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I. Summary

The final evaluation for the Village Reforestation Project (VRP) in Mall
took place during the first two weeks of January 1987, The VRP is being
implemented by the Government of the Republic of Mali's (GRM) For.st Service
in the country's Fifth Reglion (Mopti); it 13 AID-financed. The VRP was
conceived and designed as a “pilot” project to try out and evaluate ways and
means for the Forest Service to evolve from a "police force"” protecting Mali's
natural resource base through repression (fines levied by forestry agents) to
an “extension agency” teaching villagers how to build up and protect the
natural regsource base and fostering the villagers' participation in the task.
This evolution of the Forest Service has beer mandated by national policy in
the face of evidence that the policy of repression only (inherited from
colonial days) was not working and could not work because of limited resources
(on the physical dimension alone, there simply are mnot anywhere near enough
forestry agents to police Mali's countryside 1intensely enough to begin to
control acts destructive of the environment).

Mali faces a situation of intensely increasing pressures on the natural
regource base. First 18 an underlying increase caused by an ever—-increasing
population. Second, periods of drought naturally cause the population to
“"mine” the resource base to make up for the reduction in agricultural and
natural vegetation. As a result, the deterioration of the environment in Malil
and other countries of the Sahel has been dramatic, particularly since the
latest pattern of drought began in the early 1970s.

Mali's Fifch Reglon is known for 1ts enviroumental harshness, caused by
low rainfall and poor soils. Today, it lies almost entirely in the Sahel zone
and has average annual rainfall betweea 500 to 600 ulllimetres. It 1is a
region of diverse ecological conditions, economic activities (including a
major herding element) and ethnic groups. The facts that the livestock
industry is one of Mali's major foreign exchange earners and that the Fifth
Region is at Mali's geographic center contribute to making it an Iimportant
area politically,. All of these conditions were felt to make the Fifth Region
an ideal area for a pilot project with the VRP's objectives. :

The VRP was authorized in 1980 at a life-of-project (LOP) amount of
$495,000 over five years. In July 1983 it was amended to add $160,000 and to
extend the Project Assistance Completion Date (PACD) to September 30, 1987
(which 1s the current PACD). As indicated earlier, the VRP's mandate was
essentially to try out and evaluate activities to rvestore and protect the
natural resource base 1in the project area, while raising the villagers'
consciousness and involving then in the task of restoring and protecting the
environment, The project began operations in two district ("cercle") centers
~- Bandiagara and Fatoma (near Mopti) —— and expanded to a third (Djenne) when
it was increased and extended.

A nid-term evaluation was conductzad in July 1983 by a three-person team
from outside. This evaluation recommended a shift 1in emphasis away frea
village woodlots to provide fuelwood to other interventions, a beefing up of
technical management through the creatiom of a position of technical director
at the regional level and certain management and operational improvements.



The present final evaluation was conducted by a five-person "in-house” team,
including a forester and a sociologist from the Malian Forest Service and a
forester, project officer and design and evaluation officer from AID. This
final evaluation had essentlially standard objectives of determining actual vs.
planned progress, impact, constralints, etc. The underlying programmatic
objective was to make a recommendation as to the feasibility and desirability
of a proposed three-year extension of the prnject.

The evaluation concludes that the VRP did achieve its purpose 1in the
formal sense of having produced the magnitude of outputs called for in the
logical framework's "objectively verifiable indicators” and of meeting the
“end of project status” conditions specified there. The VRP evaluation finds
that the VRP has fostered better relations between the villagers in the
project area and the Forest Service and that it has created a new image of the
Forest Service as "environmental extension agents,” exactly in the manner
foreseen 1in the project design. The villagers have gained greater awareness
of environmental improvement and protection and devote Aincreasing efforts and
thought to 1t. They are fairly well versed on the basics of conservation
leyislation, including the Forestry Code. A number of project activities have
gucceeded very wvell and those that have not have provided valuable experience
and lessons learned., While not having solved 1in any manner the controversy
about the need for, and the utility of, the Forest Service's fining system
(for infractions of the Forestry Code), the VRP has kept the 1issue up froat.
In short, implementation of the VRP to date has resulted in a number of very
positive developments and has demonstrated rather conclusively that the
project's basic approach to the rural areas is correct.

In the larger picture, these very positive findings are offset, however,
by the conclusion that the VRP failed significantly to 1live up to 1its
potential as a true pillot project. While the measures of success ian the
logical framework were achieved, the evaluation team concludes that the
logical framework misrepresented the project design by setting targets lower
than one would expect from the project paper text. The VRP was found not to
have achieved the purpose in terms of the higher accomplishments implied by
the project paper. In particular, VRP implementation was extremely deficient
with regard to 1its training activities, to the development of a wuseful
information system and to utilization of available technology to further
project ends.

As a result of these deficiencies, VRP accomplishments were significantly
below 1its potential and it lost much of 1its value as a "pilot" project
(particularly because the information system did not produce data permitting a
rigorous social and economic analysis of project interventions). The major
cause for these deficiencleg and the resultant underachievement was a 1lack of
effective project 1leadership at the reglonal level. To work effectively, a
pilot (i.e., "experimental”) project like the VRP requires dynamic, dedicated
and inspiring 1leadership. This simply was not present and the project
suffered as a result.

The wultimate judgement of the evaluation team is that the basic rationale
for the VRP remains valid and that project implementation to date shows that
the basic project approach is right., Therefore, we believe that AID should
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favorably consider a project extension, but only provided that the Forest
Service makes a commitment to provide the type of leadership required to give
a pilot project like VRP a chance to live up to its potential,

II. Background and Conclusions
A. Background

Like all of the other countries 1in the Sahel, Mali has been subjected
during the past decade and a half to a particularly devastating diminuation of
its renewable gnatural resource base. The two major causes of this situation
have been drought and human action. The knowledge that drought is a regularly
recurring phenomenon 1in the Suhel does not mitigate its disastrous effects
when it does strike and it has been particularly severe for varying periods
since 1971. Severe drought always cause the human populations in the affected
area to Iincreise their exploitation of the natural resources base --
particularly of trees 1im Malli — to compensate for the loss of agricultural
production and forage. This virtually standard effect 1as been accentuated 1in
the receant past 1in Mali by the fact that the population is greater than it
ever hac been before and is growing at a relatively high rate (at 1least three
perceant per vyear). Because agriculture (including livestock) 1s virtually the
sole economic basis of life in rural Mali, this chain of events has 1led to
crisls, including threats of massive starvation (avoided by outside donors
through massive importations of relief grain), large outward migratior, the
break-up of families, etc.

The government of the Republic of Mali (GRM) has counterattacked by
attempting to mount a response to the drought and 1ts consequences at many
levels. It has united with the other eight Sahelian countries to form the
Multinational Committee to Counter the Schel Drought (CILSS -~ Comite
Inter~Etats de Lutte Contre la Secheresse au Sahel). It has initiated and
followed through on national policy dialogue resulting in a revision of the
Forestry Code, It has appealed to donors not only to provide the relief
efforts required on numerous occzaions during the receant past to avert
imminent crisis, but also to provide the development resources required to
attempt to repair the long-term damage.

One of the basic components of the national strategy to counter the
effects of drought in Mali has been the conviction that success 1in any
rehabilitation effort would be possible only with the active commitment and
participation of the rural population. -This conclusion was arrived at not 8o
nuch from .any ideological basis as from the pragmatic realisation that the GRM
simply does not have the resources to make aay impact in the countryside
without the voluntary participation of the rural population. Another basic
component was the elemental conviction that the environment must be looked at,
and dealt with, as a whole.

It 1s, of course, one thing to formulate strategy and another to implement
it. One of the major recognized impediments to implementation of a strategy
of "participatory forestry" was that Mali, like virtually all the ex-French
colonies in the Sahel, was left with a Forest Service which was authoritarian
in philosophy and modus operandi. The Forest Service reflects this situation




in 1ts paramilitary organization, in the uniforms worn by forest agents and 4in
the sgalutes they exchange when greeting one another. The Forest Service has
looked upon its job as to halt the destruction of forestry resources by humans
by enforcing the Forestry Code, and has considered 28 the major tool to
accomplish this a structure of fines which Forestry Agents levy on offenders
(and of which these same agents receive a part of the proceeds). Thus the
preponderant orientation of the FPorest Service has been repression of
destructive activities (all of which were outlawed by the Forestry Code) and,
consequently, their relations with the rural population could be described as
wary at best, often hostile. A atrategy of ‘“participatory forestry
development” would require that this pattern be broken, that the Forest
Service become, in shorthand, an “extension agency” wvorking with rural
population to 1improve the natural resource base instead of simply a "police
force"” attempting only to prevent further destruction through repression (a
task physically impossible in any case because of the small number of forestry
agents ln relation to the size of the territory which needs to be policed).

The Village Reforestation Project (VRP) was expressly concelved as a pilot
project to fit within the framework of policies and circumstances described
above. It was based on the convictions that there were a large number of
“reforestation” (broadly defined to include all manner of activities to
rehabilitate, protect and conserve vegetation) activities which could be
successfully tested and then broadly diffused under a scheme in which the
Forest Service and the rural population worked together as partners. These
activities would improve villagers' standards of 1living by increasing
agricultural and forestry products production and would serve the wider
soclety as a buttress against spreading "desertification.” The project was
designed with three basic components, as follows:

== Plant Production: As designed, plants needed for the project would
come from central nurseries at each of the three VRP cantonnements (Chef lieu
de cercle) of Bandiagara, Djenne and Mopti.

==  Extension: An extension team composed of a Forestry Agent, a
community development agent and a Peace Corps Volunteer would be established
in each of the three cantonnements.

-— Experimentation/demoustration and data collection: Ezperimentation
and demonstration plots would be established in the three cantonnements and an
extensive system of data collection to measure project progress and to make
economic analyses would be installed.

The Project Grant Agreement was signed on September 26, 1980 with a LOP
funding level of $495,000 from the regional Accelerated Impact Program (AIP)
and a PACD of September 30, 1985. Actual funding became available in May of
1981 and supported projecc activities in the Mopti and Bandiagara circles.

In July 1983, the Grant Agreement was amended to provide incremental
funding of $160,000 from Mission bilateral funds and to extend the PACD to
September 30, 1987. This amendment permitted project activities to commence
in the third c¢ircle, Djenne.



In order to begin the transition of the Malian Forest Service from police
force to extension agency, the VRP design had as a key provieion the banning
of all fining by forestry agents in areas where the VRP was active (forestry
agents were to be prohibited from wearing uniforms in these areas as well).
As compensation for the income that they would lose because they would not be
recelving theilr share of fines they had levied, forestry agents working in the
VRP area were to be paid a special allowance ("prime") by the project (this
prime had another dual purpose of encouraging conscientious and diligent work).

An important aspect of the VRP was its location. Mall's Fifth Reglon 1is
known as an area of the couantry with particularly harsh environmental
conditions, especially in terms of scanty rainfall and poor soil. This region
lies almost entirely in the Sahelian Zone where the average annual rainfall -is
between 500 and 600 millimetres (20 to 24 4inches). Formerly forming the
Inland Delta, innummerable ponds and 1lakes provide the region with an
import:ant grazing and fishing poteantial, thus providing an acceptable standard
of 1living to the population. But the years of drought have upget this
economic stability and the consequences of this are found today in the
formation of the "desert compactations” around water points where the
concentration of livestock has caused an overexploitation of the vegetation
and the destruction of the soll through constant trampling by the animala.,

The drying out of the ponds and the lakes and the extremely low annual
increases in river levels have reduced the areas which are flooded annually,
thus causing the disappearance of forests and bourgoutieres (watery areas —-
‘small ponds, etc. ~-- in which a special dry-season forage 1is grown), grave
injury to thorny forest areas and overexploitation of pasture areas, The
population, essentially comprised of herders, fishermen and farmers, have
migrated to the more suitable areas and continue to exploit what vegetation is
left in an irrational manner, either to plow new fields, to feed their animals
or to satisfy their needs for wood for construction or for fuel (fuelwood
provides 95% of energy requirements in the region). One must also note that
there has been an important emigration of the workforce from the villages.

Compounding the difficulties posed by the harshness of the environment is
the fact that the proportion of Therders in the ©population is
larger—-than-normal for Mali. These are transhumant herders who range over a
large part of the Fifth Region. It has beer sarcastically remarked of them
that their "total devotion to environmental protection huas yet to be proven.”
But animal husbandry 1s a major component of the Malian economy (and a major
earner of foreign exchange), so the herders -- and, thus, the Fifth Region --
are politically very important.

The Fifth Region 13 considerad the key area in Mali's fight against
"desertification,” the feeling being that if this process can be stopped in
the Fifth Reglon, then the major part of the battle will have heen won. In
addition to all of the above factors making the Fifth Reglon a very proper
setting for a "reforestation” pilot project in Mali was the faci: that there is
a great deal of environmental variety within the region and, indeed, very
different ecological zones can be found vary close to the reglonal capital of
Mopti. Each of the three cautonnements selected for VRP activities represents
a different plbysical and economic envirooment, from the uplands with



esgsentially aedentary dryland farming (Bandiagara), to the delta with
sedentary wetland farming (Djenne) and the delta with mixed wetland farming
and transhumant livestock raising (Mopti).

Further diversity was found in the ethnic composition, with a different
group dominent 1in each cantonnement -- Dogon in Bandiagara, Bambara in Djenne
and Fulani (Peul) (herders) in Mopti. In summation, the Fifth Reglon was
thought to be an excellent site for a pilot reforestation project in Mall
because it was felt that if the activities could be made to succeed there,
they could easily be transferred elseswhere in the country. Finally, a
successful pilot project in the Fifth Region would be 4important proof of the
GRM's seriousness in battling desertification and 1its ability to win the
battle over the longer term. :

From its start in 1983, the project's actions included the production of
plants, the implantation of woodlots (collective and individual), shadetree
plantings, ralsing of living fences and construction of improved stoves i1in the
viilages., Demonstration and experimental plots have been undertaken directly
by the project. All of the project's activities were evaluated in June 1983;
the major recommendations emerging from this mid-term evaluation were the
following:

1. Reduction of the emphasis placed on woodlots for fuelwood because
these do not seem to be economically or socially viable.

2. Increased importance accorded to tree plantings to improve soil
fertility, to the f£fight againat erosion, to planting shadetrees and
trees used for other purposes of amenity.

3. An enhanced training of Malian personnel assigned to the project in
the areas of technical management, extension activities in the
villages, and accounting of local costs of operations by program and
objective to permit technical and economic analysea of project
activities;

From 1983 until 1986, project management more or less followed these
recommendations with the hope of improving project performance, trying to
match project activities to local social and environmental conditions.

B. Project Goal and Purpose:
The goal of the VRP project 1s: "To improve the well-being of villagers.”

The sub~goal is: "To contribute to the rehabilitation of
Mali's renewable resource base.”

The project purpose 1s: "To identify successful and cost—effective
processes for achieving reforestation and
more efficlent use of wood resources at
the village level in Mali's Fifth Region.”

(A copy of the logical framr.work is found in Annex A.)
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C. Evaluation Purpose

This was an end of project evaluation (the current PACD is September 30,
1987) with the underlying programmatic objective of determining whether or not
recommendation of a three-year project extension 13 warranted. The exact
objectives of the evaluation, as set out in the terms of reference, were the
following:

1. To assess the progress made toward attaining the project purpose and
measure actual versus planned progress;

2, To determine the utilicy'of the adopted recommendations from the 1983
mid-term evaluation and the degree to which those recommendations have
been implemented;

3. To andalyze the major constraints (institutional, managerial,
technical, sociological) that Thinder project implementation and
effectiveness;

4. To formulate specific recommendations for alleviating the 1identified
constraints and improving project performance; and

5. To assess the fedasibility of a three~year extension phase and propose
any modification in project structure, orientation, or implementation mode.

(The complete Terms of Reference are found in Annex C.)

D. Evaluatior Methodology, Team Composition and Schedule

D.l Methodology

The approach of the evaluation team, as defined in the terms of reference,
consisted of a series of discussions at Bamako with responsible officials of
DNEF, the Ministry for Natural Resources and Livestock, the Peace Corps and
USAID., Afterwards, the team went to the Fifth Reglion for discussions with VRP
field agents and for visits at each cantonnement of eight villages, two where
project activities had succeeded fully, two where they had succeeded
moderately, two where they had failed and two not covered by the project.
During the visit to the f£first cantonnement (Bandiagara), the team realized
that the concepts of "success” and "failure™ were subjective and there would
not be sufficient time to follow the original format taking into account the
wide dispersion of villages. Therefore, 1t was decided to visit villages
presenting the largest number of different types of activities possible, being
sure always to visit some villages not included in the project.

It should be noted that the evaluation team had been divided previously
intae three groups according to the questions defined in the terms of
referrence, as follows:

-- Problems of management and organization of the VRP should be the
responsibility of USAID's Projec¢r Officer and DEO,



-- Problems assoclated with extension activities were made the
responsibility of the soclologist with regard to villagers' perceptions
while the aspects of organization of the extension teams, training and
cooperation with other organizations should be the responsibility of the
two foresters,

== All the technical considerations were also the responsibility of the
two foresters.

-= All evaluation team members would give their opinions as to a
possible extension of the project. (In reality, the team worked closely
enough together that each member was free to add his views with regard to
any point.)

As to the collection of data, the group responsible for management and
organization of the VRP examined the accounting records both at the
cantonnements and at the offlce of the project accountant 1in Mopti.
Afterwards, questions directed at officers directly or indirectly responsible
for financial management made the situation clearer to the .evaluators. The
field visits filled in any information gaps.

With regard to extension, the soclologist visited an average of four
villages in each cantonnement of which at least one was not included 1in the
project. Casual and more formal discussions with villagers, extension agents
and other agents permitted him to understand certain constraints.

The group responsible for technical considerations and for part of the
extension effort had prepared beforehand forms to be filled in providing
information on the production and distribution of nursery sesdlings and on
agsociated costs. Other forms permitted one to make an assessment of
accomplishments by type of activity from the start of the project until 1986,
to see the degree of success and the costs of the various activities. Visits
to the nurseries, to the experimental and demonstration plots and to village
project activities and questions directed at- forest service agents at all
levels permitted the group to collect sufficient information. It must be
noted nonetheless that all information requested in the forms was not provided.

A debriefing was held at the end of the visit to each cantonnement.
Afterwards a general debriefing including the project director, his technical
director, the chiefs of the three cantonnements, their assistants, the
extension teams, nursery directors, the project accountant, the USAID project
manager and the members of the evaluation team allowed a discuasion with all
the responsible officers of all project constraints and the formulation of
concrete proposals capable of relieving the Dbottlenecks to project
implementation.

The Terms of Reference (Annex C) contaln a list of the more 1important VRP
project documentation which was consulted as background by the evaluation team.



D.2 Team Composition and Schedule

The evaluation was conducted “in-=house"” with GRM and USAID personnel
identified to perform the scope of work. An in-house evaluation was decided
upon for the following reasons: (a) the aid-term evaluation had been an
“outside"” evaluation, so the VRP had been subjected relatively recently to the
objectivity asought through this mode of evaluation; (b) It was felt that
participation of team members who were familiar with the problems and
questisns to be examined would yield a more in-~depth examination of the
critical issues; and (c) Project funds avallable for an evaluation were
extremely limited. To enhance the chances for objectivity, no VRP project
managers from either the Forest Service or USAID were assigned to the team
(although they were closely associated with the conduct of the evaluation and
were consulted as resource persons when thought advisable. The DREF VRP
Technical Director and the USAID VRP project manager accompanied the team on
its fileld visits.) .

Following were the members of the evaluation team:

GRM Forest Service
Forester (N. Keita, Technical Director, DREF, Segou)
Sociologist (M. Sissoko, DNEF)

AID -- USAID/Mali and USAID/Senegal

Forester (J. Anderson, curreantly with USAID/Senegal; previously
USAID/Mali project manager for VRP)

Project Management Specialist (C. Phelps, USAID/Mali)
Design and Evaluation Officer (Z. Hahn, USAID/Mali)

The actual schedule followed by the team was as follows:

5 January Opening meetings in Bamako
6 January Travel to Mopti
7 January Meetings with regional government officials and preliminary

discussions with VRP administrators
8 - 9 January Field visit, Bandiagara
10 - 11 January Field visit, Koro
12 - 13 January Field visit, Djenne
14 - 15 January Field visit, Fatoma (Mopti, near Sevare)
16 January Meeting with the Regional Development Committee and

debriefing with VRP personnel (from all three cercles) in
Mopti.
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17 January Return to Bamako

Koro was included in the itinerary to permit the team to gee first-hand
the activities of the CARE Village Agroforestry Project and compare
organizational structures and extengion and technical approaches employed by
the VRP and CARE projectas.

E. Major Conclusions

This s8ection 18 divided into two parts. In the first, the evaluation
team's conclusions are given with regard to each of the evaluation's f£first
four formal objectives, as they were stated in the terms of reference. The
fifth and final formal objective (to assess the feasibility of a three-year
extension) is discussed in the following section, “Evaluation Findings.”

E.1 Conclusions with Regard to Formal Evaluation Objectives

E.1.1 "Assess the progress made toward attaining the project purpose and
measure actual versus planned progress.”

In a strictly formal sense, the progress made toward attaining the project
purpose 1s assessed by comparing actual project progress against the
"objectively verifiable indicators” set out in logical framework of the
project paper (copy at Annex A). In these formal terms, the project has been
a success =- 1in general, it has achieved the magnitude of outputs set out as
the target and the conditions indicating purpose achievement do obtain. (This
conclusion is stated "in general” because the logical framework is heavily
oriented around woodlots, which have been de—-emphasized since the 1983
mid-term evaluation. Even with this de-emphasis, however, the magnitude of
outputs has been achieved.)

