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of the data collected in the baseline survey . 
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the baseline survey analysis. 
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1. O. SUl+I.-'JlY OF FINDINGS AND MAJOR REC<»f.IIlNDATIONS 

1.1 Status of Project Inputs/Management 

The project has been well-managed and consequently has accomplished a great 
deal in a relatively brief period of time. CARE management in particuliar has 
been excellent. OAR/R involvement has been substantial, especially in 
consideration of the OPG .echanism. To date the contributions of the GOR have 
been less than was planned. The principal recommendation in this section is 
focused on increasing the involvement of the GOR by scheduling regular 
meetings of the Project Coordinating Committee. 

1.1.1 
Gituza 
basis. 

The Project Coordinating Committee, composed of representatives of 
Commune, the Forestry Service, CARE, and OAR/R should meet on a regular 

1.1.2 The $2.5 million budget appears to be sufficient for the project to 
meet its objectives; to expand its targets/areas of influence and develop a 
long term training component, it is recommended that the project examine the 
possibility of using PL 480 generated currency to supplement existing funds. 

1.1.3 A review of project expenditures after the third planting season should 
be made by the REDSO Forestry Advisor and Social Analyst to determine whether 
or not an extension of the PACD should be proposed. 

1.1.4 The departure of the refugees has not significantly altered the reasons 
for which the project was funded. OAR/R, AID/W, and the DOS should reaffirm 
its financial commitment to continue project activities in Gituza Commune 
despite the departure of the refugees. 

1.1.5 The SOW for the Energy Specialist should be expanded 
supervision of some agroforestry activities and extended for the 
project, given the departure of the refugees and the redesign of 
component. 

to include 
life of the 
the energy 

1.1.S The current project implementation team should be contracted to remain 
for one additional year in order to institutionalize better project activities. 

1.1.7 The performance of the GOR/DGF has been lackluster with regard to 
providing specified in-kind and technical project inputs. OAR/R and CARE 
should strive to involve the DGF more in project activities, initjally through 
the mechanism of the Project Coordinating Committee. 

1.1.8 Given 
authorize the 
Eucalyptus and 

the problems 
project to 

Cyprus. 

in the 
collect 

supply 
its own 

of seeds, the DGF should formally 
seeds for all species except 

1.1.9 A Peace Corps volunteer is not needed if two expatriate positions are 
maintained for the life of the project. 

SOBlD 
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1.2 Reforestation Program 

The reforestation program is on the whole technically, economically, and 
socially sound. The focus of this effort should be on soil and watershed 
management and not strictly on communal forest replantation. The number of 
hectares to be planted should be limited to approximately 2000; original 
projections of available communal land for this purpose were inaccurate. 

1.2.l Project activities for this component should focus more on soll and 
watershed managf'mt.~nt I and mo!~e genf'rally on 3n i nl egrated resource mana?;cment 
appr'oa:;h. PnJ.Jt!ct mana.15emeut should prepare a defini ti ve 4-5 page paper 
illll(>ndjni( tht! goals out lln ... d lO the PP with t'egard to hectarag<: plant.ed, 
modlfu:atlon uf actl\ities, U1PUtS reqtllced, outputs expected, GOR 
contnbutions, and starflng impllcations, The paper would include a revised 
budget. 

1. 2. 2 fhe Commune should benefit more from r<eforestatlon activities as they 
have pt'ovided the land for reforestation. Ways in which this could be done 
should be tak"n up ,.It.h the CoordinatIng Committ.ee. 

1.2.3 Communal residents should be informed of the' reasons 
is talnng place and how they ,.ill benefit from It. 

why reforestation 

1.2.4 As 
expand Its 

a means of addressing watersned management 
water project to include Gituza Commune. 

issues, CARE should 

1.2.5 Reforestation sites should be made as productive as possible by making 
appropriate site-species selections. Additional training should be provided 
forestry extension agents (monifors) to enable them to do this. 

1.3 Agroforestry Extension Program , 

The agroforestry cOmPonent has made considerable progress towards achieving 
life of project objectives and is technically, economically, and socially 
sound. Sectoral nurseries are well-stocked with agrofo~estry species and each 
one includes a small agroforestry demonstration plot. Monifors undergo 
instensive training in agroforestry and courses are offered to the citizens of 
the commune as well. 

1.3.1 The Needs Assessment Survey was well designed and administered; no more 
baseline data need to be collected. Analysis of the data is weak, however. 
The CARE Regional Forester and REDSO Soclal Analyst should come Lo Rwanda for 
2 week~ to prepare a 10-15 page ana1ysls of the baseline data, 

1.3.2 The project's 
additional traIning 
client familjes, 

reporting and monitor'ing systems are good. :Vloni.fors need 
in their use, however, in order to keep track of all their 

1.3. 3 ,~commercial nursery format lS proposed as a means 
quality of nursery labor and of meeting the recurrent 
operation. The project should develop an action p1an for so 
TECHNOSERVE consultancy. 

of improving the 
cos ts of nUt'sery 

doing, using a 
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1.3.4 The use of extension courses, currently effective, should be continued 
and expanded. They should focus on hands-on demonstration activities. 
Subject themes should overlap in order to promote learning and retention. 
Agroforestry extension efforts, includIng monifor training and on-farm visits, 
should be upgraded to improve tree care and survival. More women should be 
ident.ified as candidates for the extension service. 

1.3.5 Agroforestry demonstration plots in nurseries should be maintained but 
more on-farm demonstrat.ions should be developed. 

1.3.6 Extension materials, such 
should be developed in Kinyarwanda. 
the nurseries to identify unfamiliar 

as illustrated brochures on tree planting, 
Tree name labels should be installed in 
species. 

1.3.7 Families living adjacent to reforested areas and having lost 
formerly available resources should be contacted by extension agents 
them manage their agroforestry systems. 

access to 
to help 

1.3.B The project should engage ICRAF technical assistance 
agroforestry research and monitoring system and to fine tune the 
program, especially the choice of species to be promoted. 

to set-up an 
agroforestry 

1.3.9 Local staff training in agroforestry should be provided at ICRAF or 
IITA. Long term training at the B.S. level for the Assistant Project Manager 
should be considered using Africa Manpower Development Project funds. 
Tr&ining should be provided the more highly motivated monifors. 

1.4 Energy Conservation Program 

This component of the program was designed for application in the Kibondo 
refugee camp. With the departure of the refugees and the successful 
development of an improved cookstove capability, these activities are being 
disseminated more widely in Gituza Commune. A local entrepreneur is producing 
improved institutional and household cookstovesj the project is helping hia to 
get underway to see if a private enterprise format for cookstove production 
and sale can be profitable. 

1.4.1 The project should continue its support for the development of improved 
cookstove liners for the urban markets of Rwanda. 

1.4.2 The fabrication of household stoves, including a mobile variety, for 
Gituza Commune is worth supporting, but experience in other African countries 
indicates that the viabil Hy of a cookstove-producing private enterprise is 
slim. The production of institutional stoves and charcoal stoves should be 
included in this effort. 

1.4.3 The budget allocated to the stove production activity should be 
increased in order to launch effectively the production unit and provide for 
expanded consultancy activity . 

1.4.4 The project's energy advisor should contlnue to work on energy-related 
activities, but at a reduced level of effort. 
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BEST 
AVAILABLE 

1. :1. 5 Tnri ni ng shou leI be prov I dC'ci to tJw st 0\1(' product) on ellt ['eprelJeur. 

1.4.6 An effectJve 
developed for stove' 
8SS1sLance for Lhis. 

strategy and 
cljss~minHt Ion. 

extension and 
TFCHNOSERVE 

market lng plan 
should provIdc' 

should b~ 
tee-hill l.~d 

1.4.7 Other technl(:al assis1 anee, such as offen'd by ErA and KE'ngo, should bc' 
engaged to promote improved stove pt'oduct i.on and use. 



OAR/Rwanda Observations on Evaluation 

OAR/Rwanda found the evaluation to be thorough and responsive 
to the evaluation team's terms of reference. 

OAR agrees generally with the evaluation findings and will 
support CARE's efforts to make the Project c.:Jordinating 
Committee functional and to redistribute project benefits 
more in favor of the Gituza commune. 

With few exceptions, OAR accepts the evaluation's recommenda
tions for OAR action. The most notable exceptions are: 
1) that OAR ,can only request that the REDSO Social Analyst 
assist with data analysis, but OAR cannot guarantee that 
assistance; and 2) OAR should try to locate funds for long 
term participant training, but again, OAR cannot guarantee 
this. 
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1.0. StM!AllY OF FINDINGS AND MAJOR RECC!+!IlNDATIONS 

1.1 Status of Project InputsjManageDeDt 

The project has been well-managed and cODsequently has accomplished a great 
deal in a relatively brief period of time'. CARB ma.nagement in particuliar has 
been excellent. OAR/R involvement has been substantial, especially in 
consideration of the OPG ~is •• To date the cODtributioDS'of the GOR have 
been lesa than· was planned. The principal recOBtendation in this section is 
focused on increasing' the involvesent of the GOR by scheduling regular 
aaetings of the Project Coordinating Ca.iittee. 

1.1.1 The Project Coordinating Committee. composed of representatives of 
Gltuza Commune, the Forestry Servlce, CARB. and OAR/R should meet on a regular 
basis. 

1.1.2 The $2.5 million budget appears to be sufficient for the project to 
meet its objectives; to expand its targets/areas of influence and develop a 
long term training component, it is recommended that the project eKamine the 
possibility of usin~ PL 480 generated currency to supplement existing funds. 

1.1.3 A review of project expenditures after the third planting season should 
be made by the HEDSO Forestry Adv~sor'and Social Analyst to determine whether
or not an extension of the PACD'should be proposed. 

1.1.4 The departure of the refugees has not significantly altered the reasOnS 
for which the project was funded. OAR/R, AIDjW, and the DOS should reaffirm 
its financial commitment to continue project activities in Gituza Commune 
despite the departure of the refug~es. 

1.1.5 The SOW for the Energy Specialist should be expanded to include 
supervision of some agroforestry activities and extended for the life of the 
project, given the departure of the refugees and the redesign of the energy 
cOJllPonent_ 

1.1.6 The current project implementation team should be contracted to remain 
for one additional year in order to institutionalize better project activities. 

1.1.7 The performance of the GOR/DGF has been lackluster with regard to 
providing specified in-kind and technical project inputs. OAB/R and CARE 
should strive to involve the DGF more in project activities, initially through 
the mechanism of the Project Coordinating Committee. 

1.1.8 Given 
authorize the 
Eucalyptus and 

the problems in the 
project to collect 

Cyprus. 

supply of seeds, the DGF should formallY 
its own seeds for all species except 

1.1.9 A Peace Corps volunteer is not needed if two expatriate positions' are 
maintained for the life of the project. 

6081D 
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1.2 Reforestation Program 

The reforestation program ~s on the whole technically, economically, and 
socially sound. The focus of this effort should be on soil and watershed 
management and not strictly on communal forest replantation. The number of 
hectares to be planted should be limited to approximately 2000j original 
projections of available communal land for this purpose were inaccurate. 

1.2.1 . ProJect activities for thls component should focus more on SOLI and 
watersHed management, and more generally on an integrated resource management 
approach. Project management should pcepare a definitive 4-5 page paper 
amend1ng the goals outlined in the PP with regard to hectarage planted, 
llIodl.fication of acb..'v1.ties, inputs required, outputs expected, GOR 
contributions, and staff~ng lmplicat1ons. The paper would include a revlsed 
budget. 

1.2.2 The Commune should benefit more from reforestat10n activlties as they 
have provided the land for reforestation. Ways in WhlCh this could be done 
should be taken up wlth the Coordinating Committee. 

1.2.3 Communal residents should be lnformed of the reasons why reforestat1on 
is taking plac~ and how they witl benefit from,it. 

1.2.4 As a means of addressing watershed management issues, CARE should 
expand its water project to include Gituza Commune. 

1.2.5 Reforestation sltes should be made as productive as possible by making 
appropriate site-specles selections. Additional training should be provided 
forestry extension agents -(monifors) to enable them to do this. 

1.3 Agroforestry Extension Program 

The'agroforestry component has made considerable progress towards achieving 
life of project objectives and is technically, economically, and socially 
sound. Sectoral nurseries are well-stocked with agroforestry species and each 
one includes a small agroforestry demonstration plot. Monifors undergo 
instensive training in agroforestry and courses are offered to the citizens of 
the commune as well. 

1.3.1 The Needs Assessment Survey was well deslgned and administered; no more 
baseline data need to be collected. AnalYSiS of the data is weak, however. 
The CARE Regional Forester and REDSO Soclal Analyst should come to Rwanda for 
2 weeks to prepare a 10-15 page analysJ.s of the basell..ne data. 

1.3.2 The project's 
addit1.onal training 
cl~ent familles. 

reportlng and monitoring systems are good. Monifors need 
loll their use, howevee, in oeder to keep track of all their 

L.3.3 A commercial nursery format is proposed as a means 
quality of nursery labor and of meeting the recurrent 
operahon. The proJect should develop an aehon plan for so 
TECHNOSERVE consultancy .. _~ _____ ... ___ . 

of improv.ng the 
costs of nucsery 
dotng, using a 
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1.3.4 The use of extenSlon courses, currently effective, should be contlnued 
and expanded. They should focus on hands-on demonstration activities. 
Subject themes should overlap tn order to promote learnlng and retentlon. 
Agroforestry extension efforts, including monifor tralning and on-farm vlsits, 
should- be upgraded ,to improve tree care and survival. More women should be 
ldentified as candldates for the extension servlce. 

1.3.5 Agroforestry demonstration plots in nurseries should be maintaLned but 
more on-farm demonstratlons should be developed. 

1.3,6 Extension materials, such 
should be developed in Kinyarwanda. 
the nurseries to identify unfamiliar 

as illustrated brochures on tree planting, 
Tree name labels should be installed in 
speCles. 

1.3.7 Families living adjacent to reforested areas and having lost access to 
formerlY available resources should be contacted by extension agents to help 
them manage their agroforestrY systems. 

1.3.B The project should ~ngage ICRAF· technical assistance 
agroforestry research and monitoring system. and to fine tune the 
p~ogram, especially the choice ~~ species to be promoted. 

to set-up an 
agroforestry 

1.3.9 Local staff training in agroforestry' should be provided at 
lITA. Long term training at the. B.S. level for the Assistant Project 
should be considered using Africa Manpower Development Project 
Tr~inLng should be p~ovided the more highly motivated monifors . 

1.4 Energy Conservation Progrss 

lCRAF or 
Manager 

funds, 

Thia ca.ponent of the progrss was designed for application in the Kibondo 
refug'ee CSIIP. With the departure of the refugees and the successful 
developMent of an improved cookstove capability, these activities are being 
disse.inated ~re ~dely in Gituza Com.une. A local entrepreneur is producing 
t.proved institutional and household cookstovesi the project is helping hia to 
get underway to see if a pri~ate enterprise foraat for cookstove production 
and sale can. be profitable. 

1.4.1 The project should cont~nue its support for the development of improved 
cookstove liners for the urban markets of Rwanda. 

1.4.2 The fabr1cation of household stoves, including a moblle variety, for 
GitUZ8 Commune is worth supporting, but experience in other African count~ies 
indicates that the viability of a cookstove-producing private enterprise is 
slim. fhe product~on of institutLonal stoves and ch~rcoal stoves should be 
included in this effort. 

1.4.3 The budget allocated to the stove production 
increased in orde~to--l~unch-effectively-theproduction 
expanded consultancy activity. 

activity should be 
unit and provide for 

1.4.4 The project's energy advisor should continue to w8rk on energy-related 
activities, but at a reduced level of effort. 
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1.4.5 Train~ng should be prov~ded to the stove production entrepreneur. 

1.4.6 An. 
developed 
assl.stance 

effectHe 
for slove 
for this. 

, 

strategy and 
dissemlnatLon. 

extenslon and 
TECHNOSERVE 

market 109 plan 
should pronde 

should be 
technic.al 

1.4.7 Other technlcal assistance, such as offered by EIA and Kengo, should be 
engaged to promote tmproved stove productlon and' use . 

2.0. INTRODUCTION 

ThLS evaluation 
opportunitles of 
1.n April, 1985. 

focuses on the achlevements, problems and development 
the CARE Gituza Forestry Project (698-0502.96) since it began 

The Gituza Forestry Project was deslgned and approved to ass 1st the Government 
of Rwanda (GOR) to meet one of lts major goals, that of improvlng and 
inc~easlng the forest resource base of the country. That the P~oject is 
sltuated 1n an area which had been environmentally degraded by the influx of 
23,000 refugees makes 1t even 'more important to assist' the GOR in achleving 
1ts long term goals in the forestry sector. Likewise, the Project addresses 
one- of the two major U.S.A. 1.D. ·.(OAR/Rwanda) long range strategy objechves, 
i.e., "to increase· Rwanda's ~per capita food production through appropriate 
interventions at the national and farm levels to use more effic1ently limited 
resources. II 

According to the Project Agreement, the purpose 
the support necessary for CARE to develop the 
undertake a multi-component forestry program in 
Prefecture 1n Rwanda which will: 

of the Project is to prov~de 
capab1lity of the GOR to 
the Gituza Commune of Byumba 

- reforest approximately 3,600 hectares of deforested communal land in Gituza 
Commune; 

develop a permanent agroforestry extension program for Gituza Commune; and 

identify and disseminate fuel-conserving cooking technologies to reduce 
current levels of fuelwood consumption in the'refugee camp and lnvestigate the 
usc of alternative· fuels, as appropriate. 

