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NIGER CEREALS RESEARCH PROJECT
(683-0225)

PROJECT EVALUATION SUMMARY (PES) UPDATE - PART II

13. Summary

The Niger Cereals Researcn Project (683-0225) was authorized in 1982 for
a ten year period. An AID grant in the amount of $ 10.6 million was apcroved
for the first five years. Technical assistance is provided througn a
Collaborative Assistance contract between Purdue University (with the
University of Alabama as a sub-contractor) and the National Agronomic Research
Institute of Niger (INRAN).

The project purpose is to Aevelop INRAN's capacity to undertake cereals

research programs whose results can be effectively disseminated to farmers
through existing extension and cooperative systems.

During the first phase, project efforts have focused on three broad areas:

1. Growth and development of INRAN's capacity to manage its research
program, resources and linkages to other institutions.

2. Growth and development of INRAN's ability to support its research
efforts through supoort service functions, i.e., soil and plant analysis, food
grain quality analysis, data handling and statistical analysis, library and
documentation services.

3. Growtn and development of specific activities oriented toward the
development of a comprehensive, integrated and systematic approach to research.

The project has made significant progress toward achieving the desired
outputs, but it is distributed unevenly among the three focii. Specifically,
NCR has:

1. initiated research programs in three major areas: production
systems, crop improvement and farming systems. These programs are designed to
increase small farmer productivity;

2. established linkages with intermational agricultural research
institutions;

3. improved support services to research in the areas of data
management and statistics, cereal quality analysis, soils analysis, in-gervice
training programs;

4. provided long and short-term training;

5. provided infrastructure support in the form of commodities
procurement and construction:;

6. achieved modest improvements in INRAN's capacity to administer and
manage its research programs and resources.



Wnile progress nas been made toward the achievement of NCR objectives,
perhaps the most significant changes have been attitudinal: acceptance by
researchers of a multidisciplinary approacn to research and acceptance by
policy makers of the necessity for institutional reforms. These accomplish-
ments are important steps in the institutional-development process but further
effort is required,if these achievements are to become self-sustaining.

Tne mission Evaluation Cammittee recommends the following:

1. USAID support to INRAN should continue and the camitment should be'
long~term in nature;

2. Future support should build directly on progress made during the first
phase of activities;

3. Research programs created during the first phase should be continued
with some modifications to reflect progress made‘and/or lessons learned.

4. Creation of strong researcn-extension linkage should be a major
objective of the follow-on activity.

5. Future activities should place much more emphasis on improving
administration and management capabilities, achieving financial management
rezorms and decentralizing program management.

6. Training should continue at all levels; lower-level cadre (field
agents and extension workers) should receive particular attention.

7. Design of the second phase shculd begin now, in order to avoid a break
in activities.

14. Evaluation Methodology

On April 29, 1986, the Applied Irrigation Research and Coordination
(AIRC) Project Identification Document (PID) was reviewed in AID/Washington.
The ECPR approved the project and recommended it be incorporated into Phase II
of the Niger Cereals Research (NCR) Project. The ECPR also recommended that
the 1985 NCR evaluation be updated by USAID/Niger and submitted to
AID/Washington for review.

Following the guidance presented in State 147613, this report (1) sum-
marizes progress made to date toward the achievement of objectives of the
Niger Cereals Research Project, Phase I, (2) assesses action taken on ,
recomrendations made in the mid-term evaluation that were accepted by USAID,
the Government of Niger/INRAN and Purdue (Annexes II and III), and (3) makes
recommendations for Phase II activities. Sources of information include
numerous discussions with INRAN and NCR staff, field visits, internal and
external project reviews, INRAN and NCR technical reports and an in-depth
institutional analysis of INRAN conducted by an outside consultant (Annex I).

15. External Factors

A. During the twelve months since the mid-term evaluation, a number of
important developments exerting direct impact on the project have taken place:
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a. GON committment to agricultural research policy reform

In early 1986, the Government of Niger signed the Structural Ad-justment
Program (sap) thereby formalizing its committment to agncultural research
policy reform. The four point agricultural research policy reform program
calls for INRAN to (1) define and rank by priority overall research
orientations according to needs identified jointly by researchers and users of
research results, (2) define and rank acocording to priority the research
rrograms within the major research areas, (3) determine accurately the cost of
each research program, arnd (4) determine recurrent costs levels. The con- ,
ditions established in the SAP directly reinforce NCR project efforts (a) to
improve INRAN's capacity to administer and manage its research programs, and
(b) to develop priority agronomic research proqrams oriented to increase
small-scale farmer productivity.

b. Change in INRAN leadership

The present director general, appointed in mid-1985, has brought a new
type of leadersmp to the Institute. Partially a matter of his personal style,
the change is more indicative of clear GON understanding of the kind of
leadership the Institute needs in order to achieve critical institutional
development goals. In terms of exerting impact on tne achievement of NCR
objectives, INRAN is now strongly committed to st'_rengt‘nenmg horizontal
lmkage= between GON agenf*les, improving overall management capabllltles and
upgrading researchers' credentials. INRAN played the lead role in the recent
creation of the Inter-Ministerial Comnittee on Agricultural Research. INRAN
supports the activities of administrative and technical committees created
under NCR. In recent months, INRAN has named five participants for doctoral ,
studies, has become open to the revision of financial management practices and
is working to create incentives for researchers.

c. INRAN's Increased Capacity to Perform Economic Analyses

INRAN has completed the installation nf computer systems and has
conducted two in-country training programs in data management and analysis. In
January 1986, personnel from INRAN's Rural Zconomics and Agronomic Research
Divisions participated in a microcomputer workshop conducted by Ithaca
International Limited with funding from the USAID/GON Joint Program Assessment
of rural sector activities. Participants learned to use the LOTUS budgeting
program to construct single crop and whole farm budgets and to identify and
present the assumptions behind each budget. The seminar provided INRAN
participants with a valuable tool with which to process and analyze data
generated by NCR farming systems research.

B. The assumptions outlined in the project paper remain valid. The
assumptions for achieving goals are:

1) rains arrive on time and in quantities needed;

2) GON price policies remain attractive for farmers;

3) tne marketing system maintains current level of efficiency;

4) GON committment to attaining food self-sufficiency remains high.
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Tne assumptions for achieving the project purpose are:

1) adequate INRAN budgets continue;

2) other donor support does not decrease significantly;

3) extension programs develop capacity to utilize more information:
4) inputs are available to producers.

The assumptions for’ achieving projected outputs are:
1) INRAN accepts the idea of interdisciplinary researcn efforts:
2) GON provides adequate financial resources to INRAN;
3) INRAN can justify and release sufficient numbers of individual:

for training;
4) Cooperation with GON extension programs is forthcoming.

16. Inputs

Projected Inputs Progress Made

Twenty-four years of

technical assistance
Acting on recommendations made in the
mid-term evaluation, a new chief
of party was recruited. An office
manager/accountant has been recruit-
ed. The Junior Agronomist completed
his contract and has been replaced.
The sorghum breeder, agronomist and
ag. econamist will remain until the
end of the Purdue contract. Purdue
recruited a secord agronomist, who
subsequently reversed his decision
to accept the position; Purdue is
recruiting another candidate.

Fifty-three person-months of The project has provided only six
short-term technical assistance; months of short-term T.A. in

library and documentation services,
intercropping, cereal quality and
computer training. However, NCR has
arranged a number of consultancies
by INTSORMIL and was a key organizer
of the 1985 INTSORMIL Workshop held

in Niamey.
Three research associates for The project has provided two pesearch
four years; associates to date: The first studied

host plant resistance in cowpeas (24
mo.). A second associate is now in

country studying Striga (5 mo.)



Twenty scnolarships at the B.S.
M.S. and PhD levels

Thirty persommonths of short
term training;

Twelve in-service training
programs;

Commodities, equipment, supplies
vehicles;

Remodeling and expansion of Kolo
research station, construction of
omputer facilities and library:

All 20 of these participants

are in training. Four are presently
conducting thesis research in Niger
Acting on the mid-term evaluation
recommendation to increase the number
of participants, 15 additional
scholarships have been added, 8 at
the PnD level, 7 at the M.S. level
Five PhD participants have been iden-
tified by the GON and will leave in
1986. These scholarships will be '
funded by $1.4 million made available
by the renegotiation of Purdue
University's contract.

Twenty person-months have been
frovided in the areas of seed
improvement, FSR, cereal quality,
fertilizers, field trial design,
microcamputer applications, project
analysis, irrigation design, millet
quality, information management and
dissemination and laboratory tech-
nique.

Six in-service training programs
were conducted during the last year
in data management, plant breeding
techniques, farming systems research,
agronomy and cereal quality analysis.
These bring the total number of ISTs
to eight. In 1935, a regional work-
shop was conducted to train mid-level
technicians in plot techniques. A
second seminar was conducted on com-
puter training.

Commodities and equipment purchases
are on schedule. At the time of the
mid-term evaluation, 7 vehicules had
not yet been purchased; At this writ-
ing, 5 of these have been delivered,
the remaining two are on order.

