing down. As a result, grants arrive in a piecemeal fashten.
 

Of a total request of FCFA 1.55 billion, CA received 200 million in
 
December 1980. An iterative process took place between December and 
February, when the CA would re-calculate its program in light of the
 
small amounts of funds provided and would forward a revised request to
the Council of MinisteLs who could then authorize another release of funds. 
The obious results of these delays were late deliveries and an inability
to provide triple-superphosphates which require a six-month lead time. 
The CA and productiviity projects were forced to enter regional markets 
for fertilizer, where deliveries were made by local merchants responding 
to tenders published by the CA in the national newspaper. Delivery to
 
the principal cities of departments were made within 2 weeks to 3 months.
 

N
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Although the quality of the product was variable, regionally sourced
 
deliveries, combined with stocks remaining from the previous year's
late deliveries, managed to fill almost all requests for fertilizer in
 
1980. Late deliveries this season, amounting to 50 % of what was sold,
 
will give a head start on next year's supply cycle.
 

b) Approaches to Extending the Supply Cycle
 

The GON has yet to find a complete solution to the inadequate lead time.
 
For farm implements that are produced in Niger, the CA is authorized to 
borrow from CNCA to finance the importation of raw materials and parts used 
by the manufacturer (UCOMA). This makes possible the timely delivery of 
implements, but as noted above, interest payments to CNCA reduce the 
quantity of inputs that can be distributed to the farmers. The subsidy

itself also restricts the quantity of implements available. Further
 
improvement could be achieved if the GON were to make its financing

decision in October as originally intended. If CA could place its orders
 
for fertilizer in October, deliveries could be made to farmers in May.
 

The most advantageous solution from the standpoint of minimizing CA's
 
financing costs and maximizing the likelyhood of timely delivery wouid
 
be for the purchase of inputs to take place in January-February of a
 
given year for delivery to the farmers prior to the growing season of
 
the following year. This would have the effect of increasing the 
funding/supply cycle from 15 months to 27 months. 
The time periods

involved in different stages of the cycle are illustrated in Section D
 
of Figure 3. With a financing decision taken in February and a 7 to 14
 
month delivery period, part A of Figure 5 shows several important

advantages to extending the cycle.
 

A delivery time which would insure that productivity projects avail
 
themselves of CA services instead of using their own parallel procurement

structures would be at the point when projects are deciding whether or 
not to procure for themselves - i.e., their own delivery lead tie must 
be beaten by the CA's system. No matter what the legislation may be, it 
would be very difficult to entice project managers to risk losing a year's
production by relying on CA promnises to have inputs available at field 
preparation time. 
 Unless supplies are visibly ready in the warehouse for
 
final distribution, project managers will procure on their own.
 
Figure 5 shows that with an additional year's time, managers of productiv
ity projects will know during the previous October to December period

whether the CA will have adequate fertilizer to meet their needs. This
 
will help increase the likelihood that the productivity projects now
 
purchasing their own fertilizers, will choose to utilize the CA.
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Other important advantages which will be investigated later include 

smoothing out over time the peaks of transportation needs; making 

available goods to farmers at the time they have the most cash on hand 

so that the need for credit sales and resulting credit
at market time 
losses can be reduced; and using grain marketing trucks to transport 

inputs to the field during the marketing season when they would ordi

narily go empty to pick up produce. 

Cash flow needs to support extension of CA's supply cycle are illus

trated in Figure 4. Taking the actual funds available in 1980/81 of 

about $3 million and expanding it by the 58 % rate found for 1979, 

gives a total delivered cost of CA inputs of about $5 million. The 
amount of revenue is about $2 million from sales (42 % of total costs). 

Figures from the 1979 campaign show that total costs are divided as 

follows:
 
Purchase price of goods $4.4 million (87 %)
 
transport $400,000 (8 %) 
and finance charges $300,000 (5 %). 

Using 1980/81 as an example, it is lilely that about $4 million would
 

be needed in February of year I to order imported inputs, including
 

raw materials for farm implements.
 

Since the $2 million of revenues from sales do not take place until 

the October to May time period, funds must be sought to complement the 

$3 million made available by the Government for purchases of goods and 
a full yeartransport (assuming that the GON makes the funding available 

earlier than at present). In addition, additional interest costs must be
 

met. If payment for goods sold is received by the beginning of the crop 

period in May, then there will only be one month overlap between the new 

years' cash needs and uncollected portions of the previous years'
 
do not allowreceivables. In reality, however, credit sales provisions 

for immediate collection of receivables as the CNCA takes time to process 

these accounts. Departmental UNCC Delegates often delay forwarding pay-
So actuealments received for goods thay have sold on behalf of the CA. 


overlap of cash needs to be financed could reach as high as $4 million in
 

the few months following the yearly order of inputs in April, if two years'
 

worth of receivable must be financed at the same time.
 

There are three ways to adjust the supply cycle to meet requirements of 
cropping time frames and lead times. The first would be to double up on 
funding amounts at the time of the next financing decision (February 1982)
 

with the effect of providing a revolving fund for the CA operations. This
 

is not likely since the FNI is already unable to meet all requirements for
 

development expenditures and funding shortfalls are expected to be even
 

more serious next year.
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An alternate solu'li-n would be for a donor to establish a revolving fund
that would permit the timely ordering of all inputs by the CA. Indeed, aFAO/FIDA 
team was in Niger during March/April 1981 to examine the feasi
bility of just such a credit from the African Development Bank. The report

will not be available until sometime after July 1981, but their general

comments reflected a low probability for any decision before 1982. 
 Even
 
then, the likelihood of approval seems 
low. Pointing out the lack of a
separate entity format for CA accounting, the FAO team felt financial

controls were not adequate to maintain the integrity of a three to five

million dollar revolving fund. It would be unrealistic at this time to

depend on donor financing being available in the next few years. 

A third solution would be to finance the early purchase of inputs through
loans from the CNCA. In February-May of year 1 the CA would borrow the
$4 million needed to make the purchases of inputs to be used in year 2.
Between October and May, the CA would receive financing from the GON as
well as revenues from cash and credit sales to farmers. As long as theadditional finance charges can be reflected in the amount of funds re
ceived from the GON, the CA would be able to extend the supply cycle on
its own. In effect, the CNCA would be managing a revolving fund for CA use. 

C. The Need for Accurate Financial Information 

The UNCC organizational structure currently is like a pipeline with
 
money flowing in at one end to subordinate agency users at the other end.

The total amount of funds flowing through the system can be measured by
summing the operational outflows of the agencies but for an agency like CA 
to be more manageable, its accounting system needs to be able to match
 
sources and uses of all the resources consumed in providing goods and services
 
during a given period.
 

Currently the CA overhead is supported by budget line-items from the

UNCC. 
The CA does not have access to UNCC accounting information, so the CA

director cannot derive accurate unit cost data for pricing his produts or
managing his resources. A key prerequisite to the proper functioning of an
expanded CA is a system of accounts that would enable CA to measure its

efficiency and account for all revenues and expenditures, including opera
tional expenses.
 

2. Transportation Analysis
 

Niger by its location 1200 km by road from an ocean port, by the lack
of any railroads, and by its 1000 km width, presents challenging logistics

problems. 
Recent projections of future needs for agricultural inputs show
17,700 tons of fertilizer for 1983 (GON Five year Plan) .md 25,000 tons in

1985 (FAO projections). Although the road from the port at Cotenou is
partially paved, a strech of about 400 km slows heavy truck traffic at best,

and halts traffic, or requires reduced loads, during the rainy season.
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A commercial 25-ton truck can make one round trip a week to Niamey from 
Cotonou. Thus, it would take twenty trucks an entire year to move the quan
tity of fertilizers projected for 1985- and this not allowing for down
time for maintenance or rains.
 

Fleets of large trucks do operate between the coastal ports and Niger.
 
A recent bill for transport of 200 tons of fertilizer from Lome to Niamey
 
reflected costs of FCFA 59,790 per ton, or about $ 270 per ton. In-country

commercial freight rates, according to a recent FAO survey, are as follows
 
in CFA/Ton and $/Ton.
 

Zinder-Niamey 14.000 CFA $ 63.64 
Maradi-Niamey 12.000 54.55 
Niamey-Agadez 25.000  35.000 113.64 - 159.09 
Niamey-Diffa 35.000 159.09 

Figuring an average of * 60 per ton domestic transport and the $ 271.77
 
for carriage from port of 25,000 tons of fertilizer, the CA will have to
 
pay almost $ 8.3 million to put the product at departmental capitals. One
 
year's transport costs could purchase eighty-three heavy trucks.
 

As the CA is presently organized, the national headquarter arranges
 
transport to departmental seats where inputs are warehoused pending local
 
delegates arranging the further movement to arrondisament and cooperative
 
storehouses. With the few trucks available (see Figure 3), it is obvious
 
that the CA must rely heavily on commercial freight carriers. CA vehicles
 
are mainly reserved to distribute inputs internally throughout the districts
 
and to shuttle incoming material in Niamey between customs warehouses, 1ts
 
own collection point, and commercial shipping points.
 

It may seem appealing at first glance for CA to "save" all that transport 
money by acquiring a fleet of heavy trucks with the capability to lift ics 
entire volume itself. The Director of the CA has, in fact, indicated. a 
desire to do this. There are important drawbacks to this approach. Since
 
other government agencies are already in place with trucks to evacuate agri
culture produce, the CA would essentially be tooling up for one-way hauls
 
of inputs to farmers without the likelihood of a paying backhaul. Tnput
 
delivery, though smoothed out in the extended supply cycle concept, is still
 
seasonal- the fleet of trucks would need other tasks to hei pay for them
selves. Finally, the maintenance, management, and control of a fleet of
 
35-ton trucks is probably a job better left to the private sector trucking
 
industry.
 

Under this project it is proposed that vehicles be provided for personnel
 
transport and the distribution of ipputs from the departmental warehouses
 
to the arrondissements.Light trucks will be necessary primarily to enable
 
the CA national office personnel to maintain contacts with field staff and
 
manage its nation-wide resources. Also, seven motor bike:: are needed to
 
enable departmental store keepers to keep on top of arrondissement and coope
rative needs. For input distribution to arrondissements,the GON has recently
 
purchased nine trucks.
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3. Storage Capacity
 

The need to have agricultural inputs in place before the time for their
 use implies the need for sufficient space to store a full year's supply 
-

since most of the volume of inputs will be needed at field preparation time.

Referring back to previous sections, Figure 3 shows 18,400 m2 of' available
 
space on hand now. This translates roughly to 18, 400 tons of storage
capacity for perishable items, mostly bags of fertilizer and crop treatment.
 
Animal traction equipment could be stored in warehouse yards.
 

As noted in Figure 2, the total amount of perishable inputs stored

during the course 
of 1979 was about 22,000 MT. In actuality, this inventory
 
storage situation is not 
a static problem where beginning stock balances
 
plus purchases equals total capacity needed. There is a large amount of

flow in the system as orders arrive and consumers buy products, and stretched

the supply cycle over more time will help ease the maximum need for space.

Better storage techniques will increase the efficient use 
of available
 
storage capacity. Storage requirements for simplephosphate are over double
 
the space needed for triple superphosphate for the same potency of applica
tion. Decisions on which products are bought will directly affect storage
 
area planning. 

The GON has requested the following warehouse space under this project
1 - 1 000 m2 warehouse in Niamey ; 5 departmental-level warehouses (4 2- 500 m
and 1 - 300 m2 ) ; and 8 warehouses in the arrondissements.This totals 4,900 m2 
of additional storage capacity. The GON intends to add 200 m2 warehouses in

all of the other arrondissements when funding is identified.This plan ofaction is an appropriate start for an expanded logistics network. The site
 
location of proposed warehouses and their sizes are based on 
sound principles

of inventory management. As products move through the system, concentrations
 
in any given warehouse become less the closer that store is located to the
 
final consumer, while the number of warehouses increases. This is the only
 
way to provide storage as close as possible to the end user and assure
 
sufficient capacity to avoid bottlenecks at intermediate distribution points.
 

Decisions on further construction should be postponed until the technical
 
assistance team has been able to tighten current inventory management prac
tices and conduct the kind of need assessment that comes only from an opera
ting knowledge of the logistic system. In the meantime, if needs exceed 
availability, the CA can continue to rent commercial storage space and cover
 
the expenses out of available financing. 

4. Personnel and Training
 

The previous sections indicate clearly the importance of effective organization in the functionning of the CA. Transportation efficiency, warehouse 
utilization, buying pratices, and management information flows all depend on
adequately trained agents under direct supervision of :apable managers. As
previously described, the CA Is understaffed and awkwardly organized for
 
best control of field agents by the control office.
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A streamlined organization is proposed to the CA. Basic changes have
 
been made to give the CA Director direct control over field agents while

adding direct coordination lines from the CA to the departmental Delegates.

The latter retain their control of lower stores because these operations
 
are less easily separated from the cooperatives that run them.
 

It is proposed that this project finance two technical assistance posi
tions. The first would be a senior management advisor for two years.

His role would be to advise the Director of the CA on all aspects of
 
management related to a supply and distribution system. This includes
 
procurement procedures, both domestic and international, transport plan
ning, inventory management, personnel management 
 and financial management.
During his two-year tour, this advisor would analyze existing practices

and propose improvements. He would also do a thorough analysis of the ware
house and transport capacity needed by the CA. This would be used as the
 
basis for planning future expansion.
 

The second technical advisor would remain for four years. He would have

the same background as the senior management advisor, but his main role

would be staff development. Specifically, he would head a mobile training

unit which would conduct short seminars at the department and arrondissement
 
levels. At the same time, this individual would observe first hand and on a continuing basis, the various problems and inefficiencies that occur in
 
the different departments. He would provide advice to the CA department

heads and warehouse 
 managers on ways of improving their operations andwould be a major source of feedback to central headquarters on shortcomings
in the system that need to be corrected. At the end of his four years, his
 
training and advisory activities should result in a better understanding

of supply management at all levels of the CA, and a system will have been
 
established for continuous upgrading of staff performance and a continuous
 
flow of information between headquarters and fiels staff.
 

With the addition of technical assistance to CA's staff, it seems

desirable to establish a mobile training team which sould conduct on-the-job

training at the field sites. To get maximum effect from this unit, all
 
headquarters managers should be assigned to the team for brief periods of
time to facilitate standardization of management systems, and to exposemanagers to each other problems. The period of rotation for these trainees 
remains to be determined but can vary from a few days to several months. 
There should be provision for incentive pay to those who serve on the team. 

Other changes recommended are directed toward better distribution of
 spans of control and structures designed to encourage collaboration between 
technical assistance advisors and CA staff. The Director of the CA needs
 
to be removed from much of the busy work that now occupies him so that he
 
can concentrate more on planning, directing and controlling. The project

envisions a very close daily relationship between the head of the CA and
 
his technical advisor. For purposes of project coordinationm both of the

above should serve on the cellule de coordination so thaL they can present
problems and participate in overall planning and implementation. The inventory

advisor pos: tion should take on increasing importance as stocks build up. 
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The property control officer is responsible for the physical movement,

storage, and delivery of products. As such, he should be the immediate

Eupervisor of department level CA staff. With the help of the mobile
training team, he should be able to standardize and modernize field property

management techniques.
 

In its budget submission of May 1980, the CA Director requested UNCC
approval for increasing the staff level from 16 
agents (9 in Niamey, 7 in
the interior) to 74 agents, at an additional cost of about $ 170,000 peryear. This ambitious program has not been approved to date by the UNCC but some form of expansion and upgrading of CA staff should be agreed upon priorto signing of the APS grant agreement. The CA proposal of May 1980 would
be a good point of departure for discussions between USAID and UNCC.
 

As a last comment on CA personnel administration, for this agency to
provide the best service and maximize employee effectiveness, it is strongly
recommended that the technical advisors under this project explore possibi
lities for incentive programs to reward above-average performance. The
CA's mission of supplying agricultural inputs has a strong commercial flavor
to it. The most successful approach to the job would be an entrepreneurial

one. 
Such spirit should be cultivated in the staff by appropriate bonuses
 
for excellence. 

In addition to providing an advisor for the Mobile Training Unit, it is
proposed that the project contribute to CA staff development by financing

two students for degree training in Business Administration in the U.S. ;
2 students for long-term training in management in an African institution

of higher learning ; and 6 trainees for short-term management training in 
an African institution. The recipients of long-term management training
will assume responsibilities at the CA headquarters in Niamey. The shortterm training will be for CA representatives at the departmental level. 

5. Other Donor Programs - The Need for Coordination 

At present there is available to the CA a technician from the FAO fundedby a grant from the Danish government to support fertilizer research, extension, and distribution. This technician is supposed to be able 
to work with
the CA, and the Agriculture Service. His recommendation are to be solicited
in FAO/FIDA decisions whether to establish a revolving fund for the purchase
of fertilizers. The existence of another technical assistance effort at the

CA need not complicate the job of this project's advisors. Close personnel
coordination between the two senior technicians would be useful but no hie
rarchical relationships are required.
 

During the course of this project 
 the major need for donor coordination

is likely to arise in connection with the financing of a revolving fund for
inputs and the construction of additional warehouses. In the latter instance,

the GON will seek financing for warehouses in all of the arrondissements,and this will complete the CA network. In additioni. there is provisioA inthe present Development Plan for smaller warehouses to be constructed atthe level of ALC's (Associations Locales de Cooperatives) and cooperatives. 
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These will receive inputs from the CA but will be managed by the cooperativesthemselves. When financing is obtained for these cooperatives warehouses,
planning for construction and site sele ction should be coordinated with the
CA program. The United States should not participate in the financing of a

revolving fund, however, under present circumstances.
 

Implementation Plan 

A. Schedule of Activities 

Date Action Responsibility 

Dec. /81 1 	 Grant Agreement signed GON/USAID
Jan/b2 2 	 Start recruitment of senior mgret. advisor AID/WJan/82 3 Issue PIO/C for vehicles for sen.mgmt. USAID 
advisor and HQ staffMar/82 4 Selection of 	student fcr long-term tng.in US MDR

Jun/82 5 	 IFB for cons.of office bldg. and central
 
warehouse and 2 departmental warehouses 
 1MDR/GR
Jun/82 6 	 Selection of Senior mgmt. advisor 	 JSAID/MDRJun/82 7 	 Departure of 1st student for degree tng.

in U.S. 
 USAID/MDRJun/82 8 	 Selection of student for long-term 
training in Africa MDR9/82 9 Selection of contractor for otfice constr. MDR/GR9/82 10 
 Arrival of first vehicles for HQ 	 USAID
.9/82 11 Depart. of student for long-term tng,in Afc, MDR/USAID10/82 12 
 Start of contr. of office and warehouses MDR/GR
10/82 
 13 PIO/Cs for equipment and vehicles 
 USAID
10/82 14 	 Arrival of senior mgmt. advisor USAID1/83 15 	 Recruitment of staff development advisor AID/W

3/83 16 
 IFB for contr. of departmental warehouses MDR/GR
3/83 17 Selection of 2nd student for US training 
 MDR

3/83 18 First report of sen. 	 mgmt. advisor on CA 

management structure 
 MDR
6/83 19 
 Completion of offices and 1st warehouses 
 MDR/GR
6/83 20 
 Arrival of office and warehouse equipment USAID
6/83 21 	 Depart of 2nd student for US training USAID6/83 22 	 Selection of 2nd student for long-term
 
training in Africa 
 MDR
6/83 23 Deadline for revision of mgmt. structure MDR6/83 24 	 Selection of contr. for warehoue constr. MDR/GR


6/83 25 Completion of offices and 1st warehouses 
 MDR/GR9/83 26 	 of 2ndDepart student for long-term tng.
in Africa 
 USAID
10/83 28 
 Start of const. of last 4 departm.warehouses MDR/GR
10/83 29 
 Arrival of staff development advisor 
 USAID


1/84 30 
 Assignment of CA personnel to departments MDR
3/84 
 31 IFB for const. of arrondissement warehouses 
 MDR/GR

3/84 32 	 Beginning of work by Mobile Training Unit 
 MDR
 

qA
 



14 

4/84 
6/84 
6/84 
8/84 
9/84 
9/84 

10/84 

33 
34 
35 
36 
37 
38 
39 

Completion of const. of dept. warehouses 
Return of 1st trainee from U.S. 
Returm of 1st trainee from African instit. 
Contractors selected for arron. warehouses 
Depart, of sen. mgmt. advisor 
Outside evaluation of CA 
Completion of construction of arrondissement 

MDR/GR 
USAID 
USAID 
MDR/GR 
USAID 
USAID 

warehouses MDR/GR 



15 

FIGURE I 

CA 1978-1979 Recapitulation of operating figures
 

A. Input flows at subsidized values FCFA Million USD Million 220
 
Beginning inventory 254 $ 1.2
 
Additions during year 732 3.3
 

Sales 427 1.9 
Transfers 222 1.0 

Ending Inventory 332 1.5 
Missing/Lost 5 .02 

337 1.5
 
Total charges 1005 4.6
 

B. Operating Statement
 
Expenditures
 
Purchases 871 4.0
 
Transport costs 80 .4
 
Finance charges 54 .2 

Revenues
 
Subsidy received 1979 520 2.4
 
Receivable for sales '79 423 1.9
 
Late subsidy from 1978 95 .4
 

Sub Total 1 038 4.7 
Carry over to 1980 33 .2 

1005
 

C. Average Subsidy rate
 
Subsidy for 1979 520 2.4
 
Late subsidy from '78 95 .4
 
(amount carry-over)
 
Total available 615 2.8 

less carry-over to '79-80 (33) .2 
Total Subsidy Used 582 2.6 
Plus receivable of sales 423 1.9 
Total charges 1 005 4.6 

Subsidy rate : 582 i 1 005 58 % 

Source Rapport de fin de campagne 1979 - CA 
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FIGURE 2 

CA 1979 - 1980 INPUT FLOWS 

Note 1 
Quantity in Metric Tonnes A B (A+B) C D E C+D 

Fertilizer 
Beginning 

Balance 
Pur-

chase 
Max 

O/H 
Sales Trans-

fers 
Ending 

Balance 
Used 

UREA 1467 3801 5268 1549 2087 1605 3636 

SuperSimple 
SuperTriple 

436 
4178 
342 

2794 
3080 

36 

3230 
7258 
378 

991 
2521 
225 

1427 
2029 

10 

822 
2583 
158 

2418 
4550 
235 

Amonium Sulfate 
Nitrate 
Phosphate of Tahoua 
NPK Bs 

69 
143 
125 
385 

42 
72 

613 
55 

111 
215 
738 
440 

-
5 

607 
236 

7 
0 
22 
55 

95 
208 
109 
141 

7 
5 

629 
291 

Ammonium Phosphate 60 - 60 - - 50 -

Fertilizer Total 7205 10493 17698 6134 5637 5771 11771 

Fungicide/Pesticide 3223 1355 4578 2098 757 
 1435 3146
 

Total Quantity Weight 10,428 
 11,848 22,276 8,232 6,394 7,206 14,626
 

Machines/Tools, Each 6,540 29,126 35,666 13,687 11,870 
 10,127 25,557
 

Value at subsidized
 
prices (Millions CFA) 330 663 993 
 424 277 284 701
 

Millions of USD 220 1.5 
 3.0 4.5 1.9 1.3 1.3 3.2
 

Note 1 
 Ending balance is result of physical inventory. Quantities may vary

from calculated sum because other colums result from paper inventories.
 

Source: 
 Rounded figures from draft + CA 1979-1980 operations report.
 



FIGURE 3 - CA SUPPLY CYCLE 
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B. CA Supply Cycle as Planned by GON 

Reports due from Departments on needs for Year 2 

Needs consolidated, forwarded to Council of Ministers fcr Subsidy amount decision 

_Deliberations by Ministries for Subsidy Decision 

IFB's issued, supplier selected, order placed 

____d____son_. 5 - 6 months delivery time to farmers/machine tool factories (raw materials) 
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........ ...................................................................................................................
 

C. CA Supply Cycle - Reality in 1980-81 

Requested Cycle Ministerial Deliberation I 

n 	 . 
Subsidy Decisions 

........ __ocal Tenders for Regionally Sourced Fertilizer 
"1" - Deliveries of Regional Fertilizers 

..."..."..-°--------,,...........-•................................................................................................... 

200 1 250 l. 200 nil. 

D. CA Cycle Desired 
Ocean To Niamey

Need; ID Minist. DeliberatUon Freight 
I. I ___ ..........
 

Subsaidy ..4INTL 
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OVERVIEW AND RELEVANCE OP THE EXTRNSION SUPPORT COMPONINT 

As part of its goal to achieve self-sufficiency in food production
 

and the economic development of the rural population the GON has opted for
 

a policy of increasing the participation of the rural population in its own
 

evelopment (auto-encadrement). In implementing this policy the cooperatives 

are seen as the mechanism for organising the population to develop such 

services as supplying inputs, managing credit and providing a primary 

marketing structure. 

In a parallel fashion extension service at the lowest level is also
 

being increasingly made the responsibility of t)'e rural population through
 

the use of farmers as voluntary demonstrators and/or as part-time agents 

paid in part by the cooperatives and in part by the Agriculture Service. 

The supervision of these lower level elements of the extension system is
 

the responsibility of the Agriculture Service. 

Since the policy (1975) of decentralisation of the Agriculture Service,
 

planning, budgeting and implementing of agriculture production and develop

ment has occurred principally at the Departmental level. At the national
 

level, the Agriculture Service became reducea to 4 sections. The extension 

section was reduced to 3 positions, one of whichthe Director serves also
 

as deputy to the Director of the Agriculture Service.
 

In a parallel move the GON also opted for the regional productivity 

project as the instrument of development. Beginning with the 3-M project 

covering 3 arrondissements in Zinder Department in 1974 with support from 

the FED, the GON has successively undertaken productivity projects in 4 

additional Departments, each heavily dependent on donor financing for 
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virtually 

inputs. 

all costs exoept the CON personnel salaries and subsidies for 

The inplementation of these two options (a) the decentralisation of 

Agriculture Service (other Services were also decentralised) and (b) the 

institution of the productivity projects, the character of which are influenced 

by the respective donors, has resulted in a diversity of modes of organisation, 

management and operations of the Agriculture Services, and other Services as 

well, with a minimal of direction from the National Service. In essence 

each department has its own program which in many oases is so strongly affected 

by the donor agency which finances th productivity project that it becomes a 

productivity project program. Since the productivity projects do not as a rule 

cover the entire geographic area of the Departments, the areas which are 

excluded are served by the Departmental structure; most frequently the level 

of service is minimal. As a consequence it can be said that there are two 

extension services in each Department and these will differ from Department 

to Department. 

The impact of the national service on the program is minimal. Nor are 

there eifective mechaiioms for providing supporting services i.e. information 

on a regular basis, liaison with research, liaison with other institutions 

and services etc. Above all there is no system for comparative study and 

evaluation, analysis and synthesis from experience, and lessons from the 

diversity of approaches being used. 

Each productivity project provides its own support and makes its own 

evaluation. Opportunitk for comparative study is limited to rendering of 

reports at Annual meeting of the Agricuiture Service and/or MDR. 

/~ 
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The Extension Support Component of the APS project is designed to 

provide certain minimal capabilities at the national level for rendering 

support services to the Departmental Services and to provide a minimum of 

analytical capabilities so that the Extension Section in MDR will be able 

to interact with other Departmental programs and with other entities$ notably 

research (INRAN), to the end that more effective systems are developed for 

supporting development in the rural areaa. 

This need is intricately linked to the other components of the APS 

project, because the extension services form the principal technical link 

between the rural population and the supply services which are to be improved 

by other components of the APS. 

TYPES OF EXTENSION MODELS 

1. The Decentralised Extension System 

Beginning in 1975, the GON adopted the policy of decentralisation of 

most development activities, from planning through implementation. The
 

previously centralised services under the direct policy, management and 

operational control of the central ministries were decentralised and placed 

under the direction of the departmental governor (The Prefet). Although it 

varied from service to service in many instances only a small nucleus of 

personnel remained in the central ministry. In the Agriculture Service, 

for example, there remained 48 positions in 4 sections. The extension 

Section, which countrywise is the largest, now consists of 3 professional 

positions only at the national level. 
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At the Departmental level each of the services concerned with develop

mental activities is represented by a "responoable" - Plan, Livestock Co 

operatives (UNCC), the Agrtoulture Bank (CNCA) Rural E-gincering (C.R.) and
 

Agriculture Service (DAS) - This structure is repeated at the arrondissement 

level for the most part. At'the agriculture district level, the UNCC and
 

the agriculture Service are generally the only services which 
are represented.
 

In this decentralised structure, the sections of the Agrioul'-ure Service
 

tend to disappear. For example, extension ceases to have a structure of its
 

own. Extension 
becomes the primary responsibility of all the Agriculture 

Service personnel. Crop protection, statistics and seed production are the
 

other important 
 functions of the Agriculture Service personnel. During periods 

of serious pest problems virtually all of the Agriculture Service personnel in 

the departments are usually mobilised. Seed production is carried out on 

specialised seed multiplication farms, in training centers and by contract
 

growers. 
There is no organised central or decentralised seed service. An
 

important role of extension 
agents is to collect annual statistics.
 

The cooperatives personnel also carry out 
a considerable amount of agri

culture extension. 
It is frequently difficult to distinguish one from the
 

other in actual practice. 
Although the typical structure would have parallel 

organisation down to the village level or group of 5 - 10 villages, this is 

rarely obtained in practice. It should be noted that with the decentralisation
 

of action programs, a parallel decentralisation of informal (recycling) train

ing programs for " D " level and lower agents, training programs for farmers 

also occurred. 

Figure I l11ustrates the typical Departmental structure for the Agri

culture Service : 



Figure 1 pace 5 

The Departmental Governor 

Pr~fet 

Departmental Agriculture Officer 1
 

Responsable Dpartmental du Service d'Agriculture
 

SI I 
Country Agriculture Officer 3,1 Each Arronidssement 

Responsable du Service dAgri- J 
culture A l'Arrondissement 

District Agriculture Officer Each district 

Agent Technique du District 

Agriculture Extension Agent 

Vulgarisateur Agricole Groups of villages

iI 
Extantion Aides 
Aide-Encadreurs
 

Auxiliary Extension Agents
Vulgaris ateur Auxilliaires VilgseeVillage level 

Farmer Extension Agents 
Paysans Vulgarisateurs 

Farmer Demonstrators 
Paysans Demanstrateurs 
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j_/ 	 Usually an Engineer Agricole or Engineer du Technique Agricole,
 

Level A of the Ponotion Publique.
 

2/ 	 At this level and below, agriculture extension, as a separate organis

ational entity ceases to exist. The 3 principal functions of the
 

Agriculture 
 Service: extension, plant protection, and statistics,
 

are exercised by the ground personnel as a whole.
 

/ 	 Usually a Conseiller Agricole or Conducteur Agricole, Level B
 

of the Fonction Publique.
 

Usually Agent Technique (level C), however many districts are still 
manned by the moniteur level (D), which level is planned to disappear 

as 	higher level personnol become available. The district is frequently 

congruent with the Canton, however not necessarily so, depending on 

population densities.
 

/ 	 The lowest level of paid agent - usually a graduate of the CFJA as
 

modified in the Maradi project, or equivalent level of training.
 

6/ 	 Seasonal paid works, partially compensated village worker and non 

compensated farmers. 

The UNCCI the other major organisation which directly impacts on the
 

agricultural production structure, follows a similar pattern in most areas
 

where cooperatives have been organised. 
The lowest level (encadreur) of 

the UNCC structure is responsible for one cooperative which may be made up 

of from 1 to 5 villages organised in CMV's - village mutual groups. In
 

practice, however, the encadreur frequently must serve two cooperatives.
 

C1A 
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The auxiliaire de vulgarisation serves as the direct contact with the farmer 

for both the agriculture service (extension) and cooperative (UNCC). 

In parallel with the decentralisation approach, the (ON has also opted 

action in achievingfor auto-encadrement i.e. self organisation and mutual 

economic development including agriculture information and extension.
 

The cooperative, is seen as the instrument of auto-encadrement. The 

distribution of inputs, in kind, credit for agiioulta'ral inputs, and market

ing services are provided through the UNCC. Eventually, howev'er, as the 

the UNCC function is to becooperatives become self-managed and operated, 


exercised by the cooperatives themselves through a hierarchy of cooperatives,
 

federation and finally a single National Union at the national level. At this
 

stage CNCA will serve the credit needs diiectly rather than through UNCC and
 

UNCC should disappear.
 

Through cooperative support, agriculture extension is seen as an action 

with support by way of training and informationprincipally of the group 

from the Agriculture Service. This approach to extension is similar to that 

achieved in many countries through farmer associations and cooperatives in 

early twentieth centuries, before formal structured agri.the nineteenth and 

culture extension services were organised. This approach still continues to 

be principal instrument of agriculture extension in som~e comintries. 

This process, given conditions in Niger, must inevitably require a very 

long time span since the essential requirement is functional literacy among
 

a certain minimal segment of the farming population. Moreover such a system
 

will require a higher level of technical proficiency cf extension agents in
 

the field and more solid technical material support at the national and
 

departmental levels.
 



8
 

With the introduction of the Productivity Project as the chief instrument 

or agriculture development, the typical model hau been modified considerably.
 

The principal effects of these modifications, however, have been in the
 

concentration of agents of different levels and in 
 the underlying programs
 

for agents and fasmers. Another important difference relates to the inter

actions between the UNCC and extension agents and the relative role of these.
 

Beginning with the 3M project, in the department of Zinder, the tarritory 

of each of the Departments is partially covered by a productivity project -

Agadez exceptioai, and Diffa, almost to get underway. The productivity projects 

tend to concentrate on only a portion of the respective departments, usually 

those areas with largest population density and with the better agriculture
 

resources.
 

Based upon the structure and organisation in the productivity projects 

farm broadly defined models can be discerned. The principal differences 

relate to (a) project management at the departmental and arrondissement 

levels, (b) the concentration of salaried and contractual. extension workers 

and (c) the degree to which auto-encadrement is developed. 

In all cases the productivity projects are of the integrated rural dev

elopment type containing numerous elements - crop production, animal production, 

water and forestry, irrigation, functional literacy etc.-. The brief des 

cription of the models in the subsequent section are limited to those elements 

which have relevance to extension within the Agriculture Service only and do 

not presume to describe the project's structure as a whole. 
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2. 	 The 3M Model (Zinder) 

The Zinder project, from its inception, emphasized the expansion of use 

of animal traction as one of the principal developmental tools. It also 

placed a strong emphasis on input distribution and marketing. Thus the UNCC 

role became the dominant one with the Agriculture Service - extension - relegat

ed to secondary importance. 

The project director and limited project staff represent the only ad 

dition to the typical departmental structure. Project implementation is 

carried out by the departmental personnel. 

The extension program is based almost entirely on unpaid voluntary 

workers below the agriculture district level. Moreover, at those levels 

distinction between the roles of the UNCC and the agriculture agents becomes 

almost inseparable. This lack of distinction begins with the training 

program. The voluntary workers are usually chosen from among the group of 

farmers who have gone through one agriculture cycle in a CPT - Centre de Perfec

tionnement Technique - (see description of CPT program in the section on training). 

Three tyoes of volunteer or semi-volunteer agents can be distinguished.
 

(a) 	 Auxillary Vulgarisateur (AV) (Extension Auxillary) - this agent 

is chosen by the cooperative and is usually a former Paysan 

Ddmontrateur (PDA) (Demonstration Farmer). He is responsible for 

guiding and assisting the demonstration farmers in his area. He 

is compensated for time spent away from his own farm (3000 CFA/mo) 

during the agriculture season of 5 months. One third of his 

compensation is provided by the cooperative vfth eventually is 

expected to assume full responsibility for selection, hiring and 

compensation of the AV. 



The AV is most frequently illiterate and is given 10 days of 

trairing in a CPT each year before the agriculture cycle begins. 

The AV is supervised by the district-level Agent Technique
 

(extension agent).
 

(b) Paysan Demonstrateur (PDA) is any farmer which chooses to part

icipate in the demonstratibn program by following the instruct

ions of the Agent Technique . He is most frequently a PTA 

graduate but not necessarily so. The PDA receives no compensat

ion, but receives inputs occasionally free, but mostly on 

credit. The PDA has priority over other farters in the al 

location of the usually limited supply of inputs and equipment. 

The PDA can be any farmer, but to large extent, is usually chosen 

from the more prominent families of the village, which usually 

command better resources. (See Annex J , Social Analysis). 

The PDA is usually provided with 4 days of training in a CPT 

before the agriculture cycle begins. 

(c) Aide-Encadreur (a contractUal assistant). This level of person

nel is contracted for an agricultural cycle and is paid a salary. 

The Aide-Encadreur usually has a primary school education and is 

given a 3  4 week training in agriculture. The role of the Aide-

Encadreur falls between that of Agent Technique at the district 

level and the AV. 

The demonstration plots by PDA's and other volunteer farmers 

under the supervision of the AV's and district agents is the 

principal extension tool employed.
 

(\f) 



3, The Maradi Model 

The Maradi model differs from that in other departments in that it has 

a management unit which is separate from the usual department structure. 

The organization units down to the vilage level are of the project rather 

than of the department and its subdivisions. In effect, in the project zone, 

the project management and operational structures replace almost completely 

the typical departmental and local structures. 

The project organization is more highly structured than in other product

ivity projects, e.g. formal organizational structures have been set up for 

training, for evaluations, etc. The Agriculture division is highly structured 

at the departmental level, being divided into 4 sections - extension, seed 

production, applied research and irrigated production. Substantially larger 

numbers of expatriates are also involved. 

Other important differences relate to the structure of the extension
 

service below the district level and in the training program.
 

At the Agriculture District level - which may or may not be congruent 

with the administrative district (canton) - an Agent Technique and/er an 

Assistant supervises sub-district units called sectors. For each agriculture 

district, there are about 8 sectors. The sector chiefs are usually based at 

CPRIs. Each sector chief is responsible for 8 village extension agents. The
 

latter may cover one or more villages - usually one CMV (Village Mutual Group). 

Village extension agents usually work through "advanced farmers". Besides 

group and village level meetings, the demonstration plot is the principal 

extension tool. 

The Maradi model employs paid workers dowa to and including the village 

extension agent. Except for the "advanced farmer" used for demonstrations, 

little use is made of voluntary non-paid workers. A number of aide-encadreurs 

part time paid workers - -re employed in areas surrounding seed multiplication 

centers as well as throughout the project. A limited number are employed in 

areas not covered by the project. 
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4. The Donso Model 

The Dosso Productivity Project began as a pilot effort to produce cowpeas 
(ni 6b) in solid planting, in 10 ha. blocks in order to facilitate pest control. 
Subsequently, a program of rotation of cowpea blocks with mLllet was introduced. 
Although the experience demonstrated the value of the better management achieved 
with solid blocks, and the rotation of the legume and grain crops, the pilot 
effort broke down because of conflict with traditional land use and land use 
rights. While the concept of solid blocks plantings had to be abandoned, 
many of the practices introduced during the pilot program continue to be used 

on individual land holdings. 

A Phase II productivity project was begun in 1980. The structure and
 
methodology being established falls between 
 the extreme cases of dependance 
on auto-encadrement of the 3M project and the rigidly structured high density 
of paid extension workers of the Maradi project. 

Rather than establishing a management unit independantly of the typical
 
departmental structure, as was done in Maradi, the Dosso project relies on
 
the typical departmental organizational structure. 

For agricultural services, the structure down to the agriculture district 
level remains a6 shown in the typical departmental organization, On a parallel 
with the typical agriculture service organization , however light staff 
positions are added at the departmental level - training and extension, agri 
culture production; applied research; commercial, administration, and financial; 
training center administration; rural engineering; evaluation; and project 
manager. Aside from the project manager, these are staff positions to assist 
the departmental agriculture offices in project implementation. Thus a much 
stronger support staff - most expatriate - is provided at the Departmental 

level. 

