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' 1. STRATEGY RECAPITULATION AND POLICY AGENDA

The FY 1988 Country Development Strategy Statement approved in March 1986
has a long-term strategy objective of increasing and diversifying food
production and income sources, leading toward food self-reliance and increased
incomes. The medium—term strategy objectives focus upon sector support
policies and undertake actions necessary for structural readjustment. Using
sector program grants, the USAID program focuses on policy changes, better
resource maaagement and increased efficiency of human and financial resource
use in agriculture/rural development and health/family planning. The strategy
statement conforms to the Agency's Blueprint for Development, in that it
concentrates upon policy reform, child survival, famine and population
pressures. )

Agriculture's importance lies in its capacity for growth and the fact that
most of Niger's population depends on agricultural production. Health is an
important part of humar capital accumulation and essentially underlies all
other ecomonic activities. Further, the nature of Niger's population policy
has important implications for the country's limited and fragile resources.
Policy reform and structural adjustment require institutions to develop
policies, implement the reforms, monitor and evaluate their effects and modify
them if necessary. AID is continuing strong support in this area.

The strztegy components for agriculture are:

-~
=~

(1) Implementation of the policy reforms under the Agricultural Sector
Development Grant and related activities. This will reduce policy
constraints to agriculture development, while providing budgetary
resources to support ongoing development activities.

(2) Development of linkages between agricultural research and extensionm,
establishing functional research linkages to other organizatioms,
and strengthening the human resource base for research. Natiomal
foodcrop research programs for both irrigated and rainfed crops will
be implemented, with the intent of contributing eventually towards
reducing effects of drought.

3) Development of participatory self-managed organizations through

" cooperative ‘development and restructuring, extension, seed
multiplication, credit and input distributiocn.

4) Institutionalization of land use planning and effective measures
against desertification and integration of these activities into
ongoing programs. ‘ “"

In health, USAID's longer term objective is improving the health status of
the population at large by reducing mortality and morbidity, particularly
among children, improving overall nutritional status, and expanding access to
family planning. USAID will support policiles that are conducive to structural
changes, particularly improved public resource management. This includes
institutional reform and development. Both current and investment budgetary
resources will be restructured toward supporting preventive health care and
maintenance of existing health infrastructure. Cost recovery/user fee
mechanisms will be improved as well. USAID will be involved in child survival
program interventions, including family planning, through regional projects
and local currency programs. Family planning services and demographic
planning will be integrated into the health strategy at all levels.



"1I. PROGRESS AND IMPLICATIONS

At the time of Niger program week last year the Mission believed that
submission of a new CDSS was warranted. Reasons for this were: (1) the impact
of persistent drought conditioms on the. program, (2) the structural nature of
Niger's financial and economic problems, (3) the need to confirm priorities of
our agricultural objective, (4) whether to continue support to adult literacy

and numeracy, (5) how to keep the momentum going in population/family planning
activities, and (6) the need to carry out a program at a time when OE funds
and staff were being reduced. The Niger program week resulted in recom-
mending preparation of a new CDSS and establishing the staffing level at 21.

The new CDSS was approved in March 1986. "It reflects the changed condi-
tions and has the long~term objective of increasing and diversifying food
production. The medium—term objectives focused = upon policy reforms and
actions necessary for structural readjustment.

Major decisions were made on program consolidation during the past year.
At the end of FY 86, the Mission will no longer have any bilateral projects in
the education/human resources sector. Involvement with the natural resources
and land use planning sector ends with the termination of the Forestry and
land Use project in December 1987. Soil, agro—forestry and environmental
activities will be addressed in agricultural projects and funded with coun-
terpart funds. The decision was made to phase out of the Niger Basin Autho-
rity's water resource planning project in FY¥ 87.-. All project implementatioms
in the livestock project will end by December 1986, except for three policy
and research areas.