A concepts paper for the ProJect was submitted by CARE International to AID/W 
on August 13, 1984 and approved the same month. Based on AID/W guidance, CARE 
subsequently developed' a Project Paper which was rev1ewed by OAR/Rwanda and 
REDSO/ESA on September 6, 1984, The Project was authorLzed, under DOL 140 
revised, by the Director, REDSO/ESA on September 28, 1984 at a level not to 
e}(ceed $3 m1llLon w1.th $2.5 mlllion to be obligated dunng E'Y 84 and the 
balance to be obl~gated durcng subsequent fiscal years. An Operational 
Program Grant (OPG) was selected as the best mechanism for project 
lmplementat10n w1th funding for the actlvity com1ng from speclal refugee funds 
under DOS's Internat~onal Disaster Account • 

.. _---- .-
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The Project Grant Agreement between OAR/Rwanda and CARE/Rwanda was prepared 
and subsequently sLgned on September 28, 1984. However, the Project Agreement 
between CARE/Rwanda and the GOR, represented by the Ministry of Foreign 
Affa~rs and Cooperation, was not signed until April 10. 1985 and the project 
did not become fully operational until later that month. This delay was 
primarily due to difficulties in CARE-GOR negotiations concerning the 
percentage of refugee labor to be used in Project activit1es, with the GOR 
favoring a greater Rwandese partic1pation than that envis10ned by the project 
design team. (It was eventually concluded that up to 50% of the labor 
employed in the proJect would be refugee). In spite of this delay, 
CARE/Rwanda. using its own regOurces, recruited and engaged the Project'g 
Technical Assistance/Management Team who arrived in country in November 1984. 
The advance presence of the TA team greatly facilitated project 
pre-implementation and mobLlisation and essent~ally kept the Project on 
schedule. The present Project Assistance Completion Date 1's November 30, 1988. 

This evaluation took place according to schedule between March 7 - 18, 1986 
and the report which folloWs constitutes the Evaluation Team's findings and 
recommendations. The Evaluation Team consisted ,of: James R. Seyler. Regional 
Forestry Advisor, HEDSO/ESA as, forestry technical specialistj C. Anthony 
Pryor; Regional Energy· Advisor, HEDSO/ESA as, the energy- spec1alistj Paula J. 
Williams, Social Analyst Consultant hired by CARR; and Connie Dupras. 
Accounting Specialist, OAR/R.· Ed< Robins, Social Analyst/Project Officer, 
OAR/Rwanda, and Andrew Sisson; Project Development Officer, OAR/Rwanda also 
participated in the Evaluation (preparing the terms' of reference, taking part 
in the field work), but are-not responsible for any of the Team's findings • 

The Terms of Reference for the Evaluation included the following: 

2.1 Objectives 

- To assess progress to date in meeting the objecti~es outlined ~n the project 
paper; end, 

- To provide guidance on re-structuring project acti~ities, emphasizing their 
sustainability - especially over the long term. 

To accomplish those objectives the Evaluation 'Team will undertake the' 
following tasks: 

Determine whether baseline data collectl0n systems have been established; 

- Assess' the adequacy of CARE book-keeping. and accounting procedures; 

- Assess the adequacy of the methodology used for determining the costs and 
benefits of the reforestation program; 

Assess' the adequacy of GOR and other institutional cooperation and inputs. 
especially the extent to which planned contributions have been realized to 
date; 

C-----------~-~1rdelllf[f5"1mplementation problems and propose solutions to them; 
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Determine whether co~ercial nurseries are a realistlc alternative to 
communal ones as a means of sustaining reforestation efforts in the'Cowmunej 

Assess ·the- adequacy of staff p["ovlded by· the .. GOR, 
and ascertain their status in the forestry service and 
other Communal authorlties; 

Assess the need for a PCV; 

especl.al'ly the lIIonifors, 
thelr relationships to 

Assess the soundness of modifications in project actlvlties undertaken since 
start-up; 

- Assess the technical. economic and social feasibility of the proposed 
re-structuring of project activities; and, 

Assess the technical" economic and social 'soundness of, activibes in the 
Kibondo camp. 

The Evaluation Team has attempted to follow ,these Terms of Reference. In 
doin~ so, the' Team reviewed-_appropriate project documentation available at 
OAR/Rs. CARE/Kigali and.. CARR/Gituza. including the Project- Paper (PP) and 
Authorization. the Grant 'Agreement between-USAID and CARE. and CARE and GOR, 
projeCt implementation reports, CARE trimestrial project implementation and 
evaluation reports, financial :..summaries, consultants reports, and some 
correspondence. A total of five out of twelve days were spent in the field at 
Gituza where project activities and proposed modification were discussed at 
length with project staff and communal officials, and Verified on the ground. 

Prior to departure from Kigali, the Team was anle to present its initial 
findings to OARIR and the GOR (DGF). Most importantly, the team had the 
opportunity to usefully interact/dialogue with CARE Project, DGF and OAR/R' 
staff and provide technical guidance in the field and at respective 
headquarters. 

Finally, the Team wishes to take this opportunity to express its appreciation 
to CARE project staff, particularly David Gibson and Eva Mueller, and to the 
various staff members of OAR/H, all of whom have facilitated the Team's 
effort:s and made it:s :stay in Rwanda a pleasant one. 

3. a STATUS OF PROJECT INPllTS/MANAGEMBNT 

3. r 'USAID INPlITS AND MAliAGIlMIlNT 

The USAID contribution to the project is to be $3 mIllion over four years or 
approximately 74% of total project costs. USAID's contribution ~ncludes 
project pre-implementation costs, technical assistance, salaries, training. 
commodities, construction, and other direct costs for purposes and activities 
outlined in the Grant Agreement. USAID is to assist as well in the 
coordination of the various entities involved in project implementation and in 
project monitoring and evaluation. Of the $3 million total, $2.5 millIon were 
obligated in FY 84 and the balance of $500,000 was to be obligated later 

- ---. - -.-
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during the Life of Project (LOP). It is now, certain that the additional 
$500.000 will not be forthcomlng. The Project is implemented through an 
Operational Program Grant to CARE International. 

The Evaluation Team was able to ascertain effective CARE use of USAID inputs. 
All CARE managed, USAID funded full t1me international, national and proJect 
staff members are in place. Few changes or additions are foreseen w~th regard 
to numbers or expenditures. Procurement of project materials required for the 
first planting season is complete. Construct10n of the SlX dwellings and 
office complex at Gituza is proceed1ng on schedule end should be completed by 
the end of April. The Project has also benefited by several short-term 
cODsultanc1es, identified in the PP, including a watershed and soil 
conservation specialist, a cookstove specialist, a construction consultant and 
a social analyst. 

With regard to USAID project management, the Team found that on the whole, 
OAR/R's management of the project to date bas been sufficient albeit somewhat 
lim1ted given the Agenc~1de tendency of most project officers to believe 
that OPGs can and should run themselves with a minimum of USAID input. The 
OAR/R Project Officer has nevertheless visited the project five times 
(includin~ once for purposes, o~ this Evaluat10n) which is sufficient for 
effective project ,monitoring and,management purposes. 

CONCLUSIONS AND RRCOfof<!BNDATIONS .-

The Evaluation Team understands from discussions with OAR/R that the remaining 
$500,000 from the International Disaster Relief account will not he 
forthcoming given the departure of the refugees and demands for these 
~esourcas in othe~ countries. 

This should not present a major problem to continued project implementation as 
a review of project expenditures to date shows an average annual expenditure 
of approximately $662,000 (which 1Dcludes a substantial amount for front-ended 
purchase of commodities and vehicles). Assuming project expenditures remain 
at current (or more than likely at slightly reduced) levels, the Team believes 
that there are sufficient funds remaining 1n the Project for it to achieve its 
stated objectives and targets, including proposed modifications, within the 
remaining time frame or, at the most, with a one year no-cost extension of the 
PACD. (As regards the latter, it is too early in the LOP for the Team to 
determine whether an extension would be appropriate or not). However, the 
Team would like to point out that while the Project does not appear to require 
this additional funding, that it could nevertheless benef1t from these funds 
1n order to expand its targets/area of influence and include a long-term 
training component not foreseen in the original project deslgn. The 
Evaluation Team therefore recommends that:-

- OAR/Rwanda not pursue obligation of the resaining $500,000 with DOS/AID/W, 
but that it seek to caKplement project local currency costs/activities with PL 
480 generated currency. This would free up project foreign exchange to 
support a possible long-term training coaponent and/or expansion into an 
additional comKUDe(s)j --------

--~,.- --- -"- - - - ._- - _. -. - -, - .---_.-
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as regards possible extension of the PACn, OAR/Rwanda seek the serv1ces of 
REDSO/ESA's Reg10nal Forestry Adv1S0[' and Soc1al Analyst after the th1rd 
plant1Dg season in order to review proJect expenditures against 
targets/ach1evements and recommend whether an extension should be accorded to 
the proJect. 

In t!"'lms of \.)>\H,f./ pro jN.t manul\('me'nl, thr-- EValuatlon 1l!0lr.l belif!vt·s that lh~r(' 

.ire lhr~e areas which could be strengthcn~d. The first conf:"el'OS Cl!lIlpos.ttton 
It tiw ~ Projec.t Coordinat1.nf{ Comnnttt:!t:!. -\s the COIIlIlllltee n{Jw.stands. tls 
membets[up is como!)<;;ed of l'eprr.sentat1.vp.s from C\RE Pro.lect and Klgall Staff. 
·~I· COmlnune n f G i tu .... a;BYulIlD<l Prefl::l..'f ure. <.Iud :-llNAGRI IUGI-'. i'th lle ESAfO 
o<J.cl:lctpaticn In the Committee was foreseen "1-II the Pro_Ject Grant Agreemenl. it 
.~as not lncluded tn actual proJeet lInplementahon. Th!:" EllaluatlOn Temn 
therefore recorJUnF!nds that-

- OAR/R seek active participation in Project Coordinating Committee meetings. 

The Eva luat ion Team be lieves that the ongtnal ob,Ject 1 v~s of thF! ProJPoc:t 
remain valid "lnd that contLnucd suppvrt to rr!v~rse envircmmental degrnu<.tLlon 
and lncreas~ fuelwood suppl~es depleted by the refugees lS a Ylablp. use of 
refugee Tunds. [L should be kept tn. m1nd that thf"! purpose of the Pro,j~ct is 
to plant trees and rehabilitate' the environ!'l",n:' and was not intend~d solely to 
generate lncome <3mong refugees. Furt-hernore, the Team betieves that the 
technlcal and developmental aspects of the Project are sound and that the 
departure of the refugees should no~ bias OAR/R. AIDfW or DOS lnterest ~n or 
support to the reforestation component or the Project itself. The Evaluation 
Team recommends that. 

- OAR/Rt with AID/W and DOS concurrence, 
provide continued financial support to 
Agreement levels (2.5 million dollars); 

confirm in writing ita intent to. 
the Project at the original Project 

the third management issue concerns the excellent potential 
fertilizat~on between proJects and the chance to make OAR/R's 
northern Rwanda more "program-oriented" rather than a serles 
?roJects. The Evaluation Team recommends that: 

, 

for cross 
activities in 
of discr-ete 

- : OAR/R make every effort to promote interchange of ideas, concepts and 
approaches, among projects in' its agricultural portfo!1o. This means 
encouraging and facilitating, inter-project field trips/communications and 
periodic visits to the project site by OAR/R's agricultural staff. 

3. 2 CARE INPUTS AND MAlIAGOMENT 

-; \liE. a~ thf: i !:"lti IIIIP I f'lllt'nll ne' a~(~ncy. 10-. r(:spons·lh 1 f; tor ()vcri'lll rH'n )t:l:t 

'.oonlinatlon of the three project compr;nents and provides st.lff and t'C~s!)un;("s 
• Jr project ar:tiviti(!s HS f)utlined In Ihr Gr .. Ult A~n!emrmt. G-\IU; 
International's contnbutl0n to the project is to be $410.000 or rou~hly,LO~ .. 
(JC tolal' costs. fo dale. CARE/Kt1{al L f>stLmalt::s that it hdS tontdbul(!d 
approximately $43,2'14 to the proJect. In addition to the Grant ~upport, CARE 
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.l5·1.J'J'1 uf III~' KH!all ad;nU!I>:..i.t'"1ll\!' Sl!YPO/'~ t::1J},[~, ("\UF's 
P.~~"wt ~t1mrno.t Lf~S' c.h-at h orl"''''~llt the UIEIIJU!1CS contdbut':.'d :"',' L\HE .lH i 

'Iii) r,,' iJud~.·1 lirH: tt'''Il. i'!'~lt !('('cl!'luw f'lq, ,llut't·!> :U',' ('I 

til,,: t":!nlls 'It' th~ (it',:wt .\9.,.I·~elTl~:nt. H()W~·\r.l. tht" E\a!untl0n 

C\H!,. fnrr->rnattnnni !5 con';;lck'rIOl\ Illt"('I'I!l~ tiE-. <,!lntl'lhut I'm be 

I"b~ Dr<Jb:'lbl~ ':;')00.000 shortfall in l~-\'I!)ts contrt.buttot!. 

'ontc'lllt.\' \"llh 
r~-,am i-3.~·I\.·d th Il 

_0"" l .. ft",·1 

1.'\fIE hw; >f\o\".·d ql.lcl..l\ :mcl erJJc~'<'nt:\· Illn'crttllln!{qu,lilfit!d:::.r.d'r. 'l"ne 
;>j,lflOlldl or Kl.gdll ntfll.e has bl1en full'" stdfren and opetat i,)I'\I.l1 Slll,'1:! 
\!o\t'l"bet'. ]ll!{:1. ihe Pro Jeel • s "'~~:hnH'31 Ass I st.mt·,~ :f;:mcIlWlnt'!·! i,! 'In 

. fnr"'ster T"",m [,f-':-tdo:>!' and Ene:2v C'I)I\'iCn'ntlO\1 Sper;iaLlst W~t'e Oll-Slle JlI'i 

H)J·",OP. thr'ep months ~nor "0 Lhl! <3 l?,ntr:p,' (It th~· CAIlE,r,OR prOlt·!..l Gc.:ot 
A)!.t'~e!llellt , 

CONCLUSIONS AND RECOMMENDATIONS 

uoe of the concerrs expressed dunng lhe. HEnSO/ESA r~Vlew of the pro,Jed 
proposal was the fact that 50% of CAREtKigah headquarters costs are dlarged 
1-0 the Gt ant. It was therefore recommended that as CAR.E!.s~tf:o.l .. L-O-Ln-Rwi:lfld<l-__ 
Lncreases, a new rate or formula for determining administrative costs throu~h 
the LOP be determined by the project officer. On JanuarY 1. 1986 th~s rate 
was increased to 60~ {30% Headquarters and 30% Water ProJectl • . --- - - ...... :;--.. ' . 
The Evaluat~on Team ~s'also cancer-ned about CARE's J.ntentLou to r-educe Lts 
contribut1on based on the USAID shortfall. The Team would l~ke to p01nt out 
thet the present 10": hgure -'is> relatlvely low in companson to CARE 
International's contdbut1.on· in similar forestry/agroforestry pro.ject's J.n 

Africa, the aver-age beIng between 15 and 20~. The Team recommends that: 

CARE/Rwanda not reduce 1tS contribution so as to make it more 1n line with 
similar CARE activities in Eastern and Southern Africa. 

As regards CARE management issues. the Evaluat ion Team finds for the mas t part 
lhat pr-O)cct management has berm excellent. ProJt!cl management staff an.! of 
e~cellent quality. well motIvated and possess a flexible and reactive approach 
to problem solv.l.ng that· the Evaluatton Team beHeves is critics] for pr-ojec:t 
success. 

tn Lerms of proJeet repor-tiny., the Ted.rn finds the quaht.y uf implf'mentalioll 
and tel:hmcdl r~ports to be excellent, more than fulfill1.ng requirements 
~;pec.:-1fled Ln th(:! Gt<mt Ag-reemenl, Project. "lana1.E'rllent has also de ... el()Pr.!d what 
the Tf!affi cl)ns1ders to be a model cost accounting system for trackIng proJp.ct 
""pendlturf:'S bv (omponr'nt and dcLermlnLnlj tt'ue UUlt rusts (~.t-l.,. I <1St pee 
spedlln>'.. east ~C!' hectar-e plantto'ti, ~tc. I F'ro.Ject staff has disc develope!1 
.m Inno\'at1.'J~ ~corwml(' anal'lSLS model ((lr 'J(-!terIP~nlm~ and anHlv,~lr{r !H"UJ~f.t. 

"':"l~fits. l~h11e dei-nlls of thesf:" u!:hteVemf!tlls are dl.sl.ussed tn det3il In fh~ 
r·"turf-'sluilUn ~ ... :t!')r: of t.hl.s r,;p(lrt, lh~' r'::Ull bf>LiF!V('S {hat f'r'lJf:r.r \';::d'f ha .. 
(It,!vetnped <i nl.lmbpt· of models alld o;vstems that should be reoitc.at"!li noc onlv to 
Ilwandu oul: in nlher C\flE and USAfD '-U.:i..LVLtlt;:!'::> Uil lht~ r.urltLllent ~pd (!I~ ...... f!t.:n~, 
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in SD~tt:: 'H I-,hat th(' [v.!lw:zllO[' f~·.:!m fH'li("f:s ttl bp 1"-llJf'cl ,\I,I\HH~.·ln('nt·s 

.)~.~sl~niin~ Slll!'I~SS:: t<, It.\~t-', thet'!~ ,1f'f' !I-;r, LSSU'-S \,hu;h hay~ lhe j.JIIlr:ntl.l! of 
t!dl'l~_"I',I'~ futurE' ptOV't,t tfilpll·JJII·nlall"n. Tt,f' lit~( t!:. Ihul n.l·w<lllll' to lilt· 
;'[Il.J':'f,.'t P'l!'et', the f!r)s~t\'1Il flf Ih ..... Ent'"["\' G!)(ISf:t'''"ltl.Otl S!,t'"c lall,:>t \,ns Lo bp 
lllf1,I{~,[ [''lr :1 DI'('IOci ·.1 finly ll"" \I~\!"" 1~Iu.lt· the <it!partwl' 01 thl' l'(>rm~"':s 
-~[}(I subsp.:quent r eduC't ton tn en~r~\' I;omponen t ar.t L Vt tip.s would ..1PllNlr to 
supnOl', <I n·t[w~·ll I~\'£'t ',f TI.'chllll'at -\'$~~stH.nf,.l· :T.\ In thr- I'nE·r"p,y I (>1'1("lIlPnt, 
tl:E- Tei1Jll [,1-:1 i~'1f:!s th..-lt oth"'t, m'e,iS of the Pr-I)j~ct, part l.!:1I t...U' 1.' th~ 
,!I(rofotTsl ry t"!-..::tenslon (ornpunent, re,!uire st~'nf{thl·nint. ~hl'(mgh nddit Lon.1 t 
.... :-:pcltnate t,.I;, The Tf-:dJJi thp.refur-E! SUPDot ts Pro iect ~Ianag'emellt's desit'E:! to 

h:.m(c ~hl: !iI'OPf: If WOI'k hn' the! E'n(:t'J~v Sm:(:l311.!:>i ':J tf'dJ.nccl fl)['p::-;I.!t' to 
b~ttf";'r' :pflect CUtTent pt'O If:!ct nl-'e-is. e,g,. the dl-'vell)pm~nt of a smaller' 
pnvi'l.t.e entc:rprl.~(>-basi!'r1 slc)V(> program: the analysis uf the on-farm needs 
:J$se~sment . surve!-: and the development and implementation of a small. on--farm 
::ll{rotort'stry research component. The Te.:!.l1l r-ecnmmt::!nds that: 

- the Energy Specialist cum Forester's Scope of Work be further modified to 
encompass complete management of the' agroforestry extension and mon~toring 
component, ,in addition to proposed stove activities, and that the position be 
~tended over' the life of the froJect. 

rhe ,second ~ssue wh.J.ch. could hamper future pro.)ect implementation/management 
is the relat~vely ~mm~nent (November, 1986) departure of CARE's proJect 
management staff.' At the present time. the Pro.ject's For-ester/Manager and the 
Energy Special~st/For-ester have no ~ntent~on of renewing their- contracts. 
Thev both feel that salaries, benefits and pr-omotion potential offered by CARE 
Inter-national are not comreensurote w~th the~r quallf~cat~ons and experience, 

The Evaluation Team believes that project management's departure after only 
bw years of lmplementat-l.on lVould be particularly unfortWlate. In the Team's 
opln~on, the CAHE/G~tuza expatriate staff ~s among the best that CARE has 
rlelded in its forestry projects in Africa to date, Their rlepdrture because 
of personnel problems w~ll be a l()ss to CA.RE's overall program, The 
EvaluatIon Team recommends that: 

- CARE/NY and CARE/Kigali make every effort to provide sufficient economic 
incent~ve for the current project implementation team to renew their contracts 
for one year in order better "insititutionalizelf project activities and 
provide the cont1nuity required for ulti~ate projec~ success. In the event 
that an agreement cannot be reached, the Team recommends' that; 

CARE/NY in~tiate. recruitment procedures for qualified candidates for both 
the forester/team leader and agroforester/energy pos~t~ons. 

