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I. Summary 

The f i n a l  evaluation fo r  the Village Reforestation Project (MP) i n  Mali 
took place during the  f i r s t  two weeks of January 1987. The MP is being 
implemented by the Gover~ len t  of the Republic of Mali's (GRM) For:.,st Service 
i n  the countryls F i f th  Region (Mopti); i t  i a  AID-financed. The VRP was 
conceived and designed a s  a "pilot" project  t o  t r y  out and evaluate ways and 
means f o r  the Forest Service t o  evolve f roa  a "police force" protecting Mali's 
natural  resource b a ~ e  through repression ( f i ne s  levied by fo res t ry  agents)  t o  
an "extension agency" teaching v i l l age r s  how to  build up and protect  the 
natural  resource base and fos ter ing the v i l l age r s '  par t ic ipat ion i n  the task. 
This evolution of the Forest Service has been mandated by nat ional  policy i n  
the face of evidence t ha t  the policy of represalon only ( inher i ted from 
colonia l  days) was not working and could not work because of l imited resources 
(on the physical dimension alone, there  simply a r e  not anywhare near enough 
foreet ry  agents t o  police Mali's countryside intensely enough t o  begin t o  
control  a c t s  des t ruct ive  of the environment). 

Mali faces a s i t u a t i o n  of intensely increasing pressures' on the na tura l  
L 

resource base. F i r s t  is an underlying increase caused by an ever-increasing 
population. Second, periods of drought na tura l ly  cause the population t o  
"mine" the reoource base t o  make up f o r  the  reduction i n  ag r i cu l t u r a l  and 
natural  vegetation. Aa a r e su l t ,  the de te r io ra t ion  of the environment i n  Mali 
and other countries of the Sahel has been dramatic, pa r t i cu la r ly  s ince  the 
l a t e s t  pattern of drought began i n  the  ea r ly  1970s. 

Mali's F i f t h  Region is known f o r  its environmental harshness, caused by 
low r a i n f a l l  and poor s o i l s .  Today, it l i e s  almost e n t i r e l y  i n  the Sahal zone 
and has averaip annual r a i n f a l l  between 500 t o  600 millimetres. It i a  a 
region of diverse ecological  conditions, economic a c t i v i t i e s  (including a 
major herding element) and e thn ic  groups. The f a c t s  t ha t  the l ives tock 
industry is one of Malile major foreign exchange earners and t h a t  the F i f t h  
Region is a t  Mali's geographic center contribute t o  making i t  an important 
area  po l i t i ca l ly , .  Al l  of these conditione were f e l t  t o  make the F i f t h  Region 
an idea l  area  f o r  a p i l o t  project  with the VRP's objectives.  

The VRP was authorized i n  1980 a t  a life-of-project (LOP) amount of 
$495,000 over f i v e  years. I n  July  1983 it was amended t o  add $160,000 and t o  
extend the Project  Aaaistance Completion Date (PACD) t o  September 30, 1987 
(which i s  the  current  PACD). A s  indicated e a r l i e r ,  the VRP's mandate was 
e s sen t i a l l y  t o  t r y  out  and evaluate a c t i v i t i e s  t o  res to re  and protect  the 
na tura l  resource baee I n  the project  area,  while ra i s ing  the v i l l age r s '  
consciourmess and involving then i n  the task of res tor ing and protecting the 
environment. The project  began operations i n  two d i s t r i c t  ("cercle") centera 
-- Bandiagara and Fatoma (near Mopti) -- and expanded t o  a th i rd  ( ~ j e n n e )  when 
i t  was increased and extended. 

A mid-term evaluation was conductad i n  July  1983 by a three-person team 
from outside. This evaluation recommended a e h i f t  i n  emphasis away frcs 
vi l l age  woodlots t o  provide fuelwood to other interventions,  a beefing up of 
technical  management through the creat ion of a posi t ion of technical  d i r ec to r  
a t  the regional l eve l  and ce r t a in  management and operational  improvemeuts. 



The present f i n a l  evaluation was conducted by a five-person "in-house" team, 
including a fo res te r  and a sociologis t  from the Malian Forest Service and a 
fo res te r ,  project  o f f i c e r  and design and evaluation o f f i c e r  from AID.  This 
f i n a l  evaluation had essen t ia l ly  standard objactivea of determining ac tua l  vs. 
planned progress, impact, conetra ints ,  e tc .  The underlying programmatic 
objective was t o  make a recommendation a s  t o  the f e a s i b i l i t y  and d e s i r a b i l i t y  
of a proposed three-year extension of the prs ject .  

The evaluation concludes t ha t  the VRP did achieve its purpose i n  the 
formal senise of having produced the magnitude of outputs cal led fo r  i n  the 
log ica l  framework's "objectively ve r i f i ab l e  indicators" and of meeting the 
"end of project  s ta tus"  conditions specif ied there. The VRP evaluation f inds  
tha t  the VRP has fostered be t t e r  re la t ions  between the  v i l l age r s  i n  the 
project  area  and the Forest Service and tha t  i t  has created a new image of the 
Forest Service a s  "environmental extension agents," exact ly  i n  the manner 
foreseen i n  the project  design. The v i l l age r s  have gained greater  awareness 
of environmental improvement and protection and devote increasing e f f o r t s  and 
thought t o  it. They a r e  f a i r l y  w e l l  v e r ~ e d  on the basics of conaervation 
l e  y ie la t ion,  including the Forestry Code. A num'bar of project  a c t i v i t i e s  have 
succeeded very well and those t ha t  have not have provided valuable experience 
and lessons learned. While not having solved i n  any manner the coneroveray 
about the  need fo r ,  and the u t i l i t y  o f ,  the Forest Service's f in ing system 
( fo r  in f rac t ions  of the Forestry Code), the VRP has kept the iseue up f ront .  
I n  shor t ,  implementation of the  VRP t o  date  has resul ted i n  a number of very 
posit ive developments and has demonstrated ra ther  conclueively t ha t  the  
project 's  basic approach t o  the r u r a l  areas  is correct .  

I n  the l a rge r  picture;  these very posi t ive  f indings a r e  o f f s e t ,  however, 
by the conclusion t ha t  the VRP f a i l e d  s ign i f ican t ly  t o  l i v e  up t o  its 
po ten t ia l  a s  a t rue  p i l o t  project .  While the measures of success i n  the 
log ica l  framework were achieved, the evaluation team concludes tha t  the 
logf.cal framework misrepresented the project  design by s e t t i n g  ta rge t s  lower 
than one would expect from the  project  paper text .  The VRP was found not t o  
have achieved the purpose i n  terma of the  higher accomplishments implied by 
the project  paper. . I n  par t i cu la r ,  VRP implementation was extremely 'def ic ient  
with regard t o  its t ra in ing  a c t i v i t i e s ,  t o  the development of a useful  
information system and t o  u t i l i z a t i o n  of avai lable  technology t o  fu r ther  
project  ende. 

As a r e s u l t  of theee def ic iencies ,  VRP accompliehmente were significantly 
below its po ten t ia l  and it l o s t  much of i t e  value as a "pi lot"  'project  
(par t i cu la r ly  because the information system did not produce da ta  permitting a 
rigorous soc i a l  and economic analysis  of project  interventiona) . The major 
cause fo r  these def ic iencies  and the resu l tan t  underachievement was a lack of 
e f fec t ive  project  leadership at the regioaal  level .  To work e f fec t ive ly ,  a 
p i l o t  ( i .e . ,  "experimental") project  l i k e  the VRP requires dynamic, dedicated 
and insp i r ing  leadership. This simply was not present and the project  
suffered as a resu l t .  

The ult imate judgement of the evaluation team is t h a t  the  basic ra t iona le  
f o r  the VRP remains va l id  and t h a t  project  implementation t o  da te  showe tha t  
the baaic project  approach is r igh t .  Therefore, we believe tha t  AID should 



favorably consider a project  extension, but only provided tha t  the Forest 
Service makes a commitment t o  provide the type of leadership required to  give 
a p i l o t  project  l i k e  VRP a chance t o  l i v e  up t o  its potent ia l .  

11. Background and Concl.usions 

A. Background 

Like a l l  of the other countries i n  the Sahel, Mali b e  been subjected 
during the past  decade and a half t o  a par t i cu la r ly  devastat ing diminuation of 
i t s  renewable natural  resource baea. The two major causee of t h i s  s i t ua t i on  
have been drought and human action.  The knowledge t ha t  drought is  a regularly 
recurring phenomenon i n  the %he1 does not mitigate i ts  dieastrous e f f ec t e  
when i t  does s t r i k e  and i t  has been par t i cu la r ly  severe f o r  varying periods 
since 1971. Severe drought always cause the human populations i n  the affected 
area  t o  increase t h e i r  exploi ta t ion of the na tura l  resources base - 
par t i cu la r ly  of t reee  i n  M a l i  -- t o  compensate f o r  the l o s s  of agr icu l tu ra l  
production and forage. This v i r t u a l l y  etandard e f f e c t  %as beeq accentuated i n  
the recent past  i n  M a l i  by the  f a c t  tha t  the population is greater  than i t  
ever has been before and is growing a t  a r e l a t i ve ly  high r a t e  ( a t  least three  
percent per year). Because agr icu l tu re  (including l ives tock)  is v i r t u a l l y  the 
eole economic basie of l i f e  i n  r u r a l  Mali, t h i e  chain ,  of evente has l ed  t o  
c r i s i s ,  including th rea t s  of massive e t ama t ion  (avoided by outside donors 
through massive importations of r e l i e f  gra in) ,  l a rge  outward migra t ioc ,  the 
break-up of famil ies ,  etc.  

The government of the Republic of Mali (GRM) has counterattacked by 
attempting t o  mount a response t o  the  drought and i ts consequences a t  many 
levels .  It has united with the  other  e ight  Sahelian countries t o  form the 
Multinational Committee t o  Counter the Sshel Drought (CILSS - Comite 
Inter-Etats de Lutte Contre l a  Secherease au Sahel). It has i n i t i a t e d  and 
followed through on national  policy dialogue resu l t ing  i n  a revis ion of the 
Forestry Code. It has appealed t o  donors not  only t o  provide the r e l i e f  
e f f o r t s  required on numerous occaaione during the recent past  t o  aver t  
imminent c r i s i s ,  but a&so t o  provide the development resourcee required t o  
attempt t o  repa i r  the long-te'rm damage. 

One of the  baeic components of the nat ional  s t ra tegy  t o  counter the 
e f f ec t e  of drought i n  Mali has been the conviction t h a t  euccees i n  any 
rehab i l i t a t ion  e f f o r t  would be poseible only with the ac t i ve  commitment and 
par t ic ipat ion of the r u r a l  population. .This conclusion was a r r ived  a t  not so  
much from ,any ideological  basie a8 from the  pragmatic r ea l i e a t i on  tha t  the GRM 
simply does not have the resources t o  make aay impact i n  the  countryside 
without the voluntary par t i c ipa t ion  of the r u r a l  population. Another basic 
component was the elemental conviction t h a t  the environment must be looked a t ,  
and dea l t  with, a s  a whole. 

It is, of course, one thing t o  formulate s t ra tegy  and another t o  implement 
it. One of the major recognized impediments t o  implementation of a s t ra tegy  
of "part icipatory fo res t ryN was t ha t  M a l i ,  l i k e  v i r t u a l l y  a l l  the  ex-French 
colonies i n  the Sahel, was l e f t  with a Forest Service which was au thor i t a r ian  
i n  philosophy and modue operandi. The Forest Service r e f l e c t e  t h i s  s i t w s i o n  



i n  i ts  paramilitary organization, i n  the uniforms worn by fo res t  agents and i n  
the sa lu tes  they exchange when greeting one another. The Forest Service has 
looked upon its job a s  t o  h+t the dest ruct ion of fo res t ry  resources by humans 
by enforcing the Forestry Code, and has conalderad a s  the major tool  t o  
accomplish t h i s  a s t ruc ture  of f ines  which Forestry Agents levy on offenders 
(and of which these same agents receive a part  of the proceeds). Thus the 
preponderant or ienta t ion of the Forest Service has been repression of 
des t ruct ive  a c t i v i t i e s  ( a l l  of which were outlawed by the Forestry Code) and, 
consequently, t h e i r  r e l a t i ons  with the r u r a l  population could be described a s  
wary a t  best ,  o f ten  hos t i l e .  A s t ra tegy  of "part icipatory fo r e s t ry  
development" would require tha t  t h i s  pat tern  be broken, t h a t  the Forest 
Service become, i n  shorthand, an "extension agency" working with r u r a l  
population t o  improve the natural  resource base instead of simply a "police 
force" attempting only t o  prevent fu r ther  des t ruct ion through repression ( a  
task physically impossible i n  any case because of the small number of f o r e s t ry  
agents i n  r e l a t i on  t o  the s i z e  of the t e r r i t o r y  which needs t o  be policed). 

The Village Reforestation Project  (VRP) was expressly conceived a s  a p i l o t  
project  t o  f i t  within the  framework of po l ic ies  and circumstances described 
above. It was based on the  convictions t ha t  there  were a 'large number of 
"reforestat ion" (broadly defined t o  include a l l  manner of a c t i v i t i e s  t o  
rehab i l i t a te ,  protect  and conserve vegetation) a c t i v i t i e s  which could be 
successfully t es ted  and then broadly di f fused under a scheme i n  which the 
Forest Service and the r u r a l  population worked together a s  partners. These 
a c t i v i t i e s  would improve vi l lagere '  utandards of l i v ing  by increasing 
ag r i cu l t u r a l  and fo r e s t ry  products production and would serve the wide: 
socie ty  a s  a but t ress  against  spreading "desert if ication." The project  was 
designed with three basic components, a s  follows: 

- Plant Production: Ae deaigned, plants needed f o r  the project  would 
come from cen t ra l  nurseriee a t  each of the three  VRP cantonnements (Chef l i e u  
do ce rc le )  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 establiahed 
i n  each of the three cantonnements. 

- ~xperimentation/demoaa t r a t i o n  and data  co l l ec t  ion: Ezperimentation 
and demonstration p lo t s  would be established i n  the three  cantonnements and an 
extensive system of data  co l lec t ion  t o  measure project  progress and t o  make 
economic analyses would be ins ta l l ed .  

The Project Grant Agreement was signed on September 26, 1980 with a LOP 
funding l e v e l  of $495,000 from the regional  Accelerated Impact Program (AIP) 
and a PACD of September 30, 1985. Actual funding became avai lable  i n  May of 
1981 and suppozted project  a c t i v i t i e s  i n  the Mopti and Bandiagara circles. 

I n  July'1983, the Grant Agreement was amended t o  provide incremental 
funding of $160,000 from Mieaion b i l a t e r a l  funds and t o  extend the PACD t o  
September 30, 1987. This amendment permitted project  a c t i v i t i e s  t o  commence 
i n  the th i rd  c i r c l e ,  Djenne. 



In  order t o  begin the t r ans i t i on  of the Malian Forest Service from police 
force t o  extuneion ageucy, the VRP design had a s  a key praviaion the banning 
of a l l  f in ing by fo ree t ry  agente i n  areas  where the VRP wae ac t ive  ( foreet ry  
agents were t o  be prohibited from wearing uniforms i n  theee areas ae well).  
A s  compensation fo r  the income tha t  they would loae because they would not be 
receiving t he i r  share of ffnee they had levied,  fo res t ry  agents working i n  the 
VRP a rea  were t o  be paid a spec ia l  allowance ("prime") by the project  ( t h i s  
prime had another dual purpoee of encouraging conscientioue and. d i l i gen t  work). 

An important aspect of the VRP m e  i ts  location. Mali's F i f t h  Region is 
known as an area  of the country with particul.arly hareh environmental 
conditions, eepecial ly i n  terma of scanty r a i n f a l l  and poor eo i l .  This region 
l i e s  almoet en t i r e ly  i n  the Sahelian Zone where the average annual r a i n f a l l . i s  
between 500 and 600 millimetree (20 t o  24 inches). Formerly forming the 
I d a n d  Delta, innummerable ponds and lakes provide the region with an 
important grazing and f i sh ing  potent ia l ,  thus providing an acceptable standard 
of l i v ing  t o  the population. But the years of drought have upset t h i s  
economic a t a b i l i t y  and the consequences of t h i e  a r e  found today i n  the 
formation of the "deoert compactatione" around water points where the 
concentration of liveetock has caused an overexploitat ion of the vegetation 
and the dest ruct ion of the e o i l  through constant trampling by the animala. 

The drying out of the ponds and the lakee and the  extremely low annual 
increases i n  r i ve r  l eve l s  have reduced the areae which a r e  flooded annually, 
thue causing the disappearance of fo ree t s  and bourgoutieres (watery areae - 
.emall ponds, e tc .  -- i n  which a spec ia l  dry-aeason forage i e  grown), grave 
in jury t o  thorny fo r e s t  areas  and overexploitat ion of pasture areas. The 1- 

populatim, e s sen t i a l l y  compri~ed of herders, fishermen and farmers, have 
migrated t o  the more eui table  areaa and continue t o  exp lo i t  what vegetation is 
l e f t  i n  an i r r a t i o s a l  manner, e i t h e r  t o  plow new f i e l d e ,  t o  feed t h e i r  animals 
o r  t o  s a t i s f y  t h e i r  neede f o r  wood f o r  construction or  f o r  f ue l  (fuelwood 
provides 95% of energy requirements i n  the region). One muet a l so  note t ha t  
there haa been an important emigration of the workforce from the v i l l ages .  

Compounding the d i f f i c u l t i e s  poeed by the  harshness of the environment is 
the f a c t  tha t  the proportion of herders i n  the population i e  
larger-than-normal f o r  Mali. Theee a r e  transhumant herders who range over a 
l a rge  par t  of the F i f t h  Region. It has bean aarcae t ica l ly  remarked of them 
tha t  t h e i r  " t o t a l  devotion t o  environmental protection hw ge t  t o  be proven." 
But animal husbandry is a major component of the Malian economy (and a ma jo r  
earner of foreign exchange), so  the herders -- and, thus ,, the F i f th  Region -- 
a re  p o l i t i c a l l y  very important. 

The F i f t h  Region is conaidered the  key a rea  i n  Nali'e f i g h t  againat  
"deeer t i f ica t ion,"  the fee l ing  being t ha t  i f  t h i s  process can be etopped i n  
the F i f t h  Region, then the  major par t  of the b a t t l e  w i l l  have heen won. In  
addi t ion t o  a l l  of the above f ac to r s  making the F i f t h  Region a very proper 
s e t t i n g  f o r  a "reforestat ion" p i l o t  project  i n  Mali was the facr: tha t  there  is 
a g rea t  deal  of environmental va t i e ty  within the region and, indeed, very 
d i f f e r en t  ecological  zones can be found very cloee t o  the reg?,.onal c a p i t a l  of 
Mopti. Each of the three cautomements eelected f o r  VRP act ivj , t iee  represents 
a d i f f e r en t  physical and economic environment, from the uplands with 



e s s e n t i a l l y  sedentary dryland farming ( ~ a n d i a g a r a )  , t o  the  d e l t a  with 
sedentary wetland Earning (~jenne) and the  d e l t a  with mixed wetland farming 
and transhumant l ives tock r a i s i n g  (Mopti). 

Further d i v e r s i t y  was found i n  the  e t h n i c  composition, with a d i f f e r e n t  
group dominent i n  each cantonnement -- Dogon i n  Bandiagara, Bambata i n  Djenne 
and Fulani ( ~ e u l )  (herders)  i n  Mopti. I n  summation, the  Fif  rh Region was 
thought t o  be an exce l l en t  s i t e  f o r  a p i l o t  r e f o r e s t a t i o n  p ro jec t  i n  Mali 
because i t  was f e l t  t h a t  i f  the  a c t i v i t i e s  could be made t o  succeed the re ,  
they could e a s i l y  be t ranefer red  elseawhere i n  the  country. F ina l ly ,  a 
successful  p i l o t  p ro jec t  i n  the  F i f t h  Region would be important proof of the 
GRM's  ser iousness i n  b a t t l i n g  d e s e r t i f i c a t i o n  and i t s  a b i l i t y  t o  win the 
b a t t l e  over the  longer term. 

From its s t a r t  i n  1983, the  p ro jec t ' s  ac t ioae  included the  production of 
p lan t s ,  t he  implantat ion of woodlots ( c o l l e c  f i v e  and individual ) ,  shadetree 
plantinga,  r a i s i n g  of l i v i n g  fences and const ruct ion  of improved s toves  i n  the  
v1,lages. Demonstration and experimental p l o t s  have been undertaken d i r e c t l y  
by the projec t .  A l l  of the p ro jec t ' s  a c t i v i t i e s  were evaluated  i n  June 1983; 
the  major recommendations emerging from t h i s  mid-term evaluat ion  were the  
following: 

1. Reduction of the  emphasis placed on woodlots f o r  fuelwood because 
these  do no t  seem t o  be economically o r  e o c i a l l y  viable.  

2. Increased importance accorded t o  tree plant ings  t o  improve s o i l  
f e r t i l i t y ,  t o  the  f i g h t  a g a i n s t  e ros ion,  t o  p lan t ing  shadet rees  and 
trees used f o r  other-purposes of amenity. 

3. An enhanced t r a i n i n g  of Malian personnel assigned t o  t h e  p ro jec t  i n  
the  a r e a s  of t echn ica l  management, extension a c t i v i t i e s  i n  the  
v i l l a g e s ,  and accounting of l o c a l  c o s t s  of opera t ions  by program and 
objec t ive  t o  permit t echn ica l  and economic analyses of p ro jec t  
a c t i v i t i e a ;  

From 1983 u n t i l  1986, p ro jec t  management more o r  less followed these  
recommendations with the  hope of improving p ro jec t  performance, t r y i n g  t o  
match p ro jec t  a c t i v i t i e s  t o  l o c a l  s o c i a l  and environmental condi t ioas .  

B. Projec t  Coal and Purpose: 

The goal  of t h e  VRP pro jec t  is: "To improve the  well-being of  v i l l age r s . "  

The sub-goal is: 

The projec t  purpose is: 

"To con t r ibu te  t o  t h e  r e h a b i l i t a t i o n  of 
Mali's renewable resource base." 

"To i d e n t i f y  successful  and cos t -ef fec t ive  
processes f o r  achieving r e f o r e s t a t i o n  and 
more e f f i c i e n t  use of wood resources a t  
the  v i l l a g e  l e v e l  i n  Mali's F i f t h  Region." 

(A copy of the  l o g i c a l  f  raw.;vork is found i n  Annex A.) 



C. Evaluation Purpose 

Thio was an end of project evaluation ( the  current  PACD is September 30, 
1987) with the underlying programmatic object ive  of determining whether o r  not 
recommendation of a three-year project  extension is warranted. The exact 
objectives of the evaluation, a s  s e t  out i n  the terms of reference, were the 
following: 

I, To aesees the progreee made toward a t t a in ing  ehc project  purpose and . 
measure ac tua l  versus planned progress; 

2. To determine the u t i l i t y ' o f  the adopted recommendations from the 1983 
mid-term evaluation and the degree t o  which thoee recommendations have 
been implemented; 

3. To a ~ a l y z e  the major cons t ra in t s  ( i ne t i t u t i ona l ,  managerial, 
technical ,  sociological )  t ha t  hinder project  implementation and 
effectiveness;  

4. To formulate spec i f i c  recommendatioae f o r  a l l ev i a t i ng  the iden t i f i ed  
constra ints  and improving project  performance; and 

5. To aesess  the f eae ib i l i t y  of a three-year er tension phase and propoee 
any modification i n  project  s t ruc ture ,  or ienta t ion,  o r  implementation mode. 