Remodeling and expansion of Kolo
research station, and construction of
computer facilities at the soils lab,
INRAN headquarters and Tarna research
station have been campleted.

Library construction will begin in
November 1986 with completion
expected in March 1987.



Contracts for research services
of CRSP programs or other inter-
national arganizations.

17. Outouts

Project output targets

a. Growth and development of INRAN's
capacity to administer and manage its
research program, resources and link-
ages to otiaer institutions.

NCR provides funds for a cooperative
agreement between Texas A+M Research
Foundation and INRAN Soils Lab.

The purpose of the agreement is to
re—~orient laboratory activities
toward those that directly sup~
port applied research and to
develop the lap's capacity to
provide accurate analyses in a timely
manner. NCR has also developed link-
ages with the TROPSOILS, INTSORMIL
ard Peanut CRSPS, ICRISAT, IFDC,

and IITA.These are descrihed in the
mid-term evaluation.

Progress made

As forseen in the NCR PP, develop—
ment of INRAN's administrative and

‘managment capacity will require

a long-term committment py USAID.
Nonetheless, during the last two
years, modest but significant pro-
gress has been made in this area.
Technical and administrative

working committees established

under NCR have been accepted by
INRAN and have made decisions on
commodity purchases, short-term T.A.,
improving financial management and
planning construction of the library/
documentation center. The irrigation
technical committee actively partic-
ipated in tne Applied Irrigation
Research PID design. The training
comnittee prepared long and short-
term training plans. Another area
indicative of improved management
capacity has been INRAN's ability

to successfully expand the FSR
program. In 1985, 4 on—farm trials
were conducted in 4 locations
representing three agro-ecological
zones. These trials included fer-
tilizer application, intercropping,
animal traction on sandy soils and
improved varieties. In 1986, 6 trials
at 5 sites will examine dwarf millet
with cowpea, varietal resistance to
millet head borer, urea placement,
improved cowpea variety at lower den-
sity with insecticide application,

arnd a comparison of ULV with Electro-



b. Growth and development of INRAN's
ability to support its researchers'
efforts through service functions:
i. expanding library resources
and tneir accessibility;

ii. strergthening plant and soil
analysis capability;

iii. development of food grain
quality analysis capacity;

dyne applications.

Twenty long-term participants are
being trained in agronomy, soil and
crop science, agricultural econamics,
plant pathology, statistics, plant
breeding, entomology, weed scoence,
food science, soil/water management,
soil chemistry, soil fertility, and
irrigation. Participants will begin
returning to Niger in 1987. Twenty
person-months of short~term training
have been provided in the areas of
seed improvement, FSR, cereal
quality, fertilizers, field trial
design, microcomputer applications,
project analysis, irrigation design,
millet quality, information manage-
ment and dissemination and labor-
atory technique.

Linkages have been established with
'TROPSOILS and INTSORMIL CRSPs, IITA,
and ICRISAT. Maradi Rural Develop~
ment Project will jointly conduct
FSR trials in 1986.

A working committee has been estab~
lished on library and documentation.
The committee recently selected the
site and approved architectural plans
for the library/documentation center
to be constructed under the project.
The committee procured a short-term
documentation specialist in 1985

A Cooperative Agreement supported by
NCR funds was signed by INRAN and the
Texas A & M Research Foundation in
late 1985. Its objective is to re-
orient lab activities in order to
better support agricultural research.
Inputs provided under the Agreement
include long and short-term T.A. in
soils chemistry, soils physics, soils
fertility, training for laboratory
technicians, training in equipment
maintenance, rehabilitation of
selected equipment and commodity
procurement.

Through the provision of short-term
T.A., in-service training and com~
modity procurement, INRAN's cereals



iv. increasing data handling and
statistical analysis capability;

v. improving the in-service train-

ing programs for research support staff;

vi. expanding availability of farm
machinery for support of research.

c. The growth and development of
specific activities oriented around

a camprehensive, integrated and systemic
approach to research:

18. Purpose

qi:ality laboratory now provides
support to INRAN's millet and
sorghum breedirg programs.

Microcomputer systems have been in-
stalled in tne Rural Economics
Divisions at Niamey and Tarna and
at the Soils Laboratary. In 1985~86,
two short-term consultancies and two
in-service training programs have
provided INRAN personnel a found-
ation in descriptive statistics,
ANOVA and budgeting and a compre-
hensive computer-based data manage-
ment system.,

Eight in-service training programs
in the areas of plant breeding
sorghum testing for food quality,
FSR techniques in agronomy and agri-
cultural economics, data management,
and data ocollection have been con-
ducted. Successful expansion of on-
farm trials, better management

and supervision of trials by tech-
nicians, higher quality of data
collection and management indicate
improvement in in-service training

programs.

Apart fram procuring two tractors,
this objective has been virtually
ignored.

Farming systems data collection
and analysis is underway in three
departments and two ecological
zones.

On-farm production systems research
is being conducted in three ecolog-
ical zones.

Cooperative experiments are con-
ducted with ICRISAT, TROPSOILS,
INTSORMIL and regional product-
ivity projects. - )
Five technical committees have
been formed: millet, sorghum, .
leguminous crops, irrigated crops
and farming systems research.

As stated in the Project Paper, the purpose of the Niger Cereals Research
Project is "to strengthen the capacity of INRAN to undertake cereals research
programs whose results can be disseminated to farmers via the extension and

cooperative systems."

End of Project Status (EOPS) conditions and progress

made toward achieving these conditions are listed below.



End of Project Status

2. Three major research areas will
been created and oriented to
increasing small farmer productivity.

i. creation of iﬁterdiciplina.ry cTop
improvement research program for millet,
sorghum and cowpea.

ii. farming systems research in two
adninistrative departments

iii. cereals production system research
program in at least two ecological
zones and regions (departments).

Progress Made

Three major resszarch programs
oriented toward increasing
small farmer productivity have
been initiated:

A sorghum improvement program
comrising date—0f-planting-
and-variety trials, yield trials

and breeding nurseries is underwéy
on INRAN stations and sub-stations
throwghout Niger. Fl hyprids have
been developed. Nearly 200 are being
evaluated in 1986

A cowpea improvement program is
underway in Maradi and Niamey
departments. Efforts are focused
on screening for thrips resistance
and preeding for bruchid beetle re-
sistance.

The millet improvement program

is conducted by host country
national researchers. Its principal
efforts include breeding for head
borer resistance and shorter cycles.

Farming systems research is being
conducted in Niamey and Maradi
departments.

Trials are being conducted on millet-—
cowpea intercropping, urea
application methods, animal traction,
crop loss assessment improved
varieties and pesticide applications.
Cropping. systems budgets and labor
profiles have been developed for

six villages along the Niger River
and three villages in Madaroumfa.
Model farm types are being developed
with these data. ,
Marketing studies (price information
and quantity data) and agricultural
transactions surveys of these same
regions have been underway since
1984.

Cereals production systems research
is being conduct=d in three agro-
ecological zones.

An intercropping trial oconsisting
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of plant density, planting geometry
fertility and varietal factors was
conducted in 75 villages under
farmer management in 1985. A
researcher managed fertilizer
application methods trial was
conducted in these same villages.

b. The administrative, technica! and Administrative functions have
support functions amd structur.s will been strengthened by the creation
have been strengthened and oriented of working committees and by
to ennance tne productivity of INRAN' the institution of some improved’
and the scientists working for it. financial management practices.

However, more training, a larger
staff — more time --is needed in
order to realize major progress in
this area.

Technical skills have been upgraded
for researchers, field agents and
laboratory technicians via technical
assistance and training. Considerable
progress should be made as long-term
participants return to Niger to work
for INRAN.

. INRAN's capacity to support research
with services has bean strengthened:
the cereals quality analysis lab now
functions; the soils lab is being re-
organized; the Rural Economy Division
has developed a fourdation in
camputerized data management and

statistics.

Strong national research/extension - National research—-extension
linkages will have been established linkages remain weak, in part
under the overall National Cereals due to the delayed start-up of
Program and additional linkages with the extension component of NCR's

several international entities operating companion project, Agricultural

both within and outside of Niger will Production Support. Also, NCR is

have been strengthened. conducting on—-farm trials; it
is not quite to the point of
beginning demonstrations. Linkages
with international organizations
have been significantly strengthened
under the NCR project. INRAN has
established long-term relationsnips
with ICRISAT, IITA, TROPSOILS ,
INTSORMIL and the Peanut CRSP.

19. Goal/Subgoals

To assist Niger in acnieving self-sufficiency in food production and
improve rural standards of living.
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Progress toward achieving goals

The development of better agricultural technologies is essential to the
achievement of increased productivity, hence to food self sufficiency ard a
h’gher standard of living. Development of INRAN's capacity to undertake
applied agricultural research programs is, likewise, a critical step in the
achievement of Niger's primary long-term development goal. NCR has contributed
to this goal through (1) the creation of three major research programs
oriented toward increasing srall-scale farmer productivity, (2) training of
INRAN personnel at many levels and (3) by providing a highly skilled
milti-disciplinary team of technical assistance.