3_3 WORLD FOOD PROGRAM INPUTS AND MANAGEMENT 

'rl\' hrJc[cj ~'l<Jd f'rof!!'O.lm '\'iFf". Ihl·lllIgh. th~ GOU, \\,.IS stlpponed to c.rmlribut(~ d 

t,<)f a1 of 'ii-l'J6. 000 l.n food conunoch ties .)S food for work {FEW I for the Pro jed 1 S 
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c~f[)r~slatLOP' l:[)m!?I)I'~IH. It was p!anm:u that tefu~t-'I;' labo~ ... ouid be paul III 
~.I!'d t:1r<Jul!h ,,::p tt)lltt 1~1I!l1'IIlS, \~hl L(' Im'dL i.lhur ~~ullid !U' paid n Ul!'lh, IH' .: 

cash-food ml'" Hm~.!v~~·, t~atly in ptOII;'I.t lmphm\t~ntalllJn. pt':)Je!~l mnlldgemenl 
t!er:Fll.:u that toe US(' nf Food- for-Wor!" in lh(' rf'f(Jrestat ion (:Ol!'pOnNII \ ... as 11(" 
.1PPtOpnatl': as (LJ cood-for-Work forestry efforts f)1l lhe r:ontlnent have onl:. 
bf~en marp,"'nali." SU(t:'sstul: . Ll) (!uan1tly and C1uali.lv of rati'xls providf-·r! b\ 
;,'FP \;)['If'd ~·)nsl.dp.rabiy from ID()Uth-to-manth and tlu~\" dl.d not usually art L,I"" m: 
ti,ne; 3.1ld l..t~ UU~ dueled admllll.slrat n-r.: burden to the f'lojec..t (hd not Juslif\' 
the amoun: c)f WFP's contrLbuti()n. Glven th1S assessment. Projt:!ct ~Iana~empl!~ 
je:ciu€'u to :!.Ir~u the USf.:' uf ~Fh 1.n favoC" of' -:ash payments. HOIievr"!r. prokct 

--lllanaRemenl: de~td~d La eonttnu~ the use of F~ rat1.ot}s tn the energy Gompon~ut 
<1S 1t has eas.er to acim.lnLster a.nd (:00tr01 1.n the refugee camp. 

CONCLUSIONS AND RECOMMENDATIONS 

The departure of·the refugees ha.s made the nw lssue a moot p01nt. However. 
the Evaluation Team would like to go on record 1.n supportlng ProJect 
~Iana&ement's aeC1.Sl0n in foregoi.ng the use of FEW 1.n the Project. 
Additlonallv. it should be ,noted that the Project Paper budgeted a flat 
s36,500 for every year of project implementatton whl.le the. number of ,hectares 
to be planted and protected.is to increasesubstantlally after year one. ~ 
well. the fact that FFW will pot. be used means a substantl.al amounl: of 
contingency funds will have' to be used to cover labor costs. While the Team 
feels there are sufficlent project funds avallable to meet stated targets 
(including proposed mod1fications), the Team nevertheless recommends that: 

as day labor for the reforestation component is the' largest single financial 
input, that OAR/Rwanda and WFP explore the possibility of using PL 480 locallY 
generated currency to support labor payments. 

3.4 GOR INPUTS AND MANAGEMENT 

Accordln~ to the ProJ~ct Agreement between CARE and GOR. the GOR was to 
provide 'iil:::l2.000 10 in-kl.lld contributions represenhng apprm·amate!y 12% of 
total project costs. Speclfl('rllly, the GOR 1S to: 

\'<Iake available to Ule proJect, on a bmely bas1s, full-tlJne personnel. 
teChnlcal serVlces and land as specified in the Pt'(qect Paper. The p(~rs()nne] 
Lncludes: one aSsLstant project manag~rl -l engineers or technical F.!xtcnslan 
offic(!rs I foresters and'-or agronomes) and 8 forest mootlors; 

- :-Iake aU neco::ssarv arrangements to lnsure that the 8 forest monLtors of the 
OGF, '!"11lv hlrcd for the ProJec;t, wi.ll be fully 1.oter.,rd.ted inlo puuli< 
serviCE:". Payme!lt of the salaries anrl tndemnittes of these mou!.tors ~i1.11 b~ 

·l~sump.d bv tne (j(lv(!rnmpnl Sl'< months afler t-heir seledlon. lhf: salarles of 
the two project e'<tens10n offtcers wtll be paid by CARE durl.llg the period of 
Dro./eel lmplemf~tlln! lOU: 

Fac.ilitate oy dll possibh! mean!> all construction wurk of the contractors: 
and 
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. Gu,!'! l.ts full partua~allon to the plannim~ and l.mpl(>metl~atton of cli 
'-r·ton:!£.Lo.tto:1 .. w.r·Dfl)n-:~(l'\' ~H!d !~\'~t!uall(Hl ac.tivtt les. 

Till" GOP. til •. JUgh the DGi:' pro\rlded the fU'se Lounterpal-t. lhe Assistant Pn)jeet 
\Iaodswr, Ul !:lle Junc. l!lB? H{j\~(~veI", whlle project 'll(::!.naIJement \.,tas ;J.bl~ to 
ldentlfy ..'I::d empt"} ... · an a~rl)nOmlst and aoothr:t' forest~t (for the ... u~rnfOl·~stn 
and refon·,;:tntton {ompoOf!nLs r~~spe(.tlv('lv, several problf'm~ hOI\'.,! alls.'n. 
Roth technktans, after betng recommended and assu~ned to the pro jed oy 
:-[[X··~GR[, \\-rc~ ad·lls .... rl by ~H)lAGfU 'wlthout InformIng Uw Pt"C)wcl l thut tht·y !!c.d 
lJeell tl'ansro:rn!o tlJ o~neI' post.s. Aft':!r lenl?,Lhy d1Scussions and ~ssista.ll!;e 
frr)m the Bl)ur~f:slre •. boln techniCians were abt(> to rem.un with tht! PrujH(.t 
but only the forester is expected to be assLmilated lnto government serVlce to 
'-he near ~'uture. It should a Lso be no Led that the Project, in an drl'anAc:ment 
wl.th the Commune. has engaged the haif-tlme services of the Commune's
<.!J{riculture agronome. Nhose base salary is paid by MINAGRI and overtime by the 
Project.} On the whole, the ProJect's Rwandan Staff (bo~h GOR anu CARE 
managed) are of excellent quality and well molJ.vated. 

However. even wl.th the abqve technl.cians, the GOR will contl.nue to be 
deficient ~n counterpart support as ~t appears that few technlcians are 
expected to become- ava'dab Ie- for-at- least another year. The GOR has- also been 
slow 1n asslmilatlng the fores't monitors into public service. The names of an 
inltial five qualified candldates were forwarded to the GOR Civil SerVlce 1n 
September after complet~on o£ training by the Project. To date no action has 
been taken although the DGF maintains that these mooifors will be assimIlated 
during the next fiscal year. 

GOR's \DGF's) "full parllc.tpation" in all project activities has also b~en 
problematic. For example, the- Project Coordlnatlug Conunittee has never met. 
ThlS Ccmmlttee was supposed to meet on a semester basis in order to dlSCUSS 
all phases of projec~~implementatlon and develop courses of action for the 
resolutlon of 1mplementation problems. 

On the techn.Lcal slde, the Project has also been haJllpered by the late dell very 
and poor quality of tree seed from OGF's Tree Seed Center in Butare. Demands 
for seed Vla normal bureaucratlc channels have occas.tonally gone unanswered. 
When answered, seed was more often than not only made avallable late into the 
S()Wlng season, thus dlsrupllng nursery and ouLplanttng schedules. 

~Iore 1mportanlly, lht! qual.lty I)f the seed from the Center has been t-' .. :tremely 
pl)or. Germlnation rates are not marked on the packdges a.nd when they ar-e. 
sf'tdom (.(JlTesp<Jnd with rp.allty. To date, the Project has had germlnation 
pr'ob lems ~ t th ~tQ g!~L_gJ:lN!l!l f~r,,*, C<!b ~!-!ln(h::a __ c<!~QLh!:y§:~, 9§!g.r~!<! __ 2(!Qr~!:~, 
Gr~y!!1~9_r2~~2~~' A~r2~~!:E~§_.fr~Jvif9.1!Y§. q~111!r!~ __ rQQY@t~. gg!~~~ .. _§E2. 
~!~aH~ .. _1!!~~t.:D~.H and ~~£§lY2f!:!§. __ §'E~.. Lhe laller Leiug mLxed in tr-:rms of 
s~eC1es composit1.on ralller LIlan a sLugle speCles. 

On the positlve slue, CQIl Inputs aL lh~l (..o!mnune level have b('en con~lsLenL 

with those eOVlSlOned tn the Pro,Ject Paper and Project Agreement. Suff.tcient 
land has been made uva.t lab le for al] nursery sites and pro,ject headquarters in 
Gituza. To the extent possible {see Reforestation Section!, land has been 
made avulLable for t.he PrClj!:'cL's Rell)re..taL.Lon PID)",C" ... , ,(,I.ctl ~mnmunaI 

'Admin LS tratl.;;.:1--l1us---1!r'3IL __ ~tJ., ~J.L-1 tl29lYp..rl __ LJl...... !ll.L_ghases __ of . .Pt"o J<:!ct 
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implementation and has been instrumental 1n the success of the Project to 
date. However, this active-GOR participation at the commune level has created 
~ts own set of problems in that the Commune now wishes a greater percent of 
the "benefits:' of the ProJect than the 90% - DGF, 10% - commune envis~oned by 
the Project Agreement. 

CONCLUSIONS-AND RECOMMENDATIONS-

The Bvaluation Team finds that one of the most disconcert~ng aspects of 
proJect imp!ementat10n to date has been the less than expected performance of 
the GOR/DGF in providing specified 1n-kind and technical project inputs. 
While CARE' project management will attempt to meet its obJectives, it w111 
continue to be understaffed for the forseeable future. As a result, OAR/R and 
CARE/R will need to weigh the impact of this understaff1ng against possible 
expansion of the project into other forestry programming arees or new communes. 

Perhaps most importantly, the Team believes that the Project is one of the 
most successful forestry/agroforestry projects in Rwanda, employing a number 
of innovative and cost saving technologies and extension approaches which can 
and should be replicated by the'GOR/DGF and other donors. The Team feels that 
GOR/DG~ should want ·t~ activelY participate in. the P~oject and fulfill its 
commitments as a result of projeCt accomplishments and not just because ?f 
Project Agreement requirements •. The Evaluation_ Team recommends that: 

- OAII/R and, CAIlR/R activel,..eek participation o~ the GOR/DGF in aU project 
activities. This' ~ taking a DGF "taff person to Gituza on periodic 
lIODitoring visits; making sure that relevant project technical inforll8tion is 
available in. French, etc. It also Jte8I1S active OAR and CARE assistance in 
convenwg end participating in the 'Project Coordinating Ca.:ittee .eeting!J; and 

- that the!, DGF be requested to authorize the Project~ with Butare Seed Center 
Assistaoce, to ideDtify and collect seed frOil phenotypically selected stands 
or individual trees for all project species other than EucalyPtus'spp. and 
Cupressus spp. for which there is a GOR initiated genetic iaprove.ent prograa. 

I 
3.5 POTENTIAL PEACE CORPS INPUTS 

Although the Team' supports USAID t Peace Corps, and PVO collaboration in 
general, it does not believe that such collaboration would be appropriate in 
the Project. Two expatriate advisors, as recommended previously, can provldc 
sufficient technical assistance. Moreover, the time it would take to train a 
PCV would detract the staf£ from more important activit~es. This is 
especially true in Rwanda, where the Peace Corps program is administered by 
the Embassy and back-stopping support for the PCVs is often left to AID or 
project personnel. The Team recommends that: 

- OAR/R and< CABE/R not use a Peace Corps Volunteer in place of a second 
full-tt.e expatriate in the agroforestry pro~ or elsewhere in the Project. 

60BIn 
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4.0 'TlIB RllFORRSTATION PROGRAM 

4.1 BACKGR01IND 

The objectives of this component are to: 

Ensure a future source of fuelwood 'for the Communej 
, 

- Promote the favorable envlronmental lmpacts of forestsj and, 

Provlde additional employment opportun1t1es for the indigenous and refugee 
populations. 

These objectives, are to be met through the reforestation of approxlmately 
3,600 hectares (ha) of denuded hillsides 1n the Gituza Commune (including 400-
ha of firebreaks), using refugees and local community labor. Plantatlons are 
to be established at the'rate of 600 ha for the first planting season and 1000 
he/year for sub~equent planting seasons. Sufficient outplanting stock for 
this component 1S to be prpduced from. a project established nursery or 
nurseries capable of producing 1.5 million seedlings annually. 

~ _.- --- -""-:--' 

4.2 PIlOJBCT ACCOMPLIS!Io!IlNTS 

Project Staff has made admirable progress in accomplishing first year targets 
leading to achievement of objectives in splte of a three month delay 1n 
signing a Project Agreement and the usual administrative delays inherent in 
any nett project start. 

4.2.1 NUrsery Eetab1ism.eot 

A central nursery with sufficient area (2 ha) and· infrastructure ·capable of 
supplying all of the reforestation component's seedling requirements was 
established during the first year of project implementation. Contrary to the 
original design which called for placing the nursery site close to the refugee 
camp and using only refugee labor, Project management decided to move- the 
nursery site closer to the immediate area, to be reforested and to use only 
indigenous (Rwandan) labor. The Evaluation Team supports this decision as it 
haS significantly reduced seedling transportat~on costs. More importantly, it 
has insured a considerable degree of project continuity particularly in view 
of the refugees' recent departure. 

Central nursery establishment and management techniques are both innovative 
and consistent with ,accepted or better nursery practices in similar 
agro-ecological zones. A cheap and effective gravitational irrigation system 
was installed and local materials used almost exclusively. Seed orchards for 
Qglliand~~~. I 1eu~'!!"'~PJ2. and fruit tree grafting stock (avocados and 
mangos) have been established within the nursery's perimeter. Multiplication 
beds for actinomycetes (Casuarirr§ ~EE')' mycorrhizae and rhizobium have also 
been established. These measures w~ll not only help to reduce proJect 
recurrent costs and enhance' project continuity, but will hopefully be 
replicated by the GaR and donors in other programs and projects. 

--.-----
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The nursery succeeded in produc1ng the 600,000 seedlings required for the 
first season's planting targets. Seedling stock as a whole appeared healthy, 
and for the most part, was of optimum s~ze for outplant~ng 1ndLcat1ng that 
nursery staff were familiar with the nursery requirements of the different 
species. Nursery operations appear efficient although a peak labor force of 
70 employees may be on the high side. However. Project management expects 
this figure to be reduced somewhat as nursery superVLsors and labor become 
more profic~ent at their tasks. 

Finally, the Team was impressed with the quality of nursery supervisory staff 
selected by Project management. The nursery administrator and technician 
(monifor level) had no previous experience or training in nursery management 
but were found by~the Team to be quite knowledgeable in all areas of nursery 
management. This indicates a good skills transfer/training capability on 
behalf of Project management. 

4.2.2 Outplanting 

Of the 600 he targeted. for. the first season, the Project succeeded in 
establishing 530 ha, including 5 meter firebreaks around plantation 
perimeters.. (The amount of firebreaks. called for- in the Project ~ Paper far 
exceeaed Project requirements -and Project management subsequently reduced 
firebreak construction to what-the Evaluation Team believes are more realistic 
levels.) The Team considers this to be an admirable accomplishment in view of 
previously mentioned bureaucratic and administrative delays. 

Outplanted trees are thriving and survival rates as estimated by the Team are 
roughly 90-95%. For the most part, mortality is due to occasional problems in 
site-species correlat~ons and in procuring viable seed for experLmental direct 
seeding trials (see sections 3.4 and 4.3.6 for additional details). 

