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I. 


711. 


.TV. 


T/hat constraints does this project attempt 
to relieve?
This project seeks 
to overcome labor, technology, resource,
marketing, institutional and weather constraints on agricultural
production - especially rice production - in 3ignona, Ziquinchor
and Oussouye Departments of the Casamance Re'ion of Senegal.
It seexs to raise 

in the project area 

the level of living of the rural population
by increasin7 incomes and by providing
health services and literacy training to 
local farmers.
 

Ihat technology does the 
project promote to relieve these
constraints? 

-

To 
overcome azricultural production constraints the project
provides animal tracticn equipment, improved seed, fertilizer,
credit and extension services 
to farmers. 
 :he extension
program emphasizes cultural practices such as
manure application of
and chemical fertilizers, 
flat plowing for cereals,
early planting, thinning, more frequent weeding and use 
of
improved seeds. The extension service has also been promoting
maize production as 
a hijher yielding alternative to traditional
cereals, and rain. fed rice as an 
alternative to
under conditions of limited rainfall. acuatic rice

in addition, the
provides solar driers for 

project

vegetables and it constructs small
dikes to rehabilitate lands subject to 
salt 'ater intrusion.
To 
improve the flow and adoption of new and more 
useful agri­cultural production technologies and policies the projectprovides a farming systems a:ronomist and a marketing economistLor the Djibelor Station of the Senegalese institutecultural Research (IS"RA). for Arri-
A village literacy orocram
farmers to teaches
read and %.rrite one of two vernacular languages
using materials based on 
important agricultural extension
and health program themes. 
 The health Program is still bein­designed.
 

"hat technology does 
the project attempt co re-)lace?

Farmers using traditional methods Pre-a.
generally olanting in ridges. 

their fields manually,

Farmers ofteninfrequently and do not use 

plant late, weed
chemical fertilizer. 
 :'any farmers
still use rice varietles that perform aell only .ith normal
amounts of rainfall. :hev rely on 
an elaborate system of
small dikes and ridges to control water and salt levels on
aquatic rice lands.
 
Why did project planners believe 
that intended beneficiaries
 
would adopt the proposed technology?

Some of the components of the new technologies offered to
farmers were already in use by a minority of farmers in the
project area. 
Others, such as 
flat plowing, showed promise
based on available research results. 
 3udgets prepared on the
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basis of aVailable information indicated that family income
would increase by 40 - 95'j, depending on the zone, if thetechnologies proposed by the project w.ould be adopted on
all of a farmer's land. 
 These chan-Ps were thought to be
feasible within the constraints of available labor and

coil resources.
 

There does not appear to have been any discussion with
farmers concerning the 
specific uiltural techniques to be
extended to them. However, the supply of improved inputs
was a chronic and obvious problem 
 and improving it appeared
certain to increase their use.
 

':.'hat characteristics did the 
in-ended beneficiaries exhibit
that had i-elevance to 
their adopting the proposed technologies?

Farmers in the 
area w!re already aware 
of the potential of
fer,.lizer and 
The 

improved varieties from previous nrojects.animal traction nackage was ell received in the CentralCasamance and had spread spontaneously to the eastern part
of the project area.
 
The lo, level of education of farmers in the mro'ect area,coupled aith corrupticn and deceotion in rejuar 
ubrie
 
sector input supply and marketin'g pro-rams suggested the
need for a strong adult literacy component to support the
extension, input supply and credit components.
 

'. hat adoption rate has the project achiwved in transferringthe proposed technologies? '.T,"hy have or have not intended
beneficiares adopted this technology?
 
Data available at the time of the evaluationthat households having 

show
direct contact with an extensionagent during the 1932 crop year had a substantially
hi.-her adoption rate for improved seed for all crosand a hi.;her adoption raze 
for flat plowin., for rain fed
rice. On the 
other hand, differences 
 etaeen farmers or!.in­..
with the extension service and those who did not aereminimal for flat plowin7 other crops and f:r '..;eedin; andthinning. Data on the use of fertilizer are sketchy butsugest that farmers working with ?IDAC are t'.ice as likelyto use chemical fertilizers but somewhat loss 
likely to usemanure. 'Cverall the evidence suggests that the project is nothaving a stron-
 impact on cultural practices or on adoption
of ne. technologries in the project area. 
 Cn-going participation
in adult literacy classes is also weak.
 

The principal reasons for the 
lack of nrogress in the exten­sion and literacy programs are administrative and management
related. Key production inouts do not arrive on 
time. The
extension service often does not have adequate resources 
to
permit effective operation, supervision and c-ntrol of
 



extension activities. Poor financial management within PIDA2
 
disrupts training programs for extension agents. Finally,

ineffective personnel management does not generate 
a sense
 
of responsibility among many project personnel.
 
Cn the technical side the effectiveness of some of the
 
extension themes under farm conditions in particular parts

of the project area is questionable. Flat plowing does not

work the soil as much as traditional methods with the result
 
that weeds are nore of a problem. The reasons that farmers
 
resist adopting thinning and more frequent weeding are not
 
clearly understood.
 

The price for maize appears to be constraining the expansion

of maize production.
 

VII. 	 Has the project set forces into motion that %ill induce
 
further exploration of these constraints and imorovements
 
to the technical packages proposed to overcome them?
 
The ISRA farming systems research team is exploring problems

with the agricultural production technical packates and
cultural practices. There is every reason to believe that this
activity will continue, provided financinr is available.
However, the COS is not a dependable source of oneratin: cost support and it does not seem likely that .RA will be any 
more effective 
than other services and projects in ottaininz
 
the ope~ating inputs it needs 
once donor support ceases.
 

VIIT. 	Do private input suppliers have an incentive to examine 
the constraints addressed by the project and to come un 
with solutions? 

.enerally, no. There has been some stimulation of the

private sector in multiplication and distribution of imoroved 
seed but this activity almost certainly will not be able 
to
 
continue functioning without an 
active research irosram
supported by iSA and much higher official prices for seed 
than for grain for consumption. In other areas such as the
supply of inputs, credit and marketin.- services, the private
sector could play a stronger role if the project included 
transportation and other costs in settinc orices for inputs; nmde
interest an explicit char7e for inputs purchascd on credit;

and charged a higher price for inputs delivered -c v4i!azcs
 
than for those picked uo at central depots. As the producer
 
groups become stronger,'input suppliers may become interested 
in dealing directly with them on a cash basis. 
The GCS could remove its restrictive licensing requirements
for private sector trade in cereals farm prices could riseso 

and stimulate adoption of improved technolo:ies.
 



The adult literacy program will eventually be transferred
 
to the villagers themselves. W'ithout public sector
support in the form of materials for continuing education

this program will probably die.
 

IX. 'hat delivery system is the project employing to transfertechnology to the intended beneficiaries?
 

The project serves the 
function of middleman between in-ut
suppliers and farmers. 
Animal traction equipment, fertilizer,

insecticides and improved seeds are 
distributed by the ex­
tension agents to the 
president and secretary of farmer
 
groups. Crganized for the murpose of orderin and distri­
butin inputs and credit to-individual members, these .;roups
are still weak. They require a -reat deal of assistance fromthe extension a~ents to carry out 
their functions. Suer'. n
of input supply and credit activities is the responsibility

of the zonal intendent, a project employee.
 
The pr'ect uses its own extension agents to instruct
farmers on the proper use of new techniques, inputs and

varieties. The service works nrimarily thrurh the farmer groups which are also responsi'Cle for organizin; extension
 
service 
contacts with farmers. These contacts consist ofmonthly meetin-s, periodic demonstrations of specific -ultural 
techniques and farm visi.ts. 

The project employs the "cascade system" of e::tension inwhich a fe.; hi-hly trained specialists train zonal chiefs
who, in turn, train the extension a;ents for onward trans­
mission to farmers. The system is almost entirely verbaland results in su:)stantial losses in know,.ledge at each levelof transfer. For some practices, such as weedin- with animal 
traction, many a-ents do not have the sl-ls necessary tc 
teach farmers. 
What trainin:- techniques does the project use to devolom 
the delivery system? 
A majority of extension aents and literacy teachcrs have
attended formal Post-sccondary alricultural trainin- in­stitutions. [[everthelcss, their level of trainin is freouent).weak, especially on the raccica! side. -h, nroject has r­
grammed three five-day trainn sessions each year for thezonal chiefs and the -onal intendents. ecause of financial 
management problems, however the number actually held
usually less. TraininT of the extension agents by the 

is 
zonal

chiefs should normally occupy 10 days per year but, for the same reasons, the trainin proram is generally only about
accomplished each year. 
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Training techniques involve verbal presentation of the
theory of a particular practice, followed by field demonstra­
tions by the course instructors. Each participant then uses
the technique himself but the level of skill acquired is 
some­
times weak.
 

I. That effect did the transferred technology have upon those
 
impacted by it?
 
It is not 
possible to answer this question with certainty.

At this time the effect does not aoear to have been very
great. Empirical data substantiates the nositive effect on yields of early plantin-, use of fertilizer and the
number of weedings for most crops. "hat is not kno, nis what farmers give up on 
other crops in order tc enable

them to adopt these changes. There is no obvious imnact on the rate of emmigration or on the nutritional status
 
and az;re~ate income of adopters. It is likely that the
lack of inputs, insufficient attention to trainin; and
 
poor supervision and control of 
the extension pro-ram have

created a situation where the 
amount of farmer contact time
by a,-ents is low and the quality of what contact does occuris poor. T'his is equally true of the adult literacy pro:-ram. 
2ther new technologies, such as th_ anti-salt dams andsolar ovens, have not been in place long enough to expect

concrete changes in productioa patterns or other household 
behavior at this time.
 

I 
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SUMMARY OF IMPORTANT FINDINGS
 
AND RECOMMENDATIONS
 

Implementation of the Casamance Regional Development
 
Project has faced 
continual delays and obstacles since it be­
gan in 1978. Five 
years after its beginning and 
two years
 
from completion of an extended 
first phase, the project is,
 
according to PIDAC's own data, having very little 
impact on
 
agricultural production as compared to 
results obtained by

farmers at large. 
 A more generous analysis that combines
 
data 
on cultural practices among PIDAC assisted farmers with
 
assumptions concerning the 
likely impact on yields of these
 
practices indicates a maximum increase in agricultural pro­
duction of 4000-5000 tons of cereals per year due 
to the
 
project, as 
compared with 11,000 tons originally projected by
 
the end of 
the first five year phase. Other activities of
 
the project, with the possible exception of the applied
 
research program at 
ISRA, 
are achieving equally disappointing
 

results.
 

The lack of progress in 
project implementation and
 
project impact arises more from administrative and management
 
problems than from glaring defects in the 
technological
 
packages. 
The more important of these include!
 

1. The legal statute 
under which SOMIVAC operates
 
which imposes 
on projects administr-ative procedures for
 
ordering inputs and managing personnel that are incompatible
 
with agricultural production and development.
 

2. 
 The unreliability of GOS counterpart contributions.
 
USAID has made 
these on behalf of the 
GOS over each of the
 

past two years.
 

3. 
 The lack of necessary operating inputs and timely
 
material support 
for important project activities. This
 
results partly from the 
first two problems.
 

4. Weak planning and the 
lack of work plans and
 
monitoring systems for improving project performance.
 



5. The absence of incentives for good work and effective
 
sanctions against low productivity and negligence by project
 
employees.
 

Most of these problems are common to all public sector
 
rural development projects in Senegal and reflect a general
 
lack of monetary, fiscal and administrative discipline within
 
the public sector. They die 
not project specific weaknesses
 
that can be addressed by more technical assistance, training
 
or development financing. 
 The Director General of SOMIVAC,
 
newly appointed since the fall of 1982, is aware of these
 
problems and has taken several measures 
to deal with them.
 
He is, however, limited in what 
he can do by SOMIVAC's legal
 
status. 
 He will need the strong support of USAID to induce
 
the GOS to make necessary changas. 
 This will probably require
 
new legislation that defines SOMIVAC's responsibilities in
 
such a way that it 
can delegate much greater administrative,
 
financial and management autonomy to PIDAC. 
Alternatively,
 
SOMIVAC may have 
to be dissolved and PIDAC reconstituted as
 
a fully donor-financed autoromous project under the coor­
dination of the Regional Development Committee. Unless
 
these problems 
are resolved, the evaluation team sees
 
little 
reason to continue financing PIDAC.
 

A. Project Administration andMfanaaement
 

The evaluation team did not 
include a specialist in
 
development administration. 
There are, however, several
 
changes that appear essential to the team if SOMIVAC and PIDAC
 
are 
to become an effective development planning-implementation
 

combination in the 
lower Casamanceg
 

1. 
A%very large degree of administrative and management autonomy
 
for the Director General of SOMIVAC.
 

2. 
Delegation of much greater autonomy for program development,
 
financial management, acquisition of inputs and 
program
 
execution to PIDAC. 
 SOMIVAC headquarters and its technical
 
directorates should limit their responsibilities to planning,
 



approval of work programs, insuring the integrity of the super­
vision and monitoring programs of the projects and conducting
 
large scale technical studies. 
 This will require strengthening
 
of PIDAC's project management capabilities.
 

3. Creation of a Planning and Programming Committee within
 
SOMIVAC. 
This committee would identify promising investments
 
and studies needing to be undertaken and would integrate and
 
coordinate the work plans and actions of the various directorates
 
of SOMIVAC and the implementing agencies (PIDAC).
 

In addition, SOMIVAC, if it remains 
as a regional develop­
ment organization, and PIDAC should:
 

4. Institute 
systems of management by objectives in order to
 
better define the work programs of each technical assistant
 
and each Senegalese technician.
 

5. Provide all project technicians with the necessary resources
 
to achieve their work programs as finally accepted by their
 
director of service.
 

6. 
Establish a personnel evaluation system based 
on achievement
 
of work plans and related to this, 
a system of performance
 
incentives that includes access to 
internal advancement and
 
productivity bonuses.
 

7. '_'oresolve its own 
internal management problems the team
 
recommends that PIDAC create a Project Management 
Committee
 
consisting of 
the Director of PIDAC, a senior monitoring and
 
management specialist to b- attached to 
a proposed PIDAC
 
Monitoring ar' 
 Liaison Unit, all division directors, PIDAC's
 
chief accountant 
and the USAID Project Manager. The committee
 
will assist the 
Director of PIDAC to plan, coordinate and
 
monitor project activities, identify nroblems of management
 
and propose solutions.
 

8. In exchange 
for the legal and administrative changes
 
necessary to 
implement these recommendations, and recognizing
 
the low priority the GOS gives to meeting project counterpart 



iv 
contributions, the 
team recommends that USAID offer to make 
a
 
long term (15-20) year commitment to support PIDAC. 
This
 
should include a willingness to finance 100% 
of PIDAC's non­
salary operating costs--including the GOS counterpart contri­
bution--until such time 
as the GOS on the one 
hand, and the
 
paysants 
on the other, have the capacity to assume this
 
responsibility effectively. 
 To the extent that salaries are
 
being paid at the present time, USAID should offer to 
replace
 
these over time with an equal or greater amount of operating
 
support for SOMIVAC or other sub-regional projects. It is
 
imperative that the 
government not be freed of 
the fiscal
 
discipline of having to meet 
the wage bill for all public and
 
para-public employees if the spirit of the economic reccvery
 
plan imposed by the IMF 
is to be maintained.
 

9. Should SOMIVAC be recast 
so as to 
function more effectively,
 
USAID should agree 
to contribute one-fourth of its annual
 
operating budget in the form of non-salary operating costs
 
for a streamlined operation. 
This would represent the propor­
tionate share of headquarter's costs attributable to PIDAC and
 
would help SOMIVAC sustain its autonomy.
 

10. 
 USAID should strengthen its own administrative and accounting
 
services so as to insure support for project financial accounting
 
systems and more effective control over project expenditures.
 
It should also insist on a stronger role 
in project management

via participation of 
the USAID project manager on the PIDAC
 
Project Managernent Committee.
 

These recommendations, taken together, offer the potential
 
for eliminating many of the administrative and resource flow
 
problems that have impeded the accomplishment of project goals

thus far. By concentrating project 
resources in non-salary
 
operating cost categories neglected by the GOS, USAID can
 
facilitate an economically more rational allocation of 
resources
 
available for agricultural development.
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B. Proaram Implementation
 

Several aspects of 
programs already underway need
 
strengthening or modification to 
render the programs more
 
effective. 
 Detailed recommendations are 
included in each
 
section. 
The more 
important ones are summarized below.
 

1. 
 PIDAC should cautiously experiment with the 
effectiveness
 
of female extension agents by assigning at least 
one to each
 
zone. 
 The importance of women 
to agricultural production in
 
the 
Casamance suggests that the potential gain from reaching
 
a heretofore neglected group may outweigh the difficulties of
 
keeping female agents 
in rural areas.
 

2. The Extension Division of PIDAC should initiate an on-farm
 
testing program in collaboration with ISRA in order to 
verify
 
the effectiveness of proposed extension themes prior to 
ex­
tending them to 
farmers in particular zones. 
 Many themes that
 
have a demonstrated substantial positive impact 
on crop yields
 
are not 
adopted by farmers 
to the extent one 
would expect.
 
Such testing will facilitate 
a close examination of ecological

and sociological aspects of the themes and, hopefully, pruvide
 
information leading 
to the elaboration of 
more acceptable
 

approaches.
 

J. PIDAC should give 
firn instructions 
to zone chiefs and
 
extension agents to 
prepare and maintain demonstration plots

in farmers fields. 
 That will permit the agents to gain

farmer's confidence and will 
facilitate an objective evaluation
 
of the 
technical competence of the extension agent.
 

4. PIDAC should regroup the training, literacy and women 
in
 
development sections of 
the extension division into 
a single

division of training on a level with the other divisions of
 
PIDAC. It 
should insure that this division has a functioning
 
audio-visual unit. 
 Both these actions are necessary to 
insure
 
that training, literacy and women's 
programs receive the
 
attention they deserve and become fully integrated with all
 
of the 
project's activities.
 



5. 
PIDAC should regroup all village level extension agents
 
within a zone 
into a single interdisciplinary team including
 
WID, livestock and literacy training agents. 
This will better
 
insure integration of its diverse activities and programs at
 
the local level. Each agent should have supplemental training
 
in the specialties of the other members of the team in order
 
to 
better identify when his/her assistance might be useful.
 

6. 
The Literacy Section of PIDAC should reinstate literacy
 
training for the presidents and secretaries of the producer
 
groups and begin planning now for the progressive transfer
 
of literacy training to 
the villagers themselves. This group
 
is crucial for the 
success of the project's input supply and
 
credit programs.
 

7. PIDAC should accelerate the establishment of the seed farm
 
and strengthen the production of seed 
on contract by producer
 
groups by assigning more competent staff. 
 The seed farm
 
should be placed under the direction of a highly qualified
 
Senegalese with supervision and support provided by the plant
 
protection technical assistant. 
 This should help contain the
 
number of technical assistants in the project without reducing
 
the quality of the seed production program.
 

8. PIDAC should integrate all its credit programs into a
 
single program with common terms. 
 The terms should include
 
refusal of new credit 
to any individual in a producer group
 
that has not 
paid at least 95% of all outstanding principle
 
and interest due as 
of the date the new credit would become
 
effective. 
 The programs should charge a comron interest 
rate
 
and require a minimum down payment as 
a condition for ob­
taining credit. Without these changes PIDAC risks getting
 
swamped with an unnecessarily complex system of record
 
keeping for its credit programs. It will also be inviting
 
farmer abuse and a breakdown in the discipline necessary to
 
assure the financial viability of the program.
 

9. USAID should provide technical assistance to the section
 
of Promotion Feminine at 
PIDAC. The action program of the
 



section lacks a clear conception of where it should be going
 
and how it should get there.
 

10. PIDAC should reconstitute its monitoring unit as 
a
 
Monitoring and Liaison Unit responsible directly to the
 
Director of PIDAC. 
The unit should have responsibility for
 
establishjig feedback mechanisms for 
regularly monitoring
 
the effectiveness of the many activities of the project. 
 This
 
same unit should be responsible for on-going liaison with the
 
ISRA farming systems team.
 

11. USAID should recruit a senior expatriate specialist in
 
monitoring and management 
for the PIDAC Monitoring and Liaison
 
Unit. 
 In addition to directing the activities of this unit
 
during its formative period he/Bhe would 
serve on the proposed
 
PIDAC Project Management Committee and would provide on-going
 
assistance in research design and analysis methodologies to the
 

DEEP Evaluation Urit.
 

12. DEEP should reduce the data collection activities of its
 
Evaluation Unit over the next several months in order to permit
 
a more complete analysis of data already collected and to
 
facilitate the evolution of data collection and analysis
 
methodologies more likely 
to permit a definitive evaluation
 

of the impact of specific project activities.
 

13. USAID should replace the statistician currently assigned
 
to DEEP with a senior Senegalese or expatriate specialist in
 
social science research design and research methods 
to help
 
Senegalese researchers at DEEP become disciplined, efficient
 

researchers.
 

14. SOMIVAC and ISRA should modify the protocol creating the
 
Research and Development Committee so as to incorporate all
 
heads of the technical divisions in the implementing agencies
 
as statutory members. 
 Working sessions of the Committee should
 
be organized around individual implementing agencies.
 

15. The Project should establish a prototype testing fund 
to
 
facilitate field testing for prototypes of seemingly promising'
 
investments under actual field operating conditions.
 



Volume 1: Main Report
 

USAID/AFR Executive Summary 


Summary of Important Findings and Recommendations 

Table of Contents 

List of Tables 

List of Figures and Charts 


I. 	INTRODUCTION 


A. Summary Terms of Reference 

B. 	The Project Description 

C. 	Rural Development Institutions in the Csamance 

D. 	PIDAC's Achievements from 1979-82 


II. AGRICULTURAL PRODUCTION IN THE LOWER CASAMANCE 

A. 	Systems and Techniques of Production 


1. 	Upland Crops 

2. 	Phraetic Rice 

3. 	Aquatic Rice 


B. 	Social Organization of Production 

1. 	Village 

2. 	Family 


C. 	Agricultural Production 1976-1982 

D. 	Impact of the Project on Agricultural Production 


IlI. PRODUCER GROUPS 


A. 	Recommendation 


IV. AGRICULTURAL EXTENSION 


A. 	Organization of PIDAC 

1. 	Structure 

2. 	Relationship to the Producer Groups


B. 	Extension Management 

C. 	Logistical Support 

D. 	Extension Themes 


1. 	Content of Themes and Their Adoption by

Peasants 

a. 	Animal Traction 

b. 	The Timing of Cultural Operations 

c. 	Organic Manure 

d. 	Crop Specific Technical Themes 


2. Costs and Benefits of Extension Themes 

a. 	Fertilizer Response 

b. 	Early Planting 

c. 	Manure 

d. Weeding 


3. Social Acceptability of Technical Themes 

E. 	Acceptance of PIDAC Extension Agents by Villagers

F. 	Recommendations 


Page No.
 

ES-:
 

i
 
viii
 
xiii
 
xiv
 

1
 

I
 
3
 
5
 
6
 

a
 

8
 
8
 
9
 
9
 
I0
 
10
 
10
 
11
 
14
 

20
 

20
 

21
 

21
 
21
 
21
 
23
 
24
 
25
 

25
 
25
 
26
 
26
 
26
 
30
 
30
 
31
 
31
 
32
 
32
 
33
 
33
 



Page No.
 

V. 	TRAINING 
 34
 
A. 	Extension Traininy and Teaching Methods 
 34
1. 	Teaching Methods 


34
2. 	Application to PIDAC 
 34
3. 
Problems and Difficulties 

35
4. 	Conclusion 


B. 	Literacy Training 36

37


I. 	Project Accomplishments 

37
2. 	Teaching Methods 

39
3. 	Acceptance of Literacy Agencies by the


Population 

40
4. 	Conclusion 


C. 	In-Service Training 40
 

SOMIVAC Division of Training 	
42
1. 


2. 	Counterpart Training 42
 
D. 	External Training 43
 

44
E. 	Utilization of Personnel After Training 
 46
F. 	Recommendations 

47
 

VI. SEED PRODUCTION BYPIDAC 

48
 

A. 	The Seed Farm 

B. 	Contract Farmers 48
 

49
C. 	Seed Treatment 

50
D. 	Analysis of Problems 

50
E. 	Recommendaticns 

51
 

VII. 
 PLANT PROTECTION 

51
 

A. 	Plant Protection Program

B. 	Achievements of 51
the 	Plant Protection Section 
 52
C. 	Problems and 
Difficulties 


53
D. 	Recommendations 
 54
 

VIII. 
 INPUT DISTRIBUTION AND AGRICULTURAL CREDIT 
 54
 
A. 	Input Distribution 

B. 	Credit Program 54
 

54
 
IX. 
 WOMEN IN DEVELOPMENT 


60
 
A. 	The NCNW Study 

B. 	Evaluation of the Activities of the WID 

60
 
Component 

1. 	The WID Component 

60
 
61
a. 	History 

61
b. 
Relation to Other Structures 
 61
 c. 	Conservation of Fruits and Vegetables
d. 	Vegetable Gardening 63
 
64
e. 	Conclusions 


C. Recommendations 	 65
 
66
 



Page No.
 

X. 	MONITORING, EVALUATION AND PLANNING 
 67
 
A. 	 Planning Activities of DEEP 
 67
 
B. 	 Project Evaluation 
 68
 

1. 	Studies Conducted in 1982/83 68
 
2. 	Observations 
 68
 
3. 	Other Data Needed 
 69
 

a. 	Social Indicators 
 69
 
b. 	 Data on Non-Farm Units 
 70
 

4. 	 Dissemination of Research Results 
 70
 
5. 	 Additional Assistance Required 
 70
 

C. 	 Project Monitoring 
 73
 
D. 	 Coordination of Research in the Region 
 75
 

1. 	Sample Surveys 
 75
 
2. 	Improving Regional Agricultural Statistics 75
 

E. 	Use of Computers at SOMIVAC and PIDAC 
 76
 
1. 	Micro-Computer Software 
 76
 
2. 	Micro-Computer Hardware 
 78
 
3. 	Conclusion 
 79


.F. Reinforcing DEEP 
 80
 
G. 	Recommendations 
 80
 

XI. AGRICULTURAL RESEARCH 
 82
 
A. 	Farming Systems Research 82

B. 	Analysis of Experiments Underway at ISRA 83
 

1. 	Intensification 
 83
 
a. 	Rainfed Rice 
 83
 
b. 	Phraetic Rice 
 83
 
c. 	Aquatic Rice 
 84

d. 	Sorghum 
 84
 

2. 	Extensification 
 84
 
a. 
Use 	of Animal Traction on Pharetic Rice 84

b. 	Method of Plowing 84
 

3. 	Diversification 
 84
 
4. 	Soil Rehabilitation 
 85
 
5. 	Conclusions 
 85


C. 	Relations Between ISRA and SOMIVAC/PIDAC 86

D. 	Recommendations 
 88
 

XII. MAINTENANCE OF CONSTRUCTION 
 89
 

XIII. 
 PROJFCT MANAGEMENT AND ADMINISTRATION 90
 

A. Government of Senegal and SOMIVAC/PIDAC 90
 
1. 	The Legal Statute of SOMIVAC 
 91
 
2. 	 The Reliability of GOS Counterpart


Cont ribut ions 
 92
 
3. 	Planning and Programming, Execution and
 

Monitoring 
 94
 
a. 	Planning and Programming 94
 
b. 	Project Execution 96
 
c. 	Project Monitoring 97


4. 	 Financial Management 98 



Page No.
 

B. ISRA 

100
C. USAID 
102
1. Contracting and Procurement 
 102
2. Auditing and Financial Control 


3. The Role of the USAID Project manager 
103
 

D. Whither SOMIVAC/PIDAC 	 103
 
lOG


E. Recommendations 

108
 

XIV. EVALUATION OF THE HARZA REPORT 
 1i1
 
A. Agronomic Section 
 111
B. Social Analysis 
 112
C. Economic Sections 
 113


1. Methodology 
 113
2. Technical Assumptions 
 115

3. Price Assumptions 	 115
4. Conclusion 
 116
D. Recommendations 


116
 

XV. RECURRENT COSTS 
 117
 
A. Recurrent 
Costs in the First Four Years of


the Casamance Project 	 117
B. The Issues 
 119

I. Slow Implementation of the PIDAC Program 
 119
2. Sharing the Recurrent Cost Burden-How Long
 

a Transition? 

C. Recurrent Spending in the Future 	

119
 
121
1. Through Phase I 
 121
2. After the Project Ends: 1985-90 	 124
 a. Personnel 
 124
 

b. Equipment Renewal 
 124
 c. Amoritization of Structures 
 124
d. Other Recurrent Costs 
 124

D. Conclusion 


125

E. Recommendations 


125
 
XVI. VALIDITY OF PROJECT PAPER OUTPUT PROJECTIONS 	 126
 

A. Agricultural Extension 

B. Agricultural Inputs 	

126
 
127


C. Agricultural Production 

D. 	Literacy and Training 

128
 
129
E. Research 

130
F. Planning and Coordination at SOMIVAC 
 130
 

References 

131
 



xii 

Annex A: 	 Derivation of the Estimated Impact of the
 
Project on Agricultural Production to 
Date
 
Using the Component Method.
 

.Annex B: 
 Example of Rapport Between the Women in Development

Section and the Other Divisions and Sections of the
 
Project . 

Annex C: Relationship Between Management, Monitoring and
 
Evaluation For SOMIVAC and PIDAC.
 

Annex D: 
 Estimated 	Cost of Recommended Changes in 
the
 
Casamance Regional Development Project.
 

Annex E: 	 Ways to Raise Peasants' Share of Recurrent Cost 
Financing. 

Annex F: 	 Comments on SOMIVAC S P-*oposal on the Reprogramming 
of Project Funds.
 

Annex G: 
 List of Persons Contacted.
 



xlii 

LIST OF TABLES 

Table I-i Achievements of PIDAC, 1979-82, as 
Compared to the Total Population of 
the Project Area 

Page No. 

7 

Table II-i Area, Yield and Production for Principal
Crops in the Lower Casamance as Compared
with Rainfal:, 1976-1982 

12 

Table 11-2 Realizations of PIDAC, 1979-1982, as 
Compared to Regional Inspection of 
Agriculture Production Estimates for 
the Same Area, 1981-1982. 

16 

Table IV-i Percent of Households Having Contact With 
PIDAC Extension Agents by Membership in a
Producer Group and by Type of Contact, 
1902 

22 

Table TV-2 Percent of Farmers Who Respect Agricultural 
Extension themes by Crop and by Membership
in a Producer Group, 1982 

27 

Table VI-I Superficie, Rendcments et Production des 
Semences par la Ferme Semenciere et par
les Paysans Contractuels du PIDAC, 
1981/82 

49 

Table VX-i Casamance Project Budget and Expenditures 
as of December 31, 1982 

118 

Table VX-2 Projected Operating Costs for Currently
Programmed Project Activities and Changes
Recommended by the Evaluation Team, Mid 
1983 to Mid 1985 

123 

Table A-i improved Seed as a Percent of Total Seed 
Used by Three Groups of Farmers During
the 1982/83 Crop Season 

A-2 

Table A-2 

Table D-1 

Estimated Increases in Agricultural 
Production in the Lower Casamance Arising
From the Project Using the Component Method 

Project Vehicles Needing Replacement by 
Year and Agency 

A-5 

D-2 

Table F-i SOMIVAC'S Proposal for Rearranging the 
Allocation of External Financing for the
Lower Casamance Rural Development
Project; May, 1983 to June, 1985 

F-2 



4 

LIST OF FIGURES AND CHARTS
 

Page No.
 

Diagram I-I Organigramme de la SOMIVAC 


Diagram C-i Theoretical Rapport Between Planning, 
C-2
 
Implementation, Monitoring and
 
Evaluation
 

Diagram C-2 
 Rapport Between Planning, im- C-3
 
plementation, Monitoring and
 
Evaluation at SOMIVAC/PIDAC
 



I. INTRODUCTION
 

A. Resume de Termes de Reference
 

L'Equipe d'Evaluation devrait comprendre une spdcialiste en suivi-dvaluation,
 

un agronome, un spdcialiste en formation, un dconomiste, deux sociologues, une
 

anthropologue, un agro-dconomiste, un ingdnieur civil et un spkcialiste en logistique
 

dernier n'dtant pas arrivd, la partie le concernant a dG tre laissd de c6td.
 

Les termes de rfdrence de l'dvaluation dtiant les suivants:
 

1. Evaluer les syst~mes actuels de culture dans les 14 zones d'intervention
 

du PIDAC et procdder a une comparaison de la production des campagnes agricoles
 

1980, 1981, 1982.
 

Comparer 6galement la production des unitds de production bdndficiant d'un
 

encadrement et celles qui n'en ont pas. Faire des recommandations en ce qui
 

concerne 
laccent qu'il faudra mettre dans l'avenir sur les strategies de produc­

tion. EvaLuer dgalement l'application des recommandations contenues dans la der­

nibre dvaluation en ce qui concerne la fourniture des facteurs de production
 

aux paysans.
 

2. Evaluer les efforts da PIDAC dans le domaine de la vulgarisation agricole.
 

Ceci comprendra une dvaluation des techniques actuellement recommanddes nar 
les
 

agents du PIDAC, notamment la protection des cultures et la volontd des paysans
 

d'accepter ces techniques. Ceci comprendra 4galement une 6valuation des efforts
 

entrepris par le PIDAC dans le domaine de !a multiplication des semences.
 

3. Etudier les organisations villageoises existant dans les 14 zones
 

d'intervention du PIDAC et faire des recommandations concernant les 6ventuelles
 

activites futures impliquant les organisiations villageoises. Ce voLet de l'dvalua­

tioi comprendra, dgalemen, une apprdciation des rapports existant entre les
 

agents du PIDAC et les Groupements de Producteurs.
 

4. Evaluer les efforts du PIDAC dans le domaine de l'alphab~tisation
 

fonctionnelle, notamment la formation en gestion et comptabi~itd assurde 
aux
 

responsables des Groupements de Producteurs.
 

5. Evaluer le commencement du volet crddit special oar le PIDAC.
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6. Evaluer les efforts du PIDAC avec 
le Volet Fdminin.
 

7. Evaluer 
les efforts entrepris par l'ISRA/Djibdlor dans le domaine de
 
la recherche applique dont les r~sultats peuvent Ztre utilisds 
par la SOMIVAC
 

et le PIDAC.
 

Comparer les recommandations de 
la derni~re 4valuation en ce qui concerne
 
la recherche et 
les travaux actuellement en cours.
 

8. Examiner le syst~me de 
suivi et l'6valuation mis en 
place la SOMIVAC.
 
Ceci inclura 
une analyse des dispositions prises pour la collect des renseigne­
ments concernant la commercialisation et 
la production.
 

9. Evaluer La capacit6 de la DEEP 'entreprendre la planification et 
la
 
conception des projets.
 

10. Evaluer les efforts du projet dans le 
domaine de la formation court
 
et 
 long terme, le recyclage et l'utilisation par les agents des gens 
formds
 
h leur retour au service.
 

II. Evaluer 
la valeur des dtudes financdes par 
le projet (par exemple HARZA,
 
NCWTimberlake, DIALLO). 
Evaluer L'efficacitd de la cellule 
rdgionaLe de recher­
che et d~veloppement permettant d'4viter 
les doubles emplois au niveau de la
 

recherche.
 

12. Evaluer la valeur et 
la rdalisation de l'assistance technique offertes
 
h la SOMIVAC, au PIDAC et h l'ISRA/Djibdlor y compris la 
formation des homologues.
 

13. Evaluer L'entretien du matdripl 
fourni par I'USAID h La SOMIVAC, au
 
PIDAC et i l'ISRA/DjibiLor.
 

14. EvaLuer L'entretien par chaque agence de 
la construction financee par
 

'USAID.
 

15. Evaluer la gestion du projet: notaimment son efficacitd et 
la disponibilitd
 
des moyens d'exdcution (SOMIVAC, USAID, PIDAC, ISRA/Djibdlor).
 

16. Comparer les rdsultats ddj obtenus aux prdvisions des objectifs devant
 
Ztre atteints h la fin du projet, ceci a la 
lumi~re de l'expdrience i ce jour. 

Ddterminer les causes des variations des indicateurs principaux du projet,
 
les variations entre les objectifs et 
les rdalisations et si ndcessaire recommander
 
des modifications.
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B. Le Projet
 

La durde du Projet de D6veloppement Rdgional de la Casamance a 6td pr6vue
 
pour 5 ans (1978 a 1983) puis prolongde jusqu'en ao~t 1985, dans le cadre du
 
mime budget. Le financement global du projet est de 23 millions de dollars 
sur
 
le cStd USAID et 10.8 millions de dollars pour le catd du Sdndgal.
 

Le projet est destind 5 accroltre la production agricole en Basse Casamance
 
par le renforcement de la 
Socidtd Rdgionale de Dveloppement (SOMIVAC) et de 
son
 
organe de vulgarisation/encadrement (PIDAC), 
en liaison avec l'expdrimentation
 
et les essais sur le 
terrain mends par I'ISRA. L'objectif indirect est l'amdliora­
tion du niveau de vie des populations rurales. Le Diagram I-1 
donne l'organigramme
 
de 
La SOMIVAC telle qu'il 6tait pendant La pdriode d'6valuation.
 

L'USAID fournit de l'assistance technique la SOMIVAC, au PIDAC et I'ISRA/
 
Djibdlor, et du matdriel 
technique et du soutien financier au PIDAC et 5 l'ISRA/
 
Djibdlor. Pour la campagne agricole 1982/83, le 
PIDAC a travailld avec les
 
paysans locaux sur 4.377 ha de 
riz et 1.773 ha de mats de mime que sur 
leurs
 

cultures d'arachide et de mil.
 

Un Plan Directeur traitant des contraintes de la production agricole en
 
Basse Casamance et du Ddveloppement gdndral de 
la rdgion destind la SOMIVAC
 
est actuellement dlabord 
par la Compagnie Internationale d'lngdnierie, HARZA de
 

Chicago.
 

Les autres activitds du projet comprennent l'implantation d'une ferme de
 
production de 
semences de 100 hectares; la 
mise au point d'un programme d'alpha­
batisation fonctionnel dans les langues locales; 
la formation de Groupements
 
de Producteurs en vue de gdrer 
les facteurs de production et les crddits agricoles;
 
la construction de magasins au 
niveau des villages et de la zone, aussi bien que
 
l'amdnagement de digues anti-sel; 
l'examen de l'impact sanitaire du barrage de
 
Guidel dont La construction a 6t 
 financde par la Banque Africaine de Dveloppement;
 
l'dtude du r5le socio-dconomique des femmes 
en 
Basse Casamance; la construction
 
d'un batiment usage de 
bureaux pour le centre de formation; des laboratoires
 
et d'autres installations destindes 
 la SOMIVAC, au PIDAC et 
h 1'ISRA.
 