20. Beneficiaries

The direct beneficiaries of the NCR project are (1) the National
Agronomic Research Institute of Niger (INRAN), 2) INRAN professional and
technical staff, 3) recipients of long- and short-term training provided under
the project. Other direct beneficiaries include the national agricultural
services, particularly the extension services, regional productivity projects,
international agricultural research organizations active in Niger and the
Agricultural Support Project. Principal indirect beneficiaries will be the
farmers of Niger who increase their agricultural production by adopting new
products or practices developed through agricultural research. Other indirect
beneficiaries include consumers who benefit from improved nutrition due to a

more adequate food supply.

21. Unplanned Effects

In 1986, for tne first time, INRAN, QiRHA and the line services of the
Ministry of Agriculture conducted joint annual technical review and planning
meetings. The decision to combine meetings .that had always been held
separately was largely influenced by INRAN, which supported a multi-
disciplinary approach to planning of national rural development strategies.
INRAN's position reflects the degree to which the Institute has accepted the
principle of an interdisciplinary approach to the design and execution of
agricultural research programs.

22. Lessons Learned

Improvement of administrative and management capabilities is an important
institutional development objective of this agricultural research project.
Wnile expatriate researchers may offer host country colleagues valuable
guidance in program planning, organization, determining logistical support
rejuirements, etc., the design and implementation of administrative and,
management reforms is not usually within a researcher's terms of reference.
Future assistance to LWRAN should include some specialized training and
technical assistance in the management and administration of research programs.

23. Special Comments or Remarks

A. Evaluation Conclusions

While considerable progress has been made toward the achievement of NCR
project objectives, perhaps the most significant gains have been attitudinal

changes: (1) gradual acceptance b¥ some researchers of the multidisciplinary
approach to research, the value of on-farm trials, the
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importance of farmer participation in research and the significance of
econamic analyses, and (2) acceptance by administrators and policy makers of
the critical need for prioritization of research activities, financial

management reforms, decentralization of program management, real linkages into
extension and overall better management of resources.

With regard to INRAN researchers, it must be understood that these
changes in perception represent the earliest stage of institutional reform;
the project has guccessfully initiated research programs in farming systems,
production systems and crop improvement, but these programs are by no means
established in an institutional sense.

INRAN's willingness to develop and execute much needed policy reforms is
also a fairly recent development. Thus, NCR has been unable to make mich
headway in strengthening linkages with extension or improving administration
and management of research programs and resources. The project has just begun
to address financial management problems.

In 1981, when this project was designed, five constraints were identified
as seriously affecting INRAN's ability to provide useful research results to
the agriculture sector. These were: '

1. the Institute's inability to obtain sufficient numbers of trained
scientific manpower;

2. the Institute's inability to mobilize effectively its resources,
particularly in the area of providing support services to research;

3. insufficient interdisciplinary interaction among researchers;

4. insufficient effort focused man production systems research
programs;

5. excessive time spent by researchers on administretive duties.

In evaluating the NCR project, USAID firnds: (1) The project has succeeded
in decreasing the severity of the first four constraints; (2) Little (if any)
progress has been made toward decreasing the amount of time researchers spend
on administrative duties; (3) Considering the baseline in 1982, considerable
overall progress has been made.

The Evaluation Committee concludes:

The mission Evaluation Committee recommends the following:

1. USAID support to INRAN should continue and the commitment should be
long-term in nature;

2. Future support should build directly on progress made during the first
phase of activities;

3. Research programs created during the first phase should be continued
with some modificotions to reflect progress made and/or lessons learned;

4. Creation of strong research-extension linkage should be a ma jor
objective of the follow-on activity.
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5. Future activities should place muchi more empnasis on ihproving
administration and management capapilities, achieving financial management
reforms and decentralizing program management. -

6. Training should continue at all levels; lower-level cadre (field
agents and extension workers) should receive particular attention.

7. Design of the second phase should begin now in norder to avoid a break
in activities.

B. Annexes

Annex I Institutionzl Analysis of INRAN (44 pages)

Annex II Mid-Term Evaluation Recommendations (PES Part I: one page )

Annex II1 Summary of Actions Taken on Mid-Term Evaluation
Recommendations (one page)
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I

INTRODUCTION

The analysis to follow examines the cupacity of the
Institut Nstional de Recherches Agronomigues du Niger to
implement programs currently being planned by USAID and the Niger
Government to provide support for eapplied research on irrigated
acriculture through the Applied Irricetion Research and
Cocordination Project [683-0250)) in eddition to support which has
b=en given to applied research on rainfed (dryland) acriculture
eince 1982 under the AID-financed Niger Cereals Research Project
(No. £82-0225). The ainformation conteined herein ie basced in
Pert on contecte with INRAN and USAID personnel esnd with
repfesentatives of other government asgencies invclved in
endeavors to improve rainfed and irrigated sagaricultural
production in Niger (see Appendix A to thie report) during the
period from 16 June to 04 July 1986, 1In addition,'a selection of
relevant documentstion wae reviewed for the etudy. A list of
documents consulted for the study is found at the end of the

'
report. I would like to thank all those peresons who gave of
theilr time durinc numercus interview sescicones. Members of the
USAID/Niger mission and the Prorect Paper team alsc masde numercus
constructive remerks on & first dreft of this report, &and theair
heipfulness is greatly apprecisted. Responeibility for the finsal

form of the present report, however, 1e the &uthor’e &lone. Kﬁ



II
OVERVIEW OF INRAN‘S DEVELOPMENT: REORIENTATING AGRONONIC
RESEARCH IN NIGER TO PROMOTE NATIONAL SELF-SUFFICIENCY
IN FOOD PRODUCTION
In the wake of one of the wecrat droughts and famines of

this century, the Government of Niger (GON) created the Instutute
Nationel de Recherches Agronomiques (henceforth INRAN, or the
Institute) in 1975, by means of Ordinance No. 75-1/PCM3, of 07
January, Decree No. 75-37/PCKS/MER/C of 13 February, and Decree
No. 75-91/PCMS/MER/C of 05 June. The Institute is an autonomous
regearch institute, and ae such, ia a permanent feature of‘
governmaent structure, elona with aseveral other inetitutions
crested to conduct reseerch in specific areas: among them, +the
National Office for Research on Solar Energy (ONERSOL), and the
National Office for the Production of Pharamceuticel and Chemical
Products (ONPPC). At the time of its creation, INRAN was under
. the authority of the Ministry of Rurel Economy and Climaete, which
later became the Ministry of Rural Development (MDR). INRAN thus
became the single national successor of several branches in Niger
of French colonial research institutes: IRAT, the Instiéut de |
Recherche Agronomique Tropicale: IEMVT, the Institut d’Elevage et
de NKedecine Veterinaires des pays Tropicaux; CTFT, the Centre
Technique Forestier Tropical, etc., organized by the French state
to serve colonial and metropolitan neede for atrategic
agricultural crops throughout tropical areae of the world under _X‘

French domination.



INRAN was given responsibility for all applied agronomic
research i? Niger. 1In practical terms, the Institute’s mandate
during the early yearas of ita exietence was clearly ehsasped by the
difficult period of drought from 19€8 to 1974. INEAN wvase .
instructed to conduct research related to national food
production needs, and to make the findings of its research
available to rural populations through the extension programs of
relevant line services operating within the (then) Ministry
of Rural Development--Agriculture, Forestry and Wildlife,
and the Livestock service., The Ordinance which created INRAN
called for research in the following key areas: ecology;
agriculture; zootechnology: forestry; rural econemy; and training
and teaching.

In response to the crieie in Niger’s agriculture csusecd by
more then five years of drought, INRAN‘e initial concerns were
focused largely on ways to improve rainfed agricultural
production, overwhelmingly the basis for food consumption by the
country’s rural and urban populations, and for Niger’s
agricultural exports, INRAN, with eventual help beginniné in
1982 from the AID-funded Netional Cereals Project (NCR),
mobilized ite resources to develop improved varieties apd more
effective technigues for the production of staple arain crops
moet important to the country’s inhabitentz: millete, sorghume,
cowpeas, and to a lesser extent, groundnute. INRAN’e research
activities were oriented toward supporting government strategies
to promote the gosl, set by Lt. Col. Kountche shortly after

taking power in 1974, of nationeal self-sufficiency in rainfed

1
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From the time of its creation through the early 1980s,
INRAN research programs were oriented toward-the stucy of
narrowly defined technical themes:; e.g., re§istance of varieties
to drought; higher yields: response to fertilizer, etc. S}nce
the 1980s through the present, INRAN’s approaéh to research has
graduelly changed from a narrow technicist perspective of
production to & view in which a wider range of production issues
is considered. While it is premeture to say that INRAN has
embraced Farming Systems Research as defined in American

prectice, there are signs of encouraging movement toward a more

globel view of production as we will see in Part III below.

111

STRUCTURE OF RESEARCH ORGANIZATION WITHIN INRAN

The organization of INRAN as created under the authority of
the Minister of Rural Economy and Climate, reflected the research
priorities assianed the Institute, and was composed of a Director
General, an Administrative and Financiel Service, and six
research depertments or divisions. The organization of INRAN at
the time of ites creation in 1975 is shown in Figure 1 below.