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

D. Evaluatioo Methodology, Team Composition and Schedule 

8.1 Methodology 

The approach of the  evaluation team, a s  defined i n  the terms of reference, 
consisted of a s e r i e s  of discussions a t  Bamako with responsible o f f i c i a l 8  of 
DNEF, the Ministry f o r  Natural Resources and Livestock, the Peace Corps and 
USAID. Afterwards, the team went t o  the F i f t h  Region f o r  discussions with VRP 
f i e l d  agents and f o r  v i s i t s  a t  each cantonnement of e ight  v i l lagee,  two where 
project  a c t i v i t i e e  had succeeded fu l l y ,  two where they had succeeded 
moderately, two where they had f a i l ed  and two not covered by the  project .  
During the v i s i t  t o  the fi 'ret cantonnement (Bandiagara), the  team real ized 
tha t  the concepts of "succese" and "fa i lure"  were subjective and there  would 
not be su f f i c i en t  time t o  follow the  o r ig ina l  format taking i n t o  account the 
wide dispersion of vil lagee.  Therefore, i t  was decided t o  v i s i t  v i l l ages  
presenting the l a rge s t  number of d i f f e r en t  types of ac t i v i t i e s  possible , being 
sure always t o  v i e i t  some vi l lagee not included i n  the project .  

It should be noted tha t  the evaluation team had been divided previously 
i n t o  three  groups according t o  the questions defined i n  the  terms of 
reference , a s  follows : 

-- Problems of management and organization of tho VRP should be the 
responsibi l i ty  of USAID'e P r o j e x  Officer and DEO. 



- Probleme aeeociated with extension a c t i v i t i e e  were made the 
responrribility of the eociologiet  with regard t o  v i l l age r s1  perceptions 
while the aepecte of organization of the extension teame, t ra ining and 
cooperation with other organizations ehould be the reeponeibil i ty of the 
two foreetere.  

- All  the technical  considerations were a l so  the r eepowib i l i t y  of the 
two foreetere .  

oo All  evaluation team members would give t h e i r  opinions ae t o  a 
possible extension of the project .  ( In  r e a l i t y ,  the team worked cloeely 
enough together tha t  each member wae f r e e  t o  add h i e  views with regard t o  
any point. ) 

Ae t o  the col lect ion of data ,  the group reepoaeible f o r  management and 
organization of the VRP examined the accounting records both a t  the 
cantonnemente and a t  the o f f l c e  of the project  accountant i n  Mopti. 
Afterwards, queetione di rected a t  o f f ice re  d i r ec t l y  o r  i nd i r ec t l y  responsible 
f o r  f inanc ia l  management made the s i t ua t i on  c lea re r  t o  the .evaluators .  The 
f i e l d  v i e i t e  f i l l e d  i n  any information gape. 

With regard t o  .extension, the  aociologiet  v i s i t ed  an average of four 
v i l l ages  i n  each cantonnement of which a t  l e aa t  o m  was not included i n  the  
project .  Casual and more formal discuseione with v i l l age r s ,  extension agents 
and other agenta permitted him t o  understand ce r t a in  const ra ints .  

The group reeponsible f o r  technical  comiderat ioae  and f o r  par t  of the  
extension e f f o r t  had prepared beforehand forme t o  be f i l l e d  i n  providing 
information on the production and d i s t r i bu t i on  of nursery eeedlings and on 
aseociateci coete. Other forms permitted one t o  make an aesesement of 
accomplishments by type of a c t i v i t y  from the e t a r t  of the  project  u n t i l  1986, 
t o  eee the  degree of euccese and the  coete of the varioue a c t i v i t i e e .  Viei te  
t o  the nureeriee, t o  the experimental and demonstration plote  and t o  v i l l age  
project  a c t i v i t i e s  and queetions di rected a t .  f o r ee t  service  ageate a t  a l l  
levele  permitted the group t o  c o l l e c t  su f f i c i en t  information. It muet be 
noted nonetheless t ha t  a l l  information requested i n  the  forms wae not provided. 

A debriefing was held a t  the  end of the  v i s i t  t o  each caatonnement. 
Afterwards a general debriefing including the project  d i rec tor ,  h i e  technical  s 

di rec tor ,  the ch ie fs  of the three  cantonnemente, t h e i r  a e s i s t an t s ,  the 
extension teame, nursery d i rec tore ,  the  praject  accountant, the  USAID project  
manager and the members of the  evaluation team allowed a diacuesion with a l l  
the responsible o f f i c e r s  of a l l  project  const ra inte  and the formulation of 
concrete propoeale capable of re l ieving the  bottlenecks t o  project  
implementation. 

The Terms of Reference (Annex C) contain a l i s t  of the more important VRP 
project  documentation which was consulted ae background by the  evaluation team. 



D.2 Team Composition and Schedule 

The evaluat ion  was conducted "in-house" with GRM and USAID peroonnel 
i d e n t i f i e d  t o  perform the scope of work. An in-house evaluat ion  was decided 
upon f a r  the  following reasons: (a)  the  aid-term evaluat ion  had been an  

I 

"outside" evaluat ion ,  so  the VRP had been subjected r e l a t i v e l y  r ecen t ly  t o  the  
o b j e c t i v i t y  sought through t h i s  mode of evaluat ion;  (b)  I t  was f e l t  t h a t  
pa r t i c ipa t ion  of team members who were fami l i a r  with the  problems and 
questifma t o  be examined would y ie ld  a more in-depth examination of the 
c r i t i c a l  i s sues ;  and ( c )  P ro jec t  funde ava i l ab le  f o r  an  evaluat ion  were 
extremely l imi ted .  To enhance the  chances f o r  o b j e c t i v i t y ,  no VRP p ro jec t  
managers from e i t h e r  the Forest Service o r  USAID were assigned t o  the team 
(although they were c lose ly  associa ted  with the  conduct of the evaluat ion  and 
were consulted a s  resource persons when thought advisable.  The DREF VKP 
Technical Director  and the USAID VRP projec t  manager accompanied the  team on 
its f i e l d  v i s i t s . )  

Following were the members of the evaluat ion  team: 

CRM Forest  Service 

Fores ter (N. Keita, Technical Director ,  DREF, Segou) 

Sociologis t  (M. Siseoko, DNEF) 

AID -- U S A I D / M ~ ~ ~  and USAID/Senegal 

Forea t e r  ( J .  Anderson, c u r r e n t l y  with USAID/Senegal; previously 
USAID/Mali p ro jec t  manager f o r  VRP) 

Projec t  Management S p e c i a l i s t  (C . Phelpe , USAID/Mali) 
Design and Evaluation Off icer  (2. Hahn, U S A I D / M ~ ~ ~ )  

The a c t u a l  schedule followed by t h e  team was a s  follows: 

5 January Opening meetings i n  Bamako 

6 January Travel t o  Mopti 

7 January Meetings with r eg iona l  government o f f i c i a l a  and preliminary 
discueaiona with VRP adminis t ra tors  

8 - 9 January Fie ld  v i s i t ,  Bandiagara 

10 - 11 January Fie ld  v i s i t ,  Koro 

12 - 13 January Fie ld  v i s i t ,  Djenne 

14 - 15  January Fie ld  v i s i t ,  Fatoma ( ~ o p t i ,  near ~ e v a r e )  

16 January Meeting with t h e  Regional Development Committee and 
debr ief ing  with VRP personnel (from a l l  th ree  ce rc lee )  i n  
Mop ti. 



17 January Return t o  Bamako 

Koro wee included i n  the i t i ne r a ry  t o  permit the team t o  see firet-hand 
the a c t i v i t i e s  of the CARE Village Agroforeetry Project and compare 
organizational s t ruc tures  and extension and technical  approachee employed by 
the VRP and CARE projects.  

E. Major Conclusiow 

This eection i e  divided i n t o  two par ts .  In  the f i r e t ,  the evaluation 
team's conclusions a r e  given with regard t o  each of the evaluation'e f i r e t  
four formal objectivee, a s  they were e ta ted i n  the terme of reference. The 
f i f t h  and f i n a l  formal objective ( t o  aeaeae the f e a e i b i l i t y  of a three-year 
extension) i s  discueeed i n  the  following eection,  "Evaluation Findings." 

E.1  Conclueiom with Regard t o  Formal. Evaluation Objectives 

E . l . l  "Aseeee the progreee made toward a t t a in ing  the project  purpoee and 
meaeure ac tua l  vereue planned progreee." 

I n  a s t r i c t l y  formal senee, the progreee made toward a t t a in ing  the project  
purpoee is aeeeeeed by comparing ac tua l  project  progreee againet  the 
"objectively v e r i f i a  tle indicators" s e t  out i n  l og i ca l  f samawork of the 
project  paper (copy at  Annex A). I n  theee formal terms, the project  has been 
a succees -- i n  general,  i t  has achieved the  magnitude of outputs e e t  out ae 
the t a rge t  and the conditions indicat ing purpoae achievement do obtain. (This 
conclueion is s t a t ed  "in general" because the  l og i ca l  framework is heavily 
oriented around woodlote, ,which have been de-emphaeized s ince  the  1983 
mid-term evaluation. Even with t h i e  de-emphasie, however, the magnitude of 
outputs has been achieved. ) 

It must immediately be noted, however, t h a t  the  l og i ca l  framework f o r  t h i e  
project  s e t  very modest t a rge t s  f o r  "magnitude of outputs" and "end of project  
s t a tue  conditionan i n  comparison t o  ac tua l  t e x t  of the  project  paper. If 
project  progress is measured against  the project  paper t e x t  inetead of the 
l og i ca l  framework, the  conclusios muet be t ha t  the project  hae been much l e a s  
successful  i n  meeting i t e  purpoae and goals. While it ha8 f a i r l y  succesefully 
met i ts  major overa l l  goal  of "gett ing the b a l l  ro l l ing"  on a program of t rue  
v i l l age  ref  oreeta t ion (see  diecuaeion i n  "Evaluation Findings" sect ion) ,  it 
hae f a i l ed  t o  f u l f i l l  many of the s i gn i f i c an t  "promiaee" made i n  the  project  
paper with regard t o  implementation of a number of aspects  of project  design 
which, a s  described there,  were important feature8 of the projecl .  The most 
s ign i f ican t  of these aepecte a r e  the following:' 

- Leadership. The project  paper generally portrays the project  ae 
being implemented by very dynamic leaders.  Such leadership is  a l og i ca l  
necessity f o r  a "pi lo t"  pr0jec.t l i k e  the VRP t o  be t r u ly  euccessful i n  
pushing the limits t o  see  what is possible. I n  ac tua l i t y ,  the leadership 
i n  general hae been much l e e s  than dynamic and s ign i f ican t  potent ia l  
progress hae been sacr i f i ced  a s  a resu l t .  



- Training. The project  papar indicatee tha t  there w i l l  ba a 
e ignif icant  amount of t ra ining undertaken f o r  a l l  personnel involved i n  
project implementation (including v i l l agere ) .  In  ac tua l  f ac t ,  with the 
poeeible axcoption of t ra ining f o r  the production of improved woodetovee, 
t ra ining under the VRP t o  date  has been extremely l imited.  What t ra in ing  
has been done (moetly i n  the technique8 of planting and caring f o r  t r e ee i  
has been germane, but t ra in ing  i n  general hae been woefully lacking f o r  a 
"pilot" project .  

-- Information Syetem. On i t e  f i r s t  pags, the project  paper e t a t ee ,  "Ae 
th ie  project  i e  experimental i n  nature, an information eyetem w i l l  be 
established t ha t  w i l l  allow f o r  the project  atrategy t o  be rigorouely 
evaluated f o r  effectiveneee and repl icabi l i ty ."  Thie aimply has not 
happened. While ce r t a in  records have been kept ( largely  on nursery 
production and t r ee  survival  ra tee )  they tend t o  h rudimentary and 
sporadic. 

Them a re  major fa i l ing8  and have caused the VRP t o  f a i l  i n  a e ign i f ican t  
way t o  l i v e  up t o  its po ten t ia l  ae a t rue  p i l o t  project ,  a e  . i t  was portrayed 
i n  the project  paper (although not neseeeari ly ref lected i n  the l og i ca l  
framework 1. 

E.1.2 "Determine the  u t i l i t y  of the adopted recommendatione from the 1983 
mid-term evaluation and the degree t o  which thoee recommendatione have been 
implemented. " 

By means of Project  Implamentation Le t te r  No. 10, dated April  5, 1984, the 
Forest Service and U S A I D / M ~ ~ ~  "adopted" 18 d iec ree t  recommendatione of the 
mid-term evaluation t o  be implemented (eee copy a t  Annex F). I n  quan t i t a t ive  
terme, i t  can be s a id  t h a t  a l l  but f i v e  of the recommendations were followed 
up by the Foreet Service ( these f i v e  a re  numbers 2.3, 2.8, 3, 5 and 6).  So, 
again, i n  formal terms, the follow-up t o  the mid-term evaluation wae a 
o ' e ~ ~ ~ e e e . "  However, a s  expressed by one of the evaluation team members, it 
appears by and la rge  ae  though the recommendatione were followed "more i n  
l e t t e r  than i n  ep i r i t . "  Ae an example, per Recommendation No. 2.1, a 
technical  d i r ec to r  w a e  indeed assigned t o  the  Regional Direction by the Forest 
Service, eo the letter of the recommendation was followed. Unfortucately, the 
implied incteaee i n  qua l i ty  and quanti ty of project  implementation ac t ions  did  
not follow from t h i s  assignment, so the e p i r i t  of t h i s  recommendation was not 
met. 

Some of the mid-term a v a l u a t i o n ~ e  recommendationa dea l t  with the c r i t i c a l  
aspects t h i s  evaluation has found t o  be de f i c i en t  i n  project  implementation. 
For example, with regard t o  the information eyetem Recommendation 2.3 was 
designed t o  "provide be t t e r  ana ly t i c a l  information and d e t a i l e  on the 
implementation a c t i v i t i e s  of the project." With regard t o  t ra ining,  No. 2.8 
cal led f o r  the Forestry Service t o  "organize an information and t ra in ing  
aeminar i n  1984." (The mid-term evaluation did  not analyze o r  remark on 
project  leaderehip a t  a l l .  It must be noted t h a t  t h i s  evaluation was held 
within two years of the  s t a r t  of any project  a c t i v i t i e e  and . t h a t  the project  
wae e t i l l  operating a t  a f a i r l y  slow pace when i t  wae held.) It is 
in te ree t ing  t o  note with regard t o  the recommendatioas adopted from the 



mid-term evaluation tha t  i t  i e  precieely the recommendatione dealing with the 
" c r i t i c a l  de f ic ien t  aepecte" noted by t h i s  evaluation which a re  recorded ae 
not having been followed. Since the mid-term evaluation did  not deal  with one 
of the three c r i t i c a l  de f ic ien t  aepecte and eince the recommendatione dealing 
with the other two ( i n  a l imited way) were not implemented, the mid-term 
evaluation had no e f f ec t  on what we believe t o  be the fundamental problems 
being faced by the project ,  

The one major benef ic ia l  impact of the mid-term evaluation wae t o  s t e e r  
the DREF away from woodlots ae the major technical  intervention of the VRP. 
The emphaeie on woodlote was a useful  experiment, but without a well 
functioning information eyetem, i t  eeeme ae  though the project  by i t s e l f  could 
not make the analyeis t o  determine that woodlote were not working ae 
anticipated.  Since, i n  the  absence of etrong leaderehip there  i e  a tendency 
f o r  project personnel a t  the cantonnement l eve l  t o  t r e a t  the project  paper a s  
the "the Bible" and eince the project  paper d id  e t reee  the creat ion of 
woodlots, it appears tha t  without the mid-term evaluation,  there  probably 
e t i l l  would be a etrong woodlot emphasis i n  the  VRP. Another d e f i n i t e  
benef ic ia l  impact of the mid-term evaluation was improvement i n  the  
ef fectiveneee of the VRP accounting e i tua t ion  (although, a s  noted elsewhere, 
there i e  e t i l l  much t o  be doae i n  t h i s  area).  

E.1.3 "Analyze the major cons t ra in t s  ( ins  t i tu t ioaa\ l ,  managerial, technical ,  
eociological)  tha t  hinder project  implementation and ef  f sc tivenerss . " 

Flowing from the analyeis  i n  Section E.1.1 abovo'of the c r i t i c a l  de f ic ien t  
aepecte of the project  i e  the evaluation team's opinion t h a t  the manageridl 
cons t ra in t  i e  by f a r  the moet s ign i f ican t  one at the present tima. 
Conetrainta do c r i e t  i n  the other  a reas  mentioned, but they play a minor r o l e  
i n  "hindering project  implementation and effectivenese" when compared t o  the 
managerial conetraint .  The technical  conetra int  appears t o  be the l e a a t  
important a t  t h i s  time. It eeeme c l ea r  tha t  there e ~ . . l t  known technical  means 
f o r  accomplishing the VRP'e objectivee and tha t  the U I L ~  que~i t ion is thei!r 
application.   ind ding ways t o  dea l  with the  sociological  and i m t i t u t i o o n l  
const ra int8  i e  exactly the raieon d ' e t r s  of the VRP. These have not 
disappeared s ince  the project  s t a r t ed ,  "wt a learning proceee has bean 
i n i t i a t e d  and eome progreea has been recorded with ragard t o  r e l i e f  of both -- 
more with the eociological  (v i l lagere  ' percoptione) than wi th .  the  
i n s t i t u t i o n a l  (nature and outlook of the Pmaet  Service). That more progreoe b 

hae not been made is  due primarily t o  a lack of good e f f ec t i ve  leaderehip and 
thue, the  managerial i e  by f a r  the moet important coas t ra in t  t o  be worked on 
at t h i s  time. 

E.1.4 "Formulate spec i f i c  recommendatioae f o r  a l l ev i a t i ng  the i dea t i f i ed  
constra inte  and improving project  performance. n 

Ae indicated i n  the previous discussion,  the evaluation team believes tha t  
the moet tmportant recommendation t o  be implemented i f  the  VRP is continued is 
a thorou&hgoing review of the project  leadership and replacement i n  those 
cases where i t  is judged t h a t  a pa r t i cu l a r  leader doee not f i t  the p ro f i l e  
required f o r  a eucceesful implementation of a p i l o t  project .  I n  general,  we 
believe t h a t  the leaderahip of t h i a  project  must be par t i cu la r ly  en thus ias t i c ,  



energe t i c  and inspi r ing .  Good t echn ica l  knowledge is a l s o  a p re requ i s i t e ,  of 
course,  but without the o ther  q u a l i t i e s ,  i t  means very l i t t l e  i n  terms of 
forwarding projec t  objec t ives .  Experience i n  the  Forest  Service w i l l  be 
useful  i n  terme of how t o  approach headquartere i n  presenting VRP i s s u e s ,  
problems and progress, but otherwise has very l i t t l e  t o  do with succeseful  
implementation of t h i ~  p ro jec t ,  given i t s  experimental and p i l o t  nature. The 
evidence t o  da te  suggests t h a t  unless  t h i s  cons t ra in t  f.8 re l i eved ,  i t  is  not: 
worthwhile continuing the projec t .  Conversely, the re  i s  no apparent 
cons t ra in t  t o  markedly improved projec t  implementation with appropr ia te  
leadership.  

Relieving the  o ther  two major conet ra in te  discussed above, inadequate 
information system and lack of t r a i n i n g ,  w i l l  undoubtedly be high on the  .list 
of th incs  t o  do f o r  an appropr ia te  VRP leader ,  so ,  i n  a way, re1,ieving the 
l e a d e r t . $ ~ p  cons t ra in t  w i l l  go a long way toward r e l i e v i n g  these o ther  two. 
With regard t o  the information systems coua t ra in t ,  the  evaluat ion  team tends 
t o  bel ieve t h a t  the  subjec t  is s o  c r i t i c a l  t o  projec t  eucceee t h a t  one person 
should be assigned t o  work on i t  and t h a t  the re  is s u f f i c i e n t  work involved t o  
_il?atify c rea t ing  a new pos i t ion  t o  d e a l  e p e c f f i c a l l y  with i n s t a l l i n g  and 
following such a system. The person having t h i s  reepoas i 'b i l i ty  ehould be 
provided with short-term techn ica l  a s s i s t ance ,  perhaps th ree  months a t  the  
s t a r t  and then quar t e r ly  (or  half-yearly)  follow-up. Depending on how 
i n s t a l l a t i o n  of t h i s  system is going, the  person responsible might a l s o  pick 
up r e s p o n s i b i l i t y  f o r  t r a i n i n g  plannine and l o g i s t i c s  . ( I f  t r a i n i n g  a c t i v i t y  
is s i g n i f i c a n t l y  stepped up, the re  is a clear workload impl ica t ion  which has 
t o  be d e a l t  with.) This is one poss ib le  so lu t ion ;  it might be necessary t o  
a s s ign  somebody add i t iona l  t o  the  F i f t h  Region f o r  a year o r  two t o  d e a l  j u s t  
with the  t r a i n i n g  workload, o r ,  a t  least,  u n t i l  t h e  t r a i n i n g  e f f o r t  has become 
an i n s t i t u t i o n a l i z e d  mattef t h a t  can be d e a l t  with on a more o r  less rou t ine  
basis .  

E.2 Other Conclusions 

The evaluat ion  team generated a l a r g e  number of s p e c i f i c  recommendations. 
These a r e  found a t  the  end of each s e c t i o n  and have been gathered together  f o r  
convenient reference i n  Annex C. Natural ly,  it is recognized t h a t  i f  t he  VRP 
continues not  a l l  of these  recommendatione can be tackled simultsaeouely. 
These recommendatione have been l i s t e d  i n  each s e c t i o n  i n  approximate order  of 
importance as perceived by the  evaluat ion  team. We believe t h a t  these  
recommendations l a r g e l y  speak f o r  themselves and t h a t  f u r t h e r  d iscuss ion about 
them here  would be superfluous. 

Two o the r  s u b j e c t s  which should be discueaed b r i e f l y  a r e  r ecur ren t  c o s t s  
and women's r o l e  i n  the  projec t .  With regard t o  the  r ecur ren t  c o s t  
implicat ions of the  projec t ,  t he re  is no v i s i b l e  way t h a t  these  could ever be 
assumed by the  GRM once donor funding ceases. This  is t h e  e s s e n t i a l  
conclusion of a study on the  matter financed under the  projec t .  This i s  
apparently the  condi t ion  of most donor-financed p ro jec t s  i n  Mali. A s t e p  i n  
the  r i g h t  d i r e c t i o n  has been the  dec i s ion  t o  charge f o r  seedl ings ,  but i t  has 
more value a s  a d e c l a r a t i o a  of p r inc ip le  than a s  any s o r t  of e f f e c t i v e  
response t o  the  recurrent  cos t  burden. I n  addi t ion ,  the  revenue generated by 
these ea lee  now 80 t o  DNEF i n  Bamako, s o  they have no p r a c t i c a l  e f f e c t  with 



reaard t o  the MP. There i s  evident ly  precedent f o r  having such revenue s t a y  
a t  the regional  l e v e l  and, i n  p r inc ip le ,  the  evaluat ion  team believe t h a t  the 
DNEF should follow the  policy of u t i l i z i n g  auch funds i n  the region where they 
a r e  generated. We hove made no recommendation t o  t h i s  eud however i n  view of 
a )  the r e l a t i v e l y  amall amount of funds involved and b) the  f u n g i b i l i t y  of 
funds. 

I t  is  the  judgement of the evaluat ion  team t h a t  the  VRP has had a modeet 
e f f e c t  i n  improving the  l o t  of women i n  the  p ro jec t  a rea ,  mostly as the  r e s u l t  
of the benef i c i a l  e f f e c t s  of the  improved woodstove program (reduced labor  f o r  
co l l ec t ing  fuelwood, e a s i e r  cooking). Otherwise, the re  appears t o  be very 
l i t t l e  e f f e c t  on women's s t a t u s ,  pos i t ive  o r  negative ( a s  youths, young women 
apparently have done q u i t e  a b i t  of the  woodlot w8,tering - along with young 
men -- required by the  projec t ,  but t h i s  sets8 t o  be an expected r o l e  f o r  
v i l l a g e  youths). This is not  t o  say t h a t  women do not  p a r t i c i p a t e  i n  projec t  
a c t i v i t i e s  and, indeed, even i n  dec i s ion  making nor t h a t  they do not  share i n  
the  benef i t s  produced by VRP a c t i v i t i e s .  But the re  is no immediate evidence 
t o  suggest t h a t  e i t h e r  the  p ro jec t  o r  the  women i n  the  p ro jec t  a rea  could have 
benef i t ted  a i g n i f i c a n t l y  from a g r e a t e r  c o ~ c e n t r a t i o n  on women's i n t e r e s t s .  