It must immediately be noted, however, that the logical framework for this
project set very modest targets for "magnitude of outputs” and "end of project
status conditions” in comparison to actual text of the project paper. If
project progress is measured against the project paper text instead of the
logical framework, the conclusion must be that the project has been much less
successful in meeting its purpose and goals. While it has fairly successfully
met 1its major overall goal of "getting the ball rolling” on a program of true
village reforestation (see discussion in "Evaluation Findings” section), it
has failed to fulfill many of the significant "promises” made in the project
paper with regard to implementation of a number of aspects of project design
which, as described there, were important features of the project. The most
significant of these aspects are the following:

== Leadership. The project paper generally portrays the project as
being implemented by very dynamic leaders. Such leadership 1s a logical
necesgity for a "pilot” project like the VRP to be truly successful in
pushing the limits to see what is possible., In actuality, the leadership
in general has been much less than dynamic and significant potential
progress has been sacrificed as a result.
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=~ Training. The project paper indicates that there will bes a
significant amount of training undertaken for all personnel involved in
project implementation (including villagera). In actual fact, with the
possible exception of training for the production of improved woodstoves,
training under the VRP to date has been extremely limited. What training
has been done (mostly in the techniques of planting and caring for treea)
has been germane, but training in general has been woefully lacking for a
"pilot” project.

==~ Information System. On its first page, the projaect paper states, "As
this project is experimental 1in uature, an information sgystem will be
established that will allow for the project strategy to be rigorously
evaluated for effectiveness and replicability.” This simply has not
happened. While certain records have been kept (largely oan nursery
production and tree survival rates) they tend to be rudimentary and
sporadic.,

These are major failings and have caused the VRP to fail in a significant
way to live up to its potential as a true pilot project, as .it was portrayed
in the project paper (although not necessarily reflected in the logical
framework).

E.1.2 "Determine the utility of the adopted recommendations from the 1983
mid-term evaluation and the degree to which those recommendations have been
implemented.”

By means of Project Implementation Letter No. 10, dated April 5, 1984, the
Forest Service and USAID/Mali “adopted” 18 discreet recommendations of the
mid-term evaluation to be implemeanted (see copy at Annex F). In quantitative
terms, 1t can be said that all but five of the recommendations were followed
up by the Forest Service (these five are numbers 2.3, 2.8, 3, 5 and 6). So,
again, in formal terms, the follow-up to the mid-term evaluation was a
"success." However, as expressed by one of the evaluation team members, it
appears by and large as though the recommendations were followed "more in
letter than 1in spirit.” As an example, per Recommendation No. 2.1, a
technical director was indeed assigned to the Regilonal Direction by the Forest
Service, 8o the letter of the recommendation was followed. Unforturately, the
implied increase in quality and quaantity of project implementation actions d4id
not follow from this assignment, so the spirit of this recommendation was not
met.

Some of the mid-term evaluation's recommendations dealt with the critical
aspects this evaluation has found to be deficient in project implementation.
For example, with regard to the information system Recommendation 2.3 was
designed to “"provide better analytical information and details on the
implementation activities of the project.” With regard to training, No. 2.8
called for the Forestry Service to "organize an information and training
seminar in 1984." (The mid-term evaluation did not analyze or remark on
project leadership at all., It must be noted that this evaluation was held
within two years of the start of any project activities and that the project
was 8till operating at a fairly slow pace when 1t was held.) It 1is
interesting to note with regard to the recommendations adopted £rom the
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mid-term evaluation that it i1s precisaly the recommendationa dealing with the
"eritical deficlient aspects” noted by this avaluation which are recorded as
not having been followed. Since the mid-term evaluation did not deal with one
of the three critical deficient aspects and since the recommendations dealing
with the other two (in a 1limited way) were not implemented, the mid=term
evaluation had no effect on what we believe to be the fundamental problems
baing faced by the project.

The one major beneficial impact of the mid-term evaluation was to ateer
the DREF away from woodlots as the major technical intervention of the VRP.
The emphasis on woodlots was a useful experiment, but without a well
functioning information system, it seems as though the project by itself could
not make the analysis to determine that woodlots were not working as
anticipated. Since, 1in the absence of strong leadership there is a tendency
for project personnel at the cantonnement level to treat the project paper as
the "the Bible” and since the project paper did stress the creation of
woodlots, it appears that without the mid-term evaluation, there probably
8till would be a strong woodlot emphasis in the VRP. Another defiaite
beneficial impact of the mid-term evaluation was improvement In the
effectiveness of the VRP accounting situation (azlthough, as noted elsewhere,
there is still much to be done in this area).

E.1.3 "Analyze the major constraints (institutionnl, macagerial, technical,
sociological) that hinder project implementation and effectiveness.”

Flowing from the analysis in Section E.l.l above of the critical deficlent
aspects of the project is the evaluation team's opinion that the managerial
constraint 18 by far the most significant one at the present time.
Constraints do exist in the other areas mentioned, but they play a minor role
in "hindering project implementation and effectiveness” when compared to the
managerial constraint. The technical constraint appears to be the least
important at this time. It seems clear that there ex. 3t known technical means
for accomplishing the VRP's objectives and that the wuwn.y question 1s their
application. Finding ways to deal with the sociological and institutional
constraints 1s exactly the raison d'etre of the VRP. These have not
disappeared since the project started, but a learning process has been
initiated and some progress has been recorded with regard to relief of both --
more with the soclological (villagers' perceptions) than with the
institutional (nature and outlook of the Pnzest Service). That more progress
has not been made is due primarily to a lack of good effective leadership and
thus, the managerial is by far the most important constraint to be worked on
at this time.

B.l.4 “Pormulate specific recommendations for alleviating the identified
constraints and improving project performance.”

As 1indicated in the previous discussion, the evaluation team believes that
the most important recommendation to be implemented if the VRP is continued is
a thorouyhgoing review of the project leadership and replacemeant in those
cases where it is judged that a particular leader does not f£fit the profile
required for a successful implementation of a pilot project. In gemeral, we
believe that the leadership of this project must be particularly enthusiastic,

n
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energetic and inspiring. Good technical knowledge is also a prerequisite, of
course, but without the other qualities, 1t means very little 1in terms of
forwarding project objectives., Experlence in the Forest Service will be
useful in terms of how to approach headquarters 1in presenting VRP 1ssues,
problems and progress, but otherwise has very little to do with successful
implementation of this project, given its experimental and pilot nature. The
evidence to date suggests that unleas this conatraint is relieved, it 18 not
worthwhile coatinuing the project. Conversely, there 18 no apparent
constraint to markedly improved project implementation with appropriate
leadership.

Relieving the other two major conetraints discussed above, inadequate
information system and lack of trainiang, will undoubtedly be high on the list
of thinr~q to do for an appropriate VRP leader, so, in a way, relieving the
leader: ..p conatraint will go a 1long way toward relieving these other two.
With regard to the information systems constraint, the evaluation team tends
to believe that the subject is so critical to project success that one person
should be assigned to work on it and that there 1s sufficient work involved to
iratify creating a new position to deal specifically with installing and
following such a system. The person having this responsibility should be
provided with short~-term technical assistance, perhaps three months at the
start and then quarterly (or half-yearly) follow-up. Depending on how
ingtallation of this system 18 going, the person responsible might also pick
up responsibility for training planning and logistics. (If training activity
is significantly stepped up, there is a clear workload implication which has
to be dealt with,) This 1s one possible solution; it might be necessary to
assign somebody additional to the Fifth Regilon for a year or two to deal just
with the training workload, or, at least, until the training effort has become
an institutionalized matter that can be dealt with on a more or less routine
basis.

E.2 Other Counclusions

The evaluation team generated a large number of specific recommendations.
These are found at the end of each section and have been gathered together for
convenient reference in Annex D. Naturally, it is recognized that if the VRP
continues not all of these recommendations can be tackled simultsueously.
These recommendations have been listed in each section in approximate order of
importance as perceived by the evaluation team. We believe that these
recommendations largely speak for themselves and that further discussion about
them here would be superfluous.

Two other subjects which should be discussed briefly are recurrent costs
and women's role in the project. With regard to the recurreat cost
implications of the project, there is no visible way that these could ever be
assumed by the GRM once donor funding ceases. This 1s the essential
conclusion of a study on the matter financed under the project. This 1is
apparently the condition of most donor-financed projects in Mali, A step in
the right direction has been the decision to charge for seedlings, but it has
more value as a declaration of principle than as any sort of effective
response to the recurrent cost burden. In addition, the revenue generated by
these sales now go to DNEF in Bamako, so they have no practical effect with
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regard to the VRP. There is evidently precedent for having such revenue stay
at the regional level and, in principle, the evaluation team believe that the
DNEF should follow the policy of utilizing such funds in the region where they
are generated, We have made no recommendation to this end however in view of
a) the relatively small amount of funds involved and b) the fungibility of
funds.

It 1s the judgement of the evaluation team that the VRP has had a modest
effect in improving the lot of women in the project area, mostly as the result
of the beneficial effects of the improved woodstove program (reduced labor for
collecting fuelwood, easier cooking). Otherwise, there appears to be very
little effect on women's status, positive or negative (as youths, young women
apparently have done quite a bit of the woodlot wstering =-- along with young
men =~ required by the project, but this secms to be an expected role for
village youths). This is not to say that women do not participate in project
activities and, indeed, even in decision making nor that they do not share in
the benefits produced by VRP activities. But there is8 no immediate evidence
to suggest that either the project or the women in the project area could have
benefitted significantly from a greater corcentration on women's interests.

F. Evaluation findings

As indicated earlier, a fundamental purpose of the evaluation was to make
a recommendation on whether or not a three-year project extension 1s warranted
and feasible. As expressed in the fifth objective of the terms of reference,
the evaluation team was "to assess the feaslbility of a three~year extension
phase and propose any modifications in project scructure, orientation or
implementation mode.”

The evaluation team finds, in general terms, that it is highly desirable
that the VRP be continued. There 18 still a need for 1its basic function of
providing a “laboratory" in a politically and economically important, but
ecologically difficult, region of Mali for the Forestry Service to try out
different modes of operation and approachs to accomplish its basic goal of
protecting -— and restoring and improving, 1if possible -~ Mall's renewable
natural rvesource basge, To recapitulate, the need for such a labordatory is
great at the present moment when political and administrative leaders in Mali
have acknowledged that existing systems of protection and conservation are
breaking down and, as a consequence, are looking for new approaches in a
context of extremely limited resources.

The VRP has had its definite successes. As a "laboratory,” it has been
particularly useful in keeping the "repression" versus “extension” 1issue (or
the "fining 1ssue”) to the fore. This issue 1s far from being gattled and the
evaluation team believes that there 1s still much inquiry and experimentation
to be done before any definitive answer can be provided. But, without the
VRP, the arguments pro and con on the issue would be much more in the realm of
pure conjuncture than they presently are. Similarly, the VRP served a very
useful purpose in "shooting down"” in a quite convincing manner what were
egsentially theories about using village woodlots to solve the fuelwood
problem in Mali's rural areas (or, at 1least, in those with more limited
rainfall). Lessons are being learned about how to organize and implement
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extension efforts effectively =-— lessons that can only be learned by
experimentation 1in the fleld. The VRP has ralsed considerable grass-roots
interest in conservation = and natural resource management. There are some
very etriking instances of individual success in the use of "mini-nurseries,”
living fences, woodlots, etc. All of this s8peaks strongly for extension of
the VRP.

Nonetheless, it 1is the evaluation's team judgement that, essentially
because of uninapired 1leadership, the VRP has been operating enough below its
potential that project extension should not be pursued unless the Forestry
Service makes an unambiguous commitment to provide the VRP with the vigorous,
dynamic leadership required to make such a relatively complex and experimental
"pilot project” effort succeed in finding out as much as possible about how to
utilize new approaches to rural agroforestry to conserve and improve the
physical environment. Further commitments should also be made by the Forestry
Service before extension 1s pursued. As stressed earlier, two very 1important
areas which have been much neglected are the information system and the
project's training program. As detailed in the evaluation's numerous
recommendations, available technology (particularly that which can be employed
to reduce the amount of watering needed for project interventions) needs to be
exploited and the project needs better management and organization. All of
these are important aspects, but they are secondary to the leadership 1issue 1in
the senge that the evaluation team believes that 1f the Forestry Service does
make, and follow through on, a stroug commitment to provide the VRP with tle
kind of 1leadership it requires, then the other problems which the project is
facing will be tackled in a satisfactory manner.

To conclude, then, the primary recommendation made by the evaluation team
is that, 1f the Forestry Service desires to continue the VRP effort, it
immediately review project leadership and make the adjustments required to
insure that the project has the opportunity to live up to its considerable
potential. If the Forestry Service 1s prepared to make the commitment to
tackle the leadership problem which the VRP faces, then the evaluation team
strongly recommends that AID support a three-year project extension.

III. MANAGEMENT AND ORGANIZATION

A. Project Management and Supervision

The evaluation team found the project has generally improved its
management and supervision functions since the last evaluatlion in 1983. But,
several of the 1983 evaluation recommendations concerning project management
remain only partially implemented. The evaluation team feels the project's
technical activities would be further along had more attention been focused on
project management and supervision at all levels,

A.l1 Direction and Leadership
The Village Reforestation Project is unique to the USAID/Mali portfolio in

that there 1s no USAID-financed technical assistance component. Malian
profesaional foresters are directing this pilot project effort. . The
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expaerimental nature of the project requires flexibility, innovation and
adaptation to lessons learned. Under these circumstances, leadership muat be
particularly dynamic and dedicated, requiring individuals with strong
techrnical knowledge and adhinistrative capability who can translate their
»xperience into concrete, effective action at the field level.

It is the evaluation team's judgement that the lack of appropriate
leadership 1in certain critical VRP positions has been the major factor in
preventing the project from making better progress than it has. ' Both DNEF and
USAID have failed to take action to ensure that the VRP has leadership equal
to its demanding implementation plans and purpose. To rephase the problem, it
is not that the 1leadership in question was inadequate in any way when lo%ked
at in terms of Forest Service personnel requirements and availabilities, in
general but rather that these leaders were not equal to the very demanding
tacks posed by an innovative, "pilot” project like VRP. \

To elaborate on this point, looked at in the 1large, the VRP experie&ced
virtually nome of the constraintg often found in other projects, i.e., there
were no apparent financial or technical constraints (and, in particular, (the
lack of technical knowledge or assistance 13 not a constraint in the fielA
forestry in Mali) and the project enjoyed a largely willing, interested and
capable fleld work force (i.e., at the cantonnement 1level). The projesct
implementation plan is comparatively straight forward and simple. What seened
to be lacking was the vision and leadership needed to employ and engage the
project's resources fully in pursuing the project purpose. In essence, the
lack of appropriate leadership 1s at the bottom of most other deficiencies
cited in this evaluation, including the lack of effective training, the lack
of an adequate information system, insufficient planning, the use bf
inappropriate technology (particularly with regard to the watering question)
to name buti a few of the more important. ‘

Finally, we would 1like to atress that it is not the case that all VRP
leadership failed to meet the project's extremely demanding leadership
requirements == the evaluation team found some of the leaders to be
outstanding and fully up to VRP requirements. Unfortunately, however, thae
gsuperior leadership was not found above the cantonnement level, and thus the
VRP lacked an overall direction at the higher 1levels equal to 1its ambitions
and potential. Change will be required in VRP leadership if the project 1is tc
have a decent chance for success 1in any extension phase. Following 1s a
review of the leadership situation at each level of project activity.

A.l.1 National Level

The project 1is represented at the national 1level by the Chief of the
Division of Soil and Water Conservation within the Forest Service (DNEF -
Direction Nationale des Eaux et For8ts) and by the USAID/Mali Project
Officer. Both of these individuals are judged to be extremely competent in
their technical filelds of forestry. Their project management has been
effective in focusing upper level management's attention on this relatively
small project and pushing implementation forward in the field. Both officers
work well together, have complementary concepts of project direction and a
good working knowledge of the project.
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The one problem the evaluation team diagnosed at this level (in addition
to the previously discussed failure to insure VRP fleld leadership) i1is that
both project officers do not spend enough time in the fleld, either at the
level of the Forest Service's Reglonal Office (DREF - Direction Reglonale des
Eaux et For@ts) or more particularly, at the cantonnement 1level. This
situation seems almost inevitable given the other demands and responsibilities
of these officers within their organizations. Nonetheless, more fileld time
would contribute significantly to project effectiveness 1in two major ways:
One, it would enhance the soundness of technical interventions and, two, 1t
would enhance the morale of field personnel.

It 1s 1likely that the root cause of this particular problem lies at a
level above that of the project officers. Since the project 1s relatively
small 1in financial terms it tends to generate less concern among upper
management than other larger projects. To repeat, however, the plilot nature
of this project demands significant 1inputs of management time and effort at
all levels if it is to be successfully and effectively pursued.

A.l1l.2 Regional Level

Project Director: The Regional Director of the DREF also serves as the
Project Director. As Regional Director he administers all Forestry Service
activities in the Fifth Region. As Project Director he is responsible for the
administration and supervision of the techanical implementation of the Village
Reforestation Project. In this leadership capacity he should serve the
project as its primary advocate, spokesman, and motivator. He is in charge of
promoting understanding, cooperation, and coordination of project activities
within the project and between the project and other regional activities. The
evaluation team feels the - Regional Director could and should be more dynamic
in fulfilling this essential leadership role.

The evaluaticn team realizes the Regional Director does not Thave
sufficient time to suparvise project implementation adequately at the fileld
level. Because of this the Project Director must delegate responsibility to,
and rely heavily upon, the Technical Director and Chiefs of Station to direct
activities and provide leadership at the field 1level. The evaluation team
wants to encourage -continued efforts by the project to decentralize decision
making and planning to the level of the Technical Director and Chiefs of
Station.

Technical Director: The project's Technical Director position evolved out
of a recommendation of the 1983 project evaluation, This is a full-time
project position with the primary responsibility for field leadership and
project implementation. Duties of the Technical Director include:
determining and implementing project field objectives; developing work
programs for station personnel in conjunction with the Chiefs of Stations;
conceptualizing, programming and implementing the project's extension
component; supervising the nurseries, experimentation and demonstration units,
and extension of improved wood stoves; and planning and assisting in needed
training programs for project personnel.
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Technical assistance to the Village Reforestation Project 18 being
provided totally by Malian professional foresters. The Technical Director
position 1is the project's key technical assistance position and vital to
effective project implementation. The posgition requires an individual with
not only technical knowledge and experience but with considerable experience
in management and supervising personnel. He must be the primary motivator at
the field level, in charge of getting the work done at the three stations and
extended to the local population. The Technical Director must take the
project's objectives and translate them into actions on the ground. The job
requires at least 752 of the Technical Director's time be epent 1in the fleld
moving among the three involved stations, supervising the program, working
with the field agents and villagers on appropriate technical interventions,
training personnel, planning with the Chiefs of Station, and evaluatingz and
analyzing project results.

Presently, the evaluation team feels this critical £field aspect of the
Technical Director's job is not being satisfactorily performed. The Technical
Director is averaging only two days per month at each station which i1is not
considered adequate to begin to fulfill his diverse work responsibilities.

The job of Technical Director is not easy; it requires considerable travel
with a majority of time being spent 1in the field wunder difficult 1living
conditions, The position requires a dedicated, motivated, professional
forester who is willing to make the commitment to the demands of the job.
Both the Direction of Water and Forests and USAID/Mali realize the critical
nature of this position to the success of the project and the fact that it
will take a special individual to £111l it effectively.

This pilot project 1s “at the juncture where over the next three years it
can demonstrate reforestation activities that offer appropriate conservation
measures which can be integrated into the activities and lives of Mali's rural
agricultural population. However, to realize these objectives and have any
hope of continuing them through further financing, the project has to show
concrete results, The Forest Service must insis¢ on the most qualified person
avallable f£filling tlie position of Technical Director. The evaluation team
feels that the incumbent Technical Director has tried to fulfill the
requirements of his position. But, he haa not proven to be the dynamic leader
which this job requires.

A.l1.3 Station Level

In the administrative cercles of Djenne and Mopti, the evaluation team
judges the leadership by the concerned Chiefs of Station to be good. These
two Chiefs of Station have similar leadership traits. They both are trained
foresters and have previous fleld experience at a technical and administrative
level, they have a good understanding of, and belief 1in, project objectives;
and they have rapport with their staffs. Staff morale at Djenne and Fatoma
Stations 1is good and personnel express general satisfaction with the way their
work 1s going.

o
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At Bandiagara, the third circle involved with the project, the Chief of
Station s8eems considerably 1less qualifiead and maintains generally poor
relations with his staff. Mourale 1a generally poor and the staff are quite
open about the situation.

At the cantonnement level the Chiefs of Station have dual responsibilities
- administration of all Forest Service activities within the cantonnement and
implementation of the Village Reforestation Project. Significantly, the two
Chiefs of Station judged to be doing a good job are spending the majority of
their time on project activities. The Chief of Station judged to be doing a
poor job said that he spends approximately two thirds of his time on
non~-project related activities.

The {mperatives for good leadership in a pilot project are obviously felt
strongly at the fleld 1level. The Village Reforestation Project cannot be
implemented without good leadership at the cantonnement level.

Specific Recommendations

(1) That the Forest Service immediately coaduct an in-depth review of all
personnel assigned to key leadership positions in the VRP vis-3-vis the
exceptional leadership requirements of a "pilot” project like the VRP and take
steps to insure that the VRP leadership is up to the challenge presented by
this project. Further, that the Foreast Service . constantly review VRP
leadership to insure that it continues to meet the project's needs.

(2) That the Forest Service (and, as appropriate, USAID) take
adninistrative steps to 1insure that all 1levels of VRP leadership spend
sufficlent time in the field to insure continuous familiarity with the status
of project implementation and the constraints which must be overcome to insure
project success. Recommended levels of field time include at least three days
per cantonnement per quarter for national level project managers (accompanied
by the Reglonal Director), an additional two days per month per cantonnement
for the Reglonal Director and five days per cantonnement per month for the VRP
Technical Director.

(3) That the Forest Service set up an administrative process to review at
appropriate intervals authority delegated to project leadership at the various
levels vig-3-vis their responsibilities (duties).