As part of its heritage from IRAT and its other ‘
predecessore, INRAN was equipped with seversal research statione,
substatione, and support units. Table 1 below ehows the location

of each component of INRAN’s current research infrastructure in

Niger.



Figure 1

INITIAL ORGANIZATION OF INRAN (197S5)

.

DIRECTOR GENERAL

¢
I FINANCIAL AND ADNMINISTRATIVE

SERVICES
R [ T I )
AGRICULTURE ECOLOGY RURAL } FORESTRY' ANIMAL Y,TRAINING !
ECONQMICS HUSBANDR

In addition o the locations shown in Table 1, =2 full
description of INRAN activities in Niger would also include a
listing of all trial research sites associated with each of the
half-dozen major productivity prolects in the country. On a
routine bacis, these trisle, which are organized and evelueted by
INRAN, are carried ocut during the cultivation ceason by field
aaents of the Agriculture service in Niger. Thus on the basis of
& conservative estimate of one productivity project in each of
the six of Niger’e departments having some potentiel for improved
raihfed agricultural production, and~supposing that each project
operutes five trial plots each year, an additional thirty sites,
or sources of agronomic dete for INRAN, could be eaeily,be added
to the research infrestructure of the Institute iteself.

Since :1ts creation, INRAKN has experienced several changes
in ite structursl location within the government, and
considerable internal differentiation has occurred as the
Institute’s research foci have become more epecialized. From

19735 to 1979, INRAN was part of the Yinistry of Rurel Economy and



Table 1

LOCATIONS OF INRAN RESEARCH SITES

____.._—-——_——_——_—-—————__—____--—__-__—_—__.__—._...—_——_———-.—————_——_---—

Type of ~———---Principsl Resesrch_ Ares_C(INREN divieion)_
Infrastructure Agriculture Ecalogy Forestry Veterinary
DAY (DREY_____(DRF)_______(DRVZ)_ ____
Research Tarna (CNRA) (&)

Center
Fesearch
Station Tarna, Kelo, Terna, N’Dounge, Tarna, Kole,
tgadez, N’Dounga, Niamey- Kirkissoye,
Tillabery, Chical, Aviation Ekrefane,
Gabagoura Bengou Bengou
Resesrch
Subetation Bengou,
Quellan,
Bonkoukou
Field Support
FPoints Keware, Lossa, Karme,
Kelapets=, Saga, Goudel,
Losse Ekrsfene,
Mageries Bengou,
Sakroira
Irrigetecd
Perimetere
(Rice) Libore, Saqge,
Seadisa, Seberi,
Tera :

T o T T o o e e e o o e e e e e e e e o ot e e e e e e e o 0 Gt 00 = e " = = - = - ——— ———— — —— — —— ———

——.—-——_-_-—_—__———_——.——-—-._——_——.__——._._—-——.———_————-—-——-—_——--_———-..

Climete: from 1979 to 21985, i1t was Flaced under the authority of

the Ministry of Higher Educaticon and Reesearch. In 2985, INRAN

returnec to the Minietry of PRurel Develcpnert. MDR wae

[

ur

subzequently broken up in October 1985, and most rural
dezvelopment services, inclucding INRAN, were placed under the f

authority of the Ministry of Agriculture, Principal features of
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ASTRIBUTION AND OQUALIFICATIONS OF INRAN STAFF

[

=1 Nicerien Reesearchere_and_Suppert_Stasf

INRAN’s Nigerien research staff (which here includés
reseerchers and associated technicians) consiste of 107 persorns,
who are dietributed acroese seven levels of guslification beaeed on
the cleszeification echeme of the gove}nment‘e civil eervice

£7

(0]

tem (ls Fonction Publigue). Table 2 shows the number of

N:gerien rese=zrch personnel at INRAN within each cuelification

Research staff having Al and A2 level qualificatione are
cons.dared bonafide researchers by INRAN, and total 32. Ll-level
per2onnel muet have minimum training equivalent te the French
ts€, roughly eguivealent to the American B.S., ai:hough meny

A1 staff hzve d

Tr

greee ecquivalent to an Americsn M.S, degree.

They mey slec hold Ingenieur-level degrees, roughly eguivealent to
2n Americsn M.S5. degree, or higher-level degrees (2rd cycle
docteorates, etc.). The remeinder of the research etafs ie
composed of technicisane of varying qualificetions.

The same 107 Nigerien research staff members are
cdistributed across the General Directorate of INRAN and’the
Inst:tute’s six major recsearch divisions or departments. This
Tigtribution 15 shown 1in Teble 3 below. Detailes on the treining
hackeround of personnel in adrinistrative positions are given in
Appendax .,

The heavy emphasis civen by INRAN programs to rainfed R

¢

sariculture is apperent in the dietribution of totsal resesrcherse
S FP
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Table 2

DISTRIBUTION OF NIGERIEN RESEARCH STAFF
BY LEVEL OF QUALIFICATION

Title within INRAN Professional Category Number in
cateao

D T UL =2 - ) < - gorY. .

Ingenieurs d’Agriculture et
Docteurs Veterinaires Al 24

Ingenieurs des Technigues .
d’Agriculture A2 =

—

ngenieurs Geometres Adjoints A3 S

Conseillers Aaricoles et

Forestiers B1 le
Concducteurs d’Agriculture BZ &
Agents Technigues d’Agriculture Cl 35
Yoniteurs d’Agriculture D2 =)

Total 107

-—._—__-._-._._.-.—..—_._-._.___._.__—-__.-—_.._-_.___._—-—_.—_._—__—____.._-._...—.._.—__.—.-.

Source: INRAN (1986a)
exahple. accounts for half of all the Institute’s more gualifiec
personnel, while the remaining 28.3% of personnel who are not
involved in administration are distributed among all other
research deivisions. INRAN’s capacity to pursue serious
irrigetion-related research is limited at present, anc ~ertainly
requires reinforcement of the kind envisioned by the avpplied
resesrch project. Currently there are only two persons on the
steff who are quelified to carry out irrigastion-related
research. These consist of an irrigation specialist (who ie in qk

. s M S rmrmarrar s R e 11 Y semad o om et o b e IRIVEE I N
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Table 2

DEISTRIBUTION OF NIGERIEN RESEARCH STAFF BY LEVEL
OF QUALIFICATION WITHIN INRAN
(DIRECTORATE AND RESEARCH DIVISIONS)

-——_————_—————-—_———-——-——————————.—-.._——___-—_—.—————————--—_—_—.——...-

DG 3 1 1 2 1 4 1 13 12%

DRA 10 1 2 10 S 20 S 52 49.5%
D RE 4 4 0 2 1 S 1 16 15%

DRVZ 4 o 1 1 0 2 1 9 8.4%
DECGOCR 1 2 0 2 1 2 v = 8.4%
D RF 1 1 9] 1 0 H 0 4 2.7%
D S1I 1 0 1 o 0 0 1 3 2.8%
Tocal 25 8 S 18 < 25 a 107 99 8%-

Source: INRAN (19886a)

Note
D G: General Directorate (Direction Generale)
DR a: Agricultural Research Division (Division de
Recherches Agricolee)
DRE: Ecological Research Division (Division de
Recherches Ecclogiques)
’
DRV Z: Veterinary and Zootechnical Research Division

(Division de Recherches Veterinaires et
Zootechniques)

D ECO R: Rural Economy Research Division (Division de
Recherches en Economie Rurale)

DR F: Forestry Ressarch Division (Division de
Recherches Forestiers)

DS I: Statistics end Data Division (Divieion
Statistique et Informatigue)



latter is a valusble addition to INRAN resourcee, rice breeding ig
highly spegialized and does not respond to a wide variety of
possible irrigation research themes currenply being considered by
the government as a means of promoting & more diversified 'basis
for agricultural producfion in Niger. As we will see in Section
7.3, progress is being made in the strengthening of research

capacity in the area of irrigation-related work.

The smell number of Al and A2 level Nigerien research staff
et INRAN are complemented by & contingent of 36 expatriate
technicel &assistaents from more than a half-dozen countries, with
qualifications ranging from the B.S. degree te.g., U.S. Peace

Corps Volunteers) to the Ph.D. (in, for example, agronomy).,

INFAN operations also require a sizable number of
auxiliary rersonnel. Currently, they number about 424, and
include a wide range of skills: among them, mechanics, typisis,
illustrators, carpenters, unskilled laborers, drivers, and

laboratory aides.

STATUS OF INRAN RESEARCHERS

In an operational sense, INRAN is an autonomous research
institution within the Ministry of Asriculture, but its
researchers are part of the government civil service, and as

such, are subject to all civil service rules and regulations.