F. Evaluation f indinge  

A s  indica ted  e a r l i e r ,  a fundamental purpose of tho evaluat ion  was t o  make 
a recommendation on whether o r  not  a three-year p ro jec t  extension is warranted 
and feas ib le .  As expressed i n  the  f i f t h  ob jec t ive  of t h e  terms of reference,  
the  evaluat ion  team was "to a s sess  the  f e a s i b i l i t y  of a three-year extension 
phase and propose any modifications i n  p ro jec t  s r r u c t u r a ,  o r i e n t a t i o n  o r  
implementation mode." 

The evaluat ion  team f i n d s ,  i n  genera l  terme, t h a t  i t  is highly des i rab le  
t h a t  the  VRP be continued. There is s t i l l  a need f o r  i ts  bas ic  funct ion  of 
providing a "laboratory" i n  a p o l i t i c a l l y  and economically important,  but 
ecologica l ly  d i f f i c u l t ,  region of Mali f o r  the  Forestry Service t o  t r y  out  
d i f f e r e n t  modes of opera t ion  and approache t o  accomplish its bas ic  goal  of 
protec t ing  -- and r e s t o r i n g  and improving, i f  poss ib le  - Mali's renewable 
n a t u r a l  resource bage. To r e c a p i t u l a t e ,  the  need f o r  such a labora tory  is 
grea t  a t  the  present  moment when p o l i t i c a l  and adminie t ra t ive  l eaders  i n  Mali 
have acknowledged t h a t  e x i s t i n g  systems of p ro tec t ion  and conservation a r e  
breaking dowa and, a s  a consequence, a r e  looking f o r  n e w  approaches i n  a 
context  of extremely l imi ted  resources. 

The VRP has had its d e f i n i t e  successes. Ae a "laboratory," it has been 
p a r t i c u l a r l y  uae fu l  i n  keeping t h e  "repression" versus "extension" i s s u e  (o r  
the  " f in ing issue")  t o  the  fore .  This  i s s u e  is f a r  from being s e t t l e d  and t h e  
evaluat ion  team believea t h a t  the re  is  s t i l l  much inquiry  and experimentation 
t o  be done before any d e f i n i t i v e  answer can be provided. But, without t h e  
VRP, the arguments pro and con on the  i s s u e  would be much more i n  the  realm of 
pure conjuncture than they present ly  are .  S imi lar ly ,  the  VRP served a very 
use fu l  purpose i n  "shooting down" i n  a q u i t e  convincing manner what were 
e s s e n t i a l l y  t h e o r i e s  about using v i l l a g e  woodlots t o  so lve  the  fuelwood 
problem i n  Mali's r u r a l  a reas  (or ,  a t  l e a s t ,  i n  those with more l imi ted  
r a i n f a l l ) .  Lessons are being learned about how t o  organize and implement 



extension e f f o r t s  e f fec t ive ly  - lessons t ha t  can only be learned by 
experimentation i n  the f i e ld .  The M P  has raised considerable grass-roots 
i n t e r e s t  i n  conservation -- and na tura l  resource management. There a re  some 
very e t r ik ing  instances of individual  success i n  the use of "mini-nurseries," 
l iv ing  fences, woodlots, etc.  A l l  of t h i s  speaks tltrongly f o r  extension of 
the VRP. 

Nonethelean, it is the evaluation's  team judgement t ha t ,  eesen t ia l ly  
because of uninspired leadership, the VRP has been operating enough below its 
potent ia l  t h a t  project  extension should not be pursued unless the Forestry 
Service makes an unambiguous commitment t o  provide the VRP with the vigorous, 
dynamic leadership required t o  make such a r e l a t i ve ly  complex and experimental 
"p i lo t  project" e f f o r t  succeed i n  f inding out a s  much a s  possible about how t o  
u t i l i z e  new approaches t o  ru r a l  agroforestry t o  conserve and improve the 
physical environment. Further commitments should a l so  be made by the Forestry 
Service before extension is pursued. A s  s t ressed e a r l i e r ,  two very important 
areas which have been much neglected a r e  the information system and the 
project ' s  t r a in ing  program. A s  de ta i l ed  i n  the evaluation's  numerous 
recommendations , avai lable  technology (par t i cu la r ly  t ha t  which can be employed 
t o  reduce the amount of watering needed f o r  project  interventions) needs t o  be 
exploited and the project  needs be t t e r  management and organization. A l l  of 
these a r e  important aspects,  but they are secondary t o  the leadership issue i n  
the sense t ha t  the evaluation team believes t h a t  i f  the Forestry Service does 
make, and follow through on, a s t r o w  commitment t o  provide the  VRP with t?te 
kind of leadership it  requires,  then the  other  problems which the  project  is 
faci,ng w i l l  be tackled i n  a sa t i s fac tory  manner. 

To conclude, then, the primary recommendation made by the evaluation team 
is tha t ,  i f  the Forestry Service des i res  t o  continue the VRP e f f o r t ,  it 
immediately review project  leedership and make the adjustments required t o  
insure tha t  the project  has the opportunity t o  l i v e  up t o  its considerable 
potential .  If the Forestry Service is prepared t o  make the commitment t o  
tackle the leadership problem which the  VRP faces,  then the  evaluation team 
strongly recommends t ha t  AID support a three-year project  extension. 

111. - MANAGEMENT AND ORGANIZATION 

A. Project  Management and Supervision 

The evaluation team found the project  has generally improved its 
management and supervision functions s ince  the  l a s t  evaluatloa i n  1983. But, 
several  of' the  1983 evaluation recommendatioae concerning project  management 
remain only p a r t i a l l y  implemented. The evaluation team f e e l s  the project  's 
technical  a c t i v i t i e s  would be fu r ther  along had more a t t en t i on  been focused on 
project  management and supervision a t  a l l  levels .  

A.l Direction and Leadership 

The Village Reforestat ion Project  is unique t o  the U S A I D / M ~ ~ ~  por t fo l io  i n  
tha t  there  is no USAID-financed technical  ass is tance component. Malian 
profeeelowl  foreatera  are d i rec t ing  t h i e  p i l o t  project  e f fo r t .  . The 



experimental nature of the project  requires f l e x i b i l i t y ,  innovation and 
adaptation t o  lessone learned. Under these circumstances, leadership must be 
part i i . i l larly dynamic and dedicated, requiring individuals with strong 
techclcal  knowledge and addinis t ra t ive  capabi l i ty  who can t rans la te  t he i r  
l:trperience i n t o  concrete, e f fec t ive  ac t ion  a t  the f i e l d  level .  

It is the evaluation team's judgement tha t  the lack of appropriate 
leadership i n  ce r ta in  c r i t i c a l  VRP positions has been the major factor  i n  
?reventing the project from making be t te r  progress than i t  has. ~ Both DNEF and 
USAID have f a i l ed  t o  take act ion t o  ensure tha t  t h e  VRP has leadership equal 
t o  i ts  demanding implementation plans and purpose. To rephase the problem, it 
i s  not t ha t  the leadership i n  question was inadequate i n  any way when lo/,ked 
a t  i n  terms of Forest Service p e r s o ~ e l  requirements and a ~ a i l a b i l i t i e s ~  i n  
general but ra ther  tha t  these leaders were not equal t o  the very demanqting 
taoks posed by an innovative, "pilot" project l i k e  VRP. I 

I 

To elaborate on t h i s  point, looked a t  i n  the  large,  the  VRP experie4ced 
v i r t ua l l y  none of the conetra ints  of ten found i n  other projects,  i.e., there 
were no apparent f inanc ia l  o r  technical  cone t r a i n t s  (and, i n  par t icular ,  ?he 
lack of technical  knowledge or  ass is tance is not a constra int  i n  the f i e l d  of 
fo res t ry  i n  Mali) and the project  enjoyed a largely  wil l ing,  in teres ted hnd 
capable f i e l d  work force e , a t  the  cantonnement level) .  The projhct 
implementation plan i e  comparatively s t r a igh t  forward and simple. What seemed 
to  be lacking, was the vis ion and leadership needed t o  employ and engage $:he 
project 's  resources f u l l y  i n  pursuing the project  purpose. In  essence, tihe 
lack of appropriate leadership i e  a t  the bottom of most other def ic iencies  
c i ted  i n  t h i s  evaluation, including the lack of e f fec t ive  t ra ining,  the 1a;ck 
of an adequate information system, insuf f ic ien t  planning, the use of 
inappropriate technology (particu1arI.y with regard t o  the watering question), 
t o  name but: a few of the more important. 

Finally,  we would l i k e  t o  s t r e s s  t ha t  it is not the  caee t ha t  a l l  VRP 
leadership f a i l ed  t o  meet the  project ' s  extremely demanding leadership 
requirements - the evaluation team found some of the leaders t o  be 
outstanding and f u l l y  up t o  VRP requirements. Unfortunately, however, t h ~ t  
superior leadership was not found above the cantonnement l eve l ,  and thus tha 
VRP lacked an overalE d i rec t ion  at  the  higher l eve l s  equal t o  its ambition8n 
and potential .  Change w i l l  be required i n  VRP leaderahip i f  the project  i a  t o  
have a decent chance f o r  success i n  any extension phaee. Following is  a 
review of the leadership s i t ua t i on  a t  each l eve l  of project  ac t iv i ty .  

A.1.1 National Level 

The project  is represented a t  the  nat ional  l eve l  by the  Chief of the  
Division of S o i l  and Water Conservation within the  Foreat Service (DNEF - 
Direction Nationale des Eaux e t  Foreta) and by the  USAID/Mali Project  
Officer. Both of these individuals a r e  judged t o  be extremely competent i n  
t he i r  technical  f i e l d s  of fores t ry .  Their project  management has been 
e f fec t ive  i n  focusing upper l e v e l  management's a t t en t ion  on t h i s  r e l a t i ve ly  
small project  and pushing implementation forward i n  the  f i e l d .  Both o f f i ce r s  
work well  together, have complementary concepts of project  d i rec t ion  and a 
good warking knowledge of the project .  



The one problem the evaluation team diagnosed a t  t h i s  l eve l  ( i n  addit ion 
t o  the previously discussed f a i l u r e  t o  insure VRP f i e l d  leadership) i s  t ha t  
both project  o f f i c e r s  do not spend enough time i n  the f i e l d ,  e i t h e r  a t  the 
l eve l  of the Forest Service's Regional Office (DREF - Direction Regionale des 
Eaux e t  ForBts) o r  more par t i cu la r ly ,  a t  the cantonnement level .  This 
s i t ua t i on  seems almost inevitable given the other damands and r e spoas ib i l i t i e s  
of these o f f i c e r s  within t he i r  organizations. Nonet:heless, more f i e l d  time 
would contribute s ign i f ican t ly  t o  project  ef fect iveness  i n  two major ways: 
One, it would enhance the soundness of technical  in tervent ions  and, two, i t  
would enhance the morale of f i e l d  personnel. 

It i s  l i k e l y  tha t  the root  cause of t h i s  par t i cu la r  problem l i e s  a t  a 
l eve l  above t h a t  of the project  o f f i c e r s .  Since the project  is r e l a t i ve ly  
small i n  f inanc ia l  terms i t  tends t o  generate l e s s  concern among upper 
management than other l a rger  projects.  To repeat, howewer, the p i l o t  nature 
of t h i s  project  demands s ign i f ican t  inputs of management time and e f f o r t  a t  
a l l  l eve l s  i f  it i s  t o  be successfully and e f fec t ive ly  pursued. 

A.1.2 Regional Level 

Project Director: The Regional Director of the DREF a l so  serves a s  the 
Project Director. A s  Regional Director he administers a l l  Forestry Service 
a c t i v i t i e s  i n  the F i f th  Region. Aa Project  Director he is  responsible f o r  the 
administrat ion and supervision of tha technical  implamentation of the Village ., 

Reforestat ion Project. I n  t h i s  leadership capacity he should serve the 
project  a s  i ts  primary advocate, spokesman, and motivator. He i s  i n  charge of 
promoting understanding, cooperation, and coordination of project  a c t i v i t i e s  
within the project  and between the  project  and other regional  a c t i v i t i e s .  The 
evaluation team f e e l s  the -Regional Director could and should be more dynamic 
i n  f u l f i l l i n g  t h i s  e s sen t i a l  leadership role .  

The evaluat icn team r ea l i z e s  the  Regional Director does not have 
su f f i c i en t  time t o  supervise project  implementation adequately a t  the f i e l d  
level .  Because of t h i s  the Project  Director must delegate respons ib i l i ty  t o ,  
and r e ly  heavily upon, the Technical Director and Chiefs of Sta t ion t o  d i r e c t  
a c t i v i t i e s  and provide leadership a t  the  f i e l d  level .  The evaluation team 
wants t o  encourage .continued e f f o r t s  by the project  t o  decentra l ize  decis ion 
making and planning t o  the l e v e l  of the  Technical Director and Chiefs of 
Stat ion.  

Technical Director: The project ' s  Technical Director posi t ion evolved out  
of a recommendation of the  1983 pro jec t  evaluation. This is a full-time 
project  poeit ion with the primary respons ib i l i ty  f o r  f i e l d  leaderakip and 
project  implementation. Duties of the Technical Director include: 
determining and implementing project  f i e l d  objectives;  de.veloping work 
programs f o r  s t a t i o n  personnel i n  conjunction with the  Chiefs of Sta t ions;  
conceptualizing, programming and implementing the p ro jec t ' s  extension 
component; supervising the nurser ies ,  experimentation and demonstration un i t s ,  
and extension of improved wood stoves;  and planning and a s s i s t i n g  i n  needed 
t ra ining programs f o r  project  personnel. 



Technical aeaiatance t o  the Village Reforeetation Project  a being 
provided t o t a l l y  by Malian profeeeioual foreetere .  The Technical Director 
poeition i e  the project's key technical  aesiatance p o ~ ~ i t i o n  and v i t a l  t o  
e f fec t ive  project  implementation. The posi t ion requirea am individual  with 
not only technical  knowledge and experience but with coneiderable experience 
i n  management and supervising personnel. He muet be the primary motivator a t  
the f i e l d  l eve l ,  i n  charge of get t ing the work done a t  the three e ta t ione and 
extended t o  the l oca l  population. The Technical Director muet take the 
p ro jec t ' s  objectivee and t r ans l a t e  them i n t o  act ione on the ground. The job 
requires a t  l e ae t  75% of the Technical Director's time be spent i n  the f i e l d  
moving among the three involved e ta t ions ,  superviaing the program, working 
with the f i e l d  agents and v i l l age r s  on appropriate technical  interventiona,  
t ra ining personnel, planning with the Chiefe of Sta t ion,  and evaluatin3 and 
analyzing project  resu l te .  

Presently, the evaluation team f e e l e  t h i s  c r i t i c a l  f i e l d  aepect of the 
Technical Director'e job is not being ea t i e f ac to s i l y  performed. The Technical 
Director is averaging only two day8 per month a t  each e t a t i on  which is not 
considered adequate t o  begin t o  f u l f i l l  h i e  diverse work reeponsibi l i t iee .  

The job of Technical Director i e  not eaey; i t  requires  considerable t r a v e l  
with a majority of time being spent i n  the f i e l d  under d i f f i c u l t  l i v i n g  
coaditions. The posi t ion requires  a dedicated, motivated, profeaeional 
fo res te r  who is wil l ing t o  make the commitment t o  the  demande of the job. 
Both the Direction of Water and Foreete and USAID/Mali r e a l i z e  the cr i t ical  
nature of t h i s  poeit ion t o  the  euccees of the  project  and the f a c t  t ha t  i t  
w i l l  take a epecia l  individual  t o  f i l l  it effect ively .  

This p i l o t  project  is ' a t  the juncture where over the next three  yeare i t  
can demonetrate reforeeta t ion a c t i v i t i e s  t h a t  o f f e r  appropriate conservation 
measures which can be in tegrated i n t o  the a c t i v i t i e e  and l i v e s  of Mali'e r u r a l  
ag r i cu l t u r a l  population. However, t o  r ea l i z e  these object ives  and have any 
hope of continuing them through fur ther  financing, the project  hae t o  ehow 
concrete resu l t s .  The Forest Service muet i n s i s t  on the  moat qual i f ied  person 
avai lable  f i l l i n g  the poeit ion of Technical Director. The evaluation team 
f ee l e  t ha t  the incum3ent Technical Director hae t r i e d  t o  f u l f i l l  the  
requirements of h i s  poait ion.  But, he han not proven t o  be the dynamic leader  
which t h i s  job requiree. 

A.1.3 S ta t ion Level 

I n  the adminietrative cerclee  of Djenne and Mopti, the evaluation team 
judge8 the  leadership by the  concerned Chiefe of S ta t ion  t o  be good. These 
two Chiefs of S ta t ion  have similar leadership t r a i t e .  They both are t ra ined 
fo r e s t e r s  and have previous f i e l d  experience a t  a technical  and adminietrat ive 
l eve l ,  they have a good underatanding o f ,  and bel ief  i n ,  project  objectivee;  
and they have rapport with t h e i r  e taffe .  Staff  morale a t  Djenne and Fatoma 
Stat ions  is good and personnel express general s a t i s f a c t i o n  with the  way t h e i r  
work is going. 



A t  Dandiagara, the th i rd  c i r c l e  involved with the project ,  the Chief of 
Sta t ion eeeme coneiderably l e e s  qual i f ied  a d  maintaine generally poor 
re la t ione with hie  s t a f f .  k r a l e  i e  generally poor and the e ta f f  a re  qu i te  
open about the s i tua t ion .  

A t  the cantonnement l eve l  the Chiefe of Sta t ion have dual  r e spons ib i l i t i e s  - administration of a l l  Forest Service a c t i v i t i e s  within the cantonnement and 
implementation of the Village Reforeetation Project. Signif icant ly ,  the two 
Chiefs of Sta t ion judged t o  be doing a good job a r e  spending the majority of 
t h e i r  time on project  a c t i v i t i e e .  The Chief of S ta t ion  judged t o  be doing a 
poor job eaid tha t  he epende approximately two th i rd s  of h i e  time on 
non-project re la ted ac t i v i t i e e .  

The imperatives fo r  good leaderehip i n  a p i l o t  project  a r e  obviouely f e l t  
s trongly a t  the f i e l d  level .  The Village Reforestat ion Project  cannot be 
implemented without good leaderehip a t  the cantonnement level .  

Specific Recommendatione 

(1) That the "reet Service immediately conduct an in-depth review of a l l  
pereonnel assigned t o  key leadership poeit ions i n  the VRP via-a-vie the 
exceptional leadership requirements of a "pilot" project  l i k e  the VRP and take 
s teps  t o  ineure tha t  the ,VRP leadership is up t o  the challenge preeented by 
t h i s  project. Further, t h a t  the Forest Service . constantly review VRP 
leaderehip t o  ineure t ha t  it continues t o  meet the project ' s  !leedam 

(2) That the Forest Service (and, a s  appropriate,  USAID) take 
adminietrative etepe t o  insure  t ha t  a l l  l eve l s  of VRP leadership spend 
euf f ic ien t  time i n  the f i e l d  t o  insure  continuous f ami l i a r i t y  with the  e ta tue  
of project  implementation and the conetra ints  which must be overcome t o  ineure 
project  eucceee. Recommended l e v e l s  of f i e l d  time include a t  l e ae t  three  days 
per cantonnement per quarter  f o r  national  l eve l  project  managers (accompanied 
by the Regional Director), an  add i t iona l  twu days per month per cantonnement 
f o r  the  Regional Director and f i v e  days per cantonnement per month f o r  the VRP 
Technical Director. 

(3) That the Forget Service s e t  up an administrat ive proceee t o  review a t  
appropriate in te rva l s  au thor i ty  delegated t o  project  leaderehip a t  the  varioue 
l eve l s  v i e - k r i e  t h e i r  respone ib i l i t i ee  (duties) .  

6.2 Planning 

Project  planning i e  current ly  being done primarily a t  the  regional  l e v e l  
with input from the  DNEF, USAID and the Chiefe of Stat ion,  Annual project  
planning is preeented i n  the  project ' s  Plan of Operatione, This presents 
broad operation guidelinee and budgets, and impoeee ce r t a in  a c t i v i t i e s  and 
production quotas on e t a t i on  operations from the nat ional  level .  Quarterly 
work plane a re  the more de ta i l ed  working documents which a r e  prepared every 3 
monthe during supervieion v i e i t s  t o  the s ta t ione  by DNEF, USAID and DREF 
personnel. The evaluation team f e e l s  project  planning syeteme need t o  be 
modified . 



A.2.1 Annual Plan of Operations 

The evaluation team f e e l s  that  more input by the f i e l d  s t a t i ons  i n to  the 
project 's  planning process is eaeent ia l .  Station personnel a re  i n  the best 
position t o  determine what nursery production needs a r e ,  what t r ee  apeciee 
a r e  i n  demand, and how the project  can best  address the needs and i n t e r e s t s  of 
the l oca l  v i l l agers .  The s ta t ione  should a l so  know w h a t  t h e i r  budget 
requiremente a r e  fo r  t h e i r  l eve l  of operatione. Each s t a t i o n  should prepare 
annual budgets t o  correepond with its proposed work plan. Annual s t a t i on  work 
plans and budgets should be submitted t o  the DREF fo r  comeideration during the  
preparation of the Plan of Operations. These should be reviewed, modified a s  
need be t o  f i t  policy and f i m n c l a l  constra ints ,  and approved by DNEF, USAID, 
and DREFw The evaluation team f e e l s  t ha t  more a t t en t ion  paid t o  the 
preparation of the Annual Plan of Operations would focus management decisions 
on direct ing act ions  t o  meet project  objectives. 

The Annual Plan of Operations should be a more comprehensive and deta i led 
planning tool ,  spe l l ing  out f o r  each a t a t i on  by component spec i f i c  operational 
a c t i v i t i e s  and asaociated budgets. DNEF, DREF and USAID should work with the 
s ta t ions  i n  developing uniform planning systems, where spread sheets  a r e  used 
t o  l ay  out tasks ,  inputs and outputs on a time l ine .  Ut i l i z ing  spread sheets 
would add def in i t ion  t o  project  planning e f f o r t s  and f a c i l i t a t e  reporting i n  
that planned objectives versus ac tua l  accomplishments can be readi ly  shown. 
Quarterly modifications of the plan would be done during the  supervision 
v i s i t s  by DNEF, USAID and DREF t o  each s t a t i on .  

A.2.2 Quarterly and Monthly Planning 

More comprehensive and thorough annual planning would a l so  f a c i l i t a t e  
preparation of quar ter ly  and monthly work plans and budgets. Quarterly work 
plans should re f ine  the d e t a i l  of the Annual Plan of Operations and accent any 
changes i n  implementation schedules o r  budgete. Quarterly work plans should 
continue t o  be reviewed and approved during the supervisory s i t e  v i s i t 8  and 
should serve a s  the document against  which project  progress is measured. 
Stations should continue t o  prepare monthly andweekly work plans a s  needed 
f o r  t h e i r  i n t e rna l  use. 

Specific Recommendation 

(1) The team wante ' to r e i t e r a t e  and expand upon an important 
recornendation from the 1983 evaluation, t h a t  Chiefs of Sta t ion and below be 
given c lear ly  defined authorizstion and respoaeibi l i ty  f o r  planning, budgeting 
and implementing f i e l d  operations. 

1 

A.3 Management 

A.3.1 Documentation 

Complete and organized project  documentation is important t o  project  
supervision and monitoring. Proper documentation can f a c i l i t a t e  
commuaications along the management chain and prompt decision making and 
delegation of authority.  Equally importan! i n  the documentation process i s  
having organized and complete f i l e s  a t  the  national, regional and e t a t i on  
levels .  



A.3.1,A Reports 

An extensive repor t ing  system is l a i d  out  i n  the  Projec t  Paper (page 
46-49) which includes: annual,  qua r t e r ly  and monthly repor t s  from the  projec t  
d i r e c t i o n ;  and monthly repor t s  from each s t a t i o n  broken out  by component. The 
various r epor t s  have been f a i t h f u l l y  prepared and submitted. But, t o  
r e i t e r a t e  a criticism from the  1983 evaluat ion  which is s t i l l  pe r t inen t ,  
r epor t s  a re  mainly desc r ip t ive  and make no e f f o r t  t o  analyze o r  i n t e r p r e t  the 
information obtained. Complete and prec ise  monthly s t a t i o n  repor t s  a r e  v i t a l  
t o  projec t  documentation planning and evaluat ion.  