At each agricultural district, a rural extension center is to be established 
to serve as headquarters for the district' s ectansion activities and to serve 

as locale for regular in-service and training meetings. The latter 
are headed by the district agriculture officer. Vilage extsntion workers (VEW) 
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average 6 per district and are each responsible for about 8 villages. The 

VEW make direct contact with selected farmers (contact farmers) in groups 

of 8, reaching on an average of 8 such groups. Thus each VEW should be 

contacting 64 farmers. These in turn are expected to contact on an average 

8 other farmers each. Contact farmers are to be selected by the villagers. 

When fully operational the Dosso Project will have encompassed 24 agriculture 

districts with 144 VEWs. 

The basic concept underlying the extension process is that of teaching 

and visitatiun (TV). The village extension workers are provided regular 

agriculture cycle by the District Agriculture Officer.briefings throughout the 

These briefings are given at the district Agriculture Service Centers and cover 

timely subjects and instructions on the work expected until the next regular 

meeting. During the agriculture cycle the VEWs work program is divided into 

spent in residenced at the2 week intervals. Four days of each interval is 

Agriculture Service Center being constructed and briefed on timely subjects. 

farmer groups. ThisThe ramaining time is spent in visits to the contact 

approach provides for much closer and more regular supervision of village level
 

is greater that inextension agents. The density of coverage by paid worker 

model but less than that of the Maradi model. Greater coverage by. thethe 3M 
rather thanVEW, however, is achieved by making contact with groups of farmers 

with individuals. 

5. The Niamey Department Model 

The project structure for Niamey Department model is essentially completely 

integrated with the typical departmental organisation, and in this respect is 

closer to the 3M model than the Maradi or Dosso models.
 

At the agriculture district level and below the nucleus of action is 

the CPT. The CPT is headed by the District Agent Technique. At the CPT the 

agriculture training program integrates agriculture, cooperatives and 

literacy instruction. 

(farmers) become the instrument of information andThe CPT graduates 


extension at the village level. These farmers receive no compensation nor
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any other privileges, in theory at least. In practice. however, they often
 

enjoy a priority in obtaining agricultural implements and inputs from the
 

limited supply which is usually available. Follow-up and supervision of 

the OPT graduates is provided by the District Agent Technique. Auxiliary
 

extension agents, utilised to some degree in the beginning, have been almost
 

completely eliminated.
 

EXTER SION TRAIN ING 

1. Formal Training
 

The Practical Institute for Rural Development (IPDR) at Kolo is the
 

principal institution from which agriculture extension - and, for that matter
 

most agriculture workers - obtain their training.
 

Two institution cycles are offered: a two year cycle with all students
 

taking a core curriculum during the first year followed by specialisation in:
 

(1) agriculture production either with a research or an extension emphasis; 

(2) in rural infrastructure development (amenagement rurale) - water and forestry
 

or engineering; (3) rural sociology and economics - cooperative and animation.
 

This is the basic training for preparing agriculture Agents at the "C" level
 

or Agent Technique (Technical Agent). These occupy positions at the Agri 

culture District leizl.
 

A four year cycle is also offered in which the core curriculum of general 

study is extended into the second year. buring the last two years students 

specialise in the same areas as indicated above. The graduates are eligible 

for appointment as category "B" personnel - Conducteurs (B2) and Conseillers (BI). 

This level of personnel usually occupy positions at the Arrondissement (country)
 

level.
 

Students are recruited after 4 years of secondary school (BEPC) level for
 

both cycles. A certain number of ncn-BEPC holders who have had sufficient
 

experience in the field and who pass the required examination are also
 

admitted each year.
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Lower level extension agents usually have had only a primary education 

in the regular education stream. After 1-2 years training in a technical 

agricultaral school - Kolo before 1967 - or other technical school in West 

Africa, appointments as monitors at the Agriculture District level was the 

rule. This level of technical worker is being abandoned and the monitors 

are being replaced with the Agent Technique 

Currently the lower levels of training of extension agents is done 

wereprincipally at the CFJA (Youth Farmer Training Centers) - while these 

initially designed to train young farmers they now are used for training 

extension agents and farmer training is now being done in CPTs or CPRs. 

Primary school graduates receive training in both theory and practice through 

an agriculture cycle ( 5 - 6 months ) before being assigned as village extension 

agents. 

Still another category of extension agents - extension aides (aide encadreurs) 

are employed, however, recently to a diminishing degree. These posts are filled 

by primary school graduates who are given 3 - 4 weeks of training in agriculture. 

2. In-Service Training 

Aside from ad-hoc seminars and occasional special training in crop 

protection, in-service training for category C and B personnel is very limited. 

The lower categories of personnel usually receive from 1 - 2 weeks refresher 

training between the agriculture production cycles at CFJA, CPTs or CPRs. 

j. Farmer Training
 

The earlier programs for training young (single) farmers in CFJAs has been 

largely replaced by training of farmer families in CPTs and CPRs. The usual 

program includes one agriculture cycle in residence at the Center. Literacy 

instruction and limited technical information is given in the classroom. The 

major portion of the program consists of practical field work during which time 

the principal crops are produced on the Center's farm, under the guidance of 

the Center Staff, applying the recommended practices. The use of animals for 

traction and the related equipment receives primary emphasis at these Centers.
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CPT and CPR graduates usually receive priority in allocation of animal 

traction equipment and inputs for their own farms after leaving the Center. 

They serve in a variety of ways as demonstration farmers, extension auxil 

liares usually as volunteers. These volunteers usually receive refresher 

training of 4 - 10 days at the beginning of each agriculture cycle. 

THE EXTENSION SUPPORT UNIT 

A major component of the Phase II of the National Cereals Project, now 

termed the Agricultural Production Support Project.,is the creation of an 

Extension Support Unit at the national level. As pointed out in other sections, 

the MDR extension organization is presently limited to en office consisting 

of three positions. This office is responsible for making policy, providing 

direction, maintaining liaison with other entities, especially INRAN and the 

UNCC, and providing support for the field program. As a consequence, there is 

little support, ineffective liaison with INRAN, and perhaps more importantly, 

no mechanism for systematically describing, analysing and evaluating the 

multiple approach and styles of extension and in-service training. 

Reports on evaluation of projects usually consist of a comparison of
 

achievements in physical torms - area planted, demonstrations establisked, 

inputs delivered, production, yield measurements, etc. - to objectives which
 

had been set in the pre-campaign planning exercise. There is rarely any attempt
 

to analyse the results for identifying possible cause and effect relationships,
 

other than in the broadest sense, e.g., weather influences, impact of eventtal 

pest invasions, etc. Issues such as philosophy or methodology are rarely
 

mentioned, nor are serious attempts made to interpret soucces.:es or failures.
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In spite of the wide divergences in methodologies, one factor stands 

out because of its high degree of constancy. This is the so called "thmes 

A vulgariner" - themes or elements to be generalized-. There are essentially 

five: use of selected seeds and seed treatment which fungicides, respect of 

optimum planting densities, effective weeding, use of fertilizers and use of 

animal -z;.,action and related tools. These are universal in all recommended packageE 

they vary little from area to ania, and have changed little in detail in the 

past ten years.
 

Reports note that some are readily accepted and "passe" while others 

do not. Yet the lowest level extension agent is supposed to continue vo 

push these thbmes more or less blindly without attempting to deterviine why farmers 

apply some of the th~mes and not others. 

More recently each of the productivity projects have emphasized the 

need for evaluation. Evaluation cells have been created in most. An organizat

ion is being set up at the national level - the Unit6 Centrale de Suivi et 

d'Evaluation des Projets (UCSEP) - to oversee project implementation and 

evaluate results. Through these various efforts, a large volume of data 

survey data - is being collected, which, if properly designed, should provide 

a basis for in-depth analysis of cause and effect and effectiveness of method

ologies. This should lead to identification of weaknesses and deficiencies 

and synthesis of more appropriate approaches. 

In Phase I of the National Cercals Project, effective action to improve 

performance of the extension system was limited t6 (a) furnishing vehicles
 

to.the Agricultural Services (b) providing a unit of audio visual equipment 

to each of the six departments (c) construction of field infrastructure, and
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(d) placing aide-encadreurs (seasonal agents) to expand the capacity of the 

system to reach farmers in certain productivity projects, to worc from the 

seed multiplication centers to reach farmern in the surrounding area and in 

a few cases in districts which were neither covered by productivity projects 

nor the seed multiplication centers. Extension advisors assigned to- the 

project spent a considerable effort towards orientation of the extension 

personnel, defining objectives and in alalysing the system being applied in 

the productivity projects. They nevertheless had very little impact on the
 

system.
 

This experience identified a number of weaknesses in the system. These 

were principally related to problems of low level of training of extension 

personnel which were in most direct contact with the farmer and the lack of 

support at the national level. Recognizing that the ability of the GON to 

place better personnel in the field is limited on the one hand by the availability 

of trained personnel and on the other hand by the high cost which this would 

entail, the second phase of the NCP now called Agriculture Production Support 

Project (APS) insofar as support for extension is concerned focuses on making 

the existing system more effective by rpoviding more effective support at the 

national level to the field personnel. 

Currently extension at the national level is organized as a section under 

the Agriculture Service. As noted earlierthe ability of this unit to provide 

effective support in termis of analytical capabilities to follow the field 

program and identify elements of weakness and means for solution in terms of 

technical support, in terms of material support or in terms of improvements 

in training is extremely limited.
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The primary object of the Extension Support Component, therefore, is 

to provide the means to the Etension Section of the Agriculture Service at 

the national level to undertake certain action which would strangthen the 

field level personnel's capacity to do effective work. 

The creation of a National Extension Support Unit is proposed which is 

designed to fullfil 4 basic and related functions. These functions -will be 

discharged by 4 offices under a single director and housed within a single 

office complex described as follows: 

1. A Documentation Center 

Currently there is no central facility for preparation and distribution 

of information. Reports, information, bulletins, instructions, teaching 

and training aids etc., are prodioed on an ad hoc basis for or by the users. 

Moreover, the rangi and volume of such materials is very low and plays a 

limited role in the information, extension, and training process. Such 

material as is prepared and reproduced is to be found scatLered ir national, 

departmental, district, and project offices. It is rarely found organized 

for easy reference and frequently is completely lost within two or three years. 

The documntation center to be provided by the project is designed to 

fill this void. It will consist of the physical infrastructure needed for
 

offices, reproduction facilities, and a library for filing and storing documents
 

after proper cataloguing. 

The principle function of the center rill be: to develop, reproduce 

and distribute informational materials appropriate to the several user groups 

V 
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at all levels of the Agricultural Service. Close collaboration with research, 

input supply, marketing and credit institutions will be maintained so that 

an effective range of materials is provided and which is specifically geared 

to the needs and abilities of the users. The actual preparation of materials 

should largely be accomplished by the originating institutions, however, with 

inputs from the documentation center and other elements of the extension
 

support unit - the extension methodology, the training and the research/ 

extension units described below - so that the material covers appropriate 

subject matter and is presented in a form appropriate to the intended users. 

An other important role of the documentation center will be that of
 

development and reproduction of teaebing aids for the in-service training
 

programs.
 

2. The Training Element
 

A wide range of training programs are cqrried out by the Agricultural
 

Service. These include joint seminars for the higher level personnel, with
 

similar personnel from. other Services, pre-agricultu-oampaign training ses

sions for field personnel$ 2 - 3 week programs for the lowest level extension
 

agent (aide-encadreurs), and special programs in special fields such as plant 

protection. There are also more formal programs in the CFJA's, which run 

through one agricultural cycle and train the village level agents (auxil

liaires de vulgarisation). Other more formal programs are provided in the 

CPT's and CPR's for former families. 

Except for the more formal programs in the CFJA's, CPT's and CPR~s
 

most of the training programs are carried out on an ad hoc fashion, based
 

on whatever institutional talent is available at the moment and with little
 

lid,
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attention to curriculum preparation and little access to teaching aids.
 

Support for extension training will involve systematic categorization 

of existing in-service and farmer training programs, analysis of effectiveness 

of these programs and synthesis of programs appropriate to the several groups 

of trainees. Qualification standards for instructors will be established 

and curricula established. Programming of training will be made within the 

context of available facilities and instructors on a national scope so as to 

maximise the use of existing facilities and the use of the limited qualified 

instructors within time limits imposed by the agriculture production cycle. 

Special pre-training instruction for the trainers will also be developed and 

initiated. 

Teaching aids and instruction materials will be designed and reproduced in 

the Documentation Center for use in the in-service training programs. 

3. An Extension Methodology Unit 

This is essentially an analytical unit. Based upon existing descriptions, 

amplified as necessary by the unit, and evaluotion data from productivity projects 

and other relevant studies, this unit will analyze the methodologies in use. 

This will involve analysis of the different approaches to extension from the philo 

sophic, the methodological as well as the orhanizational point of view. The 

inter-relationship between the several institutions - Agricultural Service, 

Animation, Cooperatives, Research, etc., - which impact directly on the rural 

population will be analyzed. 

The analysis should identify strong points as well as deficiencies in 

the various systems and their interactions. These should provide the basis 

for synthesis of alternative methodologies which could be subject to testing. 
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An important aspect of the work of this unit will be the development of 

analytical methods and tools for use in evaluation of extension methodologies.
 

Close working relationships will be established between this unit and 

the evaluation cells of the productivity projects and the central unit for 

project monitoring and evaluation (UCSEP). These entities are expected to 

provide the basic data to be used by the unit in its analysis of systems and 

efforts toward synthesis of alternatives. However, it may be necessary for the 

methodological unit to define certain data requirements not available from 

these sources and which could be included in data collection by the evaluation 

cells of the productivity projects as well as that of the UCSEP. 

It is not the intention of this unit to duplicate the evaluative function 

of the productivity projects nob the USCEP, but rather to use data from these, 

for purposes of analysis and synthesis. 

An important spin-off from the work of this unit will be that of inter

acting with IPDR Kolo, in order to improve the relevance of the curriculum 

to the needs of the workers who are in direct contact with the rural population. 

Similar interaction with the in-service training, the CFJA and CPT and CPR 

training proorams should result in improvements of those programs. 

Because of the essentially analytic nature of tho role of this unit, a
 

close interaction with research through the research/extension liaison unit 

and in part directly with INRA, will be necessary. Particularly close working 

relationship will be necessary with the section on rural sociology and economics
 

of IMiAN. 

L 



4. Extension/Research Liaison and Coordination 

This will be one of more important units of the extension support center,
 

and its role will probably be the most difficult to achieve.
 

There is a long history of separation of research and extension and 
failure of effective cooperation and coordination between these. In part, 
this derives from the philosophies underlying the two functions, Research 
is seen as having a responsibility for developing information and technology. 
Its work has generally been confined to experiment stations. The result, 
while valid for the conditions on the stations, have frequently been found 
to not be so in the hands of the farmer or at least not applicable to this 
,.nditions without modification. Yet these results, translated into rigid 
recommendations (Th~mes A Vulgaiser), are given to extension agents to be 

very literally imposed of the farmer. 

The extension agent, having a minimal education or technical training, 
have very limited capacity to interpret for the farmer the basis for the 
recommendations or to analyze the reasons for why some recommendations are 
applied, while others are not. They are equally poorly equipped to interpret 

problems recognized by the farmer in terms which could generate a response 

from the research establishment. 

Whereas the flow of research information, usually in a prescriptive form, 

from the research organization to the extension personnel is usually reason

ably adequate, the interpretation of research information to the extension 
personnel, especially the lower levels, is usually deficient. And, even most 

importantly, the reverse flow by which problems recognized by the farmer 
whether of a technical or socio-economic nature - are defined, interpreted 

and transmitted to the research organization is very limited or non-existant. 

The extension/research liaison unit is designed to facilitate inter-action 

between extension and research on a day to day basis. This inter-action should 

accur not only at the upper levels of personnel of the respective entities, 

but should reach down to the field level. Whereas, in keeping with the policy 

of decentralization of the services, the several services - Agriculture, Livestock, 
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Rural Engineering, Forest and Water Management, Planning - are represented 

at the Departmental level and frequently also at the Arrondissement (country) 

level, there are no research personnel at any personnel responding to INRAN 

at 	such levels.
 

The 	 extension/research liaison unit will provide for extending the inter

action between the two entities down to the departmental level. This should 

provide for more effective interpretation of recommendations to the lower 

level extension personnel, as well as provide more effective feedback from 

the 	farmer to the research institutions. 

In essence, this unit will provide an avenue for the research workers 

to contribute to planning and development of extension programs. At the 

same time, extension personnel will contribute to planning and development 

of problem-solving research.
 

Whereas the four units described in the foregoing, each have unique 

functions, there are broad areas of common interest which require intensive 

inter-action and collaboration. The establishment of these in a single 

center under the direction of the Chief of the Agricultural Extension Section 

of the Agricultural Service or his deputy should facilitate such inter-action 

and collaboration. 

Moreover, the incorporation within the Extension Support Center's physical 

infrastructure complex of the overall National Cereals Project Coordinating 

Unit - to coordinate the cooperatives, input supply, credit, extension support 

and research functions - should further enhance inter-action of extension with 

these other functions. 

PROJECT OUTPUTS
 

The 	 principal outputs of the Extension Support Component are as follows: 

1. 	 A national center for preparation and distribution of technical 

bulletin and other information as well as for collection of relevant 

documentation which can serve as a resource for evaluations, re 

search, etc. 
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2. 	 A regularly programmed and supported in-service training programs 

for agriculture service personnel, with provisions for evaluation. 

3. 	 A continuing program of evaluation of, and experimentation with 

extension methodologies. 

4. 	 A process for joint participation of research and extension in 

analysis and planning of the respective programs is institutionalized, 

i.e. the extension staff will participate in annual evaluations of 

the research program and in the defining of research objectives. 

Conversely, research personnel will participate in annual evaluations 

of extension results and in the designing of extension programs. 

5. 	 The physical structures for a national extension support center. 

The 	 Documentation Unit 

A documentation center as part of an Extension Support Center under the 

MDR Agriculture Service, Extension Section will be established. This will 

consist of offices, work rooms, and library described in greater detail under 

output (5) Physical structure. These facilities will be furnished and equipped 

as detailed in the section on inputs. 

The documentation center will be staffed by one full-time Information 

Specialist. This individual will have as a major responsibility the collection 

of information and its compilation in usable form - technical bulletins, 

extension bulletins and leaflets, newsletters, etc. - for editing and re 

production. In this task, he will rely heavily cn other national services 

and entities, e.g. INRAN, IR, as well as on external sources of information 

for providing the basic information. A support staff of seven individual.

will operate the information documents preparation and rel. 7oduction center and 

maintain the library. 

The documentation center will have as its primary function, the preparation 

of information materials as several levels to serve the needs of field personnel 

.t 
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from the Departmental level staff to the field oxtension agent. A second 

function will be -chat of collecting and cataloguing research papers and 

reports, project progress and evaluation reports, statistical reports, 

reports on research, extension and other agriculture development activities 

from neighboring cruntries with similar problems and from regional agri 

cultural institut' ons. These materials will constitute a resource for use 

in preparation of information materials for broader distribution. They will 

also constitute a resource for analytical work of other sections of the 

extension support center as well as other government entities.
 

2. I-Service Training Program 

A regular scheduled program for in-sez-vice personnel at 3 levels will 

be established for class B personnel at the arrndissement or county levels, 

for class C personnel at the district level and at the D level or auxiliary 

extension staff level. This training will be programmed during different 

periods of tho year as appropriate to fit into the agriculture cycle, wil 

be staffed by specially trained instructors and will be supported by inform

ation materials and teaching aids, and will be held at existing facilities 

e.g. CPTs, CPRs, CFJAs or other facilities servicing cooperatives or literacy 

programs.
 

Seminars will be programmed for the senior staff - Departmental level 

personnel - at the Extension Support Center. This will bring together senior 

personnel of the related services and especially those from research (JNPAN) 

and cooperatives (UNCC). 

In collaboration with the Central Unit for project oversight and 

evaluation (UCSEP) and with the productivity projects, an evaluation method

ology will be developed and applied for evaluating the effectiveness of the 

training programs. 

The final result will be a culture trained extension staff. 

3. Extension Methodology Unit 

This Unit will produce detailed description of the existing extersion 

models. Analysis and evaluations of these models will lead to a synthesis 

,j'w
 



27
 

of improved mIels for field testing. The improved models will deal with 

clearer definition of the role of the extension agent vis a vis the farmer, and 

his relationship to other action entities in the field and particularly to 

research. These will be reflected in both the formal and in-service traiing 

programs for agents as well as the farmer training programs. The end result 

will be a more effective extenaim service serving both the downward and 

upward flow of information. During the project period a system of extension 

will have been developed which will harmonize the elements of the existing 

models in a national system which will eventually become operational as the 

productivity projects are terminated. 

4. Research-Extension Liaison 

A process for joint participation of research and extension personnel in 

analysing and planning their respective programs will be institutionalized. 

The extension staff will participate in annual evaluation of the research 

program and in definiing research objectives and conversely research personnel 

will participate in annual evaluation of extension results and in designing 

of extension programs. A system for close inter-action between research and 

at the field level essential to the above concept will be established.extension 

The final output will be a more problem oriented research program which will
 

encompass not only biological-technical elements but which will integrate the 

socio-economic constraints of the setting in the research program. More direct 

participation of extension personnel as well as the farmer himself in the ap 

plied aspects of research results testing and demonstration ill be achieved. 

5. Physical Infrastructure 

A building complex to house the Extension Support Center will be cons

tructed and equipped. This structure will contain 8 oifices for the profes 

sional staff, 3 offices for secretarial staff, a conference room, and a 

documentation unit consisting of an office, work room, a library and storage 

facilities. A total area of 500 m2 of space is to be provided. The offices, 

conference room, work rooms and library are to be furnished and equipped. See 

detailed budget tables for allocation of funds for this purpose. 
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H,. PROJECT INPUTS 

1. Persrnel 

a. Technical Assistance 

The U.S. will provide a team of 3 full time technical advisors for a 

total of 96 person months over a 5 year peiiAe. 21 person months of short
 

term technical assistance will also be provided. 

The full time position will include: (a)an extension training officer
 

for two years, (b) an extension methodology specialist for 2 year and (c) a 

ResearchpExtension Liaison officer for 4 years. The services at an information 

specialist will be provided on an inter,-, basis for a total of 12 months 

over -the life of the project. The services of a Librarian (60 days) will also 

be provided on a short term basis Short term technical services totaling about 

7 person months will be providei for purposes of evaluation. 

Because of the close cooperation and inter-action which could be developed 

between the M-tension Support Component and the National Cereals Research 

Project, it is recommended that the technical services for both elements be 

procured through the same contractor. 

The tan of Reference of the technical assistance personnel are given 

in the appendix to this report. 

. CON Personnel 
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Center will be filled by the Chief of the Extension Section of the Agriculture 

Service or his deputy and will not involve an additional position. 

A total of 10 support personnel - secretaries, chauffers, technicians, 

skilled and unskilled labor - will be provided by the GON. 

The GON will provide salaries and related allowances for all GON profes

sional personnel. 

2. Training 

AID will provide 30 scholarships of 3 years duration for academic study 

for the BS and MS degrees. The MS degree level scholarships will be for study 

in U.S. universities with provision for the sirwork to be done in Niger. The
 
A 

BS or equivalent level degree scholarships will be for study in Africa univer

sities or other/notitutions to the extent possible. For study in fields not
 

generally available in African Institutions, study will be in the US ,niversities. 

The subject matter will include several disciplines in agriculture science 

agronomy, soils, crop protection, soils and water management, as well as social 

science disciplines- agricultureleconomics, rural sociology, extension methods
 

and mana-ement, farm management, and fanning systems. 

The CON will provide salaries and related allowances for personnel while 

in training in accordance with CON practices. 

Short-term training will involve participation in regional training program 

and seminars in relevant subjects as the opportunity develops. Limited support 

will be ..ovided for holding joint seminars consisting or subsistence allowance 

for departmental cxtension personnel with rerearch, cooperative and other 

service personnel.
 

a,
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3. Construrntion: 

ANtional Extonuion :hipljort Coantnr will. be corintructed in Niamey with
 

AID financing, in Niamey. A total space of W m 
 will be constructed to house
 

8 offices for professionals, three secretarial offices, a Documentation Center
 

consisting of work rooms, store rooms, 
 a library and a conference room.
 

The GON will provide the land including parking and service and
areas access 

to utilities for the Center.
 

4. Commodities:
 

Commodities for furnishing the Center including special equipment for 

the Documentation Center, and office equipment will be financed by AID. 

Seven vehicles - 4 light automobiles and 3 (4 x 4) light trucks will be 

financed by AID. 

5. Other Costs: 

AID will finance procurement of expendable materials for the Documentation 

Center and for the operation of the 3 other functional units of the Extension 

Support Center. The cost of operation and maintenance of the project vehicles
 

will be borne by AID. AID will finance cost of non-professional local support
 

personnel.
 

The GON will provide salaries for all CON professional personnel including 

personnel on training scholarships, utilities and maiitenance for the Center and 

allowances for in-country travel of CON personnel. 

Tables in the Financial Analysis, provide details on project inputs t 

estimated costs, output costing, allocations by fiscal years, and estimated
 

recurrent costs.
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ANALYSIS OF THE WILATIONSHIP OF
 

THE EXTENSION SUPPORT CENTER TO
 

INCREASED AGRICULTURAL PRODUCTION
 

This is essentially an institution building project whose measure of success 

will be chiefly in qualitative terms and in insights developed which will lead to 

imrpovoments in approaches. The primary measure of impact will be the extent to 

which the outputs find application in the productivity projects, while the 

of the project as a whole (the 4 components of the APSoverall effectiveness 

in terms of the outputs of the productivitytaken together) will be measured 

projects which in turn are measured in terms of increased agricultural production 

and farmer incomes.
 

By the end of the project there should be a regular flow of information,
 

to all elements of the field staff ininstructions and illustrative materials 

These materials will be used not
terms appropriate to the use of each group. 


only as a means for keeping the personnel informed on new developments in
 

production technology but also on innovations in approaches and methodology of 

the extension process. The information prepared will also serve as teaching aids 

sessions for different levels of personnel, includingfor in-service training 

special se:sions for training the instructors who will hold the in-service training 

programs. 

for field personnel will be regularly scheduled atTraining exercises 

appropriate times and places and supported by informational material and teaching 

The end result will be a better
aids appropriate to the levels of each group. 


from research translated ininformed staff with respect to the latest results 

adapted recommendations, and a staff more adept in communication and transmit

ting information. 
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Imroved ;nithodologies of extension will have been developed and tested
 

as a restilt of study and analysis of on-going mnLhodolo,'-ies as well and through 

introduction of innovation from other extension systems.
 

By the end of the project, re.mular interaction will be occuring between 

research and extension personnel at all levels down to the agriculture district 

level. As a consequence more relevant and appropriate recommendation will 

become available to the extension personnel. At the same time research personnel 

will become more directly acquainted with farmer's problems. A more relevant 

problem oriented research prcgram will result. 

The effectiveness of this component's outputs in contributing to the
 

overall project goal will be determined to a large extent by other elements, 

of which the 3 other components of !PS project as well as the NCR project are 

critical. 
 ')till other factors have important effects on the effectiveness of
 

an extension system. 

It is usually impossible to ascribe discrete changes which inoccur 

agriculture due to extension programs or to relate failure of change to failure 

of the extension effort. The effectiveness of extension programs depends, at 

almost every turn, on corresponding actions by core or more othe entity. Thus, 

the extension of use of agriculture inputs depends as much - in fact the record 

suggests more so - on the availability of these inputs in adequate quantities 

and in a timely fashion. The same applies to the expansion of animal traction. 

Other consideration such as the controlled price/parallel market price sbruc 

tures and credit availabilities play a significant role. 

Farmers appear proparod to accept practices which they recognize as useful 
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within the limits of their resources. The almost universal use of seed 

dressings by Nigerien farmers is a case in point. This practice, introduced 

in the early 1960's for groundnuts, is now used by over 80 % of the farmers 

for cereals as well. The appreciation of the use of manures and, more recently, 

chemical fertilizers, is also almost universal. Availability, dependability 

of deliveries, costs, and availability of credit, condition the use of these
 

materials. 

There seems to be less appreciation of the utility of animal traction# other 

than the use of the cart. This appears related mostly to size of land holdings 

and high initial investment cost. There is also less appreciation of the 

utility of improved seed of the cereal grain crops. To a large extent, this 

relates to the limited availability of locally adapted and accepted superior 

varieties. Where definite superiority has been established - the early maturing 

varieties of cowpea and peanuts - application is limited only by availability 

of seeds.
 

The most universal problems raised by field personnel relate to equipment 

rnd input supply servicen. The amounts of agriculture implements available 

usually represent less than one half of the projected requirements based upon 

counts developed at the field level before the agricultural cycle. Although
 

with the establishment of fabrication plants in Maradi and Zinder, the supply
 

is improving, demaids from other regions exceed the capacity of these plants.
 

The insufficiency of fertilizer supplies is also cited at every point as a
 

serious impediment to more wide expansion of use of improved technology.
 

With respect to both implements and fertilizer, it i.,not possible to 

determine tho magnitude of effective demand since supplies have apparently 

never been adequate to meet demand, at least during the past 4-5 years, at cur

rently subsidized prices. 
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The issue of seed supply is complicatrd by the lack of clearly demonstrated 

locality apecific superior varieties of grain crops. Au a consequence, it is 

not possible to determine if the limited amounts of so-called improved seed 

being produced and distributed, represent a poor supply, or a weak demand. 

The interventions in pest control appear to be, from the farmer's point 

of view, one of the most valued services of the Agriculture Service/Extension. 

Of Lhe recommended practices, which only limited require inputs builder 

labor, the recommended plant densities is the least followed. This is not surpriu:. 

ing since a standard density is recommended for each crop ragardless of location
 

and soil conditions. More are the prescribed method for achieving recommended 

densities involve additional labor at a critical point in labor demand and 

which is of quetionable value in achieving desired densities. 

Each of the productivity projects have evaluation cells, and detailed 

annual reports are produced each year. Most evaluations are made in terms 

of comparing, in physical terms, projections made before the agricultural cycle 

with achievements. Only limited analysis of these are made for purposes of 

explaining disparities. The evaluations focus very little on the performance 

of the diff"erent categories of agents. The philosophy of extension implicit
 

in seeding to obtain, through the intervention of extremely poorly trained
 

ground personnel, observance by farmers of a set of prescriptive recommendations, 

is never questioned. It may be of interest to note that only veiy minor 

changes have been made in these proscriptions over the past 10 years. 

An extension program is no better than the research base on which recom

mendations are based. Unless there is a continuing flow of information and 

of materials from research to the farmers through the extension program, the
 

of
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program very rapidly becomes sterile. By the same token, unless the research 

establinsment is provided with a continuing flow of problems recognized by 

the farmer, its ability to maintain a problem solving orientation is rapidly 

exhausted. Consequently, very intimate linkages and interactions between 

extension and research must be maintained on a continuing and virtually day 

to day basis. A major concern of the extension support element of the project 

is that of increasing and improving these interactions. 

Historically research .has been concentrated too much on experimental 

stations and hab produced prescriptive recommendation with presumed general 

applicability. The extension system has attempted to impose these on the 

farmer population. Failure of the farmers to accept the recommendations is 

charged to intrangencies of the farmer. Yet there is usually good reasons
 

why farmers do not follow certain of the recommended practices. The use of 

the row marker is a case in point. This is recommended as a means of achieving 

optimal density of plantings. The use of the marker, however, creates an 

additional demand on labor at a critical time. Farmers do not view the 

theoretical gain as sufficient to compensate for the additional labor involved. 

Upon closer analysis, it is found that failure to follow the presumed optimal
 

plant density, is not a reflection of failure to use the marker, but rather 

to other circumstances - level of soil fertility, previous use of the given 

plot, slope as this is related to soil moisture etc. - unique to the plot in 

question, and well understood by the farmer. Efforts to obtain a universal 

application of a presumed optimal density tends therefore to alienate him for 

the extension personnel rather than engender confidence in the extension agent.
 

Implicit in the foregoing observation is the need for a philosophical
 

reorientation of the extension agent in his approach to the task of working
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with the farmer. This implies an effort on the part of the extension agent 

to seek to understand the farmer, his problems and his actions to solve
 

these, and to make recommendations for change within this context. At the 

same time the research work must also understand the problems of the farmer 

so that research can be directed to those rather than to presumed problems. 

IMPLEENTATICii PLAN 

1 • Management Structure 

Figure 2 diagrams the components of the ESU in relation to the MDR, the 

Agriculture Service and the Extension Section of the Agriculture Service. 

7-XtensionThe Support Unit will have a direct line staff relationship from 

the Minister of MDR through the Agriculture Service and the Section for
 

Extension of the Agriculture Service. The Extension Support Unit will es 

sentially become the National Extension Section with the Deputy for the
 

Extension Section as its director.
 

The Director of the ESU will also be the Agriculture Service represent

ative in the PCMU.
 

The director of the ESU will supervise 4 divisions as indicated in the
 

chart. The responsibilities of each division is Civen in Section D above.
 

The tasks of each of the expatriate technical advisors assigned to the ESU
 

are detailed in the section on project inputs.
 

The USAID manager for the APS project will maintain liaison with the
 

EU director and continuing oversight of project implementation.
 

The staff of the ESU will bi as tollows:
 

/'I 
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E TElNSICORGANIZATION CHART FOR THE 


SUPPORT UNIT (ESU)
 

MESR
 

I griculture Service
 

Service de l'Agriculture
 

Extension Section 
Section de Vulgarisation 

v a DPCMU 

[ I 

n eDirector - ESU Charg Agriculture
USAID Stg R Drecteur-Centre d' Appui 

Extension Operationsprojectionsi- Resaitiorh 

Documentation Division -Documentation Center!
 

Division e Documentation- Centre de Documentation I
 

In-Service Training Divisioni
Division de Stage Recyclage pour les Cadres et de Firmation PaysannatI 

Division of Extension Methodology 
Division de M~thodologie de Vulgarisation 

ReeacMU tnsoExtension CoordinationDivision of Research 
Resarchxtn so


de Coordination Recherche-VulgarisationDivision 

Evaluation
~and 
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tion 
Director of IZU N Directeur CAV 21/ Centre Agricole Vulgarisa -

Chief Documentation Center N Charg6 de Centre de documentation 

Training Officer ESU N Charg6 du Stage de Formation 

FIxtension Methodology Officer N Chargd Methodologie de Vulgarisation 

Research Extension Coordinator N Coordinatcu Recherche-Vulgarisation 

Research Extension N Coordinateur de Recherche -

Coordinator Departmental Vulgarisation D6pa-tmentale 2/ 

Information Specialist C Spcialiste en Documentation 3/ 

Training Specialist C Formateur I' 

Extension Methodology Specialist C Expert en Methodologie de Vulgarisation ./ 

Applied Research Specialist C Expert en Recherche Appliqu6e 6 

Secretaries (3) N Seortaires (3)
 

Auxillary (7) N Auxuliaires (7) .1...
 

21 	This post could be filled by the Chied of the Extension Section of the 

Agriculture Service or his Deputy. This individual will also represent 

the Agriculture Service in the Project Coordination and Management Unit 

of the overall project (s) 

2_/ 	This position will be established at the level of one of the Departments.
 

3_/ 	 This position will be filled by intermittent short term assignments. 

2/ 	This position will be filled for one - two year tour.
 

/ This position will be occupied for one full tour of 2 years. The continuing 

responsibilities for this position from the T.A. point of view will be 

discharged by the Applied Research Specialist. 

6/ This position will be filled for 2 tours of 2 years each, with the incumbent 

assuming the responsibility for both this and the Extension Methodology 

position during the second tour. The incumbent will also fill the position
 

of research-extension liiieon and evaluation in the PCMU.
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2. 	Schedule of Activities
 

The principal implementation actions are listed chronologically for each 

component in the following lists. The numbers which identify each implement

ation action are charted on the accompanying chart for actions which are to 

occur through calendar year 1984 on through the 1st quarter of FY 1985. 

Month Implemen4 Implementation Action Respons
ation Act- ible 
ion No. Entity 

1. 	Construction 

1982 (months inclusive) 

F - Apr 1 Detailed plans prepared GON 

Ju-Jy 2 Bid documents prepared and advertised GON-USAID 

Aug. 3 Bids received and evaluated GON-USAID 

Ser+. 4 Bids accepted GON-USAID 

Oct. 5 Construction contract signed GON 

Nov-Apr 1983 6 Construction Constructor 

May 7 Building completed and accepted GON-USAID 

2. 	 Procurement and Installation of furnishings and equipment 

1982 
Aug-Sept. 1 Detailed specification for furnishings and 

USAID-GONequipment prepared 

PIO/Cs prepared for US procurement USAID 

Purchase Orders prepared for local procurement USAID-GON 

Oct. 2 PIO/Cs issued for US procurement 	 USAID 

Purchase Orders issued for local procurement USAID-GON 

March 3 Furnishings delivered and installed Supplier/ CON 

Apr 4 Equipment delivered and installed Supplier/CON/ 
USAID 
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3. Vehicles 

1982 

A1g 1 PIO/C f,,r 3 vehicles prepared 	 USAID 

Oct 2 PIO/C - Purchase Order for 2 vehicles issued UL.AID
 

1983
 

Sept 3 First 3 vehicles delivered USAID
 

Oct 4 PIO/C for 4 vehicles prepared and issued USAKD
 

1984
 

Sept 5 4 vehicles delivered USAID
 

4. Documentation Unit
 

1982
 

Fob 1 PIO/T i:sued and contract negotiated for A
 
information/speci alist 

TiV-Apr 2 TDY by Information Specia"'-t for 60 days: Contractor/GON 

(a) Assistance in design of construction plans
 
(b) Preparation of detailed specification for equipment
 

(c) Consultation with CON personnel on material
 

to be developed and reproduced 
1983 

March 3 CON Chief of Documentation Unit appointed CON 

Apr 4 Key CON Documentation Unit operating CON 
personnel appointed 

Apr 5 PIO/T issued and contract negotiated for 2nd AID/W 

TDY for Information Specialist 

!My-Ju 6 TDY Information Specialist for 90 days: Constructor/GON 

(a) Installation of equipment 

(b)Train CON personnel in equipment operations
 

(c)Make initial production runs
 

(d) Assist in establishing criteria and norms for
 
choice and style of materials to be produced
 

(e)Assist in designing a regular (monthly,bi
monthly, or quarterly) Newsletter. 

I/	Itis recommended that an institutional contract be negotiated for all technical

assistance to be provided for the Extension Support Component. Moreover it is
 
recomriended that this should be the same as that for the NCRP.
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Sept 7 CON Librarian appointed ON 

Oct 8 PIO/T issued and contract negotiated for 

TDY Librarian 

AID/W 

Nov 9 TDY of Library Specialist to assist in esthblish

shing a system for collecting, cataloguing and 
filming materials (60 days) Contractor/GON 

Oct 

1984 
Aug-Sept 

10 

11 

Documentation center is fully operational and 
regular distribution of information/materials 

is flowing to'the fidd and for training centers 

and in-service training courses 

TDY of Information Specialist for: 60 days 

(a) evaluation of documentation unit operations 

(b) evaluation of reception and use of materials 
being made in the field 

(c) Assist in development of materials 

GON 

Contractor/GON 

5. Training Unit 

1982 

Jan 1 PIO/T issued and contract negotiated AID/W 1/ 

Jan 2 GON training officer 
Unit appointed 

for the &tension Support GUN 

Jan 3 Training specialist on board in Niger AID/W 

Feb- Apr 4 (a) Define with GON the broad outline of the 

participant training for the life of the 

project 

Contractor/GON 

(b) Define with GON the specific 1st year part

icipant program 

(c) Provide assileV. .ce to PMSU 

1-st year participants 

in processing PMSU/GON 

My - Dec 5 (a) analyse in-service programs 

extension requirements 

in terms of Contractor/GON 

. 