. /L’b
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Besic featuree of the present civil service system (created in

1959) were, like elements of INRAN itself, inherited from French

.
4

colonial structures. The civil service promotion scheme provides
for movement within the four major categoriés we have seen in
Table 2: A, B, C, and D. Each of these consistse of four grades,
which may conteain, in turn, from one to four scale levels. A
simplified schema of civil service organization is found in
fppendix B. Thus the highest possible ranking within the civil
service would he Category A, Exceptional Class (having only one
scale level). The lowest, entry-level rankinc would consist of
Category D, Second class, First level scale,

Yovement from cne scale level to the next occurs as &
function of time-in-service, and scdvancement occurs automatically
every two vears, Movement from one grade to another depends on &
combination of factors: seniority in the preceding level;
satisfactory behavior (i.e., lack of disciplinaery problems); and,
mast important of all, evaluation grades given to the individual
by his/her superior within a given service. Movement from one
cotegory (A, etc.) to the next is possikle solely on the basis of
formalizecd trsaining, taken abroad, or at the University of
Niamey. Under this system, access of INRAN research pegsonnel to

advenced training programs has no necessary relstionship to the

’

tute’s needs for upgradinc of steff as specifically relsted

[N
ot

nst

s

—

@ the Institute’s research requirements. Instead, they are
sukject tc the same criteria used by the civil service for the

2llocation of training opportunities for all civil servants--

progress along the steps outlined above.



In 1982, at the reduest of the President, an

interministerial committee was created to prepare & proposal for

.
.

special status of INRAN research staff. The proposal was
submitted to the Ministry of Higher Education and Research, in
1984. To date, there has been no action on the regquest. An
importent element in the Froposal ie a career advancement scheme
based on satisfaction of several criteria Judged by the committee
to be particularly relevant to rrofessiconal researchers. Among
them are level of university education, research performance, and
production of publications.

Certainly one major obstacle to approval/implementation of
the proposal any time during the short to medium-term is the
current fiscal situation of the government, for impleméntation of
8 speciel status errangement would entail added recurrent costs

(higher saleries, bonuses, 2llowances, etc.; see below).

S:1_-_Dafficultiee_with_the Preesent_Systen
5.1.1 - Incentive Structure and Advancement

Many young Nigeriens have aspired to a position in the
civil service since its creation, for posts in the service have
long been viewed as sources of security. Until two years ago,
most a2ll secondary school graduates in Niger looked for;ard to-~
eand received--positione within the service. A combination of
severe fisceal constraints and continuing production of graduates
has put an end to this. Once in the service, as we have
suggested ahove, time arnd acceptable evaluations are more

important to advancement than performance per se. Thus INRAN

researchers find themselves in a system which, in their view,
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does no; reward research. According to most respondents
contacted guring this atudy, the resl rewsrds within the civil
service system go to those personnel who simply put in their time
and who do not irritate their superiors. Aavancement under

these conditions is very gradual, but éertain to happen
eventually. In general, there appears to be very little incentive
for above-average performance.

In addition to operating within an incentive structure
which is perceived by INRAN personnel as being extremely limited,
INRAN researchers consider themselves to be deprived relstive to
persons involved in research programs at the University of Niamey
and at associated institutions, for example, the Institut de
Recherchees en Sciences Humaines. Pers~nnel in theese letter
institutiéns enjoy higher sslaries and more rapid career
advancement. They also have greater access to possibilities for
travel to recional and internationel scientific conferences and
workshops. These are critical sources of contacts and important
fora for the exchange of information on the work of scientists
working in Africea and elsewhere in the world. Finally,
University of Niamey faculty another benefit not afforded to
members of the civil service! a housing allowance. Civil
servants gain access to these resources only on an extraordinary
baesisg. Moet commonly, this occure through assignment, by
presidential decree, to important administrative positions, such
as that of project director. Even though several INRAN research
steff occupy positions of responeibility (see below), no one

except the Director Genersal ia recognized as such by decree. All
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to as "responesbles," and the perquisitecs asscociated with this
stetus in the Institute are quite modest.

While resources are meager, there are a few possibilities
for improving the status of INRAN researchers, and insofa; as
possible, the Institute has attempted to provide research staff
with some access to these advantages. The first consists of a
monthy bonus given to persons engaged in research activities, and
to supporting staff. A-level research personnel receive an
additional 12,000 CFA francs each month (equiveslent to about €37
at current exchange rates); B-level personnel receive a bonus of
10,000 CFA francs (equivalent to S28), and C and D-level cadres
receive a 7,000 CFA frenc (20 equivealent) monthly bonus. &
second type of bonus, alsc modest, is given to persons in
positions of responsibility within the Institute. This amounts
to 10,000 france ($2Z&) per month and is given to heads of
services, divisions/departments, and sub-divisions. There has
been a.proliferation of the latter since the creation of INRAN in
1975, and they now number about 22, although not all are
opereational (see Figure 2),

Thus in absolute and reletive terms, and from their
perspectives, a&e well ae from thoase of government worke;e and
instituticns with which they are linked on a day to day basis,
INFAN researchers suffer from a number of structural handicaps.

Concretely this “disadvantaged' status manifests itself in
several ways. Severeal INRAN research staff offer courses in
their aress of specializstion at the University of Niamey. Their N
A )U

position in the civil service sets them apert, however, from
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their university colleagues whose status is higher. Inste;d of
linking up on a par with university faculty, INRAN personnel who
teach are classified simply as “part-timers.” 1In their relations
‘with membere of other rurel development ser&;ces, alzo under the
jurisdication of the civil service, INRAN research personnel
face a cifferent set of problems. Without the upgrading made
possible by medium and longer term university studies, or special
trsining programs, there is not a great deal to differentiate
many entry-level INRAN researchers from their corsocieates, end in
some cases, former fellow clacs mates who are assignecd to cther
rural development services. Under these conditions, attempts by
INFAN researchers to set up operational links with service field
perscnnel (having very similar backgrounds) for the
implementetion of resezrch programs have occasionally worked out
unsetisfactorily. Wrnile part of the difficulties feaced by INRAN
in the form cf lack of response, fcllcw-up, and feed-back from
memberes of field-level services is doubtless due to the work
loads of the latter, it is also very posszible (hence worthy of
closer attention) that unsatisfactory response to INRAN research
endeavors is also the result of an intangible, yet real "image
problem,”™ or credibility gap which has bothered the Institute
since i*s cresticn. While it 1e true that INRAN’s self- and
public image has improved & great deel sincs the years
immediately after iﬁs creation, there 1s = feeling amonc
personne. ccntacted that considerable improvement is still

needed.

The recent arrivel of a new Director at INRAN, who has very
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whose presence is such thet he commande &n audierce for hie

ideas, promises to contribute to the pace cf improvementse

mentioned above.

W . BD o D e e e o . — — —— - ———— — - —— —— — - -~ —

One result of the situation described above is that, seen
from the exterior, there is little to attract potential
candidates to INRAN’s research staff. The rewards are meager,
and the possibilities for career advancement are limited, In
fact, few researchers have joined the INRAN staff sin~e the early
15980s,

fnother, potential difficulty stems from the procedures
for steff recruitment, set up shortly after INRAN wes founded.
Personnel are detachéd from other rurel cevelopment servicee,
Principelly the Agricultural Service,. but also from the Livestock
and Forestry services. Thus, aside from the Director General,
INRAN has no permanent research staff of ite own. Once aseaigned
to INRAN, cadres are neither reguired to stay (they can &nd do
reguest reasglgnments): nor is there any guarantee that.sﬁould
they want to stay, they will not be re-assigned by their service
of origin. In practice, however, INRAN staff turnover is not
high, and several persons detached from other services have been
with the Institute for more than eight years.

A final potential socurce of some steffing difficulties is
an unofficial yet practical policy amona KDR services in the past
of assigning persones to INRAN who either de not fit in well with

their parent services, or who are considrred to be rroblem

e Ymmea e e
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Vi

LINKAGES BETWEEN INRAN AND OTHER INSTITUTIONS INVOLVED
IN PROGRAMS TO INPROVE AGRICULTURAL PRODUCTION

INRAN has operational linkages with each of the major rurel
development services in Niger. 1Interviews with all INRAN section
heads and representatives of rural development services revecl
that in practice, these horizontal linkages between “sibling"”
services are hightly specific, and often weak, in part for
reasons described above. "Specificity* here refers to links of a
contractual nature between INRAN and rural development services
(ancd, occasionally, projects) for specific services, such as soil
enalysis, done on a2 1job by iob basis. We must point out,
however, thet it_i1s_generslly the_case that horizontal linkeages
between rural development services in Niger are weak. The
weaknesses of these links were alluded to by all persons
intervieged for purposes of this study. .It is.noteworthy, for‘

s=ke of maintaininge a perspective on the situation, that such

D

linkage weaknesses have been the source of freguent operaticnal
[
difficulties within ell of the major “integrated" rurel

development prolects in the country. While we will not belabor

voints which have already been made elsewhere, it is necessary to

empheasize that this situation is not peculiar to INRAN,
The predominance of vertical, hierarchical linkeages and

communication channels within indivicdual rural development /

/1)3

services, over horizontal, integrative, linkages and
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communications flows between services, even within the same
ministry, often results in patterns of routine program
implementation in which minimal, and occasionally no, detailed
information is shared by service representastives in the field.