A.2 Planning

Project planning is currently being done primarily at the regional level
with input from the DNEF, USAID and the Chiefs of Station. Annual project
planning is presented in the project's Plan of Operations. This presents
broad operation guidelines and budgets, and imposes certain activities and
production quotas on station operations from the national 1level. Quarterly
work plans are the more detailed working documents which are prepared every 3
months during supervision visits to the gtations by DNEF, USAID and DREF
personnel. The evaluation team feels project planning systems need to be
modified. E
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A.2.1 Annual Plan of Operations

The evaluation team feels that more input by the field atations into the
project's planning process 18 essential. Station personnel are in the best
position to determine what nursery production needs are, what tree specles
are in demand, and how the project can best address the needs and interests of
the 1local villagers. The stations should also know what their budget
requirements are for their level of operations., Each station should prepare
annual budgets to correspond with its proposed work plan. Annual station work
plans and budgets should be submitted to the DREF for consideration during the
preparation of the Plan of Operations. These should be reviewed, modified as
need be to fit policy and financlal constraints, and approved by DNEF, USAID,
and DREF. The evaluation team feels that more attention paid to the
preparation of the Annual Plan of Operations would focus management decisions
on directing actions to meet project objectives.

The Annual Plan of Operations should be a more comprehensive and detalled
planning %ool, spelling out for each station by component specific operational
activities and associated budgets. DNEF, DREF and USAID should work with the
stations in developing uniform planning systems, where spread . sheets are used
to lay out tasks, inputs and outputs on a time line. Utilizing spread sheets
would add definition to project planning efforts and facilitate reporting iun
that planned objectives versus actual accomplishments can be readily showm.
Quarterly modifications of the plan would be done during the supervision
visits by DNEF, USAID and DREF to each station.

A.2.2 Quarterly and Monthly Planning

More comprehensive and thorough annual planning would also facilitate
preparation of quarterly and monthly work plans and budgets. Quarterly work
plans should refine the detail ¢f the Annual Plan of Operations and accent any
changes in implementation schedules or budgets. Quarterly work plans should
continue to be reviewed and approved during the supervisory site visits and
should serve as the document against which project progress 1is measured.
Stations should continue to prepare monthly and weekly work plans as needed
for their internal use.

Specific Recommendation

(1) The team wants to reiterate and expand upon an important
recommendation from the 1983 evaluation, that Chiefs of Station and below be
given clearly defined authorizztion and responsibility for planning, budgeting
and implementing fleld operations.

A.3 Management
A.3.1 Documentation

Complete and organized project documentation 1is important to project
supervision and monitoring. Proper documentation can facilitate
communications along the management chain and prompt decision making and
delegation of authority. Equally important Iin the documentation process is
having organized and complete files at the national, regional and station
levels.
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A.3.1.A Reports

An extensive reporting system 1s laid out in the Project Paper (page
46-49) which includes: annual, quarterly and monthly reports from the project
direction; and monthly reports from each station broken out by component. The
various reports have been faithfully prepared and submitted. But, ¢to
reiterate a criticism from the 1983 evaluation which 1is still pertinent,
reports are mainly descriptive and make no effort to analyze or interpret the
information obtained. Complete and precise monthly station reports are vital
to project documentation planning and evaluation.

Monthly reports from each station should be direct, concise descriptions
of actions which occurred in each component ("volet”). Actual work
accomplishments in each volet should be compared to the work plan.
Modifications to the work plan should be indicated and rezsons discussed in a
narrative section of the report. Improving the quality and organization of
station monthly reports will assist project wmanagement determine whether
project objectives are being attained and what redirection is needed.

A.3.1.B Site Visit Reports

Site visits are important for project management and supervision. Site
visits to date have been irregular and poorly documented. To adequately
monitor project implementation regularly scheduled site visits (suggested
minimum field visit schedules are given 1in one of the recommendations for
section A.1 above) and reports by project management are required.

Site visit reports should be prepared by the DNEF and USAID Project
0fficers, the Project Director, Accountant, and Technical Director, to
document project status, decisions reached and actions required as a result of
their fleld visits. It is also proposed that project extension agents
complete a site visit information sheet during each visit they have with thelr
various village cooperators. This will provide a record of village
involvement, which among other advantages, will minimizing program continuity
problems when there are personnel changes.

A.3.1.C Filing System

Complete and organized files are essential to project documentation. At
the regional level no central project files exist. Individual files are kept
by the Project Director, Technical Director, and Accountant, with varying
degrees of completeness and organization. Filing 1s also a problem at the
station level. Documentation is incomplete and disorganized, often with plles
of project documents stacked together on bureau shelves.

A.3.1.D Communications

Many relevant project documents which the Chiefs of Station consider to be
valuable resource materials could not be located at the stations including:
the Project Agreement and Amendment, Project Paper, Project Implementation
Letters, and the 1983 evaluation report, among others. Also, monthly reports
from the other project stations could not always be found and were not always
current.



Station personnel also indicated that they receive very little, if any,
information on what other reforestation projects in Mali and in the Sahel are
doing. In addition, nothing 1in the way of technical reference materials is
avallable at the stations.

A.3.2 Commodity Procurement and Management

Major commodity procurement as described in the Project Paper and Project
Agreement has been completed. The project continues to buy necessary office
supplies, nursery tools and equipment and vehicle and mobylette spare parts
using project operating expenses. ‘

It will be necessary to budget fundas during the extension phase of the
project to buy replacement vehicles and mobylettes. All project vehicles are
operating. But they are all at least four years old and in various states of
disrepair.

The project does not have an adequate commodity procurement and inventory
control system and 18 carried in the "inadequate” category .in this regard in
the latest USAID/Mali 121(D) Certification Report dated December 1, 1986.
Vehicle use logbooks are not kept on project trucks or motorcycles.
Establishing these capabilities 1s important to determining recurreat project
cost, This information will be a factor in setting up the analytical
accounting system proposed in section Cl.

A.3.3 Construction

Project conatruction as described in the Project Paper and Project
Agreement has been completed. No new construction 1s envisioned for the
extension phase of the project.

Specific Recommendations

(1) During the next supervision visit, the DNEF and USAID Project
Officers should work with regional and station personnel to establish
organized and complete reporting and filing systems. Follow=-up on
establishing these systems should be done during subsequent visits.

(2) Each Chief of Station should supply the DNEF and USAID a list of
relevant documents which their station needs. Then, during the following
quarter, DNEF and USAID would do the neceagsary photocopying and distribution.

(3) Aa effort should be made to provide the regional office and each
station with a basic techanical reference library using project funds.

(4) To reilterate a recommendstion from the 1983 evaluation, DNEF should
assure the dissemination of technical information between projects within DNEF
with comparable objectives particularly by its Division de Conception, Projet
et Programmes and its Subdivision de Reboisement et Amé&nagement.

| 1d
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(5) The VRP sghould move immediately with USAID TA to establish a
commodity procurement and inventory control system which will be completely
"adequate” for FAA Section 121(D) compliance purpoges. Such a system should
include vehicle (including motorcycle) use reports. A system of reports
should be developed for commodity procurement and management and these should
be submitted regularly (probably semi-annually) to DNEF and USAID,

(6) Annual commodity procurement plans need to be prepared and approved
during the annual planning cycle.

B. Project Organization

The basic organizational structure of the project appears sound. However,
gsome precision of the roles and responsibilities of project perasonnel within
this organizational framework 1is necessary. As well, decentralization of
certain project activities should be tried to increase efficilency.

B.1 Personnel Scopes of Work

The evaluation found that project personnel in general had trouble
describing in detail the specific duties and responsibrlities of their Jjobs.
Some degree of confusion exists at all levels of the project concerning
defined scopes of work. For example: No documentation could be £found
specifically describing project and non-project roles of the Project Director,
Administrative Assistant, and - Chiefs of Station. The 1983 evaluation
developed a thorough scope of work for the project's Technical -Director which
was 1ncorporated into PIL No. 10. It is implicit, but not specifically stated
in these documcnts, that the Technical Director and Regional Accountant are to
work strictly for the project. However, this is not the impression of the
Project Director. The Project Paper was referred to by the Chiefs of Statiomn
as the Document which describes, in general terms, tasks to be performed under
the nursery, extension and experimentation/demomstration activities. However,
no updates or modification to these job descriptions exist. Not until 1985
did Peace Corps Management and the DNEF develop detailed roles and
responsibilities for PC voluntzers serving as project techniclans to the
nursery and extension volets.

B.2 Primes

The Project Paper laid out a structure and rates for the payment of primes
to project personnel. The evaluation team feels that the system for payment
of primes needs to be modified from being one of automatic monthly payment to
project personnel, to one where payment is linked to work performance. Part
of the origiral justification for the payment of primes was that the project,
through a condition precedent, specified that Forest Service personnel could
not engage in any form of repressive forestry activity within the project
zone. Thus, Forest Service personnel seconded to the project were not
permitted to supplement their income, 1like other DREF agents, by leveling
fines against villagers for cutting and burning violations. The primes system
was, in part, an attempt to compensate the agents for this loss of income.
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The DNEF policy regarding collection and distribution of f£fines has
changed. The field agent's percentage has been reduced and a proportion of
the collected fine 18 now pooled to be ghared at the station level. This
means that all agents now are sharing in the fines whether they did any fining
or not. With this change, project extension agents are now getting a
proportion of fining revenues as well as their primes. Project staff are now
looked upon as receiving double compensation.

This was rumored to be causing personnel problems, but was never addressed
directly to the evaluation team. The evaluation team, however, feels primes
are still justified since the project is imposing much heavier work loads and
respongibilities on 1its agents compared to their colleagues not working for
the project. These primes are, in fact, incentive allowances with which the
project hopes to attract and maintain qualified personnel. But as an
incentive they need to be earned, and not taken for granted.

B.3 Centralized versus Decentralized Operations.

The evaluation team felt that the project operating within the
institutional structure of the DREF as opposed to being a separate activity,
was a positive long-term approach., However, some decentralization of project
activities 1s appropriate as well os further delegation of authority to the
cantonnement level. :

‘Major project components where decentralization seems indicated are the
extension system and the unurseries. These proposed decentralizations are
discussed 1in detail in the "Technical Considerations” section of this
evaluation.

Specific Recommendations

(1) Scopes of Work for each project position from the Project Director
thorough station personnel should be developed and agreed to by all parties
concerned. This will better define in writing the role of each position with
specific duties and responsibilities. Also, this will clarify delegation of
authority at each level

(2) |, Puture payment of primes under the Project should be based on work
performance. The procedure for paying primes on this basis should be worked
out among DREF, DNEF and USAID and formalized by the issuance of a PIL.

C. Financial Management

Since the 1last evaluation, financial management has generally improved
with the addition of a project accountant and shifting accounting
responsibilities from the DNEF to the regional level. The VRP has maintained
FAA Section 121 (D) "approved” status for its accounting practices. However,
there 1s still room for improvement in financial management at both the
regional and station levels.



C.l Analytical Accounting System

The establishment of a s8yatem which would yield data for avaluating
implementation performance of village level reforestation activities was a
major output described in the Project Paper. An important recommendation of
the 1983 evaluation reiterated the necessity to establish without delay a
simple yet adequate system of collecting and reporting financial information.
Such a systen requires detailed cost accounting at the field level to enable
economic analysis as well as a means to measure the technical afficlency of
various project components by fuaction and objective. Such a system should be
established immediately. A description of the various components of the
analytical accounting system is included in the 1983 evaluation report.

C.2 Financial Management Procedures

USAID accounting procedures for disbursement of project funds were
establighed in PIL No. 2, dated 1/23/81 and wmodified ia PIL No. 7, dated
2/28/83. As a result of recommendations from the 1983 evaluation project
accounting was concentrated at the regional level under the guidance of a
qualified accountant in January 1984, Since that time 'project financial
managenent has improved. The evaluation team feels however that further
procedural modifications are necessary to improve timely submission of monthly
financial reports and availability of operating funds.

Current requirements call for monthly financial reports, including bank
reconciliation statements, to be submitted to USAID not later than 15 calendar
days following the end of the month. Aichough the project 18 getting better,
these reports are always late.,

Project financial procedures also call for requests for advancement of
funds to be submitted quarterly to the USAID Controller's Office not less than
gix weeks before the end of the quarter. These are often late, resulting in
funding delays as well as outstanding advances of funds to the project beyond
the 90 days 1limit stipulated by the U.S. Treasury Department. To conform
with regulations, the USAID Controller has recommended some modification to
the procedures for requesting advances. :

The USAID Controller recommends when the financial report is submitted for
the first 30 days of the 90 day advance, that it be accompanied by a request
for advancement of funds for another 30 days. In this way the project, on a
monthly basis, is clearing the first 30 days of 1its advance while requesting
an advance for another 30 days, thus keeping a revolving 90 days advance. If
reporting deadlines are met, there will be a 6 week cushion of operating
funds, 1in which time it should be possible to process the voucher, order, and
receive the check. Timely submission of financial reports and requests for
advancement of funds are imperative for the system to operate efficiently.
This proposed modification to the current system puts 1little additional
adaninistrative burden on the project since a request for advancement of funds
is a simple one page form. However, to work properly, the modified system
will require more forward operations planning by the project, and the DNEF and
USAID project officers.
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Specific Recommendations

(1) Modify financial management procedures to begin moathly, dinstead of
quai terly, requeats for advancement of funda.

(2) USAID should provide technical asasistance to the project to astablish
an analytical accounting system and train regional and cantonnement level
personnel in Lts use and application.

(3) The project's regional accountant will have to improve his record of
monthly site visits to each atation to adequately supervise and monitor the
implamentation of this accounting system.

D. Peace Corps

From the perspective of Project Direction at the DREF and the Chiefa of
Station, participation by Peace Corps Volunteers in the project has, overall,
been positive and constructive. (Peace Corps did not commit itself during the
evaluation to the need or desirability of assigning further Peace Corps
Volunteers to the project.) ‘

Because two PCVs were on leave at the time, only two of the four
volunteers currently assigned to the project were working and interviewed by
the evaluation team. Both were nursery technicians. They expreased the
belief that their counterparts were trained and qualified to run the nurseries
without their assistance, but they felt they had served useful roles in
initiating certain efforts and motivating work performance. Both recommended,
with certain qualifications, that Peace Corps continue its ianvolvement in the
Project. Both also stated that they felt a 1less defined role for
participating volunteers with fewer aspecific duties and responsibilities was
desirable.

This response reflected their desire to work more closely with villagers,
removed gomewhat from the structure and regimentation of working under the
DREF and Chiefs of Station.

Contrary to the Volunteers' desire for less structure and definition of
their role within the project, the evaluation team feels that further
definition of the specific duties and responsibilities of Volunteers 1is
required. The project is working through the institutional structure of the
DREF at effecting village level development. As long as Volunteers are
working on the project they should continue to work within this structure.

The role of Peace Corps Volunteers as nursery technicians is considered to
be appropriate by project personnel and by the evaluation team. In the
future, utilizing Peace Corps Volunteers as roving technicians to assist in
the establishment of minli nurseries at the village level could respond to
project needs, as well as meet Volunteers' desires to be more involved at the
village level,
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For Peaca Corps Volunteers saerving as extension agents, effactive
interactions at the village level are more difficult because of the
communications and cultural barriers which exist between Volunteers and
villagers. It is the opinion of the evaluation team that if Peace Corps
Volunteers work in the project's extension program in the future, they should
continue working togather as a team with a Malian counterpart.

There was a gap of more than one year, from June 1985 until July 1986 when
there was no Assoclate Peace Corps Director (APCD) responsible for fo.estry
Volunteers. Direction and supervision of the Peace Corps Volunteers assigned
to the project should now improve with the new forestry APCD being in place.
Both of the PCVs interviewed expressed a need for increased site viasits from
the Bamako based Peace Corps staff.

Specific Recommendation

(1) The APCD for forestry should visit Volunteers assigned to the project
at least once every quarter. It would be useful if sghe coordinated her site
visits with the supervisory visit to the project by DNEF and USAID personnel.

IV. VRP/Villager Relationships

(Note: The various parts of the following section have been drafted by
different team members. Points made 1in the basic drafts have been
buttressed with observations from the s8ociological evaluation. The full
text of the sociological evaluation is found in Annex B.)

A. Overview

The evaluation found that the VRP 18 slowly but surely achieving its
underlying "sub—purpose” of changing villagers' perceptions, attitudes and
awareness of their physical environment, the need to protect it, their basic
responsibility in the environmental protection effort and the role of the
Forest Service in the effort. Villagers in the VRP area, and even to a degree
in surrounding areas, definitely.have become more conscious of the need to
congerve aud protect their enviromment. They have come to think of this to a
large extent in terms of the reforestation activities being carried out by the
VRP. The villagers also are changing their ideas of the Forest Service,
seeing it wmore in terms of cooperation than of conflict. Lines of
comnunication between villagers and the Forest Service are noticeably more
open in the VRP area than outside 1it, indicating a higher degree of trust
among those villagers in the project area. Villagers in the VRP area also
demonstrated a good understanding of the basic provisions of Forestry Code as
a direct result of their continuous discussions with the forestry agenta. As
discussed again further on, the team feels 1in general that much more could
have been achieved 1if the training program had been pursued adequately, but
the point heare is that the general spproach of VRP via—-a=vis the villagers has
been shown to be valid.



B. Extension aad Training

Extension activities conastitute one of the most important tasks in rural
davelopnment. As a consequénce, extension activities require qualified
personnal capable of understanding the point of view of the population which
they are serving so as to be able to understand fully how this population
lives and works and its consequent concerns and to be able to propose
effective changes to iwmprove their 1living conditions from both a social and
economic viewpoint. Extension agents must always bear in mind that they work
for the villagers and that their objectives often are incompatible with the
villagers' primary concerns and that, furthermore, there are many other actors
in addition to the extemsion agents involved and these other actors often have
oppoaing interests. In order to carry out its extension component, the VRP
has established at every cantonnement an extension team composed of three
persons. This team 18 responsible for spreading an understanding of VRP
objectives 1in the villages, for implementing project activities with village
cooperation and for follow-up of project activities.

The terms of reference required the evaluation team to look at the
extension effort fully. Beginning with organization, the extension team is
composed of a Forest Service agent, a community development agent and a Peacs
Corps Volunteer. This composition 1s generally good to the extent that the
different members complement one another. The forester is fairly competeant in
forestry techniques, the community development agent is supposed to understand
how to engage the villagers' interest but the competencies of the Peace Corps
Volunteers are not clear and precise. Therefnre, the PCVs' membership in the
team should be reconsidered, taking account also of linguistic difficulties.

Otherwise, the VRP startéd from a set of assumptions in formulating such
an extension team. But it has not been established that the foresters have
mastered completely all the techulques which the VRP 1s attempting to
implement in the villages. The extension team members, notably the foresters,
stated on a number of occasions during the course of the evaluation that they
do not have working knowledge of either techniques for wind~breaks and living
fences, or of soil and surface water conservation techniques and that they
would 1like to learn all these techniques in order to be able to extend them to
the villagers. As to the community development agent, he serves simply as an
invermediary between the forester, who is the principal extension agent, and
the villagers. He is perhaps afraid to attempt to teach extension themes
which he has not mastered because he has not perfected his extension
competency. Thus it has been determined generally that project activities
were not matched to local environmental and social conditions, particularly at
the beginning of the project. There is thus reason to review this extension
team composition under which ¢the team membars have not been able to develop
the idea of complementarity because from the start they were not provided with
all the necessary compctencies, either in extension or in forestry techniques.

The centralized extension team structure which has always been the VRP
approach from its start until 1986 has not permitted either an appropriate
diversification of project activities or a rapid extension of project
activities to many localities. None of the extension team members feel
themselves responsible for either any failure or success and generally there

)
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i8 no individual initiative taken. The extension team 1s content aimply to
follow the instructions which come down the chain of command to execute their
work 1in conformance with the written instructions. On the other hand,
performing all espects of extension togather, from increasing villagers'
awareness through actual execution of activities, overtaxes the extension
team, Consequently, follow-up 1is not correctly performed, resulting in
numerous difficulties.

A "decentralized" extension team structure which would make each agent
reaponsible individually would permit savings of both time and money because
the current team of three would be broken up to develop the same extension
theme in different villages. If the team were broken up the members would use
the saume means and the same amount of time to cover three villages 1instead of
oune, In addition, decentralization would allow each agent to remain
constantly in contact with a certain number of villages with which he could
develop good social relations allowing him to be respected and listened to.
These permaneant contacts also would permit him to become familiar with the
fundamental concerns of the villagers and to analyze all of their problems
objectively. Thus, his mission would involve everyone in the village and this
cooperation would spawr. a concept of development shared by the agent and the
villagera. The decentralization of the extension team is one of the primary
concerns of those responsible for VRP management. All levels have expressed
the feeling that each extension agent would 1like to be responsible
individually for his work and all the involved Forest Service employees are
inspired with this desire to correct mistakes caused by the centralization of
the teams.

The assumption that the proposed decentralization could work successfully
i3 based on the belief that the knowledge that all extension agents should
have, both in a technical sense and in a community relations sense, is not
complicated (with, or course, the exception of local languages) and can be
learned fairly easily by the agents. In order for the agents to obtain
sufficient knowledge to further VRP goals effectively, however, the training
program must be strengthened significantly, with regard to fraquency, content
and practicality. The evaluation team established that to date training
activities have been quite sporadic, 1limited in their subject matter and
largely theoretical. As an example, among all of the possibly wuseful
techniques which could be employed in the VRP area, virtually the only
subjects the extension agents have been trained in to date are producing and
planting seedlings and the use of the "GRAAP" technique (which employees
special "stick on" boards) to explain the need for environmental protection to
farmers. Indeed, given the supposedly pilot project nature of the VRP, the
overall lack and poor quality of the training effort to date 1s ome of the
wore surprising and disappointing findings of the evaluation. Even 1f
decentralization was not pursued during a possible extension phase of the
project, training would have to improve significantly in order for the project
to begin to fulfil its potential. Pursuing a policy of decentralization of
extension teams would make an effective tralning program for extension agents
even more necessary. Furthermore, as noted 1in the soclological evaluation,
given the nature and purpose of the VRP, any training program developed under
the project should- 'include training sessinns for villagers as well as agents
(that 1is to seay formal training sessions for villagers as opposed to the

"informal training" which the agents are constantly undertaking in their work)-



A frequent suggestion with ragard to the extension effort is that the
number of agents be augmented in one way or another., In two of the three
cantonnements in which the VRP 1s activa (Mopti and Bandiagara), local
languages and dialects have posed significant problems to the extansion
teams. One suggestion for overcoming this problem is to recruit "village
extension agents."” This system is used in the CARE forestry project in Koro
and seems to be working well there. Another idea is to make arrangements for
Forest Service agents not in the VRP ("regular agents”) to engage in spreading
the extenslon themes while on their normal rounds. This 1s being tried to a
limited ex~ent in Djenne cercle at the present time. These agents get no
recompense for this activity aexcept for an allowance for fuel for their
mobylettes. It 1s s8till too early to make a full assessment of this
experiment, but it appears to be working well. Both of these possibilities
could be explored during a further phase of the project.