I_/ 
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(b) Analyse CFJA, CPT, CPR 
ional literacy program 

training and f~inot

(c) Propovob.aining formatn for each level of in
service training; specifying duration, timing, 
curriculum, staffing, teachers, aids, special 

training course for instructors, and budgets 

(d) Same as (c) for CFJAs, CPTs and CPRs. 

1983 
Jan - Apr 6 

(e) Design evaluation format for measurement of 
effectiveness of training program 

Implementation of training formats for in-service 
personnel 

GON 

My - Oct 7 Implementation of training formats 

CPTs, CPRs. 

for CFJAs, GON 

Nov - Dec 8 Evaluation of 1-st in-service training cycle Contractor/GON 

Nov - Dec 9 Evaluation of lst CFJACPT and CPR Training cycle Contractor/GON 

Jan 10 Design of modifications in 

light of first experience 

training formats in Contractor/GON 

Feb-Apr 11 Second cycle of in-service training GON 

My - Oct 12 Evaluation of effectiveness of in-service train-
ning by field observation of performance of 
personnel 

Contractor/GON 

Iry - Oct 13 Second cycle of CI1JA, EPT and CPR training GON 

My - Oct 14 Evaluation of effectiveness of farmer training 
by field obse vation of performance of farmers. 

Contractor/GON 

6. Extension Methodology Unit 21 

Oct I PIO/T issued and contract negotiated AID/W 

Oct 2 GON Extension Officer appointed GON
 

1 The timing of this component is determined tr the agriculture production 

cycle.
 

1983 
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Oct 3 Extension Specialist on board in Niger AID/W 

Ot 

1984 

4 (a) Analysis of existing extension method-

ologies as practices in productivity 

projects 

(b) Synthesis of models or experimental 

methodologies for field testing 

OON/ontractor 

Apr-Nov 5 Models 

iii one 

or experimental methodologies 

or more productivity projects 

tested GON/ontractor 

Dec-Feb 6 Evaluation of results from 5. GON/Contractor 

1985 

m  dec 7 Further field testing of extension methodologies GON/Contractor 

1986 

Jan-Feb 8 Detailed analysis of experience from 5,6 and 7 GON/Contractor 

7. Researh/Extension Liaison Unit 

1982 

M - Apr I PIO/T issued and contract negotiated AID/W 

Apr 2 GON Applied Research Officer appointed (ON 

Apr 3 Applied Research Specialist on board AID/W 

My - Oct 4 Study and description of existing research/ 

extension interaotions system - applied 

research by INRAN (multi-locality testing) 

and by productivity projects, extension 

demonstration practices, farmers field demons

tration practices, mechanism for downward and 

upward flow of information and feed back, mech

ahism for INRAIf involvement in extension 

design and planning and for extension partici

pation in design and planning of research, mech

anism for joint participation of INRAN and 

E'xtension aid farmers in applied research and 

extension demonstrations 

GON/Contractor 

1 

2! The timing of this component is determined by the agriculture production cycle. 
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No - Dec 

1983 

5 Analysis of study (5 above) oompleted, synthesis 
of recommendations made, and a protocol establish

ed between INRAN and the Agriculture Service for 
guiding joint actions 

CON/Contractor 

Jan-Apr 6 Program of joint action developed; special train-
in&provided to field personnel who will super -

vise and who will implement day to day operations; 

necessary elements  seeds, fertilizers, tools, 

implements made available; and selection of farmer 

and field areas made 

GO/Contractor 

My-Oct 7 Program implementid through an Agricultural cycle cON/Contractor 

Dec-Jan 

1984 

1984 

8 W-Iorking meetings with supervisors and field 

personnel in limited groups at the Agriculture 

district levels to review data and experience and 

interpret results, identify operational problems, 
explore modifications in approach and relations 

to extension methodology. Staff of INRAN, the NCRP 

and the Extension Support Center  specifically the 

Applied Officer and the Extension Methodology Of

ficer  should participate in representative samples 

of these local working meetings 

cON/Contractor 

Feb-Apr 9 Annual report prepared analysing results of year's 
work with recommendations for subsequent program; 

review at INRAN/Agriculture Service level of 

results from working groups; joint planning of 
future work 

GON/Contractor 

Ity-Nov 10 Agricultural cycle program implemented CON/Contractor 

Dec 11 Continuation of approach 

tion/analysis/synthesis 

- oboervation/descrip  GON/Contractor 

Dec. Outside evaluation effectiveness of liaison of 

fice. 

1 



APPENDIX
 

Terms 	of Reference for Technical 

Assistance Personnel 

(1) EDtension Training Advisor 

Qualifications: A MeSe degree in applied behavioral sciences or 

Agricultural Education with an emphasis on development of training 

programs. A minimum of 4 years working experience in extension and 

extension training programs in developing counties, preferable in rural 

development programs in Africa. A 3 level in French is essential. 

Duties: The duties of the extension training specialist will be 

to describe and analyse on-going in-service training programs for agri

cultural agents at all levels. The on-going training programs for 

auxillary extension personnel and for farmers should also be analyzed. 

The training advisor will identify training needs as a function of on 

going extension programs. Based upon analyses of existing programs and 

need, 	develop training programs for the respective levels of personnel.
 

The training advisor in cooperation with the Documentation Center, 

will propose training materials and aids. The design of evaluation method

ologies and advisory assistance in effecting evaluation of training 

programs will also be an important part of his responsibilities. 

The extension training advisor will be expected to be cognizant of 

training institutions and programs in Niger and, in particular, those 

carried out by the UNCC, literacy programs and the program of instruction 

at MDR. 
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The Extension Training Advisor should become cognizant with agri

cultural education and training institutions and opportunities in West 

Africa, and make arrangements where appropriate for nigerien participants 

to receive training in these. 

Specific Duties of the Extension Training Advisor: 

(a) 	 Collect data and information on existing in-service training programs 

for agriculture extension personnel at all levels. 

(b) 	 Analyse existing training programs in terms of needs and develop 

programs to satisfy these needs. 

(c) 	 Prepare curriculum and teaching materials and aids. 

(d) 	 Define staff requirements for each type of program. 

(e) 	 Develop evaluation methodologies and programs for evaluation of 

training programs.
 

(f) 	 Coordinate training programs for agriculture extension with 

training and teaching by UNCC and IPDR. 

(g) 	 Provide feed back to IPDR on performance of extension agents with 

view 	of improving the teaching program at IPDR.
 

(h) 	 Plan and coordinate third country training programs. 

(h) 	 Plan and coordinate multi-desciplinary high-level seminars aimed at 

achieving greater integration of the different entities whose 

actions impinge on the extension progress. 

V 
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(2) The Extension Methodology Advisor 

Qualifications: A masters or PhD degree in Agriculture Sciences or 

related Social Sciences fields is required. The individual must have at least 3 

years experience with agriculture extension programs in developing countries. 

Experience in applied igriculture research in developing countries is also 

desirable. African experience while not required, would be desirable. A good 

working inowledge of French - R2, S3 level is essential. 

Duties: The principal function of this position is that of developing improved 

methodologies for agriculture extension. To this end, study and analysis of 

existing systems will be made. To a large extent, the base materials for the 

analysis will be reports on performance and evaluations of productivity projects 

an of the special central evaluation unit (UCSE) of the MDR. The incumbent, 

however, will make inputs in defining the types of data to be collected by the 

UCSE and the evaluation units of the productivity projects as required for 

analysis and synthesis of extension methodologies. The incumbent will define 

experimental models or field testing in cooperation with productivity projects. 

Close linkages will be developed with the applied research, training and document

ation units of the Center for Extension Support as well as with INRAN and 

particularly with the NCRP. 

The incumbent will be expected to establish a particular close working 

association with the applied research - research/extension liaison unit in 

order to continue the functions of the latter unit beyond the 2 year assignment 

of the applied research advisor.
 

'V
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Specific Duties: 

(a) 	 Prepare descriptive and analytic reports on the several extension
 

models in use by the productivity projects.
 

(b) 	 Identify deficiencies in these models. 

(c) 	 Provide guidance to the evaluation cells of the productivity projects 

as well as to the central unit for oversight and evaluation (UCSE) as to 

the kinds of data needed for measuring and analysing the effectiveness 

of extension methodologies. 

(d) 	 Synthesise models of extension for field testing. 

(e) 	 Supervise field testing of extension models. 

(f) 	 Prepare a final report on results of analysis and testing of models 

with recommendations for follow-up. 

(3) 	 The Applied Research Advisor 

Qualifications: A masters of PhD degree in Agriculture Sciences or related 

agricultural fields will be required. The individual must have had 5 years of 

experience in applied agriculture research with a substantial concentration in 

off-station or outfield research working in close associatim with extension 

personnel and directly with farmers. At least 3 years experience in developing 

semi-arid areas is a highly desirable requirement. A good working knowledge of 

French, at least R3 S2+ is an essential requirement. 

Duties: Within the framework of an Extension Support Center of the MDR Agri

culture Service, especially with the extension methodology unit of the 



Extension Support Center, and in close collaboration with INRAN and more 

particularly the National Cereals Research Program of INRAN, study and analyze 

the existing applied research program practices; multirlication, adaptative 

studies, field trial and demonstration practices, mechanisms for information 

flow to extension personnel and feedback from the farmer to the research staff 

of INRAN. Likewise, study of extension practices, including field demonstrations 

in fanner fields. Linkages and collaborative relationships between extension 

and applied research at the field level, mechanisms for partfcipation of 

extension in defining research practices and programs as well as of research 

workers in defining extension programs will be especially investigated. 

On the basis of information from the foregoing, develop* mechanisms 

for effectively involving extension as well as farmers in different levels of 

field testing of results emanating from Nigerien research institutions, as 

well as from extarnal institutions, for involvement of research workers in the 

extension program, for interpretation of research results and recommendations 

to extension field staff, and for interpretation of farmer problems and farmer 

interactions to new information and technology in research terms for providing 

a practical orientation to the research program. 

The Applied Research Advisor will also occupy the position of Extension/ 

Research Liaison in the overall Project Coordination and Management Unit. The 

principal role of this position is to maintain a continuing liaison between 

Chargee for extension operation and that for research operation who represents 

respectively the Agriculture Service and the Research Institution INRAN. This 

dual role is fully consistent with the role in the Extension Support Center. 
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Specific Duties: 

(a) 	 Study and analysis of INRAN program and plWtices with particular
 

emphasis on off-statin, outfield and demonstration practices.
 

(b) 	 Study and analysis of extension practices with particular emphasis on 

demonstration practices. 

(c) 	 Defind existing linkages between research and extension, identifying 

important gaps of deficiencies. 

(d) 	 Develop methodologies and mechanisms for strengthening the linkages and 

field or farmer'senhancing collaborative activities, particularly at the 

level.
 

(e) 	 Collaborate with INRAN personnel and particularly with the NCRP for 

purposes of more effective orientation of programs to farmer needs. 

Personnel - documentation, method(f) 	 Collaborate with the Extension Support 

- for relating these units activities to theology, and training units 

research into useful information and 
process of translating results from 

technologics in terms suitable for incorporation in the farmer's production 

teclnology. 

(4) 	 Short Term Advisory Services 

(a) 	 Information Advisor 

a full time 2 year assignment. The individualThis position will not be 

to provide intermittent service over the
assigned, however, should be prepared 

first 3 years of the project towards installation, start-up, and guidance of 

first years of operation, It is anticipated that
the 	Center during the 
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approximately 10 months of short term consultation will be required as 

follows: 

(1) An initial period of 60 days to participate in the desgn of the 

center and for preparation of detailed list specification and procurement 

sources of equipment provide specifications and procurement sources for 

for the first three 	years ofexpendable materials which will be needed 

operation.
 

(2) A period of about 90 days to assist the GON Documentation Center 

personnel exploring the available information sources to be used as a basis 

for the preparation of the initial lot of information bulletins, leaflets, 

news letters, etc..., and to begin preparation of this material for production 

pending the installation of the equipment. 

This TDY will constitute a period of training of the GON personnel 

of the Center as well as those from other services, particularly in INRAN, 

in the selection, method of presentation and preparation of information materials 

for different audiences.
 

(3) 	 A period of 9o days after the construction is completed and the 

have been delivered to complete the installation and toequipment and materials 

train the GON personnel in its use. The materials selected and prepared during 

the earlier TDY (b) will serve for first-run breaking in of the center 

operation. 

(4) Subsequent i-2 month TDYIs will be used for follow-up training of 

GON personnel, evaluation of performance of the unit, and field evaluations 

of the use being made of the materials provided and distributed. After about 

3 	 such TDY's, extending the over-all period of advisory services into third 

center should be in full operation, providing useful 
year of the project, the 

materials. 
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() Librar Advisor 

( ) Concurrently with the TDY assistance by the information advisor, 

the services of a librarian will be provided to develop a system of 

organizing and cataloguing publication and other kinds of information 

materials. Together with the information, the training, the extension 

methodologies and the research extension liaison advisors, recommendations 

will be made on the types of literature, reports, etc., which should be 

regularly sought both within and outside of Niger for inclusion in the 

reference library. 

( ) Other TDY services will be needed for specific needs which may 

occur and particularly for follow-up on the full tour advisors after 

their departure. This kind of short term services will be especially 

focused on evaluation of programs established by the full tour advisors 

and for providing additional direction to these programs as the activities 

of the extension support center are institutionalized and expanded. 
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INTRODUCTION
 

The Seed Multiplication Program in Niger originated with the beginning of 

the Niger Cereals Project in 1975o The program was designed as part of a sys

tem to up-grade cereal and associated crop production with Nigerien farmers. 

It involves a major effort in research to develop improved varieties of
 

millet, sorghum, cowpeas, and peanuts. Seed is multiplied through the facili

ties and organization of the seed multiplication program, and is then made 

available to farmers through various organizations as, productivit6 projects, 

local cooperatives, young farmer training oenters and departemental agri 

cultural offices. 

A large part of the U.S. input was placed in the development of a series
 

of multiplication centers along the higher rainfall areas in the southern edge
 

of the country. These centers, which are currently six in number, including 

one foundation seed farm, represent completion of essentially all physical 

construction. Laboratory and processing equipment are in place and almost 

entirely operational. Each center has about 60 hectares devoted entirely to 

the production of seed.
 

This report will discuss the function of the centers and some of the as

sociated technical and institutional problems currently faced by the seed multi-


It will discuss the matters of operating in concert, on one
plication program. 


hand, with a research program whose ultimate purpose is to develop an improved 

variety superior to local varieties presently grown by'the farmer. And it will 

discuss, on the other hand, the downstream issues related to a distribution and
 

extension system that takes the seed to the farmer as part of a package of 

improvements to increase his production and improve his livelihood. 
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In hindsight, we can probably may that the easier part of this program,i.e., 

the construotion of facilities, is now behind us. The more difficult part of 

making this program live up to its original expectations is just ahead. 

Consequently, this report attempts to point out who; appears to be major 

organizational issues now facing the program and ways in which they can be over 

come. Additionally, operational and technical matters which have come to the 

attention of this writer are also outlined.
 

And lastly, this report proposes a means for the useful continuation of the 

program during the next five years, i.e., during Phase II of the Niger Cereals 

Project. 

A FINANCIAL MANAGEMENT SYSTEM 

Development of a System 

The establishment of a simple, effective financial management system 

within the Directorate of Agriculture Service/GON, is one of the most important 

parts of making the seed multiplication program a permanent, ongoing effort. 

This system should be developed concurrently with the National Seed Service
 

Office.
 

A financial accounting and disbursement system must be compatible with 

accounting systems already used by GON. It must provide a means to disburse 

funds to various center locations in order that center chiefs can meet oper 

ational expenditures without delay. The center chief then, in turng must be 

accountable according to proper predetermined procedure. 

This system will include the usual budgetary processes based on 
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anticipated needs for the coming production year. 

The Budget
 

The budget provided for this project is a fairly simple straghtforward 

planning device. There is not intended to be any further major construction 

at the Multiplication Centers, nor is any new equipment anticipated other 

than replacement items. Replacement vehicles will be received during the 

first part of the project. Training outside of country for key persons will 

begin at the beginning of this new phase 

The major part of dollar expenditures then occurs at the beginning of 

the project. Expenditures in FCFA are predominantly during the latter stages 

of the project. The budget is prepared tnder the general rule that, during 

the first year, AID expenditures will be about 75% of total costs and OON 

expenditures will be about 25 %. Costs will then go through a transition 

until approximately 75 %of total costs will be ON at the end of the five 

year period and AID expenditures will be approximately 25 % 

The Problem of Purchasing Contract Production 

The seed multiplication program has to-date, been a production program 

primarily limited to center production. The main reason appears to be that 

a management and re-purchase system has not been devised that is workable for 

the production and re-purchase of M3 seed. 

The UNCC has been charged with the seed multiplication (M3) responsibility 

to take place within cooperative structures organized by local UNCC represent 

atives. The decision to work through UNCC was likely made on the basis of 

this organization having direct access to the financial facilities of the 

Agricultural Credit Bank (CNCA , Caisse National* de Cridit Agricole). 
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Arrangements for making this relationship work and produce saleable need (13) grown 

by contract farmers, were never worked out or followed up. As a result, the 

production and actual recovery of seed (3) became only a chance occurrence. 

Regaudless of how contract production will be handled in the future, 

some of the problems already met will persist. As it is envisioned that 

technical matters of seed production must remain with SIC personnel, the 

matters of finance must also be handled by those agencies with financial 

capability. This is primarily the Arioultural Credit Bank. 

Stated in another way, loans should be made by the bank to the SmOs in 

order to repurchase seed from the farmer. The seed must be re-puhased from 

the farmer al a premium, or else he has no incentive to produce a quality seed. 

The official price, which is always lower than the market price, excepting 

right at harvest time, has been established in order to keep the price of 

staple food prices low to the population. It in the price at whioh the govern

ment (OPVN) buys its stocks for distribution during other times of the year, 

when grains become scarce.
 

To the present, it appears that production (3) from M2 seed received by 

farmers has berit sold either on the market or to OPVN at whatever the going 

market rate may be. The distinction has not been made between seed, from a 

crop which presumable could have been grown under acceptable standards of seed 

production, and grain which is handled as a commodity. 

This confusion has also been extended into the pricing structure where 

seed is priced just as a continuation of the grain commodity. Unless special
 

effort is made to make a valid distinction, the program cannot be expected to 

ever produce seed under contract production and the program will be able to 

produce no more than the capacity of the five seed multiplication centers 
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which, at a top estimated yield of 1000 k/ha., would be no more than about 

300 T M2 seed annually. 

It, therefore, is incumbent upon the National Seed Committee, to come to 

terms with this problem. A policy must be established which will allow the 

re-purchase of seed that has met acceptable production standards. And, the 

grower must receive a premium on his crop oter the market price, making seed 

production of recurring interest to him. Encouraging the same growers to 

manage than allowingproduce quality seed each year, is far better and easier to 

a grower to become discouraged because of an inadequate pricing struoture, and 

forcing the program to deal with a et of new and different growers yearly. 

An Alternative to Cash Purchases of Contract Produced Seed 

Since OPVN buys large amounts of grain and hole it in storage for a 

portion of that year, it is possible that purchases of seed by OPVN with pay

ment in-kind would be preferable to each purchase by the SMCs. The seed would 

then become the property of GON and more specifically, OPVN, the cereals 

purchasing agency, to be resold to the farmer this following year as stockseed.
 

While exchange ratio would have to be determined, it is believed by this 

writer that the farmer must receive a minimum premium of 25 - 50* above the 

market in order to be continually interesting to him. For example, if the 

premium had been determined to be 50 %, a grower selling 100 kg of acceptable 

seed would receive in exchange, 150 kg of commercial millet.
 

Return of Seed Sales Proceeds to Project 

Conceivably, a large amount of contract-produced seed, could be sold in 

addition to some of that production from the multiplication centers. A policy
 

should be established which allows the seed multiplication project to receive
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oredit for that amount of income revenue generated. Such a policy would help 

offset the current high cost of seed production on the oenters, and it would 

be good for morale of those person. in the projeot whose efforte made it 

possible.
 

This is a matter that must be decided upon by the National Seed Committee 

and acted upon as a policy procedure. 

TECHNICAL ANALYSIS 

The ultimate value of a seed multiplication program lies in the production 

of a quality product that receives favorable and enthusiastic response from 

the end user, i.e., the farmer. There are many reasons why the current Seed 

Multiplication Program, under Phase I of the National Cereals Project, has not 

fulfilled a desired aooeptance by the Nigerien farmer. 

At the outset, it is important to mention that this program is a relative

ly new project of only five years since first implementation. We should put 

into perspective these efforts initiated under the harsh production environ

ment of the arid Sahelian region compared to the improvement of other basic 

crops in other parts of the world. We could cite, for example, Far-Eastern 

rice improvement, or Midwest-USA corn improvement, where time required to reach 

present day production levels has been measured in decades and growing cond

itions were never as extreme as those faced in the Sahel region today. 

While it is believed that many of the problems countering success of 

the Seed Multiplication Program are organizational, certain technical problem* must 

also be addressed. 

Quality Control at the Centers 

Quality control appears to be a matter well understood by administrators 

1/
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of the seed multiplication program. Specifications as given in "Some Tech

nical Facts on a Seed Program in Niger (1981)", would appear to be quite 

adequate for maintaining quality of seed at various levels of seed multiplication.
 

What does seem to exist, however, is the problem of carrying out these 

specifications at the operational level. At the present time, the proper
 

isolation of wind-pollinated millets seems to be one of the greatest problems
 

to verify within quality control requirements. Foreign pollen that might reach
 

either MI or M2 production at pollination time could only be revealed at time
 

of growing out the next generation. The subtle changes in the genetic compos

ition of the outorossed plant might not be immediately noticed unless these
 

differences were being specifically looked for in grow-out trials. Consequently,
 

the change in genetic purity of an outorossed variety is increased with each
 

succeeding generation.
 

One case in point, is that of P3 Kolo, a oemposite variety now 19 years 

old, which was claimed to be superior variety in the psit. Numerous complaints 

are voiced that P3 Kolo appears to be no better than local varieties. In fact t 

this is most likely the exact situation, unless extreme care has been used 

through the years in maintaining the genetic purity during each multiplication. 

It is very difficult to maintain genetic purity of a wind pollinated crop unless 

excellent isolation is available. The problem is especially serious in areas 

where a crop, such as millet, is commonly grown an a staple food source. Proper 

isolation is a critical matter at the seed multiplication centers and even more 

so at the Foundation Seed Farm at Lossa. Too much care concerning isolation 

can never be given to quality seed multiplication. Maintaining genetic purity 

from generation to generation, is less of a problem with cowpeas and peanuts 

because they are basically self-pollinated plants. 

2
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It is suggested that isolation distanoes for multiplication of various 

levels at seed (XI, M29 & X3) be carefully reviewed to determine if eutorossing 

is inevitable. Distances currently recommended are 300 m isolation for 

production at M, seed, 250 m for M2, and 200 m for M3. These distances ap 

pear to be insufficient for a wind-pollinated crops. 

Other matters of quality control seem to be lens critical as opinioned 

by this writer. Seed purity and germination as shown on tags in SMC ware 

houses is generally high, reaching qualities that would be competitive in many 

parts of the world. While this writer has not verified tag information by 

independent test, there is good reason to believe test results shown are 

correct. Grain is harvested by hand, whioh helps eliminate weed seed content, 

and inert matter is usually less of a problem also. Harvest is normally done 

in dry conditions, and under such oircumstanoes, low germination problems are 

less common.
 

There is an opportunity for some seed damage during the cleaning process. 

However, the possibility of damage to millet or sorghum is not likely with 

the cleaning equipment now set up at the centers. Cowpeas might be damaged 

by breaking or oracking the seed coat, if the seed were dropped several meters 

while transferring, or if part of the transfer system permitted the seed to 

impact against baffles. Neither situation seemed to occur in equipment 

observed. 

Damage by insects or rodents during storage is perhaps the greatest 

single source of declining quality after harvest. Storage conditions could 

not be readily assessed since most seeds were already moved from the ware 

houses in preparation for planting. This writer did not see or hear evidence 
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that los of quality in storeag was a serious problem. 

FS and SXC Produotion - 1976 to 1980 

Table 1 shown total mood produotion by year since the start of the 

programs. 



Table 1, -10
nB? ad(Uo Produatlem - 1976 to 1979 

1976 crop rims (Kg) 

llnet coWsI
ITI 85-63 cowpemPorac. Peamut lorghm Total 

oaoh.E 6,3W 15tW - - 21,3W 
Boukondoukou 1,310 0 --- 31,3W 

agaria 15,0W 25,AW - - 4,6W 

Total 22t6W 7WN- 932t6W 

Mllet OMMpO OWoW'N 
TI 88-63 Jorzmg sa'to ovgk Ttl 

GIIOh4n1 28,0W - - - - 28,0 
Ioukoudoukou 11,0W 4,30 - 3,0W 330 18t636 
Nsais 12tO - - 20 12,02 

Total 51,000 4,3 - 3,10W 359 58,659 

1970 

Itllet OowpesI 88-.63 Of"e Poeanut]P IsII lorgbn. Total 

Lonea 4,450 1,8W - 1,10 2,340 9, 550 
Gudohems 39,000 3,300 - 200 42,500 
)akououkou 37,000 1,4WS - -20 38,6W 
Nageria 20,4*0 1046 -t 47W 600 27,000 
Kciroungoussa 15,300 2,600 -i- 1,1 13,00 
Raidallaye 12, 500 7p,300 - 1,900 20,800 

Total 128,650 17,700 - 5,700 5,440 157,499 
1979 

Nillet :owo w 0ou Peanuts Sorghum Total 

Lonna 6,4W 4,000 - 1,500 2,0o 13,0 
Oudoh 0500 1,1WO - 3,600 40 25,600 
Boukoudoukou 9960 - 7M - 10,660 
Nia ,ar 22,600 2,70 - 5,W - 31,290 
Klorouw ouBua 48,600 1,3 - 600 2,300 52,800 
Hana llaye 14,400 3,300 600 - 18,200 

Total 122,400 12,300 12,900 4,700 152,300 



Table 1 (cont'd) 

1980
 

Lossa (FSF) 


Hamdallqe 


Gudohdmd 
Doukoudoukou 


Kouroungoussa 

Magari 


Total 

Millet 


3,900 

18,400 

38,250 
24,700 


30,725 

9,725 


125,700 
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Pemuts 

-

360 

1,302 
1,470 


7,320 

284 


9,564 


Sorghum Total 

6,000 12,000 

- 28,135 

- 53,760 
29,210
 

- 40,535 

10,618
 

6,000 174,258
 

Cmille

TN 88-63 


1,400 


2,075 

5,658 
3,040 


2,490 

609 

15,272 


'Cowpe
Foraeg 

700 


7,300 

8,550 
-


16,550 




Animal Traction 

Animal traction can be an important part of solving the labor problem 

of certain times during the production cycle. The major problem appears to 

be encouraging people to think in terms of animals being useful in the 

production of a crop. Many animals are available, but it is not a tradition 

to use cattle for this purpose. 

Each of the centers now have a facility for handling draft animals and 

they are used with some success. Equipment is also available at each center. 

There is a limited local production of draft equipment in Niger. However, at 

best, the transition to using more animal traction has been and will surely 

continue to be slow. 

On the centers, it appears that animals are used primarily for prepar

ation of the ground prior to seeding. Much of the weeding of the crop after 

emergence is still done by hand. Animals could also be of value in this process. 

It appears that spacing of the crop is such that a pitch of animals cannot be used 

without damaging plants. If this is in fact the case, it would seem to be a 

rather simple matter either to respaoe the crop at planting time or to rework 

the pitch of animals so that they will not damage plants while pulling the 

cultivator through the field. The problem may be considering more complex 

then as stated above, but the matter should receive further consideration for 

proposes of easing labor problems during peak requirement periods. 

Contract Production
 

In order to multiply seed beyond the productive limits of the Seed 

Multiplication Centers, it becomes nenessary to use contract farmers located 

in areas accessible from the centers. 
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The ue of contract farmers has thus far been very limited. The 1979
 

National Cereals Project's annual report shows the following contraot production.
 

1976 2.030 T 

1977 4.238 T 

1978 2.400 T 

1979 2.356 T 

The above is believed to represent the sum total (all frem Dosso) of 

all M3 millet oontraot production for those four years of produotion. In 

1980, 12 T of seed is reported to have been produced contract farmers of the 

multiplication program. Assuming that these figures are correct and at this 

time, there is no additional information to indicate otherwise, then it can 

be said that contract production is inconsequential to the seed multiplication 

program. It could be concluded that the centers were producing mffioient 

seed to meet current seed multiplication requirements, or that there was only 

enough demand for the cereals project seed production to justify center 

production. 

UNCC (Union Nationals du Cr6dit et de Coopdration) has been given the 

responsibility of handling production of M3 seed though local cooperative.
 

This, however, has not been a satisfactory solution because 1) local respremnt

atives have no technical capability in seed production and 2) UNCC is basic

ally an organizing agency and not prepared to handle the financial aspects 

of a production project. 

It would be incorrect to state that the UNCC has not attempted seed 

multiplication. It could be that UNCC has been unable to purchase contractor

produced seed because it is leaked into the official pricing structure which 
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is lower thaxi what farmers can receive through local market channels.iEven 

when local UNCC representatives have been able to put out production areas 

with farmers, they are not able to receive the crop at harvest time. 

One of the problems of putting out contract acreage with individual 

farmers is that it is difficult for SMC fied agents to keep abreast of all 

details if many farmers are involved. As a partial solution, recent disous

sions have been held by eed project personnel on the possibilities of 

working directly with produotivitd projects which have their own extension 

staffs working with these projects, could be a better solution to contract 

production. However, there will remain technical problems that only personnel 

from the multiplication centers will be able to handle. Whatever means are 

selected for contract production in the futura, the seed multiplication project 
the 

should remain in control of at least/teohnical matters. 

Grower Reception and "Improved" Varieties 

The underlying reason justifying a seed multiplication program is that 

there are superior varieties to multiply. These varieties must come from 

research efforts from within the country, in this case, from INRAN or less 

likely, from research sources outside the country.
 

The identification of a superior variety cannot be measured on yield
 

alone. In Niger, for example, the stalks of millet are used for several 

purposes around the village, incluaing fencing, granary construction and, in 

some cases, thatching. Consequently, a high yielding,but dwarf, variety will 

receive little acceptance by local farmers. This same problem of acceptance 

appears with varieties that vary in maturity period from local varieties. 

t,t 



Reasons are that varieties maturing substantially earlier than commonly grown 

varieties, may be subject to heavy bird damage. Or they may be subject to 

mold infestation because maturity has taken place in a tight head before the 

end of the rains.
 

Higher yielding varieties with longer maturity, at the other extreme, 

entail more risks for the farmer who has to contend with wide annual variation 

in rainfall. In the Diffa areal where rainfall is less than most other prod

ucing areas of the country and over a shorter period of time, local varieties 

mature in a. little as 65 days. Quite obviously, a 105 day maturity variety 

would not be received with any favor by growers in tlit area. 

Also, there is the matter of a superior variety often responding under 

a narrower range of growing conditions. Most improved varieties also call 

for an improved set of growing oonditions. Soil fertility must be improved 

before realizing the full benefit of the new vaiety. This means that the 

grower must have the economic capability to provide either additional organic 

or chemical fertilizer. Assuming he is able to meet the additional costs, 

he then finds that after applicationnot only does the crop grow faster, but 

so do the weeds. He therefore must be prepared to provide an extra weeding, 

a requirement that is not possible for some growers under existing labor 

avail ability. 

This discussion is in no way accepting the futility of improved seed, 

but the preceedincomments are made to secure the point that far more than 

higher yields is required before a new variety may fit the production pattern 

of a local area. 

These comments are intended to underline the importance of understanding 

-vl 
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environmental and cultural characteristics of an area for which a new 

variety is to be produced. This must come first. Then the criteria for a 

new variety can be outliined. It is an often-heard comment that researoh to

date has tended to disregrad the socio-eoonomio factors that are behind the 

field production of a new variety.
 

Nonetheless, research efforts are being madeq particularly at Tarna, 

the INRAN facilities near Maradi. There, researchers are looking at the develop

ment of composite varieties based upon the original gonetic stock from a 

given area. Selections are made from a native population based upon such 

a 
characteristics as hardiness, yiels, height, rat'o of grain-to-stalk, etc. 

Desireable oharacteriutics are assessed and mood is saved from those parent 

plants. This seed is then replanted, and roseleoted with the same criteria 

as used on the original selections. By repeated selection in succeeding 

generations, a degree of homogeneity of plant type is obtained not available 

before. Ultimately, different lines from parent stock of the same origin and 

locality, and each carrying the characteristics for which it has been selected, 

are recombined to give the breeder seed (Mo) of a new composite variety. At 

this point, the seed multiplication program assumes its first task or prod 

ucting MI seed. The importance and values of keeping these succeeding phases 

of seed multiplication genetically pure, are obvious. 

Until the development of the centers took place, most seed multiplication 

beyond "Mo" seed took place at or near the Tarna station at Maradi. With Lossa 

now as the Foundation Seed Farm, all foundation seed production will be shifted 

from Tarna to Loss&, beginning with the 1981 season. This represents a oonse

quential change in policy of INRAN and also implies a recognition of the Seed 

Multiplication Program as an integral part of new variety promotion. 
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It is noteeorth to mention that over the years, some farmers in the 
Maradi area have made a habit of seouring their seed requirements from the 
research statibn at Tarna. This indicates that with familiarization, farers 
can be persuaded to utilize the results of the reaearoh effort. With time and 
proper approach, this same situation could take place at each of the centers. 

About two-thirds of all need multiplied at the centers to-date has been
 
millet. The remaining third consists of oowpeaa 
 (both grain and forage type) 
and peanuts, with only a very small portion (perhaps 1-2 %), going to sorghum 
multiplication. Neither corn nor rice have been multiplied in large amounts
 
at any of the centers of the Naional Cereals Project, although some varieties 
are oonsidered acceptable by the National Seed Cemittee. 

Varieties which are now recognised by the National Seed Committee are as
 

follows:
 

Millet 
 Sorghum 
 Cowpeas
 

CIVT* 
 j MSB TN 88-63* 
P3Kolo*L 
 30 
 TN 4-69 
HKP* 
 A4 D4 
 TN 98-63 
Ankoutess Babadia Fara 

Bagoba 

Corn Peanuts 
Rice
 

P3 Kolo 
 55-437* IR-15
 

47-16 
 IR-8 

28-206 IR-22 

Santan Diofar 

D 25-37
 
* Varieties Multiplied in signifioant quantities. 
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As an indioation of present relative importanoo of varieties for 1981 

multiplioation, planned millet acreage of the oenters constitutes almost 

65 percent of the total acreage to be planted, oovpeas constitutes about 25 

peroent of planned acreage and peanuts represent almost 10 percent of total 

planned aoreage. Of total millet aoreage, about 50 percent will be planted 

to CIVT, 25 percent to HKP, and 25 percent to P3 Kolo varieties. These are similar 

proportions to multiplication acreage of preoeding years. 

The following table gives location and heotaroage for eaoh of the multi

plications to take place in 1981: 

Table 2 

SMC Production Plans in Ha. - 1981
 

Crop Kinds
 

Millet* Cowpeas Compeas Peanuts Sorghum Total Ha.TN 88-63 Forage
 

Gu~ch6m6 45 9 7 - 61 

Madaoua 40 8 7 5 - 60 

Magaria 40 10 5 5 - 60 

Hamdallaye 37 8 7 5 3 60 

Maradi 26 10 6 10 - 52 

Total 	 188Ha 45Ha 32 Ha 25 Ha 3 Ha 293 Ha 

* 	 Breakdown of millet varieties by Ha..: 

CIVT Gu6chdm6 (44), Maradi (16), HadallaTe (37) 

HP Madaoua (40)
 

P3 Kolo Magaria (40), Marai (10)
 

14 
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The consensus of this report in that varietiem do exist as the result
 

of research which could represent a more productive and useful variety to

J
 

farmers than what they are now growing. It is also feeling of thi writer 

that research will be able to improve varietal selections further with time. 

The important point is that research must design its new varieties with 

farmer acceptability in mind in addition to the criteria of research itself.
 

4# Diffa - A Proposed Seed Multiplication Center 

The GON has proposed that a sixth Seed Multiplication Center be constructed 

at Diffa in order to provide a similar seed production capacity as in each of 

the other five departments. Tke project would be located near Diffa with 

a similar building complex and equipment inventory as at the other centers. 

The department of Diffa iB' the southeastern most region of the country. 

It borders on Nigeria to the South and Chad to the east. The entire area has 

a population of about 185,000 people. Diffa, a small town and the governmental 

headquarters for the department, is approximately 1,400 KM by road of varying 

conditions from Niamey. There is no air service available to Diff currently. 

Diffa department produces about 2% of the entire country's millet production. 

According to the DiLffa Agricultural officer, the department was able to produce 

a small surplus of combined millet and sorghum in 1980 (total production, 

43,000 T) over the 42,000 T estimated requirement for the region. 

This proposal for a new seed multiplication center has been reviewed by 

a combination of GON and USAID personnel including the person responsible for the 

design of the seed multiplication component Phase II. The proposal has been 

discussed with the local Diffa officials, and the site has been visited aid 

evaluated. The proposed center location has been selected in an area approximately 

L 
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40 km West and North of Diffa. The site is selected, near the village of 

Mesa (approximately 150 population). Theugh easily reachable by 4-wheol 

drive vehicle, in dry season, it is believed most likely that travel to 

the site during the more important periods of the rainy season vould be 

almost impossible. 

While distance and neoee ary time required to keep abreast of the 

construction phase would be seriously tax an already thinly stretched 

Departmental Staff of 16 persons, an even greater problem is cost and acees

sibility of materials for center construction. Aggregate suitable for adequate 

building oonastruction, must currently come from as far away as Maradi, approx

imately 700 Km west. All aement, all rebar , all roofing, in short, all 

construction materials must be trucked over long distances to Diffal raising 

the oosts far above costs of other centers. 

Below are construction and equipment costs of a seed multiplication
 

center examplified by the Magaria Center at 1977 prices.
 
Cost in:
 

U.S. $ F. CPA 

3 residences .................. 92,000 18,500,000 

Office, warehouse, lab, generator 

house,open faced shed, work 

shop, livestock corral and feed

room, drying floor............. 442,000 89,364,000 

Well (1978) . ........... ......... 8,000 1.743)000 

Pump and electrical wiring (1979) 68,000 14.816,000 

S 610,000 or 124,423,000 F OFA 

I'
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It is estimated that current costs for Diffa over existing centers 

would be increased by a factor of 1.75, beomes of the trucking distances and 

inflation involved. Total costs of the oenter without seed prosesing 

equipment exceed one million dollars. 

The technical nature of proper seed production would also require 

constant technical supervision not presently available in Diffa. This would 

require either the full-time presence of a highly skilled person living in 

Diffa, or a person making very frequent trips from Zinder or even Nimey in 

order to properly supervise seed production. The chance for failure would 

be high because of the long supervision distances involved. With the potential 

of the initial difficulties, subsequent creditability of the worth of the center 

to the residents of Diffa Department would then become more difficult to
 

establish in following years.
 

It is the conclusion of this analysis that the development of a seed
 

multiplication center at Diffa at this time cannot be justified. Considering 

the many problems yet to be overcome in already constructed centers, it can 

be understood that these problems would be considerably greater if they 

originated in Diffa. While at some time in the future a seed multiplication 

facility considerably smaller than what has been built could be desirable, it 

is strongly felt that it would presently create more probelms than it would 

solve.
 