Program comnsolidation has focused USAID's program on two classic sectors
in addition to USAID's overall macro—economic and structural development con-
cerns: agriculture/rural development and health. Agricultural Sector Develop-
ment Grant provides the mechanism for dealing with policy reform and struc-
tural readiustment. During FY 85 the GON met its policy objectives and the
second set of conditions precedent was met, triggering the cash transfer and
generation of counterpart funds. All available funds have been earmarked.
The counterpart fund contributes to the structural adjustment process.

A notable development during the past year has been the increased emphasis
that the GON has given to cooperation and collaboration in agriculture re-
search activities. The GON agreed to the ISNAR study which will help develop
a prioritized research plam and a human resources training plan. The develop-
ment of the applied irrigation research PID also illustrated increased collab-
oration. The GON sees irrigation as a means of drought proofing and a source
of income diversification to farmers. There is increased receptivity to
moving research work off the research stations and into farmer's fields.

Agricultural production projects have improved- their implementation
progress. Agricultural Production Support project has increased activity in
the cooperative development component, targets on training trainmers and intro-
ducing notions of economic activity for cooperatives are being met. The



GON has prepared a decree which will make the agricultural supply and distri-
bution agency private. Niamey Department Development II project completed an
dgro-ecological zoning study that will have important implications fbr target-
ing improved technical packages to the appropriate agro—ecological zome. This
study used crucial information developed in the Forestry and Land Use project.
A PP supplement has been prepared for NDD Il and the project is now focusing
on cooperative training and strengthening local organizationms.

In the health sector the Mission has an approved PAIP for sector assis-
tance. Details are being worked out how this sector grant will address policy
reform and structural readjustment. Momentum with population/family planning
has continued. The number of contraceptive acceptors at the family planning
clinic in Niamey is continuing to increase. Columbia University is helping
the GON in research and preparation of a legal code for family planning, while
Rapid II has conducted seminars at the policy-maker level in population
dynamics. The bilateral health project will be extended an extra year and
financing specific types of training for health personnel and institutionali-
- zing the plapnning unit in the Ministry of Health.

We expect the two sector grants will play important roles during the next
two years in the processes of policy dialogue and structural adjustment. The
past two years have demonstrated that sector grants can be an effective modal-
ity to put financial resources into the economy where they are needed and can
be used for better resource management. The role of technical assistance
teams who help do the critial planring and analyses for resource allocation is
a very important part of the process. The Mission will increase attention
given to resource allocation and the 1mplicattons of recurrent costs for
activities funded by the sector grant counterpart funds. Rigorous implemen-
.tion of the reform actions during the next two years will require comnsiderable
effort to assure progress.

Regarding techmical assistance projects in agriculture, USAID will pursue
increased accomplishments in the pilot cooperative development efforts. The
progress made in restructuring the agricultural inputs supply and distribution
agency will be a crucial factor in promotion of self-sustaining rural organi-
zations. Progress in the development of the seed multiplication and distribu- -
tion system will result in improvements in the GON's agriculture support

system for the farmer by increasing drought tolerance and resistance in seed -

varieties and cropping systems.

We anticipate continued progress will be made in agricultural research by
assisting the GON to complete plans to prioritize research objectives amd to
determine human resources development requirements. Both ‘activities will
contribute to stronger institutiomalization of irrigated and dry land agri-
cultural research. The process will be enhanced by aiding the national agri-
cultural institute to formalize closer ties with the internatiomal research
organizations working in Niger. We want to encourage the present openness in
undertaking research with the farmer in mind. We hope that a greater number
of trials will be conducted in farmers' fields and stronger links will be
established between research and extension in order to benefit the farmer.
Finally, we want to follow through on the increasing awareness



.that there are economic benefits to the farmer systems approach and that there
is a need to improve and ;efine technical packages in line with farmer needs,
agro—-ecological constraints and marketing options.