The VRP has not been able to develop effective collaboration with other
extension organizations as is evidenced by the fact that during the course of
the meeting with all of the chiefs of extension services in the region called
together under the aezis of the Reglonal Development Committee, the evaluation
team was surprised to hear some of these leaders state that they are not
familiar with the VRP. It is the VRP Fatoma cercle nursery which provides the
seedlings to the Fishing Development Operation for its reforestation
requirements. Nonetheless, this cooperation perhaps can be undertaken
successfully with certain entities which already have exteansion agents and
financial resources to be used to restore the environment. VRP management at
‘Mopti was 1informed of actions already taken along these lines during the
course of the discussion of the evaluation team with the Development Committee
and should take advantage of this opportunity. It must be noted that stress
should be put on this cooperation at the Bandiagara cantonnement where the
Asricultural extension service has a project for conservation of soil and
surface water. There 18 also the possibility of investigating the
participation of the political and administrative officers who until now have
not participated at all, either in education or in implementation activities,

Specific Recommendations

(1) That the training program be strengthened significantly, with close
coucentration on content and stress on ensuring sufficlent practical -- as
opposed to theoretical -— training experience, Particular attention
should be paid to establishing an appropriate program (with a definite
plan and schedule) for extension agents to give them training in both the
technical and community relations sides of their Jjobs. A separate
training program should be developed for villagers in the VRP area.

(2) That extension work be "decentralized” during any project extension
with agents esseatlally assigned to work by themselves in a certain number
of villages (this does not preclude various joint activities with other
agents when appropriate).

(3) That limited erperiments be made with taking "village extension
agents” 1into the VRF, with an appropriate system to measure their
effectiveness in the VRF program.
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(4) That further discussions be held between the Forest Service and AID
on the desirability of drawing more of the "regular” forestry agents into
VRP activities.

(5) That detailed discussions be held with the Peace Corps to determine
whether they are willing to make further assignments to the VRP and, 1if
they are, that a close review be made of the desirability of having PCVs
in the role of extension agents.

(6) That VRP management (down through Chiefs of Cantonnement) actively
geek out and follow~up on posaible ways of achieving effective
collaboration with other extension -services with a current or potential
real interest in reforestation conservation.

C. Fining Policy

A major policy question looked at by the evaluation team is whether or not
the prohibition on fining for forestry agents working under the VRP should be
maintained during any extension. A condition precedent in the present project
agreement effectively has banned fining for infractions of the Forestry Code
in areas 1in which the VRP is active. (It also banned the wearing of uniforms
by forestry agents.) The purpose of this ban was to reinforce the conversion
of the forestry agent in the VRP area from "police officer” to "forestry
extension agent,” thus changing him from the farmers' “enemy” to an "advisor
and helper.”

For a brief reiteration, the question of fining for infractions of the
Forestry Code in Mali is extremely controversial. Begun under the French
before independence, fining has been carried on by the para-military Forest
Service (in Mali and other Sahelian countries) ever since, even though there
have been major changes in both the Forestry Code and the rules by which fines
are levied and even though a recent decision has been made officially that
concentration within the Forest Service should be on "extension" as opposed to
"repression” (fining). Those for continuation of the practice see it as the
only really effective 1line of defense against total destruction of the
environment and point out that there 1s no place in the world = certainly not
in the U.S. - where such destruction would go unpunished and that it is
nonsense to have a. code protecting the environment without sanctions for
breaking the code. On the other side of the argument it 1is claimed that
fining sets up an adversarial relationship between the Foreat Service and the
farmzrs which renders impossible constructive action to restore and protect
the environment cooperatively. It is claimed that there are so few agents in
relation to ‘the territory to be covered that the fining does not furnish an
effective defense against destructive practices. Furthermore, at least on
occasion, fining has been shown to be extremely arbitrary and it 1is claimed
that both the Forest Service and the agents have a vested interest in the
gsystem because 1t yields income to both.



To elaborate on the latter point, agents who work on extension and
"productive” activities often do not have the same opportunity to do "police”
work and thus perceive that they are at a financial disadvantage. (This 1is
true to an extent for VRP agents.) Recently the Forest Service has revisged
the schedule of commissions from fining. The main thrust of this revision has
been to reduce the commission to the individual agent directly involved and to
share commissions across a broader spectrum of forestry pergonnel, The
Forestry Fund still receives 75% of fining revenue while the 4individual
agent's percentage has dropped frrm 15 to 10 percent. Five percent of fines
are now shared among all agents at the 1local level. In addition, Division
Chiefs at the national lavel now also get a percentage.

With regard to the results to date of the VRP "experiment” of banning
fining in the areas in which it 1s working, the evaluation team found it
extremely difficult to make a definitive judgment on the subject. The
evidence tends to be quite anecdotal and difficult to verify. On the one
hand, as noted in the socilological evaluation, villagers report that they see
the forest agents working in the VRP in an entirely new, much more favorable
light, tending to look upon them now as "planters” more than traditional
“forestry agents.” The agents themselves report that they have established
good relations with the villagers (which i1s not the usual state of these
relations). (It 41s probably particularly true that in a situation like this
interviewees tell interviewers - i.e., the ‘evaluation team members -- what
they think the interviewers want to hear.) On the other hand, some Forest
Service officials report that the villagers in the VRP areas have been taking
the situation of no fining as a licence to do what they will with the forestry
resources in their area. (The evidence for this contention, also seems to be
largely of hearsay nature.) The belief that this 1latter situstion is
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occurring has led to atrong recommendations that the ban on fining be 1lifted
in any project extension phase. If this were done, then VRP agents would
simultaneously practice fining and extension (unot necessarily literally -~
they might practice the two in some system of "rotation")., It is claimed that
th.s works well enough "in all the other projects than VRP” and that 41t would
remove the abnormal situation (alluded to above) of having areas (under the
VRP) with absolutely no sanctions for environmental destruction.

Given the incomplete nature of the evidence which we were able to gather
during the evaluation, the evaluation team hesitates .to make the
recommendation proposed by some that the ban on fining be 1lifted during any
project extension because of the fear that any gains in terms of improvement
of agent/farmer relationships would be eliminated by such a move. Instead, we
believe that a better course would be to leave the igsue to be reconsidered by
both the Forest Service and AID. We believe that procrastination 1is the
correct course in this case for two reasons. First, in lowering the schedule
of fining commissions to the agent (see above), the recent change 1in the
fining system theoretically should have lowered the financial incentives to
the individual agent and, thus, possibly decreased the abuse of the fining
system. We belleve that the effect of this change should be analyzed before
any decision on how to proceed in the VRP area is made. Then, the Swiss
recentlr have begun a nationwide study of "repression” (specifically to
include the question of £fining) in the forestry sector in Mali. The results
of this study are due out during the summer of 1987 and they should make an
important contribution to the debate.

Specific Recommendation

(D That the Forest Service and USAID set a definite date for
reconsideration of the VRP ban on fining (and wearing uniforms) and that a
definite plan be elaborated to gather relevant information on the subject
prior to convening the meeting to reconsider the iassue.

V. TECHNICAL CONSIDERATIONS

A, Nurseries

Obviously reforestation activities are 1impossible without an
adequate supply of appropriate quantities and qualities of seedlings. Hence
nursery production is a key element in project success. .For this reason and
ia order to focus responsibility, nurseries have been viewed as a distinct
project component. Unfortunately it seems that this has tended to 1solate
nurseries from closer 1integration with other project components such as
extension, the 1interventions themselves and experimentation/demonstration. It
s up to the station chiefs and technical director to make sure this
integration happens, i.e., that nurseries are seen as an integral part of the
reforestation process and not as an end in themselves.



Since the mini-nursery component of the project 1s starting to take
off and the Forest Service appears to be behind the decentralization of
production (and even the de~evolution of Forest Service unurseries), the
project might profitably start thinking about the complementary roles that
station and mini-nurseries might play. For some forestry activities the needs
of a large-scale reforestation effort are sgometimes met through large,
temporary nurseries near the planting site. Production in permanent nurseries
is oriented to high value, difficult-to-produce stock. This 1s true partly
because of the costs of wnining the soil at the nursery site that permanent
production implies. While this may not be totally appropriate for the project
enviroament, 1t may help the project better define the roles of various types
of nurseries. For example if a firm village commitment to a specific medium
scale activity can be identified, it may be worth attempting to set-up a
temporary nursery in the village or close to the site. This would further
engage the village and give an idea of the level of effort a village could
sustain. Mini-nurseries do not have to be conceived of as central nurseries
but on a smaller scale.

The movement towards better integration of the nurseries into the
reforestation system should be encouraged. Seedling production should be
flexible and evolve as the project progresses.

A.l Station Nurseries

In general project nurseries have technically improved since the
last evaluation and nursery techniques are 1increasingly mastered by project
personnel (including the 1laborers). Equally 4important is continued concern
for further improving production techniques. Problems remain in planning,
record keeping, organization and management and in some relatively minor
nursery techniques.

A.l.1 Progress Since the 1983 Evaluation

Diversification:

The 1983 evaluation recommended the diversification of production
since, until that time, there was an overreliance on the production of ncenm.
Nursery production has indeed been diversified at all the project nurseries
and there 1s greater production of local indigenous species, fruit trees and
specles appropriate to a broader range of interventions. Howeaver the idea
behind the 1983 recommendation does not seem to have been completely
understood by project personnel and some diversity seems to have been done for
diversity's sake alone. Production remains dominated by exotics (80%) which,
in and of itself, may not be a problem since many of these exotics (neem,
parkinsonia, prosopis, etc.) are appropriate and have proven themaelves in the
zone for certain interventions.

Production in Pots:

In a semi-arid environment with a poorly developed
trangsportation network, production in pots is usually technically superior to
bareroot techniques to assure good establigshment rates. The 1933 evaluation



recommended increased production in pots. To a large extent this has alago
been accomplished. The 1983 evaluation showed that production in pots was
only about 10-20% of total production in the best case. In 1986, in general,
production in pots varied between 25% at Fatoma and 37% at Bandiagara. Plans
for 1987 call for between 55% (Djenne) and 68% (Bandiagara) of production to
be 1in pots. This evolution 18 satisfactory. Further increases in percent
production in pots should be the result of an analysis of the needs of the
project after the coming campaign. Production of seedlings outside of pots
should be continued easentially only if they are to be used as shadetrees (in
people's compounds) or will be planted in individual orchards where they can
be watered easlly.

Number of Laborers:

Over the life of project the total production of seedlings has
in general increased although it has fluctuated widely for some reason. Hence
the 1983 recommendation to limit nursery workers to five (from the initial
ten) has not proven to be a constraint to nursery production. If present
trends continue there will be no need to change the number of workers.

Improved nursery production:

The present evaluation took place at the start of the
production campaign and hence it was difficult to assess the quality of
seedlings. - However there have been some notable nursery improvements
including the construction and use of compost bins, the establishment of a
seed stock (although limited in scope and poorly organised), the application
of grafting techniques and a general improvement in 80il and seedbed
preparation. :

There are other improvements 1in nursery production which sghould prove
useful, Among others, the following should be noted:

—= Thinning out the seedlings in the beds and in the pots. In all of the
nurseries visited, the distance between plants in the beds was never greater
than 5 cm. This will not produce vigorous plants to be used in reforestation.

<~ The mixture of soil in the pots should be improved by making enough tests
in each cantonnement of local soil types (in view of the great differences in
soils between the cantonnements).

-— Avold seeding directly in the pots without first having watered them.
This will avoid competition between the young seedlings and weeds which was
the case in the Fatoma nursery,

-- Do a good job of site selection for the nurseries in the future. Above
all avoid sites subject to flooding, like that of the nursery at Djenne.

-- Stress the improvement of the beds in nurseries with heavy soils by adding
sand and fertilizer.
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~~- Establish a well organized system for collecting seeds and improve the
storage conditions for seeds, which are often attacked by mice,

~= PFor the production of fruit trees, particularly mango and citrus trees,

plan on a two-year basis 1in order to be able to satisfy the demand and to
provide improved plants.

A.l.2 Reporting and Documentation

The 1983 evaluation proposed a system of reporting for the
nurseries including annual, monthly and weekly programs; a daily journal and
a record file. Although the situation varies from station to station, this
system 13 not always respected. The next section deals in detalil with this
subject.

A.1.,3 Present Observations:

In general the problems encountered at the nursery level can be
grouped into five categories.

1. Nursery techniques - Some improvement is needed in nursery
techniques. At least one of the nursery chiefs is inexperienced and could use
further training. This has not been a major constraint to date since the
laborers are experienced and there i1s close supervision by the satation chief.
Examples of poor technique include the failure of eucalyptus production, the
barerooted stock have often not been appropriately thinned to avoid damage and
waste during 1lifting, grafting techniques have not yet been fully mastered,
the soil mixture for pots does not always appear appropriate and techniques
for eliminating weeds before planting are not always used., These types of
problems seem to be the result of either the lack of technical knowledge or
the lack of application of good techniques. This evaluation cannot replace a
good manual on nursery production and it would be senseless to Iimpose
recommendations from outside. The project wmust concentrate on developing
techniques that work and in overcoming problems.

2. Management and Organisation - In several instances personnel
and material management need improvement. In some cases nursery workers have
been called upon to carry-out tasks unrelated to nursery preduction and the
objectives of the project. Material and equipment needed for the naursery are
not always stored at the nursery site in spite of the existence of adequate
facilities. Pesticides are poorly stored and instructions on their use not
always avallable. Seed stocks are poorly marked and stored. Fencing has been
allowed to deteriorate. While this is not a comprehensive 1list of problens,
it 18 clear that personnel policies and the physical state of the nursery
infrastructure and material should be periodically reviewed.

Supervision of the nursery work has varied greatly from station to
station but at one station (Bandlagara) it seems to be particularly poor.
Visits to this nursery, located on the outskirts of town, have been
inexcusably infrequent.
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3. Documentation and Record Keeping =~ As the 1983 evaluation
points out, good record kaeping at the nursery laval 1is essential. The new
policy on the sale of seedlings makes adequate documentation all the more
important., Although some records are kept at the nursery leval, the sgystem of
documentation 18 poorly organised, incomplete and susceptible to 1loss or
damage. Information available oan production, for example, is often in a form
that makes tabulation difficult. A single notebook contains information on
diverse activitie:. In some cases data 1s not collected or available on
distribution of the daily work activities of nursery personnel. Documentation
is not regularly reviewed by the station chief. Some data exists on lose
sheets of paper or 1in temporary, inadequate notebooks. Previous year's data
13 sometimes unavailable at the nursery. In some cases the recommendations on
documentation from the 1983 evaluation are not respected.

4, Target Setting - Total nursery production figures of
50,000 plants per nursery per year are somewhat arbitrarily handled down from
the Regional Direction of the Forest Service. It 1is claimed that these
targets reflect national directives within the framework of the
Anti-Degsertification Program. There appears, however, to be some Ileeway in
interpreting these targets at the regional level, Regardless of which level
sets these targets they are not always appropriate for project and local needs
and they have not resulted from an analysis of field realities. Even thcugh
these targets are not overly ambitious they provide an incentive to achieve a
production level with 1little regard for project needs. The targets not only
result in inadequate species selection but in poor nursery technique, since it
encourages unthinned bare-root stock. These targets result, in some cases, in
the production of seedlings that are easiest to produce in a nursery. Neem
particularly meets these requirements because seeds are easily available
throughout the year, germination rates are good and they can be produced as
bareroot stock.

Efforts to meet thesc targets are also encouraged by the lack
of forceful, concrete counter-proposals from the "bottom-up” due to inadequate
analysis of previouas years production, distribution and remaining stock;
inadequate collaboration with the extension teams and insufficient attempta by
the extensicn teams to solicit and jointly define village needs.

5. Planning - Nursery planning has improved somewhat from the
1983 evaluation. In all cases yearly programs have been developed and in some
cases monthly and weekly programs were also in evidence. Problems remain,
however, as evidenced by coatinuing bottlenmecks in the supply of seeds, manure
and other inputs. In addition £for certain species and techniques, such as
grafted mangoes, one year forward planning is clearly insufficient. Planning
-18 often done in a gnear vacuum and in "snap shot” fashion. Little of past
experience or of estimates of future activities 1s incorporated 1into the
planning process.

To improve such forward planning, it will be necessary to start by using
information on earlier distribution of seedlings and use this for a base to
make an estimate of the percentage which the demand for each species will
represent. If data on earlier distributions are not available, then the
extension agents should make a census during their extension visits of what
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the villagera actually are planting by themselvea. For example, at Tille in
the Bandiagara Cercle there 13 a farmer who tends a garden in which he raises
baobab right next to a village woodlot in which axotic (foreign) aepeclies are
ralsed; in addition, the whole village plants the seeds of the ronier palm
(another local species) in the fields. Examples like these are found in all
the cantounements but unfortunately make no impression on the extension agents.

A.2. “ini=Nurseriesg

Mini-nurseries, briafly mentioned in the PP and more forcefully
recommended in the 1983 evaluation, have made good progress in the past few
years. In 1984 there were no mini-nurseries within the project. As of 1986,
there were approximately 25 pradominantly collective or school nurseries with
a production of probably over 12,000 plants (10% of total project
production). (These figures are rough due to the 1lack of data and the
apparent contradiction between several sources of data.)

At the time of the evaluation the school and collective nurseries
were, by and large, bare and hence their techanical adequacy could not be
judged and they were not visited, However two individual nurseries were
visited. Both of these were closely related to successful forestry
activities. In the first case an individual produced neem, leucana and baobab
seedlings in his garden plot oan the perilmeter of the village. After initially
pricing his seedlings above the Forest Service rates and finding himself
unable to move his stock, he followed project advice and lowered his prices
and totally cleared his production. The project personnel also assisted by
orienting some potential clients to him., The availability of seedlings at the
village level has encouraged the villagers to plant. The perimeter of the
village is almost completely covered by well protected, small scale family
tree plantings (10-20 trees), integrated with gardens.

In the second case, an 1individual who has worked with the
project since 82-83 has, for several years, produced eucalyptus seedlings.
Although the techniques used are rudimentary they are effective; when the
project's eucalyptus production failed, he provided seedlings, free of charge,
to the project. He also has a successful agricultural plot intercropped with
eucalyptus. (He is starting to harvest 5 metre building poles 2az 3-% -p@®i.g
which sell for 3,000 FCFA in Mopti. The stump sprouts are growing faster than
the initial planting and they may be ready to harvest in 2-3 years.) From his
mini-nursery he 1s supplying his neighbors with seedlings. Although he is not
charging for the seedlings he is receiving very real benefits, Initially his
use of the plot met some resistare from the village chief. The provision of .
seedlings 1s solidifying hia relations to his neighbors and to the land. The
planting of eucalyptus 1s spreading in this particular micro-ecological zone
and seems to be self-perpetuating on a local level.

It is not known for what types of planting the production from school
or collective nurseries has gone. There 18 a danger however that, because
these nurseries are more or less under a government administration, the
plantings will not be well integrated into the social and physical environment
of the rural areas. This issue deserves some monitoring.




It appears that it least the individual nurseries provide potential
for small~scale, viable, private enterprises. They certainly seem capable of
providing important, mainly off-geason, supplamental income to rural people
without detracting from major income producing activities. As more successful
aexperience is gained in tree planting local demand should increase. At this
point, however, it seems unlikely that individuals could support themselves
and thelr families from tree saedling sales alone. The poor transportation
network and the limited means available to villagers restrict the "demand
azea” or potential market. In addition the limited capacity of villagers to
plant large numbars of trees ia any given year limits demand.

At this point, it appears that the policy on the sale of seedlings
from Forest Service nurseries has provided an incentive to the mini-nursery
activity. In order to avoid paying for seedlings farmers seem to be turning
20 local production. In addition, potential seedling producers are no longer
being undersold by totally subsidized production from the Forest Service. The
impact on local production alone seems to justify the continulag of a sales
policy in gome form. It should be noted, however, that there is some belief
that the policy of charging for seedlings places a "drag” on reforestation
activities 1in general because many of the rural dwellers are not able to
afford even a very modest charge. (In the VRP project area, Forest Service
agents have tended to provide seedlings in exchange for local coatributions,
mortly labor, so in these areas seedlings have been "free" to farmers 1in a
financlal sense. This 18 one policy area which deserves study and reflection
ir. the very near term,)

The myriad benefits of mini-nurseries, such as moving production
cloger to the planting site (decreasing the negative effects of traneport) and
making production more appropriate to the clients' needs, do not have to be
spelled out here. The project should continue to encourage the establishment
of wmini-nurseries especially those with close links to high potential rural
interventions since, at least superficially there seems to be a mutual
positive interaction. The project should continue to provide technical advice
through the extension teams and nursery chief and supply limited amounts of
inputs such as seed and pots. If the mini-nurseries expand faster than the
private sector input supply system can become functional, the project should
consider being a temporary supplier of certain inputs on a cash basis at some
time in the future, Special emphasis should be put on encouraging
mini-purseries wherever the project has financed wells or well improvements
that make water available all year around, integrating nurseries into local
traditional gardening practices and encouraging women's participation because
they are often involved in gardening activities.

The present level of VRP support to mini-nurseries seems just about
right, It should be borme in mind that higher levels of support have the
potential of hurting efforts to achieve sought-after self-sufficiency because
the day that the farmers no longer have the means to obtain these materials,
their interest in reforestation will cease. For instance, in the village of
Souala at Djenne, to water the seedlings planted in the village woodlot a
villager has demanded a dipper and some water cans even though his own
vegetable garden was only 100 metres from the woodlot. Thus, to a certain
extent VRP support can undermine project goals because the villagers will
always think that project supported nurseries belong to the project and not to
then.