Since there are good possibilities that seed could be miltiplied at
 

already existing facilities, possibly either Maradi or Zinder departments, 

it appears that greater returns could be realized in a direct distribution 

effort through the Agricultural Department Office. This would constitute 

extension of improved varieties adaptable to the Diffa area, but grown 

elsewhere.
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Additionally, a Young Farmer's Training Center (CFJA) operates at 

Diffa. This center could also become a means for further seed distribution 

and possibly contract produo*Dn of varieties suitable to that area, 

The Canadians, under Agricultural Servioe suspioes, are now developing 

a project of serious and in-depth study concerning basic developmet of 

the Diffa area. Two persons are expected to be on site beginning about Sept

ember 1981. The study will continue for approximately three yeare, with future 

Canadian activities dependent upon their study resultso They will be looking 

closely at agricultural improvement possibilities. Close contact should be 

kept with the progress of these efforts, as they could be basic to determining 

a proper future course of agriculture activity for the Diffa area. 

INSTITTEONAL ANALYSIS 

Organization and Management 

The Seed Multiplicatibn activity originated as a major part of the 

National Cereals Project has had large amounts of American input and direction. 

Physical facilities how have reached a stage of aear completion. The longterm 

interest of the project will want to focus on organizational matters as an 

integrated part of the GON. 

1. National Seed Committee 

An early part of the organizational requirements was the recognition 

of the National Seed Committee within the National Cereals Project by 

Ministerial Decree 28/MDR/AG of July 25, 1978. This established the National 

Seed Committee for the coordination of production and distribution programs 

of various seed crops. This Committee is made up od the following Ministerial 

representatives: 
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Director of Agriculture Service, Chairman
 

UNCC (Uniox Nationale do Crddit at do Coopdration)
 

SONARA (parastatal peanut purchasing organization)
 

CNCA (National Agricultural Bank)
 

OPVN (Cereals Marketing organisation)
 

Agricultural Extension Offie.
 

This committee's purpose was to establish an official working relation

ship among key offices in the Ministry to facilitate the sed multiplication 

at the policy level. A major shortcoming of this oommittee is that INRAN, 

which is under Ministry of EMuoation, is not a member. 

2. A Lack of Central Management 

At the operational level, seed multiplication centers are under the 

Departmental Agricultural Officer in each department. At the national level, 

the National Cereals Project Coordinator has been active in tending to the 

specific material and logistic inputs that keep the centers in operation. 

And, USAID has been the source of monetary and material support which in placed 

through the Coordinator directly to each center. In offot then, each center 

has received its support through a system generally existing outside of the 

normal channels of the GON. 

Somewhat the same conditions have existed in establishing policy for the 

development of the oentwer multiplication system. Itwas in regard to this 

matter that the National Coordinator was instrumental in initiating the National 

Seed Committee in 1978. However, since the oamriittee did not begin to function
 

actively at the time of inception, the original system of direction has persevered.
 

\
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The result has been that an autonomous separate system developed which, by 

necessity, is dependent upon U.S. inputs and has not yet been inoorporated 

into the GON administrative system in a way hkat would oontinue to function 

adhinistratively should the USAID supported adminiltrative system ooae to 

operate. The oontinuation of this project can best be served by taking Stops 

to inoorporate a seed policy body and administrative entity into a permanent 

(ON system. 

a. Needed - A Source of Policy Guidance 

If it can be assumed that a national seed policy will emerge from forth

coming efforts of the National Seed Committeet there must be & place from 

which this polioy would be implemented. It is felt this need oan best be 

served by establishing an offioe in the MDR for this purpose. 

Within the inistry of Rural Developmentthere has not yet developed 

a means where matters relating to all phases of seed requirements oan be 

resolved. The National Seed Committee exists in principle, but has yet to 

become effective in determining seed polioy. There are, however, encouraging 

indications that this body will beoome more effeotive in the near future. 

Recent meetings of lower working groups have assembled to grapple with problems 

relating to seed multiplication. 

As seed multiplication requires direct links with research on one hand 

and extension to the farmers on the other, it is felt that matters dealing 

with seed should have effeotive central management. 

b. A Proposal for a National Seed Service Office 

The proposal is made that a National Seed Service office be established. 
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The 	office should be located under the Director of Agriculture, and would 
I 

handle all matters relating to planning, production and distribution of M1 

through M3 seeds. Its functions ire envisioned as follows: 

a. 	 Plan with oenter managers new produotion requirements determined 

by the National Seed Committee. 

b. 	 Plan for and distribute all logistical support to all Seed 

Multiplication Centers. 

o. 	 Handle all budgeting and financial distributions and aocounting 

for 	each of the centers.
 

d. Coordinate all intra- and inter-departmental transfer of seed 

production. 

e. Respond to INRAN requirements on hindling of all (Vo) seed and 

procedures of its multiplication.
 

f. 	 Plan and supervise all training and re-training of center personnel 

and aide-encadreurs. 

g. 	 Responsible for the summarization of all production and results 

of each center's activities during each annual period. 

h. 	 Develop with related agcies a method to assure and inspect for 

proper methods of seed multiplication, leading to a seed oertific

ation system. 

i. 	 Coordinate planning for all contract production. 

The menager of eaoh seed multiplication center would report directly 

to the Chief of the National Seed Sevios who, in turn, would report to the 
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Director of Agriculture. Thus office would be staffed by three key persons: 

1) Chief, 2) assistant in charge of control of production and inter agency 

liaison and 3) assistant* in charge o' oertification and inspeotion. 

The creation of a National Seed Service would build into the GON a 

means for continuation of the multiplication program. It would also free 

the Coordinator of the NCP and USAID personnel to perform tanks more broadly 

telated to overall project. 

3. Local Accountability at the Centers 

WhAle stronger central policy control is a prerequisite to organisational 

development of the seed multiplication program, there must also be built 

into the system, a set of operational guidelines for the center managers 

which would allow them fl:exibility of center management. 

For example, it would be important that the manager be able to maintain 

control over those who worked under him. He should be able to hire and
 

dismiss his.-. own staff. He should be able to exercise his own judgement 

on petty expenditures, including the management of a center cash fund, and 

he should be allowed to determine himself how best his responsibilities can
 

be conducted once he has received his operational guidelines for that year. 

Particularly, agricultural endeavors by their nature, can best be handled in 

this way. 

Interagency Relationships 

The success of the seed multiplication program, as a part of an overall 

effort leading to meaningful extension of improved cereal varieties, is 

dependent upon good working relationships with many governmental and local 
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agenoies* The following are suayz discussions on key agencies relating to the 

eod multiplication programs 

1* INRAN
 

As Niger's agricultural research agency, INRAN is the source of virtually 

all breeder seed for further varietal multiplication. INRAN breeders must 

develop varieties which fit cultural practices of the farmer. Higher yields 

are only one criteria of improved varieties, INRAN's greatest shortcoming may 

be that they do not obtain sufficient data from farmers to know exaetly what 

the grower desires as an improved plant. Verieties may be considered superior 

by breeders, but not well received by farmers. 

ICRISAT is now moving forward on establishing a research center near 

Niamey for cropping under Sahelian conditions. This development is looked 

upon as a strengthening of INRAN capabilities. 

INRAN carries reservations about the ability of the Foundation Seed 

Farm, at Lossa to multiply and keep pure relatively small amounts of breeder 

seed. These reservations are for several reasons: 1) Lossa has been under 

construction and has consequently not held a strong record of multiplication 

new concept perhaps looked upon as intruding
success to date; 2) Lossa is a 

into what has heretofore been the domain of INRAN; and 3) anticipation of 

possible problems during the up-ooming season because top soil has been dis

turbed in some areas of the Lossa station where land levelling is taking 

place. As a result, INRAN has provided much of their own foundation seed (Mi) 

in the past but current budgetary problems within INRAN have made continuation 

this policy very difficult. In fact, the I14RAN Director has recently decided 

that foundation seed will be produced at Loessa a decision readily received by 

all INRAN personnel.
 

'vi
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INRAN is now in the Ministry of Education which has complioted relation

ships with the MDR agencies. However, the current Director was formerly the 

Director of Agriculture, and this transfer is considered beneficial to inter

ministerial relationships. 

2. Produotiviti Projects 

The produotivitd projects are organised directly under the Pr6fet, or 

Chief of each departement , for purpose of integrating efforts of greater 

agronomic production through local organization. The strongest and most developed 

projects are in Maradi and Zinder. The departments of Niamey and Doeso also 

have organized programs. 

Since these projects emphasize greater production, an improved variety 

becomes part of a package to attain that goal. Productiviti projects do 

receive seed from multiplication centers (M2 seed), to be made available to 

participating farmers. In the past, seed has also been obtained directly 

from the INRAN research center at Tarna. This is ohanging, however, with SIC's 

becoming a more capable production unit and with budgetary reductions forcing 

INRAN out of seed multiplication.
 

Normally, productivit6 projects would obtain their seed by making 

requestG to the MDR. As their seed requirements can be anticipated, productivit6
 

projects would make their needs known so that they can be planned for in the
 

succeeding year's SMC and contract production.
 

As yet, contract production with productivit6 projects has not been
 

undertaken. There is, however, interest in utilizing this resource because
 

the organization of farmers has already taken place. Additionally, inputs
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such an fertilizer and pesticides are often more readily available than to 

growers outside the project. 

3. 	 UNCO (Unions Nationals do Crddit et do Coop6ration)
 

CNCA (Caiese Nationals do Crddit Agriools)
 

UNOC 	has been given the responsibility of producing the M3 ned with
 

contract growers. Seed (M2) has been turned over to the UNCC without any 

means for adequate follow-up. The result has been virtually no contract prod

uotion to-date. This has occurred for several reasons. First, UNCO personnel
 

have no experience in seed multiplioation and therefore are unable to administer
 

efficiently such a program. Under these arrangements, SXC's have no role in
 

selection or supervision of farmers since production is often in areas not 

readily accessible from the center. Seoondly, UNCC has not been able to buy 

back any consequential amount of seed produced by the contract program because 

they are locked into official prioes established by the government and farmers 

can obtain better prices by selling through other local marketing systems. 

Thirdly, contracts were never established with growers to assure any return 

of production at a fair price. 

4. 	CFJA (Centre de Formation de Jeunes Agrioulteurs)
 

These centers represent a training system where young, carefully selected 

farmers and their wives are brought for about nine months of training in basic 

agricultural production and home care. These couples then return to their 

villages and in principle, become a key village contact for further govern

mental development. The follow-up after trainees return to .their village appears 

to be generally not well executed. 

$ 
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However, the CFJA does receive seed from the multiplication project and
 

in that way seed does become known to the trainees and certain amounts are
 

taken baok to the villages.
 

There are currently four CFJA activities in Niger. They are as follows:
 

N'Dounga (Niamey) 40 student ospaity
 

B61ind6 (Dosso) 40 i ,,
 

Madarounfa. (Maradi) 100 ""
 

Diffa (Diffa) 40 if
 

Three additi nal units for Tahoua, Zinder and Agades are in the planning stages.
 

As yet, contract production (M3) is not known to have occurred with CFJA 

units. However, it would seeb. that students could become involved as part 

of their annual cycle training. There is good control of the centers and 

students would become more familiar with the details of seed production. Seed 

would then be purchased back at completion of training. Later, as they returned
 

to their villages, they could be considered as potential contract seed producers.
 

Training Requirements
 

1. Trairing under Niger Cereals Project - Phase I
 

Training within the National Cereals Project has taken plae at several 

locations (See Attached Training Schedule) Training for senior personnel began 

in mid-1976 by sending a total of 10 persons to the US for a bachelor's degree, 

or in some cases, Master's degree. Areas of study were in agronomy, soil seed 

technology, extension, ag-eoonomios and statistics. Most have now returned and 

are working either in the Agriculture Service or INRAN. An additional 6 persons 

have gone to the U.S.for B.S. training in various fields of agriculturebut have
 

not returned as of this writing.
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Each position would be under the National Seed Service office, and
 

all vuld be located in Niamey, excepting the Chief of the Lossa Seed Farm. 

Each person would study for a BS degree within a U.S. university, where he 

would obtain a strong combination of financial, manaerial, and seed tech

nology training. 

Additional short-term training would be offered to 10 persons directly 

associated with seed multiplication centers. This training would be planned 

so as to provide short course work in seed teohnology, ag credit, extension 

and each combined with business administration. This training could take 

place in the Unites States, but possibilities of training in other countries 

in Africa should be investigated. 

There are presently several seed improvement schemes in West Afrioa, 

many which are directly associated with Mississippi State planning input. 

These programs have now reached a stage where a review of accomplishments 

to-date would be useful within a seminar exchange countries involved. Ad 

ditionally, the exchange among seed project personnel with those from other 

countries would be extremely useful in further planning based on experience 

learned to-date. 

If a regional seminar were not possible, in the near future, then this 

paper suggests that 2 - 3 key people from the Seed Project in Niger, take the 

opportunity to visit seed programs at other nearby countries for the purpose 

of review and further planning for the next stage of seed multiplication 

in Niger. 

2. Training - Inside Niger 

Seed project training within Nigar has to-date been low level training 
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primarily for aide-enoadreurs working in conjunction with the multiplication 

centers. Fifteen cadres from each center are given short-tes training by the 

Chief of the center, in preparation for work in nearby villages. They conduct 

demonstrations on farmers' fields using improved variety seed, spacing and 

different levels of fertilization. 

This activity serves two purposes: 1) farmer attention is called to 

improved aotivities of the center through demonstration; and 2) the same
 

varieties as center varieties are grown on farmers' fields adjacent to the 

center so that outorossing does not take place in center production.
 

The aide-enoadreur program is not a unanimously applauded program in the 

seed multiplication project, primarily because of their limited education 

(approximately 6 years, plus 2 weeks oentertraining) and capability. 
How

ever, the isolation problem will always exist at the SMC's and unless an 

active program is conducted with surrounding farmers who are willing to grow 

varieties also grown on the center, outorossing on all center production will 

become an untenable problem. As a result, continuation of an aide-eneadreur 

program concept work withto these nearby farmers appears essential in order 

to maintain pure seed production at the center. 

TECHNICAL ASSISTANCE REQUIREENTS 

Short-Term Specialists 

No full-time senior specialist will be assigned to this program. Rather, 

it is felt that better results can be obtained with short-term specialists 

called in to focus in specific matters, some returning more than once during 

the five year duration. The following are four specialities totalling twelve 
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man-months to be called upon during Phase II of the Seed Multiplication 

Program. 

1. 	 Managerial (Total 3 Months, Two Six-Week Assignments) 

This person will be requested to assist in up-grading managerial 

capabilities of the seed multiplication program. His responsibility 

will be to identify points in the program where management can be 

improved. He will also offer short-term instruction based on the 

seminar concept for aeleoted perse. His first assignemnt will 

coincide with planning for the National Seed Service and the second 

will follow approximately one year after establishment. 

2. 	 Financial (Total 3 Months, Two Six-Week Assignments) 

Shifting all financial matters of this program into the GON system, as 

described in the Section on financial management, will require a 

combination of understanding the traditional systems of financial 

management left by the French, and being sufficiently innovative to 

develop a system which must support an agricultural production effort. 

This person's assignment would probably coincide with assignment of the 

managerial specialist. 

3. 	 Agronomist - Extension (Total 3 Months, Two Six-Weeks Assignments) 

This person will be asked to analyze the system of center production 

from an economic point of view, including labor utilization and improved 

production techniques. Additionally, this person must learn local 

produotion techniques relevant to the seed crops grown at the center. 

Main responsibility will be to improve efficiency and quality of seed 

production. First assignment would occur during p'ining of center and 
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and contract production, and second assignment would come during 

following yeax's growing season to enable follow-up on effectiveness 

of first visit. 

4. Seed Processing (Total 3 Months, Two Sim-Weeke Assignmesj ) 

This position requires strong understanding of seed processing and 

equipment. Installation of equipment of all planned centers should 

on equipment operation will be establishedbe completed and follow-up 

and operationat each installation. Emphasis will be on maintenance 

of equipment for quality seed processing*. Assignments would occur 

during succeeding harvest seasons. 

-7 J Staff Assistant (4 Years) 

This person will fill an already existing position. He will assist 

Seed Office on MDR in monitoring and distributionthe head of the 

program, and most importantly, he will assist in the transition of 

into a GON contextputting all administrative and financial matters 

so that at the end of four years, there will no longer se,to be 

a USAID ainist rative requirement. 

Peace Corps Volunteers (6 Persons)
 

Each seed multiplication center and the Foundation Seed Farm will be 

assigned one Peace Corps Volunt.eer with a strong background in agri

culture, academic and/or practical. This person will work directly with 

the center chief. He will become involved in the planning of the coming
 

year's production, operational activities, agronomic matters of production
 

A follow-on
and aide-encadreur activities in the vicinity of the center. 


participation after the first two years will be decided on evaluation
 

prior to departure of first group of Peace Corps Volunteers.
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MAJOR AREAS OF PROJECT IMPROVEMNT
 

The following are parts of the Seed Multiplioation Program identified 

as oritical areas to be oorreoted for the improved long-term benefit of this 

activity. They are as follows:
 

INSTITUTIONAL
 

A. Situations No permanent, firm central management and direction exists for 

the seed multiplication ptgram. 

Action Required: 1) National Seed Committee, already decreed, needs to 

become active in determining policy for the program. 

2) National Seed Servioe office to be established to carry out policy 

of National Seed Committee. 

B. 	Situation: Seed Multiplication program does not have its own permanent
 

financial procedures and system within UON.
 

Action Required: Accounting and financial procedures would be established
 

at same time as National Seed Service office.
 

C. 	Situation: Activities among research, need multiplication, and extension
 

are fragmented and goals of reaoing the farmer are not well met.
 

Action Required: Strong liaison among research, seed multiplication and 

extension, is necessary to provide an effective agricultural program to 

farmers. Interaction among agencies must begin with strong policy 

guidelines from upper levels of government, i.e., National Seed Committee 

representation. 

\
 

q 
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TECHNICAL 

A. 	 Situation: Isolation for production of NI through M3 seed appears to be 

adequate to prevent outorossing. (Cowpeas and peanuts do uLot constitute 

a problem because they are self-pollinated.)
 

Action Required: 1) Required isolation distances especially for millet and 

sorghum should be reviewed to determine requirements. (Sourees ICRISAT,
 

Kansas State University.)
 

2) Establish means of isolation for millet and sorghum that will prevent
 

eutroesming at centers.
 

B. 	 Situations Success rate of Lossa Foundation Seed Farm production must be 

increased. 

Action Required: i) Tight management at the farm is essential. 

2) For the 1981 production year, extreme care should be used in placing 

production to avoid areas where topsoil has been removed during levelling. 

C. Situation: Animal traction is not used sufficiently at each farm to alleviate 

high labor costs. 

Action Required: 1) Spacing of plants should be determined so that draft 

equipment can be used without damage to crop. 

2) Modification of cultivators and draft harness/yoke may be required 

to permit proper spacing for animals to pass over rows without damage 

to plants. 

D. 	Situation: Contract production has essentially not yer been established
 

in Seed Multiplication Program.
 

Action Required: Success of contract production must be preceded by 1)
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clear policy gaidelines, 2) a carefully worked out operational 

system, and 3) someone to speoifically implement the propam. 

SCHEDULE OF ACTIVITIES 

1981 

May Pease Corps Personnel for oenters requested USAID/NDR 

September Peace Corps Personnel arrive for in-country MDR 

training and asognment to oonters. 

October Candidates (2) selected for BS training in UoS. IDR 

Dejember Staff Assistance selected - 4 years. USAID 

1982 

January Staff Axsistant begins duties USAID 

February Candidates (2) for BS training depart for U.S. USAID 

February Replacement vehicles and motobikes on PI0/C USAID 

February Candidates (2) selected for BS training in U.S. USAID/MDR 

March Short-term agronomy/extension specialist arrives USAID 

for 6 weeks. 

July Candidates for BS training depart for training USAID 

abroad. 

July National Seed Service decreed and established. KDR 

August Short-term managerial and financial specialists (2) USAID 

arrive for 6 weeks. 

August Fertilizer, Chemical requirement for 1983 crop, PIO/C USAID 

September Short-term Seed Processing consultant arrives for USAID 

6 weeks. 

October Participants for short-course and seed teohnolog depart- USAID/MDR 

three persons  3 months. 
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1983 

February Replacement generators (2), vehicles (4) motor- USAID 

bikes (12) PIo/c. 

April Evaluation of Pero Cory@ Volunteers/design for MDR 

continuation. 

July Short-term agronomist/extension oonsultant arrives USAID 

6 weeks. 

August Annual Fertilizer, chemical requirements, PIO/C USAID 

September Short-term seed processing specialist arrives USAID 

for 6 weeks. 

1984 

January Participants for short course on seed technology USAID/MDR 

departs, 4 persons - 2 months. 

February Replacement generators (2), vehioles (3), PIO/C USAID 

August Short-term manageriall financial oensultants (2) USAID 

arrive - 6 weeks. 

August Annual fertilizer, chemical requirements, PIO/C USAID 

September Mid-Project Evaluation, Seed Multiplication Program USAID/DR 

1985 

January Participants for short course on seed technology USAID/MDR 

departs, 3 persons - 2 months. 

February Replacement generators (2), PIO/C USAID 

August Annual fertilizer, chemical requirementl, PIO/C USAID 

1986 

August Annual fertilizer, chemical requirements, PIO/C USAID 

&A 
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MIONOLOGY OF INPUJTS - TECNICAL ASSMSANCE. TRAMIJG. OOIEWITMK 

s D R ,PLOAI0NPRKJRAN 

Calendar Year 82 
i 

83 
i4 i i i i i 

POv (6) 
________-_-_-_-_-_-_-__-_----------------

i 
84 85 

iiIi i * i : Ii I 
(Conditional oi evaluation results) 

- -

86 
i Iii I ii 

87 

TCIOICAL ASSISTANCE 

Short term maagerial financial coisultats 6 weeks eaoh
• 91 . r-

Short-term weed processing oonultanat 6 weeks each 
-

Short-term sgronoIy/extension cnIultants 6 weeks each 

I 

Staff Asmstant 

.--- Ed-Projeat alauMtien 

2 B Candidates for U*.S training 

TRAIlING 

2 13 Candidaes 

Short ouse town13) 

fr fam.ig training 

ca seed teakiologf(4) (3) 

COIDIT11]8 I 

Vehicles (replacement) 
12 motorbikes 12 motorbikes 
3-4z4 3-4,4 2-44 

Sx C M---
P - 7T trudks 1 - 7T truok 1 -1 traok 

Oerstors (replaemet) 

1- (2) - (2) -(2) 
SAnij fertiliser aheajoal requirements

Jto . .. -

__ _ _* _ __ _ _ 
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OUT-OF OWTHr! TRAfINNGS NATIONAL CORALS PROJECT, NDER 

P10/PH Name Study Degree Service Dates 

1 60605 Adam Abdoulaye Statistics MS 3NI 1/76 7/79 
2 60606 Ganda Djibo Agrono BS 3MRAN 1/76 5/78 
3 60607 Manaman Maman Agranoor BS DIRAN 1/76 V/78 
4 6o608 Amadou Mounkaila Plant re - "MN 1/76 12/77 
5 60609 Jada Ganda Plant MS IRAN 1/76 1/79 
6 60610 Moumoumi Ousseine Seed Technol BS Agriulture 10/76 8/79 

7 60611 Salifou Mahamane " " MS " 2/79 
8 60612 Goube Gaah SoLIs/Eco. MS M 6/76 12/79 
9 60635 Mahamed Abdulaye Eftension BS Agiultwe 7/77 12/79 

10 70652 Mana Sanda Ag.eoanomiis MS A ulture 12/78 6/81 
12 80647 Mai M,(Hetima al fhgineer ng BS MW 3/79 5/81 
13 80675 Malam Arikori Ebctension MS Ariulture 1/80 6/82 
14 - Karamba Bake Extensim BS " " 

15 - Abdoulaye 1drissa Extension MS " ,, 

16 - Moussa Abba SoLs/Eco. MS 1/80 1/82 

II Seminars (United States) 

17 170610 Ibrahim Keita S.sur Agricul4ure M 4/77 4/77 
Semi-Arid 

18 170642 4 Participants S.sur Cr~dit 
Agricole 

CNC 8/77 9/77 

19 160636 Moussa Abba S.sur gestion Projet 8/77 4/77 
de Projet 

20 180615 Ibrahim Jiemog S.sur Vulgari4ation Agriculture 6/78 7/78 
21 180650 Botorou Ouendeba S.sur Phytogenetique ]NRAN 9/3/79 20/3/79 

22 - SaJifou Mahamane S. sur Striga Ptojet ]NRAN 

23 - Hamma Hassane 

24 60625 4 Participants ICRLSAT/India INRAN 3/76 10/76 

25 70636 4 Participants IERISAT/India NRAN 3/77 10/77 

26 70651 3 Participants Seed Processix/Cameroo Agriculture 9/77 10/77 
27 90606 3 Participants Seed ProductingJTunsie Agriculture 12/78 12/78 
28 80649 3 Participants Seed Tech/Marooo/ " 3/79 4/79 
29 80652 2 Participants Pesticides/Dakar IAN 
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Two person@ received a BB in Seed Technology from the U.S. One is now 

the Coordinator for the National Gereals Project and the other person is 

currently working in INRAN. 

Several groups of short-term participant training have travelled to 

other West African countries including Tunisia, Senegal, Cameroona, and also 

to ICRISAT in India. Short-tern training lasts from two weeks to as much 

as several months. These trainings sessions were of special topic nature to 

include agricultural credit, plant breeding, extension, seed technology and 

pesticides.
 

Participants in past training progrms abroad have generally filled 

important positions in the goverfoent en their return. In order to provide 

stronger leadership for the continuation of the seed multiplication programt 

it is proposed that any new training consists of a combination of managerial 

training along with the technical training desired. This is important because 

anyone placed into a government position after returning from training abroad, 

by nature, almost always becomes a manager. It is noticeable that technical 

training rarely includes any basics in managerial skills. Such skills would 

be important in managing the affairs of the National Seed Service office. 

Four positions with training requirements in the seed multiplication 

program are as follows: 

1. Chief, National Seed Service (NSS) 

2. Chief, Inspection and Certification (position under Chief NSS)
 

3. Chief, Contract Production and Interagenoy Liaison (position under
 

Chief NSS)
 

4- Chief, Loss& Foundation Seed Farm.
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UNIT1ED STATES WTRNMENT
 

:13 O1981 memorandum
 
AWN o, S. Collina, General Engineering OfficerT Winfield 

SUBJECT: Agricultural Production Support Project, 683-0234 

TO, John L. Lovaas, Acting Mission Director 

I have reviewed the preliminary plans of the facilities to be constructed 
for the subject project. I have also reviewed pertinent schedules and 

these review, I verify that the technicalestimates of costs. Based on 

planning necessary for carrying out this project has been accomplished,
 
and that the schedules and estimates of cost are reasonable.
 

Drafted: CPippitt, PDE
 

Buy U.S. Savings Bonds Regularly on the Payroll Savings Plan OPTIONAL FORM NO. 10 
(RErV. 7-76) 

GSA FPMR (41 CFR) 101-11.6 
5010-111 
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Certification of Section
 

611 (e) 

of the FAA of 1961 

as amended 

the Agency for 
I, John L. Lovaas, the principal officer of 

International Development in Niger, 
do herewith certify that in 

the financial capability and human 
my judgement, Niger has both 

and
 
to maintain and utilize effectively 

the goods 
resources 

services procured under this project 

entitled the Agricultural
 

Production Support Project. 

the GCON's
based upon a thorough review of 

This judgement is 

administrative and financial accountability 
procedures, the
 

extensive consultations with the 
GON during the preparation of
 

this project, and the past good record 
of implementation support
 

iger.

of other AID projects carried out in 


L. Lovaas
 
Acting, Mission Director
 
USAID/Niger
 

nohn 


October 13, 1981
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hAriculture 

Niger has a population of about 5.6 million with 
a current annual population 

growth rate of 2.7 percent. Over 4 million Nigeriens live in rural *reas. The 

country's total area is 126,700,000 ha, out of which 
30 million ha (23.7 percent) 

is agriculturally usable, 15 million ha (11.8 percent) 
is cultivable, and 

3,290,500 (2.6 percent) is currently cultivated. 
The rainfed agriculture covers 

Area 
3,268,800 ha, whereas irrigated agriculture benefits 

21,700 ha (Table 1). 


increased from 2,699,000 ha
 
under cultivation of millet, Niger's major foodcrop, 

has 

in 1970 to 3,290,000 ha in 1979, an increase 
of 53 percent (Table 2). 

Most of the farming takes place in the south 
of the country along the 

northern border of Nigeria and in the south-west, along the Niger river valley, 

The main crops are millet,- 700 mm.
which receives an annual rainfall of 350 


Further north ecological balance
 some iotton.
sorghum, groundnut, cowpeas and 


is delicate, available land is of much poorer quality and rainfall more limited.
 

These difficult conditions in the north make dryland 
agriculture more precarious
 

and livestock activities increasingly important.
 

The soil has low water
 
Niger's overall soil resources are poor and sandy. 


holding capacity with limited retention or soluble 
fertiliser nutrients and low
 

It is also highly susceptible to wind and
 percentage of agronomic matter. 


water erosion.
 

In 1970, the rural sector accounted for about 
60percent of GDP and 80
 

percent of exports. Today the agricultural sector accounts for about 
44 percent
 

of GDP and provides less than 20 percent of its 
foreign exchange. This
 

the rapid rise in uranium production but also shows
 dramatic change reflects 
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development of the rural sector. Recent groundnut production has been 

disappointing due to unattractive producer prices, drought, groundnut disease 

and subsequent difficulties in reconatituting seed stocks. Farmers have 

The value of crops nowswitched into cereals and cowpeas (see Table 3). 


accounts for less than 25 percent of GDP and 10 percent of exports.
 

Although the rate of increase in agricultural production is less
 

than Niger's population growth, estimated at 2.7 percent annually, there
 

(millet and sorghum) production
has been a fluctuating upward trend in creals 


since 1975 (see Table 3). Annual grain production is currently higher than 

levels reached during the decade preceeding the recent severe drought (CDSS,
 

"FY83). The cereals productivity during che past two years has been above
 

subsistence requirements. Farm-level aid national grain stocks have 

therefore been building at an encouraging pace. Niger will co.,tinue to be
 

about self-sufficient in cereals, however, the production will be vulnerable
 

to the vagaries of climato. Good year surpluses will be marketabie in
 

northern Nigeria. Poor year deficit will be met by imports, but the proba

bility of another drought as severe as that of 1973 is very low(O.02)
 

(World Bank Situation Appraisal Report on Second Maradi Rural Development 

Project, May 1980, p. 2).
 

One area that is likely to be controversial and deserves a more
 

comprehensive study than this technical assessment will allow by its scope
 

of work or time available, is the question of agricultural productivity
 

(Yield per hectaie) increase. The 79-83 Plan documents assume declining
 

soil fertility and recommends intensive cultivation as opposed to expanding
 

acreage. The AID Agricultural Section Assessment asserts that the GON
 

strategy rejects the approach of simply expanding acreage cultivated to 

r1
 

http:low(O.02


-3

meet food requirements for an expanding population. The country ha.
 

therefore opted for an approach of intensifying and modernizing
 

agricultural production. However, in the same paragraph the Assessment
 

also asserts that the expanding acreage would be accomplished through
 

diminishing fallow or utilizing marginal lands (Enger, 'The Government 

of Niger's Agricultural Strategy and the Potential for Meeting Long 

Term Goals', p. 1). 

While the author vigorously supports GON's focus and strategy on
 

increading land productivity, as long as it is cost effective, regardless
 

of the slope of the current productivity trend line, he does admit to his
 

confusion with conflicting sources of data used by two ministries within
 

GON. The MDR (Direction of Agriculture) time-series data in agricultural
 

production (Table 3) shows a fluctuating upward trend in the yield per
 

hectare for millet and sorghum since 1975.
 

The FAO food production time-data (Table 3A) also does NOT show
 

a declining yield per ha for millet and sorghum in recent years. In fact,
 

what it does show is a fluctuating upward trend for millet since 1975
 

with 1979 yield (445 kg/ha) being higher than average yield in 1965-1970,
 

except for the year 1966. The FAO table also shows a fluctuating upward
 

yield trend for sorghum since 1973, although it still has not reached the
 

pre-drought yield level. Both the MDR and the FAO long run data also
 

show that there are no long term trends for yields of millet and sorghum
 

and the trends are inclusive.
 

Table 3B, providing a long runtime series for millet and sorghum,
 

also shows a steady upward trend in yield per hectare for millet and
 

sorghum since 1975-76, although it has not yet reached the peak yield 
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of 1964-65 (596 kg/ha). 

However, HOP bases ito recoaendations on (iltenstve agriculture 

(as opposed to extension of acreage) on the assumption of a recent 

decline in soil fertility and land productivity which is not supported 

by the time-series data either per MR or per FAO. 

Apparently the MOP is either not aware of the MfDR published 

agricultural statistics, or it odes not have confidence in MOR collected 

annual statistics series on Agriculture. A few researchers al. Cyril 

Brown (NCP), Enger (Ag Sector Assessment) and Randy Thomas (CRED 

Livestock Study) have questioned the apparently high yields of millet 

and sorghum used by the Direction of Agriculture Service. However, the 

MDR (Direction of Agriculture) compiled Rapport Annuel: Statisticue 

appears to be one of the very few published sources that provides both 

cross sectional and time-series data on agricultural production, acreage, 

yield, inputs delivered, marketing, rainfall, prices, and budget allocations, 

etc. In Absence.of any other consistent source of statistical series of 

data on Niger's agricultural productivity parameters (even FAO statistics 

on Niger are primarily educated second guessing on MDR collected data), the 

author would consider the data from Rapport Annuel : Statistigues for this 

analysis.
 

As earlier stated, the GON strategy for food self-sufficiency over
 

the next two decades is predicted upon productivity gains on presently 

cropped acreages. Tht three-phase long-term strategy for dryland farming
 

is intended to modernize most of Niger's agriculture by 1990. This 

modernization process is to be centered around a package of technical 

components (Phase I) such as (a) use of selected seeds, (b) use of 
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chomicl fertilizer, (c)proper plant spacing and density, (d) timely 

planting, (e) timely weeding, and (f)use of insecticides as necessary. 

The modernization process wilL then gradually incorporate animal traction 

(Phase II) and eventually reaching a full livestock/cropping integration
 

(Phase III).
 

The Ag Sector Assessment (Enger) accepts that the technology in 

cereal production in Niger, although not having the elements of A green 

revolution, is adequate to produce incruental food requiriments. 

To the extent that there are perceptible GON policies in rural 

development areas, their translation into operational implementation
 

plans has been left to the specific interventions, e.g. the productivity
 

projects and the Niger Cereals Project. However, the lack of policy in
 

certain areas siriously undermines the overall agricultural development
 

objectives. Examples are the absence of long-term policjwon producer
 

prices and on subsidies on agricultural inputs which affect both 

production and marketing decisions as weil as the ability of the government
 

agencies to initiate long-term planning.
 

Economic 

In 1980, Niger's GDP expressed in current prices is about 443 billion
 

CFA (2.01 billion), or Dols 390 per capita (CDSS, FY 1983). Other GDP
 

estimate for 1977 vary from 208 billion CFA to 309.6 billion CFA; and
 

for 1978 from 280 billion CFA to 372.2 billion CFA. Per capita income
 

in 1977 varies from Dols 180 to Dols 245; and in 1978, from Dols 245 to
 

Dols 330 (Table 4).
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In the past five years the Nigerian economy has registered impressive 

rates of grovth in real terms, averaging over 12 percent annually (CDSS 

FY 83). The rapid change occured in 1976 as a result of substantial 

increase in uranium mining activity. Uranium has become a crucial, albeit 

volatile, element in Nijer's economic development. The revenues derived 

from uranium are planned to be invested into productive, renewable sectors 

of the economy. 

The world price of uranium rose more than six-fold between 1973 and
 

1980. Output in Niger expanded rapidly from 849 MT of uranium metal to
 

4000 MT during the same period. These events resulted in an eight-fold
 

increase in.the contribution of the mining sector to GNP between 1975 and
 

1979 at current market prices.
 

' Recently, there has been a severe downward pressure the priceon 

of uranium resulting in concurr.nt investment disincentives in Niger. Until
 

the situation changes, it is likely that Niger will experience much slower
 

growth rate than that experienced during the 1975-1980 period.
 

The EconomistI!ntell.igeg.e !nit, 198t, First Quarter Report, maintains 

that the uranium price has not fallen below the Dols 30 per pound level it 

reached in September 1980. Accordingly it still appears that the main 

effect of this will be to delay the start of planned investment projects. 

Given that the plans wefl5way in excess of absorption capacity, this will 

not seriously affect the rate of growth. 

While uranium has been the major force in Niger's recent economic
 

growth, agriculture remains nonetheless an integral part of the economy.
 

Despite the structural changes that have taken place in the economy, the
 

rural sector still accounts for 44 percent of GDP. Although the 79-84 

4-I 
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Plan document projects a more marked decline in the rural sector's 

share in GDP (to 33 percent in 1983), it is possible that increased 

agricultural output coupled with the declining value of uranium production
 

will mitigate this trend.
 

Budget and FIN: Since 1975, escalating sale prices of uranium and
 

expanding production in Niger contributed to tizeable annual increases in
 

central government revenues and expenditures. These increases here 

permitted the abolition of the agricultural taxes on livestock and head 

(Imp8t Minin.um Fiscal), and other tax policy measures which have shifted 

the tax burdkin off the poor, increasingly to the commercial and industrial 

sectors. 

The CON has pursued generally conservative policies in current 

expenditure in an effort to minimize non-productive expenditures (e.g. 

salaries and other administrative costs) and increase the amount available
 

for investment through the National Investment Fund, (FNI). Governent
 

policy to transfer to the FNI an 
amount equivalent to the uranium-derived 

fiscal revenue has resulted in large annual increase in allocation: 124 

percent between 75/76-76/77, 136 percent between 76/77-77/78, 29.4 percent 

between 77/78-78/79, and 47.5 percent between 78/79-79/80. The increase
 

in allocation between 75/76-79/80 has been 909 percent (see Table 6).
 

Between 1975/76-1980/81, the share of agriculture in the GON
 

budget has remained less than 5 percent and the lowest among all major
 

categories e.g. general public services, defense, education, health, public
 

debt and agriculture (Table 5). However, during the same time, the share
 

of agriculture in the functional classification of FNI has varied from
 

http:Minin.um
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8.7 percent in 1976-77 to 20.1 percent in 78-79, to 14.6 percent in 79-80 

(Table 6). Again, between 1975/77-79/80, the GON budget has increased 

from 21,591 million CPA to 54,600 million CPA, an increase of 153 percent, 

whereas during the same period the FNI budget from 2,576 million CFA to 

26,000 million CPA, an increase of 909 percent. 

Much slower growth of the public sector is forecast for 1981 as a
 

result of the anticipated decline in uranium derived revenues. The FY 81
 

budget of Dols 374 million is only 12 percent above the previous year's
 

budget (in contrast to increase of 25 percent in the two previous years)
 

and for the first time, normally non-revenue items e.g. transfers f.-€ 

reserves and some foreign assistance are included.
 

The resources earmarked for FNI did not increase in FY 1981 and
 

remained at the same nominal level at 26 billion CPA (DolslI8 million) as 

in 1980 (Table 6).
 

The GON originally anticipated that the 1979-83 Plan financing by
 

FNI would amount to 155.6 billion CFA (Dls 710 million) or 40.5 percent
 

of the public investment during the five year period, while foreign.
 

assistance (160 billion CFA/730 million) would amount to 59.5 percent
 

of the total. Lower than anticipated available resources to the FNI will,
 

therefore, have direct implications for the level of GON contributions.
 