Les activitds de vulgarisatiou comprennent aussi les
le travail avec 

groupements de femmes en 
vue d'augmenter les cultures maraich~res et de 
renforcer
 
les activitds pilotes impliquant la conservation des 
fruits et des legumes;
 



Diagram 1-I: Organigranme de 
la SOMIVAC
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la vulgarisation de L'dlevage et du petit dlevage et 
la cr4ation d'un volet
 
destind 
 rendre disponibie des 
prats pour l'acquisition du 
matdriel agricole.
 
Un volet santd 
esL en cours d'dlaboration.
 

C. 
Les Organismes de Developpement Rural en Casamance
 

La SOMIVAC (Sociitd de Mise en Valeur Agricole de la Casamance) est actuelle­
ment une entceprise publique 
 caract~re industriel et commercial, crdde par un
 
ddcret du 2L juiliet 1976. 
Elle est chargde de la planification, de 
la coordina­
tion et 
du contr6le du developpement rural de 
la Casamance, sous 
la tutelle
 

du iit,0 dii -'veln , inenr. Ritr,,l 

Le PIDAC (Projet Intdgrd pour Le Ddveloppemnt Agricole en Casmance) existe
 
depuis 1974 et 
il est devenu l'agence de la mise en 
place des 
projets agricoles

dans la sous-rdgion de 
La Basse Casamance de 
la SOMIVAC. 11 est donc supervis6

et 
controld par celle-ci, mais apr~s avoir eu 
l'accord de la SOMIVAC pour son
 
programme, 
le PIDAC garde, en principe, son auconoraie dans La gestion de ses propres
 
budgets et programmes.
 

L'ISRA (Institut Sdndgalais 
de Recherches Agricoles) est 
un organisme na­
tional de recherche, dont 
L Centre de Djibdlor, en Casamance, apr~s avoir port6

des recherches principalement sur le 
riz, les dtend maintenant aux autres 
cultures 
et a la recherche sur Les m6thodes culturales. 
IL ddpent administrativement du
 
Directeur GCndral pour la Recherche, les Sciences et 
la Technologie du Ministre
 
de la Recherche.
 

D'autres services 
rdgionaux "traditionnels" 
int6ressds diffdrents titres
 
au ddveloppement rural 
existent en Casamance et 
sont composs d'un ou de 
plusieurs

inspecteurs pour chaque ministbre et 
de leur personnel, tels que 
les inspections

regionales du MinistL-re du Ddveloppement Rural, du Ministare de 
la Santd et du
 
Ministare de 
l'Action Sociale (ex-Promotion Humaine).
 

Pour l'intdgration de 
tous Les 
services et des activitds gouvernementales
 
dans la rdgion, c'est le Couverneur qui en est responsable et 
en rdf~re du
 
Ministare de l'Int6rieur.
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D. Les rdalisations du PIDAC pour la Pdriode 
1979/82
 

Le Tableau I-I 
donne le bilan global du PIDAC (1979 
- 82) par rapport aux
 
caract~ristiques principales de la 
Basse Casamance et 
sert de rdfdrence aux
 
ddveloppements et explication ddtailldes qui 
sont donndes dans les diffdrentes
 
sections spdcialisies du Rapport d'Evaluation.
 

Pendant la 
saison culturale de 
1982/83, le PIDAC travaillait avec plus de
 
13.000 
 mdnages en Basse Casamance, soit h peu pros 40% de 
la totalit6 des
 
mdnages ruraux dans la 
sous-rdgion. Pour porter ses 
activit~s aux 234 groupements

qu' il a pu reconstituer ou former, 
le PIDAC se 
sert de 70 encadreurs de base.

Ce sont ces encadreurs qui sont les homees-cld pour les objectifs du projet dans
 
le domaine de la production agricole.
 



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

TABLE 1-1: Achievements 
of PIDAC, 
1979 - 82, as Compare' 
to 
the Total Population of the Project Area a)
 

Entire Area 
 PIDAC Only
Descript ion 
 1982 
 1979 
 1980 
 1981 
 1982
 
Total population 
 200,000 b/ 


82,475
 
Number of active farmers 
 160,000 c/ 
 6,630 
 9,930 48,153 60,019
 
Households 


31,700 d/ 
 1,052 d/ 1,576 d/ 
 7,643 d/ 13,089
 
Villages 


400 d/ 
 261 361 N/A
273 

Fanner Groups (G.P.) N/A 
 162 202 
 234 
 234
 
Extension agents 
 N/A 
 30 50 
 65 
 70
 

Literacy Program Enrollment N/A 
 - 428 724
 

a/ Excludes Niaguis arrondissement, currently covered by MAC. 
Niaguis had an estimated
population of 31,600 with 21,900 active farmers 
1982
 

in 5,000 households.
 

b/ 
 Taken from Annex III of SOMIVAC-PMJAC-ISRA (;983)
 

c/ Calculated using ratio of active 
to total population as found in SOMIVAC-PIDAC-ISRA (1983) 
Annex III.
 
d/ Calculated using PIDAC estimate of average household size of 6.3 persons, 
the basis of its own
 

figures for 1982.
 



II. LA PRODUCTION AGRICOLE DANS LA BASSE CASAMANCE
 

A. Systimes et Techniques de rrcducrinn
 

Les exploitations rencontrdes en Basse Casamance sont de 
type familial. 

La famille est regroupde au sein d'un carr6 et compos~e en gdndral du chef 
(pare), de la mare et des enfants. La famille a des terres qu'elle exploite 

ensemble et individuellement. Le PIDAC travaille avec les Groupements des
 

Producteurs (G.P.) 
au niveau du village. L'encadrement se fait au niveau de
 

l'individu ainsi qu'en groupe.
 

1. Les Cultures de Plateau
 

L'arachide est une culture importante dans 
toutes les zones agricoles.
 
Elle occupe 30% des superficies exploitdes. A ['exception des 
zones qui ont
 

d'importancs probl~mes de terre, 
l'arachide est la culture prdpond~rante sur
 

le plateau. Elle est, en gdndral, en association avec le sorgho et le mil. Le
 
rendement moyen de l'arachide est de l'ordre d'une tonne 
 l'hectare. Les
 

cultures secondaires ont un rendement moyen gdndralement faible de l'ordre
 

de 100 Kg/Ha.
 

Le mals qui peuc 6tre une culture nouvelle en Basse Casanance, a gagn6
 
du terrain par rapport au mil et sorgho. Les rendements se situent aux environs
 

de 900 Kg/ha. Le mats dans un premier temps joue le rale de culture de soudure,
 
il est sem6 tat. Les chiffres globaux du PIDAC montrent que les superficies
 

ensemenc~es en mais par ses paysans encadrds sont passdes de 112 ha en 1979
 

1.773 ha en 1982. La plupart de cette augmentation est due au projet.
 

Le mil et le sorgho sont plus importants que le mals dans les zones i
 
sols 	sableux et 5 pluviomdtrie limitde. Ces cultures occupent, dans ces zones,
 

peu prbs 35% des 
surfaces cultiv~es. Les rendements sont de l'ordre de
 

700 Kg/ha. Comme le mats, le mil et le 
sorgho peuvent avoir une place intc­

ressante dans les systmes de production des paysans. Sa culture est en effet,
 
toujours possible, maie si les semis des plateaux sont ddcal6s dans le temps
 

du fait de l'arriv~e tardive des pluies.
 

Le riz pluvial strict ne couvre en fait qu'une superficie limitde de
 

25-35% des surfaces rizicoles. Les rendements moyens sont 
de l'ordre d'une
 

conne a i'hectare. Le nidbd, la patate douce et le manioc sont 
gdn~ralement
 

localis~s dans les jardins de case.
 



En gdndral, le labour conmmence avec les pluies de fin juin et ddbut
 

juillet. En dehors du riz 
pluvial strict, les champs de plateau sont labourds
 

en billons et non h plat par 80% des paysans. Cette mdthode leur permet, en
 

effet, de mieux en fournir les mauvaises herbes et d'effectuer le labour
 
plus rapidement. L'arachide est une culture de rente mis 
en place gdndralement
 

sur des jachires de courte durde tandis que le riz pluvial est souvent semd
 
sur des jach~res de longue durde. Les cultures de plateau b6ndficieut gdndra­

lemant d'un seul sarclage. Le gardicnige est peu important.
 

2. Le Riz de Nappe
 

Le riz de nappe est prddominant dans les zones oh le sol est abandonnd
 
au profit du semis direct k 
 'a suite des sdcheresses de ces derni6res anndes.
 

II n'est gdndralement sarcld qu'une seule fois. Les rendements varient de
 

500 h 3,200 Kg/ha selon la si.tuation topograhique des riziires. Le riz de
 

nappe est tr~s important dans le sud du fleuve en zone de forts.
 

3. Le Riz Aquatique
 

Le riz aquatique est la spdculation la plus ancienne en Basse Casamance.
 

Cette culture Se pratique dans les zones qui rescent submergdes durant une
 

bonne partie de I'hivernage. Elle constitue l'activitd principale des 
femmes.
 

La plupart des 
superficies exploitdes sont labourdes manuellement. Le repiouage
 
intervient aprhs submersion. Les rizi~res aquatiques sont en gdndral assez
 

petites. Elles sont ddcoupdes par de nombreuses diguetro- qui constituent des
 

unitds hydrauliques. Souvent, avant le labour, le fumier est rdpandu sur les
 

parcelles.
 

Les pdpinihres sont semdes en juillet 
sur de petites parcelles nouvellement
 

ddfrichdes ou dans 
les champs de case. Les variitds utilisies sont tr~s nombreuses. 
Le repiquage intervient apr6s la submersion et quand la rizi~re est assez Lessivde 

dans le cas o6 il y a un probl~me de sel. Ii intervient souvent tr~s tard, 5 5 8 
semaines apr~s 
le semis. Le tallage ayant ddja commenc6, ce repiquage tardif
 

entrave le ddveloppement normal des plants.
 

Le sarclage n'est pas aussi ndcessaire pour le riz aquatique que pour les
 
cultures de plateau. La rdcolte est assurde par les 
femmes Il'aide d'un petit 

couteau panicule par panicule. 

Dans les rizi~res avec des probl~mes de sel et de fer les rendements varient 
de 200 - 600 Kg/ha. Celles qui connaissent une arrivde tardive des pluies o6 les 
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repiquages sont effectu6s en 
retard ont des rendements de l'ordre de
 
1000 - 1500 Kg/ha. Les rizi~res aux rendements 6lev~s (2000 - 3000 Kg/ha)
 

ne connaissent ni probl~me de set, 
ni celui de fer et elles recoivent un
 

apport important de fumier et repiquage pr~coce.
 

B. L'Organisation Sociale de la Production
 

En Basse Casamance, l'organisation socialc de la production bien que
 
revatant des formes diffdrentes suivant les particularitds ethniques, repose
 

sur l'articulation fondamentale entre une division du travail effectu6 
sur
 
des bases individuelles et une association collective du travail. Que ce 
soit
 

au niveau dlargie de la communaut6 ou du village ou celui restreint de la
 

famille, cette articulation est toujours une constante ee 
l'organisation
 

sociale de la production. Ainsi 
il mdrite d'Etre intdgr~e dans l'6valuation
 

des programmes de d~veloppement agricole.
 

I. Au Niveau du Village
 

Chaque famille constitue une unitd de production destin~e assurer la
 
satisfaction de ses propres besoins. La production agricole se rdalise dans
 

plusieurs champs familiaux suivant une organisation interne tr~s fonctionnelle.
 

Mais en m~me temps que la famille constitue une unit6 de production
 

indivuelle, il existe des associations traditionnelles regroup~es sur des
 
crit~res d'Sge et de sexe et effectuant collectivement des activitds d'entre-aide,
 

de prestation de service 
et de production communautaire.
 

Ces cadres collectifs sont aussi 
et en m~me temps le lien d'une division
 
et d'une rdpartition individuelle des taches de production. Une organisation
 

et une discipline 
souvent ciment6e par des liens cultures et socio-affectifs
 

assurent leur coherence et leur opdrationnalit6.
 

2. Au .Niveau de la Famille
 

La division du travail repose sur une rdpartition des tches en fonction
 
de crit~res de sexe. 
En gdn~ral, partout en Basse Casamance, la production du
 
riz est du ressort des fermes alors que les hozmmes s'occupent des autres
 

cultures (mil, mais, arachide) qui sont souvent destines 5 la vente. 
Des nuances
 

existent cependant, sLvant les localit6s.
 



Le maralchage dans 
route 'la Basse Casamance est actuellement quasi­
exclusivement 
effectude par les femmes. La division traditionnelle du
 
travail a toujours fix6 le maralchage domestique conmne 
6tant du domaine
 

des femmes. Par ailleurs, le niveau familiale entretient toujours des
 

relations avec les associations traditionnelles qui sont particuli~rement
 
actives chez les filles, les femmes marines et 
les jeunes hommes.
 

L'dtude de l'organisation traditioi:nelle de la production constitue
 
en dernifre analyse un.61ment important 5i prendre en consid6ration dans
 
l'introduction de progranmmes agricoles. Si non, on 
court le risque d'affecter
 

certain dquilibre traditionnel dans la rdpartition du travail social.
 

C. Agricultural Production, 1976-1982
 

Agricultural production in the 
Lower Casamance is dominated by the rains.
 
Low rainfall does not provide sufficient sweet water runoff with the result
 
that flood plain rice production is low. Up-land crops are dependent only
 
on actual precipitation so production is relatively more stable than for rice.
 

In years of good rainfall distribution, such as 1982, good results can be
 

obtained 
even when total rainfall is below average.
 

Table I-I presents area, production, yield and rainfall data for the
 
Lower Casamance for the 1976-1982 period 1/. As can be seen from the 
table,
 
agricultural production ,nd yields vary enormously from one year to 
the next,
 
largely in response to ch. ages in rainfall. The data do, however, reveal 
an
 
increase in agricultural production relative to available rainfall over this
 
period, especially with respect to 1979 when rainfall was only about 6% below
 
the seven year average and only 5% below the average of the last 
two years.
 

One needs to be careful interpreting these data since 1979 followed a year
 
of exceptionnally good rains 
in the post drought context. It is possible that
 

carryover !upplies had a negative 
influence on production in that year.
 

I/ Most of these date come from official MDR sources. They are based on
 
sampling procedures that have been in place for several years. The data 
are
 
felt to be accurate within + 10%.
 



TABLE I-1: 
Area, Yield and 
Pro-duction for Principal Crops 
in
the 
Lower Casamanct 
a! 
 as Compared

with Rainfall. 
 1976-1982
 

YEAR
 

Crop Estimate 1976 1977 1978 1979 1980 1981 1982 197b-82 

Rice 

Millet/ 

Sorghum 

Maize 

Peanuts 

Total 

Area (ha) 
Yield(F1 s) 
Prod (tons) 

Area 

Yield 

Prod 

Area 

Yield 
Prod. 

Area 
Yield 

Prod. 

Area 

Prod. 

36 387 
1 243 

45 242 

21 653 

603 

13 059 

I 263 

675 
853 

26 220 
1 165 

30 558 

85 523 
89 712 

21 717 
907 

19 705 

18 968 

661 

12 540 

1 411 

612 
864 

19 898 
804 

15 996 

61 994 
49 105 

38 756 
1 389 

53 831 

23 b43 

730 

17 267 

2 030 

701 
1 424 

32 767 
1 053 

34 503 

97 196 
107 025 

26 520 
941 

24 968 

24 323 

823 

20 026 

2 732 

728 
1 988 

24 359 
I 138 

21 315 

77 934 
68 297 

19 765 
269 

5 322 

22 429 

540 

12 122 

5 060 

738 
3 732 

17 105 
414 

7 088 

64 359 
28 264 

28 099 
I 373 

38 580 

17 334 

887 

15 375 

6 523 

773 
5 045 

19 993 
1 170 

23 397 

71 949 
82 397 

26 318 
1 325 

34 865 

20 317 

733 

14 895 

5 492 

1 085 
5 960 

24 964 
1 164 

29 059 

77 091 
84 779 

Average 

28 223 
1 126 

31 788 

21 238 

708 

15 041 

3 502 

810 
2 838 

23 615 
979 

23 131 

76 578 
72 79; 

Rainfall (mm) b/ 1 357 865 1 509 1 01?' 689 I 141 988 I 080 

-------------------------------­

a/ Departements of 
Bignona, Ziguinchor and Oussouye
 
b/ Calculated 
by weighting each 
Department's reported
area rainfall
in the five by its proportion of
crops over the 1980-82 period, toL.l
 

27Z. i.e. Bignona 45%,
Rainfall figures obtained from Regional 
Ziguinchor 28% and Oussouye
Inspection of 
Agriculture 
for all 
yeari except
1982.-
 1982 figures obtained
from 1NOR figures for previous from TO 1983L. The series from DTO
years for which they are 

are subtantially different
available 
(1979-81).
 



Sources: 1976-1980 taken 
from Harza .11982b,]. 1981 taken 
from Regional
 
Inspection of Agriculture Annual Report. 1982 
figures are preliminary estimates
supplied by the 
Repiona1 Inspection of Agriculture.

The Harza report (1982L,] used DJGPA 
official estimates.
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Looking at average production over the past 
two years relative to the
 
seven year average we see rice production up almost 16%, peanuts up 13%
 
and maize up 
72%. Millet and sorghum are essentially unchanged. There
 
obviously has been some substitution of maize for millet and sorghum. Aggre­
gate production of all five crops, which account for over 95% 
of cultivated
 
area in the Lower Casamance, was up almost 15%. The quantity of rainfall is
 
similar for both periods so these data presumably are measuring something
 
other than the effect of the amount of rainfall. Partly, they are measuring
 
an increase in labor time as 
farmers try to 
rebuild the stocks following the
 
disastrous 1980 harvest. Partly they reflect 
the effect of an unusually good
 
distribution of 
rainfall in 1982, especially as the crops matured. But there
 
seems little doubt that agricultural production in the Lower Casamance is
 
adapting to a changing climate and growing faster than the 
rural population.
 

D. Impact of the Project on Agricultural Production
 

Assuming that rural population in the Lower Casamance is growing at
 
1.5% per year as suggested in the Harza 
 study, then the 1981 and 1982
 
average production should have2 been up by about 3.8% 
or 2800 tons over the
 
1976-1982 average,assuming no change 
in productivity per capita. Removing
 
an additional 2000 tons 
for the effect of a short-term labor related concerted
 
effort to rebuild stocks leaves 
an increase of 6000 tons which should be
 
attributable to 
the project or otherwise explained. Given the decline in area
 
planted of about 2 1/2% 
this means average yield per hectare mu st have increased
 
on 
the order of 18% over the period.
 

Efforts to increase agricultural production in the Lover Casamance did not
 
begin with USAID ssistance 
to PIDAC. GERDAT began research on developing
 
improved rice varieties in the early 
1960's. ILACO launched an effort to extend
 
modern cultural practices for rice production in 1968, and was working with
 
over 7500 farmers before it shut down 
in 1974. PIDAC followed ILACO as a
 
temporary project under the direction of the Regional Inspection of Agriculture
 
even before SOMIVAC was created 
in 1976. It was distributing agricultural
 
equipment and fertilizer through the ONCAD cooperative structure. At the 
same
 
time, research stations at 
Sefa and Djibdlor were producing improved varieties
 
of --anuts and rice. Indeed, the technological packages being extended by 
PIDAC at the
 

time formed the teLhnical 
basis for designing the Casamance Regional Development
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Project. Finally, SONAR continues 
to take responsibility for distri­buting seeds, fertilizers and plant protection materials 
for peanuts.
 
In addition to the cumulative impact of these previous activities has
been farmers' response to 
the continuing subnormal 
rainfall. Rainfed rice
and maize have grown 
in importance at 
the expense of aquatic rice and
sorghum. The project has 
been encouraging this 
transition but, for pluvial


rice at least, 
it began well before 1978.
 

How much impact 
these forces were having on agricultural production
when this project began in 1978 and what would have been their cumulative
impact 
in the absence of the project 
is a question that cannot be answered
with precision. Nonetheless PIDAC's 
own production data provide 
some clues.
 
Table 11-2 presents PIDAC production data taken frcm various PIDAC/
SOMIVAC reports and compares these to 
official regional estimates for 1981
and preliminary estimates for 
1982. The 
PIDAC data must be treated more
carefully than the MDR data since 
sorting through PIDAC reports is, 
at best,
confusing, and the data often contradictory 
 I/. The DR data 
in this table
does not 
include Niaguis arrondissement, which is part of the MAC project,
in order 
to compare directly to 
the PIDAC data. The PIDAC data cover only
farmers who are encadrds by PIDAC. Thus, 
as 
the number of PIDAC encadreurs
increases, 
the amount of land encadr6 also increases. This does not 
meanthat
productionalsoincreases. Production only increases if PIDAC agents succeed
in inducing farmers to adopt yield increasing production practices. Thus, the
appropriate measure of project performance 
is the extent 
to which yields,
and possibly area cultivated, among PIDAC farmers 
are higher than among
 

non-PIDAC farmers.
 

I/ In looking at 
the report for the 
last quarter of 198
production estimates 2,for example, one finds
for 1982 
rainfed rice for PIDAC farmers which vary from
3217 The higher figure
to 4236 tons. 

non-zero yield plots to 

comes from applying the average yield for
the total
harvested. With only 75% 
area planted rather than the total area
of planted area actually being harvested this creates
a subtantial upward bias in the production estimates.
these data filtered through to 

Fortunately, by the time
the DTO report covering the 
same
error had been spotted and corrected. For 1981 
period, the
 

we have only the 
PIDAC '[1982] data but
without the details of how they were derived. Since both years experienced
similar rainfall 
it is possible the 
data reflect
errors in the the same confusion. The large.
1979 data which are noted in the 
table suggest r general lack ofcare in preparing and/or proofreading tables 
for PlDAC reports.
 



TABLE 11-2: Realizations of 
PIDAC, 1979-1982, as Compared toRegional Inspection of Agriculture Production 
Estimates 
for the 
same area, 1981-82.
 

All Farmers a/ PIDAC 
Crp Estimate 1981 1982 b) 1979 1980 1981 1982 
Rainfed rice c/ Area (ha) 

Prod. (tons) 
Yield (kgs) 

7443 
9439 
1268 

6914 
8479 

1226 

2170 
2170 

1000 

2477 
1044 
421 

2213 
4116 
1860 

2957 
3392 
1147 

Aquatic 
rice 

Area. 
Prod. 

Yield 

15112 
22184 

1468 

14037 
20017 

1426 

included with 
rainfed rice 

1526 
2580 

1690 

1420 
1857 

1307 
Millet/Sorghum Area 

Production 
Yield 

8744 

7924 
906 

11604 

7382 
636 

20 

16 
800 

619 

419 
77(677)-' 

2052 

1032 
503 

3266 

1920 
588 

Maize Area 

Prod. 
Yield 

5118 

3361 
656 

4129 

4634 
1122 

112 

168 
1500 

1653 

1471 
1491(890)-

2357 

3273 
1391 

1773 

2112 
1191 

Peanuts Area 

Prod. 

Yield 

14130 

15968 

1130 

18962 

21946 

1157 

1732 

1732 

1000 

986 3788 

464 e/ 4303 
28((471)- 1136 

6613 

7662 

1159 
Total cereals Area 

Production 
50547 

58876 

55646 

62458 
4034 

4086 

5735 

3398 

11936 

15310 

16029 

16943 
Vegetables Area N/A d/ 358 - 17 46 119 

Production 4189 N/A 

0¢ 
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a/ Excludes Niaguis arrondissement, currently covered by MAC. 

b/ Area, production and yield figures for the Lower Casamance Project
 
area are preliminary estimates of the Regional Inspection of 
Agriculture excluding Niaguis arrondissement.
 

c/ Assuming 1/3 of total rice area is in rainfed rice and 2/3 in aquatic
rice. Yield differences between the 
two are assumed to be 200 kgs/ha.

in favor of aquatic rice. The figures for PIDAC for 1981 and 1982 are 
actual estimates.
 

d/ Taken from Jolly [1983] 

e/ Actual yield if production and area data taken from PIDAC [ 1982] are correct.
PIDAC data as reported are not internally consistent. The source of the errorfor maize and peanuts is unknown. For milet/sorghum a six was probably

mis-typed as a zero so 
the 677 kgs/ha yield implied by area and production
 
is probably correct. 

9
Source Jolly (1 83] SOMIVAC/PIDAC/ISRA [19 8 3]:Annexs 11, 1Il; DTO(1983b)
Inspection RegionaLe de L'Agriculture [1981, 1982]; Division
 
Agro-Vulgarisation [1983]; and PIDAC [1982]. 



The data in Table 11-2 show essentially no difference in average
 
yields between PIDAC 
farmers and non-PIDAC farmers for 
1982. The 1981 sets
 
of data also show no difference for peanuts and, 
like 1982, they reflect
 

lower yields of sorghum and millet 
for PIDAC farmers. However meize and
 
rice yields are much higher in 1981 1/. PIDAC was able to distri)ete 800
 
tons of fertilizer that year as compared to only 60 
tons or so in 1982
 
so the rice figures, at least, are not 
out of the question 2/. They soggest
 

an increase in production of 
rice of about 1700 tons 
in 1981.
 

For maize the 
situation is more complicated. If both 
the PIDAC and
 
MDR data are correct, they would 
suggest that maize yields among non-PIDAC
 
farmers were zero, since total 
production is the in
same both cases. This
 
does not seem very plausible 3/. In any case, there is a more than off-qetting 
decline in millet/sorghum yields among PIDAC farmers. 
Finally, it is worth
 

noting that 
PIDAC claims to be working with about 40% of all peasant
 
households. Yet, its farmers account 
for onl, 27% of the total area cultivated
 
in the zone. Either its agents are over 
reporting farmers who are 
encadr~s
 

or are 
unde keporting area cultivated. Overall, 
then, the PIDAC production
 
data do not 
inspire a great deal of confidence in their accuracy. As they
 
stand, they suggest an increase in 
1981-1982 average cereals production of
 
less than 500 
tons per year relative 
to the Lower Casamance 
seven year average,
 

A second approach to estimating the impact of 
the project on agricultural
 
production involves calculating increases in production arising from improved
 
cultural techniques diffused by the project. This approach requires knowledge
 
of 
1) the effect of the practice on yield under farm conditions; 2) the 
total
 
area on which the practice is applied; and 
3) the area on which the practice
 
would have bee! 
applied in the absence of 
the project.
 

I/ Given the problems noted in 
the previous footnote with 1980 and 
1982 data from the
 same source 
and the lack of substantial difference 
in rainfall between 1981
and 1982, one must treat the 1981 
PIDAC data with a goo,! deal of reserve.
 
2/ The additional 740 tons applied 70% 
to rice as is s5ti-es.ed by the DEEP/PIDAC


evaluation study would probably generate 
an additionat 1500 - 2000 tons

paddy production under farm conditions when rainfall 

of
 
is relatively good


as it was in 1981. 
This -ould explain the entire difference for rice.
 

3/ The MDR figure seems unrealistically low given rainfall 
levels. One wonders
 
whether the yield figures for millet/sorghum and maize for !981 were
 
inadvertantly reversed in 
the MOR data, Since production is calculated as
 a residual this would make quite 
a difference 
.n total cereals production.
 

http:s5ti-es.ed


To get a rough approximation of 
the maximum likely impact of the
 
project on agricultural production Annex A 
uses this component approach.
 
It 
combines data from the DEEP study with assumptions concerning 
non­
project coverage and the impact 
of specific practices on yield 
to allo­
cate the hypothetical increase to 
the project or to 
other sources. The
 
increases obtained are 
then compared to 
the increases observed 
to test
 
the reasonableness of the 
results.
 

On the basis of the analysis in Annex A we 
estimate the maximum
 
likely impact 
of the project over the 
1981 and 1982 production seasons
 
to have been an incraase of about 4000 tons 
ot cereals per year over the
 
without project scenario. If fertilizer use 
can oe maintained at 800 
tons
 
per year as the subsidy is reduced in future year; cij 
 wclld rise to
 
5000 tons in a normal (7 year average) year.
 

In addition, 
to cereals production, as much as 20% 
the 118 hectares
 
of vegetable production currently encadrd by 
PIDAC may be net 
new production
 
through this estimate is 
probably high !/. Promotion Humaine has been the
 
real driving force behind this 
c.:tivity in 
the Lower Casamance and PIDAC
 
has tendended to encadre groups 
 of producers organized by that 
ministry.
 

Other areas of increased agricultural production 
include reclaimed
 
lands and 
livestock production. Only a 
small area, less than 
100 hectares,
 
of reclaimed 
lands have begun producing anything at 
this time. The livestock
 
projects all look 
uneconomic to the evaluation team, with the exception of
 
animal health and water programs but they 
 are, in any case, few in number.
 

Taken together these data seem to 
suggest 
that, though agricultural
 
production in the Casamance is growing faster than 
population, the 
project
 
is responsible for only a small 
part of that 
growth, from anywhere between
 
zero to 4000 
tons of grain production per year with 
the greates. probability
 
being in the order of 2500 
- 3500 tons. Compled with a possible 20% increase
 

I/ Jolly [1983] gives historical production data 
on 
vegetable production in
th! Lower Lasamance showing 
1977 production being higher than 
1981. Judging
from the higher prices 
in local markets in 
1982 relative 
to 1981, production

in 1982 was probably lower than 
in 1981.
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in vegetable production on land encadrd by PIDAC and average yields on
 

reclaimed lands the net value added by the increased production would
 

probably amount to somewhere between 125-175 million F.CFA per year or $330,000
 

to 	$460,000 at todays exchange rate.
 

III. LES GROUPEMENTS DE PRODUCTEURS
 

L'organisation des groupements de producteurs (G.P.) a vu le jour
 

l'initiative du projet Hollandais ILACO. Le but des G.P. dtait do supplder
 

la 	d6ficience des coopdratives qui ne parvenaient pas doter les paysans
 

de 	facteurs de productions en temps utiles. Les G.P. regroupaient sur cette
 

base les paysans ddsireux de recevoir des intrant5 agricoles et s'dtant acquis
 

d'une part sociale.
 

Les G.P. n'ont aucune existence juridique 1dgale, is sont appelds a dis­

paraitre avec la rdorganisation du mouvement coopdratif sdntgalais. Cependant,
 

actuellement ils constituent en principe des supports de base des prograrmnes
 

agricoles du PIDAC.
 

Selon les chiffres du PIDAC, i. y a actuellement B4 G.P. en Basse
 

Casamance, la plupart dans le ddpartement de Bignona. Certains dentre eux
 

n'ont en rdalitd qu'une existence thdorique 1/.
 

Les difficultcs de bdndficier de crddits agricoles de mime que le cocit
 

jugd dlevd des facteurs de production ont entraini une ddsaffectation vis A vis
 

des G.P. et perturb4 leur dynamisme et leur fonctionnement.
 

Par ailleurs, les structures des G.P. ne sont pas facilement intdgrdes
 

par les populations locales. Les femmes ne sont pas teprdsentdes dans les
 

instances de direction. Par contre les associations traditionnelles semblent
 

plus cohdrentes et constituent des formes d'organisation tr~s enracinies dans
 

le milieu local.
 

A. Recommendation
 

La DEEP devrait 6tudier de mani~re approfondie la possibilit6 d'utiliser
 

les organisations traditionnelles, dans une relation avec les G.P. permettant
 

une combinaison e un renforcement de l'action du PIDAC.
 

I/ 	Dans la zone d'Oussouye, par exemple, sur 27 G.P. -xistant officiellement,.
 
seuls deux sont effectivement structures.
 



IV.LA VULGARISATION AGRICOLE
 

A. L'Organisation du PIDAC
 

1. Structure
 

L'ensemble des services de vulgarisation du PIDAC est dirig4 par le chef de la
 
Division Agro-Vulgarisi.tion. La Division est composde de sept sections au niveau
 

du si~ge : une section agro-suivi, une section 6levage, une 
section formation, une
 
section protection des vdgdt~ux, une section production de 
semences, une section
 

volet f~minin et une section alphabdtisation.
 

Au niveau ddpartemenc,<i il y a trois chefs de vulgarisation qui dspendent
 
directement du chef de la Division Agro-Vulgarisation. Le ddpartement de Bignona
 

est divisd e :deux coordinations, Est et Ouest. Le chef de la coordination Ouest
 

est en mime temps le chef ddpartemental de Bignona.
 

Chaque coordination d~partementale est divisde en zones d'interventions. les
 
zones drant divis~es en secteurs de base dont les responsables sont des encadreurs
 

de base. Let encadreurs travaillent directement avec les paysans qui sont organsds
 

en Groupeents de Producteurs (G.P.) au niveau du village. I! y a, au 
total, 70
 

secteurs de base.
 

Parmi les encadreurs on trouve des contractuels qui ont 6td rdcrutds et formds
 
sur le tas, 
tandis que d'autres rel~vent de la Fmnction Publique S4ndgalaise. Ces
 
derniers sont des ATA et ont requ une 
formation professionnelle. Selon plusieurs
 

observations les contractuels sont en gdndral plus motivds dans leur travail que les
 

fonctionnaires.
 

2.Raprort Avec les Groupements de Producteurs
 

L'agent de vulgarisation a un certain nombre de relations de travail 
avec les G.P.
 
C'est en consultation avec le prdsident des G.P. que l'agent du PIDAC effectue le
 

recensement de 
ceux qui ddsirent b~ndficier du programme d'encadrement. Les paysais
 
encadrds sont en principe membres des G.P. et les pr~sidents des G.P. interviennent
 
dans les contacts de lencadreur avec les populations. (organisation de rdunion de
 

sdances da d6monstration, distribution de semences et d'engrais etc.. .). L'action
 
des encadreurs devrait en principe s'appuyer sur les G.P.qui 
sont autonomes par
 

rapport aux cooperatives. Mais avec la faiblesse de l'orgnisation des G.P., les
 
agents de vulgarisation ont des contacts directs avec les paysans mdme non membres
 

des G.P.
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Table IV 
- I Presents data from the recent evaluation study of PIDAC carrried
 
out by the Direction des Etudes d'Evaluation et de la Planification (DEEP). 
It
 
confirms tnat an important number of ncn- G.P. members benefit from the extension
 
activities of PIDAC. On the basis of these data it appears that 
10-20% of the
 
agents' contact time is spent with farmers who do not belong to 
a G.P. Overall,
 
PIDAC effectively works with 
someone in about 40% of all households, though the
 
frequency of contact may be only one meeting or visit per year. About 45% 
of the
 
members of the G.P. do not have direct contact with a PIDAC extension agent.
 

TABLE IV-I: PERCENT OF HOUSEHOLDS H.AVING
 
CONTACT WITH PIDAC EXTENSION
 
AGENTS BY MEMBERSSHIP IN A PRODUCER
 
GROUP AND BY TYPE OF CONTACT, 1982
 

Percent of All Households a/
 

by Producer Group 
 by Type of Contact
 
Non Meeting Demonstration
Type of Contact Member Member! Vst 
 None Overall 

Sample population 
(N - 1995) 58 42 38 
 18 
 44 100
 

Percent of Sub-group/
Meeting 
Farm Visit 

48 
38 

14 
8 

N.A. 
N.A. / 

0 
0 

0 
0 

I 
I 

34 
26 

Either Meeting or Visit N.A. N.A.; 100 0 0 38 
Demonstration 

Fertilizer application 68 
Thinning 35 
Herbicide Application 12 
Insecticide Application 53 
Flat Plowing 47 
Direct Seeding 69 

15 
5 
0 

12 
10 
12 

. 

I 
I 

I 
I 
1 

N.A 
76 
46 
16 
65 
57 
72 

100 
91 
29 
5 

79 
55 
83 

0 
-
- I 
- ! 
- I 

I 
-

45 
23 
7 

39 
32 
42 

a) Unless otherwise specified

b) ie. percent of those attending a meeting or visit or a demonstration
 

only who saw 
the particular demonstration indicated
 
c) Not available.
 

SOURCE: Preliminary results of DEEP evaluation study.
 



23 

B. Extension Management
 
In theory each extension agent has 
a set of three note books. In one they
 

record data gathered on area in production, orders for fertilizer and other
 
information on the individual farmers with whom they are working in 
each G.P. In
 
a second note book the agents 
record their daily activities. A third book 
 records
 
the observations of supervisors and other technicians who visit the agents 
in the
 
course of their duties.
 

Each nx.onth the agents meet with their zonal chief 
to review the extension
 
themes that require diffusion for that month. They also establish individual work
 
programs for the month. The work programs for each encadreur are recorded by the
 
zonal chief but he does not send a copy to his departmental or Section Chief.
 
Supervisors checking on 
the work of the agents must first go 
to the residence of
 
the zonal 
chief and find him before they can 
supervise the activities of the agents
 
in his zone.This leads 
to a good deal of unproductive running around.
 

Super 
 vision of the zonal chief occurs 
through visits by the Departmental
 
coordinator 
 and by the section chiefs from PIDAC headquarters The agents themselves
 
are supervised by all 
these plus their zonal chiefs. The ratio of supervisory
 
personnal to extension agents (chefs du secteur) is 
more than 1:3 
in PIDAC alone. Inclu­
ding 
 technical personnel in administration and at 
SOMIVAC, the 
ratio exceeds 1:2.
 
This is rather top-heavy to 
say the least.
 

Field trips by PIDAC technical staff are 
not well coordinated. Partly this
 
arises from the failure of the division chiefs 
to prepare and share bi-weekly or
 

the
monthly work plans. The chief of/extension division also does not 
consistently
 
insist on monthly work plansfrom his staff. Problems also arise from the 
unplanned
 
commandeerirgof vehtcles assigned to 
the section by someone higher up the line of
 
authority. This prevents many plans from being realized.
 

The extension division also 
 lacks a system for consistantly reporting what
 
was accomplished on


This 
field trips or recording observations on the work of each agent
 

visited./ would be useful both for managing work programs and 
for controlling use
 

of vehicles.
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This PIDAC extension management system is not very effective. 
The lack of note­books and better programming of ava'lable vehicles prevents closer checking on
agents'activities to extension
 
see what the peasants learned and 
to evaluate help provided by
supervisors. 
 To cocrect 
these problems the Division of Agro-Vulgarisation should
spend more time planning and coordinating the activities of its sections. 
 To do
this the division chief must 
spend less 
time 
in the field and rely more on effective
 

internal monitoring and 
feedback mechanisms.
 

The first place to 
start 
is to make extension agents responsible for buying
their own notebooks until input purchasing problems 
are solved. 
They should held
fully responsible for recording all daily activities and keeping 
these records up
to date. 
 Every quarter these should be turned over 
to the Monitoring and Liaison
Unit 
 that we propose be created in PIDAC. 
 With a well thought our recording
system PIDAC could use notebooks to 
develop operational 
norms
obtain continual feedback on how they are 
for its agents and
 

being met. 
 If tied to an effective system
of work plans, performance incentives and 
supervision, the PIDAC extension service
could realize much more 
of it potential. Until more 
evidence suggests that
indeed is occuring the team does 
this
 

nut 
support the recommendation of the 
last evalua­tion team that 
the number of field agents be 
increased beyond the 70 currently in
place, with the possible exception of absorbing agents 
now working under the MAC.
In those 
areas where agents are spread 
too thin PIDAC should reduce 
the number of
in which the agents are assigned to work 

villages 


rather than hire additional
 
personnel.
 