[ &3
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The success and continuation of mini-nurseries may be a
function of the auccess of the tree plantings done with the atock
(nini-nurseries may fail when the out-planting fails). On the other hand the
raplication of successful activities may be conatrained by the lack of locally
avallable stock. In the two mini-nurseries visited, the first seems to have
resulted in asuccessful forestry activities while at the second, succeassful
forestry activities have provided incentive for the creation of a mini-nursery.

The project should be aware of the fact that some mini-nurseries
may be temporary in nature and respond to a single need that is fairly quickly
satisfied. Thus they should not try to force these nurseries into becoming
permanent, small-scale replicas of central nurseries,

Specific Recommendations

Central Nurseries

(1) Annual in-service technjcal training programs should be
developed for all nursery personnel, ian general and those with 1limited
axperience in particular.

(2) Closer supervision should be provided by Station Chiefs and
the Project Technical Director to assure the application of good nursery
techniques. (See Management section and No. 3 below.)

(3) Reporting and documentation sghould be 4improved by requiring
the nursery chiefs to wmaintain 3 permanent hardbound notebooks on (a)
production, (b) distribution and sales and (c) a daily work log. The daily
work log should also note visits by project supervisors and other personnel,
The log should be initialed by the visitor oan the appropriate day and include
comments and observations on uaursery production, The Station Chief should
review and sign all notebooks attesting to their adequacy at least once a
month,

(4) Nursery planning should cover a two-year period and should
deal directly with possible constraints in the supply of essential inputs.
Planning must take into consideration at a wminimum (a) an analysis of the
previous three years' experience with special emphasis on increasing
production of those species totally distributed during earlier years and
decreasing production of those species cousistently left as unmoved stock, (b)
detailed discussions with the extension teams and technical agents on
villagers' expressed desires for the coming campaign, (c) detailed discussions
with agents involved in experimentation and extension on the species that have
been the most successful (i.e. have tha highest survival rates), (d)
estimations of the trends 1in rural 1interventions and the specles most
appropriate for these interventions, (e) the production of mini or
decentralized nurseries, (f) an analysis of the needs of various political
organizations aud administrations and their commitment to in fact use the
seedlings (as evidenced by &ivances 1f possible), (g) the negotiatiom of
national and/or regional targets and (h) estimates of the needs for the
campaign following the curreant planning cycle.
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(5) The projact should be axempt trom strict adherence to
nationally or regionally imposed production targets whaen these targets ' clearly
do not coincide with project needs. Howaver, it is the responsibility of the
national and regional supervisors to assure themgelves that production 18 more
or lass matched to the means availabla to the project.

(6) Organization and management should be improved especially in
tarms of personnel and material. Nursery laborers paid with project funds
should not be diverted to tasks unrelated to project goals.

Mini-Nurseries

(7) Individual or group mini-nurseries should be actively promoted
by the project especisily when (a) the project has helped develop a water
source, (b) they can be integrated with garden plota, and (c) when links to
high potentlal interveations exist.

(3) The project should continue to supply technical advice as well
as certain 1inputs such as seeds or pots. In the short term this support
should be free. In the medium term, if there is no development of alternative
sources of supply, the mini-nurseries should pay for inputs, The project
should not develop water sources solely for mini-nurseries but strive to have
mini-nurseries integrated into situations where the water problem has been
resolved.

B. Rural Forestry Interventions

The variety of interventions or forestry technologies has broadened
considerably over the 1life of the project. The project is now armed with a
greater diversity of tools and techniques with which to achieve the objectives
of reforestation, agroforestry and environmental management. Project
personnel should be constantly assessing which technique works best under
which social and physical situation. Interventions which perform poorly
should be de-emphasized while successful ones should be extended. In addition
new opportunities for interventions should be developed. For instance, the
village shelterbelts in the 1inondated areas may be an interveation worthy of
extending in similar situations., Over the coming years progress should be
made on the process of moving through a limited set of unproven interventions,
to a broader array of potential and attempted interventions to finally a
package of a limited set of interventions ready for broad dissemination and a
methodology for identifying, developing, adapting and implementing
interventions. There may be some plantings that cannot be easily included in
any set of interventions but it is unlikely that these will be aignificant.

One of the tendencies of the project that should be resisted 1is to
try a type of intervention simply because it is an available tool and targets
may have been set to execute a certain number of each type of intervention.
This leads to a lack of integration of interventions 1in the social and
physical environment. For 1instance, windbreaks are tried ian inappropriate
situations simply because it 1s felt that windbreaks are, in some general
sense, "good". Woodlots are executed to produce firewood in situations where
tha value of the product doas not Jjustify the investment and where it is
uiteasonable to expect good gruwth rates. Interventions are only “"good” i1ian 80
fac.as they fit a particular situation.



For many of the interventions being extended by the project,
villageras or individuals are being counseled or raquired to water the trees
during at least the first dry season in order to assure the aestablishment and
survival of the trees. From an economic, socia. and technical point of viaw
this need or depeadeancy on watering is undesirabla, untenable and
unnecessary. Watering significantly increases the cost of each tree. To
compensate, benefits have to be higher which is not always feasible. Watering
requires a commitment and organization at a village or individual lavel which
is often difficult to attain. It uses scarce raesources for which thera are
competing demands which may be of higher priority. As water resourcas dwindle
during the dry season and the needs of trees increase, watering becomes an
onerous task, Minor breaks in the watering or insufficlent water application
can mean the death .f treags. The technique may be gelf-defeating by
increasing the tree's dependence on artificial water supplies. Superficial
root systems may develop to the detriment of deeper rooting., The trees may
become so dependent on watering that they can never do without it.

To a large extent this situation exists because of the lack of
application of all the techniques available to the foreater. The project
should set as one of its highest priorities the execution of interventions
that do not need to be watered. Some of the techniques are well known and
already used by the project such as the increased use of pots and the improved
selection of species. More emphasis needs to be placed on getting the maximum
number of plants in the ground during the optimum planting window. This is
difficult given the dispersion of the sites and the vagaries of the rainy
season. However, good planning and mobilization would go a long way towarda
improving the situation. If breaks occur in the rainy season after planting
it may be preferable to water to cover ralny season gaps than to be condemned
to water during the dry season. In addition, more emphasis needs to be placed
on soll work, site preparation and the use of water conservation and
harvesting techniques. The evaluation team was struck by the improved
performance of trees where plowing, intercropping, large holes and other
techniques had been used.

Annual replanting or “beefing-up” of interventions, especially
woodlots, 1s common 1in the project. Consistent need for replanting is a sign
that something is wrong. While f£filling gaps 18 necessary for such
interventions a3 windbreaks, it 18 less essential for others, such as
woodlcts. Much effort is being wasted on "beating a dead horse” by replanting
at sites that are just not ever going to do well. More emphasis should be put
on sgite work than on replacing individual trees without changing the
conditions 1in which they might survive. Because of these diminishing returns
the project should put a limit on replanting. Dead plants should be replaced
the next growing season and the intervention should be considered to be on its
ovn. If villagers or individuzls wish to continue they can always do this on
their own. Plantings from 1982 or 1982 are providing to much of a drain on
project resources and should be considered completed, for better or worse.
This should allow more effort in identifying and extending successful
activities.

What follows 1s a qualitative assessment of the major 1interventions
the PrOjuut has promoted. Quantitative analyeis 1@ imposeible at this stage
due to the luck of a broad sample and time-series data.



B.l Windbreaks

The evaluation team visited project windbreak interventions and
also an example of those at the CARE/Koro project. One project activity, an
individual who planted neems to protect a mango orchard, seems to have been
particularly successful with good survival and growth rates and adequate
covaerage. The other 1interventions have been less successful, Although
project activities in this realm have been relatively recent, there are a faw
observations to be made.

First, there appear to be problems in site selection and
integration of windbreaks into the existing environment. Windbreaks are done
primarily to protect productive land from the damaging effects of wind and
wind erosion. Secondarily, they provide other direct benefits such as wood
and fodder. In both the CARE and VRP projects windbreaks have been tried in
fields that are already covered with a certain density of Acacia albida and
other gpecies. This kind of coverage already provides some protection from
wind. It may be more efficient to optimize this density than to create
windbreaks. Windbreaks are often used in fairly open terrain and, at least in
the U.S., are sometimes needed since much vegetation has been removed to allow
for mechanized agriculture. This does not seem to apply in large areas of the
5th Region. In addition the absence of good wind data makes the planting of
windbreaks in straight lines less " of a concern than 1incorporating existing
vegetation into the windbreak system. Both the CARE and VRP projects provide
exanples of cases where existing trees seem to have been avoided in order to
do straight line windbreaks. .

The northern or flooded areas of the project zone, where little
vegetation exists to break the wind, present perhaps the best opportunity for
windbreak activities. Windbreaks may be particularly useful for rice filelds
in spite of the potential problem of bird pests. In addition, 1large areas of
bare land, previously seasonally flooded, are being converted into dry land
farming., While this may not be a permanent shift, windbreaks may be useful in
thegse areas. However, 1in some of these areas, natural regeneration of Acacia
albida 13 quite extensive and the encouragement and manipulation of this
growth may be a more cost-effective means of protecting lands from t7ind.

The second observation 1s that, at least at Bandlagara, project
personnel do not understand how windbreaks work or their objectives. They are
thus unable to use the technology sensibly. Since the effectiveness of a
windbreak is a function of its height, this has ramifications for specles
gelection. The use of species that are relatively short at maturity is not
cost-effective since many more lines are needed to get adequate protection.
This costs money and takes additional land out of production. If fields are
already fairly well protected from wind the incremental benefit from
windbreaks may not be worth the costs.

The species most often selected for windbreaks im the zone is
neem. This is a sound choice. 1Its height, survival rate, shape and growth
rate make 1t a good windbreak species. There are other species that deserve
attention and the use of smaller specles to provide a "wedge"” effect on the
windward side of the break needs to be explored. Attempts by the Koro project
to use.Balanites, hcwever, has been a failure,
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Post-astablishment extension should also be satrengthened. The
individual who planted a break to protect his mangos has started to prune his
neams, This should be done only in 8o far as it doas not compromise the
effectiveness of the break or increases it by encouraging height growth and
adequate shaping.

The scope of windbreak activities also has to be taken into
consideration. It 1s not posaible to have an effect on the wind problem with
a s8ingle row of trees 25 metars long. There 18 a certain mininmum intervention
size for a particular situation for windbreaks. Unless the project 1is assured
that the social and physical requirements will be met, it is better off not
beginning. Although the windbreak can be built in steps the final objective
should be in sight from the start. The project should consider that under
most conditions at least 2 or 3 rows at least 200 meters long is a mninimum
requirement.

In sum, project personnel need additional training in windbreak
technology. The selection of sites and the integration into the environment
deserve special emphasis. It should be recognized that this technology may
not be as broadly applicable as others such as living fences.

B,2 Living Fences

Living fences seem to be one of the most promising rural forestry
interventions in the project zone. Living fences respond to a pressing
village need (protection from animals), build upon existing activities (both
living fences and the use of thorny branches and millet stalks are widely
uged), are by and large low cost and small~scale and can be integrated into
existing systems., Living fences can theoretically provide secondary products
and replace the need for continual harvesting of biomass to make fences.
Given the slow growth rates of some woodlots it appears that the amount of
biomass harvested annually to make fences may exceed the annual increment from
the woodlot. For these reasons the project should see every "dead fence" as
an opportunity for a living-fence. The protection of project plantings by a
living-hedge should be a priority. '

The promotion of living fences has greatly increased since the 1983
evaluation when it was basically non-existant. In some cases there has been
an 1Increase of nursery production of living fence species. For example the
program for 1987 calls for the production of 27,000 1living fence specles
(Parkinsonia and Prosopis) which 1s about 20% of total planned production.
(For 1986 about 16,000 plants of these two species were produced.) However,
because of the close spacing required for an effective fence and the high
potential demand, this production represents only a small fraction of what
might be absorbed. In addition, only a limited number of potentially adapted
species are being used or promoted. Nursery production of 1living fence
species should be increased and diversified.

To satisfy the needs additional activities are needed to supplement
central nursery production. The project should attempt the direct seeding (of
selected and pretreated sesd) of certain species along existing fence rows.
Although the direct economic returns from these apecies may present a
constraint, they should also he tried in mini-nurseries.
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A word of caution may be in order about the larger diffusion of
living fences. There may be real gocial and physical conatraints to
convarting temporary fencing (dead fancing) to permanent fencing (live
fencing). For reasons of land tenure or seasonal flooding, for example,
temporary fencing may be more appropriate than permanant atructures.
Extension efforts should be sensitive to these possibilities before pushing
living fences.

Parkinsonia and Progopis have proven themselves in the zone and are
good choices for living fenceas. Since production to-date has been somewhat
limited, it has been difficult to cover the area needed for project
interventions., The project has often attempted to find a compromise to this
gituation by increasing the spacing between plants. The idea is to reduce the
gaps each year until a technically satisfactory spacing 1s achieved and the
dead feuncing can be removed. However, the evaluation team considers that this
delays the time when one can do without dead fencing. It would be better to
concentrate avallable plant material on a section of the fencing needed so
that at least part of the perimeter can be converted as soon as possible.

Although the VRP living fence 1interventions are relatively recent
the necessity for prunning and otherwise improving the fence should not be
ignored. Little is served by a living-fence that, through 1lack of upkeep,
grows into a line of plants that do not inhibit the passage of animals.

B.3 Mis en Defens

One of the project's objectives is to encourage locally autonomous
environmental management. Given the fact that tree planting 1s just one
element of forestry and will have 1limited impact on desertification, the
management of existing vegetation 1s essential. Although the impetus for mis
en defens seems to have come from the national 1level, it is the project
interveantion which most closely corresponds to natural vegetation management
and therefore is an important initiative.

However, the emphasis to date seems to have been on the
administrative arrangements for the delimitation of the areas and thelr
protection. The activity seems oriented towards statisfying national targets
and helping one set of clients use the forest service to control access of
other groups to resources (Barb&). Hence in some cases the objectives of mis
en defens, 1its relationship to local villagers and the possible management
techniques for increasing productivity are poorly understood.

By and large the mis en defens parcels are already degraded.
Simple protection, already difficult to assure without expensive feuncing, will
eventually allow for rehabilitation but it will be a long process. Out of the
array of possible cost-effective interventions that would accelerate
rehabilitation, the project seems to only have tried enrichment plantings.
Unfortunately these plantings seem to be 1little different from woodlot
plantings, although spacing, watering and species selection are somewhat
different. In other words the parcels are not viewed as opportunities to
manage natural vegetation but are..simply seen as areas for additional
tree=~planting.
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The social aspects of the parcels also present problems. The
involvement of the local populationa seem to be limited. Thare is a danger
that they view the parcals as lands that have been expropriatad by the satate.
This diffuses responsibility and 1local management. The problem of the
"commons” may be exacerbated instead of improved. Project attempts to elicite
local participation may meet resistance as a typa of “forced-labor" on
government lands unless there 1a clear identification of local people as
beneficiaries.

The problem of types of interventions to be cartied nut can be
improved. This evaluation cannot present all the possibili:{es but activities
such as direct seeding (in areas where the natural se-<8 rources have
dwindled), mulching to promote termite activity and provide uzginin matter
v&uch as 1s done under the FLUP project) and soll eouzyrvation and water
harvesting techniques are low cost ways to accelerate natural =z erzstion,

In general, the best way to proceed is t¢ ‘vvuiep & simple
management plan which will describe the present coandition oI zhe svea, the
activities to be undertaken and put in place a simpls manageme:: v *'m, This
will allow effective follow-up of the areas taking care to itk an 4ccurate
list of all the changes brought about by this or that partisviar :dilon., It
appears that the extension agents do not have competencies rpu:ciiinr to the
reconstitution or improvement of vegetation because, ay noted zwve, instead
of favoring a natural regemeration through the use of simpie  zhnijuwas, they
have a tendency to make woodlots out of these areas and to plant species there
which do not respond to any needs and which continue to die.

The social prohlems are more difficult to resolve. The local
villagers should have a better understanding of the long term objectives of
. the activity and the direct benefits to them should be well defined. The
parameters of local use of the area should also be clarified. .£ this is done
and eventual ownership and use of the land is clearly in the villagers' hands
then they should be involved in any and all interventions. The interventions
should emphasize low-cost, low-labor and off-season activities to the extent
possible.

Because of the problems surrounding ownership of the parcels, the
fact that benefits are likely to be long-term and the newness of the activity,
the number of parcels should not be increased. However, the techniques of
protection and natural vegetation management should be expanded to areas of
individual and village fields and lands without the administrative step of
registering these as official parcels. For the official parcels the project
may want to finance signs but should not fund any costly materials such as
fencing. This would only further the aspect of expropriation and 1limit
villager involvement. It should also be pointed out that Sahel ecologies are
probably adapted to grazing and browsing and that productivity 1is increased
under these conditions.

I1f, despite the above reasoning, it is still thought neceasary to
enclose the mis en defense (for ~ assumed — very well considered reasons),
then the evaluation team belleves that the strategy to follow is that of

1living fences.




B.4 Woodlots (Bosquets)

Among all planned rural forestry interventions the project has the
most exparience with woodlote. Since 1982 approximately 35 villages or
individuals have attempted this intervention. Woodlots were implsmented to
the semi-exclusion of other interventions until the evaluation of 1983 which
recommended that they be de-emphasized in favor of other rural forestry
activities. Although therea have been a few woodlots that have been
succesaful, in general, this evaluation coancurs with 1983 recommendation.
Woodlots do not appear to be socially or economically viable and technically
they are extremely difficult to do succesafully. Their 1nitial purpose, to
produce firewood to respond to the "firewood crisis” has also proved faulty.,
In only one instance did any villager mention firewood as an expected benefit
of a woodlot and this was mentioned as a third or fourth order benefit.

In the great majority of cases woodlots have fared poorly.
Survival rates are low (40% perhaps), annual replanting 1is done which
increases costs and growth rates have been poor. Woodlots have not been well
integrated into the social and physical environment.

There are, however, important exceptions to this rule which deserve
description. These exceptions not only serve to refine the 1983
recommendation considering woodlots but also call 1into question the
recommendation on the phasing out of eucalyptus.

One case has already been examined under the section on
mini-nurseries. At this site an individual planted eucalyptus in 1983,

The individual has managed to continue to crop under the trees. To
date he has not noticed any negative effect on his crops. He stated that 1if
the size and density of his trees became such that cropping became difficult
he would abandon cropping and continue with silviculture. This, plus the fact
that his neighbors are planting eucalyptus, seems to be prima facile evidence
that tree-growing under these conditions is economical.

It appears that a combination of factors account for this success.
Firast, the individual is particularly dynamic and as a retired member of the
military he is perhaps more used to working with the administration and more
likely to try something new. Second, the site 1s particularly good with good
soils and high water table and 1s well matched with the demands of the
species. Third, species selection 1s also good. Eucalyptus 1is probably the
fastest growing available species for the site. Fourth, the species is well
matched to meet the high market demand for poles because its pole 1is
straight. Fifth, ownership rights and benefit distribution are clear. Sixth,
the system i1s integrated and makes excellent use of available growing space.

While it 1s clear that this technique is not broadly replicable
there are micro zones where it should be successful. As it is the project has
been the catalyst for creating this self-perpetuating system in this zone. 1In
similar ecological and social sgystems the project should encourage similar
activities.
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The planning for 1987 calls for approximately 10 woodlots par
station. This 18 unaccaptably high and ashould be reviawed and reviged.
Particular care should be taken in dafining the objactive of any woodlot and
in matching the physical capabilities of the aite to produce a product and in
assegssing the market value of the product.

To the extent that woodlots are pursued in any extension phase of
VRP, the following aspects should be conaidered closely:

a) The Social aspect

The development of collective village woodlots creates 1in certain
villages situations of couflict which the project should avoid in the future.
Actually in the Bandiagara Cercle the critical problem i1s one of land, arable
land being reduced in such a manner that each family must expend enormous
efforts in order to be able to subsist. In asking villagers to undertake a
collective action, certain families will be deprived of their land for which
they have asuch a great need. This happened in all the villages where the
project has developed woodlots.

At Fatoma, the landlords most often are transhumant herders. They
loan their properties to sedentary farmers. These latter start woodlots or
similar plantings as requested by the authorities in order to build a claim to
the land; this usually engenders conflicts between the farmers and the herders.

Stress should be placed on individual action where each person 1is
responsible for what he says and does., The current economic difficulties have
led to a situation in which the villagers are not unified as they were before
and opposing interests and invidualism are becoming more and more dominant.

b) The Technical Aspects

-— The quality of the seedlings. Until now, the seedlings planted in
the woodlots generally have not been rigorously selected in the nursery
and often have been transported on motorcycles or mobylettes particularly
with regard to replacement plants.

-— Refilling the planting holes. The holes in which the seedlings
have been placed have been refilled only halfway in order to be able to -
keep a maximum amount of water around the seedlings. But unfortunately
during the rainy season the s80il buries the seedling. During this
evaluation we verified this situation at the Dondoly woodlot by digging
holes around some plants in order to see their root systems. It has been
determined that they have a very shallow development because of the
constant watering and the roots oftea have knots which prevent the correct
nourishment of the plants. In addition, the top of the root system was
buried up to about 20 centimetres under the surface.

B.5 In-field Planting

With regard to in-field planting, the villagers prefer the baobab,
the nere, the tamarine and the ronier palm. The species often are raised by
the villagers themselves and lacking this, one frequently sees them pull up
grown baobab plants and transplant them in woodlots or fields. This practice



has been obgerved a number of times at Bandiagara and Koro. At Djenne,
preferenca 18 given to saewing the seeds of the ronier palm in the fields and
protacting the abondant natural raegenerations of acacia albida. In the agame
location, the villagers themselvea direct seed nere and tamarine in their
compounds and around their vegetable gardens. In the future, the VRP should
build wupon these preferences instead of utilizing species which are not usaful
to the villagers. The villagers will accept the species provided by the VRP
out of fear or :aspect, but the f£final result is zero. It has bean proven
scientifically that the acacia albida improves agricultural productivity, but
will the climatic conditions and the browsing of animals allow them to be
multiplied artificially in the fields? Or do the extension agents know all
the forestry techniques applicable to this species?