Absorptive Capacity. Niger absorptive capacity has been hampered
 

in part by its lengthy bureaucratic procedures and a lack of adequate,
 

trained manpower to carry out projects. The 1978-83 Plan Strategy
 

of massive transfers from windfall uranium revenues to capital-intensive
 

irrigation projects and farm input subsidies is severely constrained
 

in the medium term by acute human resource bottlenecks (with a 2 percent 
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secondary enrollment ratio) and more dramatically by the unexpected
 

collapse in projected uranium revenues beginning 1980-81. In a sense,
 

slow-down of uranium derived revenues an4 concurrent reduction in expen

diture capacity couLd serve to narrow the gap between the allocation of 

expenditure and the implementation of projects. 

Recurrent costs. Tensions might arise within CON and between ON 

and the donor community from insufficient local financing of operation and 

maintenance costs (recurrent costs) of projects established by donors in 

time when the donors would have fulfilled their committments and would be 

moving towards financing other activities.
 

The Club-CILSS Working Group on Recurrent Costs (1/80) defines 

recurrent costs or expenditures as "the set of annual flows of gross 

expenditures of the government and its agencies, in local currency or 

foreign exchange undertaken in order to generate socio-economic benefits 

of a unit installed capacity, regardless of the source of finance of the 

expenditures in question domestic or foreign". 

A key point of difference with other explicit or implicit definitions
 

of recurrent costs--for example, that of DAC of the OECD-is the emphasis
 

placed by the Working Group on the condition that the productive capacity
 

in question must be properly installed and have reached its phase of normal
 

operations before expenditures associated incurred prior to that point,
 

whether on physical or institutional capital or on trial operation and
 

maintenance of that capital, are defined as non-recurrent or development
 

expend i ture. 

The concept of cost recovery covers all mechanisms by which a project
 

generates additional public sector revenue, directly or indirectly.
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The Working Group recoumneds that we distinguish between the annual 

strea of recurrent expenditures called for in the projact's originalt
 

design and the stream that may be considered "optional" at any subsequent 

point in time. There may be possible failure of projects when assessed in 

terms of operation and maintenance of their design level of capacity,
 

however, a broader objective should be how to ensure that projects be 

operated and maintained in order to maximize the total bennfit obtained
 

from all future uses of resources, including goverrnment revenues and
 

foreign aid. There may be situations where optimality requires that
 

installed capacity be operated and maintained either below the design
 

capacity, or in a form different from that specified in the design.
 

For the purpose of cost recovery, production of private benefits in 

development projects should be distinguished from "public goods". In 

principle, except in the case of the poorest of the poor, the national 

budget should not be expected to bear the burden of marginal costs of 

producing private benefits. These recurrent costs should be recovered 

directly or indirectly from the users of services provided by the 

respective projects. 

For agricultural projects in Niger, as in most other Sahel countries,
 

the process of establishing projects and bringing them up to a point of
 

normal operation, for which attainment of cost recovery targets is a
 

useful indicator, is taking much longer than envisaged in the project 

design. 

Due to unrealistically short planning horizons and AID commitment 

periods, projects are expected to attain normal operation within 5 years 



or less, when in fact, especially for 
istitutional building projects
 

such a time period is 
such as the Niger AS Production Support, 

beyond experimental or developmental phase
to carry theminsufficient 

from tba agronomic,that are viablewhich they seek technoloSiesdurir4i 

More the project is 
and administrative view points.socio-econanic 

launched on a larger scale, aiming at a 
greater target population than
 

technological understanding, more the 
is yet justified by th.e level of 


rmote.

probability of cost recovery is going to 

be 

from the Niger APS Project
Another major obstacle to cost recovery 


is the GON policy of depressing food prices 
in the interest of urban
 

consumers.
 

direct recurrent cost financing
The author, therefore, recomnends a 


the project beyond its LOP, subject to an effective time limit 
and on
 

to 

The
 

a funding schedule graduated downward (via 
deferred maintenance). 


provision of a sectoral budget support in 
lieu of the above may be
 

considered; however, the former mode of Fecurrent 
cost support beyond the LOP
 

is more directly accountable.
 

Club/CILFS Recurrent Cost Study for Niger (1/80) observes that
 

recurrent costs took up 18-20 percent of the 
total budget (current and
 

capital budgets) in 1979 awl could amunt to 
between 22.3-43.1 billion
 

CFA (Dols 100-200 million) by 1984 compared 
to projected available
 

resources ranging from 27.6 to 29.7 billion 
CFA (Dols 130 -140 million).
 

that all uranium revenues were transferred to 
the
 

The study assumes 


FNI, and thus only non-uranium derived revenues, less 
expenditures on other
 

would be available to finance recurrent cost financing.
items, 

I?
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for the next few years there will be less rapid increase in
 

uranium derived revenues to provide resources for GON's current
 

and capital expenditure requirements including recurrent costs. At 

present, about 10 percent of the FNI is allocated to donor project 

counterpart financing. While a large part of these funds is used to 

support initial investment costs, some portion is probably directed
 

towards recurrent costs. With increased budgetary constraints, the
 

choice between allocating funds to new investments or channelling mcre
 

funds for recurrent costs will become increasingly difficult.
 

The CDSS (FY 83) suggests that future recurrent costs will be
 

lower than originally proposed for two reasons: (U)it is possible
 

that the planned outlays under the Five Year Plan will be curtailed
 

because of the uranium revenue shortfall, and (ii) disbursements of 

funds and actual implementation of projects have generally been signi

ficantly below original allocation levels. 

The recurrent expenditure for the bNiger Cereals Project was 

determined in 1979 to be about Dols 2 million (see, Recurrent Costs for 

the Niger Cereals Project, USAID/Niamey). 

The Club/CILSS Working Group Report (HIID/University of Montreal, 

December 1979) on recurrent cost.implications of the Niger Cereals Project,
 

Les d~penses Ricurrentes du Plan Cgrgalier National et de la Production
 

des Cultures au Niger (Working Report prepared by N. Essama and A. Sy) is
 

in agreement with the recurrent cost estimates prepared by the USAID/Niamey 

following the Third Evaluation of the Cereal Project, aid places it at 
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432 million CPA (the study used on exchange of Dol 1 - 200 CPQ), or a 

little over 2 million at the exchange rate used by this Report 

(Dol 1 - 220 CPA). The total Recurrent cost for the NCP is broken 

down as follows (Table 6B and 6C): 

I. 	Adaptive research 77,686,800 CPA 17.9%
 

2. 	Production and multiplication of seeds 203,186,000 CPA 47%
 

3. 	Training - Extension 90,597,300 CPA (21.1%)
 

4. 	Distribution of inputs and cereals
 
marketing 60,581,500 CPA (14.1%)
 

432,057,600 CPA (100%) 

Table 6D, "Calculations of Recurrent Cost Coefficients of NCP" 

calculates the ratio of total cost over recurrent costs as follows: 

Total Recurrent Costs - 432,058,200 
- 32.2% 

Initial capital investment necessary
 
to put the project operation in place 1,342,780,000
 

Recurrent costs necessary for research
 
production and multiplication of seeds = 280,873,400
 

S- --- 2 0 .9 %
 
Initial capital investment necessary
 
to put the project operation in place 1,342,780,000
 

As suggested earlier, if the APS project builds into itself a 

direct recurrent cost support budget for five years beyond the LOP to 

be provided on a gradually diminishing scale, e.g. 75 percent AID 

support toward recurrent costs during LOP + 1 year gradually reducing 



- 14 

25 percent of s@we costs in the year LOP + 5, allovig the GON 

adequate time period to progressively increase its financial support 

for the project, eventually, leading to a full national support in the year 

LOP + 6, the project will have a much better chance of operating in the 

long run on a ccale deemed necessary at the design stage. 

Other donor practices causing de facto aggravation of the recurrent
 

cost problem that shottld be carefully avoided in this project would 

include: (1) Avoid using inappropriate technologies e.g. poorly adapted 

construction standards, and excessive intervention in the project 

operating phase; (2) Do not overlook the impact of the project in raising 

local factor pricing; (3) Review the project budget carefully during 

mid-term evaluation of the project; (4) Plan for meeting technical
 

requirements in the project follow-up.
 

GON Commitment to Agricultural Development 

Natural Constraints. Niger is an extreme case in that it is land

locked, river-locked, and rail-locked. its fragile and delicate land 

resources base makes it even more subject to the vagaries of climate,than 

other Sahelian countries. In view of the severe drought-experience, CON 

is understandably risk-averse. The cost of risk in Niger is probably 

higher than elsewhere in the Sahel. Consequently, the justification for 

investing resources to cover that risk is proportionately greater. 

Evidence of GON Support. Despite its military government, Niger's
 

national defense allocation, as a ratio to GNP, is among the world's ten
 

lowest. Defense expenditure of ON has dropped from 8.16 percent of GNP
 

.V 



at the time of the 1974 coup to 7 percent, loee than half of the average 

inAfrica. 

GON's commnitment to development is manifested in its creation and 

support of a special trust fund, the FNI, for planned investment in the 

country's economic development efforts. During 1979-80 and 1980-81, the 

FNI has had an annual budget of 26 billion CFA (Dols 118 million). The
 

agriculture sector has been receiving between 15-20% of the FNI investments
 

in recent years. Other major recipients are health and education (Table 6).
 

expansionGON- subsidizes farm inputs for technology e.g. 

fertilizer, animal transport/traction materials, and pesticides at an 

annual cost of 520 million CFA or Dols 2.36 million (for both food crops 

and cash crops; 250 million CFA oiL Dols 1.14 million for food crops 

only in 1980) (Table 7). The subsidy effects a transfer of income from 

the urban to the rural sector.
 

The subsidized distribution of fertilizer has increased from 602 tons
 

in 1970 to 5008 tons in 1979 (Table 8). 'Distribution of agricultural and
 

animal transport material e.g. pairs of oxen has increased from 110 in
 

1969 to 2805 in 1979, oxen charrettes have increased from 56 in 1969 to
 

2279 in 1979. Donkey charrettes have increased from virtually zero in 

1975 to 1153 units in 1979. Oxen charrues and cultivators have increased 

from 25 and 69 respectively in 1969, to 1633 and 2309 respectively in 1979.
 

During the sane period peanut seeders, souleveuses and batis de base have 

increased from 39,86 and 109 respectively to 474, 1602 and 2378 respecti

vely (Table 9).
 

-.
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GON's cointment to agriculture is also manifested in the fact that 

whereas the subsidized fertilizer prices have rmained unchanged for 

several years: Amonium Sulphate, UrLa, and Super Triple at 20, 30 and 

30 CPA respectively since 1973; super simple at 20 CPA since 1972, 15

15-15 at 30 CPA since 1977 (Table 10), the official support price for
 

millet and sorghum has more than doubled between 1976-81: from 25 CPA 

to 50-75 CPA per kg, and the prices of niebi and rice have increased from 

30 CPA/Kg in 1977 to 55 CPA/kg in 1980 respectively (Table 10). Niger's 

official farm-gate prices, however, are comparable with official prices 

in neighboring countries for cereals and eminently superior to the 

unrealistic (and unfair) low official prices for cereals in MaLi.
 

An additional test of GON sincerity is the abolition of agricultural
 

tax (head and cattle tax) in mid 1970s.
 

The projected annual growth rat s for rainfed agriculture and irrigated
 

agriculture during 1979-83 are 3.3 per cent and 3 per cent respectively,
 

both increases being higher than the nat~on's population growth rate of
 

2.7 per cent (Table 8A).
 

Result of GON Commitment to Agriculture. The result of the commitment
 

of the national government to its agricultural sector in Niger, as
 

analyzed above, has been an increase in agricultural area cultivated,
 

productivity and production in recent years. Between 1972 and 1980, the
 

area under cultivation increased from 2,194,000 ha to 3,072,000 ha for
 

millet; from 567,000 ha to 768,000 for sorghum; the total production
 

increased from 919,000 tons to 1,371,000 tons for millet, and from
 

208,000 tons to 379,000 tons for sorghum; and while the Ministry of Plan
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based its 1979-83 Five Year Plan on a declining soil fertility, and 

the World Bank predicts a structural deficit in food grains, particularly 

millet-sorghum staples emerging from the late 1980s, perAing unforeseen 

breakthrough in technology, average yield per hactare during 75-81 has 

increased from 343 kg to 446 kS for millet, and from 320 kS to 494 kg for
 

sorghum (Table 3, also Table 3A). Niger has doubled its output of millet
 

and sorghum from 750,000 tons in 1973 to 1.5 million tons in 1980.
 

The 79-83 Plan set as its target to increase the area undmeia'ueti

vation by 1983-84 to 2,867,000 ha. This target has already been reached 

by 1979-80. The Plan documents also aimed for a total production of 

millet by 1983-84 of 1,382,000 tons (Table 11). This again has been 

achieved by 1980-81. Farmers' performance, with a little cooperation 

from rainfall, has caught even the CON planners by pleasant surprise.
 

Niger is the only Sahelian country and perhaps one of the very
 

few in West Africa, to have become self-sufficient in recent years. The
 

minimum annual cereals requirement-per person has been estimated by FAO
 

to be 180 kg. The GON uses much higher corresponding figures: 250 ig/
 

person/year for pastoralists (who have access to milk). However, even
 

with the higher level.of cerealsrequirements preferred by GON, Niger has
 

realized a food surplus in 1980-81. Niger's cereals requirements for
 

5,645,190 people for 1981 is estimated between 1,360,509 - 1,368,186 tons,
 

whereas the disposable food available domestically (85 percent of domestic
 

-cereals production) is 1,488,538 tons, yielding a surplus of 120,352 


128,029 tons of cereals (Table 12). Crop areas, yields, and total
 

production for major crops for 1980-81 are given in Table 12A. 

http:level.of
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Implication of Niger's ftricltutal Produttion for the label. 

A study for nwo/WA by a team headed by John I. oore, Department 

of Agricultural Economics, University of Maryland, titled, "The 

1le of Nigeria and Ivory Coast in Assisting SahelPotential 


Countries Acquire Emergancy Food Grains", (November 1979, p. 100)
 

is a high degree of correlation between grainobserves that there 

grainproduction in several countries within Sahel, and between 

grain production.production in individual countries and total Sahelian 

The highest correlations among individual countries are between 

betweenNiger and Mauritania (.72), between Niger and Mali (.66), 


Niger and Upper Volta (.58), and Niger and Chad (.34). Niger
 

also has the highest correlation with total Sahel production (.98).
 

It would then appear that whatever affects Niger's production is
 

likely to be replicable in much of the rest of the Sahel as well.
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CON Price and Subsidy Policy 

The GN cereals price policy was originally meantPrice Policy , 

to: (1) strengthen farmers income by instituting a mechanism of minimm 

support price below which prices would not fall, especially in the period 

immediately following the harvest; and (2) to ensure reliable supply of
 

foodgrains throughout the year to urban consumers at low prices. The
 

above objectives were to be achieved by reducing the seasonal and spatial
 

price spreads.
 

However, the former goal of supporting farmers' income gradually gave
 

in to the latter goal or decision to keep food prices down in urban areas.
 

The program is now obviously biased toward urban consumers to offset
 

CON's reluctance to increase salaries of civil service cadres relative
 

to inflation. However, this political option to subsidize urban
 

consumption results in an undesirable transfer of income from the rural
 

sector and particularly nutralizes the urban-rural resource transfer effect
 

generated by the agricultural inputs subsidy policy and the repeal of
 

agricultural taxes.
 

GON's cereals price policy has also resulted in clandestinal cereals
 

sales of Nigerien food grain to Northern Nigeria, where cereals prices are
 

much higher than Nigerien official prices. As the World Bank (Jaciugs
 

TillitO menorandum of February 4, 1981 on "Niger: Propased Pilot Grain
 

System Project: Initiating Project Brief" states, "In a geographically
 

disjointed country with porous borders, price signals for labor, inputs,
 

and (food)/cash crops from the vast deficit markets of Nigeria drama

tically weaken already nominal pricing and distribution controls from
 

Niamey". The same memorandum also concludes that the current single
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price system involves massive iplioit additional subsidies for both inputs 

delivery and cereals purchase. To the extent the OPVN/UNCC intervenes 

effectively, it also discourages private traders from operating in remote
 

areas and sands disturbed signals for private investment in activities, e.g., 

retain sales and warehouses. 

owing to interministry structural constraint, OPVN does not receive 

financing to start its bpying campaign in October, soon after the harvest, 

when the official price is highly competitive with the "parallel" market 

price. Every buying campaign by OPVN in the remote rural areas starts and 

continues late in the buying season, late December - April, when official 

prices are no longer competitive, and farmers sell grains to merchants at 

higher market prices. In 1980-81, although official estimates projected 

120,000 - 128,000 tons of surplus cereals in Niger, OPVN is having problem 

buying grains to meet its own procurement targets. 

Niger has a dual market with nominal OPVN "monopoly" distribution chain 

controlling less than 25 percent of the marketed surplus and a large number 

of part-time, low volume private traders accounting for the bulk of the 

grain trade. As earlier mentioned, one increasingly important reason for 

OPVN's buying difficulties is the higher prices for grains in neighboring 

Nigeria, which has led farmers and merchants to smuggle millet across the 

border. The proximity of Northern Nigerian markets, the ease with which 

borders can be crossed, and past and current official farm gate prices which 

have often been set below market price ensure that private traders will 

continue to play a major role in cereals marketing. 

The clandestinal backward and forward market linkages between Niger 

and Nigeria both for inputs (Nigerian fertilizer) and outputs (Nigerian
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Cereals) will agata be reviewed underGOW subsidy policy in the following 

section. However, at this time, it should be emphasized that if Niger's 

goal of food self-sufficiency and the farmers' goal of profit maximizations 

are in serious conflict because of giant Nigeria's effective demand for 

Niger's grains, then this "problm" should be the subject of a broader 

empirical study, perhaps, not only involving Niger but also other Sahel 

and coastal countries whose resource and final product flows are positively 

or negatively impacted by Nigeria. It is the understanding of the author 

that USAID/Niamey is in the process of requesting such a comprehensive
 

study with AID/W and REDSO/WA support.
 

On the issue of food self-sufficiency it should be mentioned here 

that the unit import cost (CIr Niamey) for rice is estimated at up to 140 

CFA/kg ($670/ton) in late 1980 prices. Marginal costs are increasing 

rapidly as a result of road and unloading point congestions, and inefficient 

world market procurement. The World Bank agrees that this cost factor 

would be an important argument in justifying ,"reasonable" strategic stocks
 

beyond normal pipeline requirements. This cost factor is also an important 

argument in justifying food self-sufficiency for a landlocked country 

like Niger. 

One thing is clear from the above analysis that, by raising official 

farm gate prices and gradually reducing consumer subsidies for urban 

areas (perhaps one or both of them with USAID financial assistance on a 

model proposed for the Government of Mali (OPAM) by the donor community), 

will ensure the following two benefits:
 

1. Higher official support price for foodgrain within Niger will 

reduce the incentives for the merchants to smuggle across the border to
 



Nigeri-sd keep the food wthin tea country ausisting in retainta .Iqer's 

food self-sufficiency.
 

High farm-gate price also will help farmers improve their revenue and 

encourage them to use the more expensive technological package even without 

a high subsidy program. 

2. There are welfare effects of progressively removinri quantity 

distortions such as urban rationing and disincentive procuret.ent policies, 

arguably of promdting increased market participation by producers, depend

ing on the divergent views on the price elasticity of supply, and of
 

integrating the private sector into a comprehensive marketing policy. 

The above suggestion of increasing farm gate prices as well as
 

gradually reducing food subsidies to urban dwellers, especially civil
 

service and military people, will need both financial (to cover increased
 

OPVN budget deficit resulting from raising producer prices) and sympathetic
 

support from foreign donors, especially, in view of serious political con

sequences of raising grain prices in cities (consider Liberia and Ghana
 

in recent years; also consider how Senegal, in spite of its serious
 

balance of payment problems, is importing cheap rice to keep urban con

sumers satisfied.) USAID/Niamey may want to review with USAID/Bamako 

recent proposals made by the donor coumunity in Mali to support OPAM 

(Mali's grain marketing board) in its efforts to increase both farm gate 

prices and foodgrain prices in cities, the latter gradually, to bring 

about the .two conventional benefits outlined above.
 

In setting a market incentive price the following data areas are 

suggested by the Ag Sector Assessment required to construct a price level: 

(i cost'of current production (seed and labor)p (2)cost of the technical 
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package to increase production (additional labor, seed, fertilizer, and 

pesticide), (3) opportunity cost of labor (expansion vs. 
intensification),
 

(4)price value of different levels of security stocks of producer level.
 

Finally, two additional reasos should be cited for OPVN's difficulty
 

in fulfilling its production targets*
 

1. Nigerian farmers may be withholding grains from the market
 

because they would like to bring their security storage back to the pre

drought level before they start selling their surplus. High official farm 

gate prices may overcome farmers' reluctance to selli 

2. The repeal of the livestock and head taxes (Impot Minimum Fiscal) 

in 1974 has reduced the need for cash income among rural paysans and
 

concomitantly reduced the "forced" 
or "distress" sale of cereals to OPAM 

to earn cash to pay taxes.
 

Subsidy Policy. Niger follows a policy of *If* subsidization of
 

agricultural production inputs, particularly for animal traction and 

animal transport materials, and fertilizer, but also for pesticides.
 

Table 7 provides the 1978-79 allocation of funding by Central d'Appro

visionnement (CA) of UNCC as 
follows: materiel agricole: 48.25%;
 

fertilizer. 35.9%; 
 pesticides: 13.1%; miscellaneous: 2.65%. Table
 

13 provides the rates of subsidies supported by GON through CA on agri

cultural inputs as follows: agricultural material, 76.52%1 
 transport
 

material: 48.81%; fertilizer: 59.95%; and pesticides: 
 58.72%. The
 

average subsidy rate is about 57%.
 

The goals of sustained food self-sufficiency and food security (and,
 

hopefully, food exports) in Niger are only achieved by changing the
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farming system. Transferring from one system to another means that the 

Nigerian producer will be able to produce cereals for sale as well as for
 

his current consumption and food reserve. The farmer must be economically
 

motivated to transfer from the traditional system to a more intensive one.
 

Therefore, as earlier discussed, the GON (OPVN) price policy must establish,
 

in connection with adaptive technology, a "market incentive price" or that
 

price which motivates the farmer to produce by using improved but expensive
 

technology and training. Until that happens, input subsidies will have to
 

continue 1 "backdoor" policy to encourage Niger's agricultural production. 

We can use fertilizer as an example to demonstrate the above hypo

thesis. Fertilizer, coupled with higher plant density, is the major yield
 

raising component of the technical package. (As earlier mentioned, the
 

technical package includes use of fertilizers, plant density, seed treat

meut, weeding ?ractices, improved seed and appropriate timing of cultural 

operation as recommended by INRAN and IRAT over several years of testing. 

The package has had minimal on-farm testing.) It is also the most costly. 

It will have to provide yield raising effects that are profitable to the 

farmer. At present this is assured through heavy government subsidies. 

The Ag Sector AssessmenA concludes that the true economic cost of
 

fertilizer (approximately 100-110CFA/Kg for either super Triple Phosphate
 

or Urea) will require a gross return of 10,000 to ll,000CFA per hectare
 

to cover fertilizer costs. This means a yield increase of 210 kg of millet
 

per ha. at 50CFA per kg millet price, vs. about 60 kgs required to cover
 

present subsidihed cost of fertilizer (or, an yield increase of 175 kgs of
 

millet per ha. at 60CFA/kg vs. about 50 kgs required to cover the current
 

subsidised cost of fertilizers). A reduction in the price level of ferti
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lizers without corresponding increase in the official farm gate price will 

have a major impact on the rate of adoption of improved practices,
 

especially in view of the 79-84 Plan objective of a four-fold increase in
 

fertilizer consumption, from 4,000 tons in 1978 to 17,750 tons in 1983.
 

CMN subsidized prices for agricultural inputs for 1980-81 are listed in
 

Table 14. To calculate economic price for each of these inputs, these
 

subsidised prices should be used with the 
ubsidy rates provided in Table 

13, 

The fertilizer suhisidy and procurement procedure, ironically, again
 

involves neighboring Nigeria, except this time Nigeria being the "exporter".
 

Simple super phosphate is being "imported" (both legally and clandestinally)
 

from Nigeria into Niger, because of its attractive low price resulting
 

from high fertilizer subsidy by the Government of Nigeria for Nigerian
 

farmers. 
However, one unplanned by-product of Niqerials fertilizer subsidy
 

policy is the filtering through the porous border and eventual availability
 

of Nigerian fertilizer at a low price toNigerien farmers. Between
 

cereals flow from Niger to Nigeria and fertilizer flow in the opposite
 

direction, we have an interesting case of backward and forward linkage
 

where Nigeria in subsidising Niger's farmers who in turn are feeding
 

northern Nigerians.
 

Mark Wentling's (USAID/Niamey) memo to Jay Johnson, Director USAID/
 

Niamey on "Nigerian Fertilizer" on October 16, 1980 provides the following
 

analysis on the border trade of the Simple Superphosphate:
 

The average cost of fertilizer to the Federal Government of Nigeria
 

(FGN) is 9.65 Naira/50 kg bag. The same bag of fertilizer is sold to the
 

buyer (farmer ?) at around 2N. 
This means that fertilizer in Nigeria is
 

A
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-subsidised, At -about S0 percentlevel. Using the black market rate of 

IN - 220Cr, (vs. the official rate of IN - 389.65 CFA) allows for one 

50 kg bag of Super Simple fer-iliter to be procured in Niger for 440CPAo 

The same bag is being sold in Niger (less than 60 km away from Nigeria's 

fertilizer production plant in Kaduna) to the UNCC (CA) for 3,180CFA a 

bag. The UNCC (CA) in turn is selling this to farmers at lOOOCFA per 

bag or 20CFA/kg. It is evident from this that even after allowing for 

transportation costs and probable pay-offs at the border, the margin 

between what the heavily subsidized Nigerian fertilizer costs and what 

the UNCC (CA) pays is very wide. Thus, the fertilizer which costs 8.8 

CFA/kg (at black market currency exchange rate) in Nigeria (subsidised 

price), costs 63.6CFA to UNCC (CA), and the same is sold to Nigerien 

farmers at 20 CFA, UNCC (CA) thus losing about 43 CFA. 

From Niger's perspective, this may not be a far sighted policy
 

because Nigeria might close, at least drastically reduce, the sales of
 

fertilizer across the border any time thfough a crackdown. Secondly,
 

it takes twice as much of FGN Super Simple (Nigerien Super Simple is.
 

not pure when it is sold in Niger by private traders) as Super Triple to
 

do the job. This means twice the logistics cost and 33 percent more in
 

costs to the farmer, The latter is due to the present subsidised price
 

for Super Simple at 20 CFA/kg vs, 30 CFA/kg for Super Triple. Consequently,
 

to obtain the effect of one kg of Super Triple at 30 CFA, the farmer 

has to pay 40 CFA for 2 kgs of Super Simple. The f, .er is confused, 

especially, in view of the fact that the package as originally introduced 

to him by the MDR was based on Super Triple and not on Super Simple. 

Also the labor constraint problem Is not helped by burdening the farmer 
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with increased fertilizer application commitment. This is paztiamarly 

true if the Super Simple made available to the farmer has not been quality. 

controlled.
 

The above represents an absence of a clear, well-defined fertilizer
 

and subsidy policy in Niger that, in addition to the farm gate price 

policy, continues to be a major hurdle to agricultural development in 

Niger.
 

An example of a specific problem arising out of any long-run, clear

cut subsidy policy is provided in the USAID/Niger PID on Farm Implement 

Manufacturing and Training Project (1981) pp 7-8s
 

The quantity of farm implements sold to farmers depends upon the 

amount of funds the GON provides as subsidies towards costs of these 

implements to farmers, Thus before a firm planning decision could be 

made, by several farm implement manufacturing parastatal centers, including 

the one to be supported by the above PID, concerning the quantity of 

implements which can be distributed in Arn; given year, the subsidy program 

for that year must be known. Unfortunately, the GON has not made any
 

long-range projection for its agricultural subsidy program; consequently,
 

advance planning in terms of the number of implements which can be pro

duced is not possible. This inability to plan at least two or three years
 

in advance will greatly reduce the efficiency and effectiveness of the
 

implement manufacturing centers created under the project per the above
 

PID.
 

Over the past couple of years, USAID/Niger has had many discussions
 

with the GON on this issue and there is evidence that GON is making efforts
 

to enoure that its subsidy policies do not place any undue constraints
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For example, in January 1981,
on the manufacturing of farm implements. 


the subsidy rate on oxen carts were reduced from 48 percent to 8 percent
 

of the cost. While this revision is the result of a clear signal of high
 

demands for carts by farmers who are convinced of their utility, making
 

high subsidies no longer required as a means to encourage the use of
 

(this high demand is primarily due to the fact that farmers are
carts 


able to earn additional income by hauling wood, water, manure etc. with
 

these carts), the consequent increase in the price of oxen cparts to
 

farmers will influence the new demand for carts, depending on the price
 

elasticity of demand. The manufacturing para-statals, however, will be
 

puzzled with their inventory adjustment problems, if they did not have
 

the information on the subsidy rate change at least a year ahead of
 

time.
 

Central d'Aprovisionnement. While the subsidy issue is contro

versial with questions of distributive justice vs. market efficiency
 

(hidden costs), and recurrent cost implicationS (CDSS FY 83 argues that
 

this policy of transfer of resources into rural sector is not sustainable
 

on a sufficiently large scale to have a significant impact, even if
 

It also suggests
maximum revenue could be maintained at past high levels. 


that there exists phosphate deposits in the south-western section of the
 

country and that Nigeria is interested in cooperating with Niger to
 

exploit this resource.)) here is a consensus about the importance of
 

timely delivery of agricultural inputs to farmers to encourage widespread
 

adoption of the improved technological package. A July 1979 Niamey
 

COTEDEP statement asserts, "It is useless to talk of development in Niger
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until solutions are found to the agricultural inputs subsidy and 

supply probleus." 

A recently completed report prepared by Michigan State Univer

sity (Sargent at al) for REDSO/WA on the basis of reviews 
of several 

animal traction projects in Sahel concludes that support services 

are critical in determining the success of a project of this 
nature. 

has to
Late deliveries are especially harmful, since the farmer 

keep the traction animals over the year without having been able 
to 

use them fully on cultivation. 

The most crucial factor affecting the economic yield is 

achieving multiplier effects which requires timely delivery 
of
 

inputs as well as effective farmer follow-up by the extension 
service.
 

However, the "productivity" projects are suffering from
 

The Phase I of the USAID
unreliable input deliveries by UNCC. 


supported Niamey Department Development Project (NDD) was plagued
 

Again an analysis of the situation
by late deliveries of equipment. 


as viewed by the Project Manager of the NDD is given below based
 

on Mark Wentling's letter to Jay Johnson, 4/24/79, on "Discussion
 

on the Serious Agricultural Inputs Issues and Problems Facing the
 

Niamey Department Development Project":
 

The "Productivity" projects are pursuing Niger's goal to
 

increase food production and demonstrating to the farmers superior
 

cultural techniques which are designed to significantly increase
 

yields in the rainfed agricultural zones. It is assumed that once
 

the farmer is convinced of the merit of the improved techniques,
 



- 29 

he.ill adopt than. It is also assumed that these inputs e., 

fertiliser, animal traction units, and fungicides, etc., will be 

available on a timely and reliable basis to the farmer, who adopts 

the package. Unfortunately, today in Niger, this is not the case. 

This problem alone precludes the possibility of farmers adopting 

these new techniques at a significant rate. 

If the lack of inputs is very significant, the wisdom of 

continuing demonstration under the "Productivity" projects become 

packagequestionable. It makes no sense to create a desire for a 


whose supply could not be sustained.
 

The UNCC's CA is the CON agency which has the responsibility
 

for acquiring and distributing all the inputs required for Niger'c
 

On the basis of loan requests received by
agricultural programs. 


UNCC at the Departmental level, this agency prepares in May of
 

each year a list of all the supplies it needs to satisfy these
 

requests. Until last year the list represented only the needs of
 

farmers who belong to cooperatives (a rather small percentage) and
 

who have been qualified as good credit risks by UNCC for receiving
 

agricultural inputs on credit. It also excluded, until last year,
 

cash customers. At present only a small percentage of the Nigerien
 

population is served by CA supply activities.
 

Once the CA has completed the compilation of the final list,
 

it submits it to the MDR with the request for allocations. The
 

HDR reviews, and usually curtails, the request and then incorporates
 

the allocation in its budget submission. This all happens in May-


June each year. One then has to wait until October to see what the
 

actual fiscal year budget amounts will be. CA, in the past, often
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baa received les than half of the motet it has requested, and 

this reduced mount comes so late In the year that it is extremely 

difficult to procure and deliver on time agricultural inputs for 

use in the following agricultural season. (The details of the
 

supply cycle funding and the inadequate lead time is provided in
 

Annex__J. 

The bottom line of the above analysis is that the CA-delivered
 

agricultural inputs are too little and too late. The APS Project's
 

component on the Centrale d'Approvissionement is a straightforward
 

strengthening of the national distribution systems for agricultural
 

inputs which involves an expansion of the storage and transport
 

capacity and an impeovement of the management structure.
 

In 1978, the GON created within the UNCC the Centrals d'Approv

issionnement to coordinate the distribution of agricultural inputs
 

that were originally distributed by several government structures
 

and lacks sufficient warehouse and transportation capacity of its
 

own to distribute fertiliser, fungicides, pesticides, and agricul

tural transport materials.
 

The leadership of the CA recognizes the following difficulties
 

that must be overcome for the agency to function effectively. They
 

are:
 

- The lack of revolving fund forces the CA to borrow money 

from the bank for more than half of its transactions with supplier 

and transporters. This imposes on CA an additional cost of heavy 

interest payments. 
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- Delays in the delivery of the agricultural inputs by the 

het. orderTing is done only aftersupplier that results froU the fact 

the subsidies have been determined. 

(buyers) by UNCC departmental- Delays 	 in billing of farmers 

in accommdations by CNCA, thedelegations and the accounting 

flow problems.
national agricultural credit bank, causes serious cash 

Delay in payments of subsidy funds requires CA to 
run a -

deficit with CNCA for several months of the year, 
which charges
 

heavy interest.
 

- Inadequate personnel/staff for planning, programming 
and 

inplementation which also retards the evaluations of 
the agricultural 

campaigns. 

Inadequate administrative infrastructure lacking in managerial
-


skills resulting in collaboration difficulties.
 

- Insufficient means of transportation has forced the CA to
 

rent from private transporters at a very high cost.
 

- Insufficient warehouse space has forced the CA to rent
 

comnercial storage space in Maradi and Zinde:.
 

- Lack of administrative buildings and office space.
 

Some of the current credit management and input delivery
 

problems of UNCC/CA are vividly illustrated in the Report 
on the
 

Niamey Department Development Project's Phase I(1979-1980) Experience
 

with the CNCA/UNCC Credit and Aricultural Input Supply System
 

(April 10,. 1981). Few examples:
 

1. A welfare program mentality prevails in CNCA/UNCC where
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financial losses and mianagement are tolerated in the belief 

:that all this is acceptable if farmers are being aided. 

2. The arrondissement level personnel responsible for com

pleting credit applications usually gives little attention to the 

ability of the farmer to repay his loans. 

3. Th GON technical services and the project staff want to 

see results; consequently, they are often torn between conflicting 

desires of wanting to deliver inputs and of respecting sound credit 

management.
 

4. The repossession of equipment of those farmers who have
 

not repaid their loans is unheard of.
 

5. The UNCC credit program is very inflexible, specifically
 

designed for various technical packages related to food and cash 

crops and animal fattening schemes. The NDD (AID) Project encountered 

resistance when it insisted on carrying out its blacksmith, grinding
 

mill and poultry programs on a credit basis.
 

6. MV's account with the CNCA fop agricultural credit was
 

classified in CNCA bookkeeping as "donation" which means that for
 

the CNCA this was a charitable endowment to the institution. This
 

is not what NDD had in mind and the credit fund arrangement speci

fically indicated otherwise.
 

7. The newly installed Niamey Department branch of the CNCA
 

does not comprehend the NDD project's credit scheme, procedures and
 

global purchase of inputs. The UNCC has never fully understood how
 

the project's credit fund is supposed to operate.
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of inputs and the recent conencMnt
8. Chronic shortage 

of a credit program in the Maney Department 
project zone have been 

a total credit 
the only effective safeguards umtil now 

against 

hundred transactions 
program chaos. Whereas MDD has only a few 

to worry about, the other, older Department 
projects are dealing 

NDD Phase I project aims at 
with thousands of transactions. 


This increased
 
extending project benefits to 6000 farm 

families. 


availability of inputs will probably reinforce 
the tendency of
 

UNCC field personnel to turn the inputs 
over to farmers as quickly
 

In their hurry to deliver the inputs to 
the farmers
 

as possible. 


they neglect to do the required paperwork. Sometimes, farmers
 

even drafted
 
begin repaying their loans before a loan 

contract is 


When the loan money finally comes in, nobody 
knows
 

and approved. 


what to do with it since there is no contracts 
or loan numbers on
 

the file.
 

an excruti
9. 	The processing of farmer's loans request 

is 


It is not unusual for this process to take
 atingly slow process. 


more than a year. In light of the notorious lethargy of the 
project
 

one can understand why the UNCC field personnel 
prefer to let the
 

farmers have the inputs even before receiving 
notice of loan approval.
 

In Kolo arrondissement the paperwork sometimes 
was never commenced
 

or was lost somewhere in the 	poorly controlled 
system.
 

10. 	The credit for animal purchase program 
does not have any
 

In some cases, the GON personnel
systematic insurance guarantees. 


will advise farmers that the 	animals have 
been insured, but nowhere
 

can this be found in writing.
 

11. Procedures for traction animal insurance 
are even more
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ill-defined and arbitrary. Generally. if an animal dies before 

the farmer completes his loan payments, a couple of agricultural 

seasons may So by before the farmer isable to obtain a replacement 

animal. 

12. The farmer is expected to contract a loan without knowing
 

either the cost of the inputs being purchased or the amount of
 

their animal payments. It is only after the eventual delivery of
 

the inputs and the untimely completion of the loan contract that a
 

farmer learns about these kinds of important details.
 

13. Cooperative officials play an entirely passive role in
 

the credit process. The recipients of inputs are chosen by the
 

UNCC personnel and local cooperatives are informed of their collec

tive responsibility which cooperative leaders do not seem to compre

hend.
 

14. For the UNCC/CA, the easiest and quickest way of input
 

distribution is the best way. For example, if one arrondissement
 

UNCC chief has 60 carts at his disposal pnd it has one cooperative
 

which will take them all, he will place all 60 of them in that
 

one cooperative.
 

The foregoing list reflects several weaknesses of CNCA and
 

UNCC, as they relate to management, bookkeeping and accounting
 

procedure, and credit advance and repayment. These weaknesses and
 

problems relative to cooperative credit, management and agricultural
 

input supplies are certainly not unique to Niger, but will apply
 

with variations in degrees, to almost any African or Asian country
 

today. However, in order to strengthen the CA unit within UNCC,
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it is logical to assist 'NCC to overcome some of these weaknesses. 

The AP$ project's UNCC training vouponent trll help strengthen 

UNCC extenusion cadres do their job better. So far as delivering 

inputs on credit is concerned, CA became concerned about the lengthy 

and slov procedure for making agricultural credit available, and 

during the last campaign preferred to sell agricultural inputs 

only on cash. This put CA on a better management base with a better 

cash flow situation.
 

The APS project is designed to help strengthen CA's management 

and accounting proeedure to address some of the problems outlined
 

above. The project also wrill help increase the amount and improve
 

the timeliness of agricultural input deliveries to farmers. It will
 

also construct warehouses, institute effective management system that
 

will improve the timeliness of input distribution, inventory management,
 

transportation planning and financial management procedures. CA staff 

in the departments will be expanded. Each "department" will have a 

CA representative. 