Monthly repor t s  from each s t a t i o n  should be d i r e c t ,  concise desc r ip t ions  r 

of ac t ions  which occurred i n  each component ("volet").  Actual work 
accomplishmente i n  each vo le t  should be compared t o  the  work plan. 
Modifications t o  the  work plan should be indica ted  and rexione discussed i n  a 
na r ra t ive  s e c t i o n  of  the  report .  Improving the  q u a l i t y  and organiza t ion  of 
s t a t i o n  monthly r e p o r t s  w i l l  assist p ro jec t  management determine whether 
p ro jec t  objec t ivrd  a r e  being a t t a ined  and what r ed i rec t ion  is needed. 

A.3.1.B S i t e  V i s i t  Reports 

S i t e  v i s i t s  a r e  important f o r  p ro jec t  management and supervision.  S i t e  
v i s i t s  t o  d a t e  have been i r r e g u l a r  and poorly documented. To adequately 
monitor p ro jec t  implementation regu la r ly  scheduled '  s i t e  v i s i t s  (suggested 
minimum f i e l d  v i s i t  schedules a r e  given i n  one of the  recommendatione f o r  E 

s e c t i o n  A . l  above) and repor t s  by p ro jec t  management are required. 

S i t e  v i s i t  r e p o r t s  should be prepared by the  DNEF and USAID Projec t  
Off icers ,  the  P ro jec t  Director ,  Accountant, and Technical Direc tor ,  t o  
document p ro jec t  s t a t u e ,  decis ions  reached and ac t ions  required a s  a r e s u l t  of 
t h e i r  f i e l d  v i s i t s .  It is a l s o  proposed t h a t  p ro jec t  extension agents  
complete a s i t e  v i s i t  information sheet  during each v i s i t  they have with t h e i r  
various v i l l a g e  cooperators.  This w i l l  provide a record of v i l l a g e  
involvement, which among other  advantages, will minimizing program cont inui ty  
problems when the re  are personnel changes. 

A.3.1.C F i l i n g  System 

Complete and organized files are e s s e n t i a l  t o  p ro jec t  documentation. A t  
t he  regional  l e v e l  no central p ro jec t  f i l e 8  e x i e t .  Individual  f i l e s  are kept  
by the  Projec t  Director ,  Technical Direc tor ,  and Accountant, with varying 
degrees of completeness and organizat ion.  F i l i n g  is also a problem a t  the  
s t a t i o n  level .  Documentation is incomplete and disorganized,  o f t e n  with p i l e s  
of  p ro jec t  documents etacked together  on bureau shelves. 

Many re levant  p ro jec t  documents which the  Chiefs of S t a t i o n  consider  t o  be 
valuable resource materials could not  be located  a t  the  s t a t i o n s  including: 
the  Projec t  Agreement and Amendment, P ro jec t  Paper, Projec t  Implementation 
L e t t e r s ,  and the  1983 evaluat ion  repor t ,  among others .  Also, monthly repor t s  
from the  o ther  p ro jec t  s t a t i o u a  could not  alwayn be founc? and were not  alwaye 
current. 



Stat ion personnel a l s o  indicated tha t  they receive very l i t t l e ,  i f  any, 
in fomat ion  on what other re fores ta t ion  projects i n  Mali and i n  the Sahel a r e  
doing. In  addit ion,  nothing i n  the way of technical  reference mater ia ls  is 
avai lable  a t  the s ta t ions .  

A.3.2 Commodity Procurement and Management 

Major commodity procurement a s  described i n  the Project  Paper and Project  
Agreement has been completed. The project  continuas t o  buy necessary o f f i c e  
supplies,  nursery too l s  and equipment and vehicle and mobylette spare par t s  
uaing project  operating expeneee. 

It w i l l  be necessary t o  budget funds during the  extension phase of the 
project  t o  buy replacement vehic les  and mobylettes. A l l  project  vehicles a r e  
operating. But they a r e  a l l  a t  l e a s t  four years old and i n  various s t a t e s  of 
d i s repa i r .  

The project  does not have an adequate commodity procurement and inventory 
control  system and is carr ied i n  the "inadequate" ca tegory , in  t h i s  regard i n  
the l a t e a  t USAID/M~~~ 1 2 1 ( ~ )  Cer t i f  i c a t i on  Report dated December 1, 1986. 
Vehicle uee logbooks a r e  not  kept on project  trucke o r  motorcycles. 
Establishing these capab i l i t i e s  is important t o  determining recurrent  project  
cost .  This information w i l l  be a f ac to r  i n  s e t t i n g  up the ana ly t ica l  
accounting system proposed i n  sec t ion  C1. 

A.3.3 Construction 

Project  cowtruc t ion  as described i n  the Project  Paper and Project  
Agreement has been completed. No new construction is envisioned f o r  the 

. extension phase of the project .  

Specific Recommpndatione 

(1) During the next supervision v i s i t ,  the DNEF and USAID Project  
Off icers  should work with regional  and s t a t i o n  personnel t o  e s t ab l i sh  
organized and complefe report ing and f i l i n g  systems. Follow-up on 
es tab l i sh ing  these sy s t em ehould be done d u r i q  subsequent v i s i t s .  

(2) Each Chief of S ta t ion  should supply the DNEF and USAID a list of 
relevant documents which t h e i r  s t a t i o n  needs. Then, during the following 
quar ter ,  DNEF and USAID would do the neceaaary photocopying and distribution. 

(3) An e f f o r t  ehould be made t o  provide the regioaal  o f f i c e  and each 
s t a t i o n  with a basic technical  reference l i b r a r y  using project  funds. 

(4) To r e i t e r a t e  a recoomend~,tion from the 1983 evaluation,  DNEF ehould 
assure the dissemination of technical  information between projects  within DNEF 
with comparable objective3 par t i cu la r ly  by i ts Division de Conception, Proje t  
e t  Programmes and its Subdivision de Reboieement e t  AmBnagement. 



( 5 )  The VRP ehould move immediately with USAID TA t o  eetabl ieh a 
commodity procurement and inventory control  syetem which w i l l  be completely 
"adequate" fo r  FAA Section 121(D) compliance purposee. Such a eyeten ehould 
include vehicle (including motorcycle) use reports .  A eyatem of reporte 
should be developed for  commodity procurement and management and these ehould 
be submitted regularly (probably semi-annually) t o  DNEF and USAID. 

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

R. Project  Organization 

The baeic organizational e t ructure  of the project  appears eound. However, 
some precision of the rolee and respone ib i l i t i ee  of project  personnel within 
t h i s  organizational  framework is neceseary. Ae well, decentra l izat ion of 
c e r t a in  project  a c t i v i t i e s  ehould be t r i e d  t o  increaee eff ic iency.  

B . 1  Personnel Scopes of Work 

The evaluation found t ha t  project  personnel i n  general  had trouble 
deecribing i n  d e t a i l  the spec i f i c  du t i e s  and reeponeibr l i t iee  of t h e i r  jobs. 
Some degree of confusion ex ie te  a t  a l l  l eve l8  of the project  concerning 
defined scopes of work. For example: No documentation could be found 
spec i f ica l ly  deecribing project  and non-project ro les  of the Project  Director,  
Administrative Assistant  , and . Chiefe of Station. The 1983 evaluation 
developed a thorough scope of work f o r  the project 'e  Technical' .Director which 
was incorporated i n t o  PIL No. 10. It is impl ic i t ,  but not spec i f i ca l ly  e ta ted 
i n  these documcnte, that the Technical Director and Regional Accountant a r e  t o  
work s t r i c t l y  f o r  the project .  However, t h i s  is not the impression of the 
Project Director,  The Project  Paper was referred t o  by the Chiefs of Sta t ion 
a s  the Document vhich describes, i n  general terms, tasks  t o  be performed under 
the nursery, extension and experimentation/demoaetration a c t i v i t i e e  . However, 
no updates o r  modification t o  these job deecriptions ex ie t .  Not u n t i l  1985 I 

did Peace Corps Management and the DNEF develop de ta i l ed  ro les  and 
respons ib i l i t i e s  f o r  PC volunt9ers eerving a s  project  technicians t o  the 
nursery and extension volete. 

B.2 Primee 

The Project  Paper l a i d  out a s t ruc tu r e  and r a t e s  f o r  the payment of primes 
t o  project  personnel. The evaluation team f e e l e  t h a t  the  eyeteua f o r  payment 
of primes neede t o  be modified from being one of automatic monthly payment t o  
project  personnel, t o  one where payment is linked t o  work performance. Par t  
of the  o r ig ina l  j w t i f i c a t i o n  f o r  the payment of primes was t ha t  the  project ,  
through a condit ion pracedent, specif ied tha t  Forest Service personnel could 
not engage i n  any form of repressive fo r e s t ry  a c t i v i t y  within the project  
zone. Thue, Foreet Service personnel seconded t o  the project  were not 
permitted t o  supplement t h e i r  income, l i k e  other DREF agents, by level ing 
f i ne s  against  v i l l agere  f o r  cu t t ing  and burning viola t ions .  The primes system 
was, i n  par t ,  an  attempt t o  compensate the agents f o r  t h i s  l o s s  of income. 



The DNEF policy regarding col lect ion and d ie t r ibu t ion  of f inse  hae 
changed. The f i e l d  agent 'e percentage has been reduced and a proportion of 
the collected f i ne  is now pooled t o  be ehared a t  the e ta t ion  level .  This 
means that  a l l  agents now are  eharing i n  the f inee whether they did any f in ing  
o r  not. With t h i e  change, project exteneion agente a r e  now ge t t ing  a 
proportion of f in ing  revenuee a s  well ae t h e i r  primae. Project e ta f f  a r e  now 
looked upon a s  receiving double compensation. 

This was rumored t o  be caueing personnel probleme, but was never addreeeed 
d i r ec t l y  t o  the evaluation team. The evaluation team, however, fee le  primes 
a r e  s t i l l  jus t i f i ed  eince the project is imposing much heavier work loads and 
responeibi l i t iee  on its agente compared t o  t h e i r  colleagues not working fo r  
the project. Theee primee a r e ,  i n  f a c t ,  incentive allowances with which the 
project  hopes t o  a t t r a c t  and maintain qual i f ied personnel. But ae an 
incentive they need t o  be earned, and not taken f o r  granted. 

8.3  Centralized vereue Decentralized Operations. 

The evaluation team f e l t  that the project  operating within the  
i n s t i t u t i o n a l  e t ructure  of the DREF a s  opposed t o  being a separate a c t i v i t y ,  
was a poeitive long-term approach. However, some decentra l izat ion of project  
a c t i v i t i e s  l a  appropriate ae well  a,e fu r ther  delegation of author i ty  t o  the  
cantomement level .  

Major project components.where decentra l izat ion eeeme indicated a r e  the  
extenaion system and the nurseries.  Theee proposed. decentra l izat ions  a r e  
discussed i n  d e t a i l  i n  the  "Technical Coneiderationen sect ion of t h i s  
evaluation. 

Specific Recommendations 

(1) Scopes of Work f o r  each project  posi t ion from the Project Director 
thorough s t a t i on  personnel ehould be developed and agreed t o  by a l l  pa r t i e s  
concerned. This w i l l  b e t t e r  define i n  writ ing the  ro le  of each posit ion with 
spec i f i c  du t ies  and respons ib i l i t i es .  Also, t h i s  w i l l  c l a r i f y  delegation of 
acehority a t  each l e v e l  

(2)  , Future payment of primes under the  Project  ehould be baaed on work 
pezformance. The procedure f o r  paying primes on t h i e  basis  should be worked 
out among DREF, DNEF and USAID and formalized by the  iesuance of a PIL. 

C. Financial Management 

Since t h e  l a s t  evaluation, f inanc ia l  management has generally improved 
with the addi t ion of a project  accountant and s h i f t i n g  accounting 
respons ib i l i t i es  from the DNEF t o  the  regional level .  The VRP has maintained 
FAA Section 121 (D) "approved" s t a t u s  fo r  i t e  accounting practices. However, 
there  i s  e t i l l  room f o r  improvement i n  f inanc ia l  management a t  both the 
regional and e ta t ion  levels .  



C.1  Analytical Accounting Syetom 

The eetabliehment of a eyetem which would yie ld  data  fo r  avaluating 
implementation performance of v i l l age  l eve l  refores ta t ion a c t i v i t i e e  wae a 
major output described i n  the Project  Paper. An important recommendation of 
the 1983 evaluation r e i t e r a t ed  the neceesity t o  eotabl ieh without delay a 
simple yet  adequate eyetem of col lect ing and reporting f inanc ia l  information. 
Such a eyetea requiree deta i led coat  accounting a t  the  f i a l d  l eve l  t o  enable 
economic analysis  ae well ae a meane t o  measure the technical  ef f ic iency of 
varioue project  components by function and objectiva.  Such a system should be 
eetabliehed immediately. A descr ipt ion of the varioue componente of the 
ana ly t ica l  accounting eyatem is included i n  the 1983 evaluation report .  

C.2 Financial Management Procedures 

USAID accounting proceduree f o r  diebursemant of project  funde were 
established i n  PIL No. 2, dated 1/23/81 and modified i n  PIL NO. 7 ,  dated 
2/28/83. Ae a r eeu l t  of recommendations from the 1983 evaluation project  
accounting wee concentrated a t  the regional l e v e l  under the guidance of a 
qual i f ied  accountant i n  January 1984. Since tha t  time ' project  f inanc ia l  
management hae improved. The evaluation team f e e l s  however t ha t  fu r ther  
procedural modificatiom a r e  neceeeary t o  improve timely eubmiseion of monthly 
f inanc ia l  reporte and a v a i l a b i l i t y  of operating funde. 

Current requirements c a l l  f o r  monthly f i nanc i a l  reporte,  including bank 
reconci l ia t ion etatemente, t o  be eubmitted t o  USAID not l a t e r  than 15 calendar 
days following the end of the month. kk~hough the project  i e  ge t t ing  be t t e r ,  
theee repor ts  a r e  always l a t e .  

Project f inanc ia l  proceduree a leo  c a l l  f o r  requests f o r  advancement of 
funde t o  be submitted quar ter ly  t s  the USAID Controller 'e  Office not l e e s  than 
s i x  weeke before the end of the quarter. These a re  of ten l a t e ,  reeul t ing i n  
funding dalaye ae well  a e  outstanding advancee of funds t o  the project  beyond 
the 90 day8 l i m i t  e t ipula ted by the  U.S. Treasury Department. To conform 
with regulations, the USAID Controller  hae recommended eome modification t o  
the procedures f o r  requesting advancee. 

The USAID Controller  recommende when the  f i nanc i a l  repor t  i e  submitted f o r  
the f i r s t  30 daye of the  90 day advance, t h a t  it  be accompanied by a request  
f o r  advancement of funde f o r  another 30 daye. I n  t h i a  way the project ,  on a 
monthly baeie, i e  c lear ing the f i r s t  30 daye of its advance while requeeting 
an advance f o r  another 30 days, thue keeping a revolving 90 daye advance. I f  . 
report ing deadlines a r e  met, there  w i l l  be a 6 week cuehion of operating 
funde, i n  which time it should be poeeible t o  proceee the voucher, order, and 
receive the check. Timely eubmieeion of f inanc ia l  repor te  and requests f o r  
advancement of funds a r e  imperative fo r  the  system t o  operate e f f i c i en t l y .  
Thie proposed modification t o  the  current  system puts l i t t l e  addi t ional  
administrat ive burden on the project  eince a request f o r  advancement of funds 
i e  a simple one page form. However, t o  work properly, the modified syetem 
w i l l  require more forward operations planning by the project ,  and the DNEF and 
USAID project  o f f ice rs .  



Specific Recommendatione 

(1) Modify f inancial  management procedures t o  begin monthly, instead of 
quaiterly, requeeta for  advancement of funde. 

(2) USAID should provide technical aeeietance to  the project t o  setabl ish 
an analytical accounting system and t r a in  regional and cantonaormatit level  
peteonnel i n  Lte use and application. 

(3) The project'e regional accountant w i l l  have t o  improve hia record of 
monthly s i t e  v ie i te  t o  each etat ion to  adeqoately euperviee and monitor the 
implementation of thie  accounting eystem. 

D. Peace Corpe 

From the perepective of Project Direction a t  the DREF and the Chiefe of 
Station, participation by Peace Corpe Volunteers i n  the project hag, overall ,  
been positive and constructive. (peace Corpe did not commit i t ee l f  d.uring the 
evaluation t o  the need or des i rab i l i ty  of aeaigeing fur ther  Peace Corpe 
Volunteere t o  the project. 

Because two PCVe were on leave at  the time, only two of the four 
volunteers currently aeaigned t o  the project were working, and interviewed by 
the evaluation team. Both were nursery techniciane.' They expreesed the 
belief that t he i r  counterparts were trained and qualified t o  run the nurseries 
without the i r  aseistance, but they f e l t  they had eerved ueeful rolee i n  
in i t i a t ing  cer ta in  a f for te  aud motivating work performance. Both racommended, 
with cer tain qualifications,  that Peace Corpe continue i t e  involvement i n  the 
Project. Both also s tated that they f e l t  a l e s s  defined ro le  for  
participating volunteers with fewer specif ic  dutiee and reeponeibili t iee was 
desirable. 

This response reflected the i r  desire t o  work more closely with vil lagere,  
removed somewhat from the s t ructure and regimentation of working under the 
DREF and Chiefe of Station. 

Contrary t o  the ~o lun tee re '  deeire fo r  lees  etructure and defini t ion of 
the i r  role  within the project, the evaluation team f e e l s  that  fur ther  
def ini t ion of the specif ic  dut ies  and reepoasibi l i t ies  of Volunteere i e  
required. The project i e  working through the ine t i tu t ioual  structure of the 
DREF a t  effect iag vi l lage l eve l  development. A s  long ae Volunteere a re  
working on the project they ehould continue t o  work within t h i s  structure.  

The role of Pease Corpe Voluteere ae nursery technicians i e  coosidered t o  
be appropriate by project personnel and by the evaha t ion  team. In the 
future,  u t i l i z ing  Peace Corps Volunteere ae roving techniciane t o  aeeiet  i n  
the establishment of mlni nureeriee a t  the vi l lage l eve l  could reepond to  
project neede, as  well a s  meet Volunteers' desires to  be more involved a t  the 
vi l lage level.  



For Peace Corpo Volunteers serving as extension agents, effect ive  
interactions a t  the vi l lage leve l  a r e  more d i f f i c u l t  becauee of the 
comrnunicatione and cu l tu r a l  b a r r i e y  which ex ia t  between Volunteers and 
vil lagere.  It i a  the opiniou of the evaluation team tha t  i f  Peace Corpe 
Volunteero work i n  the project 's  exteneion program i n  the future,  they ehould 
continue working together ae o team with a Malian counterpart. 

There was a gap of more than one year, from JUM 1985 u n t i l  July 1986 when 
there was no Aeeociate Peace Corpe Director (APCD) reeponeible fo r  fo tee t ry  
Volunteere. Direction and supervision of the Peace Corpe Volunteers assigned 
to  the project  ehould now improve with the a s w  fo res t ry  APCD being i n  place. 
Both of the PCVs interviewed expressed a need f o r  increased e i t e  v i e i t e  from 
che Bamako based Peace Corpe s t a f f .  

Specific Recommendation 

(1) The APCD f o r  foreetry  should v i a i t  Volunteere aseigned t o  the project  
a t  l e a s t  once every quarter. It would be useful  i f  she coordinated her e i t e  
v i s i t 8  with the supervisory v i s i t  t o  the project  by DNEF and UYAID pereonnel. 

( ~ o t e :  The var iow par t s  of the  following sect ion have been drafted by 
d i f fe ren t  team members. Points made i n  the  basic d ra f te  have been 
buttreseed with obaervatioae from the sociological  evaluation. The f u l l  
t ex t  of the eociological evaluation is found i n  Annex B. ) 

The evaluation found tha t  the VRP is slowly but surely achieving its 
underlying "sub-purpoaew of changing v i l l agers '  perceptions, a t t i t udes  and 
awareaaae of t h e i r  physical enviroament, the need t o  protect  it, t h e i r  basic 
reaponeibil i ty i n  the  environmental protection e f f o r t  and the r o l e  of the  
Foreet Service i n  the .e f for t .  Vil lagers i n  the  MP area,  and even t o  a degree 
i n  surrounding areae, def ini te ly .have become more conecioue of the need t o  
conserve and protect  t h e i r  environment. They have come t o  think of t h i s  t o  a 
large extent i n  terms of the reforeeta t ion a c t i v i t i e s  being carr ied out by the  
VRP. The v i l l agere  a l so  are changing t h e i r  ideaa of the  Foreat Service, 
seeing i f  more i n  terms of cooperation than of conf l ic t .  Lines of 
communication between v i l l age r s  and the Foreet Service are noticeably more 
open i n  the  YRP area than outside it, indicat ing a higher degree of t r u s t  
among those v i l l age r s  i n  the  project  area. Villagere i n  the  VRP area a l so  
demonstrated a good understanding of the  basic provieione of Forestry Code a s  
a d i r ec t  r e s u l t  of t h e i r  continuous d i a c u ~ s i o n s  with the foreetry  agents. As 
diacusaed again fur ther  on, the team f e e l s  i n  general t ha t  much more could 
have been achieved i f  the t ra in ing  program had been pursued adequately, but 
tho point h m t m  i r  that the gruetalt .ppro.~h o f  VRB via-a-via tha v i l l a q r r r  ham 
been shown t o  be valid. 

, . 



0. Extension and Training 

Exteneion a c t i v i t i e s  conet i tu te  one of the most important tasks i n  r u r a l  
development. Ae a consequbnca, exteneion a c t i v i t i e e  require qual i f ied  
personnel capable of underetanding the point of view of the population which 
they a r e  serving so  a s  t o  b able  t o  understand f u l l y  how t h i s  population 
l i v e s  and works and i ts consequent concerne and t o  be able  t o  propoee 
e f fec t ive  changes t o  iuprove t h e i r  l i v ing  conditions from both a eoc ia l  and 
economic viewpoint. Exteneion agents must always bear i n  mind tha t  they work 
fo r  the v i l l age r s  and t ha t  t he i r  objectivee o f ten  a re  incompatible with the 
v i l l agers1  primary conce ry  and t ha t ,  furthermore, there  a re  many other ac to r s  
i n  addit ion t o  the exteneion agente involved and theee other actore  o f ten  have 
oppoaing i n t e r e s t s .  In  order t o  carry  out i ts  exteaeion component, the VRP , 
hae eatabliehed a t  every cantonnement an exteneion team composed of three 
persona. Thie team is responsible f o r  spreading an underetanding of VRP 
objectives i n  the v i l l ages ,  f o r  implementing project  a c t i v i t i e s  with v i l l age  
cooperation and f o r  follow-up of project  a c t i v i t i e e .  

The terms of reference required the evaluation team t o  look a t  the 
exteneion e f f o r t  fu l ly .  Beginning with organization, the 'exteneion team is 
composed of a Forest Service agent, a commudty development agent and a Peace. 
Corpe Volunteer. Thie compoeition i e  generally good t o  the  extent  t h a t  the 
d i f f e r en t  members complement one another. The fo r e s t e r  is f a i r l y  competent i n  
fo res t ry  techniques, the community development agent is supposed t o  understand 
how t o  engage the v i l l age r s '  i n t e r e s t  but the  competencies of the Peace Corpe 
Valunteere a re  not  clear and preciee. Therefore, the PCVe' membership i n  the 
team should be reconaidered, taking account a l s o  of l i n g u i s t i c  d i f f i c u l t i e s .  