C. Logistical Support
 
Although with better management PIDAC could certainly get more mileage out
of what logistical support 
it has, 
it still needs 
more. Indications are that the
travel allowance 
is too small 
to meet essential work related needs, especially
for the zonal chiefs. Without 
fairly complete activity notebooks 
it is not
possible to 
confirm this. 
 It is obvious, however, that the 
large lumpy expendi­tures associated with major repairs for motorbikes confront the extension agents
with liquidity problems that 
the!ir 
15,000 F.CFA displacement allowance cannot 
cover.
To deal with this problem we 
ptopose allowing agents to 
borrow money from the
special credit fund to 
finance repairs costing over 
15,000 F.CFA. 
These loans
would then be 
repaid by reducing their travel 
allowance by one 
half until the
loan were repaid. USAID would have 
to the maximum amount borrowed
 

set some limit on 


in this way.
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There may also be a need for more vehicles once those already available are
 
more efficiently programmed. The team member who was to 
look at this question
 
more carefully was never sucessfully recruited so 
USAID will have to examine
 

this question more closely at a future date 
.
 
Shortages of office materials, fuel, furniture and other operating supplies
 

arise in important part from the administrative procedures for ordering Imposed
 

on SOMIVAC by its legal status. The section on overall project management offers
 

a few suggestions on how this might be changed.
 

D. Les Th~mes de la Vulgarisation
 

1. Contenu des Th~mes et leur Adoption Par les Pavsans
 

En s'appuyant sur les r~sultats fournis par la 
rechreche agronomique, la
 
Direction Technique des Operations (DTO) de la SOMIVAC a mis la disposition
 

des Services de Vulgarisation un certain nombre de fiches techniques par
 
speculation. Ces fiches techniques, condensent l'essentiel des 
informations
 

techniques devant tre transmises 
aux paysans par les Services de Vulgarisation.
 

La Division d'Agro-Vulgarisation du PIDAC a class6 les thames techniques
 
en deux grands groupes: les th~mes g~n~raux ou prioritaires et les thames
 

sp~cifiques. Les thames prioritaires regroupent la traction bovine, le respect
 
du calendrier et la fumure organique. Les 
thames sp~cifiques sont les techniques
 

culturales divelopp~es pour chaque culture.
 

a. Traction Bovine La traction bovine est un 
th~me assez nouveau pour le PIDAC.
 

La diffusion de ce th~me s'dtait heurt~e 
i la cessation du cr6dit agricole pour
 
l'achat du matdriel agricole. La disponibilitd du cr~dit special au PIDAC sera
 
en faveur de cette operation. Dans les rizi~res de basses terres, ce thrme
 

rencontre des probl~mes: les boeufs de trait (race N'Dama) ne sont pas assez
 
solides pour travailler dans les 
rizicres non inond~es ou sur les terres affect6es
 
par le sel. La matdriel agricole actuellement disponible n'est pas bien adapt6
 
pour Les sols des riziires. Par contre, sur les plateaux et surtout dans les zones
 

arachidi~res les paysans sont assez rdceptifs 
a la traction bovine.
 

A I'heure actuelle, 167 des paysans sont dauip.s en charrue, 13% en
 
charrette, 7% en semoir et 
3% en houe-sine [SO1!VAC, 1983; Annex ll,. 
Le falibLe ,,ourcentave des paysans 
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equip~s en houe-sine montre que le PIDAC ne 
met pas assez d'accent sur le
 
sarclage bovin. C'est d'ailleurs un probl~me frdquent 
en Afrique. En principe,
 
il est lig au fair que les 
encadreurs eux-mmes ne connaissent pas comment
 
sarcler avec 
la traction bovine. Cela implique que 
le PIDAC devrait lancer un
 
programme de formation dans ce domaine. En mame 
temps la recherche doit se
 
pencher sdrieusement sur 
le probl~me d'equipement et de matdriel agricole
 
appropri~s i la riziculture aquatique. 

b. Respect du Calendrier Cultural 
 Ce th~me est spdcifique pour chaque culture.
 
Ce 
th~me rencontre egalement tant de probl~mes au 
niveau du paysan, probl~mes dis
 
au manque total de la main-d'oeuvre. Ces probl~mes auront leur solution 
en partie
 
avec l'introduction de la 
traction bovine, surtout 
le sarclage.
 

c. Fumure Organique. 
 Pour diminuer les coGts de fertilisation, le PIDAC 
a
 
demand4 aux paysans d'utiliser de la fumure organique 
en faisant des parkages
 
des animaux dans les parcelles. Ce th~me ne rencontre aucun probl~me car 
il est
 
de tradition. Ce qu'il 
reste 
 faire est d'y incorporer d'autres matieres organi­
ques comme les herbes en composte avec le 
fumier pour augmenter la totalit4 de
 

fumure organique.
 

d. Thimes Techniques Spdcifiques. Ces 
th&mes sont ddvelopp~s par culture. L'6tude
 
d'dvaluation faite par la DEEP donne quelques renseignements 
sur leurs incidences
 
d'adoption par les paysans. 
Le Tableau IV-2 rdcapicule les 
rdsultats actuellement
 

disponibles.
 

-- Riz Aquatique. Le labour a plat est 
pr~conis6 pour La prdparation du sol.
 
Le th~me est difficile 5 faire passer car il n'y 
a pas de matdriel agricole
 
appropri6 pour ces rizi~res. Les billons peuvent ktre aussi une 
facon de concen­
trer le sel sur le haut du billon, ce qui 
p -met un meilleur rendement pour les
 

pieds qui restent.
 

Les semences am~liordes passent plus 
ou moins facilement. Ftant dund Ie peu

d'engrais qui 6taient disponibles l'annde derni~re, surtout lurde, on dirait
 
que lapplication de Lengrais passe 
 aussi.
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TABLE IV-2: Percent of Farmers Who Respect Agricultural Extension Themes
 
by Crop and by Membership in a Producer Group, 1982
 

Percent of All Farmers Adopting a/
 
Crop/Practice 
 Member Non-Member All Farmers
 

Sample Population (N=1995) 58 
 42 100
 

Aquatic Rice
 

Manure 
 21 55 
 35
 
NPK 6 2 4
 
Urea 
 9 3 6
 
Flat Plowing 15 
 14 15
 
Improved Seed 48 14 
 34
 
Transplanting 78 b/ 
 87 b/ 82
 

Rainfed Rice
 

Manure 
 14 
 8 II
 
NPK 
 5 3 
 4
 
Urea 
 9 6 
 8
 
Flat Plowing 58 
 40 50
 
Improved Seed 71 
 37 57
 

Maize
 

Manure 
 6 2 4
 
NPK 0.4 t 
 0.6
 
Urea 
 1 2 
 1
 
Flat Plowing 6 
 5 6
 
Improved Seed 56 29 
 45
 
Thinning 2 
 2 2
 

Millet/Sorghum
 

Manure 3 2 3 
NPK 
 0.3 
 0 0.2
 
Urea 
 0.5 0 
 0.3
 
Thinning 25 
 27 26
 

Peanuts
 

Improved Seed 76 55 
 67
 
NPK 
 0 0 0
 

a. At least one household member using at 
least part of the practice on
 
at least part of his land unless otherwise stated.
 

b. Percent of seed, not of peasants
 

Source: Preliminary results of DEEP evolution study.
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Rainfed Rice. Fertilizer appears 
to be used about as much on rainfed rice
 as on aquatic rice. Improved seed is used by more farmers in both groups, much
 
more jo than for aquatic rice. 
 Both themes appear to be acceptable 
to farmers.
 

Maize. 
 Farmers readily adopt new varieties of maize but rarely thin 
their
 
maize and rarely use flat plowing. 
 Fewer farmers apply fertilizer on their maize

than on rice but 
then maize 
is usually grown on the most fertile soils anyway.
 

- Millet/Sorghum. 
In 
spite of the availability of excellent varieties of
sorghum and millet in the peanut basin the team was 
told that no improved varieties
 
of 
sorghum and millet are available for distribution to farmers. About 1/4 
of

all 
farmers thin their millet and sorghum and a few use 
fertilizer. 
Manure, in
 
general, is reserved for aquatic rice.
 

L- Peanuts. 
 The PIDAC evaluation study being conducted by DEEP has 
so far
tabulated little of the practice data for peanuts. 
 The study does show a very

high rate of use of improved peanut seed among all 
groups of farmers. This is no
doubt related to 
the long history of research and extension work on peanuts 
in
 
Senegal.
 

Some of 
the extension 
themes encounter more 
or less general difficulty,
 
whatever the crop.
 

Le Labour de Fin de Cycle. 
 Les paysans 
 voient surtout pas sa ndcessit4.
 
En ce moment il n'y 
a pas assez d'humiditd, 
le sol est surtout sec et dur et en

plusil n'y a pas de matdriel lourd et adapt4 5 cc 
genre de travail.
 

-- Le Semis en 
Ligne. Le ddssouchage drant ccnsiddrd comme difficile et perte
de temps, le semis en 
ligne n'est pas accept6 et d'ailleurs le 
semoir ne peut pas
 
passer entre les souches.
 

-L'Entretien 
des ultures. 
Au nive'au des cultures de plateau 
, le ddsherbage
(sarclage) eat difficile, 
 •prend beaucoup de temps et 
l'utilisation des 
herbicides
 
rencontre des difficult~s de 
 moyens financiers.
 

En conclusion, 
 auelques 
themes tetchniques 
rencontrent des difficult~s 
importanteE
au niveau du paysan. Les causes 
profondes de 
ces difficultes proviennent .de
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plusieurs raisons. 
En premiere lieu aucun des encadreurs ihterviewds ne 
fait
 
des parcelles de ddmonstration pour montrer l'intdr~t de 
ces techniques aux
 
paysans. Afin que l'action d'un Service de Vulgarisation puisse atre efficace
 
au ddpart, il est n~cessaire que ce 
service puisse offrir des conseils valables
 
aux paysans. Les parcelles de ddmonstration dans les champs de paysans sont
 
un didment essentiel des 
travaux de vulgarisation. Ces parcelles devraient
 
servir aussi de moyens d'expdrimentation finale des 
rdsultats de 
la recherche
 
pour confirmer leur utilitd au 
point de vue du paysan.
 

Pour quelques agents les 
secteurs d'intervention sont trop vastes. 
ris
 
pourraient ktre plus efficaces avec un nombre des villages plus reduit. 
 En me'rne tenps
 
il n' y a que des motivations personnelles pour faire du bon travail. 
Les
 
agents sont payds selon les crit~res administratifs et non performantes. En
 
plus,la promotion interne pour les encadreurs se fait difficilement.
 
L'absence de femmes 
parmi les vulgarisateurs contraste avec le 
r~le socio­
dconomique important joud par les fernes de Basse Casamance dans le proc~s
 
de production agricole. On se demande si 
cela n'a pas eu un impact sur le
 
passage des thimes.
 

Finalement, on note 
le manque de moyens financiers du paysan pour se
 
procurer du matdriel agricole. Le labour 5 plat, 
le semis en ligna et le
 
respect du calendrier cultural ne 
sont pas respectds 5 cause du manque de
 
la main-d'oeuvre. L'utilisation des semences sdlectionndes 
se heurte la
 
non-disponibilitd de quantitds suffisantes. En mame 
temps, beaucoup de paysans
 
paraissent 
favorables h l'introduction de la traction bovine qui pourra,
 
dans certains cas, dtiminer les probl mes 
 du manque de la main-d'oeuvre, le
 
facteur "temps" qui constituent un obstacle pour le 
respect du caLendrier
 
cultural et pour lacceptation des th~mes tels que 
le labour plat et 
le semis
 
en ligne. Ils 
sont dgalement favorables i l'utilisation de la fumure min~rale
 
et 
des semences sdlectionndes.
 

Le but du programme de crddit agricole spdcial est 
d'aider les paysans
 
a s'quiper en matdriel agricole et 5 se procurer des quantitds suffisantes
 
en facteurs de production. Ce programme doit inclure l'achat de pi~ces de
 
rechange et prdvoir 
la formation des forgerons ruraux.
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2. Costs and Benefits of Extension Themes
 

At the present time there is little.good evidence on the benefits of
 
many of the extension themes. The only data available to the team was the
 
partially tabulated and analysized data from the DEEP evaluation study.
 

The DEEP scudy showed substantial and significant yield 
 effects for
 
the number of 
 weeding ,early seeding and application of manure using
 
two way analysis of variance 
on rainfed rice and maize. Peanuts showed
 
a response to manure.and, aquatic rice, to planting date. The bivariate nature
 
of most of these analyses and the failure to 
report mean values for the
 
component variables prevents a serious quantitative application of the
 
findings. The value of the coefficients will almost certainly fall 
in more
 
completely specified models. At the 
same time,:the 
small sample sizes actually
 
realized across selected domains will simply not support 
a much more elaborate ana­
lysis thanthat already attempted by the DEEP evaluation tear.. A serious
 
look at 
the benefits of selected 
themes requires a substantially different
 
sampling methodology 
than that used. About the best that 
can be done to
 
evaluate 
the benefits of specific extension themes 
is the kind of analysis
 
done in Annex A where data on 
incidence of particular practices is combined
 
with assumptions regarding 
their effects based on experience elsewhere,
 
including the U.S. This would be essentially an exercise in numbers without
 
revealing a great deal oF concrete information. There are, nonetheless
 
a few points worth noting.
 

a. Fertilizer Response 
 FAO fertilizer demonstrations throughout Africa show
 
farm level responses to nitrogen in the range of 
8-12 kilos of rice per kilo
 
of nutrient applied under normal conditions at application rates between
 
50-100 kg of 
nutrient per hectare,essentially the 
rates suggested by PIDAC
 
[talla, Diamond, Muhindar, 1973 . Responses to potassium and phosphate are
 
lower. Maize yields vary enormously depending on 
the variety but generally
 
they have been slightly below those for rice. 
Sorghum is less responsive to
 
applications of nitrogen than rice & maizemostly because of the 
limited
 
availability of 
improved varieties. Peanuts show 
some response to potassium
 
and phosphate but the 
response is in the range of 5-8 kilograms per kilogram
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of 	nutrient applied. The response 
to the NPK mixtures used in the Casanance
 

would be lower.
 

Experience with fertilizer application around the world suggests that
 
unless farmers get at least two dollars of 
increased production for each
 
dollar of expenditure on fertilizer they are reluctant to 
use it. This
 

essentially reflects the added costs of labor 
and risk associated with
 
using fertilizer,: labor for application, more weeding and harvesting and
 
thrashing the increased production. As a rule of thumb w'o. usually assume
 

that the opportunity cost,or output forgone,by using a kilo of 
fertilizer
 
is 150% of its cost '- 100% for the fertilizer and 50% in the form of
 
other crop production forgone, 
added risk etc. Given the current cost of
 
fertilizer in Senegal of about four times the price of a kilo of grain
 
on a nutrient basis I/ 
we can see that if fertilizer subsidies were removed
 

completely,farmers would probably only use it on rice and maize unless
 

producer prices are raised considerably.
 

b. Early planting 
The DEEP data suggest that early planting increases
 

cereal yields by somewhere around 20%. What we don't know is what farmers
 

loose by planting early - later weeding of a competing crop, less area
 

planted, 6reater risk of loss or whatever. Without this knowledge of the
 
farming s;ystem any analysis of the benefits of early planting is almost
 

certainly going to be biased upward.
 

c. Manure The marginal value of manure applications declines shArply at
 
application rates above five tona per hectare. At application rates below
 

five tons per hectare one 
ton of high quality manure increases cereal
 
yields by around 150 kilograms [IZalla, 1982 I The nutrient value of manure
 
can be doubled by confining cattle so that bedding or other organic matter
 

absoibsthe urine and stores it for later application. A major benefit of
 
a dry season cattle fatteoing operation would be the composted manure
 

it could provide for rainy season cereals crops. The labor costs of such
 

an operation would require careful study.
 

I/	A kilo of high analysis fertilizer that is 50% inert costs Senegal about
 
110 F.CFA. The average Cereals price is between 50 and 60 FCFA per kilo.
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d. Weeding Everyone knows that yields rise substantially with more frequent
 
weeding, especially with respect to the first 
one or two passages. Yec
 
farmers continue to choose to allocate their time in other ways. Until we
 
know more about what they are 
gaining by less frequent weeding we really
 
can't make an accurate assessment of the costs and benefits of early weeding
 

for a specific crop.
 

In summary, measuring the costs and benefits of extension themes is a
 
serious piece of research in its own 
right. On the basis of the limited
 
information at hand at the time of the evaluation it is not possible 
to
 

address this auestion rigorously.
 
3. L'Acceptation Sociale des 
Thmes Techniues
 

La suppression du programme du creeiL 
gricole et les difficultds
 
d'acquisition d'4quipement ont 
affect6 l'acceptabilit6 des thames techniques
 
vulgarisms par le PIDAC. Dans 
certaines localit~s (le Ddpartement d'Oussouye
 
en particulier) les paysans Diola prdf~rent ne 
pas s'endetter et compter
 
sur leurs moyens de productions propres. Dans 
les zones anciennement encadrdes
 
par la MAC les paysans prdf~rent l'utilisation de motoculteurs qui permet
 
d'dpargner leur temps et 
leur force de travail 
m~me s'ils n'ont pas de contrale
 
sur cet outil de production dont ils ne peuvent assurer 
l'entretien technique.
 

Mime dans les zones ox la culture attelee est accepc~e, ce th~me technique
 
demande un investissement aue seul 
un nombre limiti de la population peut
 

acquerir.
 

Par ailleurs 
il existe souvent des conflits de logique entre les syst~mes
 
agricoles du PIDAC et la rationnalitd sociale, 4conomique 
 et culturelle
 
traditionnelles. Les critdres S optimiser le 
revenu et les objectifs prioritaires ne
 

sont pas ndcessairement identiques.
 

Alors que les principaux themes techniques visent a accroltre le 
rendament
 
et 
la production (labour S plat, semences am~liordes, repiquage plusieurs
 
brins, utilisation de la faucillepour la rd&:olte, etc...)I les paysans 6valuent
 
la rentabilitd de ces th~mes en 
fonction de leur moven 2t des avantages comme
 
les incidences sur l'enherbement, l'augmentation du temps de travail pour
 
certaines operations telles que le sarclage ou 
le binage, exigences en engrais,
 
importance sur l'quilibre de 
la division sexuell. du travail et des rythmes
 
de travail, consdquence sur les 
repr6 sentations et les valeurs culturelles.
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E. Acceptation des Encadreurs du PDAC par 
les Villageois
 

Les agents de vulgarisation sont bien intdgrds aux populations de leurs
 
secteurs d'activitds. Certains parmi eux, 
originaires de 
ces zones, font
 
preuve de dynamismedans leur volontd de rdsoudre 
les probl~mes que rencontrent
 
les paysans.
 

Cependant 
le model actuel de recrutement des 
encadreurs 
(par affectation
 
de fonctionnaire de 
la D.G.P.A.) risque d'entrainer des probl~mes d'insertion
 
socio-culturelle. Certains d'entre eux mettent quelque temps 
 connaltre la
 
langue et 
!a culture des populations de leurs 
secteurs.
 

Par ailleurs, 
l'acceptation des vulgarisateurs est souvent tr~s lide
 
la confiance que les populations placent dans 
les qualitds individuelles
 

de chacun d'euxc. Les relations de confiance peuvent atre 
affectdes si, 
comme
 
cela s'est 
effectud dans cercaines zones, 
le PIDAC ne respecte pas certains
 
engagements pris (reparation de motoculteurs, dotation de matdriaux de cons­
truction pour des digues ou des magasins etc..).
 

F. Recommendations
 

1. Mettre sur 
pied par la Division vulgarisation du PIDAC un programme
d'expdrimentation sur 
le terrain, en collaboration 
avec 
l'ISRA, afin de vdrifier
les reromnmandations de celle-ci avant leur diffusion. 11 
conviendrait aussi dans
ce cadre de prater une attention aux 
incidences 6cologiques et sociologiques de
l'application des themes techniques.
 

2. Donner des instructions fermes aux chefs de
faire des zone et encadreurs, de
parcelles de demonstration dans les champs de paysans. Cela perrettra
Sl'encadrement d'avoir un 
impact 
immddiat qui donnera confiance
et :assurera les encadreurs. En mime temps, 
aux paysans


il permettra une meilleure dvalua­tion du niveau technique de l'encadreur.
 

3. 
Expdrimenter l'impact d'dventuelles valgarisatrices rurales en 
recrutant
des femmes pour la vulgarisation eL 
en effectuant 
au moins une vulgarisatrice 6
chaque zone.
 

4. Etablir un syst~me d'evaluation par les villageois du syst~me de vul­garisation du PIDAC. Aussi prdvoir dans 
la formation et 
le contr6le des connais­sances une 
place importante i la connaissance du milieu traditionnel dans 
lequel

interviennent les agents.
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A. Extension Training and Teaching Methods
 

I. Mithodes et Moyens PNdagogiques
 

Le part- iris p~dagogique appliqu6 au PIDAC est celui de la "formation
 
en cascade": des cadres, peu nombreux mais de haut niveau, doivent former
 
les agents locaux de vulgarisation qui, 5 leur tour, encadrent et 
forment
 
les paysans. Des possibilitds rdguli~res de perfectionnement des agents de
 
vulgarisation h 
 tous les niveaux devaient compldter ce syst~me.
 
I,0s objectifs de la mdthode de formation en 
cascade pourraient se d~finir
 
omme suit:
 

- permettre une demultiplication massive et 
rapide de 1'action
 
de formation par une progression g~omdtrique,
 

- rapprocher le formateur du formd 
sur le plan du langage et du niveau
 
comprdhension, les chances d'une bonne transmission 6tant meilleures
 
entre personnes proches au point de 
vue hi6rarchique, social, culturel.
 

- obtenir des progressions rapides et 
les meilleurs taux d'adoption des
 
thames techniques et d'utilisation des 
facteurs de production, grace
 
a cette formation-encadrement rapprochde et 
aussi, l'utilisation
 

chaque niveau des moyens, supports et techniques pedagogiques les
 

plus appropri~s.
 

2. Application au PIDAC
 

Aprs une premiire 6tape basde suc un syst~me de formation et de suivi
 
individuels, la SOMIVAC/PIDAC a adopz 
 la m~thode de formation en cascade de
 
l'encadrement. A partir des th~mes 
techniques les services 
centraux mettent
 
au point les programmes 5 diffuser. Avec 
l'aide pddagogique des unitds de
 
formation, ils 
forment les responsables ddpartementaux et les chefs de zone
 
qui doivent 
"rdpkter" les programmes 
au niveau des agents vulgarisateurs de
 
base. Ceux-ci les "adaptent", suivant 
le cas et '2s 
besoins locaux, au nivean
 
des paysans. Pour la 
bonne formation de ceux-ci, le 
systme deviit se concrdtiser,
 
thdoriquement, par des visites organisdes 
sur des blocs de d~monstration. Ensuite,"
 
sous la supervision des agents du PIDAC, 
les "paysans-demonstrateurs" sensibili­
seraient les 
autres aux risultats obtenus. Donc, 
ce complhment indispensable
 
de la formation en cascade 
se base sur une approche de masse, 
avec des "exploi­
tations d'appui" et des 
"blocs de culture" comme 
dcoles de formation.
 

Dernierement, devant les 
faiblesses et difficultes de la methode decrite,,
 



surtout dans la partie "ddmonstration sur le terrain", le Bureau de Formation
 
de la SOMIVAC a proposd l'expdrimentation d'un systame amdliord 
de vulgarisation­

formation plus "direct". Celui-ci situe aussi
se au niveau des blocs de culture
 
identifids comme le centre d'intdrat le plus net 
chez le paysan. Apras iden­

tification de quelques villages-tests, un calendrier de travail sera 
dtabli,
 
en y associant l'encadrement de zone dans uno expdrimentation mende par la
 
DTO et le Bureau de Formation de la SOMIVAC. A travers 
un appui plus rapprochd
 
des principales activitds des paysans, le but recherchd 
est une plus grande
 
responsabilisation des 
paysans dans la conduite de leurs affaires, en amdliorant
 

les performances des groupements de 
producteurs.
 

Bien entendu, un programme de suivi et une dvaluation du test sont prdvus.
 

3. Problames et Difficultfs
 

Les probl~mes poss par l'application de la mithode d~crite et 
les difficult~s
 
rencontrdes dans son fonctionnement sont connus, ayant 6t6 largement discuts,
 

analysds, mis en Evidence.
 

Citons, par exemple :
 

- les tiches administracives de plus en plus contraignantes qui sont configes
 
aux encadreurs, au detriment du travail de conseiller-formateur du paysan.
 

- le manque de plus en plus sensible de moyens d'intervention rapides et 
effi­

caces
 

-
m~thode de vulgarisation insuffisamment d~finie et suivie
 

- pddagogie orale, sans 
supports ni moyens didac-'jues
 

- indisponibilit6 des facteurs de production
 
-
rupture de continuit6 entre recherche et vulgarisation d'une part, entre
 

vulgarisation et formation d'autre part
 
- risques de d~perdition du message A travers les divers 6chelons de la "cascade"
 

de formation, qui sont maintenant trop nombreux
 

- insuffisance du suivi et de l'6valuation des vulgarisateurs
 

- problmes de qualification et de motivation au travail
 
- wanque de mesure des besoins reels des paysans, de l'acceptation et de
 

l'adoption profondes des thames proposds.
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4. Conclusion
 

Les m~thodes pi& - ---
 tilis~es par les agents de vulgarisation sont
 
thdoriguement valables et reposent sur des 
idles Sprouv~es et des postulats
 

sains.
 
Comme nous l'avons vu, les difficultds surgissent au niveau de leur applica­
tion : trop de thdories, pas 
assez de pratique ; trop de paroles, pas 
assez
 
d'actes ; trop d'inertie institutionnelle, pas assez de dynamisme opgrationnel
 
trop de thames techniques bien faits, pas assez 
de prdparation pddagogique de
 
la transmission.
 

II faut se 
garder, dans le domaine des mdthodes p~dagogiques, de tout dogmatis­
me : la formation en cascade est valable si 
on arrive A limiter, par les 
techniques p~dagogiques et les moyens didactiques, la d~perdition du message
 
et les 6tapes interm~diaires. Mais ce n'est pas le seul syst~me valable :
 
nous avons vu 
qu'il fallait le compldter par des visites organisges et, pour­
quoi pas, par des interventions d'appui direct des tel
sp~cialistes de tel ou 


domaine.
 

L'essentiel, dans la transmission du message, est de 
ne pas se limiter A la 
p~dagogie orale, du verbe, mais d'appliquer une p~dagogie de l'action, du reel. 

Celle-ci suppose : 
- une preparation minutieuse et ri.goureuse, comportant
 

* l'6tude des besoins du milieu vis6
 

IIa d~termination des niveaux de d~part et d'arriv~e
 

* la fixation des objectifs I atteindre
 
La transformation des objectifs techniques en objectifs p~dagogiques
 

La programmation des progressions
 

lIa confection des documents ( guide de l'animateur, fiches ) et des
 
supports pddagogiques
 

la mise en place de tous 
les moyens n~cessaires
 

- une diffusion "soignde" faisant appel :
 
* aux techniques participatives de la pddagogie active des adultes 
* aux moyens audio-visuels les plus adapt~s 

A la formation pddagogique de tous les "diffuseurs" 
A la demonstration, aux applications pratiques, A l'observation de la
 
rdalitg, plus qu'a la th~orie
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r un contr'%e continu, comprenant: 

* L'e'valuation en cours et en fin d'action 

* La mesure de l'acquis et de son utilisation
 

* La prise en compte permanent du "feed-back" pour une amelioration 

constante des performances.
 

It ne faut pas que Les difficulte s du soutien logistique, tres souvent
 

re'elles, servent de pretexte au raLentissenent des actions, si la
 

voLonte de re"ussir et la motivation de servir le monde rural existent.
 

B. Literacy Training
 

1. Les Re'alisations du Projet 

Le document de projet pre'voyait pour le volet alphabetisation, en 5 ans: 
36 enseignants formes, touchant 3,000 paysans, aptes a lire et 3 comprendre
 

des documents techniques de base en Langues vernacuLaires.
 

En Janvier 1982, six centres d'aLphabetisation ont e'te ouverts avec Les
 

six agents formes ayant comme objectif d'alphabetiser 60 auditeurs par centre:
 

30 honmnes et 30 femsnes. En avril 1982, Les six centres fonctionnaient avec un 
effectif de 428 villageois inscrits (169 hommes et 259, femmes). En janvier 

de cette annee six nouveaux centres sont ouverts, repartis parmi Les six memes 
alphab~tiseurs avec 724 inscrits au total. La longue preparation et Les retards 
cumules avant le d4marrage re'el de l'aLphabe'tisation fonctionne~le expLiquent 
Les diffe'rences entre Les effectifs prevus et Les effectifs actuels. 

It est prevu, en 1984, l'ouverture de 18 nouveaux centres dalphabetisation 

avec le recrutement, dans le milieu rural, de 10 animatrices et 8 animateurs. 
Ainsi, en 1985, 2400 personnes pourraient 'etre touche'es par I'action.
 

Lors de nos visites dans Les centres, iL nous a e'te donne' de constater un 

autre ecart, entre Les effectifs officiels et Les auditeurs (en fait, presque 
excLusivement des femmes) reellement presents. Le taux de frequentation semble 
donc assez faible (10 auditrices sur les 52 inscrites a Diakene Diola, par 

exemple, et 12 sur 27 'a Suet Le jour de la visite) mane si Les raisons avancees 

peuvent se justifier: cer nonies familiaLes, de'ces, autres travaux et charges 
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de famille, outre 
les problmcs logistiques qui viennent 
souvent entraver le
 
bon ddroulement des cours: 
locaux, materiels, fournitures, documents. Pourtant,
 
la motivation samble exister, surtout chez les 
femmes, et l'intdr~t assez soutenu.
 

Lid 5 I'alphab~tisation, un programme de formation 
 l'utilisation de
 
documents comptables simples a touchd, 
lors d'une session de formation en
 
ddcembre 1982)96 prdsidents et 
secrdtaires de Groupements de Froducteurs reprd­
sentant 48 G.P. Cette action n'a pas connu de suite 
 ce jour (sauf un
 
Kabiline) par manque, parait-il, de locaux, de matdriels et 
de fournitures
 
qui n'ont pas pu tre achetds par le PIDAC.
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2. Methodes et Moyens Pedagogiques
 

La me'thode d'atphabe'tisation fonctionnelie appique'e par le PIDAC est
 
inspire'e de ceite mise au point par I'UNESCO, base'e sur un syste'me de langage 
phoetique, enseigne Les 
elements de transcription de base et 
Les sons (sur
 
des informations de technique et de vie agricoles ici) avec des resuLtats 
probants 'a court terme et renforcee par un programme permanent de brochures
 
techniques (phase de post-alphabtisation 
en langues locates). D'Apres
 
Les etudes et des reunions organisees pour laborer le programme 'a appliquer
 
en Basse Camamance on peut deduire que La 
 preparation theorique de cette action 
a ete satisfaisante, L'approche methodoLogique suffisament approfondie, Les 
idfes cLarifie'es et Les moyens bien circonscrits.
 

Pendant cette deuxime annie 
a peine de fonctionnement, it est difficile
 
de mesurer l'impact re'eI 
de cette action de SOMIVAC/PIDAC sur la population-cible. 
Apr~s les lenteurs du d~narrage, on peut tout juste remarquer une certaine 
lenteur dans la progression des auditeurs, ' en juger d'aprces le nombre restreint 
de pages remplies dans les cahiers distribues depuis plus d'un an. La m4me
 
lenteur peut tre constatee dans La transcription des themes techniques, ainsi
 
qu'un certain retard dans la publication des documents pre~vus 
comme supports
 
de la formation: glossaires, documents comptabies, arith'tique ehementaire,
 
probLemes agricoles.
 

Sur le plan pedagogique, ces retards se traduisent par une trop grande 
autonomie des aLphabetiseurs, qui, 
prives de ces supports, aboutissent a trop
 
de disparites dans La progression 
et dans L'impact de I'action, suivant La
 
formation (qui m'riteralt d°'ere renforce'e), la bonne 
 volonte, les capacite's 
individuelies de chacun. 
Le danger de de'rive vers une alphabe'tisation de type 
scolaire existe aussi dans 
ce cas.
 

A ce rytine-l', it Faudra encore de tres nombreuses anne'es d'action centrale 
avant d'arriver au but poursuivi: la prise en charge par les viiiageois eux­
meaes de 
toutes Les actions de developpement. L'action inachevee en direction
 
des secre'taires de G.P. est significative 'ace titre et on peut se demander, 
meme en cas de reprise, si ceux-ci restent suffisamment motives pour s interesser 
au suivi de I'action abandonnee. 



On peut aussi se demander si I'approche adopte'e 
fait suffisamment de place
 
aux indispensables liaisons 
entre I'alphabetisation fonctionnelle et Les 
autres
 
services au niveau des villages: vulgarisation agricole, volet feninin, sante,
de maniere a arriver )i un ve'itable developpement integre, plutot qu'a une
 
juxtaposition d'actions 
disparates. 

3. Acceptation des ,\phabtiseurspar Ia Population 

Les agents charges de t'atphabetlsation sont socialement bien acceptes 
par les populations aupres desquelles its 
effectuent teurs 
activites. 
 En

general, Les vitlageols 
sont tr%s favorables au projet. Les de'sistements
 
qui se font 
sentir apres t'ouventure d'un centre d'aLphabetisation, semblent
 
etre tie's a ta difficutte'dlinserer les 
activites d'alphabetisat/on dans

L'organisation villageoise du 
 temps pLutot qu' a Leur rapport avec L'agent.

Des femtjes de certaines localite's tevoquent 
 souvent teur occupation par le 
maraichage et Les voyages pour la 
vente de Leurs produits. Le caLe.idrier
 
d'alphabetisation se deroule pendant la 
saison seche qui 
est la periode des

migrations des homnes aduLtes pour la re'colte de vin de palme ou la quete 
d'autres 
revenues monetaires. Quelques fois aussi 
la polarisation vers
 
des activite's socioculturelles 
traditlonnelles (circoncisions, ceremonies...)

entre en competition avec 
le calendrier d'alphabtisation.
 

4. Conclusion
 

It ne 
fait pas de doute que 'alphabetisation fonctionnelle contribue
 
essentiellement aux objectifs du 
projet. Les me'thodes pedagogiques pre'vues,

Les objectifs 'a atteindre, nous 
sembLent valables. 
 I reste %achoisir une
 
strategie de re'alisatlon claire et 'amettre 
en place Les moyens propres 'aen
 
acc'Ierer Le ryth-ne. 

Patr Les strategies proposees, une demarche de "demuLtiplcation integrante­nous 
semble La plus proche de 
l'esprit du projet. 
 A I'instar de ce qui a eto 
commence en direction des secretaires de G.P., 
it s'agirait de former Le
 
maximum d'alphabetiseurs-paysans, avec un programme integrant a La pedagogie
do Lalphabe'tlsation fonctionnelle, sulvant te cas, des thmes touchant l'ensem­
ble des probLemes de de'veloppement technique, social et culturel du monue rural.
Un perfectionnement des agents actuels d'alphabe/tisation dans ces th~mes (la
pLupart etant deja des ATA) et des age:its encadreurs de la vulgirisation agri­
cole dans 
le domaine de la methodologle de I'alphabeotisation, pourrait d'une
 



41 part, resserrer Les 
liens indispensables entre ces 
activite/s complementaires

et, d'autre part, pre'luder a une 
action massive de dnultiplicaton en "cascade".
 

Tous ces encadreurs pourraient former, puis suivre et appuyer les alphabe'tiseurs­
diffuseurs villageols, qui entraineraient 'a leur tour Les membres des G.P., mais
 
aussi des autres groupements tradionneLs existants. 
A ce but It serait
 
souhaitable de 
regrouper, partout ou 
cela est possible, tout ['encadrement

de base,y compris 
Les monitrices du volet feminin, dans une equipe polyvatente
 
sous la coordination du 
chef de zone. 
 Tous ces agents devraient beneficier
 
d'une formation compLementaire dans 
 Les domaines specifiques des autres
 
menbres de CeLquipe. Cela creera 
une unite d'action entre Les differents
 
facteurs de developpement integre dans ch-que zone-.alphabe'tisation, production,
sante, femmes, credit--qui pourra reduire la duplication et le double emploi

des cadres 
 tout en assurant une integration beaucoup plus rationele des 
activites du projet au 
niveau des paysans.
 

L'application d'une telle stratd'gie impLique, bien s r, non seulement la
mise en place des structures adequates 
et d'une volonte'de reussir, mais 
encore
 
tacceteration du soutien logistique et 
l'augmentation des 
ressources du projet

dans ce domaine. Certains de ces 
moyens, pre'vus de" 
 dans le financement
 
original du projet, ont ete mis en 
place, d'autres non, quelques-uns ayant
et'e utilises a d'autres fins. 
 11 ne fait pas de doute que I'alphabetisation
 
fonctionnelte 
ne pourra pas connaitre L'impact espere si l'encadrenent ne
 
dispose pas de moyens d'animation, de controLe, de suivi 
sur place, si L'argent
manque pour multiplier et diffuser Les documents et supports pe'agogiques
 
prevus, si 
Les difficulte's matcerielles decouragent Les 
alphabetiseurs et
 
demotivent Les villageois.
 

It est donc, 
necessaire d'intensifier La pedagogie de l'action, par une
plus grande attention accorde'e aux observations, demonstrations et applications
 
,.urle terraine, 
et par La confection et 
La diffusion des 
supports pe'dagogiques

indispensables a1 
'efficacitede toutes 
les actions de formation. 
 It faudra
 
former un ou 
deux specialistes des aides audio-visueltes et debloquer Les
 

/tcredits necessaires 
 execution de ces moyens (syllabaires, manues, tableaux,

planches, fiches, machines eCtmate/riels de de;onstration...) lesquels le
sans 

message pedagogique est a moitie perdu. 
 En meme temps, 
it faut pas oublier
 
ta preparation des actions de post-alphabe'tisation parLes interesse's des contac ts avec touset la mise en place des moyens de diffusion Les plus larges
(radio, 
journal, brochures 
techniques, aide-me;noire, correspondance, etc) 
en
 
tangues locates.
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message par des methodes appropriees sont indispensabLes pour assurer l'impact
des 	thanes techniques 
sur le monde rural dans une d 
arche pluridisciplinaire.
 
It serai souhaitable donc, sur Le plan de La 
formation, de regrouper
 
structurellement Les unites chargees de la 
fonction "formation," 
avec Le
 
concours du Bureau de Formation de la SOMIVAC, au 
sein d'une Division
 
Formation du projet PIDAC et 
la doter de moyens (humains, mate'riels, Je
 
communication 
 et de perfectionnement interne et externe des 	 formateurs) ta 
rendant capable de faire 
La s nthese des diffe'rentes approches et d'integrer

tous 
Les elements d'information-formation, concernant non seulement le domaine
 
technique, mais aussi 
Les 
autres services aux villageois: promotion feminine,

volet sante et action sociale, volet alphabe'tisation qui en constitueraient Les
 
sections specialisees.
 