Sytematic exchange of information is limited to formal,
institutionalized encounters between services--deacribed by
persons interviewed as the "official framework"™ (cadre) for
contacts and cooperation. Once each year, rural deve’ spment
services within the Ministry of Agriculture meet for purpocses of
evaluating past programs and planning activities for the cominag
year. INRAN personnel participate in these yearly meetings. In
adcdition, INRAN holde annuel meetings of ite own to which
representetivese of cother rurel develcpment services are invited.

fiside from these formalized meetings, however, and the
contractuel linke described above, there are few occasione for
exchange of information or views, and it appears that few
initistives are taken on a personal basis among service
representatives to provide or secure inforrstion outsicde the
official fora. There are exceptions to this generalization, of
course, but the generalizstion holds true. During several
interviews, for exemple, INRAN was obliguely criticized,fdr not
beine sufficiently forthcoming about ite field research
&ctivities. The seme critice alsc edmitted thet thay rarely
scught out information on their own. Without an official,
sanctioned linkage of some kind, little occurs in the wey of
information exchanages.

We muet also stress that under its new Director, INRAN is
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relevant rural development services become stronger, more
systemati’c, and more effective. We expect that considerable

effort will be made by INRAN in this direction.

-~

Having said this, a word of caution is in order. No matter
how dynamic and open INRAN may be to the perspectives of USAID’s
pelicy directions in agricultural development, improvements of
the kind called for above cannot be made by the Institute alone.
This may seem to state the obvious, but it is essential that all
USAID planning for sumpor* in the areas of arplied research be
made with a2 keen awareness of the necessity for other rural
development services in Niger to take initiatives and to
reciprocate if INRAN is to carry out “he mandate assignec to it
by the government in 1975, and if the Institu‘e ies to
successfully implement the applied research proareme being
supported by USAID. It is also noteworthy that seversl AID-
financed projects are ealready promotina the development of
horizontel linkages between services in areas relevant to our
concerns. For example, the Agricultural Production Support
project ie involved i1n extension. In addition, there is
considerable donor support for organizational modificetions of

this kind.

S D e S S s e = — L . W — . e G — —— s —— — e o - — —

INRAN currently has numerous linksges with international
acronomic research organizations. & partial list includes
ICRISAT, ILCA, IITA, INTSORMIL, WARDA, IFDC, the Inestitut du N

Sahel, IFDT, and TROFSOQIL. In most cases, INRAN is sctively
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involved in joint research programs with these organizatione. 1In

other instances, for example, ILCA, the Institute hes agreements

.
’

which allow for occasional personnel exchenges for training

purposes.

VII

CAPACITY OF INRAN TO IMPLEMENT APPLIED RESEARCH PROGRAMS

The creation of INRAN in 1975 coincided with, and due to
political ressons, contributed to, the withdrawal of French
technicel assistance acsscociested with the predecessor institutione
described in the first pert of this report. The reality of a
shrinking base of gualified technical assistance, comSined with
an extreme shortage of Nigerien research ﬁersonnel durina INRAN’s
first years, to which was adcec the neceseity for INRAN to
responc to & catastrophe in Nigerien agriculture, all contributed
to what may be described as.a "crisis response" posture of the
Institute. INRAN’s research agenda were narrowly focussed on
dfought-related issues: varietal resistance‘to drought; higher
yields, shorter maturation cycles, etc.

This narrow *thematic" approach continued through,the early
1980s, but since then, according to sources within and without
INRAN, there have been encoureging changes. More and more,
INRAN’s approach to production problems employs something
resembling a systems approach. Without exeggerating, it is
accurate to say that INRAN‘s research programs endeavor to deal

with a rance of interrelated factors (egronomic, ecological, fbo
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socio-~economic) as part of an ensemble or a ?production complex,
rather than examining issues in isol;tion.

One:example of this larger perspective on the production
process cen be sceen in studies beina done by INRAN’s Div{eion of
Rural Economic Studies (DECOR) on the allocation of labor time on
selected irrigated perimeters in riverine and interior arease of
the country. In additicn to the descriptive data aQlready
produced on characteristice of production, DECOR is also seeking
to throw light on peasant resistance to irrigated perimeter
programs. '

Research of this kind is an extremely positive development,
and we mey expect that pluridisciplinary, enalytical work of thie
Kind wi1ll be encouraged by INRAN’s director. Tt will'elso be

necessary for technics)! ascistance planned for the prorect to

reinicrce this approach to agronomic research.

While part of the Ministry of Agriculture, INRAN is an
autonomous research institute. As such, the Institute’s director -
hme the power to assign and reassign personnel amona INRAN sites
within Niger, and in acddition, enjovs limited autonomy in the
mobilization of funds for Program needs. Purchases of ;quipment
anc services having & velue of lese than 1,000,000 CFA france
(eguivalent to £2,825), for example, can be made without approval
from the Ministry. Transactions in excess of 1,000,000 francs
require Miunisterial approval and bids must be let to procure
needed goods and services. 1In practice, INRAN successfully uses ,1“

the same procedures for competitive bidding as are used by all




-23-

government services in Niger, and has demonstrated its capecity

to satisfactorily monitor implementation of contracts. INRAN’s

[y
’

accounting practices are sound, have recently been reviewed and
aprrovec by the USAID project manager and the controller’eg

cffice, and are subject to continuing oversight by the Director

GCenersl of the Ins+titute.

bo ]
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third feature which affects INRAN‘s capacity to implement

[¢
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research programs 1s the Institute’s human rezource base.

<

seen in Part IV above that the number of bonafide

T
0
<
m

research steff is small. This situation is improving, however,
dus to current participation of INRAN personnel in university
programs in the U.S. and elsewhere. Beginn:ing in 1987, for
examole, significant reinforcement of INRAN capacity in the ares
srricetion-releated research may be eupected. By this time, nine
persons who ere enrolled in university-level s0il sciences
cours=s will return, aend may be expected to contribute to applied
research on irrication themes within INRAN’s Ecclogical Research
Diviesion,

INFAR seeks to do more than simply incremsse the number of

. ’
its more qualified research staff. The guality of ecducation is
alec very aimpor+ent. To ensure +that traininc programs are
acapted to the needs of research in Sahel:i:arn Africs, INRAN, with

support of the Naticonal Cerexl

[}

Research Proilect, seeks tc have
&s me&ny pearticipant treinees as possible conduct their Master’s
or Doctoral level field resesrch in Niger, with supervision from

INRAN staff, and in the case of students in American

Sy
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universities, with periodic support-visits from American faculiy.
Currently, four studznts are engaged in some stage of thesis
reseerch i; Niger with supervision from statecide advisors.

On the basie of information on INRAN personnel currently in
acdvanced training programs, reinforcement of each of the
Institute’s research divisions will occur during the period 198%-
1989 as indicated in Table 4 below.

While institutionel support through current training
programs will contribute significantly to INRAN’s humen resource
base for aaronomic research, the medium-term needs of the
Ingtitute are considerable. Table S5 summarizee the estimeated
needs of the Institute for students having BAC or BEPC-level
treining during the period 1985/86 to 1989/90. Thie estimation

e prepared in 19985 by INRAN as part of the Structural

m

Rezcaiustment Program on the basis of projected program needs.

In acdition, the Institute expects to eventually replace
the vast majority of expatriate technical assistance with
equivalent level Nigerien personnel. This will entail the
acguistion of moré than thirty persons with doctoral, masters,
anc B.5. level training. In the meantime, the development by
INRAN of an effective approach to irrigatiocn-related regearch
will depend = arest cdeal on a good mix of technicasl acsistarnce
end INRAN percscnnel havinc benefitted from advanced treining
programs.

Tc ensure an effective transfer of technclogies for the
conceptualizaticn, planning, and implementation of research,

returnees will reaguire continued, close follow-up and support

Q
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from technical assistance if they ere to successfully relate

their formal training experience to research realities in Niger.

Table <

CURRENT STATUS OF INRAN PERSONNEL IN
ADVANCED(a) TRAINING PROGRAMS

_-_——_—_—_—_——_—__._—_——_—_—_—_—_—_____—___—————————_————_——_—-——_

Z§5ﬁ§_922$§292________l§§§-__.l§§§_.._1?QZ---l9§§---1§’§§‘---l§§9----
General Directorate 2 1 1 - - -
Azricultural Research - 2 7 - 4 -

(12 trainees in U.S.)