B.6 Other Possible Project Activities

Shade tree plantings in family compounds, in public places and in
the schools have been undertaken in all the cercles. These activities
generally take place without requisite education of the populace. The success
of these efforts 1s pretty good. It is planting of trees in rows which is
experiencing faillure because of poor upkeep. Nonetheless 1in certain
localities the trees are well protected individually with mud brick enclosures
and the result is very satisfactory.

Plantings of fruit trees 18 also experiencing a large and rapid
expansion, particularly at Djenne and Fatoma where individuals own their own
nurseries. The VRP is not able to satisfy all the demand for fruit trees.
The current situation with regard to all these activities is set out in the
tables in the annex.

Specific Recommendations

(1) Every effort must be made to eliminate the need for watering of
rural interventions. Special emphasis should be placed on the following:

(a) Planting date. The optimum planting “window" 1is fairly
small. Planning and mobilization cf resources should be improved to assure
that the maximum amount of planting is done within this window.

(b) Soil and site preparation. Adequate soll preparation before
planting 1s essential. Plowing of planting sites should be encouraged where
possible and the use of large planting holes should be required.

(¢c) Speciles selection. Additional efforts to select and promote
species proven in the zone and suitable for individual sites and types of
interventions,

(d) Nursery techniques. Central nurseries should emphasize
production in pots. For "large scale” plantings temporary nurseries unear the
gite should be tried. Production should be decentralized through the
encouragement of mini-nurseries.
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(a) Watar harvesting and consarvation. Water available to the
plant should be substantially increased and optimized through the use of
well=known tachniques for water Tharvesting and conservation seuch as
micro-catchments, mini-dikes, etc.

(2) Windbreaks. The site and species selection for windbreaks should
be improvad. They should be better integrated into existing farming syatems.
The sacope of this activity 41in timae and space needed to provide benefits to
agricultural should not be underestimated, A larger view of the long=-term
development of a windbreak system is neaded.

(3) Living Fences. Living fences appear to be a promising intervention
and should be more actively promoted by the project. All means necessary for
accelerating its extension should be employed.

(4) Mis en defens. The number of official mis en defens parcels should
not be increased. However, the techniques of natural vegetation management
and 1improving regeneration should be more broadly applied to farmers fields
and village space,

(5) Woodlots. The trend towarda the de-emphasis of woodlots should
coantinue, Present plans in this regard should be revised downward. However,
there is a relatively minor yet important role for small-scale, individual
woodlots for building poles and orchards for fruit production. The objectives
of woodlots must be clearly and realistically defined and matched to a market.

(6) "Alignments” and "Political” Plantings. The project should avoid
participation in all plantings where the objectives do not coincide with a
real rural priority and need. Prestige and politically motivated plantings
should be eliminated.

(7) Soil Conservation. These types of activities should be promoted
even when they do not involve the physical planting of a tree. They are a
legitimate forestry technique and respond to the project's objectives
concerning eavironmental management.

C. Experimentation/Demonstration

The Project Paper proposed a small-scale, informal experimental
component in order that project personnel could try out certain techniques to
overcome some of the major constraints to reforestation in the area. The 1983
evaluation noted the slow start-up of this component and provided some
practical suggestions of research topics. It also emphasized the informal
nature of the experimentation and recommended decentralized research planning
and the possibility of using external sources of technical advice.

Presently, research 1s ongoing at all three stations, elther within
the nursery/experimentation enclosure or at a separate 1 ha. site., Activities
focus on seed treatments, production techniques, establishment and growth
rates for several indigenous species; germination triala for some exotic
species; the effects of soll treatments on the establishment and growth of
several indigenous species and the influeace of planting hole sizes on the
behavior of geveral local species.



Thera have bean problems with research protocols. At Djenne for
instance transplanted gpecles ware not measured at the time of plantation and
hence important baseline data will be missing. Supervision problems have also
baen ancountered during implementation. At one site workers waterad a aset of
plants that should have remained unwatarad. In addition, at some sites, large
trees have bean retained in the experimental plot which may influance the
trials (Bandiagara, Fatoma). In some cases research results have not been
applied to fileld~level activities. At Bandiagara for 1instance previous
experimentation on water catchment techniques showad quite clearly that any of
the tree techniques used improved growth rates over the control. However this
good, practical experience has not been used in the field. None of the
interventions viasited used microcatchments.

In spite of these problems these trials have the potential of
providing some useful information. However, there seems to be a lack of
overall vision of the objectives and goals of the experimentation and how it
directly applies to the reforustation system, 1including production and the
rural interventions. For inatance it 1s not clear whether the seed treatment
trials are 1linked to real germination problems at the nursery. While soil
preparation 18 important it is not clear that viliagers will have the means to
easlly obtain sand or other materials for addition to the holes. Almost the
gole use for Parkinsonia's is for living fences. It 18 therefore a 1little
strange that 1t 1s included in trials on planting hole sizes which range up to
80 cm. Living fence spacings should probably be about 50 cm, Even if it does
well 1in the larger holes it 1is unlikely that it will ever be extensively
planted as individual trees.

To pattern forestry- research after agriculture research requires
large areas and 1long durations. Neither of these elements are available to
the project. While ongoing research can feasibly be done in the time and
space available, valuable opportunities for viewing natural vegetation,
traditional forestry and project interventions as research trials are being
neglected because of the emphasis on on-station research. To~date those
respongible for experimentation have not left the station, either physically
or mentally, to monitor and collect data on village level activities,

In addition, simple "desk astudies” of data generated by the
extension teams or by other projects are not being carried out. Analysis of
the extension teams' reports could help orient the project and improve the
types of data collected. Some simple hypotheses could be developed and tested
with existing data. For example, the effect of planting dates on survival
rates, or rainfall on survival rates could be analyzed. If data available was
inadequate for such an analysis the experimentation team could work with the
extension team to assure the right quality and quantity of data was
collected. For instance, there 1is a fairly major problem with measuring
survival rates. In many instances the replantings are included 1in these
calculations. Thus, in some cases survival rates of some plantations go up
over time. Some woodlots that have been replanted every year from 1982 show
survival rates in the 80% to 90% range. This serves to cloud an analysis of
what are the key factors in survival,



If the sxperimentation personnal took a more active role in data
collection and analysis, then the axtension teams could be freer to do more
extension. In addition, this would ngrrow the target group of agents for
additional training in data collection and analysias.

Specific Recommendations

(1) The project should develop a research program which clearly defines
ovarall objectives and goals and the means necessary to achiave these goals.
It sghould be integrated with production and {intervention components. The
program should be raviewed and approved by USAID, DNEF and INRZFH.

(2) Applied research protocols should logically follow from the
program. Protocols should define the types of supervision and the periodic
raporting requirements; plans for the disseminatirn of results and the
disposition of the trials after results have been obtained .

(3) The scope of research should be broadened from on~station trials to
include data collection and analysis of rural forestry Iinterventions and
"desk” studies. It should also include non-tree-planting forestry activities
such a3z vegetation management and soil conservation.

%) National-level supervision should be 1increased and ' improved.
Attempts should be made to keep personnel turnover to a minimum in this
component.,
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A. Villagers' Perceptions
—— Percaption of the environment.

The villagers interviewed are aware of tha degradation of thelir
environment -~ they have all noticed the disappearance of the forest
which used to play such a large role in village 1lifae (providing
wood, food, forage, emergency nourishment, religious sites, etc.).
The disappearance of the forest which they considered as a gift of
God (and therefore as inexhaustible) disturbs them greatly; all are
deeply concerned about the increasing scarcity of forestry producta.

When asked why we have ended in such a situation, almost all of
the villagers responded that it is the result of extensive drought;
the human factor, even if noticed, is far from being a major cause
according to them. Even though they do not feel themselves
responsahle for this degradation of the environment, the villagers
nonetheless all sense the necessity to restore it, even 1f they are
not convinced beforehand of the effectiveness of - the actions
proposed to do so. The general feeling which emerged from the
discussions with villagers 18 that reconstitution of the natural
resource base will be in the first instance the result of an
increase in rainfall.

- Perception of the Forest Service and its Agents

Villagers interviewed in the project area stated that
previously the role of forestry agents, as well as that of the
Foreat Service, was strictly the protection of the environment and
enforcement of the forestry code. They say that the agents used to
visit them to check up on their activities and to fine them.
Attracted by the lure of profit, the agents never used to lack for a
pretext for such vigits.

But since the agents started reforestation activities, the
situation has improved. Commenting on the new role of the agents,
the villagers state that the agents are "planters.” They teach the
villagers how to plant and take care of trees. During their
frequent visits, the agents give the villagers 1lots of technical
guidance and explain to them the advantages of trees, reasons for
the use of more efficient stoves, and the damaging effects of forest
fires.

In analysing the villagers' responses, one easily notes that
the forestry agent is now seen in a new 1light, that of the
"planter,” whose presence no longer terrifies as it did in days gone
by. Antagonistic relationships are being replaced progressively by
much more trusting ones characterized by effective communications.

==  Perceptions of VRP Activities
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As late as 1983 the villagers believed that the different VRP
activities were the exclusive property of the Forest Service. But
during thls evaluation we have established that the villagers have
changad their attitudes in this regard. Asked about who owned the
various types of plantations, the villagers responded that they
balonged to the village if they were produced collectively and to an
individual 1if he had done all the work involved. As to management
of the plantations, thigs depended again on whether the plantation
were collective or individual.

Asked about VRP activities which they consider the most
beneficial, the villagers responded unequivocably that they were
mostly planting fruit trees, including local species (Acacia albeda,
Nere, Karite, Baobab) in this area traditionally considered to be
“at risk,"” that 1s, an area constantly under the threat of drought
and famine. This sltuation makes any activity which tends to
gatisfy food needs, and which moreover can serve as a source of
emergency food, highly desirable. ‘

In the three stiations 1l1living fences are also very much
appreciated. The 1local populations think that they could be very
useful because they provide protection against animals. Considaring
the very heavy pressure exerted by the herds, establishment of
living fences appears to be a very promising activity.

The villagers are interested equally 4in the creation of
mini-nurseries -~ these are seen as providing an element of
indepandence allowing them to produce species of their cholce and in
sufficient quantity. It 1is for this reason that the villagers have
accepted the idea of the creation of village nursery. The only
difficulty indicated by the villagers 1s the problem of obtaining
pots. To get around this stumbling block, the VRP can provide pots
to the nursery owners at a relatively low price in relationship to
their cost (i.e., at a subsidy). Thus encouraged, there will come a
time when the owners order their own pots entirely outside the
project.

Oun the Dogon Plateau, the villagers interviewed expressed great
interest 1in anti-solil erosion activities. Confronted with the
problem of land scarcity, the Dogon villagers are very much aware of
how erosion reduces their meagre growing areas. The anti-erosion
campaign is considered here an activity of primary importance to
recuperate and conserve soil.

Following these actions considered most beneficial by the
villagers, come such uactivities as sghade tree plantation, which
provide places to rest and talk. Certain species used in planting
shade trees are particularly appreciated by the villagers. This 1is
the case for example with the neem for its medicinal properties. As
to decorative tree rows, they are perceived as an excellent source
of ornamentation.
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With regard” to improved woodstovas, the women appreciate them
for raducing the amount of fuel wood required and the speed with
which they cook. For their users, the improved woodstoves
constitute a tool of liberation which makes their work less
onerous. The only difficulty indicated with their use is that they
produce cracks when baking a cake.

Firgt among those activities considered to be the least
beneficial are the village woodlots (done on a collective basis),
the advantages being judged minimum given that the benefits are
shared among the whole village. The collective nature of the
woodlots has a negative influence on the behavior of individuals by
making them realize that it is not necessary to work hard in view of
the fact that the products of their work will be shared among the
other members of the village who might not have participated 1in the
production (as 1s the case, for example, with migrants and migrant
laborers).

The second VRP activity which the villagers (particularly those
of Fatoma) see as less beneficial is the creation of mis en defens
(areas specially protected for regeneration of vegetation). 1In
their view, the mis en defens constitute a restriction of their
usable land.

- Villagers' Participation

In sum, it 1is the entire village which implements (community)
reforestat. "n activities. But it 1is especially the young people

(young men, who do the essential work (watering, weeding, fencing).
Mobilisation of village efforts is done by the village council or
committee. The work 1s performed either collectively (by the entire
village) or by groups of young people or individually. At Sonata
(Djenne Cercle) for example, at the call of the Development
Committee all of the young people have wmobilized to water the
plants, At Tincarma (Bandiagara Station), the work is divided among
groups of youths who look after the plants according to a fixed
schedule.

Alongside these modalities of participation which are almost
all identical in the villages interviewed, we found another
organization, more individualistic, at Karbaye (Fatoma). Here, the
villagers have chosen to recruit a laborer to maintain their
woodlot. He 1s paid, lodged and fed by a fund collected from all
the villagers.

- The Role of Women

Women's participation in VRP activities 1s very limited.
Wherever such participation exists, it 1s 1limited essentilally to
watering plants and to constructing improved wood stoves, with the
help of men.
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We sgee the caupe of this limited participation by woman
stemming from puraly cultural grounds (religion, tradition,
attitude). Given the prominent role which rural women have always
played in agricultural production, we strongly recommend a much
greater participation by them (in VRP activities), through training
and aextension programg developed specifically for them in the
development of mini-nurgeries the work of which is very similar to
that of vegetable gardening (in which most women already are
involved).

- Parceptions of Villagers Outside the VRP

Like the villagers in the VRP area, those outside are deeply
conscious of the degradation of the environment. They talked at
great length about the disappearance of the forest. This
consciousness is not at all surprising given the rarity of forest
products (wood, fruit),

During the interviews they have characterized the plantings of
their neighbors (done under the VRP) as "useful” (it 1s good to
plant trees to fight against the drought, to have fruit to eat and
forage for the animals, etc...). Certain individuals have even
suggested a certain number of activities, like planting shade trees
and fruit trees, including local fruit tree species (A. albida,
nere, karate, baobab).

Even though they are aware of deforestation and judge their
neighbors' reforestation activities positively, the villagers not 1in
the VRP harbor great distrust vis-a-vis the Forest Service (to whonm,
by the way, they attribute the ownership of the plants established
under the VRP). This distrust relates particularly to the fact that
the Forestry Agents continue to impose fines for infractions of the
Forestry Code.

- Constraints to the spread of VRP Activities

There are three different types of sauch constraints: 1land,
water and animals.

1. Land.

The problem of land is associated with the complexity of
the land tenure system. Actually, agricultural land does not always
belong to those who till it and in general it 1s often under
long-term loan to the cultivater., Not enjoying full ownership of
the land, the cultivaters hesitate to make any large investments on
it for which they are not sure they will be able to share in the
possible benefits. As to the owners, they are not always willing to
accept the establishment of certain plants which might put in
question their right of ownership.
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To demonstrate the constraint to extension of tree planting
posad by the land tenure situation, as an example we can cite the
casa of Adjelon Togo in the Fatoma Cercle. In view of the fact that
he was a stranger at Pebessougou, 1in accordance with African
traditions of hospitality, the village chief wanted to give him a
parcel for market gardening. But when Mr. Togo had started
reforestation activitieas, the village chief began to admonish him.
His request to enlarge his parcel was refused and it 1is only at the
price of corruption that the village chief finally agread to the
request.

2. Water

The villagers complain about the lack of water, particularly
during the dry season which sees the drying up of various water
gources. During this period of the year, the search for water
becomes an extremely onerous task to which men and women are
subjected for hours. Being able to find water only with great
difficulty, the villagers look to satisfy their primary needs
first. The survival of young plants 1is threatened under these
conditions because of irregular and insufficient watering.

To reduce the water constraint, we recommend the following:
-— Correct preparation of the planting holes.

- Use of species well adapted to the physical conditions.
- Compatibility with other village practices.

—— Planting at the gtart of the rainy season.

3. Browsing of Animals

The plantations suffer also from the wandering of small
ruminants within and around the villages and of large ruminants in
the fields. The herds, often 1left on their own, browse on the
plants and thus wipe out the villagers' reforestation efforts.

For better success with the plantations, it is imperative that
they be protected from the animals. The project can use local
systems of protection already known to the villagers: fences wade
of earth or of brick, of thorns, of mats, etc.

- Social Impact of the VRP

From interviews in the field emerges the well-known social
impact of the project, that of the change in villagers' perceptions
of the forestry agents and of VRP activities. Relations
characterized by mistrust have been substituted progressively by
those of a much healthier  nature, characterized by open
communications. Villagers no longer hesitate to approach forestry
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agents, whom they consider "planters.” The establishmant of bettae:
relations permits the hope of better results in the extansion oi VRP
activities,

Progress has been realized also in the area of knowladge of the
Foreatry Code. During the interviews, all the villagers stated that
they had become better and better informed of its provisiona. Thus,
for example, all the wvillagers are aware of the 1law making
construction and utilization of improved wood atovea obligatory, as
well as of that tanning land clearing.

These positive impacts of the VRP are due to frequent contacts
between the villagers and the agents and even to the willingness of
the Forest Service to evolve from an organization of repression to
one of extension, and education and participation.

While the project has had an 1indeniable impact on villagers'
perceptions, it 1is s8till true that there remains more to be done in
the area of environmental protection. Statements by certain
Forestry Agents and villagers indicate that certain individuals
continue to exploit the forest in a harmful manner. As an example,
the inhahitants of Karbaye complain extensively about the
goatherds. One should actively pursue a program of increasing
villagers' awareness of the need for environment protection.

B. The Extension Component
The extension team confronts numerous difficulties.

The first 1s 1linguistic. In the three VRP stations, only one
extension agent does not need an interpreter when he talks to the
local populations (this 1s the community development agent in
Bandiagara who has mastered the most commonly used languages, 1.e.,
Fulani and Dogon). All the others are obliged to call on an
interpreter; since an interpretation always distorts meaning to some
degree, the results are always disappointing.

To relieve this constraint, the indicated measure is to proceed
to the extent possibla to recruit local extension agents. Use of
these kinds of agents can have another, much more important,
advantage: It will promote identification of the villagers with the
VRP because these 1local agents will be from the same area and most
often will share the same beliefs and traditional values as the
villagers.

Three criteria could be used for their recruitment: a) be from
the area, b) speak the local languages (Fulani and Dogon) fluently
and c¢) have a post-primary education level (completion of the 9th
year). '
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The sacond difficulty 18 organizational, In the three VRP
stations thare ls no real collaboration batwean the extension teans
and (e nursery operators. The major work concern of the latter is
to producz2 rhe quota fixed for thelr nureery by national policy
inctead of focusing on the needs of the villagers. From thias flows
the problem of dispenaing of the saedlings produced (when the
avaluation team was at Fatoma there were still 2,000 plants in the
nursery which could not be placed during the past seasomn).

To avoid such a situation, nursery production should be based
on grassroot demand., This can be done by initiating a close
collaboration between the nursery operators and the extension agents
who work directly with the villagers. The extension agents should
be in a position to provide approximate information on the grassroot
demand for trees (cholce of species, number of species, etc.). To
this end, as 1s done in the Village Agro-forastry Project 1im Koro
(CARE), the extension agents can deposit i1in each VRP village a
record book in which the villagers will be invited to write the name
and the number of seedlings desired for those species which appeal
to them. The nursery production thus will be done on the basis of
this information and on statistics from earlier years. In our view,
this will avoid overproduction.

There 18 another dlfficulty which inhibites a smooth
distribution of the seedlings and the extension of reforestation
activities. This is of a political order. In effect, it has been
determined that the political operators are not very dynamic when it
comes to reforestation. The "Fight against Desertification” still
remains a political slogan instead of being a conscientious effort,
a battle for survival. We are led to this conclusion for two
principal reasons: a) First 1s the orders for seedlings which are
not then picked up (at Djenne, despite the insistance of the Station
Chief, the 1local section of the UDPM -~ National Political Party -
never picked up its order of seedlings); and b) The second reason 1is
that reforestation activities undertaken by the political
. authorities generally are not followed up.

C. Training

In order to increase the competency of i1its extension agents,
the VRP has organized training sessions dealing with such techniques
as nurseries, agroforestation and grafting. In the same vein, the
VRP conducted a seminar on the GRAAP method of demomstration in
order to promote better ways to approach rural dwellers. In
addition, a'study trip to Burkina Faso was organized.
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If, as the evaluation team has determined s the case, the VRP
has made some progress in the area of practical training of 1ita
personnel, there 1is nonethelegs still much to ba done in view of the
fact that the agents have not mastered sufficiently the techniques
which they are seupposed to transmit to the village level. 1t is
notably the areas of live fences, wind breaks, and village relations
in which the axtension agents racognize that they are not
appropriately trained. The insufficiency of the training which has
been given can be explained partly by the fact that very little time
has been allotted to i{t. This 18 the case for axample with the
GRAAP seminar, which only lasted for three days.

In order to obtain better performance in VRP activities, the
projeact should purgsue the effort already wundertaken while
simultaneously broadening its scope by organizing the following:

- Seminars and workshops on the techniques of
agro-forestry, soll conservation and the GRAAP method.

- Field trips among stations to promote wider contacts and
emulation of succesaful practices of others;

- Visits to various typee of reforestation activities which
have proven to be successful in both the 3ocial and
ecological contexts. The VRP is already in a position to
initiate a visit to the reforestation activities in the

village of Adjelon Togo at Fatoma for the benefit of
agents in the other two cercles (Djenne and
Bandiagara). (See the discugssion of M. Togo's
operations in the “"Techaical Coasiderations”
section.)

- Visits to other village reforestation projects and some
study trips to neighboring countries, particularly to
Niger (for wind breaks) to encourage agents and villagers
and to facilitate an exchange of ideas.

- Finally, assistance to the agents is also necessary in
the techniques of data gathering to improve their
extension activities record books and the questionnaires
used to determine extension activiti.; (quality and
quantity of the data gathered).

It should be noted that this essential training should nof be
the exclugive privilege of the agents; it 1s imperative that it be
extended to the villagers who have not to date benefitted from any
training even though they are supposed to be the principal
beneficiaries of the project's activities. This training will help
them to master the techniques of production, i.e., of establishing
and maintaining plants. Also, we  suggest that project
administraters schedule adequate time for training sessions because
if this is not done the benefits of such sessions will be greatly
reduced.
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D. Collaboration with Other Organizations

In tha project araa, thera are many rural development
operations interested in reforestation. Many of theus organizations
have wade provision for, or have already undertakan, reforedtation
activities., Following are some axamples of these activities:

- ORM (Operation Riz Mopti). While ORM 1is not yet activa
in the field of reforeatation, it nevertheleas plans to
atart a program of village woodlots during the third
phase of its project.