C. In Service Training
 

1. 	SOMIVAC - Division of TraininR
 

Les activites de 
recyclage et de perfectionnement internes des agents de
la SOMIVAC/PL,)AC 
sous 	['egide du Bureau de la 
Formation ont eteorganisees et
progrartmees surtout a partir des annees 1980-81. It comporte quatre grandes
 
categories, concernant:
 

-- la formation des 
formateurs
 

-- la formation des paysans
 

-- la formation des cadres
 

-- d'autres actions 
formatives.
 
Les actions de formation Les plus directes, dirigees vers 
Les encadreurs et

Les paysans, ont Lieu natureLlement pendant la 
saison s'eche, ' activites 
agricoles plus reduites. 

Pour 	Les annees 
precedentes, des programnations identiques des activites
de recycLage et 
de formation-perfectionnement 
ont 	ete e'abLies. 
 Les 	taux de

reatisation 
sont 
tres 	variables et osciLLent entre 0 et 
100.. 
 Nous iiotons
 
pour Les activites jugees 
Les plus importantes, que:
 

-- Les 
re'unions de coordination 
- que nous estimcns tres
 
utites ­ sont passees de mensuetLes trimestrielles,
 
avec une 
tendance actueLLe de revenir a La 
premiere
 
periodici te;
 

Le perfectionnement des 	 chefs et intendants de zone, 
prevu pour 3 fois 5 jours par an pendant la saison
 
seche, n'a eu 
lieu 	qu'une fois pour L annee 1982-83;
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-- la formation et le suivi des encadreurs de 
base, qul devalent
 

prendre une dizaine de jours chacun 
 par ansnt e"/re' lise
 
peu pros 'a 507., les deux dernieres annees.
 

Les probLemes et difficulte's 
rencontres dans l'organisation des stages
 
internes de 
recyclage et de perfectionnement sont communs'a 
I'ensemble des
 
activites de formation: le besoin d'improviser au 
dernier moment, le
 
manque des moyeris necessaires, labsence des agents pre'vus (qui ont 
toujours
 
plus important et plus urgent a faire), 
donc des difficuLte/s d'organisation,
 

de suivi et d'evaluation des resuLtats.
 

L' impact reel de la formation ne peut tre cansidre"que sur une 
plus
 
longue periode, mals la denarche pour assurer 
Le maximum de succ'es aux actions
 

est connue.
 

2. Counterpart Training
 

Actuellement, 12 experts techniciens sont presents au 
titre du projet,
 
repartis entre ta SOMIVAC (5), 
 le PIDAC (4) et L'ISRA (3 dont un en voie de
 
transfert au PIDAC). Ces experts ont 
travailleou travaillent encore avec
 
au moins un, parfois plusleurs homologues designes, successivement ou
 
simultanement, dont la 
formation est inscrite dans 
Les termes de r fe'rence
 
du contrat, a t'exception de Mademoiselle J. TIMBERLAKE du PIDAC et 
de
 
Monsieur C. JOLLY de L'ISRA. 
 Malgre cela, aucune methodologie ne semble
 

avoir at4 pr'vue au 
debut pour cette formation ni de contraintes d'organisation,

de prograrnnation et d evaluation. 
Cette activite essentielle'a la relive du
 
projet par les nationaux a ete 
Laiss'e a l'initiative individuelle, a la
 
bonne volont et au temps disponible de chaque assistant technique. Ainsi,
 
cette formation se passe essentiellement "sur 
le tas", par l'exemple, les
 

canseils, l'assistanca, lexperience de tous Les jours.
 

Dans ces conditions at en 
Letat actuel des choses, ii est tres difficile,
 
sinon impossible, d'evaluer Ie travail de formation des homologues par les
 
experts de t'assistance technique. 
 On peut s'en faire une ide/e, en lisant
 
les rappots d'activite des experts, mais cette 
vue ne peut pas Itre absolument
 
objective. La m~me impression de bonne volonteun peu vague se 
degage des
 
entretiens avec des 
experts et des homologues.
 

Le manque de coordination dans l'organisation de cet aspect du fonctionnement
 
du projet s'est ressenti aussi dans l'attribution des bourses d'etudes aux
 
homatogues, entrainant 
souvent une 
presence non simultanee de ceux-ci avec
 
l'expert qui devait Les 
former dans 
leurs fonctions a La SOMIVAC/PIDAC. Une
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autre consdquence de cette situation a et9 le 
besoin de renouveLer le contrat

initiaLement prevu pour certains experts de 
Lassistance technique.
 

Ce nest qu assez recement que le Directeur General de La SOMIVAC ademande aux experts de l'assistance technique de faire 
le point sur la formation
des homologues, en lui envoyant le progranmie de formation conjointement arrete'entre I'assistant technique et son homoLogue. Cette orientati.on ne semble pasavoir ete suivie d'effet jusqu'a ce jour. Or, iL ne
formation fait pas de doute que lades homologues est I'une des principales raisons d"etre de I'assistance 
technique.
 

11 ne s'agit pas la, 
bien s-r, d'une formation de base proprement dite, mais
d'un perfectionnement professionnel, consistant en 
un complement theorique 
sur
Les points faibles et surtout 
en une maitrise du poste de travail. 
 I1 s'agit
aussi 
d'une methodologie de resolution des problemes qui 
se posent, un 
savoir­faire pratique, ainsi qu'un vouloir-faire, 
que ['experience des "anciens" peut
apporter. A ce point de vue, on peut affironer que Les jeunes cadres de LaSOMIVAC/PIDAC ont recu, en gene'ral, une formation et des perfectionnementsniveau, mrnme de bonsi queLques 
Lacunes subsistent, dans 
tel ou 
tel domaine. 
Mais ils
sont generalement jeunes 
et possedent Les qualites et 
les defiuts de 
la jeunesse:
enthousiasme, impatience, esprit critique, mais aussi decouragement devant Les
difficuttes, manque d'initiative et 
de recherche d'optimisation des 
resultats
avec 
les moyens disponibles. 
 Dans ces conditions, 
conmme 
nous l'avons 
vu, s'ils
ne sont pas suffisanment encadres, si 
leurs activits et 
leur pi 'ctionnement
ne sont pas assez programmes, suivis, e"VaLue/s en fonction d'objectifs mesurables
 
fixes, Le progres 
et la prise en cornpte des responsabilites se fonL forcementattendre.
 

D. External Trainin
 

Pensant a la necessite d'un personnel technique bien
structure d'encadrement forme et d'uneefficace, Ie document de projet a pre/vu un certain
nombre de bourses d'etudes, principalement aux 
Etats-Unis, 
non seulenent pourle PIDAC, mais aussi 
pour La 
SOMIVAC et 1'ISRA. 
 Contrairement aux autres
 
du projet, cette activitela demarre assez 
rapidernent, 
huit boursiers long-terme

ont pu quitter le Senegal des

boursiers sont deja 

le mois de juiliet 1978. Sur ce nombre, six
rentre's, mene si 
on ne peut pas 
les retrouver tous, 
soit
 
dans La specialite' indiquee au 
depart, ou 
 nantis des dipLbmes escomptes.
 

http:orientati.on
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Dix autres, partis en 1980 et 1981, poursuivent teurs etudes aux Etats-Unis
 

et doivent revenir entre fin 1983 et fin 
1985. En ce qui concerne La formation 
a court terme, on constate une plus grande diversification dans Ia destination 

des boursiers pour des etudes de courts duree, puisqu'on y trouve, en dehors
 
des Etas-Unis, des stages 
en France, dans d'autres pays d'Afrique et meme'a
 

Daka r. 

Certains problenes ont ete signaLes dans I'attribution judicleuse et
 
i'utilisation optimale des bourses accordees, surtout dans Les premiers temps
 
du projet. Des difficulte's 
ont surgi Cans la selection et Le suivi des
 

etudiants et dans leur reintegration a l. SOMIVAC, qui ne sembLent pas avoir
 
toujours respecte' des criteres objectifs ct preetablis. Ainsi, par exempie,
 
un agent a e'te remis 'a la disposition de 
 la DCPA des son retour d'etudes; un
 
autre est revenu sans avoir obtenu 
 le diplo'me, objet de sa formation. 

Le suivi des etudiants par Le Depart-ement d'AgricuLture americain n'a
 
pas toujours ete rigoureux ni syste'matique. Certains boursiers ont pu
 
changer le domaine de specialisation prevu, 
sans L'avis de la SOMIVAC.
 

A partir de 1981, un certain effort a e'te fait, sous I'egide du Bureau
 
de Formation SOMIVAC, pour rationaliser les demarches et proce~e's de choix
 
des candidats'a 
une bourse d etudes, pour ame'liorer Ie contact avec les
 
I I Ietudiants a i'etrangeL -t pou mieux preparer leur retour. Toutes ces
 
initiatives, dans
I la mesure ou etles ont ete 

I 
correctement appiiquees et 

respectees, 
ont pu apporter une certaine amelioration, principaLement dans
 
les criteres de choix et le suivi des etudiants. Cependant, it semblerait
 
que Leur application n'a pas toujours e'te aussi large et systematique que 

'on aurait souhaite au niveau de La Direction Ge'ne'rale. Par ailLeurs, it
subsiste uncertain nombre de probiemes,concernant principalement la 
reinsertion des etudiants dans Les structures de SOMIVAC/PIDAC, La 
vaLorisation reeLiLe de la formation acquise, ie statut et la fixation de 

ces agents.
 

Les stages de formation de courte dure/e ont moins connu ce genre de 

probLemes, Les themes d'etudes determines a I avance ayant eCte mieux definis 
et rirconscrits, en fonction de l'objectif poursuivi. Le seul probLeme 
signale a trait a la connaissance linguistique de certains candidats,
 

principaLement dans les pays anglophones.
 



46 
E. Ade'quatlon de La or ton Reue Avec tEmloi Occupe Par LAgent 

L 'adequa *tion d'un agent au poste Ade travail doi t etre conside/re'e a deux 
moments diffe'rents:
 

- dans Le present, et la constatation 
 d'un e'cart 
negatif" donnera lieu 'a une action de formation, 

de perfectionnement ou d'info 
rmation;
 

- dani tavenir, avec un obJectif fixe dans 
te trnps,
 
de maniere a amener t'agent a etre apte I occuper 
le poste, tel qu il sera dans queLques annees. 

Cette adequation permanente 
 fait appet aux methodes et techniques 
 de ta gestion 
previsionnetle (des postes, des hornes) 
et doit deboucher 
sur Les plans de
 
l'entreprise, programmant dans Le temps, les actions de recrutement, de
 
formation, de 
 perfectionnement, de remplacement et d'evolution de carrier des 
agents. 
 Elte necessite donc des etudes approfondies des postes de 
travail et
de leur evoLution, des hommes de l'entreprise (globalement et individuellement)
/ 
et de leur evolution (sur Les plans quantitatif et qualitatif), des comportements
professiotineLs necessaires (savoir - savoir-faire - attitudes) dans le present
 
et dans l'avenir, de maniere a degager 
 Les progranmmes Les plus adaptes de
 
formation, perfectionnement 
ou information. 

Ce travail minutieux et de 
longue haleine n'a pas 
encore ete fait a Ia
 
SOMIVAC. Par consequent, 
 Ceffort d'adequation formation-emploi est surtout 
intuitif pour 
le moment. 
On est passe progressivement d'une conception de
 
formacion-cadeau a une consideration des besoins generaux de 
L'entreprise,
 
puis a une 
etude plus precise des besoins des differentes unites, mais 
sans
 
pousser, jusqu'a present, 
a approfondissement de ces 
besoins, par fonctions
 
et 
postes de travail.
 

It ne fait pas de doute que La taille que va atteindre La SOMIVAC, avec
 
tous Les projets qu'elle dolt 
 encadrer, rendra necessaires Les eatudes indiques, 
pour que Ia 
formation de 
ses agents de tous 
les niveaux "colle" beaucour plus
 
aux 
besoins de l'empLoi et aux exigences des postes de travail. Un tel
 
equiLibre 
ne pourra 'etre obtenu 
que par la de'finition d'une politique de
 
gestion du personnel claire et par un travail normatif de codification des 

pOstes. Cele permettra de mettre chaque agent au 
niveau de responsabilite,
correspondant a la fois a la formation acquise, a sa valorisation en 
fonction 
des besoins de lentreprise et des performances demontrees. Outre une structure 
blen de'finie et un 
staLut clair, cette poLitique devrait assurer Ia 
perennite'

des agents dans l'enreprise, grace a 
 'etabLissement de fiLieres de carriere
 
promotionneltes et 'a l'assainissement d'un climat social quelque peu tendu. 
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F. Recommendations sur la Formation 

, // 

I. Regrouper Les sections de formation, d'alphabetisation, volet fem'inin 
dans une seuLe division de formation a niveau structureL d'egalite avec es
 
autres divisions due PIDAC, et 
doter cette division d'unecellute audio-visueltle
 

fonctionneLLe.
 

2. Regrouper tout t'encadrement de base, y compris les monitrices du 
voLet feminin, dans une equipe polyvnLente sous la coordination du chef de
 
zone et programmer pour tous ces agents une formation compLementaire dans
 
tes domaines specifiques des aucres membres de t'equipe.
 

3. Reprendre la formation aes secretaires des Groupements de Producteurs, 
en Leur apportant Le perfectionnement et les moyens logistiques necessaires
 

et en pensant, des maintenant a la passation progressive du relais de 

I'atphabetisation de base 'a des viLLageois. 

4. VeiLler a L'adequation de La formation revue avec Le poste d'affectation 
de L'agent et etendre Le souci de programmation, d'adequation aux exigences 

dc L'emptoi de suivi et de'vaLuation periodique a La formation des homologues 
et des stagiaires en fixant a cheque homologue des objectifs mesurables'a 

rea Liser. 
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VT. PRODUCTION DES SEMENCES AU PIDAC
 

A l'heure actuelle, une prdoccupation majeure du PIDAC est
 
de pouvoir mettre A la disposition des paysans 
des semences de
 
bonne qualit4 et 
en quantitd suffisante 
pour chaque campagne
 
agricole. La production des semences est 
une des activit6s princi­
pales de la 
Division d'Agro-Vulgarisation du 
PIDAC. Sa Section
 
Production des 
Semences est responsable de la multiplication des
 
semences de riz et 
de malts fournies par I'ISRA. Les semences pour
 
l'arachide viennent 
de !a SONAR.
 

Le programme de production des semences du 
PIDAC comporte
 
trois opdrations diffdrentes:
 

A. La Ferme Semenciere 

projet devait crder
Le une ferme de multiplication de 
semences
 
de 50 ha 
dans sa zone d'intervention et 
y produire 100 tonnes de
 
semences qui couvriront 25% 
des besoins des paysans. La derni~re
 
4valuation 
a constatd le retard 
dans ce volet du projet et a
 
recommandd une d6marche plus rapide.
 

A l'heure actuelle, cette 
ferme n'est effectivement pas
 
cr,4e. La structure existante peut 
atre appelde le casier de
 
multiplication, situ4e 
A Koudioub6 pros de Diouloulou dans le
 
Ddpartemekt de Bignona.
 

Tous les equipements n~cessaires 
pour la ferme semenci~re
 
ont it6 achet~s aux USA 
et ils sont utilis6s maintenant A
 
Koudioub6. Les 4quipements du laboratoire 
des semences ont dtd
 
6galement recus. Le laboratoire est dija dans 
la phase opdra­
tionnelle. Mais 
Koudioub4 
est toujours consid~r6 comme site
un 




49
 

provisoire. Pendant les deux derni~res anndes le 
PIDAC a pu rdaliser
 
A peu pris 20 hectares de riz pluvial et de mais 
ayes les rdsultats
 

assez mddiocre (voir Tableau VI-I)
 

TABLEAU VI-i: Superficie, Rendements et Production des Semences
 
par la Ferme S emenciire et par les i'aysans Contrac­
tuels du 
PIDAC, 1981/82.
 

Source/produit 
Superficies 
lalisdes (ha) 

Rendement (ha) 
(tonnes) 

Production 
(tonnes) 

1981 1982 1981 1982 1981 1982 

Ferme Semenci~re 

Riz 15,0 12,5 1,70 1,16 26,0 14,5 

Mais 4,5 10,0 1,40 0,78 6,0 7,8 

Paysans Contractuels 

Riz 100,5 57,0 1,70 1,33 186,) 76,0 
Mais 86,0 0 1,23 0 106,0 0 

Ni~bd 0 13,9 0 1,86 0 24,2 
Soja 0 1,0 0 0,80 0,8 

TOTAL 206,0 93,5 ­ - 324,0 123,3 

Source: Rapport de la Section Production Semence, 1982. 

B. Les Paysans ContractueLs
 

Le PIDAC collabore avec les paysans cortractuels pour couvrir 
le reste de ses besoins en semences. Le PIDAC s'engage i fournir 

ces paysans des semences, engrais, pesticides et l'assistance tech­
nique ndcessaire. Le projet donne a crddit les engrais et semences 

aux paysans multiplicateurs qui les remboursent h la r~colte. Les 
herbicides leur sont donndes gratuitement et les insecticides seule­

ment en cas d'attaque. Les paysans s'engagent i vendre au PIDAC apr~s 

la rdcolte, 50% de leur production. 
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En principe la production des semences 
se fait en bloc.
 
Actuellement 
il y a 604 paysans contractuels dans 32 villages. Au
 
niveau des paysans contractuels, la production globale de 
semences 
pour toute culture confondue passe de 292 tonnes en 1981 101 
tonnes en 1982 (voir Tableau VI-I). 

C. Le Traitenent des Semances
 

Le PIDAC traite les semences, 
Les stocke dans des magasins
 
du PIDAC, puis analyse 
leur qualit6 (pfretg varidtale, taux de
 
germination) avant de les 
distribuer l'annde 
suivante. Les opdra­
tions de traitement de semences 
se ddroulent g~ndralement entre
 
le 15 novembre et le 30 avril au Centre 
de Gu~rina. Pour 1982/83,
 
75 tonnes de semences 
de riz et de mais ont 4td traitdes et stockdes.
 
Environ 12. 
 tonnes de semences de riz de mais ont
et 4td rejetdes
 

cause de la faiblesse du taux de germination (63 a 73%), soit 
16%
 

du total stock4.
 

D. Analyse des Problemes
 

La section production des semences 
se heurte a de multiples
 
problhmes. Le PIDAC est 
toujours h la recherche d'un site approprid
 
pour l'implantation de 
sa ferme semencikre. 
La section Production de
 
Semences 
souffre du manque de personnel: en. plus du chef de la
 
section (expert), il y a un agronome, deux ATA, un 
ETA, quatre
 
conducteurs, et deux mcaniciens. La 
section rencontre 6galement
 
des problkmes au niveau des 
paysans contractuels soumis aux 
condi­
tions climatiques aldatoires conduisant 
5 une baisse de rendement
 
et de la qualitd des semences. La production globale des 
semences
 
est trhs faible et ne peut pas, 
h l'heure actuelle, satisfaire
 

les besoins des paysans.
 

Un autre 
problkme que la section Production de Semences
 
rencontre est les
que semences 
d' lite que I'ISRA fournies au PIDAC
 
sont parfois de trks mauvaise qualit6.
 



------------------
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E. Recommandations
 

Nos recommandations dans ce domaine sont 
effectivement les
 
mames que celles de 
la derni~re Mission d'Evaluation:
 

Accgl4rer l'4tablissement de la ferme de production de
 
semences du PIDAC. The 
seed farm should be placed under
 
the direction of a qualified Senegalese with supervision and
 
support provided by the plant protection technical assistant.
 

Renforcer le systeme de production de semences au
 
niveau des paysans contractuels et des Groupement de Producteurs
 
avec un encadrement technique de haut niveau.
 

VIIo PROTECTION DES VEGETAUX
 

L'objectif de la section protection des vdg~taux est de former
 
les agents du PIDAC et les paysans pour qu'ils soient capables de
 
protdger les cultures.
 

A. Programme de la protection des vdg~taux 

Les activitis principales sont concentrdes sur les points 

suivants: 

- Identifer les maladies, les insectes, et les mauvaises
 
herbes nuisibles aux principales cultures en Basse
 

Casamance.
 

- Enseigner aux agents de vulgarisation du PIDAC les m~thodes 

d'identification et les moyens de lutte. 

- Aider la Section Formation de la Division Agro-Vulgarisation 

5 4laborer un programme de formation pour les vulgarisateurs
 

et les paysans.
 

- Elaborer et rendre efficace un programme de protection
 
des vg4taux dans le projet PIDAC.
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B. Rgalisations d'e la Section de Protection des 
Vdg4taux
 

Dans un premier temps, la section des PV s'est consacrde
 

la collection des documents relatifs l'identification et aux moyens
 

de lutte contre 
les maladies, les insectes et les adventices de
 

diverses cultures. En collaboration avec les laboratoires de phyto­

pathologie et d'entomologie de l'ISRA/Djibdlor, la section a collec­

tionn6 et identifid des 6chantillons d'insectes et de 
plantes malades.
 
Elle a mis 5 la disposition de chaque d4partement et zone une collec­

tion tr~s utile pour leur identification.
 

Des inspections pdriodiques, compte tenu du manque de carbu­

rant, ont it6 faites conjointement avec I'ISRA sur les p4rim~tres
 

maralchers et les grandes cultures (riz, mars) 
pour identifier les
 

problbmes sp4cifiques h chaque culture. Des progr~s notables ont 4t4
 
enregistrds sur le riz 
et le mais. Puis avec la participation des
 

chefs de zones, des adventices ont dt6 identifids dans chaque zone.
 

Ceci a permis de d4terminer dans chaque zone la prddominance d'un
 

certain nombre d'adventices et de recommander des herbicides
 

appropries.
 

Dans le cadre de la formation des chefs de zones et vulgarisa­

teurs, la section a participd i toutes les sessions de formation
 

des chefs et intendants de zones organisdes h Gu~rina 
et A la forma­

tion des encadreurs au niveau des quatorze zones. Ces sessions de
 

formation ont dt6 axdes sur des 
fiches techniques et des cours thdo­

riques suivis de discussion. A la 
suite on a pr4sent4 des maladies
 

ou insectes 4tudi4s 
et fait des visites des blocs maraichers les
 

plus proches du lieu de la formation.
 

Des sessions de formation directe 
ont eu lieu au niveau des
 
paysans sur les blocs maratchers en presence des femmes et des
 

hommes. Ces sessions sont organisdes conjointement avec la cellule
 

d'alphabdtisation.
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La formation d'un homologue Sdndgalais se poursuit normalement.
 

Pour mieux asseoir ses connaissances en protection des vdg~taux, il
 

a suivi un stage sur la lutte int~grde du riz h I'ADRAO (Liberia). 

II a dgalement particip6, 5 Dakar, au sdminaire sur la protection
 

des stocks cdrdaliers. Aussi, il participe au programme conjoint
 

de recherche appliqude avec ['ISRA, h l'dvaluation de l'incidence
 

des maladies et d'insectes sur les semences. Les deux homologues
 

(expatri6 et Sdndgalais) collaborent tr~s 6troitement.
 

Malgrd de nombreuses difficultds financi~res et techniques
 

(manque de papier, encre, stencils, secrdtaire), un certain nombre
 

de fiches technicues ont 4td publides au ddbut de chaque campagne
 

agricole. En collaboration avec I'ISRA, la section a pu r6alis4
 

des blocs de ddmonstration dans sept villages.Ellepoursuit aussi
 

un programme de recherche appliqude par
sollicit6 l'IITA (Ibadan).
 

Ce 
programme comporte la lutte contre les adventices sur le nidb6
 

et le mais, la lutte biologique des cochenilles du manioc, et la
 

r~sistance de la patate douce aux charenCons.
 

C. robl~mes et )ifficultds
 

En plus des difficult~s ddj 6voqudes dana le chapitre sur 

la vulgarisation, la section de PV est confroncte i des probl~mes 

de rdglementation de certains produits. Tous les pesticides utili­

sds par le PIDAC doivent Ztre approuv6s par l'offre de la Protection
 

de l'Tnvironnement (E.P.A) 
 Washington. Par exemple, lutilisation
 

d'ut certain nombre de produit phytosanitaires est interdite, de
 

mame que leur achat sur les fonds de I'USAID. Cependant l'utilisation
 

de ces mames produits est autorisde par le Sdndgal.
 

En outre, la section souffre de la lenteur administrative de
 

l'USAID/Sdndgal pour l'achat des pesticides, ce qui bloque le proces­

sus normal de la diffusion de ces produits. Admettant que ceci est
 

un probl~me qui n'est 
pos6 que par les loudeurs administratives
 

Sdndgalaises, il est quand mrme ndcessaire de le rdsoudre d'une
 

faCon ou d'autre.
 



54 

D. Recormandations
 

L'USAID devrait tenir compte des 
rdgleirentations en vigueur du Sgndgal
 
concernant l'utilisation des produits phytosanitaires et faire le 
 n~cessaire
 
pour assurer I'acheminement rapide de 
ces produits sur le 
site du projet.
 

VIII INPUT DISTRIBUTION AND AGRICULTURAL CREDIT
 

A. Input Distribution
 

SOMIVAC/PIDAC has 
responded to the recommendation of 
the last evaluation by

taking over the supply of inputs 
to farmers. It orders fertilizer and equipment

directly from suppliers in Dakar, usually using USAID as 
a purchasing agent in
 
order to circumvent cumbersome 
OS purchasing requirements and procedures. 
 It
 
then distributes these 
inputs to 
farmers under various credit programs. The
 
Division of 
Intendance and Cooperatives of PIDAC is responsible for distributing
 
the 
inputs, allocating credit for their purchase and collecting debt 
repayments
 
from the individual 
farmers concerned. PIDAC extension agents assist the zonal
 
intendents with 
these activities.
 

For the second year in a row PIDAC was 
slow in getting the necessary inputs
 
to farmers, though this 
year is much better than last. 
 The problems affecting
 
the supply of inputs by PIDAC 
are principally related 
to its legal status and
 
the administrative rigidity which that 
imposes on its operations. Quality
 
control is also 
a problem in its seed production program. 
Both these problems
 
are discussed elsewhere in 
this report. When these problems are dealt with the
 
situation should improve considerably. Additional actions do not appear necessary
 

at this time.
 

B. Credit Program
 

Agricultural credit has a poor history 
in Senegal. The 
reasons are multiple:
 

1. vagaries of weather;
 

2. pressure from implementing agencies 
for farmers to order more 
inputs

than necessary;
 

the e-,e with which credit
3. in kind can be converted to cash to 
satisfy

critical short-term non-agricultural needs.
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4. sloppy program administration;
 

5. a general attitude on the part of agricultural officials that farmers
 are 
too poor and the investments which the credits finance 
too marginal

to set interest rates at 
a level that can cover 
loan defaults and/or
 
inflation; and
 

6. political expediency.
 

At least t-ice since independance Senegal has 
forgiven outstanding short-term
 
or medium-term agricultural loans 
as arrears accumulated and repayment rates
 
plunged. The most recent case was 1981
the indefinite postponement of outstanding
 
loans owed to 
the now defunct National Office of Cooperatives and Development
 
Assistance (ONCAD). 
 At this point in time it is unlikely that any credit program
 
that is less 
than swift and firm in dealing with corrupt disbursing and collection
 
agents and/or farmers who fall behind in 
their payments will have a chance 
to
 
succeed as 
a viable credit program in Senegal.
 

The credit fund provided in the Project Paper was to 
finance purchase by
 
farmers of equipment not covered by the ONCAD credit program. 
After numerous
 
delays, the final form of the 
program was finally agreed to 
ia early 1983 when
 
AID released materials and additional funding to 
cover the 1983/84 cropping season.
 

With the suspension of 
the ONCAD medium 
term credit program for agricultural
 
equipment, the PIDAC credit program was 
altered to include animal 
traction equip­
ment previously supplied by ONCAD. 
 When the regular GOS short-term credit program
 
was also suspended in 1982, 
 PIDAC received approval from USAID to include fertilizer
 
under the project credit fund. 
 PIDAC also provides seeds to farmers on credit.
 

At the present time PIDAC operates its equipment, fertilizer and 
seed credit
 
programs as separate entities. Equipment loans cover a five year period with
 
five equal annual payments carrying a 10% 
rate of interest. The requirement of
 
a 10% down payment has been dropped. Fertilizer loans cover one-half of the
 
50 F.CFA per kilo purchase price and are 
to be paid approximately 10 months after
 
receipt at zero interest. Seed loans carry an interest rate of 
12% and are due
 
in April along with the fertilizer loans.
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All loans can be repaid in cash or 
in kind, except fertilizer for vegetable
 
gardening which must be paid for 
in cash. PIDAC will try 
to collect fertilizer
 
loans in kind in order to 
increase tne quantity of grain marketed. Reimbursements
 
in kind will be stored in the departmental warehouses and sold 
to SOMIVAC at
 
the end of the agricultural campaign. 
Money from the separate credit programs
 
is deposited into separate accounts.
 

This 
is the first year in which the equipment and fertilizer programs have
 
operated. Since no payments are 
yet due and inputs are just 
now being distributed,
 
it is difficult 
to evaluate the operations. 
The seed program for 1982/83, on the
 
other hand, had achieved a repayment rate of only 55% principle plus
of 
 interest
 
as of April 10, 1983 - all 
loans being due at 
the end of April. It does not
 
appear to have risen much above that 
level since that time. It is still too
 
early to tell whether laxity in the seed program will carry over 
into the other
 
programs but several observations appear pertinent.
 

1. A system of contractswritten in the 
local language, signed by the farmers,
 
the president of 
the G.P. and the encadreur, with copies sent both 
to departmental
 
and PIDAC headquarters provides good documentation of 
transactions.
 

2. In spite of a literacy program aimed at 
the president and secretaries
 
of the G.P's, the credit accounts of most G.P's 
are still being kept by the 
en­
cadreurs. 
 The level of literacy of the former is still too 
low to allow them to
 
keep their own accounts. This is 
not a desirable situation. Literacy programs
 
aimed at 
the presidents and secretaries of 
the G.Ps need to be reactivited and
 
pursued until 
the G.P.s can handle their own accounts.
 

3. Of 32 G.Ps approved for equipment credit, eight did not receive 
it
 
because their level of repayment of 1982 seed credit was 
below 80%. Supposedly,
 
all peasants who have outstanding debts for seed or 
fertilizer must pa.: cash to
 
obtain additional supplies. 
 Many G.Ps, when faced with the prospect of being
 
refused additional credit because of insufficient repayment of pre- 'ous debts,
 
have found the means 
to bring repayment levels up 
to the minimum required.
 
However, the amounts outstanding in relation 
to new borrowings are small.
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Though it is still 
too early to tell, 
the policy of applying a group

sanction to 
enforce individual responsibility for repayment gives promise of
 
working. 
 However the current minimum repayment level of 80% 
is too low. Five
 
percent arrears should 
cover the few special 
cases where delays in repayment
 
will be justified. At this point 
in time program discipline is much more
 
important than program coverage. 
With applications for equipment alone for
 
next year running at 60,000,000 F.CFA versus 
the 20,000,000 distributed this
 
year, demand for credit does not appear 
to be a problem. 
USAID should be careful
 
lest a desire 
to push more money compromise the program's 
financial integraty.
 

4. Much of the credit for equipment seemsto be going to relatively better
 
off peasants. 
 This should not be a concern in the short 
run. Once a successful
 
and financially sound program is established and 
recognized as 
such by peasants,
 
PIDAC can become more 
aggressive in distributing credit to 
lower income farm
 
families. The overriding concern at 
this time should be 
to maintain the financial
 

integrety of the program.
 

5. The multiple systems of credit will 
no doubt cause problems with record
 
keeping. PIDAC should move to integrate the separate credit programs into
 
single program with the same conditions for obtaining credit, 
 the same sanctions
 
in the event of low repayment and with a uniform interest rate. 
 The fact that
 
fertilizer credits are 
only for ten months with financing from USAID is not 
an
 
adequate justification for not charging interest. 
 It should also take advantage
 
of the micro computer recommended for the 
PIDAC accounting office 
to maintain a
 
system of accounts and provide regular reports 
on the financial status 
of the
 
program. In addition, each credit program should have an 
incentive for paying
 
cash, however small. Given the 
way the programs are administred this means that
 
cash prices for all cormmodities should be 
lower than credit prices since interest
 
charges are included as 
part of the price.
 

6. None of the programs envision 
an extra charge for late payment. Since
 
the 10% interest rate is included 
in the fixed annual payment the effective rate
 
paid falls as repayment is delayed. It would be wise to 
assess substantial late
 
payment penalties to discourage indefinite delays in repayment.
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In addition to 
an early and firm emphasis on zepayment discipline , PIDAC
 
trys to ensure repayment by verifying the 
financial soundness of 
the proposed
 
investment and by ensuring its proper t,:;e
by the farmer. We were not able to
 
evaluate how well this 
 task is being performed. The prevalent belief that
 
farmers cannot afford 
to pay market rates of interert because the profitability
 
of agricultural investments is low suggests 
that more attention needs to bt 
given
 
to preparing proper farm or 
enterprise budgets. 
 If the profitability of these
 
investments is indeed so 
low than it may be wi.ser to go slow on 
the credit program

until national pricing policies make investments 
in equipment and fertilizer mere
 
profitable for farmers. 
 However, the large demand for credit relative 
to supplies
 
suggeststhat farmers find 
the investments profitable (or don't expect to have 
to
 
repay the credit). indeed 
there appears little reason not 
to raise tne interest
 
rate on all 
loans to the 12% level proposed for 
the new national agricultural
 
credit program. Reinstituting the requirement of a 10% downpayment would also
 
make sense 
as a way of making credit available to more 
farmers and providing a
 
minimal cushion against defaults.
 

With the emphasis on 
repayment in kind for fertilizer as a mran3 of generating
 
cereal sales to 
PIDAC, marketing will take on 
increasing importance. Allowing
 
farmers to make payments in kind at official prices effectively guarantees them
 
a market for at least th-
 amount of their outstanding payment, while 
still
 
allowing them to realize higher prices in 
the parallel market when these are
 
available. 
This policy makes excellent sense for 
the credit program but it
 
does raise the possibility of getting PIDAC/SOMIVAC into an 
area where the private
 
sector has a better record than development agencies. 
 This part of the program
 
bears watching as 
the credit program unfolds.
 

Finally there is little indication that problems expressed 
in the last
 
evaluation concerning technical support for credit program investment have been
 
adequately addressed. 
 Spare parts for equipment are more available with the
 
reopening of 
the old SISCOMA plant but availability of blacksmiths at 
the village
 
level is still a problem. Inability to obtain credit 
for setting up operation
 
appears to be 
the principle constraint. Meeting this 
need should be a priority
 
for the special credit program.
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There is 
little indication that extension agents have became any more
 
effective in teaching farmers how to use 
their animal traction equipment.

Technical packages are still 
incomplete with fewer than 20% of 
the farmers with
 
plows also having cultivators. 
With weeding generally being regarded as 
the
 
principle constraint in the 
Lower Casamance one wonders how farmers 
can expand

their area under cultivation with animal traction 
unless weeding with animal power
receives more attention.
 

The animal insurance fund no 
longer operates. This is really no big change

since reimbursement under it ,.as 
 uncertain and subject to very long delays.

Veterinary support to draft animals has been strengthened but we were 
not able
 
to determine whether 
it is functioning satisfactorialy at 
the field level. It
 
would seem wise to reconstitute the animal insurance fund at the 
level of PIDAC
 
both to protect farmers and to permit quick repayment in 
the event of a justified

claim. 
 This should be a voluntary producer financed fund with annual payments
 
a function of actual 
losses and expenses.
 

With respect to credit for the purchase of village level agricultural and
 
food processing equipment such as 
threshing machines and flour mills, we urge

caution. 
 It appears that Promotion Humaine has already placed a large amount
 
of this equipment in 
the field and much of it is not 
functioning. Before
 
moving ahead with this addition to the project credit fund, DEEP
 

should conduct 
a study of just what equipment is available at the village level,
 
how it is functioning and the 
reason why particular pieces are 
not operating.
 

C. Recommended Changes In The Credit Program
 

PIDAC should move to integrate all 
its credit programs into a single program

with common terms. 
 PIDAC should not give credit 
to any individual in a G.P. that
 
has not paid at least 95% of all outstanding prinziple and interest due 
as of
 
the date the 
new credit would become effective. The programs should charge a
 

*comon interest rate of 
12% and require a minimum downpayment of 10% as a
 
condition for obtaining credit.
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IX4 LE ROLE DES FEMNES DANS LE DEVELOPPEMENT
 

A. L'Etude du NCNW
 

Le document contient des donndes quantitatives appreciables pouvant atre
 
intdgrdes dans d'autres 6tudes de la question.
 

Cependant l'analyse qualitative est faible et les 
conclusions sont discuta­
bles A bien des d,ards. Les Zemmes y sont prdsent~es conuc des victimes plutSt
 

que des agents du developpement.
 

Autres dtudes faites sur la femme en soci~td Diola montrent que celle-ci
 
occupe des positions importantes et 
joue un rtle ddcisif dans leur cormunautd.
 
Ces 6ldments doivent atre pris 
en consideration dans 1'dlaboration de programmes
 
communautaires. Les 
femmes jotent souvent un r8le important dans la mise en place
 
de programmes au niveau local.
 

Le rapport n'analyse ni la facon dont les 
femmes et les hommes coop~rent au niveau
 
socio-dconomique, ni l'interddpendance existant 
leurs rales sociales et 6conomiques
 

respectifs.
 

Les programmes qui s'adressent aux hommes ou aux femmes doivent tenir compte
 
de l'articulation dynamique et 
compl~mentaire des rles socio-6conomiques des deux
 

sexes.
 