Given the degraded condition of the reforestation sites, Project Staff decided 
to incorporate site preparation techniques which would emphasize soil 
regeneration/conservation and watershed management. A species suitability 
classification scheme was developed based on soil and topographic maps 
developed by the project and aD available in-country experience •• The hills 
were then surveyed and baseline contours established at 25 meter ~ntervals. 
All pitting was subsequently carried out along the contours with uphill 
spacings determined by species and slope characteristics. The I pittings 
amounted to digging reversed slope micro-catchments which were staggered to 
limit the· length of run-off downh1l1 •. Because of the low pH of the sites, 
each pit was also limed in order to enhance rhizobial bacteria activity. 

While slightly more costly (15-20%), this method favors water 
1nfiltration/retention, decreases run-off/eros10n and stabilizes frag11e soils 
far better than any other method currently used in Rwanda (Projet GBK, etc.). 
The Bvaluation Team believes that this method could serve as a model for other 
GOR/donor large scale reforestation activities and supports continued Project 
use of this method in spite of increased costs. 

4.2.3 Women's Participation --------------_ .. _-
1
. _______ ;T~h~e~u;~~~~~~~~~~~:~:~l~~stressed the participation of women, particularly 

"acti"vT£i'eS:: The participation of refugee women was 

~. ' ... 
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foreseen 1n the reforestation and energy components, and that of local Gituza 
Commune women in the agroforestry and re~orestat~on components. Project staff 
has attempted to soliclt womens' partIcipation 1n all phases of proJect 
implementation. Women have participated in the energy conservatIon program, 
particularly as users of Improved'cookstoves, and it is hoped that improved 
stove technologies will not be forgotten by the refugees who returned to 
Uganda. Women have also been active in the agroforestry extension activities 
and ~e workIng 1n the central nursery for the reforestation effort. 
Extension staff for the energy conservatlon program consisted of ten women, 
the head of the agroforestry extension program is a women, as ~s the central 
nurse~'s technical supervisor. Efforts are underway to increase women's 
participation in extension courses and demonstration efforts through 
collaboration with local institutions such as nutritlonal and development 
centers and schools. 

4.2.4 Income Generation 

exp-l·icitly as an objective, the reforestation component has 
succeeded in generating a substantial amount of income among both men and 
women in the Gituza commune,~ where employment opportunities are fairly 
limited. As of February,.. 1986, the Froject has.. provided. 46Sa person/months. of 
daily labor at an average rate of Rwf 2500 per person/month (U.S.$ 25.00). 
The bulk of this employment has been for outplanting activities on the 
hillsides which,' for cultural reasons (e.g., difficulty of site preparation, 
seedling transport, etc.), are predominantly male tasks. However, o~ the 753 
person/months of labor in the Central Nursery, 28.2% has been female. 

4.2.5 Coat Accounting Syste. and Bcono.ic Analysis Model 

The REDSO/ESA review of the Project Paper ident~fied certain weaknesses in the 
Project's economic and cost/benefit analyses. While the Rev1ew Committee 
agreed that meaningful cost/benefit analysis of the agroforestry and cookstove 
components would be difficult, it was decided that as the reforestation 
component was a directly productive activity~ it Wag desirable to calculate 
either a rate of return for this component or to establish a cost accounting 
system which would allow future evaluators to determine its profitability. It 
was agreed that CARE would either calculate an IRR/NPV or establish a cost 
accounting system, for the reforestation activity. The IRR would be completed 
or the accounting system would be established before the first evaluation. 
This evaluation is to determine whether the methodology used by CARE is 
adequate. 

The Evaluation Team. is pleased to report that the Project has developed one of 
the best cost accounting systems and economic analysis models currently in use 
1n reforestat10n projects (USAID and others) in Eastern and Southern Africa. 
Hence, the development of these systems is listed as a project accompl~shment 
rather than achievement of a routine implementation objective. 

To date, the Project's econom1C anaIysIS-mDael--[sc;apable 01: ~alysing the Net 
Present Value (NPV) or Internal Rate of Return (IHR) of quantifiable 
plantation benefits in terms of wood production or yield (both fuelw~od and 
sawtimber), and increased animal production units, or any combination 
thereof. An initial run of the program gave IRRs of 6.5%, 8.2% and 10.7% 
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respectively when p~ne plantat10ns were to be used £or sawtimber and wLth 
sensitivity based on wo~st. l.ntermed1ate and hLgh estimates of Mean Annual 
Increment and a low price per cubic meter for stand1ng volume. IRRs were 
reduced to 1.0%, 3.1%' and 6.8% respectively when the plantations were to be 
used solely for flrewood. agaln with very conservative estlmates on the 
stumpage price' per cubic meter of firewood • 

It should be noted. however, that several unquantifiable or difficult to 
measure benefits (no country-specLfic information), such as improved water 
resources, soil/site improvement and the economlc impact of project paid wages 
and salaries., were of necesslty not l.ncluded l.n the lnjHa1 model. Project 
management 1ntends to attempt to quant1fy at least some of these benefits'-ror 
eventual inclusion in the analysis • 

The Evaluation Team finds the cost accounting and unitary price systems 
presently in place to be accurate and an effective means of tracking 
expend1tures, facilitating both economic an financial analysis of the 
Project. If the systems are updated and maintained throughout the project 
cycle, an extensive amount of useful information can be made available against 
which to measure project impact. The Team suggests that the model be made 
available to similar project~ in Rwanda and elsewhere so that a consistent 
methodology can be' developed to assess ongoing and prospect~ve forestry and 
nat"urarresource devE!lopmen£ proj~ts:'--

Detailed descriptions 
calculation systems and 
from OAH/R and CARE. 

of the cost 
the Project's 

4.3 ISSUES AND ~ATIONS 

accounting system, the 
economic analysis model 

unitary price 
are available 

The Evaluation Team believes that the Project's reforestation program is on 
the whole technically, economically and sociallY sound. While the Project has 
made considerable progress in achieving first year targets and objectives, 
there are nevertheless issues which need to be addressed or at least fine 
tuned if the Project is to accomplish its objectives. 

4.3.1 Distribution of Benefits 

The orig1nal CARE Project Agreement with the Directorate General of Forestry 
(DGF) called for 90% of the benefits from· forest products produced from· larger 
scale outplanting activities (plantations) to go to the DGF's "Forestry Fund", 
and lO~ of the benefits to go to the Gituza CommUDe. The hypothesis and 
rationale was that revenues accruing to the Fund would in turn be used to 
provide salaries and operation expenses for the Commune's forest monitors and 
operations expenses for any reforestation and/or agroiorestry outreach 
act i VI. hes. 

Although the concept of a forestry fund can be valid, its inception in Rwanda 
has been extremely difficult. While the proposal to establish formallY the 
fund has been on the agenda of the Comite NBtionale de Developpement (CND)for 
over three years and to the Team's knowledge it has never been officially 
discussed. Moreover, the departure of the Swiss sponsored Forestry A~visor to 

60810 
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the DGF and the author of the Forestry Fund proposal (and a reduced Swiss 
influence in the Rwanda's forestry sector in general), w111 leave a defin1te 
gap in both DGF/CND negotiations and eventual implementation of the Fund's 
provisions. 

While the DGF maintains that the proposal will eventually be approved by the 
eND, the Team.feels that its implementation in respect to this ProJect will be 
problematic at best. Issues, such as. what constitutes benefits (e.g., wood, 
forage,' biomass, etc.) w111 be difficult to define let alone split accord1ng 
to the Project Agreement. It is also doubtful that the DGF would be able to 
manage project resourc~s without 8' continued and considerable input from the 
Commune. 

Moreover, the Bourgmestre and the Conseillers in the Gituza commune feel that 
as trees have been planted on Commune land, the Commune government should have 
ti tIe to the resources.> The Commune government feels that the present 
benefits SpILt is totally inappropriate. In retrospect, the Team feels that 
some of these perceptions and roles could have been clarified had the Ministry 
of Interior been signatory to the Project Agreement. 

As regards Commune residents perceptions of the distribution of benefLts, 
. - - ~ interviews conducted' durin~ the course of' the social assessment< indicated that 

opinions were fairly split as to~whether the resources do or should belong to 
the government, either at the State or Commune level, or to the people 
themselves, on a national, commune' or more localized level. In any case, the 
majority of the 1nterviewees thought that the resources actuallY belonged to 
the people of the country, or the "youth of today", or would like the 
resources to belong to local residents either on a commune·or cell level. 

CONCLUSIONS AND ~ATIONS 

Given the above situation, the Team'feels that the commune should benefit more 
directly from the reforestation activities, in terms of hav;ng access to a 
larger portion of the resources being produced by the Project. While the DGF 
maintains a revised benefit distribution plan in "forestry active" communes 
such as Gituza, the Team nevertheless recommends that: 

I 
- OAR/R discuss the distribution of benefits/forestry fund issue with the 
World Bank in order to use Bank' leverage with the DGF for a .ore equal 
distribution of beoefi ts j 

If OARjR considers the eventual support of a follow-on activity to the 
Project (or support to a PVO, in the forestry/natural resource sector), the 
Ministry of Interior be consul ted on project design and be a signatory to any 
egreesentj and 

- As part of the- extension program, Project aanagement de'Velop JDeall.flI 

(extension materials, more' effective use of Comrune government) of hetter 
educating Commune residents on why the reforestation was done, who did it and 
who will benefit. Whether title of forest resources remains with the DGF or 
is transferred to the Commme, residents need to be made aware of how proceeds 
will be will benefit. 
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4.3.2 Proposed Act~vity Targets and Labor Availability 

ReforestatiOn actnitLes were ortginally designed such that 80% of the central 
nursery I-.'orkt'!rs I-roulrl be women, and that much of the totnl daily labor for the 
reforestation work on the hlllsides wouLd be provlded by refugees. Durlng 
Project Agreement nc~got"tations. these figurp.$ wpre modified to 50% refug~~e-50% 
Rwandan spllt. With the departure of the refugees, the Project has experienced 
some d~fflculty in recru1bng neeessary labor for acbvltles. Employment. of 
datly laborers reached 1200 during the fall planttng Sp.8son (November, 1965), 
After ~e first plantlng season, the ProJect cut lts workforce from 900 to 500 
workers. In January and February, 1986, the workforce reached a low of only 
200 people reglstering for ~ork. Project staff estimate that labor 
avallability should stabilize between 200-300 tndividuals. However, it is not 
known what 1mpact a proposed road constructlon project (Kayonza to Kag2tumba) 
w1ll have on the Project's abil1ty to recrult labor with1n the commune, 

The issue of labor availability has been examined by the team through 
discussions with Project staff, local officials and several interviewees who 
have worked for the Project. In general, Commune resldents appreciate the 
source of employment as a source of income, and appreciate that the Project 
pays on hme. The daily w,age provided workers - Rwf 110 for nursery work and 
Rwf 120 for plantatlon work - ~s above the national mln1mum wage of Rwf 100 and 
seems, adequate for attractin~. workers. Project managemen~'a criteria for 
selection of laborers also app'ears appropriate. Nevertheless, several problems 
persist. 

The socia-economic situation in the Commune may explaln in part why the Project 
has had some dlfficulty in recruit1ng workers. With the departure of the 
refugees, a major source of relatively cheap farm labor has disappeared. 
(Refugees working on farms were- paid in either fresh produce or between Rwf 
70-100 per day compared to the Rwf 120 that the Project pays.) Consequently, 
many farmers are 'now required to work on their own land instead of for the 
Project. This problem is compounded by the fact that forestry, l1ke 
agriculture, 1S geared to a biolog~cal clock; agricultural labor 1nputs 
occasionally conflict with projeot activities during the main (October) rainy 
season. 

Another reason may be that the farmers in the area have holdings that are 
nearly twice a large as the national average and consequently may find the 
reforestation work less appea11ng than it would be elsewhere in the country. 
Also, the hillsides currently being reforested are in the center of the Commune 
which has madc it difftcult to recruit labor from the more distant sectors. 

Another contr1buting factor may be the presence of the World Bank's GBK 
ProJect. The general impress10n 1S that working for the CARE project is more 
d1ff1cult and more supervised than working for the GRK project, the latter 
beIng known for its laXLty in quall.ty control and superv1Sl.On. Also, the GSK 
project, as opposed La CARE, pays its workers in the field and by teams. CARE 
Pro,ject workers must travel to the ot'rice to be paid, which i.nvolves a great 
deal of time and expense on the worker's part. 

Given the abovp. situation, CAaE has already taken steps to ensure that annual 
outplanting targets wlll be ach1eved with a minimum shortfall. For example, 
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lather than outplant only during the Octobe~-November ra~ny season as 
onglnaUy planned. ProJect Staff decided to spilt the annual piant1ng target 
over two rainy Sf"8S0ns, thus reduci.ng labor requ~rements by one half. CARf; 
project management has also obtalned tac1t approval from the Bourgmestre to 
"import" and transport labor from other conununes for project act].Vltws in the 
event the labor shortage remalns a problem. 

The above solutions notwlthstand~ng. CARE project management malnta1ns that 
due to the llmlted labor pool, constant labor turnover, limited technical and 
~anagerJ.al staffing and the need to ensure tight quallty control, realistic 
dnd obta1nable annual targets should be downscaled, from 1000 ha/year to 
600-700 ha/year durlng years two through four. 

CONCLUSIONS AND RECOMMENDATIONS 

The Evaluation Team agrees with CARE'S assessment that that annual outplantJ.ng 
targets for the reforestation. component may need to be downscaled due to 
posslble labor shortages at critical (planting) seasons. However, the extent 
of the downscaling requlred is difficult to determine at thLs t~me. While the 
Project has made significant prog~ess on resolution of this problem, the Team 
believes that the payment of laborers could be facilitated and might elimlnate 

.. the lJer-y.. small degree of resentroe.nt_ this. has caused... The. Team recommends that!. 

The 
field, 
"downN 

Project streamline' its process of paying laborers by paying them in the 
or at least in their sectors~ thus reducing' the amount of laborer 
time. 

The Team also believes that a major issue in the question of shortfall against 
targets is the fact that the project manager's responsibllitles include 
supervision and overall administration of the entire Project plus technical 
responslbillty for BOTH the reforestation and agroforestry components. The 
project manager now spends about 65% of his time on the reforestation 
component -to the neglect of the agroforestry component. This trend is 
expected to continue with the addition of improved pasture management to his 
responsibilities. In the Team's oplDlon, this lS entJ.rely too much work for 
one individual, particularly given a relatively young and inexperienced 
counterpart staff. 

Thus, in order to enhance the ability of the ProJect to meet outplanting 
targets, the Team recommends that: 

- The terms of reference of the current (or future) expatriate team be 
modified in order to reflect current project needs. CARE, using existing 
project resources, should extend' the prOV1Sl0n or the second expatriate 
technical assistance slot (energy) from the original two years to four years. 
Furthermore, the terms of reference for this position should be changed from 
an energy/woodstove focus to an agroforestry research, training and ~tension 
focus per the discussion in the agroforestry and inputs sections. The Project 
manager would retain overall administrative responsibility but would be able 
to concentrate h1S technical efforts on the the reforestation/watershed 
management and pasture improvement component. Supervision of the energy 

---,,--
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activities could fall under either the project manager's or the agroforester's 
ter.=a of reference. The agroforestry specialist would be charged with 
iaplementation of the agroforestry component (including proposed 
monitoring/applied research activities, with IBSN'AT, ICRAF and ISAR) and 
training of counterpart staff in agroforestry techniques and co.sunication 
skills, thus alleviating a current weakness in the agroforestry component. 

4.3.3 Proposed Activity Targets aDd 
Reforestation to Include Emphasis 
end Pasture Improvement 

Project Management's Desire to Broaden 
on Soil Conservation, Watershed Management 

The original design placed a nearly exclusive emphasis on reforestation of 
3600 He for forest products. It has SlDce become apparent that not all of the 
3200 He of this total are available. It is estimated that about 1200 Ha of 
denuded hillside are ava~lable for traditional reforestation. Most of th~s 
land has been over-exploited for some time. Prolonged sheet and gully erosion 
have reduced water holding capac~ty, fertility and productivity to almost 
nothing. The CARE Project management wants to move from strict wood 
production to watershed and soil management and pasture improvement. With the 
tacit approval of OAHI-R, the GOR.and CARE/Kigali the Project has already begun 
moving in th~s direction. . 

The Project has recently requested and received Min1sterial authorization to 
begin improving pastures with appropriate tree specie~ and spacings. The 
endeavor has strong local support from the veter1narian, the herders using the 
pasture and the commune government. Approximately 420 he of pastures are 
available within the Commune for treatment and constitute the areas originally 
earmarked for reforestati~n'by the'OGF but later found to be legally held in 
escrow by the Connnune • 

However~ the problem remains that out of the 3600 ha proposed by the original 
project design, only about 1630 ha are available for project "reforestation'" 
activities in the Gituza commune. Thus, at the current rate of outplanting, 
the Project could conceivably terminate this-component after year three. CARE 
project management is therefore proposing that this component be expanded into 
adjacent communes using existing project resources. The commune of Ngarama 

I has already requested both reforestation and sylva-pastoral assistance from 
1 the project. 

I CONCLUSIONS AND REC(M!ENI)ATIONS 

The Evaluation Team supports this change in Project emphasis. The Team also 
believes the proposed changes do not conflict with the Project's original 
objectives. The broader focus of watershed management and silva-pastoral 
interventions points toward a mOre integrated resource management approach 
which the Team feels is necessary, but was neglected in the original project 
design. 

The Team also supports proJect management's idea to expand the 
reforestation/watershed management/pasture improvement component into other 
communes. The expansion would permit the project to achieve its or~ginal 
targets within the proposed time frame, or, at the least, with a one year 
no-cost eKtension of the PACD. A review of project expenditures to date 

60BID 



-,- -- , -, 
':1 

~ ':0 • .I 
-- - j -, 
'- 1 

-I 
j 

~ 
< 

-J , 
j 

.. ~, 1 
1 
1 
J 

-22-

indicates lhat an expdnsion of all pro Jccl 3ctLvities, albeLt at a r~du<:ed 
level of effort, into at least one adJacent CommWle ~s flnancLally feasLbLe 
"nth exisl Lng project resourcE'S, .\ cril1cal factor in the Project's 
expans~on, however, is the GOR/DGF' s ab lli ty lor LIlab i It ty) tu provl.de 
(ounterpart stafr and other inputs on a tlmely bas.1s. Th~! Team ['ecomtnends 
that' 

Project mana~ement submit a short (4-5 page) revised Project Paper to OARjR 
reflecting these proposed change in emphasis and indicating where the 
expansipD' would take place, how it would take place, what activities would be 
1nvolved, inputs required, outputs expected, and what GOR/DGF and commune 
counterpart, staffing and recurrent costs implicat10ns are. The proposal 
would take into account evaluat10n recommendations, particularly expatriate 
staffing requirements, and would contain a revised project budget. This 
document would be reviewed by OAR/R and HEDSO/ESA and would serve as the basis 
for necessary project actions. (PIL or amendment) The Team does not find any 
documentation submitted by CARE to date sufficient for project amendment 
purposes. 