With the signing of the health sector grant agreement we look forward to a
new chapter of assistance. Both experience and studies indicate that invest-
ment dollars would be best spent on policy reform/restructuring. Sector
assistance is also the best approach available at this time to maintain momen-
tum in population/family activities. We will address policy questions such as

a population policy for Niger, at the same time that we help expand family
planning services. .

: Léstly, USAID will integrate the activities of forestry and land use plan-
ning in agro-forestry and environment activities that will be financed by the

counterpart fund or other donors. With the institutionalization of the land
use planning wunit, our investment will have brought good results.

Q
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IV - WORK PLAN

A. New Starts Proposed or Anticipated in FY 1966-1988

USAID is currently designing the Niger Health Sector Support Grant (NHSS)
scheduled for FY 1986 obligation. USAID also plans one new FY 1987 start, a
comprehensive research project tentatively called the Niger Applied Agricul-
tural Research Project. The second phase of the ASDG will start in FY 1988.
USAID plans to prepare a PID for a cooperative development agriculture inputs
project in FY 1988 as a successor to Agriculture Production Support. —-

The $15 million sector grant for NHSS (683-0254) will be the first phase
of a possible 10 year ‘program. The grant's purpose is to facilitate policy and
institutional reforms which will contribute to: (a) sustainable primary and
preventative health care (particularly child survival programs); and (b)
structural adjustment and improved management in the health sector. USAID

glans to obligate funds in August 1986. The PAAD will be authorized in the
ield.

The Niger Applied égricultural Research Project (683-0256) will combine
the Applied Irrigation Research and Coordination Project (683-0250) and the
Niger Cereals Research Project (683-0225) into a single project with a LOP of
$18.5 million. The purpose of the project will be to strengthen the institu-
tional capability of the national research organization (INRAN) to conduct
applied research for both dryland and irrdigated agriculture. The PID for
Applied Irrigation Research was approved in April 1986, and the original NCR
authorization in 1982 was for the first part of a ten year project. A PID
like document will be dome in Jume for the comnsolidated project approach, and
the combined PP will be completed and approved in September. Obligation is
scheduled for January 1987 in order to allow time to contract for a new team
and field them without incurring a break in technical assistance.

The ' Agricultural Sector Development Grant (ASDG) 1I (683-0257) will be a
$35 million sector grant to follow ASDG 1 (683-0246/0247), USAID's main in-
strument of agriculture sector policy reform. The purpose of ASDG I is to
continue assisting the Governmment of Niger (GON) in policy reform to increase
agricultural production and productivity in light of reduced budgetary re-
sources and the austerity program cuxrently in place. Under ASDG II, policy
reform measures that will be proposed include the rural credit and improved
budget resource management, along with some conditionalities in ome or two of
the other ASDG I policy areas. Incorporation of livestock and land use policy
planning ani reform measures are also being considered. Obligation is sched-
uled for eaxly FY 1988.

B. Design schedule (fiscal year quarters)

86-4 87-1 87-2 87-3 87-4 88-1 88-2 88-3 88-4
ILP AMEND
ASDG AMEND.
ASDG 1I Su * PAIP PAAD OBLIG
NAAR PP OBLIG
Coop/Input : -~ PID

NHSS 0BLIG
* Sector update
(note: Table excludes amendments to increase LOP funding by 10 percent)



"Desigg;lssues: The Mission's agriculture/rural development project portfolio
will be revamped in the next two years, as the ASDG moves into its second
phase, and other agricultural-projects are completed. Bilateral agricultural
research will be folded into ome project. Supporting agricultural production
activities will be evaluated and redesigned for a next phase. This design
schedule allows a thorough, coordinated implementation of activities that are
integrated into the current strategy for a period of structural adjustment and
laying the foundation for increased agricultural productivity. USAID will
" need a formal delegation to the field to approve authorization of ASDG I
amendment, Health Sector Support, and Applied Agricultural Research.