The nature of the project support will make more efficient
 

use of the storage space and the working capital of CA by effecting
 

timely deliveries of agricultural inputs to farmers in the field.
 

The timely delivery of inputs will also reduce underutilization of
 

inputs, eg. animals for animal traction, effecting increased effi

ciency of inputs resulting in increaping productivity of land and
 

labor.
 

On the question of subsidy, again, the total amount of subsidies
 

for food crops (about one million dollars) annually is a very modest 

I, 



Consider that the recurrent cost to GON for continuing
amount. 


eg. the Nd,wilbe over $2 million per
just one USAID project, 

year (at 1979 price). Secondly, the subsidy issue is definitely 

not unique to Niger, but will apply with degrees of variations, 

of is plaguing the Couon Market.globally. The issue subsidy 

American agricultural policy has been impregnated with bewildering 
Go0 

as the Mniiter of Plan explainedformulas of massive subsidies. And 

earlier in March 1980 to the U.S. Government officials from the
 

American Embassy and USAID in Niger, if the GON discontinued subsidies
 

to its own farmers, perhaps agricultural production in Niger will
 

decrease, and the Government then will be forced to import foodgrain
 

from other food-surplus countries who have been subsidising their
 

In effect, Niger, will then subsidize farmers in other
 own farmers. 


countries while creating a food deficit at home.
 

Unlike Nigeria, which with its exuberance of oil revenue had
 

neglected the agriculture sector and seriously damaged the food
 

production base of the country, Niger, with its windfall uranium
 

revenue has clearly demonstrated an agricultural commitment resulting
 

(Also consider Mauritania: GOM
in recent food self-sufficiency. 


with its windfall revenue from iron ore became involved in the
 

Even today GOM's commitment toward agriculture
Spanish Sahara war. 


is not as clearly demonstrated as that of GON.) Perhaps Niger's
 

developmental policies should be regarded as a model for other
 

African countries rather than treating its price-subsidy policies
 

as uniquely preposterous.
 

Finally, as discussed earlier, USAID can assist with partial
 

budget support for OPVN to sustain a higher official farm-gate
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price structure in Niger that will make cereals production profi

table even vithout the current subsidy structure.
 

Seed Multiplication
 

The APS project's seed multiplication component will be
 

Millet will
concerned with millet, sorghum, cowpeas and peanuts. 

constitute roughly tve'-Zhirds of the multiplication and distribution
 

endeavorl sorghun would represent another one to two percent; and
 

cowpeas and peanuts representing the balance of 32 percent. Millet
 

and sorghum are the most important cereals in Niger (rice and maize
 

are relatively unimportant crops with estimated output of some
 

50,000 tons out of a total foodgrain production of 1.7 million tons).
 

Millet and sorghum production in Niger is 100 percent rainfed and
 

over 50 percent inter-cropped with cowpeas and groundnuts. It is
 

characterized by high-risk, intensive cultivation, a strategy
 

dictated by erratic rain spacing at germination.
 

The critical importance of improved seeds for rainfed crops
 

in Niger becomes obvious when one considers the World Bank argument
 

that developments in output of millet and sorghum depend largely
 

on the timeliness, amount, and geographic distribution of rainfall
 

rather than on acreage (Niger: Recent Economic Developments,
 

February 1979).
 

The Bank analysis shows that during the 1973-74 season, acreage
 

under millet cultivation declined by 85 percent while output fell by
 

32 percent. In 1974-75, when the weather improved, acreage increased
 

by 11 percent, while output rose by 41 percent. In 1975-76, another
 

unfavorable crop year, acreage under millet cultivation declined by
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25 percent whereas output dropped by 35 percent. Again, in 1975-76,
 

acreage under sorghum increased by 46 percent whereas production
 

rose by only 16 percent.
 

Qua analysis shows that a similar relationship between rainfall 

and recorded output has continued to maintain in more recent years. 

The crop years 1979-80 and 1980-81, were relatively good years in 

terms of rainfall. However, whereas the area cultivated went up 

by six percent between 1978 and 1979, the production went up by 

12 percent. Likewise, between 1979 and 1980, whereas the area 

cultivated went up by five percent, the production went up by nine 

percent (Table 13). 

The above analysis warrants, at least implicitly, that Niger
 

develop threc or more different varieties of millet/sorghum seeds
 

ouitable for short-term (65-90 days maturity), intermediate-term
 

(90-110 days maturity) and long-term (more than 110 day maturity)
 

maturities that are not only necessary for different geographic
 

areas within Niger subject to various levels of rainfall during a
 

given year, but also adaptable to rainfall variations within a
 

specific geographic area over years. For example, in an ideal seed
 

multiplication and extension system, a farmer should have easy
 

access to all three different varieties of seeds representing
 

different maturities. With the first rain, early in June (rainfall
 

before June is spaced too far apart to effect germination), the
 

farmer plants the longest maturity variety of seed. If the follow

ing rain did not come within 10-20 days (resulting in loss of
 

germination), the farmer will plant the intermediate-term maturity
 



- 39 

variety of seed. If the rain Is scarce/inadequate in the fofloving 

10-20 days, the farmer vili then plant the early maturity variety 

of seed. Obviously, this kind of scenario could only be made possible 

with both identifying and multiplying adequate millet/sorghum seeds 

representing different levels of maturity as well as an efficient 

distribution and extension system to make them available to the 

farmer on a critically important timely basis. The APS project is 

a step toward that direction.
 

The value of an improved seed to the farmer is based on its:
 

(a) high (improved) yielding potential; (b) disease resistance;
 

(c) drought resistance; (d) uniformly large size; (e) freedom
 

from weed seeds; (f) assured high germination rate, and (h) short/
 

early maturity, if necessary.
 

The NCP project is currently multiplying both P3 Kolo and 

CUT varieties of millet seeds. If properly used with the recommended 

package, the millet yield is expected to increase between 10-15 

percent (and the cowpeas yield is expected to increase by 20 percent).
 

This is by no means a "green revolution". However, whereas high
 

yielding varieties for rice and wheat have made a "green revolution"
 

possible in those crops, no such HYV's (in addition to being drought
 

resistant and disease resistant) for millet suitable for Niger
 

(Sahel) have been developed by either ICRISAT or INRAN, or any other
 

international, regional or national agronomic research center. No
 

such HYV for millet seems to be 6n the horizon (recent establishment
 

of a rather large ICRISAT office, with 10-11 scientists in Niger
 

is expected to shift the horizon nearer). The NCP, therefore,
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should be credited for two varieties of location-specific millet 

seeds for .igel that have bees recomended to It by INRAN along

with an accompanying package based on the knowledge available at 

this time.
 

Another benefit from the improved seed multiplication will 

arise from the fact that the assured high germination rate of the 

processed and tested seed will permit drastic reduction in the
 

level and the rate of seed application per hectare and the conse

quent reduction in the labor requirewnt for thinning. Robert
 

Reeser, in his May 1980 Report, Economics of the Seed Multiplication 

Program, resulting from a short-term study of the NCP (REDSO/WA
 

76-84) observes that the assured high germination rate of the NCP
 

seeds reduces the amount of seed application per hectare, from the
 

standard 8-10 kS per ha., to 2-4 kg for millet seed; and from 24 

kg per ha., to 15 for cowpeas. At its opportunity price, this
 

means a high cost savings for the purchase of seed per ha of 440-560
 

CFA for millet, and 2,376 CFA per ha forcowpeas. The reduction
 

of the seed application rate will reduce the labor needed for thin

ning, giving a further saving of 750 CFA per ha for millet.
 

The total of these benefits and savings is 4,110 CFA per ha
 

for millet, and 7,869 CFA ($32.77) per ha for cowpeas. This repre

sents a return of 2,055 CFA ($9.34) per kg of M3 seed of millet
 

and 471 CFA ($2.14) per kg of H43 seed of cowpeas (based on the
 

maximum price found for these seeds. Pricing the millet, according
 

to the above calculation, at 1000 CPA ($4.55) would give the farmer
 

a return of 2:1, and pricing it at 500 CFA would give him a return
 



of 4:1. 

Although the drastic reduction in the mount of seed applies-..
 

tiona per hectare is not consistent with our observations made 

during the project design phase, (April 1981; in Maradi, for example, 

the following alternative seed applications are recoumended by the 

Agriculture Serrdce: traditional seeds at the rate of 10 kg/ha for
 

millet, 25 kg/ha for sorghum, 30 kg/ha for groundnuts, and 20 kg/ha
 

for cowpeas, vs. the application rate per ha for M3 seeds as 8 kg
 

for millet, 16 kg for sorghum, 16 kg for groundnuts, and 15 kg for
 

cowpeas), Reeset estimates are indicative of cost savings with M3
 

seeds with recommended variations in applications in different
 

geographic areas within Niger.
 

The Proposed SMC in the Diffa Department
 

In addition to the Foundation Seed Farm and five seed multi

plication centers (SMC) set up under the NCP Phase I Project, the 

PID for the APS Project (p. 22) notes that, the CON has requested 

financing for an additional sixth seed mfiltiplication center in 

the Diffa department. The PID then adds that "further study of 

this addition is required in order to determine that the facility 

could be staffed and managed properly, that the extension of the 

system would not delay the CON in assuming full financial respon

sibility for the system, and that other donor activities will be 

commenced in the zone to effectively utilize the improved seed 

produced at the farm." 

It seems that a necessary, though not sufficient condition,
 

before spending over one million dollars just to put the infrastruc

ture in place for another SHC at Diffa, should be a thorough
 

/L 
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prefeasibility study to determine some of the questions outlined
 

above. -The Canadians ire in the process of carrying out such a
 

study that might result in Canadian intervention in the agricultural
 

development in the Diffa area. The USAID perhaps should await the
 

findings of the Canadian study before establishing another SMC
 

at Diffa.
 

In absence of a study of a more comprehensive nature of the
 

Diffa area and its agricultural potentialities, available information
 

and data on the area do not justify such an additional investment
 

at this time.
 

Table 15 provides data for total estimated production for
 

millet and sorghum in Niger by "departments" in 1980-81. A little
 

over one percent of the total millet production, and only about
 

three percent of the nation's sorghum production take place in the
 

Miffa region. Table 16 shows that both in 1978 and 1979, area under
 

millet production in Diffa department was one percent of the total
 

area cultivated in Niger. The total millet production in 1978 and
 

1979 in Diffa was about five percent and one percent respectively
 

of the total national production, and the millet yields in 1978 and
 

1979 were 55 percent and 71 percent respectively of the national
 

average.
 

Although APS project's seed multiplication component does
 

not specialize in sorghum, the productivity of sorghum in Diffa
 

department is higher than the national average (although residents
 

of Diffa prefer millet consumption). Table 17 shows that although
 

area under sorghum in Diffa during 1978 and 1979 was about three
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percent of the total sorghum area, and the total production in
 

those two years did not exceed six percent, the yield/ha in,DfUfa
 

for sorghum is twice as much as the national average. The situation
 

is similar for cowpeas. Table 18 shows that while crop area for
 

cowpeas in Diffa is one percent or less of Niger's total crop area
 

for cowpeas, and Diffa's cowpeas production is two percent or less
 

of the national production, the yield/ha of Diffa's cowpeas is
 

better than the national average (179 percent in 1979, 109 percent
 

in 1980). The high productivity in sorghum and cowpeas is accounted
 

for by the availability of the Lake Chad water for flood recession
 

agriculture. Table 19 shows that Diffa department has three percent
 

of Niger's population representing three percent (48,892 tons) of
 

the nation's food need and a little less than that (40,727 tons)
 

for the nation's disposable food in 1980-81, resulting in a negative
 

balance of 27,735 tons. Table 20 indicates that Diffa used less
 

than one percent and four percent of millet seed respectively in
 

1978 and 1979, about one percent of cowpeas seeds, and about nine
 

percent of sorghum seeds available in the nation.
 

The above analysis cautions us against setting up another 

SMC in the Diffa department with an initial cost of over $1 million 

(see Appendix ___) to multiply millet, which does not represent 

comparative advantages for the area. Flood recession sorghum and
 

cowpeas are the only crops that may benefit from this project's
 

seed activities with or without another SMC in Diffa.
 



TABLS 1 

NIGER: LAND AREA UTILIZATION, 

AREA HA 

126,700,000Total Area 

Agriculturally Useable Land 30,000,000 

15,000,000Cultivable Area 

]Physicaly Cultivated Area 3,290,500 

Rainfed Agriculture 3,268,800 

21,700
Irrigated Agriculture 


Land and Pasture 9,668,220Fallow 

600,000Forrest 

1,620,000Miscellaneous 

Rapport Anuel, Tome II, Statisiones, Anna 1979, p.50 

1979-80 

PERCENT 

23.7 

11.8 

2.6 

7.6 

0.5 

1.3 



TABI 2
 

CULTIVATED LAUD IN NIGER. 1979
 
(0 

Total Superficie 

z 

Superficie Physically Cultivated Percent or 2 
1 

Superficie outside the 
zone of cultivation 
(Pastoralisa) 

126,800,000 ha 3,290,500 ha 2.6% 96,700,000 ha 

Agriculturally 
Usable 

Superficie 

30,000,000 

1970 

2,699,000 
(92) 

NIGER: 

1971 

2,729,000 
(9.1Z) 

Evolution of Cultivated Superficie, 1970-1979 

(in millet 2 age) 

1972 1973 1974 1975 1976 

2,677,000 2,314,000 2,602,000 2,154,000 2,829,000 
(8.9Z) (7.7Z) (8.7Z) (7.2%) (9.4%) 

1977 

3,149,000 
(10.52) 

1978 1979 

3,111,000 
(10.42) 

3,290,000 
(11z) 

Directir de l'Agricultur, Rapport Annel, Tome 11, Statistiques, Annee 1979 



TABLE 3 NIGER: CROP AREA (IN 1000 RA). TOTAL PRODUCTION (IN 1000 TONS). AND YIELD (IN KG/HA)
 

1970 - 1980 

CULTURES 1970 1971 1972 1973 1974 1975 1976 1977 1978 1979 1980 

A 2,309.8 2,355.8 2,194.5 2,007.7 2,230.0 1,692.0 2,526.9 2,728.5 2,746.7 2,922. 3,072 
Millet P 870.9 958.9 918.8 626.9 882.6 581.3 1,019. 1,130.3 1,122.6 1,255.2 1,371 

Y 377 407 419 312 495 343 403 404 409 430 446 
A 979.8 999.6 920.6 832.0 918.8 939.3 837.4 726.3 952.4 944.4 1,105 

Compea P 84.3 72.1 144.1 92.2 132.7 218.5 216.1 206.8 271.5 304 
Y 86 72 156 Ill 144 260 258 285 285 322 235 
A 593.1 579.1 580.8 448.0 541.7 790.9 615.5 732.5 795.9 716.7 768 

Sorghum P 230.2 266.8 208.4 126.1 218.9 253.8 286.6 342.0 371.2 350.8 380 
Y 388 461 359 282 404 320 466 467 466 489 494 
A 357.5 394.2 418.0 363.8 256.0 319.7 164.2 174.3 210.2 144.9 

Groubdut P 204.6 256.5 260.2 77.1 129.1 41.7 79.2 82.3 96.8 88.5 
T 572 650 622 212 504 130 - 483 472 461 610 
A 56.3 56.3 50.8 24.7 23.2 26.4 11.7 37.7 24.6 15.4 

Voandzou P 29.4 31.4 21.3 21.9 12.4 12.6 5.8 15.9 8.1 8.5 
Y 522 558 419 889 533 480 498 422 557 553 
A 24.3 24.3 18.5 23.8 31.2 34.9 22.0 20.7 26.1 28.0 

Manioc P 181.6 165.8 94.7 155.9 200.6 175.6 197.4 179.8 204.9 224.1 
Y 7,480 6,860 5.120 6.550 6.430 5-030 8.970 8.690 7,850 8,005 
A 19.9 20.6 15.9 10.1 15.2 16.4 12.4 10.4 9.2 6.8 

Cotton P 10.5 9.0 6.1 3.6 7.9 11.1 7.1 6.4 4.4 4.5 
Y 526 436 382 352 520 676 571 609 480 660 
A 16.4 17.1 17.2 17.8 14.8 17.2 21.7 23.0 25.4 19.5 

RIce P 37.1 27.3 31.8 46.3 30.2 29.3 28.7 26.6 31.6 23.8 32 
Y 2,259 1,595 1,850 2,605 2,037 1,705 1.320 1,155 1,245 1.225 
A 3.0 3.6 2.7 3.0 2.6 2.8 1.7 0.5 2.1 1.3 

Okra P 0.9 1.1 0.7 1.6 1.3 0.9 0.7 0.3 1.0 0.7 
Y 293 300 245 544 500 340 385 562 451 505 
A 3.7 3.9 3.6 5.2 6.1 8.0 15.8 7.7 12.1 12.2 

Maize P 1.6 1.9 2.3 2.6 3.7 3.7 11.9 5.6 8.7 9.5 
• 568 670 629 495 609 380 757 732 722 780 

A - Area 
P - Production 
• - Yield 



TABLE 3A
 
NIGER: FOOD PRODUCTION
 

48/52-52/56 1961 1962 1963 1964 1965 1966 1967 1968 1969 1970 1971 1972 1973 1974 1975 1976 1977 1978 1979 1980
 

MILLET
 
Ha 1059 1074 1755 1960 1887 1777 1810 1743 1450 1450 1450 1470 1470 1350 1000 2230 2200 2527 2729 2747 2800
 

500 510 570 440 480 400 400 407 415 415 370 400 396 288 403 414 409 445
Kg/Ra 350 380 460 
'000/T 371 411 803 974 971 1013 789 842 580 580 590 610 610 500 400 883 634 1019 1130 1123 1246 1370 

SORGBM
 
Ha 411 442 338 344 485 453 465 546 530 557 596 605 500 570 450 542 600 615 733 796 810
 

600 368 278 404 423 465 467 457 427
Kg/Ha 590 660 740 820 730 700 570 510 645 539 485 559 
210 125 219 254 286 342 364 346 380

'000/T 244 290 249 281 352 315 266 277 	 342 300 389 337 300 


So GIML 

1052 1255 1323 1328 1055 1119 922 880 879 947 910 710 525 1102 888 1305 1472 1487 1592 1750
'00/T 615 601 


MItZE
 

& 3 5 4 3 3 3 3 5 6 7 17 8 7 7
Ha 4 2 3 3 3 5 

708 727 946 1143
Kg/f0a 690 730 750 733 679 786 811 634 576 551 542 584 679 690 481 613 643 


1000/T 3 2 2 2 2 4 3 2 3 2 2 2 2 2 3 .4 5 12 6 7 8
 

ICK
 

9 9 9 9 9 12 15 15 16 16 19 20 15 17 22 23 27
Ha 4 5 9 

Kg/Ba 660 720 1043 1228 1072 1860 1340 2218 2368 2553 2.21 2262 1093 1656 2292 2038 1725 1344 1130 1259
 
1000/T 3 4 10 11 10 12 12 20 33 39 39 37 17 32 46 30 29 29 26 34
 

PREMITS 
Ha 123 172 349 323 319 293 341 330 	357 432 320 357 300 419 360 256 330 164 174 210 190
 

837 584 804 616 767 621 222 504 217 482 472 461 474
Kg/Ra 500 680 440 640 692 630 810 812 

'000/T 61 117 152 205 220 184 277 288 	298 252 257 220 230 260 80 129 50 59 *82 97 90
 

COTrr
 
15 17 12 8 9 9
Ha 3 4 8 10 13 15 16 14 14 17 20 20 21 15 18 


429 380 522 406 627 483 451 368 417 520 540 577 504 494 444
Kg/Ha 80 80 280 330 497 429 
8 7 13 10 9 6 8 8 9 7 4 4 4'OOOIT 0.2 0.3 2 4 6 6 7 5 

Source: FAO Production Year Books, courtesy of Dr. William Morris.
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TABLE 3B
 

CROP YEAR 

1955/56 

1956/57 

1957/58 

1958159 

1959/60 

1960/61 

1961162 

1962/63 

1963/64 

1964/65 

1965/66 

1966/67 

1967/68 

1968/69 

1969/70 

1970/71 

1971/72 

1972/73 

1973/74 

1974/75 

1975/76 

1976/77 

1977/78 

1978/79 

1979/80 

1980/81 


Source: 


PRODUCTION OF MILLET AND SORCHUH: 

CULTIVATED AREA 
(Thousands of ha) 

1,570 

1,630 

1,900 

1,915 

2,045 

2,133 

2,040 

2,349 

2,353 

2,230 

2,275 

2,273 

2,421 

2,491 

2,868 

2,903 

2,935 

2,762 

2,256 

2,278 

2,484 

3,029 

3,424 

3.430 

3,638 

3,840 


Ministry of Rural Development
 

1955/56 - 1980/81 

TOTAL PRODUCTION 
(Thousands of tons) 

787 

792 

920 

881 

946 

941 


1,056 

1,249 

1,330 

1,328 

1,056 

1,119 

1.342 


947 

1,384 

1,101 

1,226 

1,126 


753 

1,102 


853 

1,256 

1,451 

1,400 

1,605.8 

1,751 


PRODUCTION PER HECTARE 
(kgs/ha) 

501
 
480
 
484
 
460
 
463
 
441
 
504
 
532
 
565
 
596
 
464
 
492
 
554
 
380
 
482
 
379
 
418
 
408
 
307
 
491
 
336
 
415
 
423
 
408
 
460
 
470
 



TABIL 4 NIGER: ESDIATES OF ()P (In Billion CFA) 

Sources 

]C.AO 

flU (79) 

1.B. 

M 

1977 

208.0 

281.2 

224.0 

309.6 

1978 

282.2 

372.2 

282.2 

280.0 

c2lCA1 

W.1. 

MP 

(Iu U.S. $) 

180 

248 

245 

330 



TABLE 5 - NIGER: FUNCTIONAL CLASSIFICATION O CENTRIAL 33DGET
 

WENDITURE - 1980/81 

(In percent and CIA Million) 

78-79 79-80
73-76 76-77 77-78 


General Public Services 45.4 44.3 40.8 37.7 46.5
 

7.1 6.8 7.3 6.9 6.7
 
Defense 


19.2 19.6
18.0 15.5 19.2
Education 


7.6 6.5 6.9 7.1 6.7
 
Health 


.9 .8
 
Other Social Services .6 .7 .8 


10.2
11.2 11.4 11.3 10.2

Economic Services 


of which
 

(4.6) (4.2) (4.1) (4.3) (4.4)

(A:riculture) 


7.0 10.4 9.2 15.0 9.4
 
Public Debt 


-2.8 3.7 ,4.4 2.9 

Other 


100 100 100 100 100

Total Percent 


21,591 27,444 30,782 37,447 44,899

Million CFA 


19.9
27.1 12.1 21.6

Percentage Increase 


1980-81 Budget was estimated at 54,600 CFA, representing 
21.6 percent
 

increase over 1979-80.
 

.
Source: CDSS, Fy 83, p.8
 



TABLE 6 FUNCTIONAL CLASSIFICATION OF THE FNI, 1975-76 to 1980-81 (In 

1975/76 1976/77 1977/78 1978/79 


General Public Service 8.4 13.9 18.9 11.0 


Defense 1.0 1.6 2.5 4.2 


Education 18.3 29.3 23.5 17.9 


Health 3.4 2.4 3.5 3.7 


Other Social Services 2.1 .8 1.0 3.1 


Economic Services 56.7 43.2 47.2 58.9 

Of which
 

(Agriculture) (19.6) (8.7) (9.7) (20.1) 


Other 10.0 8.7 3.1 1.1 


CFA Million 2,576 5.762 13,623 17,624 


Percentage Increase 123.7 136.4 29.4 


9
USAID, Niger, CDSS, Fy 83, p. .
 

percentage and CFA million) 

1979/80 1980/81
 

14.0
 

2.3
 

25.1
 

6.0
 

2.8
 

45.5
 

(14.6)
 

4.2
 

26,000 26,000
 

47.5
 



TABLE 6A NIGER: NATIONAL BUDGET; 

AGRICULTURE (CFA) 

1971 1972 1973 1974 1975 1976 1977 1978 1979 

Total 167,715,000 197,045,000 197,595,000 236,540,000 242,230,000 259,740,000 277,031,000 292,227,000 306,159,000 

FNI 194,630,000 165,000,000 164,415,000 89,000,000 72,500,000 100,000,000 

Grand 167,715,000 197,045,000 197,595,000 431,220,000 407,730,000 424,155,000 366,031,000 364,727,000 406,159,000 
Total 



TABLE 61
 

Chart 1.1 

Necessary Ezpenses by Main Function of the Overatiou/AeCP) 

(Prices for 1978) 

Function 	 Amount
 
Thousands 
of CFA Percent 

1. 	Adaptation Research 77,686.8 17.9
 

2. 	Seeds Production and 203,186.6 47.0
 
Multiplication
 

3. 	Formation - Training 90,597.3 21.1
 

4. 	Inputs, Distribution, 60,587.5 14.0
 
Marketing of Cereals
 

Total 	 432,058.2 100.0
 



TANLZ GC N - P : NECESSARY,,,ExPENSES BY MAIN FUNCTION OF THE OPERATION AND BY 

TYPE OF EXPENSES (PRICES FOR 1978)(Thousiands/TCFA) 

TYPE 	 FUNCTION 

1. 	 Personnel 


1.0 	 Executive Personnel and 


Senior Researchers
 

1.1 	 Executing Staff 


2. 	 Intermediary Inputs 


2.0 	 Agricultural Inputs: Fungicides, 
Fertilizers, Insecticides 

2.1 	 Other: Tools, Small Equipment, etc. 


3. 	 Capital 


3.0 	 Maintenance and Replacement of 


Equipment and Buildings
 

3.1 	 Maintenance, Replacement of Vehicles 


4. 	 Not Listed 


TOTAL 


ADAPTATION 
RESEARCH 

18,442.5 

(23.72) 


3,120.0 


15,322.5 


5,990.0 

(7.82) 


1,640.0 


4,350.0 


47,901.4 

(61.6%) 


13,984.0 


33,917.4 


SEEDS PRODRJCTION 
AND INCREASE 

52,612.1 

(25.9%) 


5,859.7 


46,752.4 


12.143.0 

(6.0%) 


9,646.0(2) 


2,497.0 


128,756.0 

(63.3%) 


57,316.0 


71,440.0 


5,352.9 (1) 9.675.5 (3) 

(6.9%) (4.8%) 


22,696.8 203,168.6 

(1) Includes the unexpected, printing expenses. 

(2) Includes forage (2500) for the feeding of the coupling animals. 

(3) Only the Unexpected.
 
(4) Includes travel expenses and per diem for trainees.
 

FORMiATION 
TRAIING 

60,571.1 

(66.9%)
 

nd 


nd 


20,400.0 

(22.5%) 


6,000.0 


14,400.0(4) 


na 

(0.02) 


na 


na 


INPUTS DISTRIBUTION 
& CEREALS MARKETING TOTAL 

16,839.3(6) 148,465 

nd 

nd 

nd 

na 

38,533 
(8.92) 

nd 

34,693.0 
(57.3%) 

nd 

211,350.4 
(48.9%) 

34,693.0 (7) 

9,626.2 (5) 9,055.2 (8) 33,709.8 
(10.6%) (14.9%) (7.8%) 

90,597.3 60,587.5 432,068.2 
nd: not available 
na: not applicable 

(5) Includes the contribution to HDR budget (5,312) and unexpected (4,314,2).
 
(6) Marketing formation or reorientation of UNCC officer's expenses; may include some expense inputs.
 
(7) Mainly, 	but not only, for maintenance and replacement of vehicles.
 
(S) Itxcludes the budgetary help to FSN (6,478.6) and the unexpected (2,576.6).
 



TABLE 6D 

Calculation of the PCN Recurring hEpenses Coefficient 

1. Necessary expenses of the capital for the 
setting of the operation (thousands $ 1976) * 

5,304.8 

2. Necessary expenses of the capital for the 
setting of the operation (thousands $ 1978) * 

6,71.3.9 

3. 	Necessary expenses of the capital for the * 1,342,780.0
 
setting of the operation (thousands FCFA 1978)
 

4. 	Total of necessary recurring expenses 432,058.2
 
(thousands FCFA 1978)
 

5. 	Necessary recurring expenses for the 280,873.4
 
research and the production and
 
multiplication of seeds (thousands FCFA 1978) 

6. 	First Coefficient of recurring cost, 4/3 32.2%
 

7. 	Second coefficient of recurring costs, 5/3 20.9%
 

Includes participation in lands and buildings of the GON, technical
 

assistance (foreign) and formation of trainees, and excludes all
 
expenses for the working and the maintenance.
 

•* 	Annual inflation rate: 12.5%
 

•** 	 Based on $1 - 200 FCFA 

-'f ~ 



TABLE 7 - NIGER 

Ceutrale d'Approvisionument 

Subsidy for 1979 Agricultural Campaiu 

- Subsidy requested in May 1978 1,345,000,000 CFA 
- Subsidy expected following modified program 400,000,000 CFA 
- Subsidy finally paid to CA 690,180,000 CFA 

The 690,180,000 CFA finally paid to CA is composed of: 

CSPPN assistance for cotton production 120,180,000 CFA 
STABEX 300,000,000 CFA 
FNI (1979) 100,000,000 CFA 
FNI (1978 transferred late) 170,000,000 CPA 

690,180,000 CFA 

For 1979 agricultural campaign, thus, the subsidy was 
520,180,000 CFA. It is an increase of 30.04 percent from the
 
subsidy that was expected following the modified )rogram; however,
 
it is only 61.32 percent of the request submitted inMay 1978.
 

Subsidy for 1980 Agricultural Campaign
 

Subsidy requested in May 1979 1,551,110,000 CFA 
- Subsidy authorized 519,571,575 CFA 

The 519,571,575 CFA is composed of the following:
 

FNI (1980) 250,000,000 CPA
 
CSPPN 269,571,575 CFA
 

519,571,575 CFA
 

This modified subsidy amount, when fully received from the above
 
sources, would represent only one-third of the original amount requested.
 
However, the subsidy has gone up from 40,312,000 CFA in 1975-76, to
 
520,180,000 CFA in 1978-79, an increase of about 13 times.
 

1978-79 Allocation of Funding
 

- Materiel Aricole 48.25%
 
- Fertilizer 35.93%
 
- Pesticides 13.17%
 
- Miscellaneous 2.6%
 



TAPLE a NIGER: UTILIZATION OF FERTILIZER (IN TONS) 

SUPPLIED BY AGRICULTURE SERVICE AND UNCC 1970-79 

FERTILIZER 1970 1971 1972 1973 1974 1975 1976 1977 1978 1979 1980 

Uri& 

Amonum Sulphate 

Calcim Nitrate 

Superphosphate (Simple) 

Superphosphate (Triple) 

Natural Phosphate (Taouah) 

Potassium Chlorate 

15-15-15 

14-7-7 

6-20-10 

Miscellaneous 

40 

131 

-

218 

7 

-

7 

107 

23 

1 

68 

168 

90 

-

152 

30 

-

1 

201 

12 

1 

51 

279 

91 

-

177 

28 

-

19 

314 

10 

1 

171 

350 

4 

-

199 

-

-

20 

388 

3 

-

-

111 

88 

-

166 

41 

-

7 

52 

20 

3 

-

366 

465 

-

819 

206. 

-

46 

100 

9 

67 

-

910 

471 

-

2273 

16 

1 

40 

253 

13 

11 

-

1544 

539 

58 

429 

1604 

150 

7 

833 

-

-

-

1437 

12 

43 

536 

1388 

158 

-

477 

-

-

-

1330 

2 

3 

1823 

514 

316 

-

817 

-

-

-

Total 602 705 1089 964 488 2070 4000 5164 4049 5008 

Rapport Annual, Tome I, 1979, p.35 . 



TABLE 8A 

NIGER: PROJECTED ANNUAL GROWTH RATE 

1977 - 1983 

Rainfed Areas: 

Irrigation: 

Mines: 

Energy: 

Modern Industry: 

FOR SELECTED SECTORS 

3.3 percent
 

3.0 percent
 

18.4 percent
 

23.4 percent
 

33.1 percent
 



TABLE 9 ANIMAL TRACTION MATERIALS, 1969-1979 

UNITS 

ANIMAL/MATERIAL 1969 1970 1971 1975 1976 1977 1978 1979 1980 

Pair of Cattle 110 181 629 496 486 878 2,107 2,805 
Single Ox - - - 84 621 26 - 2 
Donkeys - - - - - 183 190 177 

Cattle UCA - - - - 466 926 287 

DonkeyUCA - - - - - 214 86 2 

Cattle Carts 56 230 289 177 501 1,329] 1,833 2,279 

Donkey Carts - - - 15 118 673 919 1153 

Cattle Ploughs 25 - 190 89 264 * 928 1,251 1,633 

Donkey Hoes 5 10 - - - 250 713 134 

3 Tooth Cultivators 69 28 1 480 566 533 1,197 2,082 
5 Tooth Cultivators - - - - - 115 707 227 

Peanut Seeder (One Row) 39 13 157 91 149 434 809 474 

Ridge Ploughs 41 14 104 14 245 235 612 112 

Lifters/WeedingMachines 86 14 208 540 688 444 1.453 1.602 

Basic Packs 109 29 291 579 661 881 2,611 2,378 
Double Yokes 77 14 29 32 758 753 1,525 616 
Single Yokes - - - - - - 176 603 

Chains - Breast Harnesses 12 94 - 392 61 237 44 30 



TABLE 10 PRICE OF SELECTED CEREALS AND OF FERTILIZER, CFA/KG (OFFICIAL PRICES), NIGER
 

CEREALS 1970 1971 1972 1973 1974 1975 1976 1977 1978 1979 1980 1981 

Millet 18-10 15-10 12.5 25 25 25 25 30 40 40 50 50-75 

Sorghum 18-10 18-10 12-5 25 25 25 25 30 40 40 50 50-75 
(White) 

Sorghum 10 20 20 20 20 20 30 40 40 50 50 
(Red) 

Compeas 12 20 25 30 40 40 30 30 45 45 55 55 

Rice/Paddy 21.5 21.5 21.5 30 35 35 39 39 45 45 55 55 

FERTII!ZERS 

Ammoniim 18 k8 20 20 20 20 20 20 20 20 20 20 

Sulphote 

Uria 24 28 32 30 30 30 30 35 35 35 35 35 

15-15-15 20 22 25 25 25 25 25 30 30 30 30 30 

Super (Sim.) 18 19 20 20 20 20 20 20 20 20 20 20 

Super (Tri.) 24 28 36 30 30 30 30 30 30 30 30 30 

KCL 22 22 25 25 25 25 25 25 

F7. 



TABLE ii
 

NIGER: ANNUAL GOAL O PRODUCTION 0 CEREALS, 1979-1983
 

(Millet, Sorghum, Rice)
 

1979 1980 1981 1982 1983
 

MILLET
 

2,578 2,648 2,719 2,792 2,867
Area (000/ha) 

1,243 1,276 1,310 1,346 1,382
Total Production (O00/T) 


Yield (ha/kg) 482 482 482 482 482
 

SORGHUM
 

Area (000/ha) 600
 
Total Production (000/T) 292
 

..Yield (ha/kg) 456 486 486 486 486
 

Total Production (000/T) 1,535 1,568 1,602 1,638 1,674
 

1,305 1,333 1,362 1,392 1,423
Disposable (85Z of Prod.) 

(000/T) 

1,363 1,437
Estimated Food Needs (OO0/T) 1,327 1,399 1,470
 

-22 -30 -37 -45 -53
Food Equilibrium (000/T) 

(Sorghutm and Millet)
 

RICE (000/T) 23 47 54 61 68
 

Balance (000/T) +1 +17 +17 +16 +15
 
(Millet, Sorghum and Rice)
 

Source: Plan Quinquennal, 1979-83, Ministry of Planning, Book I, p.148.
 



TABLE 12 - NIGER: CEREALS PRODUCTION, NEED AND BALANCE, 1980 - 1981
 

- 1,157,349
Hypothesis I Sedentaries: 4,629,396 x 250 kg 


IPastoralists: 1,015,794 x 200 kg " 203,160
 
1,360,509 Tons
 

Hypothesis II Sedentaries: 4,782,9511
Hypotesisi Pastoralists: 862,239]
 

Hypothesis I Hypothesis I1
 

Niger's Population: 5,645,190 5,645,190
 

Cereals Need:(Tons): 1,360,509 1,368,186
 

Disposable Food: 1,488,538 1,488,538
 
(85% of Food)
 

+120,352
 

Excess (Surplus): +128,029 +120,352
 

NOTE: Food estimates cereals need per person per year at 180 kg. GON
 
estimates the same at 250 and 200 kg for sedentaries and pastoralists
 
respectively. Niger, therefore, certainly has had a surplus by FAO
 
estimates.
 