Otherwise, the  VRP s t a r t i d  from a s e t  of aeaumptiow i n  formulating euch 
an exteneion team. But i t  has not been es tabl ished t ha t  the fo r e s t e r s  have 
mastered completely a l l  the  t e ch iquea  which the VRP is attempting t o  
implement i n  the vi l lagee.  The exteneion team members, notably the  fo r e s t e r s ,  
s t a ted  on a number of occaeioae during the courae of the evaluation t ha t  they 
do not have working knowledge of e i t h e r  techniques f o r  wind-breaks and l i v i n g  
fences, o r  of s o i l  and surface water conservation techniques and t h a t  they 
would l i k e  t o  l ea rn  a l l  theee techniques i n  order t o  be ab l e  t o  extend them t o  
the vi l lagere .  As to'the.coauuuaity development agent, he serves simply a s  an 
intermediary between the  fo ree te r ,  who i e  the  pr incipal  extension agent,  and 
tha vi l lagere .  He i e  perhaps a f r a id  t o  attempt t o  teach extension themes 
which he has not  mastered because he haa not perfected h i e  extenaion 
competency. Thue it has been determined generally t h a t  project  a c t i v i t i e s  
were not matched t o  l o c a l  enviroamental and eoc ia l  conditione, pa r t i cu l a r l y  a t  
the beginnlag of the  project .  There i e  thus reason t o  review t h i s  exteneion 
team compoeition under which %he team membare have not been ab l e  t o  develop 
the idea of complementarity because from the start they were not provided with 
a l l  the neceesary compr?tenciea, e i t h e r  i n  extenaion o r  i n  fo r e s t ry  techniquee. 

The centra l ized exteneion team s t ruc tu r e  which haa always been the VRP 
approach from i t s  s t a r t  u n t i l 1 9 8 6  has not permitted e i t h e r  an appropriate 
d ivers i f i ca t ion  of project  a c t i v i t i e a  o r  a rapid extension of project  
a c t i v i t i eq  t o  many l o c a l i t i e s .  None of the  extenaion team members f e e l  
themeellpee reepomible f o r  e i t h e r  any f a i l u r e  o r  eucceee and generally there  
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l a  no individual i n i t i a t i v e  taken. The extension team is contant simply t o  
follow the ins t ruct ions  which come down the chain of command t o  execute t he i r  
work i n  conformance with the writ ten ins t ruct ions .  On the other hand, 
performing a l l  espects of extension together, from increasing v i l l agera '  
awarenese through ac tua l  execution of a c t i v i t i e s ,  overtaxes the exceneion 
team. Coaeoquently, follow-up is not correct ly  performed, resu l t ing  i n  
numerous difficulties. 

A "decentralized" extension team s t ruc ture  which would make each agent 
responsible individually would permit savings of both time and money because 
the current taam of three would be broken up t o  develop the same extension 
theme i n  d i f fe ren t  vil lagee.  I f  the team were broken up the mombere would uee 
the same means and the same amount of time t o  cover three v i l l ages  instead of 
one l In  addit ion,  decentralization would allow each agent t o  remain ' 

constantly i n  contact with a ce r ta in  number of v i l l ages  with which he could 
develop good soc i a l  re la t ions  allowing him t o  be respected and l ie tened to. 
These permanent contacts a l so  would permit him t o  become famil iar  with the 
fundamental concerns of the v i l l agera  and t o  analyze a l l  of t h e i r  problema 
objectively. Thm, h i s  mission would involve everyone i n  the v i l l age  and t h i s  
cooperation would spawn a concept of development shared by the agent and the 
vil lagera.  The decentra l izat ion of the extension team is  one of the primary 
concetns of those reeponeible f o r  VRP management. A l l  level#  have expressed 
the feeling t ha t  each extension agent would l i k e  t o  be reeponeible 
individually f o r  h i s  work and all, the  involved Forest Service employees a re  
inspired with t h i s  des i re  t o  correct  mistakes caused by the cen t ra l iza t ion  of 
the teams. 

The asaumption tha t  the proposed decentra l izat ion could work euccessfully 
is based on the  bel ief  t ha t  the knowledge tha t  a l l  extension agente should 
have, both i n  a technical  eenae and i n  a community re la t ione eenee, is not 
complicated (with, o r  course, the exception of l oca l  languages) and can be 
learned f a i r l y  ea s i l y  by the agente. I n  order f o r  the agents t o  obtain 
suf f ic ien t  knowledge t o  fur ther  VRP goals e f fec t ive ly ,  however, the  t ra ining 
program muet be  strengthened s ign i f ican t ly ,  with regard t o  frsquency, content 
and pract ical i ty .  The evaluation team established tha t  t o  da te  t ra ining 
a c t i v i t i e s  have been, qu i te  sporadic, l imited i n  t h e i r  subject  matter and 
largely  theoret ical .  Ae an example, among a l l  of the  possibly useful  
techniques which could be employed i n  the  VRP area ,  v i r t ua l l y  the only 
subjects the er tension agents have been trained i n  t o  date  a r e  producing and 
planting seedlings and the  use of the "GRAAP" technique (which employeee 
spec ia l  "st ick on" boards) t o  explain the  need f o r  environmental protect ion t o  
farmera. Indeed, given the supposedly p i l o t  project  nature of the  VRP, the 
overal l  lack and poor qual i ty  of the  t ra in ing  e f f o r t  t o  date  i s  one of the 
more surpr is ing and disappointing findings of the evaluation. Even i f  
decentralization was not pursued during a possible extension phase of the 
project ,  t ra ining would have t o  improve s ign i f ican t ly  i n  order fo r  the  project  
t o  begin t o  f u l f i l  its potential .  Pursuing a policy of decentra l izat ion of 
extension teams would make an e f fec t ive  t ra in ing  program f o r  extension agents 
even more necessary. Furthermore, a s  noted i n  the  sociological evaluation, 
given the  n a t u r e ,  and purpose of the  VRP, any t ra ining program developed under 
the  project should~'?.nclude t ra ining seesinns fo r  v i l l agers  a s  well a s  agents 
( tha t  i a  t o  ea?, ,formal t ra ining eeeeiorre f o r  v l l l aga r r  ar opporad t o  the 
"informal t r a i n i r i n  ~ h f c h  the agente are constantly undertaking i n  t h e i r  work).. 



A frequent euggeetion with regard t o  the exteneion e f fo r t  is tha t  the 
number of agente be augmented i n  one way or  another. In  two of the three 
cantonnemeate i n  which the MP i e  act ive  (Mopti and Bandiagara), l oca l  
languages and d i a l ec t s  have poead s ign i f ican t  problems to  the exteneioa 
teams. One suggestion f o r  overcoming th i e  problem i e  t o  r ec ru i t  "vil lage 
exteneion agents." This system is used i n  the W E  fores t ry  project i n  Koro 
and seems t o  be working well there.  Another idea is t o  make arrangemente f o r  
Forest Service agente not i n  the MP ("regular agente") t o  engage i n  spreading 
the extenelon themes while on t h e i r  normal rounds. Thie is  being t r i e d  t o  a 
limited exe:ent i n  Djenne cercle  a t  the present time. Theee agents get  no a L 

recompenee f o r  t h i e  a c t i v i t y  except f o r  an allowance f o r  fue l  fo r  t he i r  
mobylettee. It is  still too ea r ly  t o  make a f u l l  aeeeeement of t h i s  
experiment,, but i t  appears t o  be working well. Both of theee p o e e i b i l i ~ i e e  
could be explored during a fur ther  phase of the project. 

The VRP has not been able t o  develop e f fec t ive  collaboration with other  
extension organizatione a s  is  evidenced by the f a c t  t h a t  during the course of 
the meeting with a l l  of the ch ie fs  of extension eervicea i n  the region cal led 
together under the aedie of the  Regional Development Committee; the evaluation 
team was surprised t o  hear some of theee leadere s t a t e  t ha t  they a r e  not 
famil iar  with the MP, It is $)la VRP Fatoma cercle nureery which provides the 
seedlings t o  the Fishing Development Operation f o r  its refores ta t ion 
requirements. Nonethelsee, t h i a  cooperation perhape can be undertaken 
successfully with ce r t a in  e n t i t i e s  which already have extension agente and 
f inanc ia l  resource8 t o  be used t o  res tore  the environment. VRP management at  
,Mopti m e  informed of act ions  already taken along theee l i n e s  during the 
course of the  discussion of the  evaluation team with the  Development Coonnittee 
and should take advantage of t h i a  opportudty.  It must be noted t ha t  s t r e s s  
ehould be put on t h i a  cooperation a t  the  Bandiagara cantonnement where the 
A,qricultural exteneion service  has a project  f o r  conservation of e o i l  and 
surface water. Theta is a l so  the  poss ib i l i ty  of invest igat ing the 
par t ic ipat ion of the p o l i t i c a l  and administrative o f f i ce r e  who u n t i l  now have 
not part icipated a t  a l l ,  e i t h e r  i n  education o r  i n  implementation a c t i v i t i e s ,  

Specific Recommendations 

(1) That the t ra ining program be strengthened eignif icant ly ,  with close 
coacentration on content and s t r e s s  on ensuring su f f i c i en t  p rac t ica l  -- a s  
opposed t o  theore t ica l  - t ra in ing  experience. Par t icu la r  a t t en t ion  
should be paid t o  es tabl ishing an appropriate program (with a de f in i t e  
plan and schedule) f o r  extension agente t o  give them t ra in ing  i n  both the 
technical  and comnwnity r e l a t i ons  eidee of t h e i r  jobs. A separate 
t ra in ing  program should be developed f o r  v i l l agere  i n  the  VRP area. 

(2) That exteneion work be "decentralized" during any project  exteneion 
with agents e s sen t i a l l y  aaeigned t o  work by themeelves i n  a ce r t a in  number 
of v i l l ages  ( t h i s  does not preclude various jo in t  a c t i v i t i e s  with other 
agents when appropriate). 

( 3 )  That l imited erperimente be made with taking "village exteneion 
agente" i n to  the VRP, with an appropriate eyetem t o  measure t h e i r  
e f f ec t i vemas  i n  the  ME p}-ogram. 



( 4 )  That fu r ther  diecuaeione be held between the Foreet Service and A I D  
on the des i r ab i l i t y  of drawin6 more of the "regular" foreetry  agente i n to  
VRP ac t iv i t i e e .  

( 5 )  That deta i led diecueeions be held with the Peace Corps t o  determine 
whether they a re  will ing t o  make fur ther  assignments t o  the MP and, i f  
they are ,  tha t  a close review be made of the des i r ab i l i t y  of having PCVe 
i n  the ro le  of exteneion agente, 

(6)  That VRP management (down through Chief a of Cantonnement) act ively  
seek out and follow-up on possible ways of achieving e f fec t ive  
collaboration with other exteneion.eewicee with a current o r  potent ia l  
r ea l  i n t e r e s t  i n  refores ta t ion conservation, 

C. Fining Policy 

A major policy question looked a t  by the evaluation team is whether o r  not 
the prohibit ion on f ining f o r  fo res t ry  agents working under the VRP ehould be 
maintained during any extension. A condition precedent i n  the  present project  
agreement e f fec t ive ly  has banned f in ing  f o r  i a f r a c t i o w  of the  Foreetry Code 
i n  areas i n  which the VRP is active.  (It a l so  banned the  wearing of uniforms 
by fores t ry  agents.) The purpose. of this ban was t o  re inforce  the conversion 
of the fores t ry  agent i n  the  VRP area  from "police of f ice r"  t o  "forestry 
extension agent," thus changing him from the farmers1 "enemy" t o  an "advisor 
and helper. " 

For a br ief  re i t e ra t ion ,  the questton of f in ing f o r  infract ions  of the 
Foreetry Code i n  Mali i e  extremely controversial ,  Begun under the French 
before independence, f in ing has been carr ied on by the para-mili tsry Forest 
Service ( i n  Mali and other Sahelian countries)  ever since,  even though there 
have been major changes i n  both the Foreetry Code and the ru les  by which f i ne s  
a r e  levied and even though a recent decision has been made o f f i c i a l l y  t ha t  
concentration within the Forest Service ehould be on "extension" a s  opposed t o  
"repression" (fining),  Those f o r  continuation of the  pract ice  see it a s  the  
only r ea l l y  e f fec t ive  l i n e  of defense against  t o t a l  deetruction of the 
environment and point out t ha t  there  i e  no place i n  the world -- cer ta in ly  not 
i n  the U.S. -- where such dest ruct ion would go unpunished and tha t  it is 
nonsense t o  have a .  code protectlng the  environment without sanctions f o r  
breaking the code, On the  other  s i de  of the argument i t  is claimed that 
f in ing  sets up an  adversar ia l  re la t ionship between the  Foreat Service and the  
f a m r e  which rendere impossible conetructive ac t ion  t o  res tore  and protect  
the environment cooperatively. It is claimed tha t  there  a r e  so  few agente i n  
r e l a t i on  t o ' t h e  t e r r i t o r y  t o  be covered t ha t  the  f i n ing  does not furnish an 
e f fec t ive  defense against  dest ruct ive  practices. Furthermore, a t  l e a s t  on 
occasion, f in ing  has been shown t o  be extremely a rb i t r a ry  and it is claimed 
tha t  both the  Forest Service and the  agents have a vested i n t e r e s t  i n  the  
system because it y ie lds  income t o  both. 



To elaborate on the l a t t e r  point, agents who work on extension and 
"productive" a c t i v i t i e s  of ten do not have the earn opportunity t o  do "police" 
work and thus perceive tha t  they a r e  a t  a f inanc ia l  disadvantage. (This is 
true t o  an extent f o r  VRP agents.) Recently the Forest Service has revised 
the achedule of commieeione from fining.  The main th rus t  of th ie  r ev i s ion ,  has 
been t o  reduce the commieeion t o  the individual agent d i r ec t l y  involved and t o  , 

share commieaione across a broader spectrum of foreetry  pereonnel. The 
Forea t r y  Fund still  receives 75% of f ining revemae while the individual 
agent's percentage has dropped frnm 15 t o  10 percent. Five percent of f i ne s  
a re  aow shared amoog a l l  agente a t  the l o c a l  level .  In addit ion,  Diviaion - .  

Chiefs a t  the national l eve l  now a leo  get  a percentage. 

With regard t o  the reeul te  t o  date  of the VRP "experiment" of banning 
f ining i n  the areae i n  which it is working, the evaluation team found it 
extremely d i f f i c u l t  t o  make a de f in i t i ve  judgment on the subject. The 
evidence tends t o  be qu i te  anecdotal and d i f f i c u l t  t o  verify.  On the one 
hand, as noted i n  the sociological  evaluation, v i l l age r s  report  that they see 
the fo re s t  agente working i n  the  VRP i n  an e n t i r e l y  new, much more favorable 
l i g h t ,  tending t o  look upon. them now ae "plantere" more than t r ad i t i ona l  
"forestry agents." The agente themselves report  that they have established 
good re la t ione with the v i l l agere  (which i a  not the  usual state of these 
re la t ions) .  ( I t  is probably par t icu la r ly  t rue  t h a t  i n  a s i t ua t i on  l i k e  t h i s  
intervieweee t e l l  interviewers -- i.e., the  'evaluation team members - what 
they think the  interviewers want t o  hear.) On the  other hand, some Foreet 
Service o f f i c i a l s  report  tha t  the v i l l agers  i n  the  VRP areae have been taking 
the ~ l i t u a t i o a  of no f in ing  a s  a l icence t o  do what they w i l l  with the foree t ry  
resources i n  t h e i r  area. (The evidence f o r  t h i s  contention, a l so  seems t o  be 
largely  of hearsay nature.) The belief t ha t  t h i e  l a t t e r  s i t ua t i on  is 



occurring has led to  atrong recommendatione t h a t  the ban on f in ing be l i f t e d  
i n  any project  exteneion phaee. I f  t h i s  were done, then VRP agents would 
aimultaneouely practice f in ing  and extension (not neceeearily l i t e r a l l y  - 
they might practice the  two i n  eome eystem of "rotation1'1. It is claimed t h a t  
th+s  worke well enough "in a l l  the other project8 than VRP" and t ha t  i t  would 
remove the abnormal s i t ua t i on  (alluded t o  above) of having areae (under the 
VRP) with abeolutely no sanctione fo r  environmental deetruction. 

Given the incomplete nature of the evidence which we were able t o  gather 
during the evaluation, the evaluation team hes i t a t e s  . t o  make the 
recommendation proposed by eome tha t  the ban on f in ing  be l i f t e d  during any 
project  extension becauee of the f e a r  t h a t  any gaine i n  terme of improvement 
of agent/farmer re la t ionships  would be eliminated by euch a move. Instead, w e  
believe that  a be t t e r  course would be t o  leave the  iseue t o  be reconsidered by 
both the Forest Service and AID. We believe tha t  procraetination is the 
correct  couree i n  t h i s  case f o r  two reaeons, ~ i r e t ,  i n  lowering the schedule 
of f in ing  commisaione t o  the agent (eee above), the recent change i n  the  
f in ing syetem theoret ical ly  should have lowered the f inaqc ia l  incent ives  t o  I 

the individual  agent and, thus, poseibly decreaeed the abuse of the f i n ing  
system. We believe t ha t  the  e f f e c t  of t h i s  change should be analyzed before 
any decision on how t o  proceed i n  the  VRP area  is made. Then, the  Swias 
recently have begun a nationwide study of "repteesion" ( spec i f ica l ly  t o  
include the question of f in ing)  i n  the fo r e s t ry  sec tor  i n  Mali. The r e s u l t s  
of t h i s  study a r e  due out during the eummer of 1987 and they should make an 
important contribution t o  the debate. 

Specific Recommendation 

.(I) That the Foreet Service and USAID set a de f in i t e  date  f o r  
reconsideration of the VRP ban on f in ing  (and wearing uniforme) and t ha t  a 
d e f i n i t e  plan be elaborated t o  gather relevant information on the subject  
p r io r  t o  convening the meeting t o  reconsider the  iseue. 

A . Nurseries 

Obviouely re foree ta t ion  a c t i v i t i e s  a r e  impossible without an 
adequate supply of appropriate quan t i t i es  and q u a l i t i e s  of eeedlinge. Hence 
nursery production is a key element i n  project  eucceee. .For t h i s  reaeon and 
i n  order t o  focue responsibi l i ty ,  nurseriea have been viewed as a d i s t i n c t  
project  component. Unfortunately it seems t h a t  t h i s  has tended t o  i s o l a t e  
nurser ies  from c loser  in tegra t ion  with other project  componente such a s  
extension, the interventions themselvee and experimentation/demone t ra t ion .  It 
is up t o  the s t a t i o n  ch ie fs  and techu,tcal d i r ec to r  t o  make sure  t h i s  
in tegra t ion  happena, i.e., t h a t  nurseriee a r e  seen a s  an i n t eg ra l  pa r t  of the  
re fores ta t ion  proceas and not a s  an end i n  themselves. 

. . 



Since the mini-nursery component of the project  i e  e t a r t i ng  t o  take 
off  and the Forest Service appears t o  be behind the decentra l izat ion of 
production (and even the de-ovolution of Foreet Service nureeriee),  the 
project  might prof i tably  e t a r t  thinking about the complementary rolee  tha t  
s t a t i on  and mini-nurseriae might play. For eome fores t ry  a c t i v i t i e s  the needs 
of a large-ecale reforeeta t ion e f f o r t  a r e  sometimes met through large ,  
temporary nurseriee near the planting s i t e .  Production i n  permanent nureeriee 
i e  oriented to  high value, difficult-to-produce etock. This i e  t rue  par t ly  
becauee of the coete of mining the a o i l  a t  the nureery s i t e  tha t  permanent 
production impliee. While t h i , ~  may not be t o t a l l y  appropriate f o r  the project  
environment, it may help the project  be t t e r  define the rolee  of various types 
of nureeriee. For example i f  a firm v i l l age  commitment t o  a epec i f ic  medium 
scale  a c t i v i t y  can be ident i f ied ,  it may be worth attempting t o  set-up a 
temporary nursery i n  the v i l l age  o r  c lose  t o  the s i t e .  This would fur ther  
engage the v i l l age  and give an idea of the l eve l  of e f f o r t  a v i l l age  could 
euetain. Mini-nurseries do not have t o  be conceived of a s  c en t r a l  nureeriee 
but on a smaller scale .  

The movement towarde be t t e r  in tegra t ion  of the nureer ies  i n t o  the  
re fores ta t ion  system should be encouraged. Seedling production should be 
f l ex ib le  and evolve ae the project  progresses. 

A.1 Sta t ion Nurseries 

I n  general  project  nurser ies  have technically improved eince the 
l a s t  evaluation and nursery techniques a r e  increaeingly mastered by project  
personnel (including the  laborere). Equally important i e  continued concern 
f o r  fu r ther  improving production techniquee. Problems remain i n  planning, 
record keeping, organizatron and management and i n  eome r e l a t i ve ly  minor 
nursery techniques. 

A.1.1 Progress Since the 1983 Evaluation 

Divereif ication:  

The 1983 evaluation recommended the d ivere i f i ca t ion  of production 
s ince ,  u n t i l  t h a t  time, there  was an overreliance on the  production of nnem. 
Nursery production hae indeed been d ivere i f i ed  at  a l l  the  project  nureeriee 
and there  i e  g rea te r  production of l o c a l  indigenoue epeciee, f r u i t  t r e e s  and 
speciee appropriate t o  a broader range of interventions.  However the idea 
behind the  1983 tacoamendation doee not seem t o  have been completely 
understood by project  personnel and some d ive r s i t y  eeems t o  have been done f o r  
d ivere i ty  *a sake alone. Production remains dominated by exo t ics  (80%) which, 
i n  and of i t s e l f ,  may not be a problem s ince  many of these exot ice  (neem, 
parkinsonia, proeopis, etc.) a re  appropriate and have proven themselves i n  the  
zone f o r  c e r t a in  interventione. 

Production i n  Pote: 

I n  a semi-arid environment with a poorly developed 
t ranspor ta t ion network, production i n  pots i s  ueually technical ly  superior t o  
bareroot techniques t o  aeeure good eetabliehment ratee.  The 1883 evaluation 



recommended increaeed production i n  poto. To a large extent t h i e  hae a leo 
been accompliehed. The 1983 evaluation ehowed tha t  production i n  pote was 
only about 10-20% of t o t a l  production i n  the beet caee. In  1986, i n  general, 
production i n  pots varied between 25% a t  Fatoma and 37% a t  Bandiagara. Plane I - 
fo r  1987 c a l l  f o r  between 55% (Djenne) and 68% (Bandiagara) of production t o  
be i n  pote. This evolution i e  eat isfactory.  Further increaeee i n  percent 
production i n  pots should be the r e su l t  of an analysie of the neede of the 
project a f t e r  the coming campaign. Production of eeedlinge outside of pote 
should be continued essen t ia l ly  only i f  they a r e  t o  be ueed ae shadetreee ( i n  
people's compounds) o r  w i l l  be planted i n  individual orchard8 where they can 
be watered eas i ly .  

Number of Laborere: 

Over the l i f e  of project  the t o t a l  production of eeedlings has 
i n  general increased although i t  has f luctuated widely fo r  eome reason. Hence 
the 1983 recommendation t o  l i m i t  nureery workers t o  f i va  (from the i n i t i a l  
ten) has not proven to  be a conetra int  t o  nursery production. I f  preeent 
trends continue there w i l l  be no need t o  change the number of workers. 

Improved nureery production: 

The preeent evaluation took place a t  the s t a r t  of the 
production campaign and hence it was d i f f i c u l t  t o  aesess the qual i ty  of 
seedlings. .However there have been some notable nureery improvements 
including the construction and uee of compost bins, the establishment of a 
seed stock (although l imited i n  ecope and poorly organised), the appl icat ion 
of graf t ing techniques and a general improvement i n  s o i l  and seedbed 
preparation. 

There a r e  other improvements i n  nursery production which should prove 
ueeful. Among othere,  the following should be noted: 

-- Thinning out the  seedlings i n  the  beds and i n  the pote. In  a l l  of the 
nurseries v i s i t ed ,  the  dietance between plants  i n  the beds was never greater  
than 5 cm. This w i l l  not produce vigorous plants t o  be ueed i n  refores ta t ion.  