B. Evaluation of Proposed Activities of Volet Feninin
 

Les femmes constituent la majoritd de la population totale et de 
la popula­
tion active 
en Basse Casamance. Au niveau dconomique, les femmes 
sont la principale
 
force de main-d'oeuvre dans la production agricole et 
surtout maralch~re. En outre,
 
elles m~nent des activit~s 6conomiques diverses relles que l'extraction et la vente
 
de l'huile de palme, la cueillette et la vente d'huitres et de fruits. Dans le
 
domaine socio-culturel, la femmes est 
lactrice principale dans les activitds comme
 
les fdnurailles, la circoncision, le baptame, le 
mariage at l'6ducation des enfants.
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Le condensJi du Document du Projet prdvoit, apr~s 
l'analyse des b~ndficiaires,
de faire des efforts 
en vue d'intdgrer les 
femnes dans le programme de 
ce projet
intdgr6 de la Basse Casamance. "La mdthode utilis6e est de leur donner accis
des programmes rdguliers tels 
que la vulgarisation agricole, la 
sant6, l'alphabd­tisation et 
le crddit agricole pour 1'achat de moulin 
i riz, de batteuses, de
pompe- 5 eau et 
d'autres 6quipements qui 
serviront 
i alldger leurs t~ches."I/
Pour accomplir tout cela, une cellule de Promotion Fdminine ddnommde Volet
 
Fdminin est crdde ju sein du PIDAC
 

1. 
Le Volet Fdminin
 

a. Historique. 
 La cellule ddnommde Volet Fminin a 6t6 mise en 
place au
du PIDAC en septembre 1982 
sein
 

et rattachde A la Division Agro-Vulgarisaticn. L'dquipe
a repris A son compte le 
canevas de 
travail rdalis,; par l'ancienne responsable du
Volet, ddmissionnaire. Elle a recu 
la lettre d'exdcution du budget de ddmarrage
pour la rdalisation de son 
travail, mais jusqu' 
 ce jour on attend le ddblocage

des fond pour 
former ies actions et d~marrer pleinemeat les actions fixes,
 
b. Rapport avecles Autres Structures. 
 Comme dans beaucoup de projets de ddvelop­pement, 
le Volet 
relatif aux femes est demeurd 
la "parente pauvrs" du projet
intdgrd de la Basse Casamance et 
il a accus6 un 
trop grand retard par rapport au
ddmarrage du projet. Les raisons de 
cette situation relvent autant de facteurs
 
subjectifs qu'objec~lfs tels que:
 

-
 le manque d'int~rat 
et de perception claire de 
la part des responsables
(qui sont presque toujours des honmes) des actions 
 mener en direction des 
femmes

si 
ce n'est le scepticisme quant 5 la ndcessitd d'une telle entreprise;
 

- l'impossibilitd dans les milieux ruraux 
africains d'engager directement
des actions auprs des 
femmes sans 
avoir au prdalable saisi les hommes, gagne

leur confiance, et 
obtenu leur accord;
 

- la difficult6 de la conception des actions et de 
la stratdgie du Volet,
 .de !a part de la responsable due 
i son niveau de formation;
 

I/ Condensd du Document du Projet, p. 28
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-
Le manque de maitrise du milieu par l'dquipe du Volet faute d'une approche
mdthodologique addquate. On note aussi 
un 
certain manque de dynamisme dans l'appli­
cation du progranmme du Volet dans certains d~partements.
 

En tant qu'agent et 
force de production, les femmes sont intdressdes par
tous les aspects du projet comme 
le montre l'Annexe B. Le Volet F~minin doit en
 
consequence agir au 
sein du PUDAC de mani~re int~grde. 11 doit itre un trait

d'union entre 
les divisions, les 
sections et 
les femmes. 11 
doit 6tablis entre
 eux un feed-back, tre 
le porte-parole des 
femmes aupr~s des diffdrentes divisions

du projet et 
d'aider celles-ci i passer leurs messages auprs des femmes. Pourtant,

Sl'heure actuelle on constate un manque potentiel de coordination. 1i faut 
noter
 
par rapport au canevas du travail du volet que:
 

-
Le programme d'6ducation sanitaire envisage dans le 
Canevas de travail
du Volet Fdminin risque de 
faire double emploi avec le Volet Santd qui 
se fixe
 
cette mime tache.
 

- Le 
programme de "Matriel post-rdcolte" qui dotera des femmes 
avec l'quipe­
ment afin d'aider i lallegement rdel des 
travaux domestiques ftminins comme

moulins, risque de 

les
 
faire double emploi avec 
le programme du credit agricole. 
En
plus, comme 
il n'y a pas mal 
nombre de telles machines dans les villages actuelle­

ment en panne il devrait faire au 
prdalable le point sur ceux 
qui existent dans
 
les villages itencadrer avant de 
lancer cette activitd.
 

-
Le programme ayant trait i Iednergie renouvelable, est ddj 
 entam par
le NCNW mais doit Etre poursuivi et gtndralis6 par le Volet Fdminin pour ces multi­ples avantages I/ afin de 
lutter entre autres contre 
la deforestation progressive
 
qui menace cette zone.
 

En plus, 
le Volet Ftminin ne regoit pas les 
indemnits de deplacements.
 

I/ Cette technologie a d'aprs les femmes,
du bois, du temps de cuis.oi, de la fumde, et 
lavantage de rdduire la consonation
 

les risques de brilures des enfants.
Elle conduit A lallegement d'une des t~ches juges par
ptnible aprs le 
les femmes comme la plus
puisage et le pilage: h savoir la 
recherche du bois.
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Le Volet Fdminin doit faire de la'vdritable animation rurale. Pour ce, 
 il
 
faudra assurer une 
formation solide aux animatrices et coordinatrices afin d'en
 
faire de 
vdritables agents de ddveloppement. En mame 
temps il faut intdgrer
 
aux actions du Volet l'Alphabdtisation Fonctionnelle pour dviter la perte des
 
acquis. Pour qa, 
il importe dE remettre 
le Volet Fdminin dans une Division Forma­
tion et de L'dlever 
au rang de Section de Promotion Humaine. En plus, 
le Volet
 
F~minin devrait assurer une rdeIle collaboration avec les services qui ont les
 
mames cibLes que Le Volet Fdminin, A savoir: 
la Promotion Humaine et 
le Programe
 
de Protection Nutritionnelle et de 
la Santd (PPNS). Finalement, le Volet Fminin
 
doit tenir compte des capacitds et des traditions des femmnes s'organiser elles­
mames et 
accomplir des fonctions importantes 
au niveau de la communautd notarmment
 
dans l'exdcution, la 
santd et le ddploiement des forces de travail.
 

c. 
L'Activitd de Conservation et Transformation des 
Fruits et Lgumes. Les actions
 
de ce sou.;-volet qui est sous 
la responsabilit6 de Mlle Janine Timberlake viennent
 
d'atre intdgrd 
au Volet Fdminin. Elles ont pour but d'initier les femmes techno­aux 

logies nouvelLes de conservation des fruits 
et Ldgumes et d'aider h rdsoudre le
 
probl~me de Ia surproduction des produits maraichers qui sdvit 
ces derni~res anndes
 
en Basse Casamance. A ce but 
le projet a construit des schoirs solaires dans quatre
 
villages pour faire les villages-tests. 
II fait des expdrimentations avec 
les autres
 
mrthodes de conservatior.s aussi. A partir des 
produits conservds il feront 
les essais
 
aupr~s des 
consommateurs pour ddterminer l'acceptation dans 
les habitudes alimentaires.
 

A cause des ddlais administratifs relevant autant de P'AID que de la 
SOI-"C,
 
la construction des sdchoirs solaires n'dtaient pas rdalisds qu'apr~s 
la rdcolte.
 
A ce moment 1i, on ne 
trouvait plus de produits qu'5 ddfaut d'6coulement des produits,
 
Ie projet a du acheter des produits 
.u march4 pour continuer ses expdrimentations.
 

A propos des activitds de conservations 
on a quelques observations 5 
soulever: 

- I'activit6 et la surveillance du sdchage constituent un 
surplus de travail
 
pour la femme;
 

-la 
 prdparation et la consommation des produits sdchds 
ne sont pas encore
 
entr~es dans les habitudes alimentaires. Or, nous savons toute la 
difficult4
 

reconvertir celles-ci;
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-les autres mdthodes de conservation (solution salde dans canaris, etc..)
 
ne sont pas encore au point.
 

II faudrait donc approfondir l'expdrimentation dans les villages-tests
 
et 
au niveau de la consosmation avant de procdder 5 une grande extension de ces
 
activicts.
 

Enfin, on 
constate que Mile Timberlake n'a pas 
encore d'homologue. Pour en 
nonmer une, il faut envoyer une personne initide h la question du maraichage et
 
de la transformation en 
stage de formation aux 
techniques de conservation de
 
fruits et de 16gumes 5 PITA.
 

d. La Culture Maralch~re. 6
En Basse Casamance les femnes 
r alisent F § 90% de
 
la 
production maralch~re. C'est une des activit~s 4conomiques principales qui 
leu:
 
accorde le numdraire pour acheter des denrdes de ndcessitc. Mais 
 cause de prob[U­
mes d'dcoulement, cette activitd est limit~e dans le 
temps comnie source importante

d'augmentation des 
revenues des femmes. 
Le sous-volet conservation de fruits et
 
des 14gumes est une approche aux solutions de ce probl 
me. Autres approches de­
vraient Ztre aussi envisagdes:
 

- organiser Les fenmmes 
en groupements de promotion fdminine en 
tenant compte

des syst~mes actuels d'organisation des 
femmes et des spdcificitds;
 

- s'appuyer sur ces organisations des 
fenes pour organiser I'dcoulement
 
des produits maralchers dans les marchds proches 
ou lointains, octroyer du crddit
 
pour les investissements "materiel post-rdcolte" et pour mieux rdsoudre Les probi­
mes de la 
santd en milieu rural;
 

- mettre la disposition de 
ces organisations dans un 
premier temps les

camions du PIDAC jusqu' 
 ce que 
leurs production maralch~res soient 
assez importantes
 
pour intdresser Les commercants privds;
 

- demander 
 l'ISRA de faire des recherches afin d'amdliorer Les produits

maraichers (oignons, par exemple) pour mieux soutenir 
la concurrence avec 
les
 
produits importds; et
 

-encourager les 
semis prdcoces et 
les semis tardifs afin d'augmenter la durde
 
de la saison.
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e. Conclusions. Le Volet Fdminin a accusd un 
retard certain par rapport aux
 
autres activitds du projet pour des raisons de plusieurs ordres. Il n'en demeure
 
pas moins que les femmes sont en cant qu'agents de production touches par
 
iencadrement du PIDAC.
 

Aujourd'hui, la 
situation semble plus transparente (sensibilisation des
 
responsables, envoi de 
lettre, l'exdcution, mise en 
place d'une 6quipe f~minine).
 
Il importe de tout taire pour que le Volet joue pleinement son r8le, qui est
 
d'intervenir dans tous 
les aspecrs qui touchent la femme afin d'amdliorer leur
 
qualitd de vie. 
Pour ce, il importe de voir la femme dans sa 
triple dimension
 
de m~re de 
famille, d'4pouse et d'agent dconomique et social.
 

Le Volet Fdminin doit tendre aussi, mais de mani~re souple, A agir sur 
les
 
mentalitrs des hommes et des 
femmes, 
en vue d'une meilleure compldmentarit6 entre
 
l'hom.e et la femme, de leur r~el 4panouissement. II s'agira de 
la part de l'dquipe
 
du Volet Fdminin d'agir de mani~re intdgrde. La rdalisation du programme du canevas
 
ndcessite l'organisation des 
femmes en groupement de productrices; il suffira tout
 
simplement d'officialiser les associations des femmes de village ddj5 existantes
 

et qui s'avbrent operationnelle.
 

Les r'isultacs de l'dtude du NCNW qui constituent une masse de donndes sur
 
les conditions de vie e de travail des femes rurales 
en Basse Casamance doivent
 
itre mis 
 profit par le Volet Fdminin dans ses investigations et son action. Ces 
rdsultats peuvent Etre utilisds par les organismes de ddveloppement et des planifi­
cateurs qui cherchent A agir en direction des femmes. Cependant, certaines analyses 
qualitatives doivent 
 tre au prtalable approfondie
 

L'action de transformation et de conservation des 
fruits et de 14gumes
 
demeure encore au stage expdrimental, 
on ne peut pas en tirer de grandes conclusions.
 
Sans tre une solution, elle pourrait 
a long terme, si l'expdrience s'avere positive
 
et que la consommation des Idgumes et fruits secs entre dans 
les moeurs, aider A 
lIa rdsolution de la surproduction maraichhre et de la sous-alimentation.
 

Tous les aspects du projet intdressent les femmes en 
Basse Casamance car
 
autant que les hommes, elles agissent sur l'dchiquier de la production agricole.
 
II appartient au Volet Fdminin de jouer un 
r6le actif pour que les femmes bdndfi­
cient pleinement des actions du Projet Intdgrd 
en Basse Casamance.
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C. Recommandations
 

1. Elever le statut du Volet Fdminin 
au rang de Section Promotion Fdminine
 
et l'incorporer dans la Division Formation A crder. A la 
fois ddmarrer l'applica­
tion de son programme d'action en d~bloquant le budget du Volet Fdminin dans les
 
meilleurs ddlais et 
en lui apportant une assistance technique chargde de la 
con­
ception, de la strat~gie et de la progrannation d'actions.
 

2. Aider 5 r~suudre les probL~mes aigus de l'dcoulement des produits maral­
chers en s'appuyant sur la planification de la production, la recherche 
sur la
 
conservation et 
la 
transformation des produits, l'organisation du transport et
 
de la c:ommercialisation.
 

3. Incorporer les associations traditionnelles des 
femmes dans i'61aboration
 
des programmes du Volet F~minin non seulement pour identifier Leurs besoins matdriels
 
mais aussi pour organiser L'exdcution et 
L'4valuation des programmes de d~veloppement
 

dans leur communaut4.
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Within SOMIVAC, the Directorate of Studies, Evaluation
 
and Planiing (DEEP) is 
responsible for initiating, conducting,
 
and coordinating studies, developing sub-project proposals,
 
and monitoring and evaluating all rural sector activities in
 
the Casamance. In 
the absence of experienced managers and
 
senior researchers, it has been unable 
to fulfill its manifold
 
role adequately, although it hds been mnre 
successful at some
 
efforts, such as data collection, than at others, such as
 
project development and planning.
 

A. Plannino Activities of DEEP
 

The precursor to 
DEEP, the Unit4 de Plannifiction
 
ReQionale (UPR), produced the 19 78 Plaa DirecteuL 
de
 
Developpement Rural de la 
Casamance. At the present time,
 
however, DEEP does not 
have an in-house capacity to develop
 
and/or update 
an overall integrated rural development plan for
 
the region. HARZA has been assigned that task under a USAID
 
contract. DEEP oversees that work, much of which follows
 
broadly the outline of the Plan Directeur Apart from this
 
monitoring function, DEEP does no 
regional planning. What
 
planning is done at SOMIVAC is done at 
the level of the
 
planning advisors though, even at 
this level, planning is
 
weak and needs to be strengthened.
 

DEEP's main role in planning has been to develop a bank
 
of small scale development sub-projects of local rather than
 
regional interest, such as 
village poultry production and
 
village pharmacies. 
 While the quality of this work has thus
 
far been uneven, we 
feel that DEEP should continue its efforts
 
in this area. It needs to 
link these village level project
 
identification efforts more closely to 
the Rural Community
 
Councils in order to 
assure 
integrated development at the local
 
level. 
 We also urge DEEP and USAID to designate participants
 
for in-country training in project 
identification and preparation.
 



B. Pro ect Evaluation 
 "
 

Since 
1982, the Monitoring and Evaluation Unit (Cellule
 
de Suivi et d'Evaluation) of PIDAC has been integrated into
 
DEEP, staffed by a sociologist, a statistician and an expatriate
 
evaluation systems technician. Two micro-computers with trained
 
operators 
 ,vide the means for data processing and, eventually,
 
analysis.
 

1. Studies Conducted in 1982/83
 

In 1982/83, the Evaluation Unit collected data at several
 
levels.
 

a. An initial census 
of five villages in Bignona Department
 
(272 exploitations) provided the basis for stratifying the
 
population by level of contact with extension agents for more
 
intensive study.
 

b. An intensive study grouped 101 
of the above exploitations
 
into three levels of contact. Thus far, the analysis of cropping
 
practices and patterns has been modest.
 

c. A study of labor time and 
family budgets was carried
 
out 
in two of the above villages (48 farming units). Analysis
 
will follow at the end of the 12 month collection period.
 

d. An extensive survey of 
2,000 randomly selected farm
 
units covering 42 villages was conducted. A draft report with
 
cross 
tabulations is currently being prepared, emphasizing the
 
relationship between adoption of selected practices and 
contact
 
with extension agents.
 

2. Observations
 

With respect to accomplishing its work program, the
 
Evaluation Unit of DEEP has had good 
success since its transfer
 
from PIDAC in early 1982. In little more than one :ear the
 
unit has mounted and executed both extensive and intensive
 
surveys of agricultural production and adoption of extension
 
recommendations in the PIDAC project 
area. It is * xpectid to 
publish its findings within tz..e three month period following
 
the evaluation team's visit. 
 This is no small accomplishment
 
and stands in contrast to the to
two four year turn around
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time 
 for similar efforts elsewhere in Africa. 
 It is due largely
to 
the hard work of the evaluation team in the face of an un­usually large number of logi7tical'and administrative constraints.
 

Without in any way belittling these efforts of the
Evaluation Unit, this emphasis on 
speed has prevented careful
reflection on methodology and analysis. 
As a result, it has
compromised the usefulness of data gathered thus far with
respect to a meaningful evaluation of 
the impact of 
the project
on agricultural production. 
 The evaluation team feels that 
too
much of the unit's time and thought in its first year of
operation has been devoted to data collection and tabulation
and not enough to preparation, definition of terms and to
analysis and interpretation of the results. 
A report on the
first census, for example, might have helped identify more
useful definitions of 
paysans encadr4 and primary sample units
for the various levels of analysis which are needed. 
 Reporting
these results and discussing them with other agencies (ISRA,
Ministry of Rural Development, etc.) 
may have helped the unit
to get a better idea of why it 
is collecting the data, which
in turn, might give it 
a better idea of which data 
to collect,

and how to present them. 
 As a result, 
it would very probably

have exposed problems with sampling methodology that 
have
forced the 
team to adopt an analysis strategy which emphasizes

binomial relationships and 
incompletely specified multivariate
models. 
This approach risks presenting misleading information
and making an incorrect evaluation of the impact of specific
 
practices.
 

3. Other Data Needed
 
a. 
Social Indicators. 
 Few social indicators are included
in the data collection schedules, and those that 
have been
collected 
are 
not touched upon in the analysis done 
so far.
We propose that DEEP collect 
more social indicators data such
 as 
ethnicity, level of education, food consumption and
anthropometric data on children. 
Such information would 
be
useful both as 
baseline information and, 
in connection with
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the health component, as a basis for determining possible pro­
ject interventions. It should also be 
easy to include
 
questions designed to 
measure level of living (housing,
 

equipment, etc).
 

b. Data on Non-Farm Units. Data for 
regional planning
 
purposes should be collected or gathered from secondary sources
 
on larger units such as 
villages, rural communities, and PIDAC
 
zones. The 
1976 census, prefectoral demographic and tax
 
information, and other data available from various regional
 
governmental 
agencies should be integrated with the micro
 
data for a 7reater perspective. Information not otherwise
 
available may be gathered through informed 
or key informant
 

survey techniques.
 

4. Dissemination of Research Results
 

The cost of the research establishment is only justified
 
if the results improve the interventions that the project
 
provides. For this 
to occur, research reults must be
 
communicated to potential users at all levels, not 
just to
 
Directors. 
 Horizontal linkages among researchers in different
 
institutions (ISRA and DEEP, for example) are 
just as important
 
as 
vertical linkages between SOMIVAC, DEEP, extension agents,
 
and farmers. Clearly, the presentation and discussion of such
 
research results should be 
tailored to the audience. DEEP has
 
a large task to fulfill in this respect.
 

5. Additional Assistance Required
 

The DEEP evaluation program needs assistance with 
con­
ceptualization of research design, development of evaluation
 
methodologies and models and with analysis of data once 
it is
 

collected.
 

To help DEEP in this endeavor, we believe that the
 
current technical assistance staff requires ongoing support
 
from an experienced evaluation researcher. 
 Such a researcher
 
should work to develop an interdisciplinary evaluation 
-eam
 
including an agronomist, an agricultural economist, a sociologist
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and a statistician. 
He/she should encourage the DEEP evaluation
 
team to collaborate more closely with farming systems researchers
 
from IRSA and with PIDAC extension personnel at each step of the
 

.research process. In particular, the unit needs assistance in
 
the following areas:
 

1) identifying sampling methodologies which

will allow a more definitive evaluation
 
of project impact in spite of the absence
 
of baseline data. 
 This would probably

include stratifying villages and farmers
 
within villages according to an
 
unambiguous measure of previous extension
 
contact.
 

2) identifying the kinds of analyses and 
the
 
specific data needed to evaluate rigorously

the impact of selected aspects of the
 
projuct. 
 This would require construction
 
of dummy tables, identification and

discussion of models to 
be explained and
 
definition of key variables, indicies and
 
aggregation groupings orior 
to finalizing

questionnaire design or beginning analysis.
 

3) designing questionnaires, data collection
 
and data tabulation methodologies that
 
more realistically take 
into consideration
 
the limited capacity of micro-computers.

This will be fcasible once the analysis and
 
data needs are more completely specified

and prioritized. Unncessary information
 
can be kept to a mini.mum, data can be
 
aggregated into key analysis variables
 
prior to constructing data files and files
 
can be constructed around specific analysis

objectives rather than entire household
 
records.
 

In addition to obtaining addiuional senior level technical
 
assistance, DEEP should establish and 
train a team of research
 
technicians to 
prepare data for entry into computerized files
 
and assist with routine analysis activities, table presentation,
 
data display, etc. 
This will leave time for the senior
 
evaluation personnel to conceptualize models, interpret data
 
and insure the timely communication of results. 
 Personnel for
 
such a team 
should be drawn from existing DEEP staff.
 

Even with the aid of an experienced evaluation researcher,
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it is not realistic to expect to develop and fine tune 
a
 
suitable data collection/evaluation methodology for agricultural
 
production projects in one season. 
 It takes time and experience
 
to discover the particularities of each production system and
 
institutional context. 
 It is almost guaranteed that the first
 
survey will have many gaps that prevent realization of
 
evaluation objectives--especially when data collection must
 
begin so soon after arrival in country, as was the case with
 
this project. Recognizing this, it is imperative that 
the
 
evaluation unit be given adequate time 
to carry through the
 
analysis of data already collected before continuing to collect
 
still more information. 
This will expose flaws in methodology
 
and design dnd will greatly increase the completeness of
 

subsequent data collection efforts.
 

In hindsight there is 
no doubt that the evaluation unit
 
compromised its effectiveness by attempting to do 
too much too
 
fast given its late 
start. Its work should never have been
 
programmed to cover less than two 
production seasons--the
 
first one being used to 
identify the use of practices, under­
stand the farming system and plan the collection methodology
 
for, and the analysis of, the production data. The second
 
season could then have been devoted to collecting and
 
analyzing the production data.
 

With respect to the future, USAID has little choice but
 
to 
finance expatriate assistance to the unit for the remaining
 
two years of the first phase. The remainder oZ this year
 
should be 
spent analyzing available data and conducting another
 
extensive survey to determine which practices 
are used by whom
 
on what proportion of area in production by crop and how these
 
are related to various measures of previous contact with the
 
extension service over time. 
 The evaluation team should also
 
rely more 
heavily on informal survey techniques to determine
 
why farmers do not adopt specific practices for individual
 
crops. This infrrmation will then help to 
more clearly define
 
the types of p-,r)d,c.:Ion related inrormation needed to 
be
 
collected and analyzed during the 1984/85 production season.
 



C. Proiect Monitorina
 

Prior to 
tne transfer of the PIDAC Monitoring arid
 
Evaluation Unit to DEEP, most of 
 its efforts were devoted to 
reporting project accomplishments. Since its transfer to DEEP, 
the unit has concentrated almost entirely on impact evaluation
 
and has seen its area of responsibility expand to include the
 
PRS and the FAC projects. Over the entire period of the
 
unit's existance, very little attention has been given to
 
process evaluation, i.e. 
monitoring project performance with
 
a view toward improving technological packages and/or delivery
 

systems.
 

The evaluation team agrees that DEEP should have 
re­
sponsibility for impact evaluation activities. 
 However,
 
monitoring of project performance, especially delivery systems
 
and peasants' responses to 
the messages and techniques by which
 
they are diffused, should be the responsibility of the in­
dividual projects, in this case, PIDAC. 
 The evaluation unit
 
could provide technical assistance to project monitoring units
 
both with respect to methodology and data tabulation and
 
analysis but 
the actual work should be carried out by the
 

projects.
 

At 
the present time, PIDAC extension agents report monthly
 
or quarterly on their activities. The.-e reporting systems 
are
 
designed to provide quantitative information for monthly
 
reports at all levels of the project. They are not critical
 
in purpose aid devote very little attention to how farmers
 
react to 
the services and recommendations of the project
 
and the reasons for lack of progress. 
 Rarely does the analysis
 
go beyond noting the lack of means to do the job. The approach
 
or content of the program is seldom questioned, what farmers
 
actually learn 
is seldom tested. It is unrealistic to expect
 
a formal reporting system in a hierarchical structure to provide
 
by itself the kind of critical information necessary to insure
 
effective monitoring of project activities. At the same time,
 
it is unlikely that DEEP could muster 
the
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resources to provide the continual focus on 
individual project

activities necessary for effective monitoring. Since much of
 
the information needed for effective monitoring can be
 
gathered through regular reporting and feedback systems,

the evaluation team recommends the creation of 
a PIDAC monitoring
 
and liaison unit responsible directly to the Director of PIDAC.
 

The PIDAC Monitoring and Liaison Unit should have 
re­
sponsibility for establishing permanent systems for monitoring

the performance of all the activities of the project: i.e.,

the level of technical knowledge of extension agents; quality
 
of training received by both agents and 
farmers; the level of
 
functional 
literacy achieved by program participants; complete­
ness of adoption of extension themes and the 
reasons why some
 
are not adopted, 
or are only partially adopted, the 
level of
 
use of equipment and inputs distributed by the project, etc.
 
In collaboration with ISRA researchers, this same unit 
should
 
oversee on-farm trials of extension themes proposed for
 
diffusion.
 

In general, the project monitoring units should limit
 
the formal collection of primary data 
as much as possible and
 
rely heavily on verification of 
performance data generated by

the field agents of the various project activities as part of
 
feedback systems established 
for this purpose. This would
 
include in-house discusssions with vaiious divisions concerned
 
with program administration as well 
as informal discussions
 
with field agents and farmers. 
 The unit should issue
 
quarterly reports on 
its findings. 
 More frequent reporting of

project accomplishments would be 
the responsibility of the
 
executing services.
 

During the first 
two years of its operation the PIDAC
 
Monitoring and Liaison Unit should be under the direction of
 
a senior expatriate monitoring and management specialist.
 
This same specialist would provide support 
to the DEEP
 
Evaluation Unit 
but his primary Lesponsibility should be 
to
 
PIDAC, not DEEP. 
 The unit 
would also need a Senegalese
 
agricultural economist 
or sociologist and several assistants
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to work with the monitoring specialist and 
to take over re­
sponsibiility for the 
unit once the monitoring systems are in
 
place and functioning on a 
regular basis. Monitoring re­
sponsibilities would 
include various aspects of project
 
management as well as the effectiveness of specific project
 
activities.
 

With an effective monitoring system, PIDAC can begin to
 
identify many of the 
reasons 
for poor project performance,
 
initiate serious discussion on now to overcome 
them and then
 
revise on-going ativities accordingly. With a unit attached
 
to the Director of PIDAC all these elements would be under
 
the control of 
a single level of decision-making and, 
as a
 
result, should lead m-ich more quickly to effective corrective
 

action.
 

D. Coordinatirn of Research in the Region
 

1. Sample Surveys
 
In the past year, ISRA, HARZA, DEEP, and the NCNW all
 

studied farming, farmers and the rural sector in the Casamance.
 
All involved intensive collection of data, frequently the same
 
or similar kinds. 
 To our knowledge there was 
little coordination
 
between these studies.
 

At the present time, the Research and Development Committee
 
is weak and provides only informal direction for research on
 
technical agriculture. It provides 
no direction for social
 
science research activities, though informal collaboration
 
sometimes takes place between individual researchers. It needs
 
to take a stronger role in 
planning and coordinating social
 
science research activities in the region.
 

2. 	Improving Reional Agricultural Statistics
 

As in the 
case 	with sample surveys, more coordination
 
between DTO/SOMIVAC and the Regional Agricultural Service is
 
needed to expand the reporting of statistics on cropping
 
patterns and yields, both in breadth and depth of coverage.
 
Fruit, vegetable and perennial crops, poorly measured now,
 
should be included. The data collected regularly by FIDAC
 



and the other projects can be tailored so that they help to
 
supply the-needed information. 
 The absence of resources in
 
the traditional agricultural agencies means 
that SOMIVAC and
 
PIDAC must be the ones 
to extend the hand of cooperation.
 

F. Use of Computers at SOMIVAC and PIDAC
 

Currently DEEP and DTO possess two 
Radio Shack Model 3
 
microcomputers with 48K core memory, two disk drives and 
an
 
Epson MX-80 printer for each one. 
 There are three problems
 
that together miean that these machines are less than
 
satisfactory for the needs of 
the research and data an.Uysis
 
required for the project: 1) they are not supported in Senegal;
 
2) the software apparently available for them is cumbersome,
 
slow, and of limited flexibility; 3) the shear volume of data
 
to be handled exceeds the innate capacity of the machine, no
 
matter what the quality of the software. Since it is 
so
 
difficult to do meaningful analysis with the existing machines
 
given the data already in hand and that still 
to be collected,
 
the team feels that USAID needs to 
take a serious look at
 
alternatives to continuing with the current computer operation.
 
Adding 
a TRS 80 Model 4, even with hard disk, will not 
be a
 
sufficient improvement, and would, in any case, require 
re­
writing many of the existing programs.
 

1. Microcomouter Software
 

The main software package provided for the anaLysis of
 
data is Wolenik's STATPAK, now marketed as; 
MAXISTAT. This
 
package provides all the common descriptive statistics for
 
univariate analysis, ANOVA, contingency tables, coorelation
 
and multiple regression. There is an excellent break-down
 
routine which allows the selection of subgroups for all the
 
analysis techniques. 
 The software is deficient in that no
 
tiansformation routines are 
included in the package for the
 
routine aggregation of several variables, calculating of
 
ratios, percentages, exponential and 
log transformations and
 
progressions which are 
key to data manipalation for the
 
present applications. 
 Separate subroutines must be written
 



in BASIC for aggregating variables and performing simple numeric
 

transformations.
 

The software is also constraining in that it is limited
 
to the use of one data disk. Most standard software packages
 
allow the use of at least 
two disks for dnta files. Because of
 
the large number of variables involved in the extensive PIDAC
 
surveys, working files must 
be established with only those
 
variables to be used in a particular analysis if the entire
 
sample is to be considered due to the large sample size. The
 
strategy to date has been to establish separate files for
 
regions and repeat the same analysis for each region, rather
 
than considering the entire sample and using the region as one
 
of the variables. This makes for slow tabulation and requires
 
much time to perform analysis.
 

The menus and screen routines for the software ar 
 in
 
French but the manual for the package and in fact all manuals
 
for operation and use of the systems are 
provided only in
 
English. 
As Radio Shack is widely retailed in France, it would
 
seem possible to acquire technical manuals as well as software
 

packages in French.
 

More powerful software packages are now commercially
 
available which will run on a number of machines. 
It would be
 
advisable to consider the use 
cf a generalized data base package
 
for file construction, data 
editing and simple transformations,
 
totals, etc. and a compatible statistical package capable of
 
handling all the statistical routines for large data 
sets.
 
Examples of s,,ch packages which are user 
friendly and require
 
no computer )rogramming knowledge on the part of the 
user are
 
the Ashton-Tate dBASE II and Northwest Analytical Stat Pak.
 
These software packages are available to run on a number of
 
different systems including the Apple II running under CP/M
 
and the IBM PC. We are, however, not 
aware of any instances
 
in Africa where these programs are being successfully used on
 
agricultural production data of the kind being collected by
 
the evaluation unit.
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2. Microcomputer Hardware
 

To date there have been no 
problems of malfunctioning with
 
the existing hardware except with an 
auxiliary disk drive which
 
was 
returned to the U.S. for repairs. 
 No service is provided
 
by any of the microcomputer vendors in Senegal for Radio Shack
 
computers, so 
service problems require shipping out malfunctioning
 
components. 
At the very least a service diagnostic diskette,
 
manual and training in trouble shooting should be provided for
 
the computer operators. Providing a third system of the same
 
brand for backup may solve maintenance problems in the short 
run
 
but does not address the problem of local support once 
the
 
project terminates.
 

The Apple II provides 
a very sturdy and well supported
 
configuration which is 
widely used in development project
 
activities. 
 The 48K Apple II system (expandable to 64K RAM)

with 2 disk drives providing 143 K of mass storage on each disk
 
is approximately comparable in capacity to the Radio Shack
 
systems presently provided to SOMIVAC. 
 Apple III systems with
 
256 K and Apple IIe 64 K configurations are being sold and
 
serviced by Microsen in Dakar.
 

The IBM PC is 
a much enhanced microcomputer technology
 
based on the 
new generation 16 bit microprocessor. The IBM PC
 
is expandable to at least 512 
K of nemory and provides increased
 
mass storage for data and programs on double-sided, single

density disks with 368 K on 
each disk. 
 The IBM PC XT model
 
provides one floppy, double sided, single density disk drive
 
plus a 10 megabyte fixed disk for a total of 
10,368 K of mass
 
storage capacity.
 

Both Apple and IBM PCs 
are being introduced into the country
 
with service being provided by the dealer representative in
 
Dakar. Training in use of both the Apple II and IBM systems
 
will be provided by the Ecole Superieure de Gestion des
 
Entreprises, Dakar.
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3. Conclusion
 

The choice of computer hardware should ultimately be guided
 
by the availability of the most appropriate generalized software
 
packages for the required applications, in this case, tn,
 
statistical analysis of large sample survey data sets. 
 However,
 
one cannot ignore that the current system is in place, has
 
trained operators and is ftvnctioning, even if not very effectively.
 

As a minimum, the present statistical software package
 
(StatPak) needs upgradina with a generalized module for trans­
forration routines so 
that data aggregation, percentages, ratios,
 
logs, etc. can be routinely handled without having to write
 
custom subroutinies for each application. If the use of the
 
present software is to continue, it should be modified to allow
 
for using 2 disks of data files. In addition, manuals for
 
:,oftware packages and hardware operation should be provided in
 
French. Other software packages which have been provided
 
(VISICALC and additional statistical routines) are not currently
 
being used. If these are to become useful for future appli­
cations, the software and manuals will have to be made available
 
in French and training provided in their use.
 

Alt-rnatively, USAID should explore what other software
 
packages are 
now available with enhanced capabilities that have
 
been proven effective with large, agricu tural production data
 
bases. 
 Once such programs are Lentified, serious consideration
 
should be given Lo purchasing the necesE.ary hardware and
 
training the operators to run them. Obviously such a move only
 
makes sense if 
it involves shifting to a model that can be
 

supported within Senegal.
 

Should USAID decide to replace the current system, the
 
existing Radio Shack computers would be very useful for getting
 
the budgeting, accounting and payroll operations of PIDAC and
 
SOMIVAC under control. The PIDAC computer could also be used
 
to establish a monitoring system for the credit program that
 
could give a monthly status report and help insure the close
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supervision necessary to insure the success of this activity.
 
With the VISICALC program already in hand, and the addition
 
of a General Ledger program purchased from Tandy France with
 
manuals in French, these computers would become very accessible
 
instruments for the maintenance of accurate, up-to-date
 

financial records.
 

Little training in computer programming would be required
 
of the new users of the machines, as the accounting packages
 
available are quite 
flexible and easily understood. $1,300
 
should purchase two copies of the software. One of the
 
computers should be at PIDAC, 
the other at the Siege.
 

F. Reinforcing DEEP
 

To better perform its planning, evaluation and research
 
responsibilities, DEEP should be restructured so that personnel
 
can work in interdisciplinary teams with well defined tasks.
 
Such a divis.on of labor would allow for some 
degree of
 
specialization and programming of 
tasks. At present, teams
 
for various activities are formed ad hoc with staff being
 
involved in several projects simultaneously. This diffuses
 
responsibility and saps much needed vigor from the 
inuividual
 
research, ,anning or 
data collection activities. With the
 
interdisciplinary team, each member would take prime 
re­
sponsibility for the evaluation of some project special
or 

activity but all conceptualization and analysis would be
 
carried out as a team.
 

DEEP also needs the help of a senior specialist in
 
research design and research methods to 
help younger Senegalese
 
researchers acquire practical experience in defining sound
 
approaches for generating and analysizing data needed for
 
project design, appraisal and planning. The lack of research
 
depth in DEEP generates a tendency toward procrastination and
 

http:divis.on
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excessively detailed analyses of poor quality data. 
 At the
 
same time, DEEP researchers are 
not skillful at identifying
 
the relevant policy implications of their work. Working
 
closely with a more experienced researcher should help
 
overcome both problems.
 

In order to avoid an increase in the number of expatriate
 
technicians assigned to DEEP the evaluation 
team suggests that
 
the position of statistician be upgraded 
to that of specialist
 
in social science research methodology. The new technician
 
could then assume responsibility for creating and maintaining
 
the regional data bank. 
 This would provide a legitimate
 
justification for the technician 
to become involved in the
 
research activities of other DEEP researchers without
 
appearing to question their competence as researchers. The
 
specialist should, of course, be backed up with short term
 
consultants as needed.
 

G. Recommendations
 

1. Reconstitute the PIDAC monitoring unit as 
a monitoring
 
and liaison unit responsible directly to the Director of PIDAC.
 
The unit should have responsibility for establishing feedback
 
mechanisms to regularly monitor the effectiveness of the many
 
activities of the project. 
 This same unit should be responsible
 
for on-going liaison with the 
ISRA farming systems team, under
 
the coordination of the Director of DEEP.
 

2. Recruit a senior expatriate specialist in monitoring
 
and management for the proposed PIDAC Monitoring, and Liaison 
Unit to define, in collaboration with the Director of PIDAC
 
and his staff, appropriate feedtiack systems for monitoring
 
project performance. The same specialist should provide
 
on-going assistance in research design and 
analysis
 
methodologies to the DEEP Evaluation Unit.
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3. Reduce the data collection activities of the DEF
 
Evaluation Unit over the next several months in order to
 
permit a more complete analysis of data already collected and
 
to facilitate the evolution of data collection and analysis

methodologies more likely to 
permit a definitive evaluation
 
of the impact of specifi_ project activities.
 

4. Conduct a review of available in-country micro computer

service facilities as 
well as software for data base management

and statistical analysis and, in light of the findings, weigh

the costs and benefits of upgrading versus expanding the
 
current Evaluation Unit data tabulation operation.
 

5. Assign DEEP the responsibility for developing a
 
regional data bank in machine readable form for development

planning and evaluation by drawing together available data
 
on 
rural communities and arrondissements and integrating these
 
data with micro data gathered from farm-level surveys as 
well
 
as those from the on-going data gathering programs of the
 
traditional ministries.
 

6. Recruit a Senior SenegQlese or expatriate specialist

in social science research methodology to assist junior DEEP
 
researchers design and execute efficient and effective
 
research programs.
 



-XI. LA RECHERCHE AGRICOLE
 

A. La Recherche sur les Systfmes de Production
 

Le programme de recherche sur les systimes de production se propose de
 
rendre la recherche plus apte famieux rdpondre aux besoins rdels de la majo­

ritd des paysans de la Basse Casamance. Trois otjectifs spdcifiques ont
 

dtd digagds i savoir:
 

1. Disposer d'une connaissance approfondie de l'environnement socio­

6conomique dans lequel s'accroit le processus de production:
 

identification des contraintes et 4valuations des syst~mes existants.
 

2. Identifier, experimenter ec 6valuer des itindraires techniques
 

susceptibles d'amdliorer les systcmes de productions actuels.
 

3. Contribuer h l'4laboration de mdthodologie de recherche multidisci­

plinaire en milieu rural.
 