TABLE 12A NIGER: MILLET SEED DISTRIBUTION (In Tons) 

1978 1979 1980 

Total: 614 129 

Pz Kolo 136 114 

CIVT - 0.5 



TABLE 12B NIGER: CROP AREA, FIELD AND PRODUCTION IN 1980-81 

CROP CROP AREA YIELD TOTAL PRODUCTION 
(Ha) (Kg/Ha) (Tons) 

Millet 3,072,360 446 1,371,382 

Sorghum 768,313 494 379,838 

Cowpeas 1,105,100 235 260,037 

Groundnuts 169,475 594 100,672 

Rice 21,114 1,515 32,000 

Corn 12,360 658 8,805 

Fonio 3,400 753 2,560 



TABLE 13 

NIGER: RATES OF SUBSIDIES 

AGRICULTURAL INPUTS 

Agricultural Material 


Transport Material 


Fertilizer 


Pesticides 


Average Subsidy Rate 


FOR AGRICULTURAL INPUTS, 1978-79 

RATES OF SUBSIDIES 

76.522
 

48.81%
 

52.95%
 

58.72%
 

57.23%
 



TABL 	 14 NIGER: GOVMOWT .SUBSIDIZED PRICES 

FOR ACRICULTURAL INPUTS, 1980-81
 

CIA
I. 	Aaricultural Materials 


- Basic Pack and Chain Equipment 4,000
 

- "10" Plough Equipment 4,000
 

- "3 Tooth" Cultivator Equipment 3,000
 

- "5 Tooth" Cultivator Equipment 4,000
 

- Lifter/Weeding Machine Equipment 2,500 

- Ridge-Plough Equipment 2,500 

- Donkey Hoe 8,000 

- Monorow Seeder 12,000 

- Pneumatic Tire Donkey Carts 45,000 

- Pneumatic Tire Cattle Carts 65,000 

II. Fertilizer
 

- Urea 35 CFA/kg 

- Supertriple 30 CIA/kg 

- 15.15.15 30 CIA/kg 

- Supersimple 20 CFA/kg
 

- Amonium Sulfate 20 CFA/kg
 

20 CFA/kg
Nitrate 

- 14.23.12.6.2 35 CIA/kg 

111. 	Insecticide/Fungicide
 

- Proprothion Insecticide 600 CIA/liter
 

177 

http:15.15.15


TABLE 15 - TOTAL PRODUCTION OF MILLET AND SORGHUM, 1980-81 (Estimated)
 

Department 


Niger Total 


Niamey 


Dosso 


Tahoua 


Maradi 


Znder 


Diffa 


Millet 


1,371,382 


325,245 


244,450 


183,260 


303,418 


299,465 


15,544 


Diffa: 


15,544 

1,371,382 


Sorghum 


379,838 


42,200 


18,345 


111,850 


78,675 


96,398 


32,370 


Diffa: 


Total 


1,751,220 


367,443 


262,795 


295,110 


382,093 


395,863 


47,914 


Diffa:
 

32,370 91 47,914
 
379,838 -1,751,220
 

Disposable 85Z
 

1,488,538
 

312,327
 

223,376
 

250,844
 

324,779
 

336,485
 

40,727
 



TABLE 16 TOTAL CROP AREA, YIELD AND PRODUCTION, 1980  1981, BY DEPARTMENT FOR MILLET
 

Departments 


MILLET 

Niger Total 


Niamey 


Dosso 


Tahoua 


Maradi 


Znder 


Agadez 


Diffa 


Crop Area 


1978 


2,746,800 


820,600 


600,000 


315,200 


451,200 


530,000 


100 


29,700 


Diffa: 


29,700 


2,746,800 


1979 


2,922,085 


881,400 


603,000 


310,250 


514,900 


571,600 


75 


40,860 


Diffa: 


40,860 


2,922,085 


Yield (Kg/Ha) 


1978 


408 


362 


352 


500 


497 


427 


1,750 


225 


Diffa: 


225 


408 j 


1979 


430 


372 


364 


508 


468 


590 


1,733 


307 


Diffa.: 


307 


430 


Production (Tons)
 

1978 


1,122,735 


296,670 


211,230 


157,620 


224,210 


226,125 


175 


6,705 


Diffa: 


6,705 


1,122,735 


1979
 

1,255,153
 

327,510
 

219,250
 

161,805
 

241,180
 

292,720
 

130
 

12.558
 

Diffa: 

12 558 

1,255,153 



TABLE 
 17 TOTAL CROP 

Departments 

SORGHUM
 

Niger Total 


Niamey 


Dosso 


Tahoua 


Haradi 


Zinder 


Diffa 


1978 - 1979, BY DEPARTMENT,
AREA, YIELD AND PRODUCTION IN NIGER, 

Yield (Kg/Ha)Crop Area 

1979
1978
1979
1978 


489
466
795,860 716,660 


603 
 539

86,000 81,800 


381 
 343

56,000 54,450 


156,350 166,100 611 605 


244,300 234,300 370 349 


233,000 156,650 394 535 


1,000 932

20,210 23,360 


Diffa:
Diffa:
Diffa:
Diffa: 


1 2152 932
% 23360 32
20.210 

489 1912 


795,860 3 716,660 466 


FOR SORGHU1M 

Production 

1978 

371,220 


51,900 


21,350 


95,560 


90,480 


91,700 


20,230 


Diffa: 


20.230 5 

381,220 


(Tons) 

350.795
 

44,060
 

18,690
 

100,510
 

81,855
 

83,915
 

21,765
 

Diffa:
 

_21 765
 
350.795
 

1979 



TABLE 18 TOTAL CROP AREA YIELD AND PRODUCTION IN NIGER 1978 - 1979. BY DEPARTMENT FOR COWPEAS
 

Departments Crop Area Yield (Kg/Ha) Production (Tons)
 

1978 1979 1978 1979 1978 1979
 

COWPEAS
 

Niger Total 952,440 944,400 284 322 271,490 304,050
 

Niamey 221,000 218,000 180 268 40,000 58,360
 

Dosso 235,000 216,000 220 225 55,360 48,650
 

Tahoua 66,000 
 87,100 251 390 16,570 33,985
 

Maradi 213,700 219,800 318 322 68,020 70,875
 

Zinder 207,500 200,000 419 455 86,850 90,950
 

Diffa 9,240 3,500 508 351 4,690 1,280 

ASadez ..-


Diffa: Diffa: Diffa: Diffa: Diffa: Diffa:
 

9,240 3,500 508 351 40690 1280 
952,440 - 1 944,400 284" 179% - 109 271,490 - 22 304,050 



-- 

TABLE 19 POPULATION AND FOOD BALANCE IN NIGER BY DEPARTMENTS, 1980-81
 

(Hypothesis: 


Departments 


Niger Total 


Niamey 


Dosso 


Tahoua 


Maradi 


Zinder 


Diffa 


Agades 


Sedentaries - 4,629,396 x 250 kg - 1,157,3491. 1,360,509 Tons)1,015,794 x 200 kg -Eleveurs  203,160
 

Population 


5.645.190 


1,277,224 


770,720 


1,105,980 


1,050,477 


1,116,623 


185.691 


138,675 


Diffa: 


185.491 

5,6451903 


Food Need 

(Tons) 


1.360.509 


313,951 


190,703 


261,476 


257,086 


266,666 


42892 


27,735-


Diffa: 


42.892 

.
1,360,509 -

Disposable 

(852 of Production) 


(Tons)
 

1,488.538 


512,327 


223,376 


250,844 


324,779 


336,485 


0,727 


Diffa:
 

40.727
 
3%
32 1,488,538 


Surplus 

(Tons) 


299,592 

63,771 


32,673 


27,797 


79,980 


86,071 


9,300 


-

Deficit 

(Tons) 


171.563 


65,395 


-

38,429 


12,287 


16,252 


11,465 


27,735 


Balance
 
(Tons)
 

128,029
 

-1,624
 

+32,673
 

+32,673
 

+67,693
 

+69,819
 

-2,165
 

-27,735
 



TABLE 20 DISTRIBUTION OF SEEDS (TONS), 1978, 1979 - NIGER 

SEEDS Niamey Dosso Tahoua Maradi Zinder Diffa Agadez Total
1978 1979 1978 1979 1978 1979 
1978 1979 1978 1979 1978 1979 1978 1979 1978 1979
 

Millet 21.9 9.2 17.5 39,6 
 2.9 6,8 42.6 35.1 431.0 33.6 1.5 5.0 616.4 
129.3
 

Sorgbu3 0.6 0.7 12.9 0.9 3.1 
 9.8 0.5 0.5 2.3 1.2 - - - 13.7 18.8 

Cowpeas 43.9 22.5 128.5 104.2 1.9 22.6 14.3 
12.9 52.6 16.2 - 2.2 - - 241.2 160.6 

1.5 
DIFFA: Millet - 616.5 - .0025% (1978) 

5.0
Millet -129.3 - 4Z (1979) 

Cov~eas 160.6 :
Czpeas - 2.2 -

Sorgshm - 1.2 = 9Z (1978) 

C13.
 



ANNEX J 

SOCIAL ANALYSIS 

Table of Contents
 

Introduction
 

Part I Analysis of the Role of Cooperatives in Rural
 
Development in Niger
 

A. An Institutional Background of the UNCC 
B. Pre-drought History of the UNCC 
C. UNCC since 1970
 
D. Conclusion
 

Part II Socio-economio Factors in the Adaption of
 
Technical Innovations
 

Part III Conclusion
 

Praaces Steir 

Regional Anthrobologist 

Arril 1981 



--

2e
 

Akricaltural Production Support, one of two successor projects to
 

Niger Cereals Production, is an effort 
to improve delivery of several
 

national-level services regional productivity projects
to and through them 

to small farmers. Analyzing the social feasibility and social effects of 

institution-building projects is difficult because there are relatively 

few direct beneficiaries but many indirect beneficiaries, and because
 

the social costs of such areprograms only indirectly perceived. 

The social effects of national-level institution-building projects can 

be particularly hard to discern in a ciuntry like Niger because most of 

feet pass through other institutions- - the productivity projects 

before being felt at the local level. 

The productivity projects all depend on national institutions for 

agricultural research, for the training of managers and supervisors, and for 

some or all agricultural inputs. These projects generally wotk through 

the technical services of the Ministbre de D6veloppement Rural (MDR), and
 

depend heavily on the Union Nig~rienne do Credit at de Cooperation (UNCC) 

to establish cooperatives, extend production credit, market agricultural
 

products, and (since 1978) distribute agricultural inputs. The four compon

ents of the APS project are designed to increase several diverse aspects
 

of this national capacity. The components comprise: 

1. a national training center for field-level UNCC cadres -- the
 

Centre National de Formation de Coopdrative;
 

2. assistance to the Centrale d'Approvisionnement (CA) that procures
 

agricultural materials for UNCC and distributes them to cooperatives;
 



3.
 

6f manaqgrs and supervisors, and for some or all agri

cultural inputs. These projects generally
 

work through the technical services of the Ministere de
 

Developpement Rurale (MDR), and depend heavily on the
 

Union Nigerien de Credit et Cooperation (UNCC) to establish
 

cooperatives, extend production credit, market agri

cultural products, and (since 1978) distribute agri

cultural inputs. The four components of "ihePS pr je6ot ar de.gned
 

to increase several diverse aspects of this national
 

capacity. The components comprise:
 

1. a national training center for field-level UNCC
 

cadres--the Centre Nationale de Formation Cooperative;
 

2. assistance to the Centrale d'Approvisionnement
 

(CA) that procures agricultural materials for UNCC and
 

distributes them to cooperatives;
 

3. continued support for the Seed Multiplication
 

Centers; and
 

4. an extension support office, designed to serve
 

as a liaison between applied research (addressed princi

pally through the Niger Cereals Research project and
 

through INRAN) and the extension needs of Niger'a farmers
 

and as a resource center for the extension services.
 

Thus, the project principally seeks to help the
 

two technical services of MDR4UNCC and theAgriclture Servieo
 

-- that handle agricultural extension.
 



4.
 

3. 	 continued support for the Seed Multiplication Centers; and 

4. 	 an extension support office, designed to serve as a liaison 

between applied research (addressed principally through the 

Niger Cereals Research project and through INRAN) and the 

extension needs of Niger's farmers and as resource center for 

the 	extension services . 

Thus, the project principally seeks to help the two technical services 

of MDR -- UNCC and the Agriculture Service -- that handle agricultural 

extension. 

The 	recent Niger Agricultural Sector Assessment includes a comprehens

ive social analysis of agricultural production at the level of the far 

and at the level of the community (Sutter 1979), and describes the adminis

trative structure and function of UNCC in some detail (Kiser 1979). How 

ever, it does not include any analysis of the relationships between UNCC and 

community-level or district-level institutions, and those relationships 

have important influences on UNCC's effectiveness as an agent for agri 

cultural extension. One of the goals of this analysis will be to fill 

that gap. 

Another difficulty is that the social analysis does not discuss
 

whether the packages advocated by the productivity projects fit in with 

the needs and resouro.es of the farm families of different regions. There
 

exists a preliminary discussion of this problem for western Niger (Stier
 

1980) - -a marginal area for rainfed agriculture-- but not for the central 

and 	eastern regions. Whether or not the farm household can adapt to the
 

demands of the productivity products and animal traction equipment (and 

http:resouro.es
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vice versa) is a major determinant of the adoption rate of these institut

ions, which in turn, influence the infrastruoture of the CA of UNCC (USAID/ 

Nianey 1980:37). 

Evaluations of the Nigcr Cereals Production (NCP) project were concer

ned about the lack of data on the costs and economic benefits of animal 

traction (USAID/Nialey 1979:19) and of the production packages. There is 

also a recurrent concern that NCP had little to offer the farmer in terms 

of high-yielding millet and sorghum varieties that were resistent to 

drought and disease (Ibid:58). However, neither INRAN nor the productivity 

projects has done any comprehensive evaluation of how these innovations 

function on the farm. One of the reasons for this lack was that none of 

the productivity projects had a functioning evaluation until recently. 

Several projects have now established such units, which have been able to 

finish some observations.
 

Most of the productivity projects are now entering their second and
 

third phasest and there is now a large mass of experience with the packages
 

and products, and some of this material is suggestive, although inconclusive.
 

This paper will try to assemble a picture of how the technical packages
 

and animal traction have worked in three productivity projects -- Niamey 

Department Development (USAID), zinder 3-M (FED) and the Maradi project 

(IDA) -- and to discuss project estimates of adoption rates and compare 

them where possible, with project objectives and projections. 



6. 

ANALYSIS OF THE ROLE OF 

COOPERATIVES IN RURAL DEVELOPMENT IN NIGER 

An Institutional Background of UNCC - 1940 - 1970 

To get any sort of picture of how UNCC developed, it is necessary to 

flesh out the descriptive accounts with observational data. Both the 

descriptive and observational accounts show that UNCC's role in develop

ment was influenced both by irternal changes and by the other technical 

services engaged in rural development, particularly, Service d'Animation, 

and Service Agriculture. The best observational accounts we have are from 

Zinder Department in Southeastern Niger. 

The French credit institutions in the 1930s and 1940s, the Societds
 

de Prdvoyance, were closely associated with forced groundnut cultivation and with
 

coercive grain-storage quotas. They were replaced by Societis Mutuelles de 

Production Rurale (SMPR) during the 19508 (renamed Sooietds Mutuelles de 

Ddveloppement Rurale in 1958), which were managed 1r) an administrative 

council at the arrondissement level, which had considerable autonomy and 

was meant as a training ground for local leadership. 

In the case of Magaria, this council was dominated by the local chefs 

de canton and by the canton mobility (Collins 1975:252 ff). Left unsuper

vised, the Magaria council diverted funds meant for production loans to
 

their own pockets: in Magaria, in 1961, these diversions totalled well
 

over 4.5 million CFA.
 

The early administrative structure of UNCC was an effort to avoid 
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the abuses of the SXDRs: the central management was to provide close 

financial surveillance, and the banio organizations were formed at the 

village and canton levels (Collins 1975: 260 ff) rather than at the level 

of the arrondissement. There was to be tight central control of policy 

until local level units proved themselves. Thus, until 1964, local units
 

were directly responsible to the central headquarters of UNCC.
 

At the same time as it established UNCC, the GON was experimenting 

with efforts to promote economic development by sensitizing villagers to 

the need for change and involving the whole community in problem-solving 

(Charlick 1974:81 ff), Animation Rurale. The strategies of development 

were judged to be complementary.
 

On the local level, animation was seen as a way of fostering dialogue 

between farmers and bureaucrats. As villagers were trained in communications 

and auto-gestion (self-management), they were to band together in Rassamble

ments de Villages Animde (RVAs) that would be able to solve common problems 

democratically and serve as a locus of power outside the control of local 

elites.
 

The Animation Service had started work in Matameye in 1963, And the 

recruitment and training of village animateurs continued for about two 

years. Ab the end of that time, GON evaluators felt that animation had 

significantly altered peasant attitudes and that local aprticipation in the 

RVAs had created autonomous and politically effective assemblies. However,
 

the reports of animateurs showed that they met considerable resistence from
 

local elites until they started coordinating their work with those elites
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(which, of course, compromised their political efficacity). Animateurs
 

ultimately felt that the Service served as an auxiliary to UNCC and to 

the Service Agricole, and that it was often given the task of coordinating 

and facilitating the work of other technical services, to the detriment of 

its original political goals. 

From the time of its founding, UNCC was more involved in groundnut
 

marketing than in the agricultural development strategy described above. 

The S,.;PRs had gotten involved in groundnut marketing during 1956 as inter

mediaries between remote cantons that lacked private markets and the 

private trading forms, and had found the trad very profitable (Collins 

1975: 150 ff). When UNCC was established in 1962 its aims were to provide 

credit and production inputs to voluntary credit mutuals (groupements mutuel

le villageois) of farmers, artisans and businessmen. The small size of 

the credit mutuals was supposed to insure that peer pressure and community 

solidarity would serve as guarantee that loans would be repaid (Collins 

1975: 49, Conly 1979: I: 32). The decision to inv61ve the cooperatives in 

groundnut marketing was an effort to continue an activity that had been 

profitalle to the SMPRs.
 

In the early markets, the relationships among the producers, the 

weighers, and the management were identical to the relationships between
 

those roles in the private companies. The only operational difference between
 

the private and cooperative markets was in the ristourne, the end-of-season 

marketing dividend received by all producers who had purchased shares in the 

cooperative. 

During 1956-66, UNCC received a subsidy from the European Community 

)
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that enabled it to offer cooperative credit for animal traction equipment 

(Charlick 1974: 95). Although the SMDRs had allotted disproportionate 

amounts of credit to prominent "progressive farmers", the credit mutuals 

under UNCC were able to extend credit on more equal terms to all members. 

However, there continued to be difficulties over repayments for loans: 

peer pressure was not sufficient to guarantee the loans. 

The harvest of 1965 was poor and debtors fell further behind in 

payments; on top of that, GON's fall 1966 budget iut UNCC's operating
 

budget by 40 %. Increased fiscal pressure and low repsyments rates made 

UNCC re-assess its strategy for community development. UNCC announced a 

shift to a nouveau systeme, which emphasized the cooperative, a union of 

CMVs, and gave the cooperative responsibility for running the groundnut
 

markets. Much of this strategy was the work of Guy Bellocle, of the
 

Institut de Recherohes et d'Applications des Methodes de Developpement
 

(IRAM). Belloncle's strategy bored on the following assumptions about the
 

rural communities of Niger (Bellonde 1978: 265-276):
 

1. 	 That innovation and initiative existed in traditional societies, 

and that they could best be released through explanation and instruct

ion in concrete and accessible terms, through dialogue, and through 

increased responsibility. 

2. 	 That there was little or no social or economic differentiation 

within most Nigerien villages, and that only a small number of large 

merchants had economic interests that diverged from the interests of 

the masses. 

3. 	 That community decision-making was profoundly egalitarian and 

solidly based on consensus, and that individual authority seldom or 
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never existed without unanimous support of the assemblage of interested
 

heads of household.
 

Thus, Belloncle felt that the cooperative movement should base itself
 

firmly on traditional structures, and that the reaon earlier cooperative 

movements had failed was that they had based themselves on individual member

ship rather than on the membership of collectivities-villages. Since public 

funds and trained personnel were scarce, rural communities should take on the 

tasks of managing and regulating groundnut markets and would ultimately aso 

cumulate a capital fund from the market revenue (Collins 1975: 274-75). 

Self-run cooperative markets would serve as a training ground and as a source 

of revenue for development, !mdprofessional cadres would be released for 

teaching and for agricultural extension. 

Before explaining how this system worked in practice, it seems worth

while to try to strainMen out what units were called and how the termin

ology has changed since 1966. One difficulty is that the cooperative cor 

respondence between cooperative and edministrative/units (quartiers, village,
 

center) varieo with geographical region. For the groundnut geographical area,
 

the equivalents are as follows: the groundnut markets are located in towns
 

with major markets. Before 1971, the markets were called cooperatives;
 

between 1971-1981 these were called Associations Locales de Cooperatives 

(ALCs), and now UNCC (inscrutably) wants to call them Unions Locales de Co

operatives (ULCs). Within the markets, each local group of producers from 

neighboring villages was supposed to have its own weigher and scale. This
 

unit was called a section before 1971; it is now called a cooperative, and
 

comprises several Groupements Mutuels Villageoises.
 

I 
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The GMV was suppoL;ed to roveiw all requeuts a'or oredit and was held 

collectively responsible for all debts of its members. Bad debts were 

deducted from the ristourne before it was divided and distributed. Bel

loncle thought this system worked very well, he noted that in Matameye the non-Psym 

ent rate had dropped from 25 i in 1966 to 3 % in 1967 (1978: 233). Later observers 

disagreed with Belloncle. In the literature on Nigerien cooperativea, 

one of the central questions was whether cooperative markets reduced the 

producer's risk of being cherted, and distributed benefits equitably, or
 

whether they worked to the adventage of local elites. In both cooperative
 

and private markets, the person who weighed the peasants peanuts and paid 

for them had considerable power, since farmers could not easily read the 

scales or calculate the price they should get. The offioe of weigher -

how it worked and who filled it -- has gotten a lot of attention -- and 

has served as 2 case-in-point for a study of who gained and who lost in the 

cooperative system. 

Before the establishment of cooperative nrkets, authorities had tried 

to reduce fraud in the market by increasing the number of markets and the 

number of days groundnuts iere purchased (to reduce crowding), by stationing 

police and agricultural agents and by restricting the number of weighers and 

their transfer from one narket to another (Collins 1975: 166-184). In private 

markets, weighers received a commission of 640 CFA/ton, and used several 

non-price mechanisms to attract sellers: gifts of money, kinship ties or 

friendship, or financing intermediary buyers who travel to remote hamlets 

and transport groundnuts to a central market (Collins 1975: 322). The last 

strategy, especially, required large advances from the purchasing company; 

weighers in private markets earned large icomes, but also ran the risk of 
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ending the season deep in debt. This dobt, howover, was often either car

ried over to the next year ot forgiven: it was seldom, if ever, punished. 

The cooperative markets sought to reduce the problem of fraud by 

having weighers elected by the cooperative, by establishing the post of 

serkin fage (observer), and, finally, by much closer financial surveillance 

over weighers. 

The most im:portant official check on weighers was the Market Chief 

(serkin Kasura) - an individual from the cooperative who had received 

considerable training from both UNCC and animation. In theory, the position 

was an elected one, but the district representitives of UNCC and of Animation
 

Rurale often influenced the choice. In the cooperatives Collins observed,
 

the same individual had held the post continuously since the post was
 

established (1975: 349). 

The commission was much lower for cooperative weighers (125 CFA/ton),
 

and the penalties for fraud were much greater where the fraud involved debts
 

to the UNCC. (Collins 1975: 327). Where unable to collect debts from a
 

weigher, UNCC deducted from the community's ristourne (Belloncle 19781 33).
 

Where a weigher owed money to the oomriunity, however t UNCC seldom intervened. 

A comparison of the actual expenses and gains of private and cooperative
 

weighers showed that the expenses of cooperative weighers were less than those 

or private weighers, since there were no gifts tD producers, no need to 

finance intermediary buyers, and lower expenses for assistants. At the end 

of 196-70, for a sample of 1agaria markets median net profit for cooperative 

weighers was 49,COO CFA - for four months work - compared to 71,550 CFA for 

private buyers. The average net producer income from groundnuts was 

roughly 8,000 CFA (Collins 1975; 333).
 

-i!
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Who was being elected as weigher? A survey of four cooperative in 

Magaria showed - not ourprizingly - that weighers had always held tradition

al or elected officer and that many elected weighers had previously been 

weighers for private buyers or for UNCC. In some casess especially where 

a market was located in the seat of a chef de conton, weighers were chosen
 

from the chief's traditional clients within the canton nobility. In cases 

where the market included parts of several cantons, weighers were some

times selected from non-aristocrats-traders, clients of Service d'Animation, 

and men who had wo:.ked with Service Agricole (Charlick 1974: 303-4, Collins 

1975: 284 ff). Charlick called the second, non-noble, group of weighers 

the " new influentials ". 

UNCC field agents (many of them Peace Corps Volunteers), and observers 

in the field found that cooperatives re-organized un er the nouveau systeme 

were not functioning as expected. For example, one community had a weigher 

whose incompetence had wiped out the end-of-season dividend, but the com

munity continued to re-elect him (Charlick 1974: 300). In general, elections 

very often reconfirmed incumbents (Collins 1975: 346-7), although occasionally 

villages or cantons successfully placed 2 favotite son. Purchases of support
 

were common.
 

Where UNCC field agents found themselves criticized by local authorities
 

over education programs, over personally supervising the work of market
 

officers, orcver the financial well-being of the cooperatives, the agents
 

had the full support of their supervisors. However, in cases where the
 

agents tried to intervene in elections, they usually found themselves stand

ing alone (Collins 1975: 290-293).
 

1. 



14.
 

Pre-drought history of the UNCC - analysis 

If we stop at ask why rural animation and cooperative organization 

failed to trigger economic development in pilot areas of Niger in the 

years before the drought, we end up with two explanations. The first is 

large-scale: Niger lacked technical knowledge about how to raise agri

cultural productivity and the resources the GON committed to rural develop

ment-event for the pilot areas - were far too small for the task. The 

second explanation is far more small-scale: there were several serious 

mistakes in Belloncle's convictions about the social organization of 

Nigerien villages, and these distortions had serious consequences for the 

funotioning of cooperatives in Niger (Collins 1975: 284 ff). 

The first of these is in the nature of the village: Belloole's view 

and-indeed, that of many development planners- had been that villages are 

cohesive, homogenous, and enfolded in social solidarity, and have assumed 

that the village would be able to effectively guarantee that individuals 

who received production loans from cooperatives would return them. Before 

1966, membership in credit mutuals had been voluntary, and the size had 

been sharply limited. With the now system, the size of credit mutuals had 

been greatly expanded, and membership was compulsory for those who market peanuts 

through the cooperative markets. Charlick felt that especially after 1968

69 when the UNCC withdraw most of its agents because of funding shortages-

production loans had gone predominantly to high-status individuals. When 

many of these debtors were unable to repay the loans, villages found them

selves involved in political conflicts they were unable to resolve, with the 

result that village authoritios were discredited without a means of re 

placing them ( Charlick 1974:310 - 312). 

/
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The second concerrs oconozdo and political egalitarianism. It
 

does not seem to be the case in the cooperatives that have received
 

close scrutiny - admittedly not a nation-wide sample - that elected office 

is equally open to all members, and producers did not seem to feel that 

they themselves controlled the cooperative markets. For example, when 

Collins asked a group of Magaria producers how they would react if they
 

suspected that the weight a weigher announced was less than the actual
 

weight (which they had estimated at home by traditional volume measures),
 

producers selling in the cooperative were no more likely than producers
 

selling in the private-market to thikk that the weigher would change the 

weight without being forced to (about 1/3 in both groups). In the case 

of short-changing, the producers as a whole were more optimistic about get

ting money than in the case of weighing, but producers selling in private 

markets were significantly more apt to think they would be paid the money 

than producers who sold in cooperative markets (Collins 1975: 358). 

UNCC since 1970
 

For the years after 1970, we have far more complete quantitative data
 

from UNCC on the scale of its operationsand we begin to have substantial
 

reports from the productivity projects, toward the end of that time. Un

fortunately, we have relatively little information based on observation that 

deals with how UNCC functions at the local level. Qaan's work was mainly 

in training, planning, and policy, rather then evaluation (1976,1980). 

However, the last decade has seen a real reassessment of priorities 

on the part of the GON, and several promising sorts of changes in policy 

toward rural agriculturalists, and toward cooperatives. It is likely that 



16.
 

there have also been some changes in how cooperatives work on the ground,
 

but 	we have only very scetohy accounts. This section will discuss changes
 

over time in the allocation of production cr,:dit, will discuss credit within
 

the 	productivity projects, and will discuss recent changes in the legal base 

of cooperatives and the implications of those changes. 

Credit 

Table I shows the evolution of production loans from CNCA since 1968, 

broken down by type. During this time, CNCA (through UNCC) made four types 

of loans (Quam 1976: 40-41): 

1. 	 short-term collective: six to twelve-month loans for GMVs to 

finance seeds, fertilizers, and insecticide. 

2. short-term individual: six to twelve-month loans, available only 

to individuals with a regular (i.e. salaried) income. There were 

apparently many cases of using these loans for non-agricultural 

purposes. The interest rates were increased in 1975, and all loans 

to individuals were said to cease in 1977 (Conly 1979: II: 52). How

ever, individual loans are now made to graduates of CPT's (Centres 

de Perfectionnement Techniques), CPRs (Centres de Promotion Rurale)
 

and CF3A (Centres de Formation de Jeunes Agricoles) to by animal 

traction equipment. 

3. 	Medium term collective loans: 1P months to 5 years. Most commonly 

given to GEIVs to purchase animal traction equipment and to establish 

orchards. 

4. 	 Medium term loans to individuals: 18 months to 5 years, guaranted by 30% 

of assetis - for agricultural businesses, i.g. ranches and plantation 

oimers e.g. equipping vegetable gardens and orchards, etc. 
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What is striking during the years aftor the withdrawal of UNCC cadres 

is the increase in medium-term individual loans, which comprised 15.2 % of 

total production loans in 1968-69 and 51.7 % in 1973 ( a 27-fold increase 

in amount). During this period medium-term collective loans to GMVs fell 

from 2.5 % of all production loans to 1.9 % of all production loans. What 

these loans were being used for is not entirely clear. As noted above,
 

individual loans were suppressed in 1977, but that type of loan then started
 

to be used to equip graduates of the farmer-training centers.
 

We have very little information on the persons within the G1iVs who are 

receiving credit and on the effect of socio-economic status on the repayment
 

rate, but from scattered data on the productivity projects and from interviews 

it is possible to assemble at least a partial picture. In all of the projects,
 

different categories of farmers are given different priorities in receiving
 

credit and agricultural inputs t and there is some evidence that the far'ers 

elected is demonstrators and elected for intensive training, who get priority 

for credit t tend to be the relatively well-off (e.g. to have larger then average 

farms). 

In Zinder, within the 3-M project, there are three sorts of farmers 

selected from within the CMV. Early in the project, auto-encadrement (self

help) had meant that each GMV elected a Paysan Demonstrateur Agricole (PDA) 

who was responsible for field demonstrations, but who received no salary and
 

(often) no inputs. After a year the PDAs for a cooperative elected an Auxilaire 

de Vulgarization (AV), who received a salary, some short-term training at the 

ALC, and who expected to spend 15-20 days a month on extension work (Charlick
 

1974: 10 ff). One difficulty with the system was that AVs tended to work only
 

with PDAs, rather than directly with farmers. Another difficulty was that 



18.
 

neither AVs nor PDAs had sufficient training in the methods they were 

promulgating. At present, anyone who wants can volunteer to be a PDA, 

and all GMVs have at least two. 

As an alternative to auto-encadrement, the 3M project started con

oentrating on the training of Jeunea Agricoles (again, elected by the Co

operative) at Centres do Perfectionnement Techniques (CPTs). For animal 

traction equipment, in short supply, (and for credit for the equipment), 

the JAs are given priority over other applicants: for most other farmers 

UNCC has required that purchases be paid in cash since about 1971, and 
Y 

farmers in the S-M zone complained bitterly the lack of credit (Charliok 

1974: 9).
 

Table 2 shows average sizes of exploitation for PDAs, AVs, and JAs, 

and compares them to average exploitation sizes from 1979 and 1980 surveys 

of the project zone. The figures should ba treated with some caution, since
 

they come from paced-out estimated areas rather than average cultivated area 

per exploitation compared with area per exploitation of GMV extension re

presentatives.
 

A. Niamey - Projet Produotivit6 

General Survey CPT Trainees
 

Total area (ha) area/worker Total area area/worker
 

Ouallam ... 2.56 4.981.70 4.88 

Filingue... 3.45 2.16 7.69 3.34 

Niamey .... 3.69 2.29 7.80 4.68 

Source: Preliminary data from 1979 survey of project zone Wagner 1980. 



19.
 

. 3-M Project, Zinder-area of exploitation in ha. 

Paysan do-

General Survey monatrateur, AV JA 

(1979) (1980) agricole 

Mirriah ..... 4.80 3.13 6.57 7.85 6.07 

Matameye *... 1.93 2.54 5.93 6.76 6.77 

Magaria ..... 3.93 3.08 7.53 6.49 8.79 

Source: 	 GON Departemnt de Zinder 1979 

GON Department de Znder 1980 

from actual measurement with a tape and compass (Sutter 1979: 25 ff) gives 

average cultivated area/per one Matameye village farm as 7.4 ha, If we are 

willing to assume that the errors of measurement are the same for the ex

tension representitives as for the general survey, it appears that the fai.n 

sizes of PDAs, AVa, JAs, are considerably larger than the average. Charlick 

(1974: 10) had left that the PDAs and AVs tended to come frcm among village 

notables or their close clients; and project staff we talked to noted that 

JAs tended to come from the "grandes familles" of the villages and that AVs were 

usually serkin some - big producers. When the 1979 enquete d'opinion asked 

a sample of household heads about the PDA of the village, in 12.7 %of responses 

the PDA himself was village chief, and in 402 % of cases he was a close relative 

(parent) of the village chief. (GON, Department de Zinder 1980:99) 

For Maradi, the system of extension is similar: Vulgarisateurs are given 

9 months training at the CFJA (Centre de Formation de Jeunes Agricoles) and 

are paid a salary, and charged (among other duties) with the maintenance of 

0.5 ha of demonstration plots which they are expected to use the four principle
 

technical themes. Trainees at the Centres de Promotion Rurale receive
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8 - 9 months training in the use./selected seedg fertilizer, and insecticides 

with animal traction equipment; after their return to their village of 

origin, they are askod only to as an example toserve others. Average farm 

size in Maradi is about 5.44 ha in the north atil 5.33 ha in the southern
 

part of the project zone (IBRD 1980: 11) those admitted to the CPRs are sup

posed 
 to have at least 5-6 ha available to them. There are no measurements 

available for the actual sizes of farms cultivated by those who enter the CPRs. 

The Projet Produotivity Niamey relies on paid aidas-encadreurs and on 

unpaid paysans-demonstrateurs for the cultivation of demonstration plots, 

and trains couples on a set of Centres de Perfeotionnement Techniques in the 

use of animal traction. This year, the project direction became concerned 

about the suitability of the farms of CPT stagiaires for ex-drawn animal 

traction, and began last yeari to measure the farms of CPT stagiaires before 

issuing them equipment. Table 2 shows priority for all agricultural inputs. 

The cultivated area of farms owned by CPT candidatess it is clearly larger 

than that measured by a project-wide survey of farms in 1979, for all three 

arrondissements. CPT candidates distributedare given the project 

zone at a density of one per A.L.C.
 

When samples of farmers in the 3-M project were asked if they had ever
 

had an agricultural loan, 79 replied that they had. The overwhelming major

ity of these loans were for seed (79.3 %)1 other uses were for fertilizer 

(13.7 %), for traction equipment (2.7 ), or for animals (4. 3%). In ad

dition, roughly half of respondents had at one time or another borrowed 'or
 

grain from a mechant. (GON, Department de Zinder, 1980: 100). 

Credit from UNCCdoes liLtle to help households through the soudure
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period just before harvest, where grain stores are low, and it is during that 

time that most households get into debt. Sutter (1979: 49-57) discusses this prob
 

lem in some detail: while some households can usually assure themselves stocks 

of grain to last from one harvest to the next, other households find themselves 

forced to borrow during the soudure or, in some oases, to work on the fields
 

of others (leaving their own incompletely weeded). One very common strategy 

is to borrow the maximum possible peanut seed loan at the start of the growing 

season, sell the peanuts for consumption needs, and then plant just enough 

to repay the loan, plus interest, formerly 50 2o, now reduced to 25 %. (Sut

ter 1979: 17). 

In Maradi, during the 1979-80 season, repayment rates for seed loans
 

were far lower (48 %) than for short term (76 % recovery), or medium term 

(93 recovery), and UNCC attributed the areas to influential individuals who 

hoped their debts would be cancelled by the State. (GON, MDR, Projet. de Develope

ment Rural de Maradi 1981: 82-3). UNCC had been finding this problem nation

wide, and had started using the chefs de canton as collection agents, and
 

paying them a 10 % reward for the arrears they brought in. (GON, UNCC, 1979: 

31 - 32). 

Two recent laws (Ordonnance No. 78-19 12 0ot. 1978 and Decret No. 79-05 

of 18 Janvier 1979) have set off a reorganization of the cooperative system. 

These provided that a GMV could constitute a quartier of a village as well 

as the village itself (in oases where the village included more than 100 heads 

of household), and tried to bring the cooperative bounderies into accord 

with those of the canton. The idea was that by bringing cooperative structures 

into closer accord with traditional structures1 the coops would find themselves 

better enclosed with social solidarity. 

/ 
<p7
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D. Conclusion
 

Although the actual performanoe of cooperatives is providing services
 

to rural villages has been mixed 
 I the record is one of continuing efforts 

by the GON and UNCC to make cooperatives equitable and effective. The dilemma 

at the village level is that cooperatives cannot become truly effective with 

the support of the local power structure but obtaining that support increases 

the likel~hood that the already privileged members of the population will 

receive a disproportionate share of the benefits. In recent years it ap -

pears that the extent and severity of all uses has diminished. In the long-
A 

run, it is clear that the objectives of the cooperative movement are desirable
 

and in some ways essential to the achievement of sustained rural development.
 

The cooperative training program will contribute to making cooperative more
 

effective by improving the qualification of UNCC staff and increasing the 

capacity of locally elected officials to manage their own cooperatives.
 

Expeeee to date, however, indicates that this will not astomatically result 

in the increased provision of benefits to members on an equitable basis. This 

will require continuous monitoring, some of which should be provided for under 

this project.
 

SOCIO-ECONOMIC FACTORS IN THE 

ADOPTION OF TECHNICAL INNOVATIONS 

The ultimate impact of three components of the APS project, - -agricultural 

extension, input distribution and seed multiplication -- is directly dependent 

on the acceptability of the available technical package at the farm level. 

This part of the social analysis discusses the experience of the major product

ivitd projects with adoption rates and analysis the socio-economic reasons why 

recommended practices have not been adopted at a faster rate. 
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One difficulty in evaluating the effects of productivity projects on
 

the agricultural techniques of the small farmer is 
 that substantial amounts
 

of tuchnical change occur even where 
 recent governmental interventions have
 

been minor. For example: irrigation techniques in the Hausa areas dates back
 

at level to the 18th century, when Sose baki chiefs actively promoted it
 

(Saunders 1980: 
 5) One of the recent Sahelian Social Development Papers
 

(Netting et al. 1980: 363 - 370).discussed in detail the factors that lead
 

to labor intensification among Nigerian Hausa farmers. 
Chief among these was
 

population pressure: comparison of villages in northern Zaria showed that as
 

population density increased 
and land became scarce, application of organic
 

fertilizer per hectare increased as 
 did total labor input per hectare (for 

both dune cultivation and for cultivation in low-lying areas). 

Land tenure arrarZ'ements change (in practice, if not in law) as land 

becomes more scarce: the village head has less land to allocate to immigrants, 

tenure becomes individualizes the proportion of land that is acquired by 

purchase increases, and the price of land rises (Netting et al. 1980: 364). 

Economic inequality among farmers tends to increase. 

Many of the same processes are evident among Nigerien Hausa. For example, 

Charlick thought in 1969-1970 that land was plentiful in Matameye (1974: 224 ff):
 

pawning land was uncommon, sharecropping was unknown, anO there were no landless
 

households in this zone. Manuring was rare 
 (in part because farmers who
 

owned cattle often sent them north during the agricultural season), and observed 

land prices were low. However, even at that time, 46 
 per cent of respondents 

reported that they were cultivating land oontinuously rather than periodically 

letting it lie fallow. 

In 1975, serial photographs of Matameye arrondissement showed that
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84.3 % of arable land was under cultivation, and that fallow land comprised 

14. 5 %. For Magaria, in contrast, 41 % of land was in fallow (however, these 

estimates of cultivated area may be too low, Eager 1980: 9). In 1976, almost 

half of the men Charlick interviewed said they lacked sufficient land for 

their families' needs. The proportion of respondent5who had no fallow land 

at all had risen to 60 %. Land sales had risen sharply during the drought: 

Ii%respondents had sold land in 1975 or 1976, usually to pay taxes. Another 

6 5 had pawned land during this time (Charliok 1979). 

Zinder$ 3-14 and before
 

F6r the Zinder region, two sources of data are available on farmer's 

adoption of new agricultural practices: a panel study by Charlick of 137 

farmers from four villages of southern Zinder over the period 1970-76, and 

surveys carried out in the 3-M project area during 1978-79. 

In the 1969-70 study Charliok divided farm innovations into two categories: 

(i)those designed to improve the cultivation of rain-fed crops and (2)small

scale irrigated cultivation techniques. 

Most of the inputs to group (I) innovations were subsid.zed by the GON
 

or FED and credit was available from them through UNCC. Inputs for group
 

(2) innovations were not generally being distributed by the Agricultural 

Service. Table 3 showed the prevalence of these innovations. Most of these 

inputs were available through agricultural agents or in the open market 

(in Niger or Nigeria). Indeed, almost 1/4 of farmers who owned animal 

traction equipment had purchased it from private merchants. 
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Table 3: Adoption of Agricultural Innovations 

in Four Hausa Villeges 

1970 
4 illages with Villages with 
extensive gov- little govern

ernffinent contact ment contact 

Field Innovations 

Ever use chemical fertilizer 26.0 0 

Used seed dressings two or more times 77.9 60.0 

E'ver use or own ox-drawn equipment 25.0 5.7 

Garden Innovations 

Cultivates garden 64.9 71.4 

Cultivates non-traditional crops (Index) 
(mean score)* 1.0 0.7 

Use garden fertilizer 18.3 2.9
 

Garden income (all villages combined) 5.000 OFA
 

Source: Charlick ( 1974: 402 ) 

Traditional crbpo: manioc, henne, kabaiwa, (Cuourbita pepo), tobaoco, and 

tomatoes. For crops other than these: one or two nontraditional crops 

scored I ; three or more nontraditional crops scored 2. 

d /1 
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By the 1973-74 growing season, no farmers were using fertilizer on rainfall

dependent orops, probably due to poor rainfall for several years, and 12 

were using chemical fertilizer on on irrigated gardens. Most farmers continued 

to use seed dressings. A small number of farmers -- 8 -- had used animal 

traction equipment during 1972-73 and it was almost always the ox-drawn carts 

that were used. Farmers were most interested in using the cultivation equip

ment on heavier bas-fond soils and in gardens. 