C. EVALUATION SCHEDULE FISCAL YEAR QUARTERS

864 87-1 87-2 87-3 87-4 88~-1 88-2 88-3 88-4
NDD X XX
ASDG - XX . : - : XX :
FLUP XX
APS XX
RHIP XX
NHSS XX

Evaluations planned during FY 87-88 will all feed into redesigns of pro-
jects or next phase efforts in non-project assistance, and will support Action
Plan efforts. A PES update for Niger Cereals Research will be completed in
June 1986. Evaluating progress of the ASDG wiIt. be especially important to
implementing USAID strategy. An interim evaluation of ASDG will lead to
design of phase two in FY87. A final evaluation of ASDG will be carried out
in FY 88, with results also feeding into implementation of ASDG II. Following
an interim evaluation of APS, planned for early FY 88, a PID will be prepared
for a follow up project. The NDD fipnal evaluation will facilitate folding
some of its activities into agricultural research, APS and local curreancy
progranms.

The health planning component of RHIP will be evaluated in early FY 88,
and lessons learned applied to the planning component of NHSS. The first
interim evaluation of the NHSS will be dome in late FY 88 or early FY 89. A
major purpose of the FLUP evaluation is to define activities in forestry and
land use planning which other donors might fund after project completion, or
which might benefit from local currency support under ASDG and also to con-
tribute to formulation of the land use policy reform aspect of ASDG II.

D. Research Schedule for the Next Two Years

USAID will provide a schedule of research planned that will be conducted
inside and outside of USAID/Niger projects/sector grants. These dinclude
macroeconomlc analyses and studies; agriculture policy related issues; health
policy related issues; farming systems and agromomic research; health and
population operations research; and land use planning studies.



E. Management Improvements

1. Program Consolidatiom

USAID/Niger is consolidating its program into three areas: structural
adjustment and resource allocation; agricultural production; and health/-
population. The structural adjustment objectives are reached through imple-
menting programs in agriculture and health. Bilateral education activities
will end in FY 1986. By FY 1988 USAID will have phased out bilateral activi-

ties in forestry and land use, livestock and evaluation assistance.

On a project by project basis, it should be noted that the Niger Range and
Livestock and Shelter ‘Sector Planning projects ended in FY 1984. Three pro-
jects ended between May 1985 and May 1986: Literacy Services, Joint Program
Assessment and Niger River Development Planning (Phase 1). Three bilateral
projects will end by September 30, 1986: TARA Il, Maternal Languages, and
Rural Sector Human Resources. Two projects will phase out in FY 1987: Niger
River Basin 1I, and Integrated Pest Management. Six projects are scheduled
for FY 1988 completion: Agriculture Sector Development Grant I, Rural Health
Improvement, Forestry and Land Use Planning, Niger Cereals Research, Evalu-
ation Assistance, and Integrated Livestock Production.

2. Procedural Simplification

USAID intends to authorize projects in~the field whenever possible. In
designing and evaluating projects USAID will make maximum use of local re-
sources and use outside consultants only where skills/appropriate studies
cannot be located in country. With experience gained on sector grants and the
Irrigation Research P1D, USAID believes that maximum use of locally available
resources, combined with judicious outside supplementation, will result in
stronger project designs as well as increased GON participation in the process.

USAID/Niger has also made a deliberate effort ‘to alleviate workload on the
technical divisions by combining project implementation review meetings with

other required steps in the program cycle (ABS-Action Plan in the spring,
Congressional Presentation/OYB exercises in the fall).

USAID/Niger 1is aiso 4instituting a contractor loglstic support unit which
should relieve some of the pressures on project managers and other sections of
the Management Office.

3. Staff Alignment

-

Given the decrease .in USDH ceilings and constraints upon OE resources,
USAID has had to make some difficult choices regarding continued involvement
in sectors which are very important for Niger's economic development stra-
tegy. Some reorganization of the staffing "mix” will be necessary to continue
the structural adjustment emphasis and the new health sector grant (we need a
DH population advisor but have not yet decided where to make the conversion).
Additional cuts beyond those which are already planned will result in program
cuts that will be to the detriment of achieving the strategy objectives in
structural adjustment, agricultural development and health.