4.3.4 Watershed Management ao~ Improvement of Water Supplies 

While the Project has begun to emphas1ze watershed management, the provision 
of ~ater in adequate quantity and quality remains a major concern for the 
commune. The general consensus among local officials 18 that water source 
development is the most important development need in the area. As there are 
only three public water fauc~ts that exist in the commune, over one th1rd of 
those families surveyed 1n the soc1al assessment get their ~ater from sprlngs, 
one quarter from brooks, another quarter from wells, and 5% from'cisterns, all 
of dubious quality from a health point of V1ew. Moreover, 18% of the famllies 
5urveyed have to go more than 1 km to fLnd water and that 1ncreases to 26% in 
the dry season. 

---
CONCLUSIONS AND RECOMMENDATIONS 

During the course of the evaluation, the Team learned of the presence of a 
CARE funded water provis~on project "1n several communes adjacent to G~tuza. 
the Team encourages CARE/Rwanda to take a more integrated approach to natural 
resource management in its program by not only enhancing the watersheds 
through the USAID assisted project, but also by develop1ng means fqr G~tuza 
res~dents to benef1t more read1ly from improved water availability through 
CARE's own resources. The Team rec:ommends that: 

- CARE/Rwanda make every effort to expand its water project into the- commune 
of Gituza. 

4.3.5 Choice of Species and Site-Spec1es Suitab11ity 

~hlle a variety of species were used in the reforestatl.on/outplant~ng 
component, (including Ac~ci~ __ m~~£n§i!, ~~~§2£1§ __ t~!n~, 61b~~!~ __ ~~f~£~, 
E!~Q£a~g, ~~~§ll~, ~~11itr!§_rQQy§ta, ~~§Y~rln~equt§~tlfQli~, Ley£~~ 
l~Y£Qf~Ehgl~ and f§!giYID_gg~j~y~), aver 35% of species outplanted were pines. 

------------------
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While most pines are excellent watershed management spec~es they do have a 
tendency to lower the soil pH through a rather acid1c titter fall; this may 
Or may not be a problem on the already acid planting s~tes. More important, 
the species, does not coppice and replacement of the species will neccess1tate 
larger expenditures on behalf of the commune or DGF than would the use of'8 
Coppic1ng species (these eventually have to be replaced but not for a much 
longer period of time). Also, other than watershed management. there is no 
intended end use as yet developed for these pines in the immediate project 
area. Their utility as fuelwood 1n households and/or brick or other kilns 
remains to be tested, demonstrated and extended. 

As regards species-site su~tabilitYt the Project's classification system 
appears to have been accurate, and for the most part species requirements were 
properly matched with soil/site conditions. However, the Team noted several 
instances, amounting to several hectares, where proper site-species 
correlation did not occur (particularly the use of exotics on sites where 
indigenous trees would have been more appropriate), The Team admits, however, 
that this is more than likely due to counterpart staff training problems 
inherent in any large scale first year endeavor. (The Team also noted that 
there was same undersize nursery stock outplanted but assumes that this will 
be corrected.. during the course of.· outplanting ago personnel ga~n more 
experience. ) 

Additionally, poor quality seed provided by DFG's Seed Center 
primarily responsible for the poor germination rates and 
performance of the direct-seeded plots on the hillsides. 

in Butare 
overall 

was 
poor 

While not called for i~the'Project Paper, project staff have established or 
intend to establish species trials/permanent plots in order to monitor 
mensurational data against soil types. The Evaluation Team supports this 
activity, particularly in view, of the relative absence of information about 
the production potential of certain species used by the Project. 

CONCLUSIONS AliD JlECCIof!BNIJATIONS 

In order to make the reforestation sites 
into account the ProJect's shift in 
Evaluation Team recommends that: 

as productive as possible, and taking 
emphasis to watershed management, the 

- The use of pines be lai ted to no ROre than 20-25X, of total species 
outplantedj 

- Establishment of pine plantations take the for. of belts following contours, 
with belt width not to exceed 100-150 meters, the latter to ensure that the 
integrity of the pin~ watershed management function will be kept in tact 
during any eventual harvestj 

- The Project reinforce site-species selection and suitability skills aaong 
project supervisory and casual labor by providing additional formal and 
infonaal training as necessaryj and 

- Project staff take a more farnal approach to permanent plot establishment 
and seek to have all species and yield trials in place during the 
October/November planting season. 
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5.0 TIlE AGROFOIlESTRY EXTENSION PROGRAM' 

5. 1 BACKGROUND 

The objectives of th~ agroforestry component are: 

To improve 5011 ferE lity and crop production through the use of appropriate 
tree - food ct'op conflgurat-1.ons and other lntervent-1.ons; and 

- To create an extenslon serVl.ce for the 6,000 farnl.l1.es of the commune. 

In ·~der...t.o aecomE-Ush these objectives lhe project is to: employ and traw 
elght local forest monltors 10 soclally and envlronmentally approprlate 
agroforestry techniques which can be locally generated and sustained~ and 
establish eight sector nurserles capable of producing sufficient seedllngs of 
sUltable agroforestry speCles for the proposed agroforestry techniques. 

5.2 ACCOMPLISHMENTS 

The agroforestry component na~ also made consLderable progress towards 
achieving life of project ,obJectives. An agroforestry Extenslon Officer, a 
recent graduate of the Women's'Agronomy School, has been hired by the Project 
to coordinate extension activities. The project has also engaged on a half 
time basis, the Commune's agr1cultural agronomist (MINAGRI) to assist the 
Extension Officer with extension program development and implementation. 
TWelve agroforestry extension monitors (monifors) have undergone both formal 
and on-the-Job traLnLng Slnce March 1985. Blght of the 12 moultors operate 
out of their sectors while four were retained for advance tra1ning in nursery 
skills and as replacements within the sectors. 

All eight sector nurseries are now operat1ve with production varying between 
20,000 and 60,000 units depending the nursery staffs' abil1ty to meet quality 
standards. NUrsery establishment and operations are similar to that of the 
central nursery albeit on a reduced scale and designed with recurrent cost and 
post-project considerat10ns in m1nd; local materials have been used 
exclusively and each nursery has its own seed orchard, bacteria/mycorrhLzae 
mult1pl1cation beds and other trees and shrubs for operational needs (cord, 
shading, poles, etc.) 

Attached to each sector nursery 1S a demonstration plot where specif~c 
agroforestry techniques, chosen by the mon1fors under project supervislon, dre 
rllsplayed. ~cchn~ques include trad1tl0nal practlces already in use in Rwanda 
:e.g. ME!!:!fh~.!f! §:2E - banana assoCl.atioos} and Itnew~' techo1ques such as alley 
cropp1ng combined wlth contour/eroslOn control ditches and plantings. 
Demonstration plots have also been established on several of the commune's 
fanns. 

Three training/extens1on seSSlons for fanners were implemented by the Project 
dur~ng Lts first year of operat1ons. Farmers were requlred to have completed 
two of the three courses offered to obtain a "nursery entrY permit" which 
entl_tled them to "free" seedlLngs of a wide variety. The three sesSLOns 
offered to date were "sensibilisation" {what do you use for what, when and ',-=-=---
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where!. spec~es cholce and sl.te 
plantatLon requlrements, etc..). 
lPost-planting activltles/. 

seiectloo (some 
and protect ion and 

agroforestry 
mal n temmc;('~ 

theorr. 
pr8:ctlcPS 

1\ ~eeds Assessment Sur .... ey was <.onducled In order to provide basellne dala tin 
pre-proJect condltLOns 8gamst which all future interventlOns are to be 
,evaluated. The ProJ~ct also engaged a social analyst for a period of eight 
weeks who was to fine-tune and' assist in the ana!ys LS and lnterpretatton of 
the base11nc data. The mondors, who lmpiemonied the survey tulder proJI~(:t 
superYi~ion. also recelved training in communlcat{on skills, interviewing 
tAchniques and obJectives prior to fleld testlng tlie. survey. again unrler the 
supervision of project staff. 

Actual agroforestry outplanting achieved or exceeded all targets. Nursery 
production surpassed project expectations by nearly 33% with the average 
sector nursery prov~ding 22,000 seedlings of e~ght different species in each 
of elght sectors. ThiS represents an average of 5.5 seedlingS for each 
commune resident. Demand was so great that project staff introduced a new 
productlon season for the short rains (March). 

5.3 ISSUES AND RECCX+!EIIDATIONS- • 

On the whole, the Evaluation Team found the Project's Agroforestry Extension 
program to be technlcally, socially and economically sound. However, as in 
the reforestation component, there are several issues which need to be 
addressed or fine tuned in order for thlS component to achieve its stated 
obJectives. 

5.3.1 Adequacy of Baseline Data 

The purpose of the Needs Assessment Survey was to provlde baseline data on 
pre-proJect conditions against which' all future interventions are to be 
evaluated. The survey, a hybrid developed using the International Council for 
Research ln Agroforestry D&D and other eXlsting surveys, was conducted on 240 
farm families in Gltuza Commune. The 4.5% sample was randomly drawn using 
updated census information. Although most of the information sought was 
forestry/energy-related, the survey did proyide information on many facets of 
land use including water, grazing and farming systems as well as on 
demographics, labor d1stribution. land tenure and local institutions. It also 
served as a trainlng exercise for the extenslon agents who conducted 30 
surveys each ln thelr Sectors. The Project sought to increase the extension 
agents' awareness of local needs, interests and attl.tudes through systematIc 
~nteract~on w~th theIr "clients"'. 

~'ol1owing the Needs Assessment, the ProJect engaged a Soc1.al Analyst to assist 
project staff in flne tuning and analysls of basehne l.nfonnation. ThIS 
consultant was to provlde 1nsight inlo inter and l.ntra-household dynam1cs 
which the agroforestry component hoped to address. Additionally, the 
consultant was to g~ve suggestions on how the Project might better take 1nto 
account social rules, roles and relationships that govern tree planting and 
use. These findings were to prov~de a base for the mld-term evaluatlon. A 
survey questionnai~e was dev~toE~~y the consultant and Project staff for 
both farmers and local administrators/project staff. 
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CONCLUSIONS AND RECOMMENDATIONS 

The Eva!uat10n Team found the Needs Assessment survey to be w~ll des1gned and' 
well adm1nlstered, providing an extensive amount of lnformation to guLde 
Project implementation. For a few questions that required definite numbers 
(e.g. number of trees planted, percentage of land devoted to varlOUS uses, 
exact Sl.ze of l~d holdings, etc.,} I farmers were unable to provide accurate 
information but, rather, rough estimates as' was expected. 

In the' Team's opinion, there is no need for the Project to collect additional 
baseline information. However, there 1S a critlcal need for the Project to 
further analyze, interpret and effectively utilize the information contained 
in the survey. Unfortunately, the Social Analyst engaged by the Project to do 
this did not have the experience necessary to adequately lnterpret, analyze 
and explore survey findings, Dar formulate concrete suggestions for refinement 
of ~his critical component. 

Under the gu1dance of the Team. the social scientist was nevertheless able to 
correlate some of the baseline data with interview/social assessment findings 
and the resulting recommendations were incorporated into the text of this 
report. While the Project cannot afford the luxury of another social analyst 
consultancy, .. the Team believes. that the .. Project. does require additional 
assistance in baseline data interpretation and analysis. 

Given ,the recommended 
work, (from an emphasis 
recommends that: 

change i,D the energy conservation specialist's scope of 
on energy to an emphasis on agroforestry) , the Team 

CARR's Regional Forester and REDSO Social Analyst arrange for a 2 week TDY 
to the Project to interpret and analyze baseline data and social asses SIlent 
findings and consolidate thea' into a short (10-15 page) docu.ent focusing on 
rationale and recom.endations for the future t.plementation of the 
agroforestry prograa. 

5.3.2 Adequacy of the MOnitoring Progrsa 

The monitoring program is based on the three point monitoring and reporting 
system described below: 

~r~!n!ngJM2gY!~~~Q§, or nursery entry permits, are offset printed, wallet 
sized cards carried by individual farmers. The cards have the farmer's last 
name and address printed on them and are stamped and dated after completion of 
the training sessions on sensibilisation. species/site selection and 
protection/maintenance. In order to receive seedlings from the nursery the 
farmers are required to present their card with at least two of the three 
stamps. The card is also intended to provide information to the extension 
agent for follow-up as trees leave the nursery. 

e!ooL!n§.trj,bu~1Q!L-1ists are permanent records, completed by the extension 
agent, to identify where seedlings from each nursery have gone in a given 
year. They Lnclude names and addresses of farmers, dates of distribution, 
numbers of courses completed (obtained from the Training Module Card). whether 
they were interviewed and how many of which species they have taken. These 
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the second Ilnk to assessing effect~veness of 
of dlfferent species and to dete~ine changlng 

Ihe Po§~-P!~~ing_FoJlo~YE_Ig~ are the final link 1n the monitorlng of 
agroforestry activlties to find out survivorship rates, assess tralning and 
dete~ine the number of each species which should be produced in the next 
season. Each extension agent is required to visit 30 families who removed 
trees. ,froUl the nursery. Preliminary data (addresses, species. training 
courses completed, etc.) are taken from the Distribution List of famllies 
randomly selected for post-planting Lnterviews. 

During the "on-farm" vlsit, the extensl.on agent is supposed to locate trees 
taken and. In direct consultation with tne farmer, determine their health and 
how they were used (associations, woodlots, boundary plantiuss, erosion 
control, fruit, etc.). The extension agent then tries to ascertain what 
happened to missing stock and why. Finally the agent queries the client as to 
what he would like to obtain from the nursery next year and, if he/she is 
willing to pay, how much. The visit also allows the agent to give one-an-one 
advice and extension messages to the farmer and record observations on the 
form. 

CONCLUSIONS AND JlECCMo!IlNDATIONS;-

The Team finds the. Project's reporting and monitoring system (nursery records, 
extension forms) to b~ an effective means of tracking impacts, of Project 
activities, in measuring trees planted, by numbers and species, reasons for 
planting trees, tree conditl0ns and survival rates, numbers and species 
deslred for the future, and general counsels and remarks regarding ways of 
improving tree care, although the system provides for better tracking of 
certain components than others'. Comparing clients' reports with monitor 
observations is a useful way to gauge Project impacts and possible 
improvements to Project activities. However, the Team believes that the 
system could be "tightened up" in areas described below: 

5.3.2.1 liUJIi>er of Trees Taken and Nursery Records 

The social assessment showed that the Project is reaching more families than 
the nursery records would indicate. 

Assessing interview information and nursery records, it seems probable that 
the largest sources of error occurred where the monlfor could not or did not 
(due to excessive demand) keep track of what left the nursery. A comparison 
of nursery records across sectors demonstrates wide variation in' the numbers 
of trees and families taking trees recordedj whereas some sectors had lengthy 
nursery records, others had very abbreviated ones suggesting that some 
mon1fors are more conscientious and rigorous about recording info~ation that 
are others. The Team recommends, that: 

Project staff .inimize record-keeping gaps through increased monifor 
training and supervision in order for the monifors to be able to keep better 
track of all their client fmrllies t and for the Project to be able to monitor 
Deedling uptake. M ___ ----, 

------------- ,----------- -
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5.3.2.2 Species Preferences and Reasons for Planting 

The baseline survey and social assessment ind~cated that terms of volume, 
gg£§lyE!y§ ___ §2~ was the most sought after species, followed by gr~Yl!~~~E2, 
avocado. Leu£~~~e2, and §~§H~n!~_§2E' [n terms of numbers of fam111es 
taking various speCies, avocado ranked flrst, followed by guava, gr~Yi!!£~ 
§m?:, .§!Y£lliE:!USJl2E, and Ma£§QE:si§~EQ. ThiS difference in ranking is due to 
the fact that people tend to plant differing numbers of trees depending upon 
species, and intended end use. 

In terms of configuration, durlng the course of the baseline survey, monifors 
were asked to record farmer reasons for planting each species. Findings 
indicated that woodlots accounted for 31 percent of the total numbers of trees 
planted, followed by 28 percent for boundary plantings (fences or perLmeter 
plantings), 22 percent in agroforestry associations (interplantlng of crops 
and trees), (The total comes to more than 100 percent, as 36 percent of the 
trees were planted for two reasons.) 

CONCLUSIONS AND RECOMMENDATIONS 

It appears from the baseli'ne survey, monitoring forms and the social 
assessment that the Project is for the most part on track in terms of 
prov1ding desired species (with a possible exception being §g£allE!Y§ __ §EE) and 
1n providing extension back-up for desired planing configurations (with the 
possible exception or woodlots). 

While the relative merits/disadvantages of Eucalyptus and woodlots will be 
discussed in a following section, it should be noted that for purposes of 
monitoring and evaluation, data obtained in the baseline survey, mOD1toring 
forms, and social assessment cannot be regarded as absolute figures, but 
rather relative trend indicators. Thus. over time, the relative proportions 
of tree species and agroforestry configurations planted should change. For 
example, as the agroforestry extension program develops, increases in the 
relative proportion of trees planted for soil conservation efforts and the 
number of nitrogen-fixing species, and a relative decrease in the numbers of 
trees planted in classic pure woodlots may occur. The Evaluation Team 
recommends that: 

I 
The. ptoject's monitoring forms - nursery records and extension foras -

should only be used to track the relative and not aboolute changes in species 
preferences and agroforestry configurations over time, in order to better 
measure Project impacts of local agroforestry practices. 