By 1976, the 3--M project had gotten undervay in Zinder, using farmers 

elected by un4Vs as extension agents (autoenoadrement). 

Fertilizer use had increased oonsideral-ly by 1976: 34 of farmers had 

used it during the past two years (Charlick 1977: 8). The vast majority (85) 

of these users had bought it from private sources, and the most common use was 

on sugar cane. However, 45 of fertilizer users applied it to other crops: , 

peanuts (25 ), millet (20 or all crops (10 ). The small amounts bought-

less than two bags per user -- suggest that use on field crops was not coi.mon. 

Iost farmers (57.1 ) had tried one or more of the seed varieties over the past 

two years. Of these, the vast majority have adopted the now coupea variety 

(TN 88-63 ), and 30 had tried the millet P 3Nolo. The number uho had owned 

or used animal traction equipment in the last two years had fallen slightly 

since 1970 (5.4 ). 

The proportion of persons owning a garden had increased very slightly, 

but the average earnings had risen substantially, from 5.000 to 24.000 CFA/ 

year, principally due to a large rise in profits to a small number (10 ) of 

gardeners with sales over 50,000 CFA. 
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In 1970, almost 25 of respondents had isever seen an agricultural agent,
 

and by 1974 that figure had risen (Charliok 1977: 12). However, Charlick
 

found in 1976 that peasants were far more in contact with agricultural agents 

(only 17 reported never having seen one). More reported receiving advice
 

from agents (65 ) and an overwhelming proportion (85 ) felt that agricultural
 

agents were helping them with farm problems (Charlick 1977: 12).
 

The technical package recommended by the 3-M project includes the field
 

innovations discussed above: fertilizer application, seed dressing and use of
 

animal traction equipment - - plus several other elements: (1)use of improve)
 

seed varieties: (2)increased densities and pure stands of crops as follows:
 

Millet 10,000 stands per ha 
"Sorghum 12,000 " " 
" Peanuts 100,000 " " 

Niebe 55,000 " " of 

(3)application of very heavy doses of crushed Tahoua phosphate (300 kg/ha),
 

Super-simple (200 kg/ha) or Super-triple (150 kg/ha).
 

The project staff divided these recommendations into two groups:
 

"thbmes techniques l~gers", which could be carried out without heavy additional
 

investment, and techniques that required animal traction. The thbmes tech

niques l~gers included: pure stands rather than association, use of fungicide
 

seed dressings, and fertilizer use. Table 4 shows the results of surveys of
 

farms in the project zone, in 1978 or 1979. It is obvious that relatively
 

little area was planted to pure stands in 1978 or 1979 and that the area
 

planted to pure stands declined during that period. Much of this decline was
 

due to problems in 1978 with aphids (on peanut crops, 30 - 70 decline) and
 

with grasshoppers on cereals (responsible for a 10-20 decrease in yield, GON
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Table 4: Use of "Light" Technical Themesp Project 3-M
 

1978 1979 

Pure stands ( % of area) 18.8 L 9.0 % 

Use of fungicide seed drassing 78.2 % 71.4 % 

Use of nitrogen fertilizer 15.2 % 15.1 % 

Use of phosphated fertilizer 21.2 % 31.9 % 

Use of manure - 80.0% 

Use of selected seed - 68.0 % 

Source: (GON Zinder 1980; 187,97)
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Dept. of Zinder 1979: 72-73): the insect attacks seem to have been more 

serious on pure stands than on mixed stands . 

Density racominendations have also met resistance : the actual plant

ing densities farmers use (see table 5) are far lower than those agronomists 

have been recomr,,ending. In part, this is probably due to variation in 

soils and terrain-- agronomists were probably working with fertile, well

watered soile, while farmers are taking factors like degree of manuring, 

moisture content, and location (drainage) into consideration. In part, the 

discrepancy may be because of labor time: work goes faster on les dense 

plantings and farmers are often trying to maximize yields per agricultural 

worker rather than yield per hectare. 

Fungicide use was roughly the same as Obarliok had found 8 years 

before: the decrease in use between 1978 and 1979 is 'stly due to a de 

crease in cultivated area for peanuts. Fertilizer use varies considerably 

between arrondissements. In Magaria (GON Zinder 1979: 97) the decrease in 

use of phosphatized fertilizer is due to a deoreasearea being planted to
 

peanuts. The use of urea, phosphatized fertilizer, and manure is far more 

common in Matameye than elsewhere in Zinder: this is probably related to 

greater population pressure on land:cultivated area per capita is 0.47 in 

Mlatameye, compared with 0.77 for Mirriah and 0.74 in Magaria. 

Table 5 shows yields for farmers adopting part or all of the technical 

package and compares them to yields from traditional methods. For all crops, 

adopters' yields are higher in Matameye than elsewhere. 

Table 6 shows proportions of farms owning agricultural equipment and the 

proportion of equipment showing heavy wear. The donkey-drawn equipment and 

the buttoir are
 

4 C\J 
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Table 5: Cultivated Area and Planting Density, 1978, by crop 

Pure Associated Associated -Pure 

area (ha) area (ha) density density 

Millet 0.14 1.41 3,210 4,868 

Araohide 0.08 0.12 36,796 43,603 

Sorghum 0.04 0.83 2,148 5,005 

Niebe 0.01 0.32 I,164 4,547 

Table 5: 	Comparison of average yields of adopters and traditional oultivators: 

3-M project, 1979. 

Millet 	 Sorghum Peanuts Cowpeas 

9434 	 4* 4 

0 0 	 0 09 0 0 
44A


02 	 0 

+3 	 4z 4) 41 4) 

Matameye 671 472 +29,7 500 363 +27.4 528 354 +33.0 447 1.231 +48.3 

Magaria 518 473 +2,51 460 281 +38.9 421 324 +23.0 282 181 +35,3 

Mirriah 561 397 +25.2 492 293 +40.4 351 323 + 8.0 338 187 +43.3 

Pro jet

"3-14" 583 417 +23.3 484 312 +35.5 433 334 +22.9 353 200 +43.3 

Source: 	 GON, Departement de Zinder, 1979: 50 



31.
 

Table 4: Agricultural Equipment Ownership and Condition
 
- Per Cent of Farms Owning
 

Mirriah Matamve Magaria Project
 

Semoir 3.2% 21.2% 2.3% 7.1
 
(0) (0) (0) (0)
 

Donkey cart 0.1% 5.3% 1.1% 1.9%
 
(0) (0) (50%) (14.3%)
 

Rayonneur 11.6% 18.6% 23.4% 17.5%
 
(13.6%) (14.3%) (26.8%) (20.2%)
 

Peanut-lifter- 4.7% 15.9% 3.4% 6.9%
 
weeder (11.1%) (5.5%) (0) (6.1%)
 

Donkey-hoe 0.2% 6.2% 0.6% 1.9%
 
(0) (42.9%) (0) (33.3%)
 

Buttoir 1.6% 0 2.3% 1.5%
 
(33.3%) (0) (0) (12.5%)
 

Plow 3.7% 15.0% 6.3% 7.3%
 
(0) (5.9%) (0%) (2.9%)
 

Ox cart 8.4% 24.8% 9.1% 12.5%
 
(12.5%) (10.7%) (6.2%) (10.0%)
 

Canadian 5.3% 8.0% 5.1% 6.0%
 

(multicultivator) (20%) (22.2%) (0) (13.8%)
 

* % of equipment showing heavy use 

/
 



32. 
relatively new introductions, but those that are on the farm have been
 

much used. 'Te most common pieces of equipment are the rayonneurs, ox

carts, plows, lifter-weeders, and seeders.
 

Farmers in Matameye have far more equipment than farmers of other ar

rondissements. This is probably connected both witl 
 overall higher yields
 

in Matameye and possibly with 
a less egalitarian distribution of land. Al

most certainly, however, it is also connected with a greater concentration 

of extensicn resources: Farmers in Matameye were far more likely to have a 
JA (CPT graduate) in their village 	than farmers olsewhere and they were more 
likely to say 	that their PDA's organized meetings in their fields, kept fields
 

better since getting training and were more likely to agree to work with him 

than farmers elsewhere (GON, Departement de Zinder 1980: 99-100). 

Maradi project 

The technical package advocated by the extension staff of the Maradi 

project varies only slightly from the package used in Zinder (GON, Maradi 

1980: 69-70). 

a) Theme 1: use of improved seed 

Millet P3 Kolo and CIVT-II 

Sorghum L.30 (lowland) 

Corn KoloP3 

Arachide 47-16 for extreme south; 55-437 elsewhere 

Niebe TN 88-63 

Cotton L.229/10 and 444/2 

b) Theme 2: 	 Seed dressings. Thioral THTD at 2 gr/kilo (or one 
packet 25 gr per 12 kilos seed). 
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a) Theme 3: Density
 

Millet 10,000 stands/ha
 

Sorghum Local 20,800 "
 

L•30 41,600
 

Cotton Rich soil 31,000
 

Poor soil 50v00"
 

Niebe TN 88-63 55t000
 

4.69 and local 27,500
 

Peanuts 55.437 166,000
 

47.16 133,000
 

d) ,Theme4: Fertilizer
 

Fumure de redressement: Super Triple 150 kg/ha
 

Super Simple 200 kg/ha
 

Fumure d'entretien 	 Super Triple 50 kg/ha
 

Super Simple 100 kg/ha
 

Urea 50 kg/ha
 

As in the 3-M project the Maradi project staff discuss several sub 

categories of the technical package and severel sorts of extension clients.
 

The package can be applied in entirety using animal traction. This affects
 

a very limited number of households: mostly the graduates of CPR's.
 

A second, somewhat larger group of farms applies the whole technical
 

package without use of traction equipment. A third group of farms applies
 

only the first and second parts of the technical package: improved seed
 

and seed dressings.
 

Table 7 shows the numbers 	of farmers and the areas using part or all
 

/7 
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of the technical package during 1977-1979. Based on the reports of extension 

agents. These farmers can be divided into several groups. Those called 

"vulgarisees" on the chart are those farmers (including graduates of the CPRs) 

that were followed by extension workers. Those labled M1 and M2 multipliers 

are farmers who participated in the project's seed multiplication program, in 

which they were furnished seed and fertilizer. A third group, labelled 

"Others" are persons who reoeived seed and Thioral from project centers. 

The project staff reasoned that those uaing the entire package were
 

also de facto using the pertial package t and so the lower part if Table 7 is
 

largely composed of persons already counted in the top of tha table.
 

For cereals1 the use of improved seed varieties (assuming the seed is 

renewed) is extremely low (GON, Departement de Maradi 1981: 57) and it is 

common, apparently to see fields planted with traditional varieties and 

receiving chemical fertilizer. This is probably due to the fact that the 

improved varieties give higher yields than local varieties only under favorable 

conditions (GON, Departement de Maradi 1980: 43). Use of improved seed 

varieties for legumes is far more common than for cereals; the amounts of 

seed distributed indicate cultivated area in cowpeas 63 %higher than cadres' 

estimates and 405 %higher than cadres' estimates for peanuts. 

Comparison of the cultivated area using the entire package and the 

sales of fertilizer through the project permit an estimate of the average 

fertilizer dose per hectare: 83 kg/ha for super-simple on all crops, 25 kg/ha 

for urea on cereals. However, this estimate omits fertilizer bought from 

merchants, which represented 30 %of total usage in one district (GON, 

Departement de Maradi: 1981: 58).
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Table 7: Use of the partial/entire tedhrical package 
with and without animal tractin, 1978-80 

Use of entire package 

Training centers 

CPR 

1977 

area farmers 

150 --

1978 

area farwrs 

380 -

1979 

area fanners 

430 

CFJA 52 -- 69 -- 67 

Extensio 

V lgarisatgo 

Cadres for seed 
multiplicatio 

2260 

25 

4,320 3P59 6188 10,155 1382 

W multipliers 

N2 ultipliers 

250 

.2,00 

500 

J/O 

483 

3P32 

554 

4P96 

500 

2417 4724 

Use of partial pa ckage 

vulgarisatis 3,870 6A20 4P12 6P519 16,079 18,854 

All multipliers 2,350 3650 3,15 5,450 2217 4;57 

Others (a) 115 215 71960 13250 - -

Total V35 9985 15,487 2;219 1896 23,11 

(a) Labelled Diffusion D.A.C. - persons who received seed and 

Thioral frcr project centers 

Source: GOR, Maradi 1980:78-80
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Niamey Department Development 

The Niamey Productivity project uses somewhat different definitions
 

for technical package adopters than 3-M or Maradi: they define as adopters 

only those persons using the full technical package with or w.thout animal 

traction. Thus, at the end of the first phase of the project, they estimate 

80 farms (rougly 0.26 %) are adopters, and expect the proportion to increase 

to roughly 3.9 %of 1979 farmers by the end of the project in 1985 (USAID/ 

Niamey 1980: 24)9 including 7.5 Mof total cultivated area. 

The amount of fertilizer and fungicides distributed in the project 

zone in 1980 would suffice to cover roughly I % and 27 %of the cultivated 

wcea respectively, at the recommended doses. Data on the distribution of 

inroved seed are not available. 

Table 8 show yield differences from demonstration plots and control 

plots for the three arrondissements in the project zone: Niamey, Filingue, 

and Ouallam, from 1980. Although the average difference in yield for millet 

was large, it was not statistically significant. 

Clearly, observed adoption rates have been lower in the NDD project 

zone than elsewhere. Some of the reasons for the low adoption rates relative 

to the Maradi and Zinder projects are evident: rainfall is lower and less 

predictable in NDD zone than in Maradi or Zinder; the cooperative system is 

far newer, and the technical package works less well. 

A(P
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Table 8: Average differences in yield between demonstration plots and control
 

plots in ND. "roject zone, by crop and arrondissement.
 

Millet 

Arrondissement 	 mean standard number of
 
increase deviation observations
 
(kg/ha)
 

lianey ..... 446.67 306.81 37 
t= 1.456 
.10 t .05 
36 d.f. 

Filingue .... 377.08 225.81 	 12
 
t = 1.670 
.20 p .10 
11 d.f. 

Niebe
 

Niamey ...... 136.67 162.82 12 
t = .839 
p .400
 
11 d.f.
 

Filiigue .... 226.67 205.26 	 3 

t = 1.10 
.4 t .2 
2 d.f. 

B. Ouallam - no control plots kept. Total yields for millet only. 

CPT at Simiri ...... ......... 868 kg/ha
 

Demonstration Simiri .......... 112 kg/ha
 

Demonstration Ouallam ............. 121 kg/ha
 

Demonstration Tondikivwindi .......... 283 kg/ha
 

Simiri CPT graduates s.............. 277 kf/ha
 

Ouallam CPT graduates ............. 120 kg/ha
 

Tondikiwindi CPT graduates ......... 44 kg/ha
 

Source: WaCter 1980: b 
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CONCLUSION 

The aim of a social analysis for an institution-building project should 

be, in part, to find out whether it is likely that the ins4Lutions that are 

being set up or strengthened will be able to include participants in its 

decision-making, will be a jbe to benefit them economically (or, at least, 

not cause them harm) and will do a minimum of harm to existing social struct

ures. To these questions, this analysis answers "Well, maybe".
 

Certainly the detailed accounts of cooperative functioning in southern 

Magaria and Matameye (Zinder) during the late 19601 are not encouraging : 

they show a system in which canton chiefs and aristocrats and village notables 

were the principal beneficieris of development efforts, where large amounts
 

of well-meant consciousness raising had little effect on underlying political 

structures, and where certain features of the system - particularly collective 

responsibility - probably did positive harm. 

However, it is sometimes a mistake to generalize from a small number 

of studies. The relationships between traditional political structures and 

cooperative structures have not been studied elsewhere in detail, btt: it 

seems likely that canton chief and canton aristocracy elsewhere in Niger are 

not always as powerful as in Southern Zinder. Areas that are less densily 

populated and that are less strategically located may have looser traditional 

political organization (Curry pern. comm.). As the GON's administrative 

capacity increases, and as the amount of communication and coordination 

between bureaucrats incruasuo, the power of local elites lessens - cne 

hopes - and graft and embezzlement become more difficult (one hopes) and 

somewhat less common.
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Some of the features that wore most harmful in UNCC during the 

1960's - collective responsibility for debt and forced sales of agricultural 

produce - have become attenuated in some localities. 

Although the rules about collective responsibility are still theoret

ically in force, UNCC has been for some years reluctant to enforce it by 

deducting bad debts from the ristourne to the cooperative (Charlick 1978:24). 

It seemlikely that in all productivity projects, relatively well-off 

farmers are more likely to be selected for medium-term training on CPTs
 

or CPRs than average farmers and are also more likely to be chosen for paid 

demonstration and extension positions. These positions are usually given 

priority for short anrd medium-term production loans, and it is likely that 

subsidies and credit are benefiting better-off farmers more than poorer ones. 

However, many of the cultivation methods advocated and much of the 

equipment being sold carries with it a considerable risk:for example re

placement parts are difficult or impossible to get in some areas, and some 

pi,.ces of equipment -- particularly the donkey-drawn weeder-- are often too 

weak to withstand normal usace (GON, Departemert de Niamey 1980: 20). Since 

most of the production increase from animal traction equipment comes from 

an extension of the cultivated areal rather than increase in yields, farmers 

need to have available land and a total farm size greater than roug;hly 4 ha 

for donkey-drawn equipment and 6 ha for ox-drawn equipmeni to be able to pay 

back their loans. Even with that farm size, farmcrs may experience one or 

more years of decrease / disposable income while they are paying off the
 

equipment loans, and they need non-agricultural sources of income to
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withstand that period. In sum, having the well-off experiment with these 

tuchnolol-ieo ma3, be prt reralilo Lian oxponing more marginal farmers to 

this risk. 

UNCC's policy with respect to marketing remains a problem, for 

several reasons. The official price for most agricultural products lagged 

considerably below the market price until the early 1970's, when grain and 

groundnut prices were raised rapidly to bring them closer to world prices. 

(Conly 1979: 67-74). Since tiln, however, official prices Have risen far 

more slowly than market prices. Table 9 chows marketed amounts for 1?TO-80. 

UNCC is far less dependent than it was on revenues from marketing (Conly 

1979: II: 35 ff), which is fortunate, since groundnut marketing has fallen 

sharly since 1975, grain marketing fell shortly in (when the head try 1020 

su:pressed in 1977), and only cowpeas have been inceasing steadlily. UNCC 

'has been looking hard for other cooperative activities that would yield
 
t 

revenue: among those under consideration are cooperative stores in rural 

areas, diesel mills for millet, handicrafts, and dry-season gardening o 

Because the amounts of (rain marketed have not filled OPVN's quotas,
 

canton and village chiefs have been authorized to purchase grain at official
 

prices (Quan 1980: 28) since 1978. In at least some areas, chiefs have
 

brought pre:sure to bear on producers: one report from Maradi (GON, Depart

ment ,i.' Martdi 1981: 286) called the sales "semi-obligatory". In some 

areas, at least, chiefs Lave been drawing profit above tras~port costs and 

the margin (1.500 CFA/ton in Vq78) rr.:ceived from OPVN; in 1979, the chief 

paid 100 CP'A per tia ( a volume measurement), average weight roughly 

2.68 kg.), which earned him loo - 160 CFA/sack after transport costs. 

Sutter (1979; 65) viewed this profit as a compensation for the portion
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ELTOR AURCUI~AL PRWCT8 PUR(ZABK 

WICC AND UO0WRLTIUES 

UR 

1"0 1971 1972 1973 1974 1975 1976 1977 1978 1979 1980 

roandtnt 
Purchases by Cooperatives and 
UcC (toi,) 

Groundnuts purchased by Cooperatives 
an a %of +otal marketed production 

59749 

36.2 

44420 

34.1 

50805 

34.9 

51439 

46.9 

6775 

26.1 

27193 

30.1 

840 

22.3 

3865 

67.2 

942 

22.3 

6163 1084 

Cottons Tons purchased through
cooperatives and W1CC 

Cospoas purchased through WCC 
and 0oops (tons) 

Coop purchases au % total marketed 
proction 

Millet and Sorhtn purchased )Millet 
thro g cooperatives and 1CC )r*= 

Millet and Sorg purchuses y Coops 
as % total wketed production 

Faddbr purchased through oeoperative
a. mUCC (tns) 

8910 

-

-

-
-

-

-

9098 

-

-

-
-

-

-

7745 

-

80 
-

.d 

2369 

5186 

-

686 

18 

1397 

3406 

885 

50.8 

9836 
13 

42.8 

.561 

7917 

8856 

47.3 

12503 
1201 

21.5 

4924 

11126 

38423 

86.8 

1M53 
6555 

78.3 

3050 

7160 

49056 

100 

30181 ) 
2209) 

74.8 

55W. 

3789 

2476 

97.8 

0 
0 

36.9 

229 

4332 

17229 

1996 
5576 

7116 

3551 

44727 

20107 
1383 

4799 

n ,oso: Comiy1979 s n s 45A 
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canton chiefs used to r ceive from taxes ( " - 7 %, depending on month). 

What is troubling about the role of UNCC and of the traditional
 

chiers in marketing grain is that there is evident that the households
 

most likely to market grain thtough the official system just after the
 

harvest (when prices are low) tend to also be the households that are later
 

forced to buy grain to get through the soudure period. More prosperous
 

householda generally wait to nell grain or lend it until prices have
 

risen (Sutter 1979: 55).
 

The data on adoption rates show that when innovations are inexpensive,
 

effective, and low-risk, the, are adopted very quickly by large numbers
 

of farmers. Seed 'Ireusing (Thioral), chemical fertilizer (for relatively
 

high-rainfall zones like Maradi), and the new cowpeas varieties seem to
 

fall in this group. However, ma1iy of the cultural practices being advocated 

have not been evaluated comprehensively under the whole range of circumst

ances in which they will be used. The set of density recommendations is
 

an obvious example, as is the animal traction equipment.
 

Pure stands of crops are a third example. Research in Nigeria among
 

Hausa farmers has shown that total returns per hectare and average return
 

per person-hour of labor are higher for mixed-cropping than for piire crop

ping, and that diverse fields are less prone to damage from insects and
 

disease than pure stands (Netting et al. 1980: 332). Some research workers
 

in Niger have begun experimenting with mixed stands (e.g. Cunard 1979i 1980)
 

and some higher-level staff in the productivity projects know about this
 

work, but field-level extension agents continue to recommend pure stands.
 



43.
 

To discuss adoption rates for NDD, 3-M, and the Marudi projects 

systemmatically is not yet possible: none of the nrojects has reliable 

base-line date, but the 3-14 survey data (and possibly the NDD 1979 

survey data, when it becomes available) are steps in the right direction. 

Both Maradi and Zinder are using very rough estimates instead of actual 

measurements for cultivated area: Zindor field-workers pace off fields, 

Maradi multiplies the number of adopting farmers by estimated average 

areas per worker. The training and the supervision of survey personnel 

are a problem in an the productivity projects; it remains to be seen 

whether entities like BI7RO or the &tension resource center (this
 

project) will be able to help in those regards. 
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Annex K 

DRA4 MEMORANDUM FOR THE ASSISTANT ADMINISTRATOR FOR AFRICA 

FROM: John W. Koehring, AFR/DR 

light 

Subject: Vehicle Procurement Waiver for the Agricultural Production 
Support Project, 683-0234 

Problem: The implementation of the subject project requires the 
procurement of 36 vehicles (two and four-wheel drive 
trucks and sedans) of non-U.S. manufacture. In order to allow 
such procurement, you are requested to grant:
 
(1) a source/origin waiver from Geographic Code 000 (U.S. only) 

to Code 935 (Special Free World); and 
(2) a waiver of provisions of section 636 (i) of the FAA. 
Facts: 
(a) Cooperating Entity: Government of Niger 
(b) Authorizing Document: Action Memorandum to the Administrator
 
(c) Project: Agricultural Production Support Project, 683-0234
 
(d) Nature of Funding: Grant
 
(e) Description of Goods: 8 two-wheel drive sedans; 24 four-wheel
 

drive light trucks
 
(f) Approximate Value: $480,000
 
(g) Probable Source: Niger 
(h) Probable Origin: EEC or Japan 

Discussion:
 
A. Source/Origin Waiver: 

In accordance with AID Handbook IB, procurement of
 
commodities from Code. 935 source under grant-financed projects 
requires a waiver. Handbook 11, Chapter 5 B 4b (7) states a
 
waiver may be granted if there are "such other circumstances as 
are determined to be critical to the success of project". The 
success of the Niger Cereals Research Project is dependent upon 
the provisinn of adequate transportation and for this reason the
 
project includes a grant of 18 vehicles. In the past, the Mission 
imported approximately one hundred International Scout vehicles 
for various projects. These vehicles are no longer being manufactured 
and there is no lunger even the limited dealer support that was 
available previously. American Motors recently attempted to 
establish a dealership in Niamey but was unsuccessful. No U.S.
 
manufactured vehicles are represented by a dealer and, therefore,
 
there are no available spare parts, service facilities or trained
 
mechanics familiar with U.S. vehicles.
 

USAID would welcome the opportunity to show the American flag 
and US engineering skill by using U.S.-manufactured vehicles in 
the AID/GON development projects. However, to do so without 
P viable local dealer for essential service and parts support is 
not only detrimental to the achievement of the project's objectives 
but is contrary to the best interests of the United States. 



B. Waiver of Section 636 (i)

In addition to the general source/origin limitations on the
 

procurement of commodities, Section 636 (i) of the FAA prohibits

the procurement of vehicles of non-U.S. manufacture. However, the

provisions of Section 636 (i) may be waived when special circumstances
 
permit it. Under Handbook 13, Chapter 4C2d (1) (b), special

circumstances are deemed 
o exist if there is "present or projected

lack of adequate service fa,'ilities and supply of parts for U.S.
manufactured vehicles".
 

Since, there is an inability to provide service and parts for

U.S.-manufactured vehicles and this capability now exists only for
 
vehicles of Code 935 origin, the special circumstances criterion
 
set forth above is satisfied.
 

Recommendation: 
 For the above reasons, it is recommended that you:

(1) Conclude that special circumstances exist which merit
 

a waiver of the provisions of 636 (1) of the Foreign

Assistance Act of 1961, as amended;


(2) Approve a vehicle procurement source/origin waiver from
 
the Geographic Code 000 to Code 935; and
 

(3) Certify that exclusion of procurement from free world
 
countries other than the cooperating country and countries
 
included in Code 941 would seriously impede the attainment
 
of U.S. foreign policy objectives and the objectives of
 
the foreign assistance program.
 

APPROVED:
 

DISAPPROVED:
 

DATE:
 

drafted: C.Pippitt, PDE 

clear: W.Meeks, PMSU Al-ND. 
B.Whipple, CONTt/ 
M.Golden, PRMck, 
J.Lovaas, A/D 

J.? 
-



October 23, 1981 

MEMORANDUM FOR: 	 Mr. Frank S. Ruddy
 
Assistant Administrator
 
Bureau for Africa
 

THROUGH: 	 AFR/MGT
 

FROM: 	 Acting USAID ision Drector, 
John L. Lova 

SUBJECT: 	 Sole Source Procurement Waiver for
 
Niger's Agricultural Production
 
Support Project, 683-0234
 

PROBLEM: The implementation of the subject project requires
 

the close cooperation of several agencies of the Gvoernment
 

of Niger. In particular an extremely close linkage is
 

required between the Extension Service of the Ministry of
 

Rural Development and the National Institute for Agronomic
 

Research in Niger (INRAN) to assure success to the project.
 

In order to allow such a close linkage, you are requested
 

to grant a sole source procurement waiver to obtain the
 

services of Purdue University.
 

DISCUSSION: The lack of close integration of extension and
 

research elements has been pointed out in several evaluations 

as the key weakness in the Nigerien agricultural production
 

system. Purdue University has been selected under the
 

collaborative assistance mode to provide assistance to INRAN
 

(the Nigerien national research agency) in connection with
 



the Niger Cereals Research Project (683-0225) which is
 

expected to be implemented concurrently with the subject
 

project. It is 
vital to the success of this project that
 

the same contractor be involved in 
the coordination of
 

extension activities as well as agronomic research.
 

Purdue University will be furnishing at leaot five years of
 

institution-building support 
to INRAN, an entity which
 

reports to 
the Ministry of Higher Education and Research.
 

The extension services are a part of the Ministry of Rural
 

Development. Two of 
the technical assistance personnel
 

required under this project, 
the Extension Training Advisor
 

and the Applied Research Advisor will be working directly
 

upon extension applications of the research being generated
 

under the Niger Cereals Research Project, the companion
 

project to this one. Moreover, the Applied Research Advisor
 

will also occupy the position of Extension Research Liaison
 

Advisor in the Program Coordination and Management Unit. Thus,
 

a considerable advantage can 
be derived from having all of
 

these personnel originate from the same contracting
 

organization. Given that Purdue University will be imple

menting the Niger Cereals Research project, it is Purdue
 

which will have 
the unique capability and experience to carry
 

out the extension aspects of this project.
 

/
 



As the value of this procurement is expected to be
 

approximately $660,000 over the five year life of the
 

project, the Administrator of the Agency for International
 

Development must authorize this waiver.
 

RECOMMENDATION: For the above reasons, it is recommended
 

that you conclude that special operational requirements
 

exist in this project which make advisable contracting from
 

only one source and that competitive procedures be waived
 

for this procurement.
 

APPROVED:
 

DISAPPROVED:
 

DATE:
 

Drafted:CPippitt
 

Clearances: 	WCollins, ENGR
 
WThomas, AGR
 
WMeeks, PMSU
 
BWhipple, CONT
 
JLovaas, A/DIR
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(v'for Tpecial ,evh, ,pmen, problem,and to enabie proper ul lliZaLiih of eerli-r U.S.
infrast-uctitwe etc. 
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(vi) for poramt, of urb.ri dovelouient,
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and soc'al drvelepwt,,t. 

o rL107 Is t ppropriaten g !ratd 
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u. VAA Sec. l110(b). Will grant capital

assiscdncE-B isour-sed 
 tor 1)rn.Ct ".vernorethan I years? If ro, ha.. j:stIft, iti,in svitib.
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Yes. Simple animal traction 
is being provided to farmers. 

Niger, considered to be a relativelyleast developed coumtry, is providing
 
some 21% of project costs.
 

Yes. Niger is considered to be a
"relatively least developed cotntry". 

The project is designed to help satisfy 

Niger s expressed need for self
sufficiency in food production on
sulf-suataining basis. 

a 
It utilizes 

a self-help rural developmnt mdel
based on individual and coimm ityeffort and emphasizes farmer training, 

literacy and access to production 
resources. A major focus will be on
village cooperative development. 

Yes. 
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5C(3) - STANDARD ITEM ClIECKLIST 

Listed below Are statutory items which normally will be covered routinely in those provisions
 

of an assistance agreement dealing with its implementation, or covered in the agreement by.
 

imposing limit on certain uses of funds.
 

These items a:e arranged undet the general headings of (A)Procurement, (B)Construction, and
 

(C)Other Restrictions.
 

A. Procurement
 

1. FAA Sec. 602. Are there drrangements to Yes, through AID's normal
 
pemlT3 . small business to participate
 

procuremnnt practices.
equitably in the furnishing of goods and 
services financed?
 

2. FAA Sec. 6041a. Will all conmiodity
exceptprore-mentffinanced be frcm the U.S. Yes. 

as otherwise determined by the President or
 
under delegation from him?
 

3. FAA Sec. 604(d). If the cooperating
 
discriminate against

country Wsc-R-miiiates against U.S. Inartnr Niger does not 


insurance companies, will egreement requie U.S. Harine Insurance companies.
 
that marine insurance be placed in the
 
United States on commoditles "'lanced?
 

4. FAA Sec. 604(). It offshore procuret;ent
 
of agrcultura_a nodity cr product is I- be Yes.
 
financed, is there provision against suct pro

curement when the domestic price of such
 
comodity is less than parity?
 

5. FAA Sec. 608(a). Will '1.S. Covernmet
 
excess personal proper!'.y I.,, utiliz-.d wherevnr
 

Yes.inlieu of the pr~curenent o. newpracticable

items?
 

6. FAA Sec. 603. (a)Comrliancc Weith require- Yes
 
ment in sectTon901 (b: nf 'he Merchant Marine
 

Act of 1936, as amended, t.hat at least 1,0 pet 
centum o,' the gross tonnago of commodit ?s
 

(computed separately for dry bulk carriers,
 
dry cargo liners, and tankers) financee shall
 
be transported on privately owned U.S.-flag
 
commercial vessels to the extent that -ich
 
vessels are available at fair and reaso.;able
 
rates.
 

7. FAA Sec. 621. If technical assist:-nce is 
financed, bll" such assistdnce be (urn. ;hed to Yes.
 
the fullest extent practicable isgoods and
 
professional and other services from private"
 
enterprise on a contract hasis? Tf the
 



A.7.
 

facilities of other Federal agencies will be
 
utilized, are they paritcularly suitable, not
 
competitive with private enterprise, and mde
 
available without undue interference with
 
domestic programs?
 

B. International Air Transport. Fair 


transportation of persons or property is
 
financed on grant basis, will provision be
 
made that U.S.-flag carriers will be utilized
 
to the extent sLch service Is ivailable? 

9. FY 79 App. Act'Sec. 105. P:es the contract
 
for procurement contain aprovision autuiorizing 

the termination of such contract for the
 
convenience of the United States?
 

B. Construction 

1. FAA Sec. 601(d). Ifa capital (e.g., 

cons ruction) projct, are enqineerin:) and

professional services of U.S. firms and thnir 
affiliates to be used to the maximum exte'
 
consistent with the national interest?
 

2. FAA Sec. 611(c). Ifcont'acts for 
construct1ioniareto be finnced, will they be
let on a competitive basis to raxitnum ext, :t 
practicable? 

3. fAE 1ua.6J(k). If for construction of 
productive enterprise, will aggregate valu. 
of asslst-ice to be furnished by dhe Unitid 
States iiot exceed $100 million? 

C. Other Restric-. ons
 

I. F Sc, 1122 (0,. Ifdevelopment low., isinterest rate at least 2%ptr annum during
 
grace period and at least 3%per annum
 
thereafter?
 

2. FAA Sc. 3l(di. Iffund isestablisied
 
solely by US. contributiors and adinistered 

by an international organization, does
 
Comptroller General have audit rights?
 

3. FAA Sec. 620(h). Do Arrangeents preclude

piontng or assisting the foriogn aid projects 
or activities of Communist-bloc countries, 
contrary to the best interests of the 
United States?
 

4. FAA Sec. 36(1I). Is financing not pcrmitted
to be used, withoutwaiver, for purchase long-
term lease, or exchange of motor vehicle 
manufactured outside the United States, or 
guaranty of such transaction?
 

Yes.
 

Yes. 

This is not a capital proproject. 

Yes. 

This is not a project for the 
construction of a productive enter
prise. 

N/A
 

N/A 

N/A 

N/A 



C. 

5. Will arrd)ngemeots preclutde use (iffinancing: 

a. ;*AA Sec. Io4Lf). To pay for perfonance o: 
abortions or to motivate or crer, pvrrons to 
practice abortions, to pay for performanc of 
involuntary sterilization, 'or to toerce ,)r
provide linancial incentive to any pe-son to 
undergo sierilization?
 

b. FAA Sec. 620N. To compensate owners
 
for exprop-i f e6'ionalized property? 


c. FAA Se-. 660. To finance police traiing
 
or othr lawe-no-rc'ent as- istance, except for 

narcotics programs?
 

d. FAA Sec. 662. For CIA activities? 


e. FY 79 A Act Sec. 104. To pay pensior:n,
etc., fcr m-eits 


f. FY 79 App). Act Sec. 106. To pay U.N.
 

9. rY 79 App. Act Sec. 107. To carry out
 
provisions o'i-TA- s7 T (a) and 251 (h)?

(Transfer (.fFIP finds to multilateral
 
organizations for ending.)
 

h. FY 79 App. Act Sec. 112. To finance the 

export rt--'- eq-'p;nit-, "-el , or technology
 
or to train foreign nations innuclear fields?
 

i. FY 79 iPp. Act Sec,.
6011.To be used for
 
puolicity on propaga -aTh
pur-p6s-es within United 

States not authorized by the Congress?
 

Yes. 

Ye. 

Yes.
 

Yes. 

.sonnel?
 

Yes. 

Yes. 

Yes. 

Yes. 



o , - .%. .... . . *- ;• - _, . ,jf . _
 

AN/NVAnnex M: OFFICIAL GON R
 

nEPUBLIQUE DU NIG;LE1 Ninmwy, le 68-22'. 

CO(NRSMI, MIITrIAII, St)I'P:I41, 
 'C (N J .
 

MINISTatE OES AFFAIRES ETRAWGERES A )0 

ET DE LA ! : P MO-1c8OOPERATION DEC.r~98 P tOG-IC 
I 

P tOc-TU
DIRECTION DE IA COOPERATO P -S


INTERNATIONALE P)R
 
C 1W" 

ACTION DUE 12-31-


Le Ministre de Affairs@ Fti'ngbion at do Is
 

Coopdzrtion do In Rdpublique du Niger pr6sento ons 
 complimalts 

& I'Ambsauede des Fteta-Unis d'AmAriqur at a l'honneur de lili 

fair* pervenir cinq (5) exemplaires du dossier du projqt
 

cgrdolier national 26me phase pour demande.de financament 

supris de l'USAID. Ce projet eat inucrit dons Is plan quin

quennal at compts parmi lea prioritds do notre pays.
 

Le Miniatbre des Affaires Etrangbree at de Is
 

Coapration saisit 
cotte occasion pour ranouvolor 6 l'Ambst

soda dam Etats-Unia d'Amdrique, ls assurances do me haute
 

considdration./.
 

.0e. 

AMBASADE DES ETATS-UNIS '
 
I1'AMERIQUE 
NB-1-A M E Y 

4/
 

%. ..,/', I 

*Supporting documents which include the project budget are on file in
 
AFR/DR/SWAP
 



ANNEX N 

JOB DESCRIPTION FOR THE MANAGEMENT ADVISOR 

The Management Advisor will assist the Project Coordinator in the administratiO 

aspects of the operations of the National Cereals Project. The Management Advisor 

will serve as a liaison to AID on all matters concerning project administrationi!
 

procurement, training, contracts, financial management# and budgets. The advisor
 

will work closely with the Project Coordinator in the monitoring and. planning of 

every component of the project's activities, help develop an implementation reporting 

system and make practical recommendations for improvements in the future planning
 

for the project. The advisor will also be responsible for the evaluations of the
 

project. The advisor will design an evaluation program for the project which will
 

measure the extent to which national-level constraints to cereals production are
 

alleviated in terms of this project. Tht lanagement Advisor will coordinate his
 

evaluation responsibilities with those advisors in the individual components who
 

also have evaluation responsibilities.
 

Qualifications : The Management Advisor will have at least five years experience
 

in the management and implementation of development projects in Africa.
 

This person must be proficient in French and possess a master's degree in a
 

relevent social science or in business or public administration. 

See Appendices D through G for the job dasoriptions of the other members
 
of -he implementation team.
 