4. Improved Utilization of FSN's

Because Niger has acute shortages of trained and experienced natiomals in
many key fields necessary for economic development, USAID has launched a pro-
gram to hire local staff as project assistants and in program financial ma-
nagement. It is establishing a staff development and training program to
upgrade skills at all levels. USAID's Education and Training Branch conducts
continuous analysis of local hire workload. It identifies Nigerien specific
career tracks, determining features of grade levels and reviewing existing
position descriptions. In order to upgrade local hire expertise, professional
employees will attend appropriate AID and other training courses and all are
eligible for language, office procedures, and WPS training. USAID aims to -
increase the percentage of Nigerien nationals in local hire staff (clerical
support and professional) to 65 percent by FY 1988. A maximum of five
trainee-level positions will be identified from reviews of position descrip-
tions in which expatriates or third country nationals are currently serving,
and USAID will actively recruit Nigeriens for these jobs.

5. Utilization of Peace Corps Volunteers and/or PV0's

USAID and Peace Corps carry out a variety of cooperative efforts. Cur-
rently volunteers serve in certain projects, training has been organized for
Nigerien counterparts of TEFL volunteers, and funds are programmed through
Small Project Assistance. This will continue in FY 1987 and it will be aug-
mented by cooperation under the Peace Corps. Afxica Food Systems Initiative,
beginning in FY 1986. Volunteers play an important role in disseminating -
technology and methods introduced through USAID projects, while the Peace -
Corps uses AID funding to support various volunteer activities.

FYs 1987 and 1988 will be a transition period for collaboration with the
major US PVOs in country, as currently funded development and relief/recovery
activities phase out. "The number of resident US PVOs has increased to five
which provides potential for additional USAID/PW collaboration. USAID ex-
pects ‘that certain resident PVOs will become actively involved in child survi-
val programming in FY 1987 (using FVA grants and eventually local currency
funds from NHSS). Local currency funding for rural development programs also
will continue to be available through ASDG.

6. OE Savings

There has been a continuing review within the USAID to identify areas for
potential and real savings. Through joiat USAID/Embassy review of FAAS, sub-
stantial savings were achieved by transferring the costs of two FAAS personnel
to the direct State CORE costs. Areas for future savings are being identified

.which will have an impact on USAID participation in the FAAS and utilization
of services from the private sector. These incIude: motor vehicle utiliza-
tion, operation and maintenance, building maintenance and repair; furniture
and furnishings repair; and other genmeral services activities. Greater utili-
zation of local private sector services will result in s&vings by eliminating
full-time staff and using services on an as required basis. USAID is estab-
lishing ceiling rates for utility costs for U.S. Government leased housing.
The cost of some services, including motor pool to support office



".-functions for the headquarters persomnel, will be reduced thanks to having the
tew AID building on the Embassy compound.

Additional streamlining of services which may result in savings include
charging projects and OE directly for gasoline used by vehicles when filled

from the GSO pump. Health Unit services will be charged directly to the
contractor, and guards and drivers will be billed directly to projects.

7. Counterpart Fund Management

In order to improve the management of the counterpart funds, the ASDG
local currency secretariat in the Ministry of Plan has hired a local Nigerien
agronomist to assist in evaluation of projects requesting counterpart funds.
The secretariat has two accountants to audit the financial records of. the
projects receiving counterpart funds.