La ddmarche mdthodologique adoptde par la recherche est la suivante:
 

- Collecte des donndes de base sur les recherches agro-dconomiques.
 

- Les enquates informelles qui sont une 6tape importante de la recherche
 

systeme.
 

- Expdrimentations en milieu rural en collaboration avec les autres
 

chercheurs de I'ISRA et les agents de base du PIDAC.
 

The farming systems team is in the process of completing its final report.
 

The evaluation team was not able to obtain 
a copy because of its preliminary
 

state of preparation. However, we were able to observe the presentation of
 

the team report in the last meeting of the Research and Development Cormittee
 

of SOMIVAC/ISRA.
 

By all accounts the farming systems team at ISRA is a success. It
 

appears to have effectively induced technical scientists at ISRA to colla­

borate with them in their farm visits, in designing their surveys and in
 

interpreting the results. This is no small accomplishment for the first year
 

of such a project. The team's approach is clearly oriented toward discovering
 

why farmers do what they do and is already having an impact on the design
 

of technical research programs at ISRA.
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The analytical procedures being used do not appear to be particularly
 
sophisticated. Since at 
this point the team is not 
trying to explain the
 
importance of specific practices on yields this 
is less of a problem than
 
for the DEEP evaluation study. Once they do move 
to this stage however,
 
they will need 
to identify all the factors that influence yields and specify
 
their models accordingly. In this regard they should work much more closely
 
with the evaluation unit 
in DEEP in order to avoid costly duplication.
 

The principle problems facing the 
team have been logistical. Like other
 
project researchers at ISRA, the farming systems team has been faced with
 
continued delays and unnecessary additional work because of the unwillingness
 
of the station director to delegate even minor responsibilities and allocate
 
available vehicles to the project. This problem was 
corrected after a long
 
delay but being an Etablissement Publique, ISRA iq subiect 
to many of
 
the cumbersome GOS administrative procedures which plague SOMIVAC. The team
 
still lacks adequate control 
over who it hires - an absolute essential
 

requirement if data quality 
if to mean anything at all. These problems are
 
discussed further in the section on management.
 

B. Analysis of Experiments Underway at ISRA
 

Overall, current applied agronomic research at Djibdlor appears to be
 
very much directed toward the problems of 
the Lower Casamance. A sampling of
 

the more interesting work follows.
 

1. Intensification
 

a. Rainfed Rice The results of 
this first year of trials in farmers' fields
 
shows that rainfed rice production is very risky. Yields obtained were 
low
 
(500-900 Kg/ha) due 
to poor soil fertility, bird attacks at 
planting time
 

and excessive weeds.
 

b. Phreatic Rice (Riz de nappe). One set of 
trials tested improved varieties
 
which fit within the context of traditional cultural systems. Apart from
 
bird attacks, 
the results were excellent (mean yields of 1700-2500 Kgs/ha).
 
A different experiment on 
the response of phraetic rice varieties to mineral
 
fertilizer was inconclusive in this its first year.
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c. Riz Auatigue L'objectif itait d'avoir une 4valuation du potentiel de
 
quelques varifts de tiz aquatiques amrliordes dans les syst~mes de cul­
tures traditionnelles. Les varifies ameliordes ont donnd mieux que la
 
varist6 locale de "Djibilba".
 

d. Sorgho L'objectif 6tait d'amdliorer les rendements de sorgho dans les
 
zones o6icette culture est connue en utilisant des varit4s amdlior~es et
 
l'engrais. Le rendement des varidtds amdlior~es a 
t6 de 100% plus d lev4
 
que celui de 
la vari~td locale cultiv6e dans les m~mecondtions.
 

2. Extensification
 

a. Utilisation de la Traction Bovine 
sur le Riz de Nappe Son objectif dtait
 
de comparer deux modes de preparation des 
tizi res: traction bovine, et la
 
preparation manuelle du point de 
vue de l'utilisation du travail. Ces essais
 
se heurtent aux probl~mcs des sols argileux des 
rizi~res qui sont 
tr~s lourds
 
aussi bien pour le matcriel que 
pour les boeufs. Cependant, les dents 
cana­
diennes sont plus adaptdes ces 
sols que les charrues.
 

b. Mdthode de 
Labour Cette experimentation 
 compare les prdparations des
 
rizi~res plat et en billon avec le 
cayendo pour identifier leur impact
 
sur Les adventices et 
la demande en main d'oeuvre. L'essai a dtd rdcoltd
 
au niveau d'un seul site 
 cause d'une tr~s mauvaise levde la 
suite d'attaques
 
de termites.
 

Une deuxi~me 4tude compare 
l'effet sur les adventices de deux
 
modes de preparations du sol (bilion et i plat) et 
dvalue quatre types de
 
sarclage sur 
le plan de l'efficacitd et de la rapidit6. De cet essai on peut
 
retenir deux points fondamentaux:
 

- on ne percoit pas l'avantage du labour A plat par rapport au
 
billon;
 

- le sarclage m~canique apr~s un 
labour h plat avec la charrue
 
doit 6tre encourag6.
 

3. Diversification
 

Research 
in this area includes determining the 
impact of planting
 
date on nidb6 and sorghum yields, the performance of sorghum varieties under
 
upland and phreatic conditions and evaluating the adaptability of selected
 
sweet potato varieties 
in the Lower Casamance.
 



Other experiments are oriented toward off 
season agricultural production
 
as these relate to the 
level of the water table and planting dates. The fea­
sibility of getting a sweet 
potato crop from the residual moisture in selected
 
rice lands is also being investigated.
 

4. Soil Rehabilitation
 

One study is examining the relationship of maize and rice yields to
 
the level of the water table. Another study seeks 
to better understand salinity
 
problems on rice lands.
 

5. Conclusions
 

D'une maniere gdndrale, la recherche a obtenu de meilleurs rdsultats
 
sur Les exploitations du Nord que celles du Sud. Ceci s'explique par le 
fait
 
que le Sud (Oussouye) n'a pas chang4 de 
syst~me de production et que le Nord
 
a su 
s'adapter plus facilement 5 la 
variation de la pluviomdtrie. Aussi
 
le Nord a bdndfici6 beaucoup plus des 
techniques de la recherche que 
le Sud.
 
Cela ne veut pas dire que 
le Sud est hostile toute innovation mais seulement
 
il ne 
leur a pas dt6 donn6 beaucoup d'alternatives. Ca 
veut dire aussi que
 
le PIDAC devait revoir ses th~mes 
et les adapter aux particularit6s de
 
chaque zone.
 

Le caract~re de pr~cocitd de certaines varidt4s de riz 
se rdv~le tr~s
 
intdressantes 
pour les paysans dans la 
mesure o6 ceux-ci pourront dans l'avenir:
 

. emblaver les rizi~res hautes, avec 
un rdgime hydrique tr~s court;
 
* emblaver les derni~res rizi~res (basses);
 
* lib4rer assez t6t les rizi~res pour mettre 
en place une culture de
 

contre-saison.
 

Des donne'es recueiLlies, relatives 
au developpement vegetatif du mil
 
sont egalement interessantes.
 

Dans 
I ensemble is nous parait que l'ISRA/DjibeLor s'oriente bien
 
vers les besoins des paysans Casamanjais. II est tries important et mee
necessaire de rec'nduire ces essais en etudjant pour 
lea meilleurs
e's aurut cour qus eeo 
 eue.
 ,varie'tes, surtout ceux qui seront perfornantes dans le cote sud de la region. 



C. Relations Entre I'ISRA et 
la SOMIVAC/PIDAC
 

Dans un r~el souci de collaboration et de concertation la SOMIVAC
 
et 'ISRA ont ktabli un protocole d'accord relatif 
i la crdation d'une cellule 
de liaison Recherche-Dveloppement pour la rdgion de Casamance. L'objectif
 
de ce protocole 
est de permettre une meilleure addquation des programmes de
 
recherche avec les besoins et prioritds du monde rural d'une part, et 
de
 
faciliter le transfert des 
rdsultats de 'a recherche au ddveloppement d'autre
 
part, La cellule de liaison est 
chargde aussi de coordonner la recherche qui
 
a lieu dans la rdgion, afin d'6viter la duplication et de maximiser son util;td.
 

Un des moyens d'6tablir des relations plus rdguli6res entre I'ISRA et
 
la SOMIVAC est de 
rendre plus fcnctionnelle La cellule Recherche-Dveloppement.
 
La recherche parait bien vouloir s'intdresser aux probl mes des paysans en
 
Basse-Casamance, et 
collaborer avec ls services de vulgarisation pour trouver
 
des solutions i ces problimes. Mais 
les liens actuels entre I'ISRA et la SOMIVAC/
 

PIDAC ne sont pas bien exploitds.
 

Une deuxime r6union formelle de la celLule de 
liaison Recherche-Ddvelop­
pement s'est 
tenue les 2 et 3 juin 1983, pendant la pdriode de notre dvaluation.
 
Au cours de cette r6
union de deux jour, complets 
I'ISRA a prdsent6 les rdsultats
 
de la recherche conduite pendant 
la campagne 1982-$3. 
En retour la SOMIVAC devait
 
presenter et discuter ses actions passdes 
et futures, et ensemble avec I'ISRA,
 
mettre au point un programme de travail pour ja campagne *ivenir.
 

Lors de 
la derni~re rdunion, la cellule Recherche-Ddveloppement a
 
consacrd peu de temps a la discussion sur 
les actions du PIDAC pour la camDagne
 
1982/83 et l'analyse des perspectives pour 1983/84. 
PIDAC y 6tait repr6sentd
 
par un seul adjoint dr la Division du C6nie Rural. 
La DEEP, pourtant reprdsent6e
 
par presque tous ses chercheurs,avair tr±s peu i dire sur raisons pour
les 

lesquelles les paysans n'adoptent pas certains th~mes 
techniques. Ceci est un
 
problime parce que l'ISRA estime que 
la plupart des themes techniques divulgu~s
 
par le PIDAC en Basse-Casamance n'e' 
 pas conforme aux conditions dcologiques
 

locales.
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The bulk of DEEP's presentation was 
spent on the PRS even though the
 
farming systems team has decided to concentrate on the Lower-Casamance
 
initially. Even with that, 
DEEP researchers had great difficulty drawing
 
conclusions that could guide 
TSRA researchers in their work.
 

We were equally dismayed that ISRA researchers did not try to help
 
the DEEP researchers to look at their results with a view toward showing 
them
 
the kinds of observations that 
they would find helpful. Even if the particular
 
examples chosen were 
not quite suitable for the context, the necessary approach
 
could have been clarified and future DEEP research 
rendered more useful 
for
 
guiding the work of [SRA.
 

The main problem with the meeting, however arose 
from the scant
 
representation of the services concerned directly with agricultural oroductior.
 
To be more 
effective the research and development committee nee Ji 
to have
 
greater representation by the technical 
divisions of SOMIVAC and more 
importantly,
 
by the projects 
such as PIDAC. Only those DEEP researchers having research
 
results which bear directly on the agricultural campaign of a particular
 
project should make presentations. All division heads 
in PIDAC should be
 
represented in at 
least one 1/2 day session in which they could discuss
 
their results and prepare their future programs in close collaboration
 
with ISRA researchers. If each project took 1/2 day, the number of people
 
in any one session would be reduced and 
the effectiveness of the committee
 
increased. 
 rhere should also be a minimum of two weeks notification of
 
the feeting date and more 
specific instructions 
on what will be discussed
 
so participants 
can come better prepared. 
 If each person making a presentation
 
were requi red to distribute a two ,age summary 
two weeks prior to the "leetin4,
 
the secretary (Director of DF.!.P)and 
the president (Head of r)jibetor 
V"Irji
 

;vstems ni t) could set the 
agenda to ensure that 
each presentation confoi­

to the intended purpose of the meeting.
 

In addition to discussing the agricultural program, the Research­
r)evelopment C'ommittee is also responsible for coordinating research in the 
tower Casamance. At the present time there is no clear procedure for doing 

this. 
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To more effectively exercise its coordinating unction, the
 
president and secretary of the Research-Development Conmnittee should
 

routinely inform each other whenever 
a new research initiative is being
 

planned, preferably imnediately prior LO preparation of the years operaLing
 
budget. When proposals are put frward which one or the other feels is
 

related to a study it has underway or plained, they should schedule a
 
meeting between the interested parties to coordinate their work. Each party
 

should then write a summary of what was discussed and what was decided
 
for submission to both the 
president and the secretary. They would then
 
jointly determine what additional action might be necessary. With this
 

system responsibility for ensuring coordination clearly 
rests on the
 

president and secretary of the coinittee.
 

D. Recommendations
 

1. Modifier I'article trois du protocole d'accord entre I'ISRA et 
la SOMIVAC afin d'incorporer tous Les chefs des divisions techniques des
 

projets camme membreF statutaires. Organiser les sessions de cellule
 

Recherche-Ddveloppement selon les projets.
 

2. studier (par la DEEP et I'ISRA) de mani~re plus syst~matique
 

les rationalitds techniques, 6conomiques et sociales
 

pour mieux apprdcier I'adaptabilitd des th~mes techniques aux particula­

ritds de chaque zone.
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XII. ~AINTENANCE OF CONSTRUCTION
 

While it is generally agreed 
that the small Genie Rural construction
 
service of PIDAC has had an exceptional record of achievement under the circum­
stances, it could have been better. 
With the 
exception of the inadequate

ventilation system designed for the village constructed small warehouses, the
designs done by 
PIDAC have for the most part been appropriate for their 
intended
 
use.
 

By utilizing small contractors and providing the necessary materials, PIDAC
has 
realized a substantial savings 
in construction cost. 
 However, because of
administrative delays encountered in purchasing building materials through

SOMIVAC, progress has been very poor. 
 Initially, construction materials 
were

purchased by USAID/Dakar for the 
1982 construction 
season. In 1983 it was
decided to 
have PIDAC procure the building material. 
Given the purchasing re­
quirements imposed 
on SOMIVAC by its 
legal status, it has taken up to 
9 months
 
in some cases 
to obtain the requested material. 
 As a result, practically no
 new starts were realized in 1983 because of the 
lack of 
building materials. The
funds were 
and are available but the purchasing system is far 
too complicated

and cumbersome. To get around this problem PIDAC is now attempting -i contracting
procedure where the contractor is responsible for providing the required material.
 

Not withstanding the above delays, over the past 
2 years, 1982/83, PIDAC's
 
construction bureau has designed and began construction on the following
 
infrastructures:
 

. Four office/warehouses 75 2 m ; 100% complete.
 

2. Ten 50 ton warehouses; iOOZ complete.
 
3. 
The Bignona Department Office consisting of 
223 m- of 
a reinforced
 

concrete structure 
with masonary wall; 
electrical connection remaining.
 
2
4. A 95 m classroom at Guerina training center; 80% 
finished.
 

5. Four office/warehouses 150 2
 m ; 20% finished. Construction w;s initially
under cuntract to 
a private firm but 
it has been cancelled and PIDAC will 
complete
 
the work.
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6. Ten wells for gardening centers.
 

7. Other construction •
 

- Renovation and expansion of PIDAC main office.
 

- Five dams consisting of earth dikes done by villagers and cement
 
siliways constructed by PIDAC.
 

-
Seven 25 ton village warehouses with PIDAC providing materials.
 

- Several warehouse renovations.
 

2 
- 64 m classroom at Djib~lor.
 

Without exception, the most disturbing, disruptive and frustrating element
 
regarding the construction component of the project 
is PIDAC's inability to
 
procure goods and services directly 
. For this construction season, October
 
1982 through June 1983, practically no materials were 
received bv PIDAC more
 
than nine months after PIDAC requested the material. To overcome these
 
b.ttlenecks, PIDAC must 
be Riven rhe authority to purchase directiy 
its
 
required goods and services without 
passing through SOMIVAC. The proposed
 
change in the 
statute of SOMIVAC would probably also accomplish this objective.
 

XIII. PROJECT MANAGEMENT AND ADMINISTRATION 

A. Government of Seneoal and SOMIVAC/PIDAC 

The principle obstacles to realizing more progress in im­
plementing the Casamance Regional Development Project are ad­
ministrative and management 
related rather than technical.
 
Unless these problems are addressed, the project has little
 
hope of having any more of 
an impact in the future than it has
 
had in the past.
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In the 
context of the Casamance Regional Development
 
Project, they cover 
four key areas:
 

1) The legal statute under which SOMIVAC is constituted
 
and, related to this, the administrative procedures imposed 
on
 
projects for ordering inputs and managing personnel.
 

2) The reliability of the GOS cour'erpart contribution,

whatever the legal form under which the project operates.
 

3) Planning, programming and monitoring project activities
 
to 
improve project performance. 
The definition of boundaries
 
between SOMIVAC and PIDAC with respe 
' to project execution is

also a problem but does not 
so actuely affect project
 
performance.
 

4) Financial management 
within SOMIVAC/PIDAC.
 

1. The Legal Statute of SOMIVAC
 

At the present time, SOMIVAC is 
an etablissement publique

de charactere industrielleetcommerciale, 

/
 

making it subject
to ex-ante control for important budgeeary actions. 
 More

importantly, it must 
conform to a set 
of rules and regulations

that severely limit 
the flexibility of the Director General of

SOMIVAC vis a vis personnel management 
and the amount of

responsibility he 
can delegate. 
He can delegate the power to
make certain decisions but 
in the event of a misuse of power
or a misuse of 
funds by a subordinate, the Director General is
the one held responsible. 
He also needs prior approval of the

office of Contr'le des Operations Financieres (COF) to make
personnel changes. He is limited 
in the disciplinary action
 
he can take against employees and cannot 
provide incentives

for superior performance from GOS budgetary allocations.
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These factors make effective personnel management very diffi.cult
 
and give rise to overly centralized and cumbersome manage:nent
 
procedures that impede timely project implementation.
 

To order project inputs, SOMIVAC is 
required to aggregate

all requests for supplies from its various implementing agencies

for the year, and, when the amount exceeds 8 million F.CFA, to
 
purchase them under tender. 
When the amount of the tender
 
exceeds 20 million F.CFA, an 
amount easily exceeded for all
 
important project inputs, the Commission Nationale des Marchs
 
must 
rule on the appropriateness of the procedures used. 
 This
 
process takes anywhere from three months to 
one year. Most of
 
last years tenders are 
_nly just being approved. As a result,

the extension service was 
virtually immobile during the 
last
 
production campaign. 
Extension agents have no 
notebooks, pens,

tables or 
chairs, and USAID has to order important project
 
inputs.
 

To solve these problems, the 
last evaluation 
team proposed

that SOMIVAC seek to change its legal 
status to that of Societe
 
Nationale. 
 This status would permit SOMIVAC to arrange for
 
its own tenders, would allow the Director General 
to delegate
 
greater responsibility 
as well as decision-making to the

Director of PIDAC, 
would make SOMIVAC subject to ex-post rather
 
than ex-ante financial control and would give both SOMIVAC and
 
PIDAC much greater control over project personnel.
 

While this approach has a certain amount 
of intuitive
 
appeal, this evaluation team feels that 
such a change will
 
create as many problems as it solves with the 
result that
 
SOMIVAC will be no 
more able to carry out its mandate than at
 
present. 
 The most 
critical problem would be the persistent

failure of 
the GOS to meet 
its budgetary commitments.
 

2. The Reliability ofGOS Counteroart Contributions
 

USAID has met 
the GOS counterpart contribution for PIDAC
 
from its 
own funds during each of 
the past two years. This
 
year will no doubt be 
the third. The mistake that must 
rnot
 
be made is to treat this as 
a short term problem.
 

Even when Senegal's financial straits were 
less dire, it
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did not give high priority to meeting its counterpart con­
tributions in 
a timely manner. It was 
an awareness of this
 
problem and the negative impact 
it was having on the performance

of many development projects in Senegal that 
led the project

design team to 
provide substantial USAID support 
for operating
 
supplies for the project.
 

The financial mis-management at 
the national level has

implications for any project 
that depends on the GOS for 
non­
salary support. Companies extending too 
much credit to the

Government 
run 
the risk of going bankrupt as their outstanding

accounts eat 
up their working capital. This presents problems

even for relatively small expenditures which can be 
purchased

with purchase orders. 
 In many cases, merchants simply will
 
not honor them. 
 Until this situation is rectified with
 
substantial reforms, i.e., 
structural rather than budgetary
 
reform, there does not 
seem to 
be much hope for successfully

implementing projects which rely heavily on 
timely delivery
 
of inputs.
 

Changing the 
statute of SOMIVAC to 
that of Societe
 
Nationale would not 
by itself change the extent 
of SOMIVAC's
 
dependence on 
the GOS for financial support. 
 Only the nature
 
of that support would change--from a budgetary allocation to
 
a subsidy. As a consequence, civil servants would no 
longer

benefit from the 
Common Fund for Public Enterprises, a pool of
 
revenues from publicall enterprises from which the salaries
 
of civil servants 
 are paid. As a National Society, SOMIVAC
 
would stand further down the 
 line of potential claimants. As
 
a result, it would 
 probably not be toable meet its payroll 
when the government was late in its payments. 

If SOMIVAC were completely financed by external donors,

this problem would not present itself. Unfortunately, the 
amount of financing required would 
be too large 
for most donors
 
to handle alone. Thus without a coordinated commitment from 
several donors for 
a reasonable length of time--something
 
SOMIVAC does not have thisat time--the problem theof un­
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reliability of GOS project funding would continue to plague
 
project implementation.
 

3. Planning, Programming, Execution and Monitoring
 

a. 
Planning and Programming. 
 Pianners need information on
 
what is happening with respect 
to efforts underway, what is
 
their impact, what new actions appear to 
be promising, and what
 
their impact on specific objectives is likely to 
be. Planning
 
presupposes predictability. Consequently, it also 
implies
 
programming specific activities so as 
to fully exploit the
 
potential interactions between them and to 
establish standards
 
against which to 
evaluate performance.
 

SOMIVAC has only recently, with the arrival of 
the current
 
Director General, begun a serious effort 
to orogram the ac­
tivities of 
its various oroiects and divisions. Eventually.
 
this 
will be carried to the point of defining work programs
 
and objectives for each individual, expatriate and Senegalese, 
against which performance can be evaluated. It will also provide 
an effective vehicle for identifying points where appropriate
 
and timely action is critical to 
realizing project objectives.
 
This action, though commendable and long overdue, needs to 
be
 
backed up by more coordinated planning by the projects them­
selves and 
by more effective systems for budgeting expenditures
 
and for monitoring project implementation.
 

At the present time, DEEP functions as a study unit 
rather
 
than a planning unit. The planning advisors 
are responsible
 
for identifying and integrating the work programs of the varinus 
directorates and projects of SOMIVAC. Only the Director ;eneral has 
authority to compel recalcitrant Directors to provide the 
necessary information or undertaketo programs or actions 
which are complimentary to actions planned by others. 

Planning for ruralintegrated development projects should 
be as broadly based as possible in order to 
insure adequate
 
consideration of 
the many interrelated aspects of local
 
development problems. 
 At the same time, responsibility for
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planning needs to be clearly assigned and should incl.ude the
 
means to force integration of programs if necessary and 
the
 
right 
to assign tasks or programs to executing units in order
 
to insure the coherence of the overall plan. 
 In the context
 
of Senegal, 
the structure of planning should be sufficiently
 
participatory and depersonalized so that ineffective
an 

Director or Planning Advisor cannot easily frustrate the
 
planning and programming process.
 

Should USAID and the GOS decide to maintain SOMIVAC more
 
or less in 
its present form, the evaluation team recommends
 
that formal responsibility for regional and 
project planning
 
be transferred from DEEP to a newly formed Planning Committee
 
consisting of the Advisor for Internal Management Control of 
SOMIVAC, the Directors of DEEP, DTO, DAR and DAF, 
the Directors
 
of the implementing agencies for which SOMIVAC is responsible
 
and, as chairman and chief executive officer, the SOMIVAC
 
Planning Advisor. Like each of its members, 
 the planning 
committee would be responsible directly to the 
Director General
 
and would, with him, lay down broad planning guidelines. 

Day-to-day operation of the planning committee would be
 
under the supervision of the planning advisor. 
He/she would
 
initiate requests for work programs and insure their coherence
 
both internally as well 
as within the context of the work 
programs of the other directorates and projects. The planning
advisor would call meetings to identify potential i tervent ions, 
arbitrate inconsistencies in work programs, fill gaps and 
identify and exploit potential growth linkages bet'een the 
different components. Decisions would be made by consensus 
with all unresolvable conflicts referred to the Director General 
for :esolution. 
The planning committee should also be 
re­
sponsible for setting priorities for studies carried out 
by
 

DEEP.
 

All decisions with 
respect to project activities and
 
program content by the D.G. should pass through the planning
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advisor to 
insure that 
the planning committee is kept fully
 
informed of 
important developments.
 

With this planning system, DEEP can provide necessary

research and evaluation suppoct 
while the important contri­
butiun each service can make to 
overall planning and programming
 
can bL respected. Responsibility is clearly defined without
 
creating an aithoritarian unit that 
increases rather than
 
de rE.,-aes unnecessary centralizat.on.
 

A strong emphasis on 
planning, programming and coordination
 
of implementation within PIDAC and other implementing agencies

should parallel this stronger emphasis on planning a'.the level 
of SOMIVAC, subject, of course, to planning guidelines laid
 
down by the Planning Committee.
 

b. Project Execution. 
 There has been a tendency for SOMIVAC
 
Directorates 
to become increasingly involved in project

execution. The impetus 
 for this shift has been the weakness
 
of planning, programming and impement-ation 
 within the project
 
units.
 

In practice the 
line between execution and supervision

of execution is not 
always clear. What is clear is that
 
implementation of PIDAC work plans is constantly frustrated
 
by orders from the 
SO>IIVAC technical directorates relating to
 
such things as use 
of vehicles, gasoline allocations, gathering

data, work programs and by depending on SO,!I'VAC 
for ordering

inputs. This duplication reduces the efficiency of the 
entire system, slows the flow of information and supplies 
and diffuses responsibility. 

In an attempt to reconcile the need for central coordination 
and supervision of prfjtct activities with the need for much 
greater management and administrative autonomy at the level 
of the projects, we recommend that SOMIVACthe technical 
directorates be staffed with a smaller number of very competent
technicians and be restricted to conducting Larger scale 
technical and feasibility studies, formulating broad development 

http:centralizat.on
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guidelines, reviewing the work plans of 
the projects, coor­
dinating their execution, supervising the monitoring and
 
supervision of operations and 
providing technical support 
to
 
projects when requested 
to do so. The technical services
 
attached to the individual project should, in turn, be
 

responsible for preparing the work programs, supervising and
 
monitoring current 
operations and reporting periodically to
 
the central 
technical directorates 
on project accomplishments
 
and problems. For project expenditures, the projects should
 
have independent blocked accounts subject only to ex-post
 
financial control once the work programs and annual budgets 
are approved by SOMIVAC. 
 Excess personnel now assigned to the
 
central directorates should be reassigned to the projects 
to
 
strengthen their capacity to 
function more independently.
 

To further strengthen PIDAC's 
 programming and implementation
 
capability, we recommend that 
USAID and PIDAC establish a PIDAC
 
Project Management Committee consisting of the heads of 
PIDAC's
 
operating divisions, PIDAC's chief accountant, the SOMIVAC
 
project coordinator, the 
senior monitoring specialist proposed
 
for the PIDAC Monitoring and Liaison Unit and the USAID project
 
manager. Thr Director of 
PIDAC would chair the committee.
 
Ideally, the monitoring specialist would also have planning,
 
programming and/or management expertise. This committee would 
assist the Director of PIDAC to 
plan and coordinate project
 
activities, to 
identify management and implementation problems
 
and propose solutions. 
 Coupled with the strengthening of the
 
technical divisions, this would 
allow PIDAC to function more
 
independently and avoid many of the cumbersome management 
procedures which 
impede effective implementation at the present
 

time.
 

c. Project Monitoring. 
 The project paper envisioned a studies
 
unit within PIDAC that 
would gather micro-level data, monitor
 
and evaluate project activities and serve 
as a liaison between
 
extension and research. 
The unit was originally constituted
 
as a Monitoring and Evaluation Unit within PIDAC but 
was
 



eventually transferred to 
DEEP in order to raise the quality

of the work being done by the unit and to concentrate all
 
evaluation efforts at 
the level of SOMIVAC. In the process,
 
monitoring, as 
distinct from reporting, has been all but
 
forgotten. At the same 
time, the research liaison function
 
is not well served by DEEP which, of all 
the Divisions of
 
SOMIVAC, has probably the least knowledge of what is happening
 
at the farm level.
 

It seems obvious to the evaluation team that both
 
project monitoring and liaison with ISRA as 
it relates to the
 
extension program of the project should be done directly by
 
PIDAC, as was envisioned in the original project paper, rather
 
than by DEEP. 
 PIDAC is closer to the problems of farmers and
 

their reactions to the extension themes offered by the
 
project. 
 PIDAC also should have the first opportunity to
 
identify and correct problems. 
 In this way, needed changes
 
will surely be less threatening and more quickly implemented.
 
DEEP should, nonetheless, supervise this monitoring and
 
liaison work, being careful 
to avoid becoming involved in
 
its execution.
 

Annex C summarizes in schematic form what the evaluation
 
team feels should be the operational linkages between SOMIVAC
 
and PIDAC with respect to management, monitoring and evaluation.
 

4. Financial Management
 

At the 
present time, the operating budgets for individual
 
SOMIVAC projects are 
built up from the individual requests of
 
project cost centers 
identified for accountiing purposes. Within
 
PIDAC, each cost center uses 
a separate format for presenting
 
its budget. Once the arbitrage is complete and 
the budget is
 
approved, PIDAC aggregates its needs for operational and other 
supplies. SOMIVAC then aggregates these with the :ieeds of 
other projects before initiating procurement procedures. When 
the supplies arrive, they enter into a common pool and all
 
SOMIVAC cost centers draw against them until they are 
ex­
hausted.
 

The lack of a direct link between what a particular project
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common pool is the mechanism by which those projects and cost
 
centers having inadequate budget allocations can get 
more
 
resources than budgeted. 
 Even if every cost center within
 
PIDAC planned its needs accurately, supplies will be. exhausted
 
before the work programs for the year are 
fully realized be­
cause other projects under SOMIVAC are underfunded. In
 
effect, good planning is penalized.
 

Chronic problems over availability of resources are having

a very negative impact on 
project morale and 
cn relationships

between expatriate and Senegalese technicians. Most expatriates

feel that they have a right to expect the resources to 
do a
 
good job of meeting their 
terms of reference. Though the
 
resources actually made available to 
them are seldom adequate

to do this,!" they do get 
more 
than most of the Senegalese

technicians. 
 This, in 
turn, causes resentment among the
 
Senegalese who 
feel that it reduces their 
own effectiveness
 
and makes them look less competent than the expatriates for
 
reasons entirely related to 
the availability of 
resources 
for
 
each.
 

The best way out of this situation would be 
for project

directors to budget resources according to 
the annual work
 
plans and demonstrated effectiveness of each technician and
 
to respect those budgets. 
 More effective technicians, whether
 
expatriate or Seneglese, could be allocated greater amounts

of resources hut, more importantly, each technician would 
know at the start of the year what 
he would have to work with
 
over 
the year and could modify his work program accordingly.

Potential accomplishments would not 
be cut short because of 
an unexpected shortfall in resources. 
 The programming exercise
 
currently being done by the SOMIVAC planning advisors is 
an
important first 
step in 
this direction. 
Access to 
a micro
 
computer for budgeting and programming purposes would be 
an
 
important additional step.
 

The financial management prcblem is complicated by the
 
fact that part of the financing for o:Lrating supplies comes
 
I/ The technicians reported functioning at 
50-60%. of their
potential as opposed to a more 
independent mode of operating.
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 hen it does not meet its commit­
ments, the total quantities planned for--and on which work
 
programs are presumably based--are not available.
 

It is further aggrevated by the project's inability to
 
prepare expenditure vouchers for USAID reimbursement within
 
a reasonable time period. 
 As unreimbursed expenditures
 
accumulate--in the recent past for as 
long as 12 months--the
 
GOS is forced to withhold further credit until PIDAC prepares
 
and 
submits its vouchers for reimbursement. Similarly, USAID
 
has recently refused to make further payments until 
large
 
amounts of PIDAC expenditures are properly justified. 
 In
 
both cases, the providers of funds have 
little choice but to
 
withhold further financing until PIDAC more fully meets its
 
financial reporting obligations. Obviously project activities
 
are seriously impaired when such sanctions are taken.
 

Within the past few months financial reporting within
 
PIDAC has been improving) under the direction of a new chief
 
accountant. Straightening 
out previous expenditures and 
records will be a monumental task. Coupled with payroll and
 
gasoline coupon responsibilities, the unit cannot 
possibly
 
get on top of things within any reasonable period of time
 
without some additional help. 
With the very real possibility
 
that 
a serious look at the DEEP Evaluation Unit micrc computer
 
operation will lead to a recommendation for upgrading both the 
hardware and software components of the system, it would make
 
very good sense to one of micromove the existing computers 
to PIDAC and the other to SO.IVAC to use for payroll, gasoline
 
coupon, bookkeeping and budget programminci operat ions. tSAID 
would need to provide three to four months of short term 
support for setting up the system as well as training in data 
entry. This change should, however, greatly improve financial 
management and, more importantly, provide relativelya 
easy means of monitoring key project expenditures and the 
project's credit operations on a regular basis.
 

B. ISRA
 

ISRA faces some of the same administrative constraints 
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as does SOMIVAC but on a much reduced scale. 
 This is partly
 
due to a difference in its legal status, partly to 
the nature
 
of 
its work and partly to the relatively high level of training
 
of many of its technicians.
 

Like SOMIVAC, ISRA is constituted as an etablissement
 
publique de charact~re industrielle et commerciale. 
 Unlike
 
SOMIVAC, ISRA is subject 
to ex-most rather than ex-ante
 
control.-/ This gives the Director General of ISRA the ability
 
to delegate responsibility as well 
as decision-making. 
 It does 
nct provide any greater flexibility in withdealing personnel 
or salaries but 
the higher level of training and greater
 
degree of professional review of many of 
its staff seems to
 
generate greater work discipline. Moreover, since ISRA is not
 
involved in large agricultural production operations, few of
 
its input categories exceed 20 million F.CFA so 
there is less
 
dependence on the Commission >ationale des forMarches critical 
inputs. ISRA does suffer the same uncertainty as SOMIVAC with
 
respect to the dependability of 
the GOS counterpart contribution. 

internal 

allocates an independent budget to each researcher against
 
whicn he can draw 


With respect to financial management, ISRA
 

resources. 
These are based on the in­
dividual work 
 programs. Unfortunately, Djibelorthe Station
 
Director has to the
chosen control draw down of those resources
 
much more than would be 
 dictated by good management principles.
 
As a result, delays 
 in acquiring inputs or transportation are
 
not uncommon and, like at SOMIVAC, 
 much tire is lost seeking
 
signatures on purchase and 
 travel orders. Station Directors 
also must raticn supplies of available fuel and materials when 
tenders are delayed or GOS budget allocations are late. This
 
leads to charges of favoritism and double standards wh,,n 
some 
individuals 
are more restricted than others. 
 The most recent
 

i/ This resulted from a change to the legislation creating
ISRA imposed by the Supreme Court. 
 The court, which must approve all legislation in Senegal, felt 
that the ex-ante
control expected of an etablissement cublique was notappropriate to the mission of ISRA. 
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station director, just transferred, seems 
to have been partic­
ularly restrictive with the USAID financed expatriate technicians.
 
USAID project managers seem to 
have been slow in dealing with
 
this apparent discrimination.
 

Like PIDAC, ISRA has problems preparing reimbursement
 
vouchers within a reasonable period of time. 
 ISRA also has
 
a large amount of revenue owed to 
it by other African govern­
ments and by projects to 
which it supplies seed and vaccines
 
or for which it condacts research. 
 Such lack of
 
fiscal discipline makes it 
next to impossible 
for iSRA to do

serious programming and budgexing. 
 These problems are
 
systematic within Senegal. 
 IDs difficult to 
see how they can
 
be dealt with in 
the absence o.' 
major structural reform.
 

All these problems take their toll on 
the research
 
program. 
The 
farming systems team cannot control the hiring

of key field personnel and has difficulty getting paper,
vehicles and supplies in a 
sufficiently timely 
manner to 
insure
 
the 
success of field surveys. Bureaucratic personnel and
 
administrative procedures 
are simply not suitable for agri­
cultural production and field survey activities where timeli
 
ness and individual responsibility are essential components 
of project success.
 

It is hoped the recent 
change in station director will
 
reduce some of 
 these problems. However, the system 
itself
 
has not 
been altered so substantial change will be more a
 
matter of 
chance than intelligent 
institutional reform. 
 This
 
is not a strong 
base on which to build 
an effective long term
 
program.
 

C. USAID
 

1. Ccntractina and 
Procurement
 

In general, USAID administration and management of the
 
project has not been a major problem. The emergence of SECID as a relatively effective contractor has :moved USAID toward 
greater dependence cn SECID as a contracting interme-iary.
With SECID there are fewer delays in contract renewal and 



better support of personnel; but obtaining inputs does not move
 
as quickly as it could. This 
is partly due to delays in re­
ceiving approval from the supply management office for SECID
 
to make the purchases.
 

There have been delays in the arrival of several key inputs
 
supplied by USAID. 
 Partly these delays arise from the 
fact
 
that the agency is increasingly being asked at the last
 
minute to undertake purchasing activities that are not its
 
responsibility in 
an attempt to 
circumvent GOS administrative
 
problems. Delays in obtaining approval from the SMO to become
 
involved in input purchasing appear to be related to 
a belief
 
that this 
runs counter to 
the long term development interests
 
of USAID and Senegal. With the arrival of the 
current Director
 
General, SOMIVAC has tried to get a better handle on its
 
purchasing activities but it 
is limited in wihat it can do by
 
its legal statute and the related budgetary and ordering pro­
cesses 
imposed by that statute. 
 AID has also been slow in
 
approving technical designs and in approving the use 
of
 
selected pesticides. 
 Delays in the arrival of funds, on the
 
other hand, appear to be more related to the failure of
 
PIDAC 
 to provide timely and adequate accounting for previous
 
expenditures than to USAID disbursement procedures.
 

2. Auditina and Financial Control
 

The recent external audit of PIDAC suggests that PIDAC
 
needs closer supervision and, more importantly, help from
 
USAID in putting in place an accounting system that admits of
 
more effective control and supervision. The pocling of PIDAC
 
resources with those of less well-funded projects should not 
be tolerated. At the same time, USAID will need to begin 
paying attention to the credit program accounts to insure the 
financial integrity of that operation. 

3. The Role of the USAID Project >ManaQer 

The role of project technicians and of the USAID Project 
Manager are areas where feelings run strong both among the 
technicians as well as among the Senegalese. These both relate
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to 
differences in points of view over how the collaborative
 
mode of operating the project 
is actually functioning in
 

practice.
 