Ecologircal Research - 1 & - - -
(7 trainees in U.S.)
Veterinary/2ootecnical
Rzsezarch - - i - - -
Purel Ecoromy Resesrch - i - - 2 -
Forestry Resesrch - - 4q - z -
(1 treainee iin U.S.)
Orientation as yet
unspecified - - 1 1 2 7

———_———.-..___..__.___.-—_.————_—_—___———-—_-——_——————-—__.——————..—.._-_——_-

Training equivalent to French Maitrise
Scurce: INRAN (1986b)
Details of technical assistance-counterpart links in the area of

irrigation-relatesd research will of necessity be clarified as the

praject progresses.  Adjustments will certainly be necessary, and
lock-gien steages should be avoided in praject plannine, Ey way
©f initial crientation, however, it would be useful to have

)

itlines of irrigation-related research agenda provided as part

@f the project paper. The objectives towsrd which the agenda

would be oriented shoulg be prevared throuch close cooperatiecn




with INRAN personnel. This tentative planning should give

Table S

SSTIMATED NEEDS FOR RESEARCH PERSONNEL WITH
BAC AND BEPC-LEVEL TPAINING FOR THE
PERIOD 1985/8¢€ - 1989/90

—_—_——._—-—_—..__-.——_—_—_———--———.—.—-—.—._.______——_———-—_—_——_————_—.—_—.——

INRAN Training —————————c—e e Y€
Division_____ Level ____ 85/86__86/87__87/88__£L/8S9__89/90__Total_
Gen. Direct. BAC - - 1 - 1 2

BEPRPC - - - - - o}
Agric. Res. BAC 1 1 4 &
BEFC . - - - - 0
Eccl. Res. BAC 2 2 2 1 - 8
BEPC 2 2 1 1 - 7
Vet ./Zooctech. B&C 4 S S 2 17
EEPC IC] ] 2 2 14
Fural Econ. BAC 2 < 1 - - 6
BEPC - - - - 0
Ferestry BAC - - - - ¢
BEPC 2 2 1 1 7

Stats./Data
Procese, BAC 1 - - - 1
BEPC 2 - - - 3

Totals s 29 21 10 & 102

Scurce: INRAN (n.d.)
_______________________________________________________ B o e e

particular consideration o the Institute’s capacity to
ahsork/implement recommended programs cdurina the first five years
of the project, which, in the case of irrigation research, will
be an important transition period (from very low to a moderate

research capacity),
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The aurrent ihfrastructural capacity of INRAN for reesesrch
related to "classic' irrigated perimeter organizetion ie
summarized in Teble 1. These sites are representetive of '
production conditions on about half of all irrigested land in
Niger. In addition to these locations, INRAN hac access to five
acdditional locations where a wider variety of irrigation-related
research‘programs are underwsy or passible. Currently these
include Kele, Lossa, and Tarna. Morecver, tws older, lcone-
neglected, and underutilized sitec offer considerable promise

once they are made operational scain. These are Tillabery (where

INRAN ies currently studyinag the impact of prolonged irrication on

sc:l structure and calinity) and Maradi, where cne of the oldest
irrigation stations in the country is located.

s

Finally, additional locaticns for INRAN applied research on
irrigated production include sites currently managed Ly other
rural development services (for example, the Office Nationale des
Amenagements Hydro-agricocles, or GONAHA), and regiocnal development
Froijects (for example, Maradi, Niamey, Dosso). Taken tcaether,
these locations constitute a considerable physical infrastructure

’

availaileble for the development of research on irrication during

the short and mecdium-terms, fdditicnal details will he reguired

n

in the prciect paper on the specific rance of rezearch

porsibilities offered by each locaticn,



-28~

VIII
CONCLUSIONS AND RECOMMENDATIONS

During the ten years which. have passep gince its creation
in 1975, INRAN has grown from a fledgling national research
institute with fewer than half a dozen Nigerien research staff tc
an organization where more than 100 Nigerien researchers and
support steff and almost 40 expatriate personnel carry on
rezearch on a wide variety of rroduction-related topics. During
its short lifetime, the Institute has played & key rcle in
heiping the Niger government and the country’s rural Forulations
to develop productive streategies judged appropriate for the
promction of improved agricultural production in an extremely
hereh environment. By any definition, these changes represent
re=2l progress, and the sfaff of INRAN are to be commenced for
their performance under conditions of research which have oftern
been difficult. On the basis of a brief examination of selectes
institutional issues, we are of the opinicon that INRAN has the
czpability to implement anticipated arplied research Froarams
relsted to irrigated production in addition to those currently
cerried cut by the Institute in the aresm of rainfed sgriculture,

»
animal production, etc.

There 1s still & arest deal of room for improvement, as we
have argued in the remarks ghove, and 1t is tc “hese issues tha+
we w:ll now turn our attenticn. Of necessity, the pointe
considered below do not exhaust the possibilities, &and they
ghould be considered as indicative. The cepth of analysis which

%

1s reflected in the Applied Irrigation Fesearch PID &and which can
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be expected in the subsequent Project Peaner will provide the

basis for needed clarification.

We have a’ tempted to show how the current Juricical &¢-Ius
cf INRAN researchers places them at both an okjective and
subjlective disadvantage vis-sa-vis their counterparts ot the
University of Niamey. We have also tried tc show how the cusrent
situation of INRAN researchers within the Nigerien civil se;:1it®
does little to reinforce their self-image as scientigs+z/

researchers,

Q
H

their performance within the resesrch enter;-: }Se.
The situstion does not merit acticn in the form of o

convenant or & condition precedent, but we recommend that .=

firn assurance be obtained from the government that the statv®

igsve will be clarified. The most appropriate approech Lo +h2

Thus we recommend fur' HET

)
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that the projrect paper teem (2) secure cdets=iled, up-to-cdate
infermation on current develcpments relative to researcher
status, and (b that possible scenarioe be considered for

LN

Q
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b

Q

prom

Q

effective policy dialogue on the issue and its

1

ential impact on plans to develop a national capacity foa

0
i\
ct

’
L iy s e ~mise
eappliec agronomic research. Several possibilities for comp» vis

Eclut'

\

[
)
n

ne are suacezted hbelow.
During a period of fiscal concstreint and pressuree frr*
conor organizations for the government to reduce recurrent ~>5ts,

the likelihood of approval for a cost-adding measure as the

roposal promises to be, is small. But the potential coste ©Ff

'

continued inaction to the develcpmenrnt of Niger’s national

R\
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agronomic research potential may be considerable in the mecdium

and long run. This is particularly so civen the increasing

.
-

cisillusionment by the government and donores with efforts to
significantly improve rsinfed agriculturel broductivity in Niger.
Clearly, irrigeted production is now considered to offer
cocnsiderable hope for improved food production, but current
knowledge about the complex of factore whickh contribute to
success or failure in many forms of irrigsted agriculture is poor
in the extreme. An understanding of these factcrs anc the
potential of irrigation in Niger will reguire carefully planned
and executed research.

Certeinly one importent recuirement for e&n effective
reseesrch effort 1s &n organizationel structure which suprporte and

ful cf signi

14
[ %]
0

0

tudie nt issuve

(]
“
i

2nCourages car
Fore concretely, and for purposes of promoting movement on
the statue issue, it ie further recommencdecd that coneiderstion he
civen to the possibilities for grecdual or comrromise approaches
to status change. If it ie deterrined *thet current inscticn on
the proposal 1s due to fiscal limitat:icns, ways should be souaght
to effect some improvements without accing a full burden of cost
increases. Specifically, chenges might be introduced aracdusally.
Alternatively, compromise arrangenente rmight be ccocneidered.

Imzrovements might be effected in the a cf career advancement
p g

o

(=

m

for researchers, while concescicns in cther areass (e.c.,
allowances) might he partial =nd/cr gradual.
Finally, we should call attention to = comprehensive study

of INRAN being planned for Seztember 1926 by the Internastionsl

L Cervire Trr Natimarml Amrimirltgrerm] Pemeamamrt 7 TERMATN it b Lo e
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by IBRD. The objective of the etudy will be to help INRAN
develop @ long-term national agronomic research proeram. To do

sc, the Institute’s research activities and management capacity

‘
:

will ke examined in detail, and the status issue will most
certainly be addressed. Additional scenarics for change may be

expected &s & result of the study.

INRAN closely resembles other rureal cevelopment services :in
Niger in thet 1ts corereticnsl linke with outsicde structures, even

w

o t
(44
or

ain the sere rinistry, are highly formalized and infregquent.

EL = inplerentation of applisd resesrch programs will

(XN

ecti

<

re=guire “hat mezsures be taken to setrengthen these links.
cnveat 15 in order, howsver., While the locic of rursl
cevelooment manasement mey dictate the need for stronger

acrizontal links b

D

tween rural develcpment services, other,
internal logice (based, for example, on the need o control
information, resources, or to ensure sutonomy of acticon space)

h2y reslst them. Thue the linkege issue deserves careful study.

Effo

"
o F

“¢ strencthen horizontal--collaborctive--linkages should

0

’
cnly on the basis of = clear uncerstanding that such

)
3

aQ

i

1

hanc

]
in

zre valuzcd by those whao eare effected, and that those

invclved heve & clear vision that the benef:te of such changes

| )

w:ll cutweigh the costs (for example, of incressed time epent in

meetings; less self-directed activity due to the necessity to

0

coordinate with others).
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One approach would enteil & judicious increscse in the
frequency of meetinge where relevant rural development services

have ar. opportunity to exchange infeormat:ion, compeare oblectives

end gouls, plan, and coordinate. Persons contacted during the

n

tucy :mplied that annusl planning meetinas do not provide
sufficient contacts. &n altered periodicity of meeting cycles
migcht be considerecd, but only as fora for effective exchanges and
cooperation. Thus, participation of all rural deve;opment

services 2° a given level (arrcndiscement or departement), as is

!

often the case et present, mey not be necessary =t some meetinges.
Somewhat less formal working groups might be considered in
aZcition ¢o the annual service meetincs.