A second objective 1s to integrate the selection of projects more closely
within the National Investment Budget of the Ministry of Plan. Initially,
ASDG project proposals were submitted on an ad-hoc basis. The GON has now
instituted a procedure to review the proposals as part of its regular bud-
geting process through its investment budget. This procedure will be fully
installed in FY 1987. The design of Health Sector Grant local currency modal-
ities has benefited from lessons learmed under the ASDG. '

8. Pipeline

The Mission will have a portfolio with an authorized life of Project fun-
ding at $138,322,000 as of October 1986. The mortgage for this portfolio is
11,111,000 or 8% of the authorized LOP. Most of the mortgage 1is for the new -
Health Sector Support Grant. The mortgage has been comsistently low over the
past few years, because the Mission has been able to forward fund projects,
especially as additional funds were made available at the end of fiscal years.

Forward funding of projects means a larger pipeline, however. As of 31
March 1986 the pipeline is $42,216,000 or 42% of actual obligations of
$100,145,000. The Agricultural Production Support project had a slow drawdown
rate until subsequent CP's were met and the technical assistance component
reached full strength. The project's expenditure rate has accelerated marked-
ly and pipeline will be a problem no longer.

The Mission plans to deobligate funds as a tool to reduce pipelines in cases
where projects can no longer meet their objectives.

F. GRAY AMENDMENT

USAID/Niger expects to obligate approximately $16 million for all DA ex-
pense categories during FY 1986. Approximately $3 million or 18.8% of this
amount will be open to Gray Amendment entities. It is quite likely that USAID
will have the same magnitude of activities under the Gray Amendment in FY 1987
and FY 1988.

In addition to the possibility of subcontracting with a Gray Amendment
entity under the Niger Health Sector Support Program and smaller value design
and evaluation contracts, USAID intends to use an 1890 school (HBCU's) in a
joint venture arrangement under the Niger Applied Agricultural Research Pro-
ject.



" V. ISSUES REQUIRING-BUREAU ACTION

A. Remainder of Third and Fourth Quarter FY 1986

l. Delegate authority to field to authorize Niger Applied Agricultural
Research Project and Contract for all design team components.
2. Authorize amendment (including PACD extemsion), notify Congress and
allot funds for Rural Health Improvement amendment.
3. Notify Congress and allot funds for Forestry and Land Use Improvement
amendment.
4. Notify Congress and allot for Niger Health Sector Support Grant.
5. Issue RFP and advertise for Niamey Department Development extension,
delegate authorities to Mission for contract negotiation.
6. Contract for ASDG evaluation team.
7. Contract for ASDG sector update.
8. Approve Niger River Planning Il phase-out plan and delegate phase-out
actions to Missionm.
9. Advise on OE funding availability to support FAAS withdrawal actions.
10. Determine OE funding source to finance new office building 636 (c)
shortfall
B. FY 1987

1. First quarter
a. Delegate to field authority to authorize ASDG I Amendment.
b. Notify Congress and allot funds fox NAAR
c. Advertise for PAIP design team ASDG II, negotiate contract
d. Advertise for technical assistance under NHSS delegate authority to
USAID (with REDSO C.0.) to negotiate contract.
e. Contract for FLUP evaluation team.
2. Second Quarter
a. Advertise for NAAR technical assistance team
b. Notify Congress and allot funds for ASDG amendment
c. Notify Congress and allot funds for NDD+1l 10 percent increase.
3. Third Quarter
- a. Approve ASDG II PAIP delegate authority to field for PAAD
authorization
.b. Advertise and recruit PAAD design team for ASDG.
e. Contract for NCR fipal evaluation
4. Fourth Quarter None

C. FY 1988

l. First Quarter
a. Advertise for TA team under ASDG I1I.
b. Contract for APS evaluation. ‘
¢c. Contract for Cooperatives/Agriculture Inputs project PID design
(follow up on limited aspects of APS)
d. Contract for RHIP evaluation (health planning)
2. Second Quarter
a. Contract for TA team under ASDG Il
b. Contract for ASDG I final evaluation team
3. Third Quarter
a. Contract for NDD II final evaluation
b. Contract for NHSS evaluation team
4, Fourth Quarter None