The objective of the collaborative mode of operating
 
appears 
to be to avoid the development of parallel development
 
institutions and operating budgets that make a successful
 
post-project transition to 
total GOS responsibility for
 
project activities less 
likely to succeed. Project imple­
mentation will be more 
likely to expose for resolution those ad­
ministrative and other problems that 
impede achieving project
 
goals. This in 
turn, improves prospects for continued post­
prJect growth and development.
 

Few would quarrel with the objectives of such a mode of
 
operating. 
In practice, however, the collaborative mode works
 
differently for 
each USAID technician. 
 At the same time, the
 
goal of avoiding the development 
of parallel institutions
 
ignores the 
fact that PIDAC, as 
currently structured, is
 
already a parallel institution, providing services to 
farmers
 
that are 
even now being provided by the traditional services
 
but level because they do not 


at a much reduced 
 have the
 
operating resources of PIDAC.
 

Those project technicians who 
are most satisfied with the
 
collaborative mode of operating 
are 
those with project vehicles
 
assigned to them or 
those who enjoy above average allocations
 
of resources 
from their directors. 
 Those who find themselves
 
subject to the arbitrary exercise of 
power by their director
 
of service or ato highly authoritarian (non-collaborative) 
management style 
that forces them to beg for 
resources are,
 
needless to say, much less pleased. 

Problems in making the 
collaborative mode work are 
vety
 
much related to 
the scarcity of resources arising from the
 
financial management and administrative problems faced by 
SOMIVAC/PIDAC. Management problems are complicated by 
favoritism in the allocation of vehicles and a clear tendency 



for Senegalese and, to 
a lesser extent, expatriates, to use
 
official vehicles for personal use 
both during and after
 
working hours. Better management of project vehicles and
 
resolving problems related 
to SOMIVAC's and PIDAC's legal
 
status should greatly reduce such problems.
 

In general, the evaluation team feels 
that management
 
styles are too centralized at PIDAC and 
ISRA Djibelor. The
 
USAID project manager needs to 
insist strongly on more
 
collaboration in the identification and resolution of 
problems.
 
This should include Senegalese as well as expatriate technicians
 
working in collaboration with each other and with their
 
director of division and should include developing annual
 
work plans and determining related budget allocations. The
 
project manager should also be more 
firm and responsive in
 
dealing with directors of service regarding problems faced by
 
the technicians. 
 If problems can be approached even-handedly
 
and with a perspective of similar treatment 
for expatriates
 
and Senegalese in similar situations, than morale should
 
improve and the project 
can benefit more fully from the positive
 
aspects of collaboration.
 

There is 
a sense among the majority of the USAID 
technicians that the project manager should operate as a sort 
of technical coordinator for the expatriates attached to 
the
 
project, especially at 
the level of PIDAC. At the same time,
 
there is concern on the Senegalese side over project related 
contacts between the USAID project manager and project 
technicians about which they are not informed. The project 
manager sees the latter as unreasonable interference in the 
performance of his duties. Both of these tensions should be 
resolved by USAID and SOMIVAC/PIDAC more clearly defining 
just what the responsibilities of the USAID project manager
 

should be.
 

Our own view is that the USAID project manager should
 
either reside in Ziquinchor or 
spend half of his time there.
 
He should be an integral part of the proposed PIDAC Project
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Management Committee. 
He should, in this capacity, function
 
as a technical coordinator for the work of the 
expatriate
 
technicians and keep the SOMIVAC project coordinator informed
 
of all technical discussions with project personnel. 
 In this
 
way, he could become a powerful force for improving project
 
management and coordination without playing such a strong role
 
that his departure would leave a vacuum. 
 At the same time,
 
expatriate technicians would feel they had 
someone to whom they
 
could turn 
to for help in resolving particular problems they
 
face in their workand feel confident that some action would
 
be taken.
 

D. Whither SOMIVAC/PIDAC 

From many points of view SOMIVAC as presently constituted
 
is in the way of development in the Casamance. 
 If it did not
 
exist, 
PIDAC could have an autonomous status under the overall
 
coordination of the 
Regional Development Committee, perhaps
 
itself being constituted as a National Society. 
A portion
 
of the resources now going to SOMIVAC could be used to 
strengthen
 
PIDAC in key operational areas. 
 Even as an etablissement
 
publique, PIDAC would be 
smaller in size and would 
not have
 
as 
many problems acquiring inputs since fewer expenditure
 
categories would exceed 20 milliun: 
 -.CFA. Sub-regional projects
 
would be more attractive to 
donors and, if constituted as
 
autonomous entities, would avoid man' of the 
logistical
 
problems caused by sharing resources with undor-funded sister
 
agencies. Autonomous sub-regional development agencies would
 
foster the proliferation of national societies 
and/or projects
 
to be sure, but that would be 
a small price tn pay if it
 
meant, in turn, effective development programs. Regional 
coordination between the individual projects could be -Issured 
by the Regional Development Committee and a small executive 
staff attached to it. 

Reconstituting PILAC as an autonomous project under the 
Regional Development Committee would avoid one of the more 
incongrous results of 
the current situation: PIDAC hiring
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additional animatrices, extension agents and functional 
literary
 
teachers while personnel attached to the traditional ministries
 
in the project area are under-employed because of a lack of
 
logistical support. It 
would also promote better coordination
 
between the activities of the projects and 
the traditional
 
services working in the project 
area since, unlike the
 
administrative council of SOMIVAC, the Regional Development
 
Committee includes the Reyional Representatives of all the
 
development ministries. 
 Such a change would also seem to 
be
 
more 
consistent with the administrative reforms of 1978-80
 
which gives more autonomy to the regions.
 

There are, of course, other possible solutions to the
 
administrative and management problems currently plaguing
 
PIDAC. As a national society, SOMIVAC could afford PIDAC
 
essentially the same 
kind of autonomy it would have if 
it were
 
itself a national society. Unfortunately, as a national
 
society SOMIVAC would be exposed to much greater uncertainty
 
than at present with respect 
to financing for salaries and for
 
other projects under its jurisdiction. In light of current
 
problems at 
SAED concerning the GOS counterpart contribution,
 
accepting 
a national society status seems tantamount to a
 
suicide pact for SOMIVAC.
 

Clearly, SOMIVAC has a proulem that will not go away as 
long as it must depend on the GOS for financial support,
 
whatever its legal status. 
 If USAID intends to continue 
financing agricultural development in Senegal, this problem
 
will have to be addressed--if not in the Casamance, then 
elsewhere. These problems are not unique to SOMIIVAC itand 
would be illusory to think USAID avoid them bycan cancelling 
this project and moving on to another one.
 

USAID should initiate irmmediate discussions with the 
GOS regarding a solution to the problems now facing SOMIVAC/ 
PIDAC The goal should be to obtain effective management 
autonomy for the Lower Casamance Project. This should include 
effective control over the acquisition of inputs, internal 



budgeting and accounting, and autonomy with respect 
to hiring,
 
firing, managing personnel and executing its work program.
 
It should also include fuller integration with existing GOS
 
technical ministries within the project area, perhaps with
 
the project absorbing all personnel of the relevant ministries
 
from the department level on down. At 
the end of the project,
 
these personnel could simply return 
to their parent ministry
 
and be reabsorbed iito the civil service while continuing
 
work already underway. 
 In return, USAID could promise on-going,
 
long-term (15-20 years) support for project activities with
 
USAID picking up 100% of all non-salary expenses into the
 
indefinite future. 
 To the extent salaries are being paid at
 
the present time, USAID could offer to 
replace these over time
 
with an equal or greater amount of operating support for SOMIVAC
 
or other sub-regional projects instead. 
 It is imperative that
 
the GOS not be freed from the fiscal discipline of having 
to
 
meet the wage bill 
for all public and para-public employees
 
if the spirit of the economic recovery plan imposed by 
the IMF
 
is to be maintained.
 

12. Recommendations
 

This evaluation does not 
propose a definitive solution
 
to the administrative and management problems of 
the Casamance
 
Region,: Development Project. 
 These problems are clearly tied
 
to 
the current legal status of SOMIVAC and PIDAC and this will
 
have to be changed, perhaps by creating new legislation. The 
Director of SOMIVAC is aware of of thesemost problems and is 
better placed thethan evaluation team to help identify 
feasible solutions. The following changes, however, appear 
to the evaluation 
team tu be essential:
 

1) Should SOMIVAC remain as 
a regional development
 
organization, the team recommends: 

a) a change in its legal statute so as to permit 
a very large degree of administrative -:.d 
management autonomy for its Director General. 

b) delegation of much greator autonom, for 
program development, financial management, 



and acquisition of inputs to the 
Director
 
of PIDAC. The directorates of SOMIVAC
 
headquarters should limit 
their re­
sponsibilities to 
planning, J."Prn.,' 3,
 
work programs and large scale technical
 
studies. 
This will require strengthening
 
of PIDAC project management capabilities.
 

c) creation of a Planning and Programming
 
Committee within SOMIVAC which should 
include all the technical, financial and
 
administrative directors as 
well as the
 
planning advisors, the advisor for internal
 
management and the project directors. The
 
purpose of 
this committee will be to
 
identify promising investments and 
studies needing 
to be undertaken and to
 
integrate and coordina.e the work plans 
and actions of the 
various directorates,
 
implementing agencies and projects so as to 
more fully exploit the linkages between 
them.
 

2. In addition, SONIVAC, if it remains as a regional
development organization, and PIDAC should:
 

a) institute systems of management by objectives 
in order to better define the work programs 
of each technicaL assistant and each Senegalese 
technician. They should also establish a 
personnel evaluation system based on 
achievement of those objectives. 

b) provide all prcject technicians with adequate 
resources to achieve their objectives and 
establish a system of performance incentives 
that includes access to internal advancement 
and product ivity boLuses. 

3. PIDAC should create a project management committee
consisting of the Director of PIDAC, the senior expatriate
monitoring and managemnt specia list attached to the proposed 



110 PIDAC Monitoring and Liaison Unit, all division directors, the
chief accountant and the USAID Project Manager
Director of PIDAC to 
to assist the
plan and coordinate project ictivities,
identify problems of management and propose solutions.
 

4. 
USAID should strengthen its own administrative and
accounting services 
so as to 
insure support for project
financial accounting systems and more effective control over
 
project expenditures.
 



"IV. EVALUATION! DU PAPPORT HAR7A
 

A. Section Agronomique

Le rapport Harza 
prdsente 
une 
dtude bien ddtaillde de
Basse-Casamance. II 

la
 
identifie 
et prdsente d'une mani~re 
systdmatique


tous les 
probl~mes (contraintes) qui pesent 
sur le dsveloppement

agricole de 
cette rdgion 
. Dans 
son ensemble 
il prdsente 
toutes

les alternatives possibles 
pour une amlioration de 
Ia condition
 

actuelle.
 

Les reflexions 
sur les 
diffdrentes 
alternatives 
sont bien perti­nentes 
et mkritent d'6tr. prises 
en considdrations, 
uls regroupent

judicieusement 
les modes de 
ddveloppement 
dans Les 
groupes d'activitds

de ddveloppement 
associds 
en vertu de 
leur traLtement 
commun 
des
 ressources 
de base. 
Ces modes de 
dtveloppement 
sont classifides 
comme
structuraux 
(techniques de 
protection 
anti-sel etc...) qui 
peuvent
dtre classifits 
comme modes qui 
augmentent 
les ressources 
de base ou
qui am4lioren-
 les 
bases existantes, 
ou comme 
non-structuraux 
(service
 
de vulgarisation etc...).
 

Un grand 6ventail d'alternatives 
est laissd 
au choix. Elles sont
dgalement classifites 
comme structurelles 
ou non structurelles placdes

chacune dans 
un contexte 
de scdnario 
normal 
 de
Jo s;chcresse.
 

Le rapport ddgage 
six types bien 
dLstincts de 
ressources 
terre­eau et identifie chacune 
avec 
ses implications 
pour les 
activit~s de
doveloppement potentielles ) 
savoir 
: les plateaux, 
hautes pentes

des val1es, basses 
pentes des 
valldes, 
terres herbacdes, 
sols de
mangaoves 
 et estuiir!s, 
 Les possjbilitds de 
developpement sont
dgalement analyse 
es pour 
les differents 
scdnarios 
(normal ou 
de
s~cheresse).Ainsi 
les 
types de ddveloppement qui 
sont limitds ou irrda­
lisables 
pour des 
ralsons techniques 
sont 61iminds.
 



D'une mani~re gdndrale, le 
rapport prdsente tous 
les aspects
 
tous les probl~mes aussi 
bien dans leur simplicitd que dans 
leur
 
complexitd, 
et, toutes les alternatives possibles pour 
rdsoudre 
ces
 

probl!mes.
 

Ce document est 
un mdmento et 
mime une encyclopddie agricole
 
pour la Basse-Casamance. 
I peut donc 6tre 
exploitd valablement
 
aussi bien 
par la recherche agronomique que par 
la vulgarisation
 

agrico Ie.
 

3. Analyse Socala.
 

Le rapport prdsente un rdsumd 
intdressant 
des documents
 
dcrits 
sur les Diola. 
Les informations 
fournies 
sur l'historique
 
de chaque groupe 
sont pertinentes. 
Ii y 
a aussi une analyse
 
gdndrale des diffdrentes ethnies dans 
lour relat ion avec 
tes
 
nouvelles 
techniques agricoles. 
L'information 
sur l'exode rural
 
et ses effets sur 
les 
unitds de production prisente 
de son c¢ td
 
ses aspects 
fort utiles.
 

Cependant 
les rapports HARZA ne 
livrent 
pas une analyse
 
suffisamment 
detaill~e des 
incidences 
et des conditions 
de la
 
vulgarisation du 
paquet technologique 
du PIDAC. 
Les nouvelles
 
exigences 
en force de travail, la division 
du travail dans le
 
proc s de production, 
la question 
des possibilitjs 
do maintenir
 
localement 
les nouvelles technologies ainsi 
que leurs incidences
 

ecologiques 
ne 
sont pas analys~s.
 

D'une mani~re generale, 
le rapport ne presente pas 
une
 
appreciation des 
effets du 
paquet technologique 
sur l'organisation
 
des forces productives 
au niveau du village et au niveau des
 
structures 
de 
coopdration traditionnelles.
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C. Economic Sections
 

In general, the Harza economic analysis of alternative
 
agricultural production interventions in the lower Casamance
 
reflects a basically sound methodological approach. 
However,
the input-output assumptions used impart a very optimistic bias
 
to the results obtained.
 

1. Methodolooy
 

The study evaluates the marginal costs and 
benefits of
 
adopting each of several new 
technologies by using 
an
 
assumed pre-adoption technology as 
a point of departure.

Budgets for each technology are built 
up from technical
 
input/output assumptions derived 
from experience elsewhere in
 
Senegal and 
from other parts of 
the World. Inputs and
 
outputs 
are shadow priced to reflect 
real opportunity costs
 
to the economy. 
 Each technology is assumed 
to achieve its

full potential within three years of adoption. The re­
sulting differenct- in net benefits is discounted Dver a 20 
year horizon. 
The study uses 
both internal rate of 
return
 
and net present value methods for measuring the benefits of
 
the individual technological packages.
 

Aggregate demand Projections 
assume 
low and high rates
of growth in population and per capita 
incomes with constant
 
relative prices. 
 Supply projections assume farmers produce

the most profitable 
crop subject to regional and national
 
consumption requirements 
 and prices available in those
markets where surpluses must be sold. Adoption rates
according to the technology 

vary 
and the amount of land suitable 

for it in the region. 

The methodological review of the study would hdve been
easier if the Harza report had provided greater detp'l
on the procedures used and had worked through the complete 



analysis for at 
least one 
technology in a methodology annex.

The very high internal 
rates of return obtained for virtually

all technological alternatives give rise immediately to
 
concern that 
the methodology is faulty 
 After considerable

discussion with Harza 
researchers the 
source of the overly

optimistic results was 
traced to 
unrealistic input/output

assumptions under African conditions. 
 There are, nonetheless,
 
a few concerns 
that should be raised.
 

it is generallyaccepted that 
internal 
rates of return
 are not appropriate measures of 
the benefits of agricultural

extension programs. 
Most of the costs and benefits of such
 
programs, especially when they 
are on-going, 
accrue annually

while investment costs, as 
such, are generally quite low.

A small net negative benefit in 
the first one or two 
years

followed by 
a surplus of benefits over 
costs in subsequent
 
years can generate a very high 
 internal rate of return 
even 
though the gross benefit/cost 
ratio is quite low. 
 Gross
 
benefit/cost ratios or 
net present values per dollar of
 
investment would generally be 
more appropriate measures of

the worth of extension projects in 
a capital scarce
 
context.
 

The manner in which the budgets treat extension costsalso presents a problem. 
 Using actual cost 
data from PIDAC,

the Harza team calculates tile annual cost of tile extension 
program and divides this by total cultivated area. Thesulting average cost 

re­
per hectare is then charged to the budgetfor each technology. To the e.tont that only one-half or

one-third of cultivated land receives the complete benefit 
of the extension package, then the cost per hectare of the
extension program would actually double or triple over thatused in the budgets. Very optimistic vehicle depreciation andoperating cost assumptions and estimateslow for the cost of 



office supplies also contribute to underestimating extension
 

program costs. Mazketing and Credit program costs are similarly
 

underestimated but these are not even included in the individual
 

budgets.
 

2. 	 Technical AssumDtions 

Many technical input-ou- assumptions seem unduly opti­

mistic. At 700 kilograms per hectare, the yield for unim­

proved rainfed rice under normal conditions is probably 15-20% 

too low. Labor requirements for rainfed crops seem high in 

relation to those for irrigated and flood plain crops. The 

reduction in labor requirements from animal traction pre­

supposes adoption of a complete package even though evidence 

in both the project area and in other parts of Senegal in­

dicate that many more farmers plow than weed with animal 

traction--this after over 15 years of concerted extension 

activity. The field capacities assumed for rototillers 

(24 hectares/year) seem especia ily optimistic, Is does the 

area to be covered by the shallow wells .9 to 1.5 hectares 

during the dry season).-!/ Costs for animal tract ion are also 

seriously underestimated. Operating costs for feed, non­

fieldwork labor for caring for the animals and renairs 

have beet' neglected and would amount to more than 

ten times the 3500 F.CFA per year operating cost assumed in 

the study for a team of oxen. 

3. Price AssumDt ions 

Partly because of the very high level of world prices 

immediately preceedino the ureparation of the study, the 

origin price for j:ice and the Jestination price for peanuts 

are both above probable long term ranges. On the other hand, 

adjusting the value of rice produced in the Casainance 

to reflect the proportion of broken.: in relation to Thai 5" and 

100% brokens is an excellent solution to the sticky problem of 

I/ 	Harza researchers insist test results confirm the capacity 
of the shallow wells if properly placed. Our own suspicio.n 
is that lower field capacities will prevail with the result 
that actual costs oer acre will be at least t,ice those 
assumed in the Ha rza study. 
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valuing 
 locally produced rice 
in a country which impcrts pre­dominantly 100% brokens. 
This approach allows for the verysensible alternative of exporting higher quality Casamance
rice while importing the cheaper i0% 
 brokens 
as a means of
increasing food 
self-reliance.
 

The study's approach of using the CAF cost 
of U.S. No. 2
Red Sorghum to 
value millet and sorghum is less 
imaginative.
The poor substitutability of 
this commodity for local millet
and sorghum varieties 
was clearly demonstrated during the
drought when U.S. red sorghum sold in 
local markets at 
a sub­stantial discount 
from local millet and sorghum varieties.
 

4. Conclusion
 

As the results of its 
own field surveys begin coming
in, Harza has come to appreciate the unusually optimistic
nature of 
some of the input/output assumptions underlying its
analysis. 
However, much of the information it needs is not
available from farmers in the project area. Part of itavailable from a more 
is
 

careful review of experience to date
in other parts of Senegal. Part of 
it, however, can 
only be ob­tained by field 
testing a significant number of prototype in­vestments to see 
what kind of results 
one can reasonably
expect under field conditions 
in the Lower Casamance. 
 For
this and similar ventures the project should have a small
prototype testing fund against which Harzadraw necessa--y financing with nothing 
and PIDAC can
 

more than the approval
of the AID project manager and 
the Director of PIDAC.
 

D. Recommenda tions
 
USAID should 
 establish a prototype Testing Fund to facilitatefield testing for prototypes of seemingly promising invescments
under actual field operating conditions. The approval of theDirector of PIDAC and USAID Project Manager allshould bethat is required to draw against the fund. 



XV. RECURRENT COSTS
 

A. Recurrunt Costs 
in the First Four Years
 
of the Casamance Proiect
 

The recurrent 
cost problem, as 
it is usually identified,
 
exists 
because of insufficient 
provision for operation,
 
maintenance, and 
replacement expenditures needed 
to keep
 
a project functioning. Thus far in the Casamance Project 
this difficulty has not 
been encountered. 
 In fact, the
 
problem has 
been quite different --
 the funds are available,
 
but the project has 
been unable to spend them. 
 The result,
 
paradoxically, is 
the same -- things do not 
get done for
 
lack of the 
most basic materials: 
 paper for offices,
 
gasoline for 
vehicles, notebooks for extension agents.
 

As of December 31, 
 1982, when the project was in its
 
fourth fiscal 
year (of five originally planned), 
PIDAC had
 
managed to spend only 
17.5 per cent of its life-of-project
 
operating budget (see Table XV-I). 
 ISRA, by contrast, had
 
disbursements equal 
to 61.4 per cent of its original
 
allotment. 
 The problems of administration and management 
that have contributed 
to the inadequate 
rate of current
 
spending have been detailed elsewhere 
in this report. Here
 
it should suffice to evoke the Byzantine procedure involved 
in competitive bidding for 
procurement 
of commodities
 
through the 
central government: 
 the number of levels at 
which delays can occur or where capricious refusals to 
permit the procurement process 
to advance are 
the initial 
reaction of the offices involved. For ex:*ample, a call for 
bids for office supplies was made in June 1912 by SOMIVAC 
for 1982/83. 
 The first shipment of office supplies arrived
 
in Ziguinchor in early June 1983. 
 Such a delay is 
scandalous. 
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B. The Issues
 

1. Slow Implementation of the PIDAC Program
 

It is inexplicable that the principal reason for delay -­
the administrative bottlenecks in 
procurement -- has not 
been
 
corrected before 
now. It was the subject of one of the major
 
recommendations of the 1981 
evaluation team (i.e. 
the trans­
formation of SOMIVAC into 
a "Societe Nationale"). USAID should 
take immediate action with the GOS and SOMIVAC to come 
up with
 
a solution 
to this problem. Otherwise, we 
feel that there is
 
little purpose in continuing to spend money on SOMIVAC/Siege
 
or PIDAC.
 

The change in procurement procedures is 
a necessary, but
 
probably insufficient step towards the 
release of the Casamance
 
Project from its inertia. Positive incentives are needed to
 
motivate workers toward higher productivity. Productivity
 
bonuses 
are an acceptable institution for doing this in Senegal.
 
The team urges SOMIVAC to 
begin such a program immediately with 
full USAID financi,ig. Annex D contains details for this 
proposal.
 

2. Sharino the Recurrent Cost 
Burden -- How Lona a Transition? 

According to the Grant Agreement, the GOS was to contri­
bute $10,805,000, or 
31 per cent of the total spending on the
 
project: $7,535,000 in the 
form of budget support for SOMIVAC,
 
PIDAC, and ISRA, most of which was 
for the salaries of
 
fonctionnaires (the remainder consisted of the value of sub­
sidies on agricultural inputs, ONCAD capitiization, and 

curiously -- peasants' interest 
payments).
 

"he Senegalese fiscal crisis theof 1990's has forced USAID 
and other donors to 
reduce their expectations of the 
country's
 
ability to provide counterpart operation funds. As a result, 
USAID agreed to furnish S200,000 (60,700,000 francs) per year 
for FY 1982 and 1983 to cover the Senegalese share of PIDAC's 
operating budget. USAID did not plan to continue this extra­
ordinary funding, and in fact expected that Senegal would begin 



XVII. 
 VALIDITY OF PROJECT PAPER OUTPUT PROJECTIONS
 

In virtually all categories of project outputs the project
 
will fall far short of intended objectives. The only exceptions
 
are participant training and the number of 
farm families working
 
with PIDAC.
 

A. Agricultural Extension
 

The project paper envisioned 126 
PIDAC extension agents
 
working with 3000 farm families. The first 
evaluation team
 
raised the target 
to 10,000 families. 
 The actual number of
 
households having a member working with one of 
PIDAC's extension
 
agents in 1982/83 was 13,100. Given 
the expected incorporation
 
of 11 ,AC extension agents into PIDAC in 
1983 a revised target
 
of 15,000 families would 
be attainable by the end of the
 
project under the current extension approach. This would yield
 
an average of around 185 
households per extension agent.
 

The DEEP evaluation study suggests the average usehc>d
 
working with PIDAC sees 
 an agent between four and "v times oer 
year. The original pP envisioned a more intensive contact
 
between extension agents and 
farmers. This, no 
doubt, partly
 
explains the meager results achieved by the 
Project in the
 
area of agricultural production.
 

The evaluation team recommends that output 
targets be
 
broadened to 
include the 
number of meetings with farmers,
 
number of demonstrations held, number of 
farm visits and
 
number of field visits. The reporting system should gather
 
this information from 
the agents along with the 
number of
 
farmers attending each meeting or 
demonstration. 
The
 
monitoring unit 
should publish quarterly totals for 
each agent
 
and verify the accuracy of the report. 
 As a Mlnimum target
 
the project should set 
three meetings, two demonstrations, and
 
four 
field visits per farm family working with PIDAC. 
 This
 
would generate about 
24C farmer demonstration days, 
-;1-farmer
 
meeting days and 
480 farm visit days per extension a. 
ent
 
workin; with 120 
farm households durin. 
a production seon,
 



Beyond 1985, USAID should continue to provide sufficient 
operating budget support (all of it, if GOS finances remain as 
bleak) to ensure the successful pursuit of PIDAC Phase I ac­
tivities. As measurable proqress is made in meeting output
 
goal, on one hand, 
and in improving the GOS fiscal situation
 

the other, the GOS should be made to
on increase its contri­
bution to the operating budget 
so that it is able to 
assume all
 
recurrent 
costs when aid ends. 
 Also, insofar as peasants' in­
comes 
have been raised by actions taken on their behalf, their
 
contribution to 
the project's costs should rise 
as well.I /
 

See Annex E for suggestions on recovering some project 
costs
 
from beneficiaries. 

C. Recurrent SDendina In The Future 

1. Throuoh Phase 
I. The current 
and planned activities of
 
PIDAC and ISRA will, by USAID estimates require approximately
 
$1.1 million per year of 
project funding in 1982/83, 1983/94,

and '198,4/95.-!:- P l this 
should he idded the est i mat ad 61 million 
F.CFA (3200,000 when the amount was decided) that USAID has
 
contributed in 1912/83 (and In 1MI1/832 
 to relieve the :30S of
 
its counterpart responsibilit.
 

It is already clear that PIDAC will not spend this much
 
for operating costs in 1982,-3. 
 Uniofficial estimates by 
the
 
Service Financier of SONIVAC 
odicat e 1,a, by June 30 PIDAC
 
will have spent about- 275 mill_,ron F.CFA, 
77 per cent of its
 
358 million operat inq budqJet .3, As a point of 
 :opirisori, PRS
 
will have spent about hI) per cnt its
of current budget.
 
SOMI VAC/Siege 
 will somehow ha,.e '"anaead ti spend more than its
 
budget 221 millinn F.CFA as 
c mo.-Fared to 213 m-illion). This 
cont rast in jbilit v to scend surely has some e:':Dlanatlon Other
 
thanr better management . :',h1atmak.es this 
 result even more 
curious is that, foi 192/93, PzDAC-s pnrit'ng hudcet r;as fully 

I/ Current ly he, providhe LiaL f - crnst ucti ion of I e wa t ermanagement pro Jects. Pa''nc: Inater'0st )rndefbt is n1t a con­tribution, as the PP irnaLies.2/ Of this, about .)0,Q)]) is for ISPA he rst for PIDAC.
Implementat otn Let te n 4 (' ut 'SA7': s non-salar' cont ri but ionto PIDAC at 104; million F.'iA, and salaiteis ,ill add about 100mill on more. This is :ui' i1 t less I lart Si Iri Ilinr at the 
currernt e:chanqe mt3/ not irclUdI,g ase srlrr,..a a. li [,s;r'tt s f :onctiatsni res . 



funded by USAID, and PRS's almost entirely by the GOS budget,
 
whereas the Siege had not 
a single franc of earmarked funding.
 

It is likely that PIDAC, under SOMIVAC's guidance, viii
 
continue to underspend its life-of-project operating budget.
 
The salaries will be paid, of course, but 
the consumables will
 
continue to be delivered slowly, if at 
all, and the amount
 
budgeted but not spent in the first four years of 
the project
 
will not be spent in the final two. We therefore anticipate
 
that at least $1.0 million of the $3.9 million in PIDAC 
life-of-project operating costs will 
remain unspent at the
 
end of 1984/85. To this amount should be added the as-yet
 
unallocated "cont :ngencies" 
line item, having a value of $2
 
million in SOMIVAC's plan for reprogramming project funds
 
(see Table F-I 
in Annex 1) and $1.26 million in USAID's. Thus,
 
at least $2; to $3 million will not be disbursed during the 
life of the project even if all the anticipated investment,
 
studies,- part Lcipanlt 
 trairling and technical assistnce budgets
 

are fully spent. 

The $1 million per year allocated for PIDAC's recurrent
 
costs for the last two years of 
the project and the $iO,M(i0
 
allocated for ISRA should be adequate to run the equipment, 0ay
 
the employees and fulfill t"he goals 
of the project , except for 
those recommenda t iens mad,.? by the eva lua t iOn team "h ich vi II
 
require additional expend ituros. Anne:: D details the idded
 
costs of those recomrmend.it )ns, includ ,ng i ptoposal I 

-
funds (about 250, Qu ' or the three caleidar years i 
1984 and ')hS. o rlac "Wo ,enuilmert '¢ n is likol '; 
become unreIilabLe ,':ht short t:'o ifer tho emd of Phas,. 
of the pro oer , f not r placed before then. 7able ,V- surrar-ra s 

these costs. 

I/ In the new, sharply reduced budget line. 

2/ Of which approximately $210,000 will be for SOMIVAC & PIDAC,
and $50,000 for ISRA. te assume that ISRA will not cont inue 
to be funded after !9H5. 

http:recomrmend.it


TABLE XV-2: Projected Operating Costs for Currently

Programmed Project 
Activities and Changes Recommended bv
 

the Evaluation Team, Mid 
1983 to Mid 1985
 

Amount by Executing Agency
 

SOMIVAC 
 Total
Component 
 PIDAC Headauarters 
 ISRA Cost
 

Recommended Changes:
 
1. Travel tllowances $ 10,000 
 $ 0 0$ 3 10,000 
2. 	 Equipment replace­

merit 182,000 28,000 50,000 
 260,000, 
3. 	 Computer 
 35,000 45,000 
 0 80,00) 
4. 	 Statistics 
 0 50,000 
 0 50,000
 

5. 	 Productivity

Bonus 
 50,000 40,000 
 0 90,000
 

6. 	 PIDAC Monitoring &
 
Liaison Unit 
 60,000 0 
 0 60,000
 

7. 	 Prototype Testing

Fund 
 100,000 0 
 0 100,000
 

8. 	 SOMIVAC Operating 
Costs 
 0 300,000 
 0 300.000
 

9. 	 PIDAC 'JOS Counter­
part 
 400,000 0 0 
 400,000
 

Sub-total 
 $ 837,000 $463,000 S 50,000 $1,350,000
 

Current ly Programmed
Activities 
 $2,000,000 $ - 5180,000 32,180,000 

TOTALS $2,837,000 $463,000 $230,000 
 S3,530,000
 

The recommended changes, as substantial as they seem, will 
absorb only one-half of the 3mount likely to remain 
unspent at the end of the project. One ofshould, course,
 
think of these suggestions as the team's recommendations to
 
allocate part of the "contingencies".
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2. After the Project Ends: 1985-90
 

In planning Phase 
II of the Casamance Project, care 
should
 
be taken to ensure that the actions begun in Phase I are not
 
ignored, that resources are not diverted away from them for
 
Phase II activities. The following 
is a very crude set of
 
estimates of the 
annual cost of perpetuating the 
Phase I project.
 

a. Personnel. PIDAC's entire 
labor force is financed either
 
wholly (contract employees) or partly (fonctionnaires) by USAID
 
in Phase I. 
 This would likely continue in Phase II, although
 
the goal should be to eliminate USAID payment of anyone's base 
salary by the end of 
Phase II. Nonetheless, we think that
 
that approximately three quarters of the present annual costs 
will be needed after 1985. 
 This would mean the earmarking of
 
approximately 115 million F.CFA per year 
($330,000 at 350 CFA/$).
 

b. Eauimment Renewal. 
 Renewal of Phase 
I equipment should
 
follow the same guidelines as those proposed in Annex D for
 
the 1983-85 period: vehicles should be replaced as needed and
 
other equipment renewed 
out of a fund of arbitrary but
 
sufficient scale. 
 A line item of $100,000 per year in the
 
Phase Ii budget should cover 
the needs of Phase I Equipment.
 

c. Amortization of Structures. 
 Even though some structures
 
will begin to deteriorate during this period, 
 e do not consider
 
the amount substantial enough to be 
a cause for concern until
 
later years.
 

d. Other Recurrent Costs. 
 These consist essentially of vehicle
 
operation and maintenance expenditures and office and field
 
supplies. These run (according to 
the PP) at a rate of ibout
 
S180,000 per 
 year durina the current project; three zuarters 
that will also probably maintain the operatlon of Phase I 
activities without too much pressure from additional phase II 
activities. 

The total estimated annual recurrent costs of colti nuing 
activities from the existing project therefore a:mount to 
approximately $565,000. 
 A five-year Phase [I project should 
therefore set aside $3 million before adding new ictivities. 



D. Conclusion
 

For most projects, the recurrent cost 
problem begins when
 
the donor leaves. In the Casamance Project it began immediately.
 
The inability to maintain a flow of operating expenditures has
 
not been due to the absence of money but rather to administrative 
problems which have seriously impeded project execution. Unless 
these problems are resolved, we feel that there is no reason to
 
continue the financing cf PIDAC. If, the other hand, USAIDon 

and the GOS succeed in finding ways to unfetter the work of
 
integrated rural development in Seneqal, we are confident that
 

the project will be a success. 

E. Recommendations
 

1. We recommend that USAID agree to make a long term commitment 
to support PIDAC. This should 
include a willingness to finance
 
100% of PIDAC's operating costs, excluding the base salaries 
of Civil Servants but including the 10S counterpart contribution, 
until such time as the GOS the one handon and the paysants on 
the other have tile capacity to assume this responsibility 
effectively. In return, the GOS must 
agree to much greater
 
autonomy for PIDAC to manage its cwn funds and much greater USAID 
involvement in project management. 

2. USAID should aoree to contribute one fourth of SOMIVAC's 
operating budget in the form of non-salary operating costs if 
and when the 3OS agrees to i legal status for SOMIVAC that 
confers on it sufficient financial and administrative autonomy 
to assure effective implementation of the Lower Casamance 
Integrated Rural Development Prnject. 



C. Agricultural Production
 

The original objective of exporting 20,000 
tons of rice
from the project area 
by 1990 
is by now clearly an illusion.
The Casamance will do well to attain self sufficiency in rice
by then. The 
recent ISRA farming systems study suggests 
that
farmers 
now produce less 
than 40% of their household con­sumption of rice. 
 According to several observers farmers 
are
shifting increasingly away from rice to dryland cereals in
order to 
cope with chronically lower rainfall, though the
MDR production statistics in Table 
II-i do not 
support this
point of view, at 
least over 
the past seven years. There has,
however, been a marked increase in maize production, mostly
at 
the expense of millet and sorghum, and increasing attention
to dryland cereals production by PIDAC. 
 In 1979, for example,

over 50% 
of cror area followed by PIDAC was 
in rice.

1992/83 this proportion had declined 

9v
 
to 
around one quarter.


More thin anything this represents more complete reportingby PIDAC extension agents of just what farmers have been doing 
all along.-

Combining the shifting emphasis on 
dryland crops by PIDAC,
the 
increase in the number of extension agents expected when
MAL,\C
agents 
are absorbed into the project, 
and a more intensive
involvement with a smaller number of fatm families by each
agent, the following outputs appear to 
be more reasonable
 
targets than those in the original P.P.
 

I/ Even with this 
improved reporting of land under production
by PIDAC farmers, 
we estimate, based 
on the number of
households working with PIDAC and the total
duction in Table area in pro­II-i, that 
PIDAC extension agents 
are
still only recording about 
60% of the actual area
activitated beingby the households of farmers who are
 enc J.r=' by PIDAC.
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With the incorporation of 
the MAC extension agents and no
 
hiring of 
new agents 
until those already in place show

acceptable results, 
the end-of-project output targets should
be revised accordingly, i.e., 10,000 farm families workin; withPIDAC, 30,000 farmer meeting days, 20,000 farm demonstration
 
days and 40,000 farm visits 
per year.
 

The target of 
80% of extension agents passing a competency

exam on extension themes is 
still 
a valid objective but 
the
project will need 
to overcome 
its administrative problems

before the training program can 
hope to achieve it.
 

B. Aoricultural Innuts
 
The project paper 
envisioned the project supplying 5000 

tons of fertilizer to 
project farmers. 
 PIDAC expects to dis­tribute around 
800 tons of 
 fertilizer during the

1983 season and will have a difficult 
time sustainina this
 
level of use if fertilizer prices double by 
1985 as expected
 
with the removal of subsidies.
 

The P.p. also expected the 
credit program to 
be dis­
tributing 
300 million F.CFA in 
medium term 
credit to 
2000
 
farmers in order 
to supplement regular GOS 
short term and
medium term credit 
programs. 
 The revised target of 
1500 farmers
 
set by the 
first evaluation 
team still seems 
like 
a more reason­
able figure and 
160 million F.CFA 
is the maximum amount of
outstandirig short and medium term credit desirable given the 
late start of 
the program. Even this amount will require adoubling of the amount of credit disbursed 

theeach year until

end of the first 
 phase. Quicker expansion than bethis 'Would 
unwise. 

There is still a good chance of attaining the original
target mf producing 50 tons per year of improved rice and
maize seed on the PIDAC seed farm though, clearly, the seedproduction program will have to be strengthened to achieve it.. 



Ia 2
 

to 	contribute an even greater share of operating costs in the
 
last 
two years of the project than had originally been planned.

Since Senegal's financial difficulties continue, however, 
it
 
is 	 highly uncertain that the GOS will be able to come up with 
the counterpart 
to which it had agreed in 1978, much less in­
crease its share (in fact, the GOS 
1983/84 budget has earmarked
 
151 million francs for PIDAC, 80 million less than in 
1982/83.
 

We 	 feel that now is not the time to insist that the GOS 
raise its contribution to recurrent costs. 
 The chances are
 
small that will fact up
it in come with the money when called 
for, and the continued underspending of U.S. funds 
(due in part
 
to the rise in the exchange rate) suggests 
that there is much
 
less of a financial crunch in the project than at the central
 
government level. To the
rely on GOS to finance more of the
 
operating budget 
 is 	 to increase the probability that project 
funds will be insufficient for project 
needs. There are enougrh
 
constraints on implementation 
 already without adding another. 