- ODEM (Operation Developpement d'Elevage Mopti). ODEM has
undertaken a program of regeneration of “bourgouts,”
under which it 1s deepening ponds in the Mopti, Koro,
Duentza and Teninkou cercles.

- WFP (World Food Program). WFP has completed planting a
geries of woodlots to be used for windbreaks
(stabilization?) along the road from Sevare to Mopti.

Although all of these organizations are interested in
reforestation, the evaluation team has determined that there is
practically no cooperation between them and the VRP., A certain
number of constraints tead to check inter-organizational cooperation
even though there are factors acting in favor of such cooperation,
in particular the existence of a "sponsoring” organization like the
regional committee for development, infrastructure like the
nurseries and the fact of juxtaposition of the different project
areas. There are two primary kinds of constraints, as follows:

- There 1s no exchange of information or, when 1t 1is
exchanged, it is not done 8o in a manner which encourages
the different organizations to cooperate.

- The framework for cooperation 1s still poorly defined
between the Forest Service and the other development
organizations.

Taking into account the human resources already available in
the field, the evaluation tean believes that the financial resources
devoted to each of the different development sectors do mnot coatinue
to represent a major constraint. In particular, the Operation Mil
Mopti has more than 80 agents in its administrative area who could
conduct, in parallel with their other activities, inexpensive
forestry activities like the creation of wmini-nurseries, extension
of improved wood stoves, or the propagation of species like A.
albida. In order to promote close cooperation between the project
and the different organizations interested in the VRP project area;
better exchange of 1information; and coordination of goals,
strategies as well as methods of approaching rural dwellers, the
evaluation team recommends that the Forestry Service sign a specific
protocol on collaboration with the other organizations.
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Thia  protocol sheuld estahllah responsibility for aspecific
areas of competence (l.a., reforastation, demonstration, extension,
training, etec.) for all of the {involved organizations. After
agresment among the organizationg, the protocol will be {implemented
by the agents 1in the fleld. A wvaerification unit will have the
regponsgibility of vverseeing the iImplementation of the protocol's
agraements.

In addition, a diagram showing the distribution of activities
in the different areas should be worked up and periodically updated
as the results of experience 1in joint programming of activitias
become clear.

E. General Conclusions and Recommendations

At the end of the socloligical facet of the aevaluation, ‘e
conclude that after more than 6 years of experience, the VRP has
made important progress in the social realm. The villagers'
perception (of the VRP and the Forest Service) has improvad
considerably. Consequent to this {improved perception we are
witriessing the development of <open and much more fruitful
communications between the villagers and the Forestry Agents.

Nevertheless, this very positive development should not make us
forget the immense task which must be accomplished to insure a
broad, aware and responsible participation of the villagers 1in VEP
activities. To accomplish this, we recommend the following:

-— An expanded effort to inform the villagers, through the
establishment of regular ccntacts, about the objectives
of the VRP, the goals of ita activities, and the problems
associated with forestry development.

-— The devolution of wmore responsibility on the rural
populace for the protection of their environment. The
VRP can encourage the villagers to establish committees
to keep a protective watch on the forest.

- In this regard we think that a much clearer definition of
the rights of exploitaticn of protected (i.e., VRP) trees
certainly would be an invitation to the villagers to
protect their environment.

- Taking into account the real needs of the population with
regard to the choice of species and VRP activities.

-— Integration of VRP activities into the physical and
cultural setting of the countryside -- VRP activities
must respond to real needs (if they are to be successful).

i
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F. Methodology of Inquiry

The objective of tha soclological evaluation was to study the
villagers' perceptions vig=a=vis VRP ifaplementation, the
sociological constraints finlibiting project {implementation and the
socinlogical aspects of training and collaboratton with other
extension sarvices.

To achieve this objactive, the following methodology was
adopted.

-~ Meetings were held between the entire evaluation team and
the authorities of AID, the Forest Service and the
Ministry of Natural Resources and Livestock and with
personnel in the field involved in the implementation of
the project. These meetings have permitted the
establishment of those points to be stressed. These
mneaetings provided a great amount of help in establishing
the parameters of the study.

-— Inquiries in the Field. With regard to the sociological
evaluation itself, the questionnaire conceived by the
gociologist was strengthened by the contributions of
other evaluation team members. It was administered in
the different villages during the course of meetings
which generally brought together the village chief, his
advigors and young and old villagers. We tried to 1limit
the number of participants to avoid the. phenomenon of
"crowd psychology." As to the women, 1in view of the
difficulty one has in getting them together with the men,
we have contacted them individually during the visits to
improved woodstove activities.

Interviews were conducted in 12 villages among the three VRP
Stations and four among these were not in the VRP area. Five were
from Bandiagara, three from Djeanne and four from Fatoma (Mopti).

The criteria for choosing villages took account of
accegsibility and the diffzrcent types of VRP activities in such a
way as to enable us to understand the villagers' image of each VRP
activity. It should be noted that during the interviews the
soclologist was always accompanied by an extension agent who
introduced him to the village chief.
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SCOFE OF WORK FOR
IN=FIUBE EVALUATION
ON THE VILLAGE REFOREBTATION [FROJECT
(6E8-~0937)

Lo OEEGLIYED. QF EYALUOTION

Ihe whjectives of this joint USAID-BRM in-house ovalustion ares
1. ta asdsass *the progress made btoward attaining the
projact purpose and measure actual  verasus planned
Prograus g
e to daetermine tha utility ol the adop tecd
racamnendat.ions (raom the 198% mid=term aovaluation and
the degree to which those recommendations have been
foplamented;

3., to analyze the major constraints (institutional,

managerial, technical, gocinlogical) that hinder
preject implamentation and effectiveness)
q. tao formulata specific recommandat lone for

allaviating the identified constraints and {mproving
project performnanca; and

S. to assess the feasibility of a three-ywar extension
phasa and proposae any madifications i1in project
structure, oriantation, or implementation mode.

(L. BAGKBROUND

iha Projact BGrant Agreament was wsigned on Septembar 26, 1980
vii th a LOFP funding lavel of $495,000 from the reglional
Nhceelerated Impact Program (AIP) and a PACD of Soptember 3I0,
1838, Actuasl funding became available in flay of 1981 and
supported project activitioes in the Ilopti and Bandiagara
circlos,.

Iin July 198%, the Grant Agresment was anended to providae
incremantal funding of $160,000 from UMHiasion bilateral fundw
and to extaend the PACD to September 30, 1987. This amendment
purmitted project aeactivities to commence in a thierd circle,
Djenne.

Tha qoal of the project is to contribute to the rehabilitation
of Mali's renewable resource base and thereby improve the
well~baing of the irural population. The project hes a dual
purposes first, to identify succusaful and comt «tfective wnwans
for achieving reforestation and a more wificiant use of wood
resources by and with the full participation of the rural
populationy and wsecond, to encourage locally autonomous and
rauponsible environmental management at the village level.
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the pilot naturae  of  the project nesde Lo bhe undurscored. I
viaw une Wt bhe ficet rural (orastery (ndtlat tven  undartakened by
tho  Maltan  Forewt Bervice and ooe  of the 1{rut projecte to
vphawl 2@ tha axtanaion rolae of forusutry  agontwu, A puch,
L taan dungrea of fladbility in needed Lo allow for a powitivae
ovalution of projact. and ftwe o Tustabione,

Ihe project  strategy includes (he developmoenlt of & support
wywtuwm wit v throo alenenter  firat, the crestion of a tree
nursory infrastructurey seconc, the astrengthening of  Lthe Malian

Foaroub HBurvice'w axt.ongsion capab il it teug and  third, the
implemantation of demanstration, @uprar fmontat fon and data
wllection  activitiow. FProjecl personnel include toreutare and

technicians  from the Forest Service, Conmunily Development
Mgunls  swconded to the project, Feace Corpws Voluntowers, and
support ataff recruited by the projaect.

fomid~term wvaluation of the projact wauw conductad in July of
1963 wilth tha major recommendations adoptod bilaterally in FIL
Ha. 10, Maeese recommendations have been fulfillad to varlous
dagreas and will constitute one element for otaminetion in the
prasent  evaluationt: to deternine the Ut Lanauy of thae
recomnendat ione in impraving project parformance) and why
rocommandations wera followaed, only partially follaowed, or not
flallowad «t all.

Na a pilot rural forestry effort, the VRF has provided valusble
lessons  and axperiences about appropriatae tachniques and
approacheu. The project has evolvad from the umphasis in the
uar ly yearu on communal woadlot interventions to the current
orientation on promoting & diversification ol agrofoarocetry and
w0l l conuarvation activities with dindividuat faeraors in theie

fields. Frivate and wschool nurseriece, villayae and family
compound tree-planting, and appropriegte  braining for projaect
wtall and villagers comp lament atd  wtroengthan this now

aorlontat.ion.

The past two years, in particular, have witnessed oncouraging
NLgNe both from farmore and projuect personnael visa-d-vie
powitive attitudes to pilot interventionn uuch assr  planting of
NGacia albida in millet fielduy eutabl.whment of windbroaks and

live fences) creation of village, individual and school
mini=nureerias; and contour rock tecracing to reduce erosion
and increoase water retention. In view of sustaining this

prograss and allowing the pilot initiativaes to take root in the
fiald, USAID/Bamako is considaring & threoo-year extension of
the project to SBeptember 30, 1990 with additional bilateral
funding of $750, 000, This avaluation will asseus the
feasibility of such an extension.

8
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U GREGLE LG UURRLIUNG L0, RE_ORRRESRED

('I’H

Managwounl J0caa0iiakian
Lo Frojegl naoademant  d0d_ suReryiuions

(a) Han it bawn adeguate in  toroed of ol fectivanoess,
dymaminm and leadership ats

=~ the Ragional level (DREF)

“ the Cantonnement level (Chefs do wlation, d'ewguipe)

~ the National lave!l (DNEF, USAID)

(b)) What weaknossaes, conatraints of current management
structure can be identified?

() How can project management be strongthenod?

= rainforcamant of current management etructure?

« assignment of a full-time Chef de projaet?

- assignment of a Tachnical Aguistant oo countarpart
to Chef de projat?

- greater supervisory input from the MNational level?

Eraject_organizations

(a) 1w current organization of projuct personnel an
efficiont one? le it wall-dafined in ‘tarmes af rolews,
rosponsibilities and authorities?

(b) What arae the advantages ond disadvantaqes of
having project field parsonnal operate out of
cantralized stations (Fatoma, Bandiagara, Djenne) as
opposed to morae decentralizaed locations? Of
special ized (nureery, axtension, axporimentation
agents) versus a more genaral role? '

(c) 1s there sufficient delegation of autharity to the
field leval (Chefs de station) for programming and
budget planning purposee?

(d) How can project organization be improved?

Finpancial_managemynt_and_rceparting!

(a) Are currsnt project financial account. ing and
reporting procaedureos accurata, consistant and
conmansurate with USAID roequircomaentas”? with BRM

raquirementsa?

(b) Do reporting procedures provide project management
vith detailed, accurate and timely information on the
level of financial raeasources being expended at each
station and for each programmed activity as waell as
contingenciaes?

(c) Is the financial information in a format that is
ugaful to project managemant.?

(d) Does the current system of quarterly budget
advance requests and monthly jumtification repacts
pose@ any problems with regard to budget planning,
funding delays and impact on planned activitieg?

(@) Are filing systoms adequate {or managemoent necdu?
(f) What improvements are neadad in financial
managemant systems, accounting procedures, reporting
formates and training of the project accountant?

-3 -
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de EQacw. GRLRARY
(a) What roles and functionu have bhewn provided by
Vaoluntewrs aasigned to the projuact’
(b) What impacts have they had on tho project?
(@) hava there baon probloems n role definition,
countarpacrt relationus, and Peace Corps staflf support?
() What are Peace Corps' plana  for the uuae of
Voluntears in the project extension phawmo?

B, Bubension
1. Butanmion_ tean_Qraanizatinol
(a) Has the toam composition ol forcstry agent,
community Davelopment Agent, and Feace Corps Voluntear
been an effective and dasirable one’
(b) What are the relative advantagoeu and disadvantagus

of centralized teams versus a more docenteraliced
wtructura with Qach agant raeuponniblae for all
extension work within a number of selected villagew?

(<) 1¢ thore adequate extanoion pragrammings nite
oelection, needs asvassnent, Ltauchnical advice,
manitoring and feaedback?

(d) How c&n the project bottar promote

“rasponsibilisation”" and "motivation" aof ite parsonnel?
(@) Bhould the project includo village aontension
warkaere (anaadreurg villageoiy) in ito activities?

<. Yillager_ paccgetions:
(a) How do villagers perceive the oxtension agentes and
thae project interventions they promote? ‘
(h) What do villagers peorceive wus their critical
anvironmantal prablems and their priority forastry
needs? Are these adequately addresved by the project?
(c) Has the Condition Precaedant prohibiting reprossive
forestry activities changed the villagers' perception
of the Forast Service and forawtry agentas? To what
dagree have agents been able to sonsilizeo villagers
vis-a=vis explanation aof currant forestry laegislation
and the role of villagers in environmental protection?
() Which project interventions (mini-nurseriaos, .
albide interplanting, windbreaku, live fences, contour
rock terraces, village and cumpound plantings,
roadside plantings, villaga waodlats, improved
cookstoves, etc.) do villagers perceive as the most
beneficial to them? Which are perceived as the least
benaficial?
(@) What benefits have already accrued to villagars as
a rasult oaof the project? What ococial impacts have
resulted from the project?
(f) What has been the laovel of participation af
villagers in projact activities? What Las boewn tLhe
rolae of village woman?

-4 -
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(g) NHrae 1Y ) diffaraoncay 11 voa parcopt ion of
environnental and forestry problaems  botween "projact
villages" and "non-projaect villagow"?

(h) T what extent has the project promoted locaelly
avtonamous aenvironmantal managenant practices?

3. lcaindoas
(a) What types of training activibties have the project
provided to project pearsonnel’? to villagarw?
(b)) What training noeds still exist'?

4. Gallahoration:
(a) I theére adaquate collabaoration between project
axtengion afferts and thouoe of othar organizations in the
project zone?

C. (eghnical

1. Canlral_nursgrians
(a) How s sewedling production in the three central

nurgaries with regard to choice of wpecies (indigenous,

exotic and fruit trees), quality, and gquantity produced?
(b) Arae nursary production targets well-matcheod to the
extenaion program activities and needs”?

() What improvements are needed in programming nursary
production and in nursery techniques?

(d) What impact has the now palicy on sale of seedlings
had on project activities?

2. Mini-nurseriqus
(a) How successful has been the introduction of village,
school and individual nurserias? '
(b) What inputs do they receive from the project?
fre these inputs sufficlient? If not, what additional
inputs are needed to improve the qualitly and quantity of
seedlings produced?
(c) What is the potential of {these mini-nurseries in
terms of sustainable, small private enterpricses? Ara
there sufficient local demand and markets for sweedlings
praduced in these nurseries?

$. _Aareforestry_and_Seil_Coomecvations ‘
(a) How successiul are the pilot interventions involving

. alhida interplanting, windbreaks and live foences? Are
villagers ready and willing to replicate these activities
in their fields?

(b) What is the praesent sestatus of soil conservation
activitiess contour rock taerracing in combination with
tree planting, establishment of “"protection parcels” that
oxclude human and livestock activity?

(c) Aire there any technical problems with the
intervontions to date which muat be corrocted?

AV
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. Vil lagw waQdle v
(i) What legsons bave heen learned  f(rom  the project's
Wartly wophasis on caommunal woodlolta?
(b) Which wpecies, and under whal condibiona, have Qrown
baut in woodlotw? What are the edtimalod rated f  growth
and vyield in project woodlote? bliat. wire Lthe estimated
costy of woodlot establishmeont™?
(c) Haw thare been any replication of this intervention
by villagara?
(d) UWhat reconmendation can be madae for vitlage woodlots
in the projact oxtension phase?  ;

4
Meo lopeoved caakplaye s ‘
(i) To what extond have improved coohstoves boun built
maintalnad and used regulacrly In Lhe projact zone? ‘
(b) What othoer organizations are involved In cookstove
pronotiaon and what is thae dagree of colluaboration with
the project?
(c) What 1ia the potential, in HMopti and other "urban'
arcas of the Fifth Region, far the prosotion of portable
metallic woodstoves? Are therae opportunities for
collaboration with the VITA Fortable Metallic Coolkstovas
Froject (688-03237)7 _
4
e WUthere_interventionss ;
(a) How successful have the following intervenltions been?
-trae planting within family compounds; ‘
-tree planting in villagoe public places (nosques, i
schools, markets, etc)y '
~treae planting alongside roads; and

-planting af fruit trees.

7. Euporimentation/Demanstirutiop:s

(a) What useful findings/reusults have energed from the
euperimentation and demonstration conponents of t.he
project? Have they been diffused and applied Lo angoing
activitiea?

(b) What thenes ar spucific problems should
aexperimentation/demonstration addrasy in the project
entension phase? How should it be carried out (@.9., 1in
geparate plotde, in nuraeeries, in farmers' fields)?

8. Reperting_and_information_flow:
(a) De present reporting formats provida useful
informat.ion to project management at field, raegional and
national levels? Can reporting systems be improved?
(b) s there adequate information tlow and (Veedback, both
vertically and horizonlally? ‘
<) fo what extent has data collection been instituted?
What types of data has been collected and for what
purpase,
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D Projech Bxienw.. 0. Ehawss
1. What ia the feasibility and dewirability of axtending
the project for three yaara?
A Which aspacts of thae management, organization,
antenuion and technical componentys o tha project wouwld
regquire modification ar strengthoning?
d., How can projaeact ectivitiew bw intonwiiied and mora
widuly diffused within the projoect zonw?

V. TEAM_COMPQSITION_AND TINEERAME

this ovaluation has baan conceptualized es W "in-~house" affort
tw the extent that gqualified USAID and BRI porsunnol would be
identificed to parform the scope of work. Thiw iw bauad on  two
premigsess 1) project funds for the evaluation are very limited)
and ) the concise and direct nature of thiae avaluation
roguires  toam membergs who are familier with Lhw problems and
guushkions to be examined. To maintain objactivity, the project
managers at DNEF, DREF and USAID will not bo team members,
althouyh they will be closaely associated and consulted oa
resources parsons throughout the evaluation procows.

The proposed team composition 1o as follows:s

ugalb GRM
Deasign and Evaluation Officet Forastar
Forestar Sociologist

Froject Management Bpecialist

The desired timeframe for carrying out the evaluwation is from
January % to 24, 1987, with approximataly two weeks of field
wurl in the Fifth Raegion and one weaai of interviews,
discussions and report writaing in Bamako.

The tentative schedule is presented belows

January
4 Working dinner chez Lai
5 Courtasy calls at DNEF, UBAID,
Paace Corps; diuscussions of evaluation
& : Travel to Mopti
7 ' Courteey call to Bovernori discussions
with projact staff
8-9 ' Site visiis Bandiagara
10-11 Sita visits Koro
12-13 Bite visits Djenne
14=-15 . Site visits Fatoma
16 ' Wrap-up discussions in Popti
‘17 Return to Bamako
19-24 Report writing
..7 -—
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For the site viesile Lo Bandiagara, Djuanne and Fatoma, each Chef

i cantonnemant. haus  been roquested to welact & range af
villages and witew which can be visitod within the two days
allotwd to each cant.onnamant and which rapraseant, f aur
catagor iws 1) succeesiul, Q) modarately usuccosaful, L)

tastlure, and 4) nat includad in project.

koro is included in the itinerary to permit Lthe team to woe
tirat-hand the activities of the CARE WVillage Agraoforestry
Froject  and compare organizational structurve and edtension and
tuchnical approaches enplaoyed by the VR and CARE projecta.

V. EEQIERI_RQCUMENIATION

The following documentation has baeen scleclted (0 serve as
referance for the team maembers.

Project Paper

Praject GBrant Agreement and Amandmant No. i

Mid=Term Evaluation (July 1983)

Flan Directeur (1983-87)

Plans d'Operation (1984-83, 198%5--86, 1986-87)
Salected Project Implementation Letters

(NO.7, 10, 14)

Rapport d'auto-eveluation de la campagne dJd'activites
1984 (Dac. 19864)

- axamples of

-= Quarterly budget advance requests

-- Monthly reporte from stations

-= Quarterly report from DREF

-- Supervision trip report (DNEF, USAID)

-= tonthly financial justification reports

- Project organigramme.

I T T B |

LI B |

In addition, other documentation at UBAID, DNEF, DRKREF and the
three stations con be corsulted as needed.

vi. _ESIIMATED._BURGET . u

The Mission will assume the travel and per diem costs of USAID
staff involved in the evaluation. The Mission will also
provide two vehicles and chauffeurs for the field work. ’

The project has resecrvad funds to cover paer diem and honararium
payments for the GRM team members and to dofray & portion of
the vehicle field costs for Fifth-Region fiald work. ’

‘u ; u,‘.
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ANNEX D

COMPILATION OF EVALUATION RECOMMENDATIONS

III. Management and Organization
A. Project Management and Supervision
A.l Direction and leadership

(1) That the Forest Service immediately conduct an in-depth review of
all personnel assigned to key leadership positions in the VRP vis~d-vis the
exceptional leadership requirements of a "pilot"” project like the VRP and take
steps to insure that the VRP leadership is up to the challenge presented by
this project. Further, that the Porest Service constantly review VRP
leadership to insure that it continues to meet the project's nseds.

(2) That the Forest Service (and, as ' appropriate, USAID) take
administrative steps to insure that all 1levels of VRP 1leadership spend
sufficient time 1in the field to insure continuous famillarity with the status
of project implementation and the constraints which must be overcome to insure
project success. Recomnended levels of field time fnclude at leest three days
per cantonnement per quarter for national level project managers (accompanied
by the Regilonal Director), an additional two days per month per cantonnement
for the Regional Director and five days per cantonnement per month for the VRP
Technical Director.