5.3.2~3 Tree Survival, Condition 8Dd Care 

Interviews with farmers revealed that 88% of the trees planted in the past 
season were still al1ve as of January, 1986. The Team wade on-farm visits and 
found that this statistic was exaggerated. The Team estimates that 70~ of the 
recent plantings had survived. 

CONCLUSIONS AND IlECOfofo!IlNDATIONS 

________ · ___ More-_on_farm follow-up in tree care is necessary to bring the survival rate up 
to the desired level - 75%. The Team recommends that: 



,. 
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- Project monifors periodically inventory on-farm tree survival on a more 
systeaatic basis (e.g., 30 farmers/montIor x 2 tt.es/year) in order to assess 
changes in survival rates as an assessment of Project impact j and 

- Agroforestry extension efforts, particularly .anifor training and on-farm 
visits, be continued, upgraded and expanded. to improve tree care and survival. 

5.3.3 Viability of CaGSercial Nurseries 

As the Project's program is currently set up, trees are available free in the 
nurseries to whomever wants them. Distribution is strictly on a first-come • 
first-serve basis. Except for National Tree Day, no limLts are placed on the 
numbers of trees that individuals can take. Per previous discusslons, 
families. are required to have attended two courses in order to receive their 
free trees. 

However, the project plans to institute commercial nurseries in hopes of 
reducIng recurrent costs, stimulating potential in the private sector and 

_. -fiiCFe8.s1ng maTritenance-ano-protecfi"on ·practlces. The Project intends to move 
toward the commercial scheme in two pricing steps to reduce adverse 
reactions. The first step will--occur in Mat"ch when seedlings wi-ll be offered 

-at-- a ffactToli---ortne[r production- cost. -. During October-and November sales 
pric~ will be elevated to more closely appro~imate ~eal costs. It is 
anticipated that a project-sponsored accountant will be hired to oversee this 
operation. . 

Although project management recently received authorization from the DGF to 
sell trees on an eKPerimental basis. Government po11cy has always promulgated 
free seedling distribution. UMUGANDA, or communal labor, has been the only 
investment in nursery production. Project management maintains that Umuganda 
is an inadequate participation system as a few individuals are charged with 
producing free nursery stock which are then made available to the public at 
large. The result is low quality outplanting stock of a limited number of 
eKotics (eucalypts, cypress, etc.) which receive little protection or 
maintenance after planting. 

5.3.3.1 Evaluation Team Findings in Support of Private Nurseries 

The·' Evaluation Team strongly supports Project management desire to 
commercialize the sector agroforestry nurseries. Most government run 
nurseries In Eastern and Southern Africa are overstaffed, poorly managed, 
produce poor quality/inappropriate seedlings at usuallY very high cost per 
unit prices. Where private nurseries do eXlst, they are generally more 
efficient and produce better quality stock. There are, however, two problems 
In promoting this concept. The first is that most forestry departments are 
very tradit~onal in that they see themselves as being solely responsible for' 
providing a nation's seedring needs rather than encouraging/providing 
technical assistance for private nursery development. However, they rarely 
have the financial and technical resources to do~thls~and--1im-ited success·- can 
only be had with periodic donor (including USAID) inputs. 

The second problem is that seedlings are usually given free of charge or sold ~ 
at a heavily subsidized price in ordet:. to encourage people to plant more - - -

------------------
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trees. Thus recurrent costs of pub11c nurseries are almost never 
private nurser~es are unable to compete. The comb1nat1on of 
problems tends to perpetuate an already bad system considering that 
of studies have indicated that when farmers pay market value for 
tend to take better care of them. The situatIon appears to the Team 
different in Rwanda. 

met, whlle 
the above 
a number 

trees they 
to be no 

For 
Most 
land 

example, most baseline survey respondents 
in~erviewees belLeve that the number of trees 
is inadequate to meet their fam11y's need for 

(87 percent) want more trees. 
currently on their famLly's 
forest resources. 

Future demand for trees also appears to be high. Of thirty-three Lnd~vidu~
interviewed who want to plant trees in the future, the average number of trees 
wanted per family is 168. Considering that famil~e5 planted an average of 23 
trees this past season, their stated future desires must be seen more as 
wishful thinking than probable future actions. Undoubtedly, however, people 
would have planted more trees this past season hsd more trees been ava~lable 
(the nurseries were unable' to supply all the trees desired). Nonetheless, in 
the future'-- given time, labor, and land constraints people are unlikely 
to plant and 'maintain all the trees that they might like to have, particularly 
if the Project begins to charge. for trees. Charging for trees, h~ever, may 
stimuJ.at~ HeoE,le ... to take be.ttet;'.care of the trees that they do plant, and thus 
improve survival. 

" ,: , , i 
: I 
" 

Most farmers inter.viewed (83 per~eDt) are wining to pay for tree seedlings, 
particularly for known species such as Eucalyptus, cypress and fruit trees, 
Most commonly people are willing to pay two or three francs per plant for 
species such as eucalyptus and grevillea, and five to ten francs for fruit 
species. That seedlings have a market value is also substantiated by thefts 
of trees from the agroforestry nurseries. Moreover, the interviews indicated 
that there have been private sector initiatives in seedling production prior 
to the establishment of communal nurseries (e.g., farmers growing seedlings on 
their own land). Wh1le it is not known whether there was any sale or trade of 
seedlings between farmers, project staff assume, and the Team agrees, that 
government nurseries and free seedling distribution probably stifled the 
nacent private sector efforts. 

", " J 
1 
-j 

1 
1 

"'~ 

5.3.3.2 Ob~tacles to Nursery Privatization 

One of the major obstacles to privatizing the 
the question of Umuganda labor. 

I 

projebt's sector nurseries is 

All Rwanda citizens are required to engage in umuganda labor one morning each 
week. People are assigned to work on different activities, such as road 
building and maintenance, on communal fields. or in local tree nurseries. 
Unt11 recently, government policy has specified that all tree seed11ngs grown 
in local nurseries are distributed to the local population free of charge, 
because of Umuganda participation in nursery activities. 

, "1 While some sectors' conseillers admit that umuganda labor in the sector 
nurseries had been insufficient in the beginning, they generally stated that 
the problems had been resolved. According to the conseillers, absences in 

'j. 
_______ a~t~t~.~n_da[Jce nenlC, hut tRi-a-Mis-due-to-l:'1:1n~d other allowable ex:cuses, and 

occurs in all forms of umugancla work, not just in the nurseries. --- --
, 

, ~ 

, . 
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Project staff, substantlated by the Evaluation Team. has, however, noticed a 
serious defic~ency in umuganda attendance. On the average, nurseries have 
received 26 person-days of labor per month instead of the 60 person-days 
requested. Plannlng of activities 15 part1cularly problematic with wide 
variations in wnuganda partic1pat1On.. In the past year, there have been five· 
instances when a sector nursery received absolutely no umuganda labor, and 
another twenty-one cases in which umuganda labor was 15 person-days per mo~th, 
or less. Moreover. Umuganda labor cannot be thought of as "individual 
investments" in the Project's tree planting activihes as it 1S a GOR 
requirement/obligation. Thus, 1n the Team's op1nion, Umuganda labor does not 
provlde the necessary personal investment that is required for a successful 
agroforestry e~tension program. 

CONCLUSIONS AND RECOMMENDATIONS 

The Evaluation Team strongly supports Project Management's desire to adopt a 
commercial nursery format, which would provide full-time permanent employment 
for a few workers in each nursery. Clients then would be charged for the cost 
of producing the tree seedlings (from 2-10 francs/seedling depending on 
species). By charging initially for species that farmers seem most willing to 
pay for - such as eucalyptus, 'grevillea, cypress, and fruit trees the· 
Project may, also- be able to increase farmer interest in- trying new· species, 
which could initially be offered'at lower cost or free. 

This approach would solve the labor shortage and would be economically 
susta1nable in the long run, after Project financing ends. A preliminary 
financial analysis of privatization of the sector nurseries indicates that 
with an average charge of Rwf 4.56/seedling, a 40,000 unit production nursery 
could meet all costs including a 20% management contingency and profit 
margin. 

The transition from government to private will, however, need to be carefully 
handled. In interviewing families, the question of charging for trees was 
always a delicate one. Many monifors had a difficult time asking the question 
and many interviewees found it disturbing. Consequently, the data on prices 
that people are willing to pay for trees must be viewed with some skepticism. 
The real test of willlngness to pay w1l1 be determined under actual market 
conditions, 

Charging for trees was also a difficult topic to discuss with the 
conselilers. Many favor the current system. If umuganda labor is inadequate, 
they argue, it would be better to try to improve the system rather than just 
abandon it. By charging for trees, poorer families may be disadvantaged 
relative to wealth1er ones. One conseiller suggested that each family could 
be provided w1th a fixed number of trees, say 100 seedlings, for free, and 
they could be charged for trees above this amount. Concern was also expressed 
that if the Project goes to a commercial format threats to property will 
increase. In terms of the nurseries. this may necessitate hiring guards. 

The Bourgmestre, however, has discussed the concept of commercial nurseries at 
length with Project staff and the Evaluation Team. He seems convinced, in 
contrast to the Conseillers, that it may be a good way to insure 
sustainability of the nurseries after the Project fi~ancing ends, and will 
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provlde some employment for Commune res1dents. He also bel1eves that people 
may take better care of trees that they invest In. He dld not believe that 
charglng 3 francs per tree would pose a hardship for poorer families. In any 
event, he expressed. his willlngness to try commerclal nurseries on an 
experimental bas1s and see what happens. Given the above situation, the 
Evaluatlon Team recommends that: 

Project management proceed with the commercialization of the sector 
nurseries, but it should develop a plan of action'for doing so based on the 
above discussion. While this plan will, of necessity, be modified over the 
life of Project, aDd may vary from nursery to nursery. it should nevertheless 
indicate potential means of addressing' seedling distribution to poorer 
families (e.g., participation in nursery counsels entitling farmers to 
seedlings at 'reduced cost); whether or not eight ca.mercial sector nurseries 
are viable; whether some nunseries should be consolidated' and the political 
implications of nursery consolidation; if the camaune or sectors 'are willing 
to· purchase seedlings or if some arrangement<will have to be made for thea to 
grow their own, etc; and finally, the role of the central nursery (if any) and 
its viability in the presence .o~ private sector nurseries. 

Technoserve ~be consulted mid:. used as. a technical 
privatization plan and in eventual imple.entatioo, 
training in nursery acmioistratioo and bookkeeping; 

resource in developing the 
particularly as regards 

- OAR/R and CARE/R not be concerned if' the sector nurseries, even after the 
PACD, are not- able to recover' recurrent costs. What Project Management is 
looking for (and what the Evaluation Tea. strongly supports) iq an active 
fanter iuvestment in the agroforestry prograJl; whether this investment is lI8.de 
in cash or by participation in training courses is irrelevant. Moreover, even 
if recurrent costs are ooly patially recovered as a result of' nursery 
comaercial{zation, the GOR/DGF will be financilly better off than it is now. 

5.3 .. 4 Selection, Training and Supervision of Monitors 

The quality of the extension program varies as does the capability and 
motivation of the agents themselves. Continued training is needed to improve 
agent skills and determine which among them should be replaced. 

CONCLUSIONS,ANI) RIlCOf+lENDATIONS 

The team recommends that the training program emphss1ze more hands-on skills. 
Women should be recruited as e~tension agents to facilitate on~farm contact 
with women. 

To their credit, project staff are constantly t~ing to improve the overall 
quality of the extension efforts and monitorlng by better structuring monifor 
tasks, supervision'and training. While the Team has previously recommended 
inclusion of more expatriate· technical assistance in the agroforestry 
component to facilitate this task, the Team also recommends that: 

- Project staff continue on-going' 
skill~, but with a greater emphssi! 

------

training in cOlll!lUD.ication and technical 
o~ractieal_AppljcstigRR.~I------------ -------. 



'0 

o· , 
.' 

" 

• ',t; 

60810 
-33-

- Project staff hire, as SOOD as possible, but on a temporary basis, two 
wcmen monifors, for those 'sectors' requiring new personnel. If the candidates 
are not "outspoken", their initial training should focus on development of 
communication skills; and 

- Project staff rely upon as wide an iDfo~tion base as possible before 
attempting to tailor program activities to sector differences. 

5.3.5 ~xtension Courses 

MonlIors have, to date, taught three different short courses, or workshops, on 
tree planting and management. These courses are taught several times in each 
sector. The courses, developed by the government forestry service's extenslon 
program (Service d'Anlmation et de Documentation Forestiere) and modified by 
the Project, have dealt with three topics: (I) forestry awareness 
("conscientisation forestiere"), (2) protection and care of trees (lila 
protection et l'entretien des arbres"), and (3) cholce of locations and 
species for planting ("le choice des endroits, et des essences de 
plantation"). These workshops use a felt board and images to demonstrate 
lssues being discussed. Courses usually run for an hour or two, depending 
upon how animated the group discussion becomes. Local residents are required 
to attend a min~ of two cour~es in order to receive trees from project 
nurseries. When they participate, they receive a card, stamped for each 
course attended. (If a family member has attended the courses, 'any family 
member may bring in the card, and get trees.) This system, unique in Rwanda, 
has been implemented to encourage tree maintenance through investment of time 
in courses. 

Farmer/family participation in courses appears to be good as 71% of those 
families interviewed claimed to have participated in one or more courses. Two 
major reasons given by interviewees for why they had not participated in 
courses were that they had not been informed as to when the courses would be 
offered or were unable to attend because of illness. 

Sector conseillers are also quite enthusiastic about the courses that had been 
taught by the monifors, and stated that the general approach using images. 
on a felt,board to stimulate discussions -- is excellent. 

On the ~egative side, however, during interview and Evaluation Team visits, it 
became obvious that many farmers have nat retained all of the ideas presented 
in the courses. For example, the Team noted a number of areas in which tree 
care could be improved, such as better matching of site to species, or 
removing plastic bags before planting the tree seedlings. The Team be11eves 
that this is primarily for two reasons. The first 1S the tendency of the 
courses to be theoretical rather than practical in nature. In the Team's 
oplnion, it is difficult for a farmer automatically to know to remove a 
plastic bag from a seedling (or dig pits or establish contours) if he or she 
has not dane it at least once, preferably several times, under some form of 
supervision or training. The second reason is probably the fact that the 
average Rwandan farmer, like the rest of us, cannot absorb a great amount of 
detailed information in the context of a one or two hour sitting. 
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A final issue concerns the fact that many of the technologies extended by the 
project (contour ditches and plantings in particular) would appear to requlre 
a more focused - larger than farm-scale extenslon approach (e.g. all lhe farms 
following a 2-3 kllometer sketch of contour line). 

CONCLUSIONS AND RECOMMENDATIONS 

The Evaluation Team finds the extensl0n courses to be effective at introducing 
farmevs to new ideas, new, technologies, and new species. Their use should be 
continued and expanded. Efforts should be made to advertise the courses well 
in advance, and to offer them several times. to increase the pOSSibilities for 
farmers to attend. All communlty members. women. meD, children. and elderly. 
should be encouraged to attend. In order to fine-tune these courses, the Team 
further recommends that: 

- Project staff -adify courses where possible, in order to stress practical, 
hands-on demonstration activities, rather than just theoretical discussions. 
For example, farmers could be shown a neighbor's field where Dew species have 
been planted, or be given practical demonstrations, such as on tree-planting 
techniques, (e.g., why it i6 ~rtant to remove the plastic bag before 
planting the tree). The topics currently covered in courSe;'!; could be 
reorganized- into several courses wIiich 'could combine both theory and' practice; 

- In designing future courses, Project staff should attempt to touch on basic 
points to be made in several"different ways. in several different courses, in 
order to encourage retention of subject matter. For eKample, courses could 
be given on soil conservation ~asut'es, trees that grow quickly end produce 
easily-cut fuelwood, and how to grow trees when land is looted; such courses 
would overlap with and reinforce the current courses, particularly on choice 
of' species and sites; and ' 

- the Project experiJtent with larger than fam scale extension courses 
directed particularly to fa.ilies living along 1 or 2 contour lines. 

5.3.6. Utility of Demonstration Activities 

Attached to each sector nursery is a demonstration agroforestry plot. These 
plots are intended to show numerous ways in which trees can- be, incorporated 
into farming systems, such as live fences or perimeter plantings, 
nitrogen-fixing species interplanted with crops, incorporation of fru1t trees, 
or trees planted to minimize soil erosion. These'plots are also used by the 
Project to promote/demonstrate new tree species. Project staff have also 
worked with sector officlals to establish· demonstration plots in sector 
cOllIIIlunal fields. 

Most people interviewed have seen the sector field and half have seen the 
demonstration agroforestry plots located next to the Project's nurseries. 29% 
of families interviewed had tried out techniques shown in the demonstration 
plots (e.g., improved seed, new varieties, planting crops in 11nes, planting 
grasses and trees on contour lines, or interplanting trees and crops) on their 
own land. Reasons for this percentage appear to be that secto~ nurseries vary 
greatly in their locations, and hence, relative visibil1ty. Sector 
conseiLlers also vary in the degree_.~~ which they have encouraged sector-
residents to visit the demonstration plots. - ---- ---------------
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It also appears that Umuganda on communal fields has assisted in the 
agroforestry extension program. Some women 1nterviewed have, planted trees 
only in the context of communal umuganda activLt1es (not Ln the Project 
nurseries) and/or on NatLonal Tree Day. Other intervlewees had seen 
demonstration plots or learned about tree care and planting technlques in the 
course of their communal umuganda work. 

CONCLUSIONS AND RECOMMENDATIONS 

While the Project's demonstration plots have had limited success in terms of 
technology extension, the Team's experlence with agroforestry demonstration 
plots In other projects in Eastern and Southern Africa has been very 
problematic. The prlmary reason is that farmers have a tendency to look on 
techniques used in the plots as being outside their capab1lity or available 
resourceSj e.g., the farmer tends to feel that the Project has the resources, 
to install these technologies (personnel, vehicles, tools, etc.) that he or 
she does not. In general, on-farm demonstrations using a farmer's own 
resources (occas10nally compensated) to establish and demonstrate proven, 
technologies is a better extension vehicle. The' Evaluation Team recommends 
that: 

- Project.. staff' JlSintaint thOse. demonstration pIau (comaunal and sector 
nursery) already established, but that no new ones be established. on project 
or co.mnal land, aDd instead, that project staff stress the development of' 
on-fSl"ll de:lODStratioDS. 