The team therefore recommends that, the twofor last years

of the 
 project and on into the indefinite future USAID: 

1) finance one hundred per cent of PIDAC's 
operating budget; -/
 

2) 	continue to pay the Senegalese counter­
part in the PIDAC budget;
 

3) contribute 
one-fourth of SOMIVAC/Siege's 
operAting budget as well. 

The justification for recommendat ion number 3 is given in 
Annex D. The conditions to satisfiedbe before any of these 
recommendations should be carriod out are:
 

1) much greate- and
frIarcial administrative 
independence for SOIMIVAC; 

2) 	 administrative and financial autonomy of 
PIDAC;
 

3) 	 increased USAID responsibility for ensuring
 
prompt action and accurate reporting oi
 
spending.
 

I/ Here, by "operating budget" we mean all current expenditures.
other than base salaries (salaries bruts) of fonctionnaires. 
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Table XVII: Oriainal and Revised Output 
Proiections for

Total Area and Average Yields of Cereals Produced by
 

PIDAC Farmers
 

Original 
 Evaluation
 
Project Paper 
 Team Revision
 

Area 
 Yield 
 Area Yield
 
Crop ( (Tons/ha) (Ha) (Tons/ha)
 

Rice i0,000 
 2-2.5 ,4,000 1.5
 
Millet/Sorghum 1,800 1.0 
 2,800 1.0
 
Maize 
 850 2.0 
 3,600 1.5
 
Peanuts 2,900 
 1.2 5,600 1.2
 

TOTALS 15,500 
 16,000
 

The total area of the two 
sets of projections is rnot
 
that different and both are 
very similar to actual 1982/83
 
results (16,000 ha). The revised yield projections are con­
siderably 
 lower for rice and maize, the two crops with which
 
PIDAC works most closely 
but the, are well above actual 
1982/83 results. 
 Even these lower tarcets will not be achieved
 
unless PIDAC extension agents begin working more 
intensively
 
with farmers.
 

D. Literacy and Trainino
 

The delay in getting literacy training moving and the lack 
of a substantial impact thefrom work done thus far suggest 
that the original output projections be revised iowiward. The 
project can now expect field 2-,rather 3 6to thn agents and 
to enroll 2-100 rather than 301) rs.,illaa, hisw.i1i be no 
where close theto :irid of program neded o theraise Level 
of literacy in local languages it I W vi Lages to asi0%pro­
jected in P.P A lvel ofthe . 14)",
in 50 vi lge, is the best 
that can be hoped for and even mathis will recu1re jor re­
invigoration of the current program. The li teracy. pogra 
will also have to step uLp its materials premDaratio,,u activities 
if it hopes to provide the 10 technical items in the vernacular. 
envisioned in the P.P. 
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With respect to external training and a functioning doc­
umentation center, these objectives have essentially already

been achieved. 
 In-service training of extension agents 
is
 
lagging badly and will continue2 to do 
so unless PIDAC's
 
financial management practices improve. 
 The number of training

sessions per year envisioned in the P.P. is still reasonable
 
and 
should be maintained.
 

E. Research
 

The target of five 
new varieties of rice and other food
 
grains identified and tested by ISRA seems 
likely to be

realized, though diffusion will not 
be possible until 
a second
 
phase gets underway. 
Links between ISRA and PIDAC still 
are
weak but creation of a Monitoring and Liaison Unit 
at PIDAC
 
arid altering the 
composition of the 
ISRA/SOMIVAC Research and
 
Development Committee as 
suggested 
in this report should allow

those objectives 
to be accomplished within 
the time remaining
 

in the project.
 

F. Plannino and Coordination at SOMIVAC
 

Preparation of the 
Master Plan appears 
to be on target

and 
it should be possible to complete the final design of
 
three projects as anticipated. 
 SOMIVAC expertise for project

planning and coordination is still very weak but has received 
a major shot in the arm with the arrival of the most recent
Director General of SO>!IVAC. If the evaluation team's 
recommendations relating to strengthening management andreinforc ing DEEP are implemented, donors may indeed be able 
to reLy on SO.IVAC for expertise in project planning and 
coordination by the end of the first phase In 1'a)5. 
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ANNEX A: 
 Derivation Of The Estimated Impact Of The Project On Agricultural
 
Production To Date Using The Component Method
 

To get good data for using the component approach to estimating the impact
 
of the project on agricultural production one needs 
to divide farmers into two
 
groups: those villages directly influenced by the project and 
those in villages
 
not influenced by it. Farmers 
in each group would then be divided into those
 
who are effectively encadr6 and those who are not. 
 Ideally, one would measure
 
the area on which the practice is used for each group during some base year
 
and then again during the year 
in which the evaluation is being conducted. The
 
recent DEEP evaluation survey could not 
do this because of its late start.
 

A second best approach would be to stratify villages and farmers into the
 
same groups at a given point in time. 
 The difference between these will provide
 
suggestions of the magnitude of the impact of 
the project but will require inter­
pretation concerning the relative point of departure for the four groups. A
 
survey of the same rouo at a later data will give 
a good indication of the
 
speed of change in each group and will 
improve the ability to correctly interpret
 

the data obtained from the first 
survey.
 

A third best approach, one 
that will have to be used by DEEP, is to stratify
 
the villages already sampled into 
the relevant groups and tabulate the practice
 
data separately. Unfortunately the extensive survey includes no
 
information on 
the area on which the improved techniques are practiced for each
 
household, so even this division will get at only some 
of the information needed
 
for the analysis. The rest will have to be obtained from future surveys.
 

The available DEEP data, though preliminary and subject to change, is still
 
useful. It must, however, be supplemented with 
a large number of assumptions
 
concerning the extent of coverage and 
the effect of certain cultural practices.
 
This appendix reviews those data and goes on to analysize the impact of the
 
project on cereal production using the component approach.
 

I. The DEEP study shows that 16% of the exploitations in the project area
 
have animal traction plows. 
 PIDAC, under the USAID project, has distributed
 
very little animal traction equipment. This figure gives an indication of 
the
 
level of development of the peasants before the project began.
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2. The study confirms that PIDAC worked directly with about 40% of all
 

households in 1982/83. Another 15% or so witnessed a demonstration of one sort
 

or another while 45% of all households had no contact at all with PIDAC agents.
 

3. Using these three groups to classify farmers, the proportion of seed
 

that was improved 4as as follows:
 

TABLE A-I: Improved Seed As A Percent Of Total Seed Used By Three Groups
 
Of Farmers During The 1982/83 Crop Season
 

Percent of Seed Used '.'hich is !mroved 

Group Type/ Percent of Rainfed Xquatic
 
Contact with 01DAC Households Rice Rice :!aize ileanuts
 

Xeeting or visit 38 76 21 64 51
 

Demonstration only 18 64 64 34 46 

23 34 46
No contact 44 4 


ll farmers 100 44 16 60 5 

Using the "no contact" group as the without project measureI/ and the number 

of households in each group, we estimate that about 26, of the total area in maize,
 

21% of the area in rainfed rice, 12% of the area in aquatic rice and 3% of the
 

area in peanuts are planted to improved seeds made available by the project,
 

either directly or indirectly. Another 34%, 23%, 4% and 49% of maize, rainfed
 

rice, aquatic rice and peanut area, respectively, now planted to improve varieties
 
21
either existed prior to the project or resulted from forces outside this project-


I/ This assumes that any trickle down effect of improved seeds to "non-encadrd"
 
farmers is offset by the upward bias caused by the fact that PIDAC began working
 
with those villages who had the greatest amount of pre-project extension support
 
and, as a result, the highest level of use of improved inputs and practices.
 

2/ The case of peanuts requires explanation. Since the project distributed
 
no peanut seed the large proportion of improved seed gives some indication of
 
the acceptance of improved seed prior to the project by both groups. Improved
 
seed have existed for decades in Senegal and it is unlikely there has been a
 
sharp increase in recent years. To the extent this is true, the same data Pive 
an indication of the extent to which PIDAC is working with inherently mor. 

progressive farmers who adopt new practices more quickly on th, ir own. 
However, it is also possible that this difference reflects the effect of PK)AC 
extension support since PIDAC does advise farmers on improved cultural techn'ques 
for peanuts. Probably both are true. In our analysis we split the differnc-. 
and assume that 3 of the 6% increase in area planted to improved peanut seed • 
over and above the no-contact base is due to the actions of the project. The 
other 3% is allocated to the no-contact alternative. 



-3 

4. The proportion of fertilizer use by crop is roughly 70% 
 on rice and 10%
 
on maize, peanuts and millet/sorghum respectively. "Encadrd" farmers appear 
to
 
use about twice as much as "non-encadr6" farmers. Without the project no fertil­

izer would be available.
 

5. The use of insecticides and pesticides by farmers is very low, under 5%.
 
Even then, they are used only on a portion of a farmers fields.
 

6. The percentage of farmers using manure on 
rainfed crops is small. The
 
percentage using manure on aquatic 
rice is much higher but is only half as high
 
among "encadrd" farmers as among those having no contact with the extension 

service.
 

7. The frequency of weeding and the incidence of thinning is low and of
 
equal occurence between 
the three groups. It is doubtful the project has had
 

any impact in these areas.
 

8. The use of flat plowing for aquatic rice and maize is low with 
no
 
noticable difference between the groups. For rainfed rice it is high, with
 
about 65% 
of the "encadrd" group versus 35% for "non-encadrd" group adopting
 

the practice.
 

9. 
Early planting results in increased yields of 45% for aquatic rice and
 
20-30% for 
rainfed rice using binomial analytical techniques. A properly
 
specified multiple regression model would reveal the effects to be considerably 
lower. 
 For maize a three variable multiple regression model suggests a 25%
 
increase in yields. 
 This also would probably be lower in a more completely
 
specified model. Early seeding appears 
to increase yields of peanuts by about
 

157 but the data are sketchy.
 

10. The limited data available suggest that 477 of aquatic rice, 21% 
 of
 
rainfed rice, 35% of maize 
 and less than 5% of peanut area is planted early. 
Given the nature of the sample, the aquatic rice and maize figures seem over
 

estimated.
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As one looks at 
these results it appears that the principle benefits of
 
the project to date, i.e. benefits that would not have accured 
in its absence,
 
arise primarily 
 from the greater use and availability of improved seed, the
 
availability of fertilizer, flat plowing for rainfed rice and, most 
likely,
 
early planting. Using the 1976-82 average yield and 1981-82 average area as
 
a base we estimate the increase in production arising from the various sources
 
as detailed in Table A-2.
 

The overall increase 
in production explained by non-population and unusual
 
short-term adjustment factors is about 7,100 
tons of cereals based on these data
 
and assumptions. This amount 
to 95% of the base production or about 90% of the
 
amount remaining to be explained after allowing for the 2 1/2% decline in area
 
cultivated. The remaining 
10% probably arises 
from other factors such as
 
increased use of manure as 
fertilizer prices have risen, SONAR distribution of
 
fertilizer for peanuts, overlooked variables and/or measurement error.
 

Assuming that 20% of the production on the 3,000 hectare increase 
in maize
 
production since 1979 represents a net increase 
over and above the lost output
 
of the crops it replaced,and assuming further that 
1/2 of this substitution is
 
due to the project,the results 
suggest that the project may have boosted cereals
 
production by around 4,100 
tons. The remaining 4,000 tons of increased production
 
appears to have resulted from actions 
taken prior to the project starting date,
 

subsequent to 
it by other agencies and services, or spontaneouslv by farmers.
 

These data are very tenuous to say the least. 
 The design of the evaluation
 
sample does not 
permit a very clear picture to be drawn of the non-project
 
scenario. The as yet incomplete analysis of 
the data gives only snapshot indica­
tions of 
the effect of certain practices on yields. Finally, the coefficients
 
that measure the impact of key varieties almost certainly will change consider­
ably when the data are 
placed in a more structurally complete model. Still,
 
they are all we 
hove. In the aggregate, the results of 
the analysis appear
 
resonable as a maximum estimate of the impact of the project over each of 
the
 

past two years.
 



TABLE A-2: Estimated Increases in Agricultural Production in
the Lower Casamance Arising From the Projet Using
the Component tiethod. 

(Tons) 

Increase in Production 

Crop 
Base a/

Area (ha) 
Base b/
Yield-(kg) Source of seed 

W4ith 
project 

Without 
project 

tiet 
increase 

Rainfed 
Rice 

9,100 990 Improved seed c/ 
Fertilizer d/ -
Early planting e/
Flat plowing fl 

590 
400 
360 
450 

310 
-
180 
320 

280 
400 
180 
130 

Aquatic 
Rice 

18,100 1,190 Improved seed c/ 
Fertilizer d/ -
Early planting e/ 

1,800 

390 
820 

1,720 

810 

130 
-
860 

990 

260 
820 
860 

Maize 6,000 810 Improved seed c/ 
Fertilizer d/ 
Early planting e/ 

2,930 

440 

170 
290 

990 

250 

-
150 

1,940 

190 

170 
140 

Peanuts 22,500 980 Improved seed c/ 

900 

1,150 

400 

1,080 

500 

70 
Fertilizer d/
Early planting e/ 

130 
170 

-
90 

130 
80 

Sorghum/ 

iii I I e t 

18,800 710 Fertilizer 

1,450 

130 

1,170 

-

280 

130 

Totals 74,500 957,--0-80 
3,370 3,840 

U' 



Footnotes to TABLE A-2:
 

a/ 	 1981/82 average taken from Table 11-I. is
Rice assumed
 
to be 2/3 rainfed and 1/3 aquatic.
 

b/ 	 1976-82 average taken from Table 11-1. 
 Aquatic rice is
 
assumed to yield 200 
Kgs/Ha more than rainfed rice in
 
a year of average (7 years) rainfall.
 

c/ 	 Assuming a 15% increase in yield due to variety alone
 
for 	all crops except peanuts. We assume 10% for peanuts

because of the 
long history of peanut research and
 
availability of improved varieties.
 

d/ 	 Assuming average fertilizer applications of 435 tons per
 
year over the last two 
years based on PIDAC actual distri­
butions. Fertilizer is assumed to be applied on
70% rice
 
and 10% on maize, sorghum/millet and peanut respectively.
 
The yield effect of fertilizer is assumed to be four kilos
 
of paddy and 
maize and three kilos of sorghum/millet and
 
peanuts per kilo of 
high analysis fertilizer (50% active
 
ingredients) under farm conditions similar to 1981-82.
 

e/ 	 Assuming that 20% of rainfed 40%
rice, of aquatic rice,

30% of maize and 5% of peanut area is planted early and
 
the without project scenario equals half of that. Yields
 
are assumed to increase 20% for rice and maize and 15%
 
for 	peanuts.
 

f/ 	 Assuming 50% of all farmers use flat plowing with 35%
 
using it under the non-project scenario. Flat plowing
 
is assumed to increase yields 10%.
 



ANNEXE B: 
 Exemple de Rapport Entre le Volet F~minin et 

et Sections du Projet
 

T~ches du Volet Fminin 


-
 Aider les femmes a assimiler les th~mes de 

vulgarisations et de r~soudre les probl~mes
 
agricoles.
 

Assurer que Les femmes 
ne sont pas laisevs dans

la distribution ds semences, l'achat des 
engrais,
 

- Prendre garde a fire dJs animatrices du volet
 
des vulgarisatrices.
 

Signaler Les besoins do formation: 


- Femmes i alphabttiser, centre 
 crder, matdriel
 
necessaire.
 

Identifier Les domaines 
sur lesquels il ;aut
 
mettre laccent.
 

Collaborer avec le Chef de Division Formation pour
 

- Voir les 
cours en commun (jeunes, adultes
 
et viei[lard posant Les 
mames probl~mes).
 

- Organiser Les fommes on 
groupes d'action
 

Recenser Les villages o6 il faut 
forer des puits 


- Recenser 
les puits i rdparer.
 

- Mobiliser les 
femmes pour qu'olles puissent
 
apporter le soution au GCnie Rural.
 

- Transmettre conseil du GR pour l'entrecien
 
des puits, etc..
 

- Dtecter les problLmes qui se posent 
aux femmes 
pour Lours 
animaux (maladies, nourriture). 


- Demander un suivi des actions du volet 
et des 

6valuacions periodiques.
 

les Autres Divisions
 

Divisions ou Sections
 

Agro-Vulgarisation
 

Foration
 

G~nie Rural
 

Sa
 

r
 

Evaluations
 



ANNEX C: Les Rapports Entres Gestion, Suivi 
et Evaluation 
pour la SOLVAC et Le PIDAC 

On peut dire, en simpLifiant, que te suivi s'applique aux actions
 

menees et 'evaluation tente de 
measurer Les resuttats obtenus. [ans une
 

demarche correcte de management L'unite chargee des etudes et 
de la pLanification 

de'gage Ics ;.bJectis d jtteindre pour la periode du plan, programme les grandes
 

tignes des actions a mener, et met en

/ 

/ 
place Les instruments d'evaluation. 1.es 

unites techniques d'expLoitation detaittent a leur niveau Les program:nes
 
indicatifs, en 
fixant un calendrier previsionneL d execution, ainsi que Les
 

objectifs intermediaires. Its prevoient aussi 
Les moyens necessaires
 
(financiers, materiels, humains) 
a oexecution de ces programmes en essayant
 
d'optimiser ces moyens 
 par une rationalisation des choix budgetaires. 
 Ensuite,
 

ta "Direction" ipere des arbitrages budgetaires, en tonction des objectifs Lt des
 

moyens globaux disponibtes et arr'te les programnmes 'efinitifs .i realiser.
 
/ *
 

Sur te cote d'execution des programmeset 
en lonction de ces decisions,
 
Les unites techniques d exploitation fixent pour 
La periode concernee, Les
 
ou ectifs, Les programmes et 
le caLendrier d'execution. II' -Iettent en 
pLace
 
Les rescaux de communication ou "feed-back" 
et Les instruments de controLe
 

periodique (Les cLignotants), afin de pouvoir mesurer 
Les ecarts par rapport aux
 
previsions et de savoir Les 
raisons pour ce,.x-ci. Dans cette mnanieru its exercent
 

te suivi des re/aLisations, 
afin de pouvoir prendre Les mesures de redressement
 
dans te cas de la constation de ces ecarts. 
 Its rendent compte periodiquement
 

de La situation a La Oirection et a 
L'unite chargee des etudes et de la 
pLani fica tion. 

L'evatuation enregistre Les 
resuLtats internendiaires et te resuttat final
 
et evatue resuLtat obtenu, en comparant Les objectifs atteints
/7 co 

aux objectifs
 

prevus. :omme 
le suivi le but de 'evaLuation est 
de repLer te syste'ne. :lais 
te point de vue est beaucoup plus long terme and oriente vers L'ametior.ition 

de la progranmation des activites et des projets suivantes ;fL'tut quo vers Les 

actions encours. 

.3chcmatiquement on peut depeinore te processus comme te suivant:
 



C-2 DLAGIN C-I: Tneoretical i apport Between Planning, 


ImpLementation, "onitoring and .valuatlon
 

e:
=tdes 

Ptant ~ication 
Evaluation
 

P'rogrammeos Cmt 
rendus tats 

L i Execution et 

A la SOM[VAC, cette demarche se compLique par Le fait qu'it re s'agit
 
pas seulement de mesucer, 
 quanti tativeaent et quaLi tativement, une production
nateriele don'e siur une petite periode, mais unaussi impact- long tenme sur 
une modification pragressive et profonde d'un miLieu. Dans le forme its se
 
complique par t'exi.;tence simuttane'e des unites 
techniques au niveau 
du Si ;c
 
(DAR, DTO) auet nivvau des projets (par exernpte, au PIDAC, les Divisions
 
Cenie Rurale et Xgro-Iutgarisation). 
 It y a La une duplication qui peut etre 
nuisibto a Iefficacjte du 
systmcne, par le ratentissement des informations 
et 
le manque de souptesse dans 'exe'cution (peut-etre aussi 
par une dilution
 

des responsabi tites).
 

keconn.,issant cependant La ne'cessite d'une coordination centrate des 
activites et d'une supervision pernanente des operations, nous preconisons 
que Les directions teconique centrates (pour toutes les opeIrations) snient 
chargee avec un L)ersonneL reduit, mais tres competent, des etudes techniques 
d'une certaine ampLeur et de teur faisabiit/ de La coordination des programmes 
d'execution; et de La supervision du suivi des operations. Les Services 
Techniques speciaise's par projet devraient etre, charge's de la preparation et 
L'execution des programmes, le suivi des actions en -tcours Les compte-rendus 

periodiques. 

Le schema deviendrait ators, a La SOMIA\C, te suivant: 
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Diagram C-2: Rapport Between Planning, Execution, 

Monitoring and Implementation at SO.,1IVAC/PiDAC 

• i rec teu r 

'General 

Co[,nscieon .(' ecisions >:ue 

-qtani fi ca ion Res iz e--n va Lua tions 

P rog ramma t ion 
itobate 

-N / 
/ 

DTO /DARIl 

Etudes Techniques 
P rag rarrneas

~~Coo rd£ na tion 

.Supe2rvision 

Autres 

Execution Execution Exccution Execution 
Suivi Suivi iuiviU v 



ANNEX D:
inl tlie Estimated f DR e n d e da Reaona mipnCa sa c Cost 
ec O1 Cha nin te Csamnce eojriaDevelopmenlt ces 

Pro ject 

1. 
 Travel Allowances:
 

The chefs de zone and intendants de zone suggestedtheir travel thatallowance of 15,000 F.CFA per monthgasoline to covetand repairs for their inotorcycles is insufficiert.They argue that they have a larger area to covetextension than theag en ts and shouLd have a Larger Illowarce.agree teand suggest that the zone officials be gi:etitional In add­5,000 F'.CFA pet month. ThIs wi IIpurchase about nabLe them to18 mlnore tters ) gasoline .)er monlth substantiallycreasing in­their mnobility. We further suggest thattension the ex­service conduct a stud, of the nuber-r of tomornth agents [ometoes pertravel. in their yo rk us ino icttuail o-)rigins anddestirat ions of Work t ,IILatC.j th rrI1 s 0-. tI eSthe pe r - km cost of i, s ,::cfeeds he I lu uance less,8000 F . CFA sa;',for repa rs th(n ( h11 1o1waIce s houl. befurther. ra i sedWe do not think t will. The total cost of thissuggest-io. would be around 35,00o per year. 

2. Eou iomen t oe rr -i tLDa i(e 
a. Vehicles. Judget ing should be done now forthat the vehicleswill be fL].lv imort ized befote the pro cttable is over. Theon the foLlowing page shows the distribution
needing of vehiclesrenewal by year and IgetcV, along With estimatedof Procurenierit costs . Thte cost r)f t his rcornneridat ion would be
S210,000 through 19,85. 

j/ Assuming 350 F.CFA/$US.
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Table D-1: 
 Project Vehicles Neediria Replacement
 

By Year and Aaencv 

Ao encv
 
Calendar 
 SOMIVAC 


Liaison
 
Year Headquarters 
 PIDAC 
 ISRA 
 Office
 
1983 3 pickups (21)1 / 1 truck (9)
 

- I Sedan 6) 
 1 Sedan (5)
 
1984 
 1 4WD (15) 1 4WD (15) 1 Sedan (5) 

i St. wagon ( 8) 

1 Sedan1985 (5) 	 3 trucks (60) 1 pickup(8) I pickup 

1 Sedan ( 5) 1 van (7) 
I St.wagon( 8) 

3 pickups (24)
 
a/ Figures in parentheses are the estimated cost 
in thousands of $.US. 

b. other Equipment 

The variety of equipment provided the project is enormous, and
it depreciates at widely different rates. It is, in general, longer­
lived than the vehicles, with 	 an average life of six to ten years.
To provide for replacement of 	 non-vehicle ecur pment until the end of 
the project we propose that a fund, under the? absoLute cont rol of the
 
USAID project manager, 
 be earmarked foreipLacing WOt n-olit equipment.
A very rough guess is to the size of the fund is .{a, :i)i 135,O00 or 
so should go to PIDAC, $15, to ISPA. 

3. Comouters for DEEP rid the -INatic a L Setv'c 

The computels currantIin IstaLLedpurpose for iwhich 	 it DEEP Are inadequate for tilethey we.re innt nde-d: It'aysis 	 setsff 1he la rge data 

that the various surveys and studies of DEEP have generated ,See
Sect ion X) . If the%,y arp rplaced by T!3 AppLeT, or persoia coipu trs 
the total cost would be, iio,it 112,5,)o (U.S. retail incLuding 
soft war. 

The Radio Shack computers ire 	 likely to be much more appropriate
for the purpose of helping SOMIVAC and PIDAC in their efforts to 	get 
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their accounting, financial planning and monitoring activities
under control. 
 Additional 
software for 
this would probably
$1,1o] . Facilities, staff, and fouL 

run around 
.;ontnls Jf LuI-,,Lo( " -cnnlCaL assist­ance would raise the total cost 
of this recommentation to around
 

$80,000.

Some training would be needed, both to convert 
the operators
of DEEP's computer center to 
the new computers and to 
introduce
the accounting 
i-d monitoring unit's staff to the Radio Shacks.
The 
Ecole SuDerieure de Gestion de l'Enterprise should 
be able
to handle both tasks. 
 There should be 
funds available 
in the


Participant Training 
line these expenses.
to cover 


,4. Permanent Data 
- Gatherina System
 

In Chapter X we recommend 
that DEEP be glven the 
resources
to establish a system to 
maintain the flow of 
reliable statis­tics on the 
rural section 
in Casamance. 
 Details and 
justifi­cations are 
found there. The 
total cost 
of this recommenidati
 
will be around $25,,JOU per year.
 

5. Productivit' 
Bonuses
 

No more than one-third of the ernployees in a cost centershould benefit 
from these bonuses in any year; if more do, thebonus will 
rapidly become another normal, e:xpected addition

the salary rather 

to
 
than a reward for special productivity. :t
 goes without saying that the cr'teria for ,w.rdinathe primesshould be well understood both by those elicible for them
 

(everyone) and those responsible for t hem. !/
 

The amount should be 
 quite generous_-_'-Ih
a s a ma::imu~M 'Dfone mornth's salary awarded in ha l-'vear rourds; "here is reason why the 

no 
same pe-son could not get 
t h. >c nus t wice a yeitr.Government guidelines permit a ma::imunn of 7 per cent of the 

1/ Each level in the administrative hierarchy shouldallocate meet andthe bonuses to the love.Ibelow them. of 
of emulovees immediatL[.The Director PIDAC would have to give
approval final
for bonuses awardedDirector Jeter, 

to his personrnel and theof SOMIVAC WoulJ havethose final approval forawarded tL_ ,roject diroot K' s orstaff. S'-.A. C hadquaters,The percentage eligible for the....ards Should b
samef wit hin each thelevel of t he hlerarch, . 
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wage bill to 
be used for bonuses with no specification of how
 
it is to be distributed.. Assuming that 
the average monthly
 
gross salary at PIDAC is 75,000 F.CFA (we could not obtain this
 
information precisely, but 
the true figure is surely not far
 
from this), the 
fund needed for the approximately 170 PIDAC
 
employees would be 8.5 million F.CFA. 
 Extending this to
 
SOMIVAC's 125 employees (whose average salary is surely higher
 
because it has no 
field workers) would add around another
 
7.5 million F.CFA. 
 The total cost of this recommendation will
 
be around $45,000 per year.
 

6. PIDAC Monitorino and Liaison Unit
 

The senior moritoring/management specialist 
to be assigned
 
to the 
proposed PIDAC Monitoring and Liaison Unit will replace
 
the departing seed production specialist so there will be no
 
net increase 
in technical assistance costs 
for the PIDAC com­
ponent . The unit wi li, however, need a staff, a vehicle 
and
 
funds for carrying out Limited, ,d for mal d
wel arqet z infoir"a 
surveys. It will need to hire a programmer to enter arid
 
routinely tabulate data from 
the monitoring systems put in
 
place so as to provide the Director of PIDAC with prompt 
and
 
regular feedback on the performance of key project components.
 
Given the time required to recruit a new specialist, we est i:'at,,
 
that $50,000 should covei the idded costs ca.used bv he un:t 
over a !:-'ear period to the end of Phase I of the pro ject 

7. Prototvue Test ina Fund 

This component will facilitate the testing of promising 
prototype investments under actual field operating conditions 
in order to simulate as much is possible likely isnpLementat ion 
problems related t specific technologies. HAPZA already has 
limited financing to do this but the scale permitted by that 
source is not su- icierit to replicate field operat ing condit ions. 
This component wi 11 provido $1O30,Ol() over the remal nder f the 
project for such purposes. 
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8. SOMIVAC Oneratina Costs
 

USAID has hitherto avoided direct 
funding of the operating
 
budget of SOMIVAC headquarters. One justification for beginning
 
to do so is to induce SOMIVAC and GOSthe to go ahead with the 
administrative reforms necessary to overcome critical imple­
mentation problems. Another, of course, is 
that the project
 
does make demands on SOMIVAC headquarters in terms of counter­
parts, support staff, etc., 
 that SOMIVAC would not have to
 
provide in the absence of the project. 

We believe that for the regional development agencies in
 
general, and SOMIVAC in particular, to have chance of con­a 
tributing to the success of 
projects under their jurisdiction,
 
donors either must share in the 
costs of running the agency
 
or work to abolish it. Since any 
 manor change regarding SOMIVAC 
will most likely not come until a possible second phase, we have 
budgeted for the former. Thils may help SONIVAC in its quest
 
for autonomv, ind help itc, itt ract hold aind
and cnmrpetont 

motivated 
 technical and idmilistrative staff. USAID may, however, 
wait to withhold making this contribution unt ii substantial
 
administrative 
 reform is imminent. 

We therefore suggest that (JSAID contribute t-, SOMIVAC
 
headquartors an equal
amount to one-fourth of orIatits ing
 
budget to be used onl, for non-saLary perat 1110 costs. This
 
would amount to 54 million F.CFA or about 150,o0o1 pr year 'based 
on the 1982/83 operating budget for SOMIVAC hea dquaiters. 

9. Continuation of ('SAID Payment of 3OS Count erpart Cont ribut ot 

For reasons given in Sect ton XIV. of Ihe report, we 
recommend that the US continue t, relieve tilt- 3S -f its ob­
ligation to contribute 61 million francs per ,(ear to PIDAC's
 
operat ing budget unt i I the end of the pteject . ThIs would Add 
about $200,000 per year to operating costs to be ma riced by USAID. 



ANNEX E: Ways to Raise Peasants, Share of Recurrent 
Cost Financina 

The project has been implemented too slowly to envision
 
a set of charges for services rendered by the project in the
 
next two years. 
 The Phase II design should, however, envision 
that some of the services for which benefits 
accrue to easily
 
identified individuals should be 
paid for by the beneficiaries
 

themselves. Some examples follow.
 

Improved seed, should 
be sold to users at a price sub­
startially higher 
than the seed available off-project to make
 
a contribution toward 
the cost of running the seed farm. 
 ihe
 
demand for good seed 
is probably fairly price-inelastic now
 
that its success 
has been demonstrated 
for rice and corn. This
 
would also ensure that improved 
seeds do not get consumed.
 

Credit for machinery aind current 
inputs -hould be i
 
self-sustaining 
pertl inn. Agricultural implments 
are ti'e
 
subsidi.:od, r-tIa. I ',a o ather 
 regions, b-ecause they ire sold
 
to peasant 
s at PIDAC cost, which is dutyv-free, exluding tiransport
 
costs. This policy should 
be pr-ogressively reversed. At 
t he
 
same time, the interest 
Late should be at least 
as hih as that
 
available from 
the regular government credit program. The
 
equipment ind interest 
 rate charges combilned should be high 
eC' tiltto 11ake theO t-Od it Fund self-sustairii tig, inc luding 
administ rat ion costs incurred by the Intendance et Cooperat ion 
Sect ion as isell inf aid leals at ion !tosses. 

Health Services should have orpart all ,of theiL npetatinc 
budget firnanced by modest conrrrbutions by the affected popu-
Lat ion, as h,? PP seams 0o sucgaest. he key to -fself inanci no 
of this kitnd of act ivit .., is to minimize permarlent cetltraLIzed 
staffing. The village PPNS, pharmacies, etc., will have 
difficulty 
In sustainino: themselves, let alone a regional ad­

ministrat ion.
 



ANNEX F: Comments on SOIVAC's Ptoposal on the
 
Reprogramming of Project Funds
 

On the basis of the data in Table F-i 
SOiIV.C argues that 
the project should be
 
given more money than the original 
$23.71 million because ISILA 
will exceed its
 
original budget, while PIDAC and SOMIVAC Siege will 
remair, within theirs. Certainly 

it is true that ISRA's budget rises in 
the proposed reallocation as a result
 
o.f increases in technical 
assistance ".na'operating costs, but 
the same is true of
 
PIDAC. Nioreover, SOMIVAC/Siege's technical 
assistance budget rises by more than
 
t-ither of the other agencies'. 
 PIDAC will stay within its 
budget by reducing
 
construction expenditures (by doing the 
wor; itself) b7 an amount just about equal
 
to the increase in Technical Assistance. .r'1 1AC headquarters manages 
to increase
 
technical, 
assistance and participant trainine bv 
utilizing the reduced 
budget
 

allocation for studies.
 

;s the agency charged with the execution of the studies, SOIVAC claims 
that
 
the savings of $2.375 millior 
should be allocated to it. 
 The team rejects this
 
argument and 
suggests that the funds be considered fungible. It should be noted
 
that the Project Paper did not include the budget
studies in the SO.HIIV,%C line
 
item so SOMIVAC's claim to the unspent money is scarcely supported. There may be 
good reason to support the activities of the SOHIIVAC headquarter, !,tt USAID
 
s'houId fund only those well-defined activities which 
help the project progress 

towards its objectives.
 

In fact, several items in the project budget should benot allorated amon;
 
the various agencies at all, 
notably project management, contingencies and 
inflation allowances. Even the large Ilarza portion of the Studies line item 
($3 million) is not 
truly under SCMIVAC's control in 
3 meaningful sense, because
 
Hlarza is an independent contr:ator. 
 Perhaps a net; 
column entitled "unallocated"
 
or "joint budget" would be 
an appropriate way to handle these funds, about whose
 
utilization USAID should be able to 
take the initiative.
 



TABLE F-1: SOHIVAC- VIo, s1l FHor kcarran ig The Allocation of y~xt .ral Filnanci.n for thelower Casaance Itur.il fIevelornent Project; las. 1981 to Junc0 1989 

51 'o)n
11HIVAC/ s 

,IeaiquarIt er I"l"'-lro- S .. v.. l ..... r St. 
Pro- roo--

Ii., 

.AT Anto 	
1i t -,

4-1'evisdistI ta.,ntct te.v.I !(evls .vr.d Revise,!Revised 

- long ter1 720 1,94 .01 .900 60
 
- short ter 465 200 
 280
 
- 1.189 2ub-tot.7.174 1.900 7.100 R880 40• .	 3 *5" 9.62 t 

2. Training
lng terna 42! 54 276 280 !41) 

- short term 104 00 209 121! 120
 
-sb t.! 521 845 n
485 40 260( 270 1. 1

3. Construction 
 1.16' 1.105 1,20o 605 %18 
 518 
 2.Sdl 2.228
 

4. Equipment 470 396 1,031 I *Oroo 227 190 85 69 1.R!! 1 6545. Small Projects 
 80 150 273 
 3 

6. Operating and In-	 - 4.183 458vestment Budget 
 3.857 4.,087 255 %O00 
 71 
 4.l]
/.5)89
 

7. CredIt 1.250 1.250 - - 1.250, 1.2 0 
8. 	 Studies 6.0OOn 1.625 .
 7-6 6.06 1 3.700
79 

9. 
 :onage.senc 959 673 ­180 1, is') 1.332 
tO. Contingencies 175 .164 4.10 762 107 11 
 116 2(13 2.042
 
II. Inflation 
 250 - 1.217 I 138 
 j 1.6-,5 

CkA h'rTU.AL ).950 9 5r 1190 0n (11 l(o 2,385 3.012 279 27' 23.710 14.337 

1/ The budget for PIA( includes fin.cing fot the rural healt, vunponent amounting to St021.0'o ol hich 51S2.000 is fortechnical assistance for the pTep.aration of the proi-ct and 5869.00O for the cvoponent itself. 
2/ Program-ed In the grast agr,-ent of Augost "9. 1,17 

I/ Total expenditures Incloitlng revisions up to June 3n, 19R$.
 

SO1t111-: SUMIVAC I'lanning ,dvisor
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Annex G: 
 Partial List of Persons Contacted
 

SOMIVAC:
 

Mr. Bacary Coly, Director General
Mr. Simon 3adji, General Secretary

Mr. Adama Tounkara, Planning Advisor

Mr. Charles Joyce, Planning Advisor

Mr. Mamadou Tourd, 
Agent Comptable Particulier (AC-)
Mr. Moussa Diaw, Chief of Administrative and Financial
 

Services
Mr. Nassardine Aidara, 	Director of the Division of Rural 
Structures (DAR)Mr. Moustapha Sarr, 	Director of the Division of Studies,


Evaluation and Planning
Mr. Moustapha 3odian, Director of the 
(DELT)


Division of Technical
 
Operations


Mr. 2adji, Motor Pool Coordinator
Mr. Charles Bush, irrigation -ngineer, DAR; SE7D team 
leader
Mr. Yaya Diallo, DEEP Documentation 'enter

Mr. Salif Diedhiou, 
Eureau of Training
Mr. Andre Dieme, Chief 	Cperator, DEEF computer center
Mr. Mourtalla Diop, 'arketin,7 SectionMr. Doudou Fall, computer operator. DE71i computer centerMiss 'Millie 3adbois, Statistician, DEEP
Mr. Sidi Gueye, Agronomist, DEeP

Mr. Thilot Hatsius, DEEP 
Mr. Kasse/, DEEP 
Mr. Hans Kauffman, Head, Training Office

ibaye Kebe, Statistician, DEEPMr. 5ernardin Sambou, Sociclogist, DEEPMr. Oussmane San-, Sociolorist, DEEP .r. Sow, Assistant to Comptable ParticulierMr. Zussmane Toure, 
7ureau of Training

Mr. C'arl ':ells, Veterinarian, DEEP

Mr. Tom "/hitney, Evaluation Specialist, DEi'
 

PIDAC 

M:r. Pierre Tendeng, Director
 
Mr. Mamadou Salif Tiodian, 'hief Accountant

,ir. Alfousseyni .!ane, Chief of Division, A-ricultura 

iM-r. 
Mr. 

ExtensionHuan Dinh Truong, 'Chief of Division, Rural n-ineerinzMoustopha diaye, 'hief of Service, intend3-e and 

Mr. Lassana Ba, Chief 
'ooperat ives
of Zone, Cussouye

'r. Kenio Badji, Literacy Teacher, Sue!
 



PIDAC (Cont'd):
 

Mr. Francis Igo Huy san, Head, Plant Protection Section,
 
Agricultural Extension Division
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