-- The mixture of s o i l  i n  the pots should be improved by making enough tee te  P 

i n  each cantonnement of l oca l  s o i l  types ( i n  view of the  great  difference8 i n  
s o i l s  between the  cantonnemente) . 
-- Avoid eeeding d i r ec t l y  i n  the  pots without f i r e t  having wat6red them. 
This w i l l  avoid competition between the young seedlings and weeds which was 
the case i n  the  Fatoma nureery. 

-- Do a good job of e i t e  eelect ion f o r  the  nurser ies  i n  the  future.  Above 
a l l  avoid s i t e s  subject  t o  flooding, l i k e  t ha t  of the nursery a t  Djenne. 

-- Stress the  improvement of the bed8 i n  nurseriee with heavy eo'ils by adding 
sand and f e r t i l i z e r .  



-- Eetablieh a well organized system for  col lect ing seeds and improve the 
etorage conditioae fo r  eeede, which a re  often attacked by mice. 

-- For the production of f r u i t  t t e ee ,  par t icular ly  mango and c i t r u s  t reee ,  
plan on a two-year beeie i n  order t o  be able t o  ea t ia fy  the demand and t o  
provide improved plante. 

A.1.2 report in^ and Documentation 

The 1983 evaluation propoeed a eyetem of reporting f o r  the 
nurseries including annual, monthly and weekly programe; a da i ly  journal and 
a record f i l e .  Although the s i t ua t i on  var iee  from e t a t i on  t o  e ta t ion,  t h i s  
eyetem i s  not alwaye reepected. The next sect ion deal8 i n  d e t a i l  with t h i e  
subject .  

A.1.3 Present Obeervatiom: 

I n  general the probleme encountered a t  the nureery l eve l  can be 
grouped i n t o  f i ve  categoriee. 

1. Nureery techniquee - Some improvement i e  needed i n  nursery 
techniques. A t  l e a s t  one of the nuroery chiafa i e  inexperienced and could uee 
furthe; t ra ining.  This has not been a major conetra int  t o  date  s ince the 
laborere a r e  experienced and there is close eupervision by the  e t a t i on  chief.  
Examples of poor technique include the f a i l u r e  of eucalyptuo production, the 
barerooted etock have of ten not been appropriately thinned t o  avoid damage and 
waete during l i f t i n g ,  graf t ing techniquee have not yet  been f u l l y  mastered, 
the s o i l  mixture fo r  pots dobs not alwaye appear appropriate and techniques 
fo r  el iminating weeds before planting a re  not alwaye uead. Theee types of 
problems seem t o  be the reeu l t  of e i t h e r  the lack of technical  knowledge o r  
the lack of application of good techniquee. Thie evaluation cannot replace a 
good manual on nureery production and i t  would be eeneeleee t o  impose 
recomendationa from outeide. The project  muet concentrate on developing 
techniques t ha t  work and i n  overcoming probleme. 

2. ~anagement and Organieation - I n  several  inatancee personnel 
and material  management need improvement. In  eome caeee nureery workere have 
been cal led upon t o  carry-out tasks  unrelated t o  nursery production and the,  
objectivee of the project. Material and equipment needed f o r  the nureery a r e  
not always stored a t  the nureery s i t e  i n  ep i t e  of the existence of adequate 
f a c i l i t i e s .  Peeticides are poorly etored and inatructioua on t h e i r  uee 'not 
always available.  Seed etocke are poorly marked and stored.  Fencing hae been 
allowed t o  deter iorate .  While t h i s  l a  not a comprehensive list of probleme, 
it is c l e a r  t ha t  pereonnel pol ic ies  and the phyeical e t a t e  of the nureery 
infras t ructure  and material  should be periodically reviewed. 

Supervieion of the nursery work has varied grea t ly  from s t a t i o n  t o  
s t a t i on  but a t  one a ta t ion  (Bandiagara) f t eeeme t o  be par t icu la r ly  poor. 
Viei ts  t o  t h i e  nursery, located on the ou tek i r t s  of town, have been 
inexcusably infrequent. 



3. Documentation and Record Ksepinq - A 8  the 1983 evaluation 
points out ,  good record keeping a t  the nuresry l eve l  is essen t ia l .  The new 
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policy on the s a l e  of eeedlinge makea idequate documentation a l l  the more 
important. tUthou8h some recorde are kept a t  the nursery l eve l ,  the eyetem of 
documentation is poorly organieed, incomplete and suscept ible  t o  lose  or  
damage. Information available on production, fo r  example, is of ten i n  a form 
that  makes tabuLution d i f f i c u l t .  A s ingle  notebook contains information on 
diverse a c t i v t t i e : ? .  In  eome cases data  is not col lected or  avai lable  on 
d i s t r i bu t i on  of the da i ly  work a c t i v i t i e s  of nursery personnel. Documentation 
is not regularly reviewed by the s t a t i o n  ch ie f ,  Some da ta  e x i s t s  on lose  
sheets of paper o r  i n  temporary, inadequate notebooks. Previous year's data  
is eometimes unavailable a t  the nursery. I n  some cases the recommendations on 
documentation from the 1983 evaluation a re  not respected. 

4. Target Se t t ing  - Total  nursery production f igures  of 
50,000 plants  per nursery per year a r e  somewhat a r b i t r a r i l y  handled down from 
the Regional Direction of the Forest Service, It l a  claimed tha t  these 
targete  r e f l e c t  national  d i r ec t i ve s  within the  framework of the 
Anti-Desertification Program. There appears, however, t o  be eome leeway i n  
in terpret ing these t a rge t s  a t  the regional  level .  Regardleas of which l eve l  
s e t s  these t a rge t s  they a re  not always appropriate fo r  project  and l oca l  needs 
and they have not resulted from an analysis  of f i e l d  r e a l i t i e s .  Even though 
these t a rge te  a r e  not overly ambitious they provide an incentive t o  achieve a 
production l eve l  with l i t t l e  regard f o r  project  needs. The t a rge t s  not only 
resu l t  i n  inadequate species se lec t ion  but i n  poor nursery technique, s ince  it 
encourages unthinned bare-root stock. These t a rge t s  r e s u l t ,  i n  some cases, i n  
the production of seedlings t h a t  a r e  ea s i e s t  t o  produce i n  a nursery. Neem 
psr t i cu la r ly  meets these requirements because seeds a r e  e a s i l y  avai lable  
throughout the year, germfnatiou r a t e s  a re  good and they can be produced a s  
bareroot stock. 

Effor ts  t o  meet thesc targete  a r e  a l so  encouraged by the lack 
of forceful ,  concrete counter-proposals from the "bottom-up" due t o  inadequate 
analysie of previous years production, d i s t r i bu t i on  and remaining stock; 
inadequate collaboration with the extension teams and ineuf f ic ien t  attempts by 
the extensicn teams t o  s o l i c i t  and jo in t ly  define v i l l age  needs. 

5. Planning - Nursery planning has improved somewhat from the  
1983 evaluation. I n  a l l  cases yearly programs have been developed and i n  some 
cases monthly and weekly programs were a l s o  i n  evidence. Problems remain, 
however, a s  evidenced by continuing bottlenecks i n  the supply of seeds, manure 
and other inputs. I n  addi t ion f o r  c e r t a in  species and techniques, such a s  
grafted mangoes, one year forward planning is c lea r ly  losuf f ic ien t .  Planning 

i s  of ten done i n  a near vacuum and i n  "snap shot" fashion. L i t t l e  of pas t  
experience o r  of est imates of fu tu re  a c t i v i t i e s  is incorporated i n t o  the 
planning process. 

To improve 'such forward planning, it  w i l l  be necessary t o  s t a r t  ,by using 
information on e a r l i e r  d i s t r i bu t i on  of seedlings and uee t h i s  f o r  a b e e  t o  
make an est imate of the percentage which the demand f o r  each species w i l l  
represent. I f  da ta  on e a r l i e r  d i s t r ibu t ions  a re  not avai lable ,  then the  
exteneion agents should make a census during t h e i r  extension v i s i t s  of what 



the vi l lagere  actual ly  a re  planting by thsmeelvee. For exampla, a t  T i l l s  i n  
the Bandiagara Cercle there i e  a farmer who tends a garden i n  which he raieeo 
baobab r igh t  next to  a v i l l age  woodlot i n  which exot ic  (foreign) epeciee a re  
raised4 i n  addit ion,  the whiole v i l l age  plants the seeds of the roa ie r  palm 
(another loca l  species)  i n  the f ie lde .  Examples l i k e  theae are found i n  a l l  
the cantoanementa but unfortune~tely make no impreesion on the extension agents. 

Hini-aureeriee, b r ie f ly  mentioned i n  the PP and more fo rcefu l ly  
recommended i n  the 1983 evaluation, have made good progreee i n  the past  few 
years. In 1984 there were no mini-nurseriee within the project .  A s  of 1986, 
there were approximately 25 prt~domiaantly co l lec t ive  o r  echool nurseriee with 
a production of probably over 12,000 plants  (10% of t o t a l  project  
production). (Theee f igures  a r e  rough due t o  the lack of da ta  and the 
apparent contradiction between several  eourcee of data. ) 

A t  the time of the evaluation the school and co l lec t ive  nureeries 
were, by and large,  bare and hence t h e i r  technical  adequacy could not be 
judged and they were not v ie i ted.  However two individual  nurser ies  were 
v i s i t ed .  Both of these wete closaly  re la ted  t o  euccsseful f o r e s t ry  
a c t i v i t i e s .  In  the  f i r e t  CaiEe an Itndividual produced neem, leucana and baobab 
eeedlinge i n  h i e  garden p lo t  on the per:lmeter of the  vi l lage.  After l n i t i a l l y  
pricing h i s  eeedlinge above the Foreet Service rates and finding himself 
unable to  move h i e  stock, he followed project  advice and lowered h i s  pr ices  
and t o t a l l y  cleared h i e  pr,oduction. The project  pereonuel also a s s i s t ed  by 
or ient ing some po ten t ia l  c l i e n t s  t o  him. The a v a i l a b i l i t y  of eeedlinge a t  the 
v i l l age  l eve l  hae encouraged the  v l l l agere  t o  plant. The perimeter of the 
v i l l age  i a  almost completely 'covered by well protected, small sca le  family 
t r ee  plantings (10-20 t r ee s ) ,  integrated with gardens. 

I n  the  second case, an individual  who has worked with the 
project  since 82-83 has,  f o r  several  yeare, produced eucalyptue seedlings,  
Although the technique8 used a r e  rudimentary they a r e  e f fec t ive ;  when tho 
project ' s  eucalyptue productioln f a i l ed ,  he provided seedlings,  f r e e  of charge, 
t o  the  project .  He a l s o  hae a succeesful agricult .ura1 plot  intercropped with 
eucalyptus. (He is s t a r t i n g  t o  harvest  5 metre building polas a t  3-4 -2s 

which sell  f o r  3,000 FCFA i n  Mopti. The stump epxouts a r e  growing f a s t e r  than 
the  i n i t i a l  planting and they may be ready t o  harvest  i n  2-3 yeare.) From h i s  
mini-nursery he i e  supplyintb h i s  neighbors with eeedlinge. Although he is not 
charging f o r  the seedlings he is receiving very r e a l  benefite. I n i t i a l l y  h i e  
use of the p lo t  met eome meis tar ,  >e from the  v i l l age  chief .  The provision of 
seedlings is so l id i fy ing  h i s  re la t ione  t o  h i s  neighbore and t o  the land. The 
planting of eucalyptue i e  spreading i n  t h i e  par t i cu la r  micro-ecological zone 
and eeeme t o  be self-perpetuating on a l o c a l  l eve l .  

It is not known f o r  what types of planting the  production from echool 
o r  co l lec t ive  nurser ies  her3 gone. There is  a danger however t ha t ,  because 
these nurser ies  a r e  more o r  l e e s  under a government adminiatration, the 
plantinge w i l l  not be well  in tegrated i n t o  the  s o c i a l  and phyeical environment 
of the ru r a l  areas.  This issue deserves eome monitoring. 



It appears tha t  3t l eao t  the individual  nurseries provide potent ia l  
f o r  small-ecale, v iable ,  private entcrprieee.  They cer ta in ly  eeem capable of 
providing important, mainly off-oeaeon, supplemental income t o  r u r a l  people 
without det ract ing from major income producing a c t i v i t i e s .  ha more eucerasful 
experience is gained i n  t r ee  planting loca l  demand ehould increaee, A t  t h i e  
point, however, i t  eeeme unlikely tha t  individualo could eupport themarlvee 
and t he i r  familiea from t r ee  eeedling sa le8 alone. The poor traneportat ion 
network and the l imited meane avai lable  t o  v i l l age r s  r e s t r i c t  the "demand 
area" or potent ia l  market. In  addit ion the l imited capacity of v i l l agere  t o  
plant large numbare of t r e e s  i n  any given year limits demand. 

A t  t h i e  point ,  it appears tha t  the policy on the eale  of seedlings 
from Foreet Service nureeriee hae provided an incentive t o  the mini-nureery 
ac t i v i t y .  I n  order t o  avoid paying f o r  eeedlinge farmere eeem t o  be turning 
20 Local production. I n  addit ion,  po ten t ia l  aeedling producere a r e  no lonaer 
beixg undereold by t o t a l l y  eubrridized production from the Foreet Service. The 
impact on l oca l  production alone eeeme t o  jue t i fy  the continuing of a ealee 
policy i n  eome form. It ehould be noted, however, t ha t  there i e  eome belief  
t ha t  the policy of charging f o r  eeedlinge placee a "drag" on re fores ta t ion  
a c t i v i t i e e  i n  general becauee many of the r u r a l  dwellers a r e  not able  t o  
afford even a very modeet charge. ( I n  the VRP project  area,  Foroet Service 
agantn have tended t o  provide seedlinge i n  exchange f o r  l o c a l  contr ibut ioas ,  
m o ~ t l y  labor,  eo i n  theee areae eeedlinga have been "free" t o  farmere i n  a 
f inanc ia l  eenee. Thie i s  one policy area  which deeervee etudy and r e f l ec t i on  
i n  the very near term.) 

The myriad benefi te of mini l rutaer ies ,  euch ae  moving production 
cl.?ser t o  the planting e i t e  (decreaeing the negative e f fec t8  of traneport)  and 
making production more appropriate t o  the c l i e n t s t  neede, do not have t o  be 
spelled out here. The project  should continue t o  encourage the eetablishment 
of mini-nurseries especia l ly  those with c lose  l inke t o  high po ten t ia l  r u r a l  
interventions s iace ,  a t  l e a s t  super f ic ia l ly  there  seems t o  be a mutual 
posit ive in teract ion.  The project  ehould continue t o  provide technical  advice 
through the extension teame and nursery chief and eupply l imited amounts of 
input8 such ae  seed and pota. I f  the mini-nureeriee expand f ae t e r  than the 
pr ivate  sector  input eupply syetem can become functional ,  the project  ehould 
consider being a temporary eupplier  of c e r t a in  inputs on a caeh baeie a t  some 
time i n  the future.  Special  emphaeis should be put on encouraging 
mini-a~ureeries wherever the  project  has financed wells o r  well  improvement8 
t h a t  make water avai lable  a l l  year aromd, in tegra t ing  nureeries i n t o  l o c a l  
tradit:ional gardening pract ices  and encouraging women's par t i c ipa t ion  because 
they tire of ten  involved i n  gardening a c t i v i t i e e .  

The present l eve l  of VRP support t o  mini-nureeries seems ju s t  about 
r i gh t ,  It should be borne i n  mind t h a t  higher l eve le  of support have the 
potenrcial of hurt ing e f f o r t s  t o  achieve eought-after eelf-eufficiency becauee 
the  day t ha t  the farmers no longer have the means t o  obta in  these mater ia ls ,  
t h e i r  i n t e r e s t  i n  re fores ta t ion  w i l l  cease. For inetance, i n  the v i l l age  of 
Souala a t  Djenne, t o  water the eeedlings planted i n  the v i l l age  woodlot a p; 

v i l l age r  has demanded a dipper and some water cans even though h i s  own 
vegetable garden was only 100 metree from the woodlot. Thus, t o  a c e r t a in  
extanx VRP eupport can undermine project  goela becauee the villagere w i l l  
always think t h a t  project  eupported nurseries belong t o  the project  and not t o  E 

them ., 



The eucceue and continuation of mini-nureerire may be a 
function of the euccsee of the t r ee  plantinge done with the etock 
(mini-nureeriee may f a i l  when the out-planting f a i l s ) .  On the other hand the 
~ a p l i c a t i o n  of eucceeeful a c t i v i t i e s  may ba conetrained by the lack of loca l ly  
avai lable  etock. In the two minllrureariee v ia i t ed ,  the f i r e t  seeme t o  have 
resulted i n  eucceestul foreet ry  a c t i v i t i e e  while a t  the second, eucceeeful 
foreet ry  a c t i v i t i e e  have provided incentive f o r  the c rea t ion  of a mini-nursery. 

The project  ehould be aware of the f a c t  that  eome mini-nureeriea 
may be temporary i n  nature and respond t o  a s ing le  need tha t  is f a i r l y  quickly 
ea t i s f i ed .  Thue they ehould not t r y  t o  force these nuraeriee i n t o  becoming 
permanent, emall-scale rep l icas  of c en t r a l  nurseries.  

Specific Rscommendatfona 

Central Nurserlee 

(1) Annual in-eervice technj,cal t r a in ing  programs ehould be 
developed, f o r  a13 nursery personne3, i n  general and Chose with l imited 
experience i n  par t icular .  

(2)  Closer supervision ehould be provided by S ta t ion  Chiefs and 
the Project  Technical Director t o  aaeure the  appl icat ion of good nureery 
techniques. (See Management sec t ion  and No. 3 below. 

(3) Reporting and documentation should be improved by requiring 
the nursery ch ie fs  t o  maintain 3 permanent hardbound notebook8 on ( a )  
production, (b) d i s t r i bu t i on  and sa lee  and (c) a da i l y  work log. The da i l y  
work log should a l so  not'e v i e i t e  by project  superriaore and other personnel. 
The log should be initialed by the v i s i t o r  on the appropriate day and include 
comments and obeervations on nursery production. The Sta t ion Chief ehould 
review and s ign a l l  notebooks a t t e s t i n g  t o  t h e i r  adequacy a t  l e a s t  once, a 
month. 

(4) Nursery planning ehould cover a two-year period and ehould 
dea l  d i r e c t l y  with poeeibla coaetra inte  i n  the supply of e s s e n t i a l  inputs.  
Planning must take . i n t o  consideration a t  a minimiam (a) an analyeis of the  
previous three  years'  experience with special emphaeie on increasing 
production of those apeciee t o t a l l y  d i s t r ibu ted  during e a r l i e r  years and 
decreasing production of those species co t e i s t en t l y  l e f t  a s  unmoved etock, (b) 
detai led diecueaiona with the extension teams and technical agents on 
v i l l agers '  expressed des i res  f o r  the  coming campaign, (c) de ta i l ed  discussions 
with agents involved i n  experituenratioh and extension on the species that have 
been the  most succeseful (i.e. have tha highsat  survival  r a t e s ) ,  ( d l  
est imations of the trends i n  r u r a l  interventions and the epeciee most 
appropriate f o r  theee in tervent ioas ,  (e) the  productioa of mini o r  
decentral ized nurser ies ,  ( f )  an analysis  of the needs of various p o l i t i c a l  
organization8 aud administrat ions and t h e i r  commitment t o  i n  f a c t  use the 
seedlings (as evidenced by &bvances i f  possible) ,  (g) the negotiat ion of 
national  and/or regional  tarsetkt and (h) estimates of the needs fo r  the 
campaign following the current  planning cycle. 



(5) The project  elrould be exempt trom s t r i c t  adherence t o  
nationally o r  regionally imposed ptoduction ta rge t s  when theee t a r g a t e '  c lea r ly  
do not coincide with project  needs. However, i t  i e  the raeponeibil i ty of tha 
national  and regional eupervieore t o  assure themeelvae tha t  production i e  more 
o r  l e s s  matched t o  the mrane avai lable  t o  the project .  

(6) Organization and management ehould be improved especia l ly  i n  
t eme  of personnel and material .  Nureery laborere paid with project  funds 
ehould not be diverted t o  taeks unrelated t o  project  goals. 

Mini-Nuraories 

(7) Individual o r  group mini-nureeriea should be act ively  promoted 
by the project  eepecial ly when (a )  the project  hae helped develop a water 
source, (b) they can  be^ integrated with garden plota,  and (c )  when l i nks  t o  
high po ten t la l  interventione exie t .  

(3)  The project  ehould continue t o  eupply technical  advice a s  well  
ae ce r t a in  inputs such ae eeeda or  pots. I n  the shor t  term t h i e  support 
should be f ree .  In  the medium term, i f  there is no development of a l t e rna t i ve  
sources of supply, the mini-nurseries ehould pay f o r  inputs. The project  
should not d(:velop water sourcee so le ly  f o r  mini-nurseriee but s t r i v e  t o  have I 

mini-nurseriee integrated i n t o  s i tua t ione  where the water problem has been 
resolved. 

B . Rural Forestry Interventione 

The var ie ty  of interventions o r  foreet ry  technologies hae broadened 
considerably over the l i f e  of the  project .  The project  is now armed with a 
greater  d ivers i ty  of toole and techniques with which t o  achieve the objectives 
of refores ta t ion,  agroforestry and environmental management. Project  
personnel should be constantly assessing which technique worke beet under 
which soc i a l  and phyeical e i tua t ioa .  Interventfons which perform poorly 
should be de-emphasized while eucceseful ones should be extended. I n  addi t ion 
new opportunit ies f o r  interventions ehould be developed. For inetance, the 
v i l l age  she l t e rbe l t s  i n  the inondated areae may be an in tervent ion worthy of 
extending i n  s imi la r  s i tuat ione.  Over the  coming years progress should be 
made on the procees of moving through a l imited e e t  of unproven interventione,  
t o  a broader a r ray  of po ten t ia l  and attempted interventions t o  f i n a l l y  a 
package of a l imited set of interventione ready f o r  broad dieeemination and a 
methodology f o r  identifying,  developing, adapting and implementing 
interventions. There may be some planting8 t ha t  cannot be eae i l y  included i n  
any e a t  of interventions but it  is unl ikely  t h a t  these w i l l  be s ign i f ican t .  

One of the tendenciee of the project  t h a t  ehould be reeia ted is  t o  
t r y  a type of in tervent ion simply becauee it i e  an ava i lab le  t o o l  and t a rge t s  
may have been ee t  t o  execute a ce r t a in  number of each type of intervention.  
This leade t o  a lack of in tegra t ion  of interventions i n  the soc i a l  and 
physical enviroament. For inetance, windbreaks a r e  t r i e d  i n  inappropriate 
s i tuat ione simply because i t  i s  f e l t  t h a t  windbreaks a r e ,  i n  eome general 
sense, "good". Woodlots a re  executed t o  produce firewood i n  s i t ua t i ons  where 
tho value of the product doee not jue t i fy  the  investment and where i t  is  
uor'iz.aeonable t o  expact good growth ra tes .  Intsrvraeione a re  only "good" i n  so  
, f q L a s . t h e y  f i t  a par t i cu la r  s i tua t ion .  



For many of the interventioae baing extended by the project ,  
v i l lagere  or  individuals a re  being couneeled o r  required t o  water the treee 
during a t  l a ae t  the f i r e t  dry eeaeon i n  order t o  aeeure the eetabliehment and 
eurvival  of the t rsee .  From an economic, eocia: and technical  point of view 
t h i s  need or  dependency on watering is undeeirable, untenable and 
unneceeeary. Wataring e ignif lcant ly  increaess the coat of each t ree .  To 
compensate, benefits  have t o  be higher which is not alwaye feaeibls .  Watering 
requires a commitment and organization a t  a v?.llage or  individual l eve l  which 
i e  of ten d i f f i c u l t  t o  a t t a in .  It ueee scarce reeourcee fo r  which there a re  
competing demands which may h of higher p r io r i ty .  Ae water raeourcee dwindle 
during the dry eeaeon and the neede of t reee  increaee, watering becomes an 
oneroue taek. Minor breake i n  the watering o r  ineuf f ic ien t  water application 
can mean the death ;f treee. The technique may be eslf-defeating by 
increasing the t r ee ' s  dependence on a r t i f i c i a l  water eupplies. Superf ic ia l  
root eyeteme may develop t o  the detriment of deeper rooting. The t reee  may 
become eo dependent on watering t ha t  they can never do without it. 