Iv 1s importent to note agein that the linkage issue does

rt

not affect INRAN &lone. Effective work by the Institute in aress

( ;

rra

0
ot

€c acriculture) which have heen considered the reserves

b

of other rural development services (ONAHA, Genie Rurale, etc.)
ray require extra effort from INRAN to ensure that &ll relevant
s2rvices are inveolved in the planninc of research programs, and
that provisionsl feed-bock on the results be distributed for

eveluation prior to the stoge where results are translated into

technical brochuree for dis<ribution. Given the necessity of an

)

fficiel framework for most effective interservice cooperation,

r'ds

€ prolect pazer team should cive attenticn to scenarios for

<

't

©rking agreementz (conventions) hetweean thosge services to be

0

$e

nveclived with INRAN in the implementation of research prograns

nlianned for +he project.
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INRAN‘s epproach tco agronomic resz=arch appeare tc have

changecd crseduelly cince the Instituie’s ezrly yeare, with‘greater
,

attenticon being given to a wider ranee of issues which make ugp
“he reality of agricultural production in Niger. This is a
rositive, albeit graduszl develeopment, and the applied irrigation
research proiect will further contrikbute to reinforce a trenc
which has been due in no smeEll part to the Impact of training and
technical sesistence uncer the Netionel Cereals Resesrch project.
Uhile there will slways he narrowly defined technical guestions

“c aneswer, @ nluridisciplinery perspective on production and

(M
]

)

9

igtrrhution svetems L& critically needed. t muet be enmrhacized

“het the above remerks are impressionistic; fhe decree of chance
they irmply should be verified during preparatiorn of the project
vezrer.

Oncoing support in the form of intercisciplinary (enc
inteqarated) technical assistance is needed, but attention must

2lsc be given to the content &and orientation of treining programe

t

o ensure that returning INRAN perscnnel bring needed skills with
them. The idee of arranging for thesis field research ,in Niger

Research Pralect is an excellent one.

la]
Ly
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uncder +the Netional Ce

in the ecnse cof

n
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m
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=ned similar arrancsrents should he c©

0

oy

perecns Leing trained for worlk on irrigsticn-related research.

")

The medium and lona-term henefite fror this training strategy
vill be couble. Niegrien =tudents will he chzllenaed to place

their univercitv-based treining in a practicel reletion with

L e e b fmemmrdriimt s yem)] i e sm Nieey Te mamcadYstYieorn. +the
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experience should provide a valuable learning experience for
thesis advisors, and enhosrnce their capacity to prerare students

from developing countries for useful work once home again
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APPENDIX &

FOMOTION SCHEMga FOR

NIGERIEN CIVIL SERVICE SYSTEM

ECHE LONNEMENT _INDICIAIKL

NOTE

CATEGORIES A B ¢ D
I
ECHELLES 1 2 3 102 1 12 1 2
! |
1éme CLASSE ! j
ler Echelon 375 | 300 270 | 250 220 [ 165 {150 | 110 | 100
2bee Echelon 425 | 335 300 {270 | 240 {175 | 155 | 115 | 105
Jeme Echelon a75 | 370 330 |290 {260 | 285 ! 165 | 120 | 110
adee Echelon 525 {405 1360 | 310 | 280 | 195 | 175 | 130 | 120
="=:=====:====::=F=:=========1===========J:=======:=============:======
1ire_CLASSE 3 '
ler Echelon 625 | 490 Iazu 360 320 | 220 | 195 | 155 |14
2éme Echelon 675 | 525 '4so | 380 34D | 230 | 205 | 165 | 150
3dme Echelon 725 ! %0 480 | 400 360 | 240 | 215 | 175 | 160
ﬁ:::::::::::::::::!::::: :::::ﬁ:::::::::::3:::::::::::::::::::::::::::::
CLASSE , ‘ !
PRIACIPALE | | i
!
ler Echelon B50 | 645 540 | 46D 1400 [270 ;235 |19 | 180
K [}
Zéme Cchelon 900 | 680 ‘570 | 480 420 | 260 Tzas 205 | 190
1
3dme Lchelon 950 | 715 '600 | su0 w0 | 290 255 | 215 | 200
======:====l==:=:=::::::ﬂ::::::::::::=::::::::::::::::1:::::1::::: z2ss==
CLASSE
EXCEPTIONNELLE  [100U | 750  eud | 520 |actt | 300 265 [Z30 | 210
{Echelon ;
undique) : [_ ; | ‘

: La 2eme Cluste correspond su grade 1mtaal (début de carriére) ;

lu lere Clusse wu grede antermédisire ol lu clusse prinCipule
&u grade terirs
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Annex II

App 12A-1, Chp 12, KB 3

CLASSIEICATION {TH 3:43) 9-3 -82
PROJECT EVALUATION SUMMARY (PES) — PART | Rspon Symbol U-aa)
1. FRDJECT TITLE 2. FROJECT NUMBER . WIESION/AIDM OF FICE o’
683-0225 USAID/kKiger

Niger Cereals Research

& CVALUATIONNUMEER [Erter v { Aurmie: molrtpinee ty the
reponting wnit e, Covntry or £:CAY Lzrminiutigtive Co -
Flical Yaer, Serlal No. begirning wiir, No 3 esch FY) bgf!-&.)-Oi

' " B RECULAR EVALUATION (5 80fcisl EVALUATION
L KEY PROJUCT IMPLEMENTATION DATES 6. gsnw.'rec FROJECT 2.PERIOD COVERED EY EvaLUATION
UNDIKG o
A Flm B. Firg! C Firal F Julv 1682
PRO-AG or Obligetion : Inpun A, Totn! E 13 »373 > 000 "rem (manth/yr.] - ?-
Equivelent Enpestad Delivery . 11,600,000 To  {momt/yr) _gyde 1585
Fvy 87 FY Es Fy 89 8. US, s _ bbbt oY) H e =
gainoltve Ve September 1985
E. ACTION DECISICNE APFROVES EY MISSION OR AICMW OFFICE DIRECTOR
A. Lt osclilont end/or urresolved izuss; clte thoie hermy neecing further sxubv. B. NAME OF
(NDTE: Misslon cezlsions which sntlzlpate AID/W o raglone! of'!?ce astlon should RE%:;S,E,: LE ¢ DA;g ;AECTGON
s2ecity type of gocument, e.g., elrpram, SPAR, P10,w™ich will preas=t cetalls D requert.j fFOR JJC?!DN COMF ETED
~"1. Recruit a new chief of Party.. Purdue/INRAN Nov. 1983
2. Recruit a second agronomist for the technicsl Purdue/INRAN March 1986

assistance team.

3. Recruit an accountant/cifice manager. Purdue/INRAN Dec. 1985
4, TINEKAN will submit to USAID a pian for additionzl INPAN Jan. 198¢

long-terw participant trairing and short term
training. :

- 5. INRAN will establish a committee to examine financiall INRAN Jan. 1986
problems and the committee will present their recom-
mendations at the next semi-annual project revie: -

5. Assure that research associates will be provided Purdue/ INRAN Ongoing
with housing, logistical support and technical
oversight before arrival in Niger-

B INVENTORY OF DOCUMENTS TO BE MLVISED PER ABOVE DECIBIONS 10, ALTERNATIVE DECISIONS ON FUTURE
ot o P1 OF PROJECT :
mplamentation Pien v
D Project Paper ap., CPi Notnork ‘ ) Other (Spectty) A, B Continus Project Whnout Changs
U v
D Finsscle! Pion rIO/T 8. Change Project Erlgn ens/or
D Logicel P romework D rio/e : D Other (Epocify) Chanps lmpk.mrmnu:n Plon
D Project Aprsemnent E PIOM c. D Discontinue Projecy
15, PROJICT OFFICT R AND HDET COUNTRY OR OTHER RANKIND PARTICIPANTS . .
AS APPROPRIATE (Nemne ang Thies) :.: Mhtlon/AlD/m Ottics Dirertor 4pprove!
gneture .-
Charles Morgan, Project Officer A;'/;K__-_ I,”j.-
Idriesa Soumana, Director, INRAN : e .
Salifou Elh. Mahamane, Coordinstor Director, Peter Henedict a
' Date ]V




Annex III

ACI‘:[ONS TAKEN ON RECOMMENDATIONS MADE IN MID-TERM
EVALUATION QF THE NIGER CEREALS RESEARCH PROJECT
(683-0225) .

INRAN and Purdue University have acted in a timely manner on all
recommendations made in the June 1985 Mid-Term Evaluation wnich were accepted
by USAID, INRAN and Purdue.

A new Cnief of Party has been appointed. An Accountant/Office Manager
has been recruited. A second Agronomist has been iecruited. However, after
agreeing to accept the position, the candidate reversed his decision. Purdue
is recruiting another candidate.

INRAN has submitted to USAID a plan for additional long- and short-term
training; five additional participants have been named for PhD studies. A
number of snhort-term participants have already returned from courses/seminars.

INRAN has established a committee to examine financial problems. INRAN
and Purdue have worked closely with the USAID Cantroller Office to
satisfactorally resolve accounting problems at the Tarna Research Station in
Maradi and at project headquarters in Niamey. The committee has programmed
some $ 1.4 million for advanced degree training; these funds were made
available to the project by the renegotiation of the Purdue contract.
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