5.3.7. Intensive Extension Contacts 

Monifors have begun working with individual families, making home visits to 
advise on incorporating trees into farming systems. An initial emphasis has 
been placed on working with 15 families within a "pilot zonel! (the cell where 
the sector nursery is located), and another 15 families outside the pilot 
zone. Monifors are encouraging farmers to establish terrace lines ("courbes 
de niveau") I reinforced with grasses and trees, to minimize soil erosion. 

Monifors also have been conducting follow-up visits with families chosen at 
random from nursery records. When visiting these families, monifors fill out 
a short extension form with information on trees taken out of the nursery the 
past season, trees desired for the upcoming plantlng season, wil11ngness to 
pay for trees, the condition of the trees plan~ed, and extensLon advice given 
by the monifor. To date. each monifor has conducted at least 15 follow-up 
visits, in addition to those conducted in conjunct10n w1th the interviews. An 
addit~onal twenty famil~es are to be visited by each monifor prior to the next 
planting season. 

CONCLUSIONS AND RECOMMENDATIONS 

The Evaluation Team believes that farm visits have the greatest potential for 
educating farmers on agroforestry techniques and species. Farmers are, 
naturally, most interested in their own land and how they can incorporate 
trees into their own particular farming systems. While farmers can be exposed 
to general theories in courses, observe demonstrations of possible 
app]; cat; Ot'lS is th ~ cietao1isLration-p-tot'g~ -ifi'laobtain species available in the 
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nurser1es, how they put these elements together on their own property is where 
it really counts. The Evaluat10n Team recommends that: 

-Project staff make farm extension v1sits the keystone of all agroforestry 
extension work. Project staff should continue to choose families for farm 
visits frOll project records in a raodo. manner. to ensure that a wide 
diversity of faailies i6 visited. Efforts should be made, however, to deal 
wl.th certain households to insure that social equity, issues are addressed, 
such as families living close to .the reforestation areas, or women-headed 
householdsi and . 

- In order to address larger than farlli scale extension. issues, identified in 
item! 2.3.6, project staff experiment with an extension program (visits) 
focuased on 15 fa.ilies following a contour line within a "pilot zone". 

5.3.8. Collaboration-with Local Institutions 

Although few women interv1ewed have been to a nutritional center, such centers 
do reach large numbers of' women.. The center in Mugera currently has over 750 
w~en enrolled in its programs, whereas that in Nyakayaga reaches over 400 
women every month. Similarly, the Centre Communal de Development et FormatLon 
Permanent... (CeDFF.),_ reaches over 600 farmers r of wholil. almost- half are female. 
In addition, the CCDFP also conducts courses for local officials~ Both of 
these instLtutions have women extension agents. 

To date, initial contacts have been developed between Project staff and the 
nutritional center in Mugera. as well as the CCDFP. Improved cookstoves have 
been installed, in both institutions, trees have been planted in the field in 
front of the nutritional center, and courses have been taught at the CCDFP to 
local officials. An agroforestry demonstration plot eKists at the Nutritional 
Center in Hugers. The directors of the nutritional center in Mugera and the 
ceoFP both have expressed interest in developing closer collaboration with the 
Project in the future, and a staff member at the nutritional center in 
Nyakayaga discussed possibilities of beginning collaboration. 

Schools have also been used by .the Project 
work. Monifors have worked in local schools, 
teaching courses on tree planting and care. 
plantings have been done. 

CONCLUSIONS AND HIlCCM!!OOJATIONS 

as opportunities, for extens~on 
with teachers and students 

In some schools, demonstration 

The Evaluation Team believes that the project has made effective use of 
lnstLtutions in the Gituza commune as an extension vehicle and recommends that: 

Project extension staff continue to seek Dew 'opportunities for offering 
courses, such as in schools, nutritional centers, development centers, 
markets, nurseries, markets, and other public gathering places. The 
nutritional centers and CCDFP' seem to offer particularly opportunities for 

-contacting women . 

• 

608In 



',' , 

-37-

5.3.9. Audio-Visual Extension 
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Ecucatl0nal levels of the Commune's residents are increas1ng. Whereas 44 
percent of the household heads surveyed had some educatlon, among 88 percent 
of the famllies interv1ewed someone had attended school. For 79 percent of 
the interview famLlLes, at least one member had received a minimum of three 
years of primary education, wh1ch generally indicates a degree of literacy 1n 
Klnyarwanda, and 42 percent had six years or mOre, which indicates a degree of 
llteracy in French. (Usually instructlon in French begins in the sixth 
year). Thus, whlle only half the household heads have some schooling, 
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~tional .~evels are increaslng among the young, and most households have a 

family member thatc'an -read.- ---

CONCLUSIONS AND RECOMMENDATIONS 

~bile the project 
materials (primarily 
application and use. 

to-date has developed or utilized a number of 
posters), there is conslderable potential for 

The Evaluation Team recommends that: 

audio-visual 
their wider 

The Project develop sa.e.well. illustrated basic brochures on tree planting 
in KiDyarwanda, to· use in extenSion efforts. Such brochures could serve' to 
reinforee- ideas- preeented in. courses and help' farmers remeIIl>er' certain 
details, such· as species-site selection, etc; and 

- The Project consider making signs to install in the nurseries to identify 
species. by nsere, 'and also to indicate species characteristics and uses. 
SiKilarly, visual aids can be used in demonstration plots in the' nurseries and 
elsewhere. 

5.3.10. Prior Use of Forested Hills 

Of 27 interview families, 17 had used the hillsides prior to reforestation; 11 
had used the areas for pastureland (usually cows)j 5 for crops, six for 
obtaining wood from indigenous trees, three for woodlots, two for medicinal 
plants, and one for herbs for brewing beer. Several people claim to no longer 
have land for woodlots, as the two projects have taken available hillside 
land. One interviewee's family has been given permission to continue using 
their 30-year-6ld woodlot on a reforested hillside. Another claims to have 
been·prohibitedjby CARE Project guards from taking care of h1s coffee plants, 
although he bad been told by CARE staff that he would have continued access to 
them. 

CONCLUSIONS'AND RECOMMENDATIONS 

The Evaluation Team notea that families living adjacent to the reforested 
areas (e1ther on the hilltops, or immediately below the planted hllisides) were 
rarely visited by the monifors. However. the perceived sense of loss of 
access to formerly available resources seems to be particularly strong among 
these families and should be addressed through 1ntensive agroforestry 
extension efforts. The Evaluation Team recommends that: 

'-_____ . __ ' ____ 1UIl.Thiae~;~Prl~Oject work closely with families 
I develop agroforestry systems to 

S08lD 

adjacent to 
replace the 

the reforested 
resources lost 
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through project actions, Thus, these families should be among those selected 
for intensive extension contact, perhaps as "pilot faml.lies". 

5.3.11 Monitored Trials of Tree-Food Crop Configurations 

After review1ng nearly all the agroiorestry-related projects In Rwanda as weLL 
as the ava.llable ll.teralure, proJect manap;l~ment detennined that agroI"oreslry 
practlces being promulgated were highly speculative. ProJect staff belle ... e 
there lS little quant.lfiable and replicable i.nformatwn e:nsting to gU.lde the 
project manager, extens10n agent and farmer as to how much of wildt tree 
specl.e~ can be cultl.~aLed wl.th what crop to maximIze product1vlty and assure 
SOLI ferti11ty. ThlS appears to b~ a general problem not specif~c.to lli~dnda. 

Subsequently, the proJect management deC1ded t~ incorporate a new mon1torl.ng 
and evaluation component des1gned to continuously monitor tree and crop 
productivity-as well as soil fertility. The intenned1ate goal is to galn an 
understanding of tree-crop dynamics based on empirical data gathered 1n a 
systematic and replicable fashlon. The lnformat~on is to then be used to 
provlde the Rwandan farmer w1th sounder extension adv1ce. In collaborating 
wlth the national agronomy research center and other extension efforts the 
project hopes to provide lnformatlon which will be of national POllCY value. 

The Internat~ona~ .. Benchmark S~tes Netwo~k for Agrotechnology Transfer (IBSNAT) 
was chosen as a promising methodology to assess tree-crop interact1onS. 1he 
IBSNAT program, a collaborative arrangement between the University of Hawai~'s 
College of Tropical Agriculture and Human Resources and the USAID-spons.ored 
Soil Management Support Servlces, is a global information transfer system. 
The objectives are to make common agrotechnology problems and solutlons 
available to a set of "collaborators" -who perlodically feed standard1Zed 
1nformation into the system. While the reason for choosing IBSNAT was based 
on logistical and financial constraints, the system will allow the project and 
Rwanda to learn from other countries' experiences. A "minimum data set" of 
ecological information is used to establish baseline conditions agalnst which 
various agroforestry conf1gurations are meaSured.--· 

CONCLUSIONS AND RECOMMENDATIONS 

The Evaluation Team concurs with project management's assessment on the 
limited amount of information regarding agroforestry techniques for tropical 
highlands. However, While the Team supports Project managementJs desire to 
use IBSNAT methodology to assess tree-crop interactions, the Team would like 
to point out that the methodolog~ focusses prlmarily on measuring 
Y1elds/soil/site' impacts r:f agricultural rather than tree crops. 

Moreover, while the Team acknowledges project management's Lonslderable 
lechnical skills, l.t feels that the project would benefit cons1derably by 
addltlOnal apphed agroforestry research experhse. The Team also conslders 
the proJect's plan for using the IBSNAT methodology weak tn terms of 
collaboratl.on and linkages with local research instltutLons. tn the Team's 
Opl.nlOn, these linkages are crucial both 1n terms of the ProJect's institut.lon 
building objectives and promoting wider application of approprlate 
agroforestry technologies in Rwanda. 
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The International Counc..d for Research LO Agn)forestry (lCHAF) in NalrobL, 
w1th STIFENR, REDSO/ESA and Afnea Bureau support, w1.ll be undertak1.ng an 
"Ag-rofon-stry Res~areh Network for Airlea - Sub--humid Bi-modol Hi!fhlunds Zone" 
Pr?,jeet 1.n which Rwanda 1S lllcluded_ The ob,jectl.ves of the Project are 

,- To cornptle <1Ull d~ssemlnate lnformaLHIn on the ne~ds of and potentlal for 
agroforestry in the sub-hwuld hl-modal htghlands of East and Central Africa. 

To assist 1n the development, establlshment and 
agrofot-estry researc:h network tn the ecozone focustng 
Lechnology, multipurpose tree speC1es and tree tmprovement; 

c:oordi.nallon of an 
on agroforestry 

To collaborate w1th and support 
1nstituLions in the ecozone in the 
multtpurpose tree speC1.es adaptat10n and 

nat tonal and lnternational research 
conduct of agroforestry Lechnology, 
tree improvement trials: 

To assist natlonal and lnternational lnst1tut10ns and agencles 10 the choice 
and acqu1sttion of quality seed for mult1purpose tree species as components 
for agroforestry research efforts; 

To assist nat~onal 
personnel resources to 
technologies to overcome 
sustainabil1tYi and 

strengthening the capability of thelr 
use systems, apply agroforestry 

constra1nts and 1mprove productiv~ty and 

institutions in 
evaluate land 

idenhfied 

- To facilitate consulting services and advice for agroforestry ~n LDCs. 

The proposal is currently under review in AID/Wand is expected to be. approved 
and funded by the end of June. 

The CARE 
Rwanda. 

Gituza Project is a leading candidate for ICRAF-GOR collaboration in 
The Team recommends that: 

- The Project use the IBSNAT methodology but that it calIon ICRAF technical 
assistance, under the S&T Project, to assist project management in the design, 
refinement and replication of applied research trials for the project's 
various technologies (alley cropping, boundary and contour plantings in 
particular)j ICRAF would also assist the project in identifying a wider list 
of species for these trials, and in the application of the IBSNAT methodology 
itself; 

I 
Should ST/FENR not fund the ICRAF proposal within the timeframe required by 

the Project, that- project management consider engaging ICRAF technical 
assistance for 2 - 3 weeks using project resources (pending eventual proposal 
approval and subsequent ICHAF monitoring and backstopping visits); REDSO/ESA's 
Regional Forestry Advisor has agreed to assist the Project in negotiations 
with ICRAF on this matter and to identify the best ICRAF staff person to 
undertake trial formulation; 

Project management facilitate Rwandan staff participation in ICRAF training 
courses as they are developed under the ICRAF proposal. RRDSO/ESA will keep 
OAR/R and CARE/R appraised of these courses in a timely fashion; 
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The Project collaborate to the fullest extent possible with local Rwandan 
research lnstltut10ns. part1cularly ISAR and the University, in order to 
expand these lDstitutions' knowledge base. This may mean using project 
resources to facilltate per10dic personnel travel/per diem to the research 
sites; and 

- Applied research triais be conducted 
using project resources to compensate 
provision'for Whlch should be included 
propose:!. 

primarily "on-farm". This may mean 
farmers for loss of land. yields, etc., 
in the recommended revised project 

5.3.12 Choice of Species and Technologies 

~Y£§!XE1y§ __ ~EE., avocado, papaya, and gr~Yill~~_r2QY§1~ are the 
most by the residents of the Commune. Introduced species are 
popular,however: Leu~~n~E" §~§Q~!~_§EE" and 2edr~ls_§2E. 

speCles wanted 
becomlng more 

In terms of plantlng configurations, survey and interview results ind~cale 
that woodlots are the most desired followed by boundary plantings, fruLt 
trees/orchards, anti-eros1on plantings and agroforestry assoclatlons 
(lnterplanting) . 

• HOYlever, the :rnterviews also- 'pomted-out- that specieS" witlr which farmers are 
famillar and stlll predomlnantly want such as eucalyptus and avocado, h~d not 
been made available in suffic1ent quantities. While this shortfall can be 
attributed to sector differences in nursery production which the proJect hopes 
to correct, (there were seedllng shortages in three sector nurseries dur~ng 
the first season due to theft and over demand which project management 
alleviated through transport of seedlings from the central nursery), the Team 
believes it is also due to proJect management's desire to de-emphas4ze the use 
of KY£sfxe!Y§_§EE. (The reason being that eucalyptus are not consldered to be 
good agroforestry species using considerable amounts of water and promoting 
erosion, part~cularly on steeper'slopes). 

The Eucal~tu§_§EE. issue is further compounded by the fact that this 1S 
usually the species of choice 1n prlvate woodlot establishment. However, 
several interviewees stated a concern that between the Gituza and the GBK 
Projects, there was no longer land avallable for prlvate woodlot establlshment 
as the hliisides have already been taken. In fact, one sector conseiller, 1n 
learning of the project's objectives, encouraged establ1shment of prlvate 
woodlots in his sector before the project became operational. However, 
project management has not. to the Evaluation Team's knowledge, asslsted 
farmers 1n developing private woodlots via its extensl0n program. 

As regards' olher technologies, the Project has been lIextending" (with what 
appears to be good success) contour dltches dnd plantings, wlth §§~Q~.i~ 
~£.:~!La.n§ as the species of choLce. Se§Q~n.i£! also flgures predominantly ln the 
demonstration plots. Whlle the Team believes that thls is a vahd technolo&"y, 
it is concerned that tts wlder replication may be problematic for two reasons. 

The first concerns 
considers the Gituza 
country, the local 
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promote the use of contour ditches throughout the co~une. ThlS promotion has 
been successful to the extent that contour ditches appear everywhere, even on 
slopes of less than 10%. While the use of contour ditches on steeper slopes 
1S an excellent means of controlling erosion, they are difficult and costly to 
establish; their utllity on lesser slopes becomes marglnal in terms of 
lnvestment, where more paSSlve means of erosion control, such as debrls 
strips, are just as effective- and more economical in terms of farmer 
investment. 

The second reason concerns the Project use of SesbanlB sesbans for contour 
piantl.ngs and alley cropplng demonstrations. Wtil-le--l.t --I;--;; excellent 
agroforestry species in terms of nitrogen fixation. forage and 11tterfall, its 
disadvantages are that lt is short-lived (4-5 years) and does not coppice 
well. - Thus, a fanner using this speCles would not have the periodic/yearly 
benefits that a similar coppicing species would provide, and would have to 
replace the species entirely after harvest. 

CONCLUSIONS AND RECOMMENDATIONS 

While the Evaluation Team believes that for the most part technologies and 
species used in the agroforestry program are appropriate, Lt believes that 
they require. some.. additional. fine tuning in order to ensure replication and 
wider use while sat1sfying farmer needs. While the ICRAF technical assistance 
mentioned above will be invaluable in terms of this fine tuning, the 
Evaluation Team also recommends that: 

- Project management atte!llpt to address the Eucalyptus. 9pp. - woodlot issue by 
allocating a' small por.tion of extension tiDe and resources to helping 
individuals establish private woodlots. The extension progra. would focus on 
choice of site (e.g. :.ore gentle, fertile slopes near the top and/or both of 
the hillsides would be appropriate), and appropriate planting techniques (e.g. 
contour planting and pitting methods already developed by the reforestation 
prograa). Private Eucalyptus woodlots in Rwanda have traditionally been, and 
in the Te8lll J s opinion, Kill continue to be one of the most iaportant woodfuel 
sources for years to came. Their importance should Dot> be neglected' by the. 
Project. 

I 
Projec-t BaIlBgeaent decrease the e.phasis on Sesbania sesbans, as an alley 

cropping or contour planting species, and instead concentrate efforts on 
longer-lived coppicing species such as Leucaena O~ Calliandra; configurations 
already in place using Sesbania (on-fana and on demonstration plots) should 
gradually be replaced with coppicing species. 

5.3~13 Participant Trainint 

No provision for agroforestry train1ng was provided in the PP. Such 
opportunities are abundant 10 Africa, however (e.g., ICRAF tralning courses, 
International !nstitute of Tropical Agriculture - IITA - tra1ning courses in 
alley cropping, Nitrogen Fixing Tree Association-sponsored courses in 
multi-purpose tree improvement. etc.). 
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of projec..t development. This is parl~cu13rly unfortunale consLdertng the 
dearth of tramed foresters in Rwanda today and the imped1.ment thlS has be~n 
1:0 dp\'o lopment of Rwanda' s for('s try sc<:tor. 