To a large extent t h i s  s i t ua t i on  ex ie te  because of the lack of 
application of a l l  the techniquee avai lable  t o  the fores ter .  The project  
should ea t  ae one of i t e  highest p r i o r i t i e e  the executisn of interventione 
t ha t  do not need t o  be watered. Some of the techniques a r e  well known and 
already ueed by the project  such ae the increased uee of pots and the improved 
eelect ion of epeciee. More emphaeie neede t o  be placed on ge t t ing  the  maximum 
number of plante i n  the ground during the optimum planting window. Thie is 
d i f f i c u l t  given the  diepereion of the e i t e e  and the vagaries of the rainy 
seaeon. However, good planning and mobilization would go a long way towards 
improving the e i tuat ion.  I f  breake occur i n  the rainy eeaeon a f t e r  planting 
i t  may be preferable t o  water t o  cover rainy seaeon gape than t o  be condemned 
t o  water during the dry eeason. In  addit ion,  more emphaeie neede t o  be placed 
on s o i l  work, s i t e  preparation and &be use of water conservation and 
harvesting techniques. The evaluation team was struck by the  improved 
performance of t r ee s  where plowing, intercropping, large holee and other 
techniquee had been ueed. 

Annual replanting or  "beefing-up" of interventions,  eepecial ly  
woodlote, i e  common i n  the project. Coneietent need fo r  replanting i e  a sign 
t ha t  something is imoag. While f i l l i n g  gape i e  neceeeary f o r  such 
interventione aa windbreaks, i t  i e  l eee  e s sen t i a l  f o r  othere,  such ae 
woodlote. Much e f f o r t  i e  being wasted on "beating a dead horee" by replanting 
a t  s i t e s  t ha t  a r e  j u s t  not ever going t o  do well. More emphasis ehould be put 
on site work than on replacing individual t reee  without changing the 
conditions i n  which they might sunrive. Because of theee diminiehing re turns  
the  project  ehould put a l i m i t  on replantingo Dead plante ehould be replaced 
the  next growing eeaeon and the intervention should be considered t o  be on i t 8  
om.  If v i l l agere  o r  individugls wish t o  continue they can alwaye do t h i e  on , 

t h e i r  own. Plantinge from 1982 o r  1983 a r e  providing t o  much of a d ra in  on 
project  reeourcee and should be considered completed, f o r  be t te r  o r  woree. 
This  should allow more e f f o r t  i n  identifying and extending successful  
ac t i v i t i c e .  

What f ollowe is  a qua l i t a t ive  asseeement of the major interventions 
the  proj&ik, har promoted. Qusati tat ive anrrlyrir is lmposrible a t  t h i e  stage 
due t o  the; ,!..&!r, of a broad sample and time-eeriea data. 



0.1 Windbreaks 

The evaluation team v ie t t ed  project  windbreak interventioae and 
a l so  an example of thoee a t  the CARE/Koro project .  One project  a c t i v i t y ,  an 
individual who planted neeme t o  protect  a mango orchard, eeeme t o  have been 
par t i cu la r ly  succeesful with good eurvival  and growth r a t e s  and adequate 
coverage. The other interventione have been leee eucceeeful. Although 
project a c t i v i t i e s  i n  t h i e  realm have been r e l a t i ve ly  recent, there a r e  a few 
obsarvatioae t o  be made. 

F i r s t ,  there appear t o  be problem8 i n  s i t e  se lec t ion  and 
integrat ion of windbreak8 i n t o  the exie t ing environment. Windbreaks a re  done 
primarily t o  protect  productive land from the damaging e f fec t8  of wind and 
wind erosion. Secondarily, they provide other d i r e c t  benefi t8 such ae wood 
and fodder. I n  both the CARE and VRP projecte windbreaks have been t r i e d  i n  
f i e lde  tha t  a r e  already covered with a ce r t a in  density of Acacia a lb ida  and 
other epeciee. Thia kind of coverage already provide8 eome protection from 
wind. It may be more e f f i c i e n t  t o  optimize t h i s  deneity than t o  create  
windbreaks. Windbreaks a re  of ten used i n  f a i r l y  open t e r r a i n  and, a t  l e a s t  i n  
the U.S., are  sometimee needed s ince  much vegetation hae been removed t o  allow 
f o r  mechanized agr icul ture .  This does not seem t o  apply i n  large  areas  of the 
5th  Region. I n  addit ion the abeenca of good wind da ta  makes the planting of 
windbreaks i n  e t r a igh t  l i m e  leee  ' of a concern than incorporaeing exie t ing 
vegetation i n t o  the windbreak system. Both the CARE aud VRP projecte provide 
examplee of cases where ex i s t ing  t r ee s  seem t o  have been avoided i n  order t o  
do s t r a igh t  l i n e  windbreaka. 

The northern o r  flooded areas  of the project  zone, where l i t t l e  
vegetation e x i s t s  t o  break the wind, preeent perhaps the beat opportunity f o r  
windbreak a c t i v i t i e e .  Windbreaks may be par t i cu la r ly  ueeful f o r  r i c e  f i e l d e  
i n  s p i t e  of the po ten t ia l  problem of bird pests. I n  addit ion,  large  areas  of 
bare land, previouely seaeonally flooded, a r e  being converted i n t o  dry land 
farming. While t h i e  may not be a permanent e h i f t ,  windbreaks may be useful  i n  
these areae. However, i n  eome of these areas ,  natural  regeneration of Acacia 
a lbida  is qu i te  extensive and the encouragement and manipulation of t h i s  
growth may be a more,coet-effective means of protecting landa from rdnd. 

The second obeervation is tha t ,  a t  l e ae t  a t  Bandiagara, project  
personnel do not underetaad how windb'teaka work o r  t h e i r  objectives.  They a r e  
thus unable t o  use the  technology seneibly. Since the effect iveness  of a 
windbreak is a function of its height,  t h i e  hae ramifications f o r  epeciee 
selection.  The use of speciee t h a t  a r e  r e l a t i ve ly  shor t  a t  maturity is not 
cost-effective eince many more l i n e s  are needed t o  get  adequate protection. 
This coats money and takes add i t iona l  land out of production. I f  f i e l d e  a r e  
already f a i r l y  well protected from wind the  incremental benef i t  from 
windbreaks may not be worth the costa.  

The epecies most of ten eelected f o r  windbreaks i n  the zone is  
neem. This is a sound choice. Its height,  survival  r a t e ,  shape and growth 
r a t e  make it a gaod windbreak speciee. There a r e  other species t h a t  deserve 
a t t en t i on  and the usk of amaller specie8 t o  provide a "wedge" e f f e c t  on the 
windward aide of Ylt? break neede t o  be explored. Attempts by the Koro project  
to  use. Balanites , h.c'r..zver, has been a f a i l u r e .  L 



Poet-eetabliehmant extension should a l s o  be strengthened. The 
individual  who planted a break t o  protec t  h i e  mangos has  s t a r t e d  t o  prune h i e  
neeme. This  should be done oPly i n  s o  f a r  a s  i t  does not compromise the 
e f fec t iveness  of the break o r  increases  i t  by encouraging height  growth and 
adequate shaping. 

The ecope of windbreak a c t i v i t i e s  a l s o  has  t o  be taken i n t o  
considerat ion.  It is not poeaible t o  have an  e f f e c t  on the wind problem with 
a s i n g l e  row of trees 25 metare long. There is a c e r t a i n  minimum in te rven t ion  
s i z e  f o r  a p a r t i c u l a r  s i t u a t i o n  f o r  windbreake. Unless the  p ro jec t  is assured ' 

t h a t  the s o c i a l  and physical  requirements w i l l  be met, i t  is  b e t t e r  of f  not  
beginning. Although the  windbreak' can be b u i l t  i n  s t e p s  the  f i n a l  ob jec t ive  
should be i n  s i g h t  from t h e  s t a r t .  The p ro jec t  should consider t h a t  under 
most condit ions a t  l e a s t  2 o r  3 rows a t  l e a s t  200 meters long is a minimum 
requirement. 

I n  sum, projec t  personnel need a d d i t i o n a l  t r a i n i n g  i n  windbreak 
technology. The s e l e c t i o n  of sites and t h e  i n t e g r a t i o n  i n t o  the  environment 
deserve e p e c i a l  emphasis. It ehould be recognized t h a t  t h i s  technology may 
not be a s  broadly appl icable  as o the r s  such a s  l i v i n g  fencee. 

B.2 Living Fences 

Living fencee seem t o  be one of the  most promising r u r a l  f o r e s t r y  
in tervent ions  i n  the  p ro jec t  zone. Living fences respond t o  a press ing  
v i l l a g e  need (protec t ion  f tom animals),  bu l l4  upon e x i s t i n g  a c t i v i t i e e  (both 
l i v i n g  fencee and the  use of thorny branches and millet s t a l k s  are widely 
ueed), a r e  by and l a r g e  low c o s t  and small-scale and can be in tegra ted  i n t o  
e x i s t i n g  systems. L iv ing '  fences can t h e o r e t i c a l l y  provide secondary products 
and replace  the  need f o r  cont inual  harves t ing  of biomass t o  make fences. 
Given the  slow growth rates of some woodlots i t  appears t h a t  the amount of 
biomass harvested annually t o  make fencee may exceed the  annual increment from 
the woodlot. For theee reasons the  projec t  should see every "dead fence" a s  
an opportunity f o r  a living-fence. The protec t ion  of p ro jec t  p lant ings  by a 
living-hedge should be a p r io r i ty .  

The promotion of l i v i n g  fencee has g r e a t l y  increased s ince  t h e  1983 
evaluat ion  when it was bas ica l ly  non-exietant.  I n  some cases the re  has been 
an  increase  of nursery production of l i v i n g  fence species .  For example t h e  
program f o r  1987 calls f o r  t h e  production of 27,000 l i v i n g  fence spec ies  
(Parkineoaia and Proso i s )  which is about 20% of t o t a l  planned production. 
(For 1986 a b u t  16,O abE p lan t s  of  thee6 two species  were produced.) However, 
because of t h e  c lose-  spacing required for a n  e f f e c t i v e  fence and t h e  h igh 
p o t e n t i a l  demand, t i t ie  production rep resen t s  only a small f r a c t i o n  of what 
might be absorbed, I n  add i t ion ,  only a l imi ted  number of  p o t e n t i a l l y  adapted 
spec ies  are being ueed o r  promoted. Nursery production of l i v i n g  fence 
apecies should be increased and d i v e r s i f i e d .  

To s a t i s f y  the  needs a d d i t i o n a l  a c t i v i t i e s  are needed t o  supplement 
c e n t r a l  nuraery production. The pro jec t  should attempt t h e  d i r e c t  seeding (of 
se lec ted  and pre t rea ted  seed) of c e r t a i n  spec ies  along e x i a t i n g  fence rows. 
Although t h e  d i r e c t  economic r e t u r n s  from theee spec ies  may prseent  a 
cons t ra in t ,  they ehould a l s o  be t r i e d  i n  mini-nurseries. 



A word of caution may be i n  order about the l a rge r  d i f fus ion s f  
l iv ing  fences. There may be rua l  soc ia l  and physical constrainte t o  
converting temporary fencing (dead fencing) to  permanent fencing ( l i v e  
fencing). For reaeons of land te~nure o r  seasonal flooding, f o r  exampl~,  
temporary fencing may be more appropriate than permanant s t ructures .  
Extension e f f o r t s  should be sens i t ive  t o  these p o s s i b i l i t i e s  before pushing 
l i v ing  fences. 

Parkinsonla and Prosopis have proven themselves i n  the zone and a r e  
good c h o i c h  fo r  l iv ing  fences. Since production to-date has been somewhat 
l imited,  i t  has been d i f f i c u l t  t o  cover the a rea  needed f o r  project  
in te rvmt ious .  The project  has of ten  attempted t o  f ind a compromiee t o  t h i s  
s i t ua t i on  by increasing the spacing between plants ,  The idea i s  t o  reduce the 
gaps each year u n t i l  a technically sa t i s fac tory  spacing is achieved and the 
dead fencing can be removed. However, the evaluation team considers tha t  t h i s  
delays the time when one can do without dead fencing. It would be be t t e r  t o  
concentrate avai lable  plant mater ia l  on a sec t ion  of the  fencing needed so 
tha t  a t  l e a s t  par t  of the perimeter can be converted a s  soon a s  possible. 

Although the VRP l i v ing  fence internentione a r e  r e l a t i ve ly  recent 
the necessi ty f o r  prunning and otherwise improving the  fence should not be 
ignored. L i t t l e  is served by a living-fence that, through lack of upkeep, 
grows i n t o  a l i n e  of p lants  t ha t  do not i nh ib i t  the  passage of animals. 

B.3 Mia en Defene -. 

One of the project ' s  objectives is t o  encourage loca l ly  autonomous 
environmental management. Given the  f a c t  t h a t  t r e e  planting is jus t  one 
element of fo res t ry  and w i l l  have l imited impact on deser t i f i ca t ion ,  the  
management of ex i s t ing  vegetation is  essen t ia l .  Although the impetus fo r  mie 
en defens seems t o  have come from the  nat ional  l eve l ,  i t  i s  the project  
in tervent ion which most closely corresponds t o  na tura l  vegetation management 6 
and therefore is an important i n i t i a t i v e .  

However, the emphasis t o  date  seems t o  have been on the 
adminietrative arrangements f o r  the  del imita t ion of the areas  and t h e i r  
protection. The a c t i v i t y  seems oriented towards s t a t i s f y i n g  nat ional  t a rge t s  
and helping one s e t  of c l i e n t s  uee the  fo r e s t  service  t o  control  access of 
o ther  groups t o  resources (BarM). Hence i n  some cases the objectives of 
en defens, i ts  re la t ionship  t o  l o c a l  v i l l age r s  and the  possible management 
techniques f o r  increasing productivity a r e  poorly understood. 

By and large  the mis en  defena parcels are already degraded. 
Simple protection,  already d i f f i c u l t  t o  assure without expensive fencing, w i l l  
eventually allow f o r  r ehab i l i t a t i on  but it w i l l  be a long Out of the  
array of possible cost-effective interventions t h a t  would accelera te  
r ehab i l i t a t i on ,  the  project  seems t o  only have t r i e d  enrichment plantings. 
Unfortunately these plantings seem t o  be l i t t l e  d i f f e r en t  from woodlot 
plantinge, although spacing, watering and species s e l ec t i on  a re  somewhat 
d i f fe ren t .  In other words the parcels a r e  not viewed a s  opportunit ies t o  
manage na tura l  vegetation but arc..: simply seen a s  areas  f o r  add i t iona l  
tree-planting. 



The soc ia l  aepecte of the parcele a leo preeent problemo. The 
involvement of the l oca l  populatione seem t o  be limited. There i e  a danger 
that  they view the parcele a s  lande tha t  have been expropriated by the s t a t e .  
Thie di f fuses  reeponeibil i ty and loca l  management. The problem of the 
"commone" may be exacerbated instead of improved. Project a t  tempte t o  e l i c i t e  
l oca l  par t ic ipat ion may meet reeistance a s  a type of "forced-labor" on 
government lande unleee there i e  c lear  iden t i f i ca t ion  of loca l  people ae 
beneficiaries.  

The problem of typee of intarventioae t o  be cari.Led nut can be 
improved. Thie evaluation cannot pteeent a l l  the poesibFli;Ees but a c t i v i t i e e  
such a s  d i r ec t  eeeding ( i n  areae where the na tura l  sci.t.2~ nourcee have 
dwindled), mulching to  promote termite a c t i v i t y  and p r o v i k  eh~&i:n1:r: matter 
iauch a s  is done under the FLUP project)  and e o i l  C ~ L ;  13 v a t t ~ n  and water 
hbrveeting techniquee a re  low coat ways t o  accelerate  na tura l  *:t .p- 'ss~tion.  

In general, the beet way t o  proceed i e  t c  : . # ~ ~ s p  s simple 
management plan which w i l l  deecribe the present condition o t  %he x e a ,  thn 
a c t i v i t i e s  t o  be undertaken and put i n  place a eimpla mnagemc,.!: sj-". m. Thie 
w i l l  allow ef fec t ive  follow-up of the areas taking care  t o  a b - ;  6x1 accurate 
l i e t  of a l l  the changes brought about by t h i s  o r  that pfirr'..tv~w :<:.ion. It 
appear8 that  the exteneion agents do not have competenc!Lee c .  t o  the 
reconst i tu t ion o r  improvement of vegetation Because, air notcrd f i -wne, ,  inetead 
of favoring a natural  regeneration through the uee of eirnph 'r $hniqwm, they 
have a tendency t o  make woodlote out of these areae and t o  p'liriit epecies there  
which do not respond t o  any neede and which continue t o  die. 

The soc i a l  problems a r e  more d i f f i c u l t  t o  resolve. The l o c a l  
v i l l age r s  should have a be t t e r  understanding of the long term objectives of 
the ac t i v i t y  and the d i r e c t  benef i ts  t o  them should be well defined, The 
parameters of l oca l  use of the area should a leo  be c l a r i f i ed .  Lf t h i s  is done 
and eventual ownership and use of the land is  c lear ly  i n  the v i l l agers '  hands 
then they should be involved i n  any and a l l  interventions.  The interventione 
should emphaeize low-coat, low-labor and off-eeanm a c t i v i t i e s  t o  the extant  
possible. 

Because of the  probleme surrounding ownerehip of the  parcele, the  
f a c t  tha t  benefits  a r e  l i k e l y  t o  be long-term and the  newness of the  a c t i v i t y ,  
the number of parcels ehould not be increased. However, the techniques of 
protection and natural  vegetation management should be expanded t o  area8 of 
individual and v i l l age  f i e l d s  and lands without the adminietrative s t e p  of 
reg is te r ing  t h e e  as o f f i c i a l  parcele. For the  o f f i c i a l  parcele the  project  
may want t o  finance s igns  but ehould not fund any cos t ly  materials  such a s  
fencing. This would only fur ther  the aspect  of expropriation and limit 
v i l l age r  involvement. It ehould a l so  be pointed out t ha t  Sahel ecologies a r e  
probably adapted t o  grazing and broweing and t h a t  productivity is increased 
under these conditions. 

I f ,  despi te  the  above reasoning, i t  is still  thought neceesary t o  
enclose the mis en defenee ( for  -- assumed -- very well coneidered reasons), 
then the  evaluation team believe8 tha t  t h ~  s t ra tegy t o  follow i s  tha t  of 
l i v ing  f encea . 



8.4 Woodlots ( beque to )  

Among e l l  planned ru r a l  foreet ry  in tervant iotu  the project  has the 
moe t experience with woodlot* Since 1982 approximatrly 35 v i l l ager  o r  
individuals have attempted t h i s  intervention.  woodlot^ were implemented t o  
the semi-exclurion 00 other interventions u n t i l  the  valuation of 1983 which 
recommended tha t  they be de-rmphaeized i n  favor of other r u r a l  fo ree t ry  
ac t i v i t l e e .  Although there have been a few woodlots tha t  have been 
~ u c c e s e f u l ,  i n  general,  t h i s  evaluation concurs with 1983 recommendation. 
Woodlots do not appear t o  be soc ia l ly  o r  economically viable and technical ly  
they a r e  extremely d i f f i c u l t  t o  do succeeefully. Their i n i t i a l  purpose, t o  
produce firewood t o  respond t o  the "firewood c r i e i e "  has a l r o  proved fau l ty .  
I n  only one instance did any v i l l age r  mention firewood ae  an expected benef i t  
of a woodlot and t h i s  was mentioned ae  a th i rd  o r  four th  order benefit.  

I n  the great  majority of cases woodlots have fared poorly. 
Survival ra tee  a r e  low (40% perhaps), annual replanting is done which 
increases costa and growth ra tee  have been poor. Woodlots have not been well  
integrated i n t o  the soc i a l  and phyeical environment. 

There a r e ,  however, important exceptioae t o  t h i s  r u l e  which deserve 
description.  These exceptions not only serve t o  re f ine  the 1983 
recommendation considering woodlots but a leo  c a l l  i n t o  question the 
recommendation on the phasing out of eucalyptus. 

O n e  case has already been examined under the sec t ion  on 
mini-nurseries. A t  t h i s  e i t e  an individual  planted eucalyptue i n  1983. 

The individual  has managed t o  continue t o  crop under the t rees .  To 
date  he has not noticed any negative e f f ec t  on h i s  crops. He s ta ted  t ha t  i f  
the s i ze  and density of h i s  t r e e s  became such tha t  cropping became d i f f i c u l t  
he would abandon cropping and continue with s i l v i cu l t u r e .  This, plus the  f a c t  
tha t  h i s  neighbors a r e  planting eucalyptus, eeems t o  be prima f ac i e  evidence 
t ha t  tree-growing under these conditioae is economical. 

It appears t h a t  a combination of f ac to r s  account f o r  t h i s  success. 
F i r s t ,  the individual  is par t i cu la r ly  dynamic and a s  a r e t i r e d  member of the 
mi l i t a ry  he i e  perhapa more used t o  working with the  administration and more 
l i k e l y  t o  t r y  something new. Second, the  e i t e  is par t i cu la r ly  good with good 
s o i l s  and high water t ab l e  and is well matched with the demands of the  
species. Third, epeciee se lec t ion  is  a l so  good. Eucalyptus is probably the 
f a s t e s t  growing avai lable  species f o r  the site. Fourth, the species  i e  well 
matched t o  meet the  high market demand f o r  poles because i t e  pole is 
s t ra igh t .  Fi f th ,  ownership r i g h t s  and benef i t  d i e t r i bu t i on  a r e  c lea r .  Sixth,  
the system is integrated and makes excel lent  uee of avai lable  growing space. 

While it is c l e a r  tha t  t h i s  technique is  not broadly repl icable  
there a r e  micro zones where i t  should be eucceeeful. A s  it is the project  has 
been the  ca ta lys t  f o r  creat ing t h i s  self-perpetuating system i n  this  zone. I n  
s imi la r  ecological  and soc i a l  systems the  project  should encourage s imi la r  
a c t i v i t i e s .  



The planning for  1987 c a l l a  fo r  approxi~nately 10 woodlots per 
s ta t ion.  Thia i e  unacceptably high and should be reviawed and reviaed, 
Par t icular  care ehould be taken i n  defining the objective of any woodlot and 
i n  matching the phyaical capabi l i t i es  of the s i t e  t o  produce a product and i n  
aesessing the market value of the product. 

To the extent that  woodlots a r e  pursued i n  any exteneion phase of 
VRP, the following aepects should be coneidered closely: 

a ) The Social aepect 

The development of co l lec t ive  v i l l age  woodlots c rea tes  i n  ce r ta in  
v i l l ages  s i t ua t i ons  of conf l ic t  which the project  should avoid i n  the future.  
Actually i n  the Bandiagara Cercle the c r i t i c a l  problem is o m  of land, arable 
land being reduced i n  such a manner t ha t  each family must expend enormous 
e f f o r t s  i n  order t o  be able t o  eubsiet. I n  asking v i l l agere  t o  undertake a 
col lect ive  act ion,  ce r ta in  famil ies  w i l l  be deprived of t h e i r  land f o r  which 
they have such a great  need. h i s  happened i n  a l l  the v i l l ages  where the 
project has developed woodlots. 

A t  Fatoma, the landlords most o f ten  a r e  transhumant herders. They 
loan the i r  properties t o  eedentary farnere.  Theee l a t t e r  s t a r t  woodlote o r  
s imilar  planting8 ae requested by the au thor i t i es  i n  order t o  build a claim t o  
the land; t h i s  ueually engenders conf l ic te  between the  farmere and the  herders. 

Stress  should be placed on individual act ion where each person is  
responsible f o r  what he says and does. The current economic d i f f i c u l t i e e  have 
led 
and 

the 
the 

t o  a s i t ua t i on  i n  which the v i l l agere  a r e  not unified a s  they were before 
opposing i n t e r e s t s  and irividualism are  becoming more and more dominant. 

b ) The Technical Aspects 

- The qual i ty  of the seedlings. Unt i l  now, the  eeedlings planted i n  
tho woodlots generally have not been rigorously eelected i n  the nursery 
and of ten have been transported on motorcyclee o r  mobylettes par t icular ly  
with regard t o  replacement plants. 