(3 Thac the Forest Service set up an administrative process to review
at appropriate intervals authority delegated to project leadership at the
various levels vis-3-vis their responsibilities (duties).

A.2 Planning

(1) The teem wants to reiterate and expand upon an important

. recommendation from the 1983 evaluation, that Chiefs of Station and below be

given clearly defined authorization and reaponsibility for planning, budgeting
and implementing field operations.

A.3 Management

(1) During the next supervision visit, the DNEF and USAID Project
Officers should work with regional and station personnel to establish
organized and complete reporting and filing systems. Follow-up on
establishing these ayatexs should be done during subsequent visits.

(2) Each Chief of Station should supply the DNEF and USAID a list of
relevant documents which their station needs. Then, during the following
quarter, DNEF and USAID would do the necessary photocopying and distribution.
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(3) An effort should be made to provide tha regional office and each
atation with a basic technical reference library using project funds.

(4) To reiterate a recommendation from the 1983 evaluation, DNEF ahould
ageura the dissemination of technical information batween projects within DNEF
with comparable objectives particularly by its Division de Conception, Projaet
at Programmes and its Subdivision de Reboisement et Aménagement.

(5) Tha VRP sghould move immediately with USAID TA to establish a
commodity procurement and inventory coantrol system which will be completely
"adequate” for FAA Section 121(D) compliance purposes. Such a system should
include vehicle (including motorcycle) use reports. A system of reports
should be developed for commodity procurement and management and these should
be submitted regularly (probably semi-annually) to DNEF and USAID.

(6) Annual commodity procurement plans need to be prepared and approved
during the annual planning cycle.

B. Project Organization

(1) Scopes of Work for each project position from the Project Director
thorough station persoannel should be developed and agreed to by all parties
concerned. This will better define in writing the role of each position with
specific duties and responsibilities. Also, this will clarify delegation of
authority at each level

(2) Future payment of primes under the Project should be based on work
performance. The procedure for paying primes on this baais should be worked
out among DREF, DNEF and USAID and formalized by the issuance of a PIL.

C. Financlal Management

(1) Modify financial management procedures to begin monthly, instead of
quarterly, requests for advancement of funds,

(2) USAID sghould provide technical assistance to the project to
establish an analytical accounting system and train regional and cantonnement
level personnel in its use and application.

(3) The project's regional accountant will have to dimprove his record
of monthly aite visits to each station to adequately supervise and monitor the
implementation of this accounting system,

D. Peace Corps

(1) The APCD for forestry should visit Volunteers assigned to the
project at least once every quarter, It would be useful if she coordinated
her site visits with the supervisory visit to the project by DNEF and USAID
persoanel ., '

A\
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VRP/Village Raelationships
A. (NONE)
B, Extension and Training

(1) That the training program ba strengthened signifizantly, with close
concentration on countent and stress on ensuring sufficient practical --
as opposed to theoretical -~ training experience. Particular attention
should be paid to establishing an appropriate prograz (with a definitae
plan and schedule) for extension agents to give them training in both
the technical and community relations sides of their jobs. A separate
training program should be devaloped for villagers in the VRP area.

(2) That extension work be "decentralized” during any project extension
with agents essentially assigned to work by themselves in a certain
number of villages (this does not preclude various joint activities with
other agents when appropriate).

(3) That limited experiments be made with taking “"village extension
agents” into the VRP, with an appropriate system to measure their
effectiveness in the VRP program.

(4) Tha: further discusseions be held between the FPorest Saervice and AID
on the desirability of drawing more of the "regular” foreastry agents
into VRP activities.

(5) That detailed discussions be held with the Peace Corps to determine
whether they are willing to make further assignments to the VRP and, if
they are, that a close reviews be made of the desirability of having PCVs
in the role of extension agents.

(6) That VRP management (down through Chiefs of Cantonnement) actively
seek out and follow~up on possible ways of achieving effective
collaboration with other extension services with a current or potential
real interest in reforestation conservation.

C. Fining Policy

(1) That the FPorest Service and USAID set a definite date for
reconsideration of the VRP ban on fining (and wearing uniforms) and that
a definite plan be elaborated to gather relevant information on the
subject prior to convening the meeting to reconsider the issua.
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v, Technical Considerations
A. Nurserien
Central Nurseries

(1) Annual in-service tachnical trainine programs should be
developed for all nursery personnel in genergl and those with limited
experience in particular.

(2) Closer supervision should be provided by Station Chiefs and
the Project Technical Director to assure the application of good aursery
techniques. (See Management section and No. 3 below.)

(3) Reporting and documentation shouid be improved by requiring
the nursery chiefs to maintain 3 permanent hardbound notebooks on (a)
production, (b) distribution and nales and (c) a daily work log. The daily
work log should also note viaits by project supervisors and other personnel.
The log should be initialed by the visitor on the appropriate day and include
comnents and observations on nursery production. The Station Chief should
raview and sign all notelooks attesting to their adequacy at least once a
moath,

(4) Nursery planaing should cover a two-year period and should
deal directly with possible constraints in the supply of essential inputs.
Planning must take into consideration at a wminimum (a) an analycis of the
previous three years' expirience with special emphasis on 1increasing
production of those species totally distributed during earlier years and
decreasing production of those species consistently left as unmoved stock, (b)
detailed discussions with the extension teams and technical agents on
villagers' expressed desires for the coming campaign, (c) detailed discussions
with agents involved in experimentation and extension on tha species that have
been the most successful (i.e, have the highest survival rates), (d)
estimations of the trends in rural interventions and the spacies most
appropriate for these ianterventic.u3, (e) the production of mini or
decentralized nurseries, (f) an analysis of the needs of various political
organizations and administrations and their commitment to 1in fact use the
seedlings (as evidenced by advances 1f possidle), (g) the negotiation of
pational and/or regional targets and (h) estimates of the needs for the
campaign following the current planning cycle.

(5) The project should be aexempt from strict adherence to
nationally or regionally imposed production targets when these targets clearly
do not coincide with project needs. However, it is the responsibility of the
naticnal and regional supervisors to assure themselves that production 18 more
or less matched to the means available to the project.

(6) Organization and management should be improved especially in
terms of personnel and material, Nursery laborers paid with project funds
should not be diverted to tasks unrelated to project goals.

A




s e

ANNEX D (5)

Mini-Nursaries

(7) Individual or group mini-nurseries should be actively promotad
by the project aspeaially when (a) the projeat has halped develop a water
source, (b) they can be integratad with garden plots, and (¢) when links vo
high potential interventions exist.

(8) The project should continue to supply techaical advice au well
as certain 1inputs such as odeeda or pats. In the short term this support
should be free. In the medium term, if there 1s no development of alternative
sourcas of supply, the mini-nurseries should pay for laputs. The project
should not develop water sources solely for mini-nurseries but strive to have
mini~nurseries integrated into eitustions where the water problem has baen
resolved.

B. Rural PForestry Interventions

(1) Every effort must be made to eliminate the need for watering of
rural interventions. Special emphasis should be placed on the following:

(a) Planting date. The optimum planting “window" 1s fairly
suall. Planning and mobilization of resources ohould be 4improved to assure
that the maximum amount of planting is done within this window.

(b) Soil and seite preparation. Adequate soil preparation defore
planting is essential. Plowing of planting sites should be encouraged where
possible and the use of large planting holes should be required.

(c) Species selection. Additional efforts to select and promote
species proven in the zone and suitable for individual eites and types of
ianterveations.

(d) Nursery techniques. Central nurseries should emphasize
production in pots. For "large scale” plantings temporary nurserins near the
site should be tried. Production should be deceatralized through the
encouragenent of mini-nurseries.

(e) Water harvesting and conservation. Water available to the
plant should be substantially increased and optimized through the use of
well-known techniques for water harvesting and conservation such as
aicro~catcliments, mini-dikes, etc.

(2) Windbreaks. The site and species selection for windbreaks should
be improved. They should be better integratcd into existing farming systems.
The s8scope of this activity in time and space needed to provide benefits to
agricuitural should net be underestimated. A larger view of the long-term
development of a windbreak system is needed.
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(3) Living Fences. Living fences appear to ba a promising intervention
and should ba more activaly promoted by the project. All means necedsary for
dccelerating Ltes extansion should be employed.

(4) Mim an defens. The number of official mis en defens parcels should
not be increased. Howaver, the tachniques of natural vegetation managemen”
and {mproving regenaration ehculd be more broadly appliaed to farmers flelds
and village space.

(5) Woodlots. The trend towards the de~emphasis of woodlots should
continue. Present plans in this regard should be revised downward. Howevar,
there 1s a relatively minor yet important role for small-scala, 4individual
woodlots for building poles and orchards for fruit production.  The objectives
of woodlots must be clearly and realistically defined and matched to a market.

(6) "Alignments” and "Political” Plantings. The project should avoid
participation in all plantings where the objectivas do not coincide with a
real rural priority and need. Prestige aad politically wmotivated plantings
should be eliminated.

(7) Soil Conservation. These types of activities should be promoted
even vwhen they do not involve the physical planting of a tree. They are a
legitimate forestry technique and respond to the project's objectives
concerning enviroamental management.

C. Experimentation/Demonstration

(1) The project should develop a research program which clearly defines
overall objectives and goals and the means necessary to achieve these goals.
It should be integrated with production and intervention components. The
prograz should be reviewed and approved by USAID, DNEF and INRZFH.

(2) Applied resesarch protocols should .ogically follow from the
program. Protocols should define the types of supervision and the periodic
reporting requirements; plans for the dissemination of results and the
disposition of the trials after results have been obtained .

(3) The scope of research shoull be broadened from on-station trials to
include datas collection and analysis of rural forestry iaterventions and
“desk” studies. It should also include non-tree-planting forestry activities
such as vegetation management and so0il coanservation.

(4) National-level supervision should be {incr:zased and improved.
Attempts should be made to keep personnel turnover to a minimum in this
component,

(Ll
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ACRONYMS AND ABBREVIATIONLS

AGENCY FOR INTERNATIGNA'. DEVELOPMENT
(see also "USAID")

ASSISTANTY PEACE CORPS DIREBCTOR

COMITE INTER~-ETATS DE LUTTE CONTRE LA SECHERESSZ AU SAHEL
(MULTINATIONAL COMMITTEE TO COUNTER THE SAHEL ODROUGHT)

DESIGN AND EVALUATION OFFICE

DIRECTION NATIONAL DES EAUX ET FORETS
(FOREST SERVICE NATIONAL HEADQUARTERS)

DIRECTION REGIONAL DES EAUX ET FORETS
(FOREST SERVICE NATIONAL HEADQUARTERS)

FOREIGN ASSISTANT ACT

GROUPEMENT DE RECHERCHE SUR L'ANLMATION AGRICOLE ET LA
PRODUCTION.

(ASSOCIATION FOR RESEARCH ON AGRICULTURAL EXTENSION AND
PRODUCTION - BASED IN BURKINA FASO)

GOVERNMENT OF THE REPUBLIC OF MALI

INSTITUT NATICNAL DE RECHERCHE ZOOTECHNIQUE, FORESTIERE ET
HYDROBIOLOGIQUE

(NATIONAL INSTITUTE FOR RESEARCH IN ANIMAL }USBAMNDRY, FORESTRY
AND HYDROBZIOLOGY)

LIFE OF PROJECT

PROJECT ASSISTANCE COMPLETION DATE

PEACE CORPS VOLUNTEER

PROJECT IMPLEMENTATION LETTER

TECHNICAL ASSISTANCE

UNITED STATES AGENCY FOR INTERNATIONAL DEVEL(PMENT ("USAID"
usually designates the AID Mission in a given country while
"AID" is most often used to designate AID 's a whole.)

VILLAGE REFCRESTATION PROJECT.



B.p. ; nmalw

(INTERNATIONAL ADDRESS)
USAID/Bamako
B0 M
Bamako, Mall

TRADUCTION OFFICIEUSE

Bamako, la S Avril 1984

Monsieur le Minist .

Chargé du Développement Rural
Gouvernement de la République du Mali
BAMAKO

OBJET: Evaluation du Projet Reboisement
Vi1lageois No. 625-0937,09A

Lettre d'Exécution No. 10
REF: Rapport d'Evaluation Intermddiaire

Monsieur le Ministre,

J'at 1'honneur d'&tablir par-la présente
notre accord mutuel concernant les recomman-
dations de 1'évaluation intermddiaire du
projet cité en objet. Comme 11 en a é&té
discuté avec les membres de votre service,
les actions suivantes seront entreprises en vue
de satisfaire les recommandations de la dife
evaluation:

1. Actions visant 3 1'am8lioration de la
Gestion Financidre et la rentabilité '
économique du projet;

1.1. Le Service des Eaux et Fordts
affectera un comptable professionnel & 12
Direction du projet 3 Mopti.

1.2. Le comptable suivra une formation
au bureau de 1a comptabilité & 1'USAID dans
le domaine du systdme de la comptabilité des
projets. I1 se familiarisera avec un systéme
de comptabilité simple qui 1‘'aidera dans
1'&tablissement d'une comptabilité analytique
pour le projet. Le Servics dss Eaux et Fordts
et 1'USAID mettront au point un systéme simple
de comptabilité permettant une gestion adéquate
des revenus du projet.

USAID au MALI
AMBASSADE AMERICAINE
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(U.S. MAIL ADDRESS)
USAID/Bamako

Dept. of State
Washington, D.C. 20823

Bamako, April 5 1984

Minister of Rural Developmsnt
Government of the Republic of Mali
BAMAKO ‘

SUBJECT: Evaluation Recommendations Village
Reforestation Project 625-0937.09A

Implementation Letter No. 10
REFERENCE: Mid-Term Evaluation Report

Dear Sir:

I have the honor %o set forth herein
our mutual understanding concerning the
implementation of the recommendatioms of the
referenced evaluation. As discussed with
members of your staff, the following actions
will be undertaken to fulft:11 the evaluation
recommendations:

1. Actions needed for the improvenent
of the financial management and the econowic
viabi1ity of the project:

1.1. The Forestry Sarvice will assign
'a‘ q::lif‘led accountant to the project in
optl. .

1.2. The accountant will be trained by
USAID in project financial management. The
accountant will be exposed to a simple
accaunting system that will aid in the
establishment of an analytical accounting
system. The Forestry Service and USAID will
develop a system for the adecuzte management
of project revenues.

Miatetrs clargé da
Doy ot Rurd .

COULL ARRIVEE.
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1.3, La comptabilité sera concentrée au
niveau de 1a Direction Régionale & Mopti et le
compte du projet & Bamako sera fermd,

1.4, La Direction Nationale des Eaux et
Foréts supervisera et assistera la Direction
Régionale dans 1'atablissement des budgets et
dans 1'analyse et le¢ suivi des dépensas du projet.

1.5. Le nombre des manoeuvres recrutés pour
les travaux des pépinidres sera réduit & cinq (5).

1.6. Le service des Eaux et Fordts et
1'USAID étudieront 1a possibilité de 1a mise en
ceuvre d'un programme de vente de plants pendant
la campagne de reboisement 1984,

2. Actions visant & 1'am#lioration de
1'exécution technique du projet:

2.1. Un adjoint technique doit étre
affecté a la Direction du projet & Mopti, les
termes de référence pour son travail sont
définis dans le rapport d'évaluation.

2.2. Le programme des actions techniques
du projet sera établi par la Direction Régionale
du projet chaque année en Janvier et fera 1'objet
de 1'approbation par la Direction Nationale et
1'USAID. Ce programme indiquera toutes les
actions qui seront entreprises par cha.ue unité du
projet ainsi que 1les voies et moyens pour y
parvenir. En outre, sur la base de ce programme
annuel, l1a Direction Re?ioaale du projet établira
des programmes trimestriels et mensuels
d'exécution des activiteés,

2.3. Le cahier de la pépinidre, de
1'expérimentation, de 1'équipe de vulgar.sa-
tion et les rapports du projet dunneront plus
d'informations analytiques et de détails sur
les travaux d'exécution du projet.

2.4, L'a-zent ne sera plus mis uniquement
sur les bosquets et plus d'efforts seront faits
dans le domaine de la foresterie rurale: ombra?e.
alignement, haies vives, brises vents, production
des arbres fruitiers, contréle de 1'érosion,
conservation des sols, agroforesterie, inter-
ventions sylvopastorales, etc.
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1.3. The financial management system
will be concentrated at the Regional level
and the Bamako project account will be closec

1.4, The National Direction of the
Forestry Service will supervise and assist
the Regional Direction in the preparation
of budgets and with the analysis and monito-
ring of project expenses.

1.5. The number of workers per nursery
will be 1imited to five (5).

1.6. The Forastry Service and USAID
will study the possibility of a program of
seadling sales during the reforestation
campaign of 1984,

2. Actions to improve the technical
aspects ¢f the project:

2.1, A technical advisor will be
assigned to the Regional Direction in Mopti.
The scope of work for the advisor is defined
in the evaluation.

2.2. An annual pro?ram of technical
activities will be established by the
Regional Direction in January of each year
and will be approved by the Forestry

Service and USAID. This program will indica
all activities which will be undartaken

by each project component and the ways and
means of achieving them. In addition, on
the basis of these annual pro?rams. the
Regional Direction will establish quarterly
and monthly work plans.

2.3, The nursery, experimentation and
extension work-books, as well as the
monthly reports, will provide better analyti
cal information and details on the implemer
tation activities of the project.

2.4. village woodlots will receive
decreased emphasis. and more effort will be
made in the area of rural forestry., This
includes but is not limited to shade tracs,
1iving fences, boundary plantings, wind-
breaks, fruit tree production, erosion
control, soil conservation, agroforestry
and sylvopastoral interventions.



2.5. La gestion de 1a pépinidre doit &tre
amélioréde at 1'accent mis sur la diversité des
essances d'arbres qui seront produits y compris
las essences locales et fruitidres, la qualité
des semences, des plants (hautes tiges de 1 ou
2 ans), et sur 1'augmentation de la production
des plants en pots.

2.6. Les parcelles de démonstration
seront 1imitées au nombre de trois (3) par
carcle pendant la durée du projet. Les
travaux de plantation et d'entretisn dans ces
parcelles se feront avec la participation des
villageois. Les moyens mis dans ces parcelles
seront ceux disponibles au niveau des villages.

2.7. Le projet aidera dans la création
d'un minimum de trois pépinidres villageoises
ou privées par cercle & partir de 1'année
1984,

2.8, Le service des Eaux at Foréts doit
organiser un séninaire d'information et de
formation au cours de 1'annde 1984 auquel
participeront les représentants des services
de développement rural et les autorités '
?dmi?istratives et politiques régionales et

ocales.

3. Dans 1'optique d'une planification
et d'une organisation plus rigoureuse du
projet, un plan directeur et un plan
d'opérations annuelles doivent &tre &tablis,
les fiches et formulaires recommandés par
1'évaluation étudiés et adaptéds aux besoins
¢ projet, les cahiers de pépiniédre,
d'expérimentation et de vulgarisation tenus
correctement, _

4. La vulgarisation des foyers améliorés
doit &tre ralentie jusqu'd ce qu'un moddle
plus approprié soit développé ou qu'un expert
qualifié soit recruté. Les responsables du
projet doivent suivre le travail des
organisations impliquées dans le développement
et la vulgarisation des foyers.
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2.5, The management of nurserfes will be
improved and emphasis placed on the production
of a diversity of tree species, 1nc1ud1n?
local species and fruit trees, The quality
of seeds and seedlings (1 or 2 year old seed-
11ngs will be improved, and the quantity of
seedlings 1n pots, will be increased.

2.6 . The demonstration plots will be
Timited to three (3) per district for the 11fe
of the project. The establishment and
maintenance of these plots will be done with
the participation of villagers. The maans
used for these plots will be those which are
available to villagers.

2.7, The project will assist ip the
establishment of at least threc village or
private nurseries per district over the 11ife
of the project, starting in 1984,

2.8, The Forestry Service will organize
an informution and training seminar in 1984,
Representatives from the rural development
organizations and political and adminfistration
officials will be invited to participate.

3. To improve project planning and
organization a master plan and annual work
plans will be established. The forms and
worksheets suggested by the evaluation will
be analyzed and adopted for the project,
and nursery, experimentation and extension
workbooks correctly kept.

4. The extension of improved woodstoves
will be slowed down until such time as a
more appropriate model is developed or a
qualified expert is recruited. Projaict
personnel will closaly follow the work of
organizations responsible for the development
and extension of woodstoves.
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5. Une mef 1leure organisation doit étre mise
en place pour assurer la coordination et la
communication continues entre tous les &léments
du projet aussi bien qu'avec d'autres services,

6. Les activites d'expérimentation dofvent
dtre développéas et exdécutées dans chaque cercle,
Le document du projet et celuf dn 1'évaluation
serviront comme base pour une expérimentation
simple et répondant aux besoins de 1a pépinidre
et des actions viliageoises.

7. Outre les recommandatiors citdes ci~
dessus, le personnel du projet ¢levra &tudier le
rapport d'évaluation et sera responsable de la
mise en application de toutes lus autres recom-
mandations et suggestions citées dans ce document
et visant & 1'amdlioration du projet.

S1 vous approuvez les procédures ci-dessus,
veuillez faire connattre votre accord en
signant cette lettre et nous rptourner la
copie.

Veuillez agréer, Monsieur le Ministre,
1'assurance de ma trds haute ¢onsidération.

"mnistre chargéd du 0
Développement Rural p'

L dovadeus At 45# o

AUa. rane

Date: [ %'d«amw

Ampliation: Directeur Général de la
"~ Coopération Internationale
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5. Projact orgenization will include
better continual coordination and communi-
cation batween all project components, as
well as with other organizations,

6. Experimental activities will be
developed and executed in each district.
The praject paper and the evaluation report
will serve a3 a guide for simple experimen-
tal activities which rospond to the needs
of the nursery and village level activities

7. In addition to the recx~ . .ndations
cited above, project personnsl will study
the evaluation and will be responsible for
the application of any other recommendat:or
and su?gostions that would improve project
effectiveness.

If you approve of the above procedures
please acknowledge your concurrence by
signing this letter and returning a signed
copy to my office,

Sincerely,

@o}QZ‘L‘ uli‘?s‘%”_'

Director

v
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