CONCLUSIONS AND RECOMMENDATIONS 

For the most par-to the TE"flm considl"cs the quallty of GOR and CARE managed 
Rwandan staff to be excellent. The Team further considers that part~cip3nt 
training is a viable means of c'<pand'lng local staff' horizons, upgradlng 
technical Skliis and provld~ng an lncentive for a Job well done. 
Unfortunately, Lt appears doubtful whether remaln~ng proJect resources will be 
sufflClent to add a participant training component to the agroforeslry program 
and at the saml" tlrne ach1eve the agroforestry's and the other program's stated 
targets. Nevertheless, the Evaluation Team recommends that: 

M proJect management prepares a revised project proposal, it attempt to 
include provision for counterpare participation in at leas~ one or two 
relevant workshops, particularly rITA's Alley Cropping Workshop and/or ICRAF's 
Agroforestry Research for Development Workshop. Costs (including travel and 
per diem) for these three week workshops would be roughly $5000-$7000 per 
participant .. -Al-ternat4ve-ly,-OAR/R-could--be--asked to subsidize all or a 
portion of these costs through existing projects in' its ag or training 
portfolio or through operations' .fUDdsj 

A-- ;'rti-on' of the forei"s-n ~ eXChSng'; -s~vings be alloc~ted to participant 
training, including possible long term training, should OAR/R and GOR agree to 
support some of the Project's local currency costs (the labor component) 
through. PL 480 generated currencyj 

- Should the Assistant Project Manager continue to demonstrate outstanding 
motivation, OAR/R should consider long-tera training for him to at least the 
B.Sc. level using African Manpower Development Project Fundsj and 

- Project management make 
outstanding monifors by 
the diploma or technician 

every effort 
facilitating 

level. 

6.0 THE ENERGY CONSERVATION PROGRAM 

6.1 BACKGROUND 

to upgrade the skills of its more 
their access to more formal training at 

The energy conservation component was designed to lower the consumption of 
f~rewood in the Kibondo Refugee Camp through the deslgn and d~ssPJnination of 
an ~mproved wood stove, through the control of the distribution and quality of 
wood coming into the camp, and through tralning on more fuel-efflcient cooklng 
methods. With the departure of the refugees, the Project has emphas~zed the 
potential demand for lmproved stoves in the Gituza Commune and the development 
of a locally based enterprise to undertake stove fabr1catlon and markellng. 

6.2 ACCOMPLISHMENTS 

During the 6 months of the component's refugee phase. the followlng actlvlties 
were undertaken: --------- ---. 
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6.2.1 Baseline data on wood use, inventory of existing stoves, and cooking 
patterns 

These data were gathered during the ~1rst two months of the project and gu1ded 
the development of the other activltles. As' with the other proJect 
components, the basellne survey indicated several signlflcant areas of error 
~n the orlginal proJect paper, necessitating a redesign of the planned 
strategy for this component. 

6.2.2 Camp stoves redesigned and improved stove tested 

With the use of a consultant from Kenya, the Project reviewed the eXlsting 
stoves. While it had been initially thought that the existing stoves could be 
modified. a new stove was designed, using local artisans and material. to be 
built in place of the extr~ely inefficient original stoves. This new stove 
design, consisting of a ceramic liner made and fired in the camp, supported by 
a mud covering, was field-tested, indicatlng savings of at least 25% over the 
existing stoves. 

Unfortunately, the departure. of the refugees made 1t imposs1ble to continue 
w~th the field tests. While the preliminary results indicate that these 
improved stoves woul~have had~a<significant impact on wood consumption in·the
camp if the refugees had remained, there was not enough time to accu~tely 

estimate overall impact. 

6.2.3 Cooking practices iMproved 

The project attempted to promote improved cooking practices, such as the use 
of pot lids, more supervision of the fire, and presoaking of beans, but 
various problems were encountered: several of the refugee eKtensionists were 
ineffective; new pot lids ordered - by UNHCR were late in arr1v1ng; and 
incentives for improved use of donated inputs (food, stoves, and fuel) were 
extremely minimal. While some progress may have been achieved if the refugees 
had remained, it is unlikely that the impact would ever have been 
substantial. 

6.2.4 Wood preparation improved 

One major problem at the camp was' the unregulated distribution of ' wood trucked 
in by UNBCR, and the habitual use of green or wet wood. The establishment of 
a central distribution facility for the chopping and distr1bution of wood, 
coupled with drying sheds, may have made a substantial d1fference if there had 
been sufficient time to implement these 1mprovements. In the future, these 
should be included in the initial installation of any refugee camp which w1ll 
be dependent on centrally acquired wood. 

6.2.5 Activities after the departure of the refugees 

The project has distributed 50 of the remaining liners to individualsrand 
institutions w1thin the Commune, to continue field tests of the l~ners and to 
acquaint the Commune population with the new stove. The Rwandan assistant has 
constructed a kiln and 13 being assisted in organizing a productlon facility 
for the fabrication of the improved l~ners. 

------------_. --_. 
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6.2.1 Baseline data on wood use, inventory of existing stoves, and cooking 
patterns 

These data we~e gathered durlng the ~irst two months o~ the p~oJect and guided 
the development of the othe~ activities. As with the othe~ p~oJect 
components, the baselIne survey indicated seve~al significant areas of error 
in the origlnal pt"oject paper, necessl.tating a redes'lgn of the planned 
strategy for this component. 

6.2.2 Camp stoves redesigned and improved stove test~ 

With the use of a consultant from Kenya, the Project reviewed the existing 
stoves. While it had been initially thought that the eXlsting stoves could be 
modified, a new stove was desl.gned, using local artisans and material, to be 
bUIlt in place- of the extremely ineffl.cient origInal stoves. ThlS new stove 
design, consisting of a ceramic liner made and fired in the camp, supported by 
a mud covering, was field tested, indicatIng savings uf at least 25% over the 
existing stoves. 

Unfortunately, the departure of the refugees made it impossible to continue 
with the field tests. While' !=he preliminary results indicate that these 
improved stoves would have had'a significant ~act on wood consumption in the 
camp if the refugees had remain~~1 there was not enough time to accurately 
estimate-overall impact. 

6.2.3 Cooking practices ilIproved 

The project attempted to promote improved cooking practices, such as the use 
of pot lids, more 9uperV1S1.0n of the fire" and presoaking of beans, but 
various problems were encountered: several of the refugee extensionists were 
ineffective; new pot lids ordered by UNHCR we~e late in arr1vlngj and 
incentives for improved use of donated inputs (food, stoves, and fuel) were 
extremely minImal. While some progress may have been achieved Lf the refugees 
had remained, it is unlikely that the impact would ever have been 
substantial. 

6.2.4 Wood preparation improved 

One- major problem at the camp was the'unregulated distribution of wood trucked 
in by UNRCR, and the habitual use of green or wet wood. The establishment of 
a central distribution facility for the chopping and distribution of wood, 
coupled wLth drying sheds, may have made a substantial difference if there had 
been sufficient tIme to implement these improvements. In the future, these 
should be included in the initLal installation of any refugee camp which will 
be dependent 00 centrally acquired wood. 

6.2.S Activities after the departure of the refugees 

The project has distributed SO of the remaloLog liners to individuals and 
instLtutLons within the Commune, to continue field tests of the liners and to 
acquaint the Commune population with the new stove. The Rwandan assistant has 
constructed a k1ln and is being assisted in organizing a production facility 
for the fabrication of the improved liners. 
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6.3 PROJECT INPUTS AND MANAGEMENT 

Human resource inpuls were predomlOunLly from refugees, wilh asslslance from 
the Pro )ect Energy Conservation Specialist dnd from a Rwandan assistant. As 
(JutLlIled hf'low,' !.mder Le'isuns learoc .. d, the reruP.'N:~ InpuL was LnsufflC;lcnt. 
both 1.n terms of quality and quantity. PrOject staff Lnputs havp. bp.en 
untformly eXLellent, particularly remarkable given lhe shorl tlme oetwef'n the 
beginning of the project and the departure of the refugees and the extreme 
dl.fflculty encountered by an expatr1ate worklng Ln Kibondo Cump. 

In addition, the component l.llcluded two shot"t consultancies by Maxwell 
Klnyan)ui., Kc:nyan ceraml(" stove speclaitst. G1.ven a spec.lflc SOW by Project 
staff, Mr. KinyanJul. provided the key designs that have been adapt'ed into the 
ceramIC stoves now beIng fabricated. Mr. Kinyanjul's practical, private 
sector bias proved to be a stimulating and refreshltlg alternative to the 
European or AmerIcan stove spec1alist normally inv1ted to assist donor-funded 
stove programs. The continued use of Mr. Kinyanjui and other African-based 
persons should be encouraged and expanded. 

6.4 DEVIATION FROM COMPONENT DESIGN 

noted above, deviation that occured during the 1mplementation of this 
component was.cause~by two factors:_ the Inaccurate design of the original 
component 1n the Project Paper, and. the departure of the refugees: The fl.rst 
problem was rect{f1ed 1n large part due to the proper use of baseline 
information by project personnel. The second factor necessitated the complete 
redesign of the component, and unfortunately occured only six months after the 
commencement of proJect activities, thereby limiting any vlsible impact. 

The Project team should be commended for reacting to the drastic changes posed 
by the departure of the refugees and for developing a structure which will 
permit the rational continuat10n of the stove component for the remainder of 
the project. 

6.5 ISSUES RAISED 

6.5.1 What lessons have been learned concerning refugee stove programs? 

The dissemination of stoves to people who do not pay for stoves. or for fuel is 
always problemat1c. When the wood itself 1S delivered, as lS the case 1n 
general w1th refugees. campaIgns to lntroduce lrnproved stoves face 
overwhelming constraints. The situation was even more difficult ,0 the 
Klbondo camp Slnce UNHCR dld not wlsh to build communal kitchens. 

In addition, the ProjPct was deslgned to use refugee labor for the 
constt"uctlon of stoveS and for extension and promotion. Payment with Food for 
Work often proved to be a meager incentive at best. Flnally, the GOR did not 
wlsh to promote lncome-generatlng actlVttles or permanent structures. The 
product10n and sale of c~ramic liners by refugee potters, therefore, was not 
allowed. 

Of all refugee stove programs undertaken in recent years, the situation in 
Rwanda presented perhaps the most obstacles. That any progress was ma~e~ all 

---------- ... ---_ .. -------
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is a tribute to the 1nnovation and dedicat10n of the Project staff. While 
future stove programs in African refugee camps should be approached with 
caution, the strategy and method of implementation followed by CARE should be 
considered as a pragmatic, potentially workable example. 

6.5.2 Is the development of a rural-based stove program justified? 

The results of stove' programs elsewhere in Africa demonstrate the difficulty 
of encouraging the use of an improved stove in situations where neither 
fuelwood/charcoal nor stoves are purchased. The experience With promoting 
free or self-made improved stoves is exceedingly bleak; at this tlme we know 
of no stove program that has succeeded without relYing on the economic 
self-interest of the potential user. In most instances, interest in 
conserving wood, or an understanding of the national w~od shortage, are seldom 
the equivalent of a willingness to pay on the part of the potential consumer. 

With thiS in mind, the plan to continue the stove component by promoting the 
improved liner among households in Gituza Commune should be reviewed with 
skepticism. In a previous trip report, REDSO Sociologist Carolyn Barnes noted 
that "there is not a felt or actual scarcity of fuelwood among fann families, 
thus an improved woodburning stove would have little appeal." , 
After a review of the availablei information, including the findings of the 
Project's Sociologist, we would concur with this conclusion for the Commune 
overalL However there is much variation between sectors in the Commune, and 
the unique natural resource situation in this, part of Rwanda could possibly 
provide a market, albeit relativelY small, for an inexpensive woodburning 
ceramic stove. 

Based on the survey data, the following can be extrapolated: 

1. Gituza families buying fuel: 10~ 

2. Families who think there is, or will be a fuel shortage: 29% 

3. Families who cut wood (not gathered): 67%. 

Even if the market for improved stoves is limited only to those families who 
presently buy wood, th1S represents approximately 800 potential customers, 
excluding restaurants and other ~nst1tutions. If one includes those families 
who perceive that there is, or will be, a fuel shortage, thiS would add an 
add1t1onal 1,500 who may conceivably become interested over time. Finally, 
the relatively large number of families who cut thelr own wood is potentially 
signif1caot for two reasons: 

families who rely on cut wood reside in areas with little scarce scrap wood, 
and may in time be forced to purchase woad; and 

- men cut wood, which may increase the family's incent~ve to spend money on a 
wood-saving stove. 

This is not to understate the difficulty that we antic1pate in promoting a 
commercial household stove in this Commune. However, it 1s worth the attempt 
for two reasons~~--____ _ 
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It may help to reduce wood consumption, at least among the higher income 
res~dents of the commune; and 

- It wlll provide 
develop' a high 
techniques before 

an inltial phase for the Production Unit, allowing it to 
quality product, and test out marketIng and customer support 
attempt~ng to tap nat~onal markets. 

The expansion of CARE's activities to lnclude the fabrication of liners for 
the urban markets of Rwanda 1S a worthwhlle excercise in Lts own right. In 
terms of the original obJectIves of the ProJect, however, promotion of 
fuel-effIcient stoves in urban areas has a special significance: the 
depletIon of supplies nearby Kigali. During the next ten years, one can 
e~pect the exploItation of the newly planted areas of Gituza Commune for 
charcoal. 

If nothing can be done to dampen the demand for charcoal, the pressures for 
agricultural land and fuel for rural use coupled with charcoal maklng could 
undermine the forestry successes initiated under this project. 

We would therefore support' the next phase of stove activihes as proposed by 
CARE. as long as the concerns presented here are addressed. 

6.5.3 Will a stove enterprise in Gituza Cow.une be viable? 

The fabrication and marketing of-household stoves is worth an attempt, but it 
is .not sufficient to ensure the viability of's private enterprise in Gituza. 
The production unit will have to fabricate improved braziers, institutional 
stoves, and, eventually, charcoal stoves, if ~t is to survive. The enterprise 
should also offer a portable wood stove, rather than relying solely on the 
stationary stove originally designed for use in the Kibondo camp. 

A firm evolved from the CARE production unit now under construction will have 
three main advanta~es in producing liners for the national (ie. Kigali) 
market: 

It will have access to high quality clay (better than that found in the 
Kigali area, and superior to that used in Kenya for their liners); 

I 
- It will have one or the best kilns in'Rwanda, capable of producing a quality' 
hnerj and 

It will have relatively low operating costs (in particular, labor and 
fueb-wod) • 

Compared with future competitors in the Kigali area, it will be at a 
disadvantage due to transport costs, but the potential market is large enough, 
and distances short enough, that the strengths of a Gituza based enterprise 
producing a high quality product should permit the enterprise to successfully 
handle a sizable percentage of the total market. 
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6,6 RECOMMENDATIONS 

S.S.l General Recommendations 

The proposed stratt"BY for the sto .... e companE-nt should. hE'> adopted, beanne; Ln 
mind the concerns outlined above and the reconunenclatLOns belm ... 

CARE and USAW should conslCler expandl.ng toe budget allocated to lhis 
component to ensure proper supervision during the launching of the production 
tln1. t and to pr01l1de SU'ffl cient marketLng and e:-... tens I on personnel to adequal p.ly 
develop ~tbe next phase of this component. 

The ProJect's Energy Conservalion Advlsor's dulles related to stoves should 
lherefore be continued, although these duties wl.l1 be advlsory 10 nature and 
not requ1re the amount of field t1.me as was needed dUrIng camp operatlons. 

ThlS next phase should reqUIre at least one add1tlonal local hIre, as well as 
an expanded consultancy budget, to cover assistance whlch cannot be prov1ded 
by other donors or projects. 

6.6.2 Existing Liner 

rhe operation of ex1sting stoves~should be monitored but emphasis should be on 
the deve1opmen~ of an ~ffec~lv~ ext~nsion and ~arketing campalgn. The plaCIng 
of stoves in model locations will contInue to have a minimal impact on 
demand. 

The ProJect should develop an extension and marketing strategy. timed to 
coinclde with the production of a quality liner by the new production 
facility. This could include demonstrations, w1th a sales booth, at all 
markets, and the placement of stoves for sale at all nursery sites. 

The kitchens tn the staff quarters should be redesigned so as 
the ceramlC Ilners. A monitoring program should be organize4_ to 
term eff1C1ency data and reliability information. 

to accomodate 
gather long 

~ market test should be carried out over a six 
with the extenSIon act1vity outlined above, and 
analyzed. The potential market for rural 
re-evaluated no later than 1/87. 

month period, in conJunction 
the results of~'this test 

household stoves should be 

Training should be prov~ded for Rafiki, the entrpreneur undertaking stove 
production, on ceramic techniques and liner production. ATI, Maxwell 
Kinyanjui, and KENGO should be requpsted to ass~st CARE in ensur1.ng the 
technlcal quality and production viab1.lity of Raf1.k1's production unIt. 

6.6.3 Other Rural Stoves 

A mob11e ceramic stove should be designed, pOSSJbly sim1.lar to the Kenyan Kuni 
Mb1.1l stove. This stove could be made available to potential consumers along 
w1th the present liner designed for statjonary placement. 
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Project staff should undertake a b.~ef rev1ew of the market for 1nst1tutional 
stoves, with an emphasis on restaurants (for boiling, baking, and barbequing) 
and schools. Based on thlS revlew, the productlon unit may wish to develop 
two or three different units for sale, thus providing a high value commodtty 
to cover some of the costs of the enterprise. 

Technoserve should be 
could be provided to the 
financial viablllty. 

requested to advlse on the type of assistance which 
stove production unit to improve their managerial and 

CARE, with asSistance from the Energy Inltlatives for Africa 
Regional Improved Stoves Sub-ProJect and Technoserve, should, if 
undertake additional surveys to fully define the stove market, and 
Kigali-oriented marketing strategy for the Gituza Production UnLt. 

(698-0424) 
necessst'y. 
develop a 

EIA, HENGO. and Maxwell KinyanJui sbould be requested to assist CARE in tbe 
design of a charcoal stove, with particular attention to the need for, and 
design of a metal cladding for the ceramic liner. If a metal cladding is 
deemed to be necessary, a strategy for working wlth ·the eX1sting artisans in 
Kigali should be developed • 

• ---"'--' 
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