- Ref i l l ing  the planting holes. The holee i n  which the  seedlings 
have been placed have been r e f i l l e d  only halfway i n  order t o  be ab le  t o  
keep a maximum amount oE water around the  seedlings. But unfortunately 
during the  rainy eeaeon the s o i l  buries the seedling. During t h i s  
evaluation we veri f ied t h i s  s i t u a t i o n  a t  the Dondoly woodlot by digging 
holea around some plants i n  order t o  eee t h e i r  root eystems. It hae been 
determined t h a t  they have a very ehallow development because of the 
conetant watering and the roots  often have knots which prevent the correct  
nourishment of the  plants. I n  addit ion,  the  top of the root system was 
buried up t o  about 20 centimetres under the  surface. 

With regard t o  in-field planting,  the  v i l l agers  prefer  the baobab, 
nere, the  tamarine and the ron ie r  palm. The epeciee of ten  a r e  ra ised by 

villagere themeelvee and lacking th i s , -  one frequently sees  theh pul l  up 
grown baobab plants  and transplant them i n  woodlots o r  f i e ld s .  Thts practice 



ha8 been obeerved a number of times a t  Bandiagara and Koro. A t  Djenne, 
preference i e  given to  sewing the eeede of the roninr palm i n  the f i e lde  and 
protecting the abondant natural  regeneratione of acacia albida.  In  the earns 
location,  the vi l lagere  themeelvee d i r ec t  eeed nets and tamerins i n  t he i r  
compounds and around the i r  vegetable gardene. In  the future,  the VRP ehould 
build upon these prefereacee instead of u t i l i z i n g  epeciee which a r e  not useful 
t o  the vi l lagere .  The vi l lagere  w i l l  accept the epeciee provided by the VRP 
out of fea r  o r  caapect, but the f i n a l  reeu l t  i e  zero. It hae been proven 
sc i en t i f i ca l l y  tha t  the acacia a lbida improvee agr icu l tu ra l  productivity, but 
w i l l  the c l imat ic  conditions and the browsing of animals allow them t o  be 
multiplied a r t i f i c i a l l y  i n  the f i e ld s?  Or do the exteneion agente know a l l  
the foreetry technique8 applicable t o  t h i a  epeciee? 

Be6 Other Roesible Project Act iv i t i es  

Shade t r e e  plantinge i n  family compounde, i n  public placee and i n  
the schools have been undertaken i n  a l l  the cerclee. These a c t i v i t i e e  
generally take place without requiai te  education of the populace. The aucceee 
of these e f f o r t s  i e  pret ty  good. It i e  planting of t reee  i n  rowe which is 
experiencing f a i l u r e  becauee of poor upkeep. Nonetheleee i n  ce r t a in  
l o c a l i t i e s  the t reee  a r e  well protected individually with mud brick encloeuree 
and the reeu l t  is very eatiefactory.  

Plantinge of f r u i t  t reee  is a l s o  experiencing , a  large and rapid 
expansion, par t i cu la r ly  a t  Djenne and Fatoma where individuale own t h e i r  own 
nurseries. The VRP is not able t o  ea t ie fy  a l l  the demand f o r  f r u i t  treee.  
The current s i t ua t i on  with regard t o  a l l  theee a c t i v i t i e e  i a  s e t  out i n  the 
tables  i n  the annex. 

Specific Recommendatione 

(1) Every e f f o r t  muet be made t o  el iminate the need f o r  watering of 
r u r a l  interventiona. Special emphaeie ehould be placed on the  following: 

(a) Planting date. The optimum planting ".windown is f a i r l y  
small. Planning and mobilization cf resource8 should be improved t o  assure 
tha t  the maximum amount of planting i a  done within t h i s  window. 

(b) So i l  and s i t e  preparation. Adequate s o i l  preparation before 
planting is  essen t ia l .  Plowing of planting e i t ea  ehould be encouraged where 
poesible and the use of large planting holes ehould be required. 

(c)  Speciee selection.  Additional e f f o r t s  t o  ee lec t  and promote 
speciee proven i n  the  zone and su i tab le  fo r  individual s i t a e  and types of 
interventions. 

(d) Nursery techniques. Central nurseriee should emphasize 
production i n  pots. For "large ecale" plantinge temporary nureeriee near the 
s i t e  should be t r i ed .  Production ehould be decentralized through the 
encouragement of mini-nurseries. 



(e) Water harveeting and coneervation, Water available t o  the 
plant should be eubetantial ly increaeed and optimized through the ure af 
well-known techniquee for  water hameeting and coneervation euch ae 
micro-catchmente, mini-dikee, s t c .  

( 2 )  Windbreeke. The s i t e  and epeciae eelect ion f o r  windbreake ehou&d 
be improved, They ehould be be t te r  intsgratad i n to  exiet ing farming eyeteme. 
The rcope ot: t h i s  ac t i v i t y  i n  time and epace needed t o  provide benefite t o  
agr icu l tu ra l  ~ h o u l d  not be undareetimated. A l a rger  view of the long-term 
development of a windbreak syetem i e  needed. 

(3) Living Fencee. Living fencee appear t o  be a promising intervention 
and should be more act ively  promoted by the project. A l l  means neceeeary f o r  
accelerating i t e  extension should be employed. 

(4)  Mia en defeas. The number of o f f i c i a l  mis en defene parcel8 ehould 
not be increased, However, the techniquee of na tura l  vegetation management 
and improving regeneration should be more broadly applied t o  farmers f i e l d s  
and v i l l age  space. 

(5) Woodlote. The trend toward6 the de-emphasis of woodlots ehould 
continue, ~ r e e e n i  plane i n  t h i s  regard ehould be reviead downward. However, 
there i e  a re la t ive ly  minor yet  important ro l e  f o r  emall-scale, individual 
woodfots f o r  building polee and orcharde f o r  f r u i t  production. The objectives 
of woodlots must be c lear ly  and r e a l i s t i c a l l y  defined and matched t o  a market, 

(6) "Alignmente" and "Pol i t ical"  Plantings . The project  ehould avoid 
par t ic ipat ion i n  a l l  plantinge where the objectivee do not coincide with a 
r e a l  r u r a l  p r io r i t y  and need, Prestige and po l i t i c a l l y  motivated plantings 
should be eliminated, 

(7) So i l  Conservation. Theee types of a c t i v i t i e s  should be promoted 
even when they do not involve the physical planting of a tree. They a r e  a 
legit imate fores t ry  technique and respond t o  the project ' s  objectives 
concerning environmental management. 

The Project Paper proposed a small-scale, inform81 experimental 
component i n  order t ha t  project  pereounel could t r y  out ce r t a in  techniques t o  
overcome some of the major constra ints  t o  reforeeta t ion i n  the area. The 1983 
evaluation noted the slow etart-up of t h i s  component and provided some 

' prac t ica l  suggestions of research topics. It a lao  emphasized the informal 
nature of the  experimentation and recommended decentralized research planning 
and the poeeibi l i ty  of using external  sources of technical  advice. 

Presently, research i s  ongoing a t  a l l  three  e ta t ione,  e i t he r  within 
the nursery/experimentation encloeure o r  a t  a separate 1 ha. s i t e .  Act iv i t i es  
focus on seed treatments, production techniques, establishment and growth 
ra tes  f o r  several  indigenous species;  germination trials f o r  some exot ic  
species; the e f fec t8  of s o i l  treatments on the  establishment and growth of 
several  indigenous epecies and the  influence of planting hole sizes on the 
behavior of several  l oca l  species. 



There have been problems with reeearch prococolr. A t  Djenne for  
instance transplanted epeciee ware not mraeured a t  the time of plantation end 
hence important baasl im data w i l l  be mieping. Supervision problemr have a l so  
been encountered during implementation. A t  OM s i t e  workam watered a ea t  of 
plants t ha t  should have remained unwatsred. I n  addit ion,  a t  eome sf  t ea ,  large 
Crees have been retained i n  tha expcrr1,mantal plot  which may influence the 
t r i a l e  (Bandiagara, Batma) . I n  eome caees research reau l t s  have not been 
applied t o  f ield-level  a c t i v i t i e s .  A t  Bandiagara fo r  instance previous 
experimentation on water catchment techniques ehowed qui te  c lear ly  tha t  any of 
the t ree  techniques ueed improved growth r a t e s  over the control. However t h i s  
good, p rac t ica l  experience has not been used i n  the f i e l d .  None of the 
interventione v i s i t ed  ueed mictocatchmente. 

I n  s p i t e  of these probleme these t r i a l e  have the potent ia l  of 
providing some useful  information. However, there seeme to  be a lack of 
overal l  v is ion of the objectives and goals of the experimentation and how it 
d i r ec t l y  appl ies  t o  the reforaeta t ion system, including production and the 
rura l  interventions.  For imtance  i t  i a  not c lea r  whether the seed treatment 
t r i a l e  a re  linked to  r e a l  germination problems a t  the nursery. While s o i l  
preparation is important i t  is not c l ea r  that  v i l l agers  w i l l  have the means t o  
eas i ly  obtain  sand o r  other materials  fo r  addit ion t o  the holes. Almost the 
sole use fo r  Parkineonla's is f o r  l i v ing  fencse. It is therefore a l i t t l e  
strange t ha t  i t  i a  included i n  t r i a l s  on planting hole s i z e s  which range up t o  
80 cm. Living fence epacinga should probably be about 50 cm. Even i f  it does 
well i n  the la rger  holes it i s  unlikely t ha t  i t  w i l l  ever be extensively 
planted a s  individual trees.  

To pat tern  f o r e s t r y  research a f t e r  agr icul ture  research requires 
large areas  and long durations. Neither of these element8 a re  available t o  
the project. While ongoing research can feasibly  be done i n  the time and 
space avai lable ,  valuable opportunit ies fo r  viewing natural  vegetation, 
t rad i t iona l  fores t ry  and project  interventions a s  research t r i a l e  a r e  being 
neglected because of the emphasis on on-station reeearch. To-date those . responsible f o r  experimentation have not l e f t  the s t a t i on ,  e i t he r  physically 
or mentally, t o  monitor and co l l ec t  da ta  on v i l l age  l e v e l  a c t i v i t i e s .  

I n  addit ion,  simple "desk studies" of da ta  generated by the 
extension teams o r  by other projects a r e  not being carr ied out. Analysis of 
the extension teams' repor ts  could help or ien t  the project  and improve the 
types of da ta  collected.  Some simple hypothesee could be developed and tes ted 
with ex is t ing  data. For example, the  e f f ec t  of planting dates  on survival  
ra tes ,  o r  r a i n f a l l  on survival  ra tea  could be analyzed. I f  da ta  available was 
inadequate f o r  such an analysis  the  experimentation team could work with the  
extenaion team t o  assure the r i g h t  qual i ty  and quanti ty of da ta  was 
collected. For instance, there  is a f a i r l y  major problem with measuring 
survival  ra tes .  I n  many instances the replantinge a r e  included i n  these 
calculatione.  Thus, i n  some cases survival  ra tea  of some p lan ta t low go up 
over time. Some woodlots that  have been replanted every year from 1982 show 
survival  ra tee  i n  the 80% t o  90% range. This serves t o  cloud an analysis of 
what a r e  the  key fac tors  i n  survival. 



I f  the cerprrimantacioa personr~sl took a more ac t ive  role  i n  (date 
col lect ion and anelyr ia ,  then the extanrion teamo could be f r ee r  t o  do more 
extaneion. I n  addit ion,  t h i e  would ngrrow ths  t a rge t  group of agrnte for 
addi t ional  t ra ining i n  da ta  co l l r c t l on  and analyaie. 

Specific Recoamendatione 

(1) The project  ehould develop a reeeatch program which c lea r ly  definea 
overa l l  objectives and goale and the means neceesary t o  echitrve theee goals.  
It: should be integrated with production and i n t ~ t v e n t i o n  compoaente. The 
program should be reviewed and approved by USAID, DNEF and INRZFH. 

(2)  Applied teeearch protocols should log ica l ly  fadlow from the 
program. Protocols should define the types of supervieioa, and the per:lodic 
reporting requiremantej plane f o r  the diaeeminatira of reau l te  and the 
diapoeit ion of the t r ia ls  a f t e r  reeu l te  have bean obtained . 

(3) The scope of research should be broadened from on-letation tria1,s t o  
include da ta  co l lec t ion  and analysie of r u r a l  fo res t ry  interventione and 
"desk" etudiee. It ehould a l so  include non-trea-planting foreet ry  a c t i v i t i a e  
auch aa vegetation management and s o i l  coneervation. 

(4) National-level supervieion ehould ba increased end . improved . 
Attempts should be made t o  keep pereonnal turnover t o  a minimum i n  ch i s  
component. 
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A .  Vi l l age r s  ' Percept ions 

-- Percept ion of the en,vironment . 
The v i l l a g e r e  interviewed a r e  awara of t he  degradat ion of t h e i r  

environment -- they have a l l  not icad the  disappearance of the  f o r e s t  
which used t o  play such a l a r g e  r o l e  i n  v i l l a g e  l i f e  (providing 
wood, food, forage ,  emergency nourishment, r e l i g i o u e  e i t e e ,  e tc.  1. 
The disappearance of t he  f o r e s t  which they considered as a g i f t  of 
Cod (and the re fo re  a s  i nexhaus t ib l e )  d i s t u r h s  them g r e a t l y ;  a l l  a r e  
deeply concerned about the inc reas ing  s c a r c i t y  of f o r e s t r y  products.  

When asked why we have ended i n  such a s i t u a t i o n ,  almost a l l  of 
the v i l l a g e r s  responded t h a t  i t  is t h e  r e s u l t  of ex tens ive  drought;  
the human f a c t o r ,  even i f  no t iced ,  i e  f a r  from being a major cause 
according t o  them. Even though they do not  f e e l  themselves 
responsahle f o r  t h i s  degrada t ion  of t he  environment, the  v i l l a g e r e  
nonetheless  a l l  sense  the  neces s i ty  t o  r e s t o r e  i t ,  even i f  they a r e  
not convinced beforehand of the  e f f e c t i v e n e s s  of . t he  a c t i o n s  
proposed t o  do so .  The genera l  f e e l i n g  which emerged from the  
d iscuss ions  with v i l l a g e r e  is that r e c o n s t i t u t i o n  of the  n a t u r a l  
resource base w i l l  be i n  t he  f i r s t  i n s t a n c e  t h e  r e a u l t  of an 
increase  i n  r a i n f a l l .  

-- Percept ion  of t h e  Fores t  Serv ice  and i t s  Agents 

V i l l age r s  interviewed i n  t h e  p r o j e c t  area s t a t e d  t h a t  
previously the  r o l e  of f o r e s t r y  agen t s ,  a s  w e l l  as t h a t  of t he  
Fores t  Serv ice ,  was s t r i c t l y  t h e  p r o t e c t i o n  of  t h e  environment and 
enforcement of t h e  f o r e s t r y  code. They say t h a t  t h e  agen t s  used t o  
v i s i t  them t o  check up on t h e i r  a c t i v i t i e s  and t o  f i n e  them. 
At t rac ted  by the  l u r e  of p r o f i t ,  t h e  agen t s  never used t o  l a c k  f o r  a 
p re t ex t  f o r  such v i s i t e .  

But s i n c e  t h e  agen t s  s t a r t e d  r e f o r e s t a t i o n  a c t i v i t i e s ,  t h e  
s i t u a t i o n  has improved. Commenting on t h e  new r o l e  of t h e  agen t s ,  
t he  v i l l a g e r s  s t a t e  that the  agen t s  are "planters ."  They teach  t h e  
v i l l a g e r s  how t o  p l a n t  and take  c a r e  of t r e e s .  During t h e i r  
f requent  v i e i t s ,  t he  agen t s  g ive  t h e  v i l l a g e r s  l o t s  of t e c h n i c a l  
guidance and e x p l a i n  t o  them t h e  advantages of t r e e s ,  reasons f o r  
t h e  use of more e f f i c i e n t  s toves ,  and t h e  damaging e f f e c t s  of f o r e s t  
f i r e s .  

I n  ana lys ing  t h e  v i l l a g e r s '  responses,  one e a a i l y  no te s  t h a t  
t h e  f o r e s t r y  agent  is now seen  i n  a new l i g h t ,  that of t h e  
"p lan ter , "  whose presence no longer  t e r r i f i e s  as it d i d  i n  days gone 
by. Antagonis t ic  r e l a t i o n e h i p s  are being rep laced  progress ive ly  by 
much more t r u s t i n g  ones cha rac t e r i zed  by e f f e c t i v e  communications. 

-- Percept ions of VRP A c t i v i t i e s  
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As l a t e  a s  1983 the v i l l ogora  bel ieved t h a t  the d i f f e r e n t  VRP 
a c t i v i t i e s  were the exc lus ive  property of the  Borest Serv ice .  But 
during t h l s  e v a l u a t i o ~ r  wa have e s t a b l i s h e d  t h a t  the v i l l a g e r s  have 
changed t h e i r  a t t i t c~dew i n  t h i e  regard.  Aeked about  who owned the 
varioue types of p l rmta t ione ,  the  v i l l a g e r e  responded t h a t  they 
belonged t o  the v i l l , age  i f  they were produced c o l l e c t i v e l y  and t o  an 
ind iv idua l  i f  he had done a l l  the  work involved. A s  t o  management 
of the  plantations, t h i s  depended aga in  on whether t he  p l a n t a t i o n  
were c o l l e c t i v e  o r  i nd iv idua l .  

Asked about VRP a c t i v i t i c e  which they coneider  t h e  most 
b e n e f i c i a l ,  t he  v i l l a g e r s  reeponded unequivocably t h a t  they were 
r o a t l y  p l an t ing  f r u i t  t r e e s ,  inc luding  l o c a l  epeciee (Acacia a lbeda ,  
Nere, Kar i t e ,  Baobab) i n  t h i e  a r e a  t r a d i t i o n a l l y  cons idered  t o  be 
"a t  r i s k , "  t h a t  is, an  a rea  c o n s t a n t l y  under the  t h r e a t  of drought 
and famine. This  situation makes any a c t i v i t y  which tends  t o  
a a t i s f y  food needs, and which moreover can se rve  a e  a eource of 
emergency food,  h ighly  d e s i r a b l e .  

I n  the  th ree  e1:ations l i v i n g  fence8 a r e  a l s o  very much 
apprec ia ted .  The l o c a l  populat ions th ink  t h a t  they could be very 
use fu l  because they prclvide p r o t e c t i o n  aga ine t  animale. Considering 
the  very heavy pressiure exe r t ed  by the  herde,  ee teb l i shment  of 
l i v i n g  fences  appeare t o  be a very promising a c t i v i t y .  

The v i l l a g e r e  a r e  i n t e r e s t e d  equa l ly  i n  t h e  c r e a t i o n  of 
mini-nurser ies  - t he se  are eeen as providing an element of 
independence a l lowing  them t o  produce epec iee  of t h e i r  choice  and i n  
s u f f i c i e n t  quant i ty .  It is f o r  t h i s  reaeon t h a t  t h e  v i l l a g e r s  have 
accepted t h e  idea  of t he  c r e a t i o n  of  v i l l a g e  nursery.  The only 
d i f f i c u l t y  i nd ica t ed  by t h e  v i l l a g e r s  i s  the  problem of  obta in ing  
pots.  To g e t  around t h i s  s tumbling block, t he  VRP can provide pots  
t o  t h e  nursery  owners a t  a r e l a t i v e l y  low p r i c e  i n  r e l a t i o n e h i p  t o  
t h e i r  c o s t  (i .e. ,  a t  a subsidy).  Thus encouraged, t he re  w i l l  come a 
time when the  ownere o rde r  t h e i r  own po t s  e n t i r e l y  o u t s i d e  the  
p ro j ec t  . 

On t h e  Dogon Platecru, t he  v i l l a g e r e  interviewed expressed g r e a t  
i n t e r e s t  i n  anti-eoi.1 e ros ion  a c t i v l t i e e .  Confronted wi th  t h e  
problem of l and  s c a r c i t y ,  t h e  Dogon v i l l a g e r e  a r e  very much aware of 
how e roe ion  reduces t h e i r  meagre growing areae .  The an t i -e ros ion  
campaign is considered here  a n  a c t i v i t y  of primary importance t o  
recupera te  and coneerve s o i l .  

F'oliowing theee a c t i o n e  considered most b e n e f i c i a l  by t h e  
v i l l a g e r e ,  come such mt iv i t i e s  as ehade tree p l a n t a t i o n ,  which 
provide p l aces  t o  rerlt and t a l k .  Ce r t a in  epec iee  used i n  p l an t ing  
shade t r e e s  a r e  partic,u?!arly app rec i a t ed  by t h e  v i l l a g e r s .  This  i s  
the  case f o r  example with the  neem f o r  i t s  medicinal p r o p e r t i e s .  A s  
t o  deco ra t ive  t r e e  ro,ws,, they a r e  perceived a s  a n  e x c e l l e n t  source 
of ornamentatialn. 
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With  regard to  improved woodstoves, the woman appreciate them 
for  reducing the amount of f ue l  wood required and the speed with 
which they cook. For t h e i r  users ,  the improved woodstovee 
conet i tu te  a  tool  of l i be r a t i on  which makes t he i r  work leee 
onerous, The only d i f f i c u l t y  indicated with t he i r  use ie tha t  they 
produce cracks when baking a  cake. 

F i re t  among those a c t i v i t i e e  considered t o  be the l e a s t  
beneficial  a r e  the v i l l age  woodlots (done on a  co l lec t ive  baeie) ,  
the advantages being judged minimum given that  the benef i ts  a re  
shared among the whole v i l l age ,  The co l lec t ive  nature of the 
woodlots has a  negative influence on the behavior of individuals by 
making them rea l ize  tha t  i t  is not necessary t o  work hard i n  view of 
the f ac t  tha t  the products of t h e i r  work w i l l  be ehared among the 
other members of the v i l l age  who might not have par t ic ipated i n  the 
production (as  i s  the caee, f o r  example, with migrant6 and migrant 
laborera) .  

The second VRP a c t i v i t y  which the vi l lagere  (pa r t i cu l a r l y  those 
of Fatoma) see a s  l e s s  benef ic ia l  is  the  creat ion of m i s  en defeae 
(areas apecia l ly  protected f o r  regeneration of vegetation).  In  
t he i r  view, the 9 en defens cons t i tu te  a  r e s t r i c t i o n  of t he i r  
usable land. 

- Vil lagers '  Par t ic ipat ion 

In  eum, i t  is the e n t i r e  v i l l age  which implements (community) 
r e f 0 r e e t a t . w  a c t i v i t i e e .  But i t  is eepecially the young people . 
(young men, who do the essential .  work (watering, weeding, fencing) . 
Mobiliaation of v i l l age  e f f o r t s  i s  done by the v i l l age  council or  
committee. The work i s  performed e i t h e r  co l lec t ive ly  (by the e n t i r e  
v i l l age)  o r  by groups of young people o r  individually.  A t  Sonata 
(Djenne Cercle) f o r  example, a t  the c a l l  of the Development 
Committee a l l  of the young people have mobilized t o  water the 
plants. A t  Tincarma (Bandiagara Sta t ion) ,  the work is divided among 
groups of youths who look a f t e r  the plants  according t o  a  fixed 
schedule. 

Alongside these modalities of par t ic ipat ion which a r e  almost 
a l l  iden t ica l  i n  the v i l l ages  interviewed, we found another 
organization, more ind iv idua l i s t i c ,  a t  Karbaye (Fatoma). Here, the 
v i l l age r s  have chosen t o  r ec ru i t  a  laborer t o  maintain t h e i r  
woodlot. He i e  paid, lodged and fed by a fund col lected from a l l  
the vi l lagere .  

d 

- The Role of Women 

Women's par t i c ipa t ion  i n  VRP a c t i v i t i e s  is very l imi ted.  
Wherever such par t ic ipat ion e x i s t s ,  it i s  l imited e s sen t i a l l y  t o  
watering plants  and t o  constructing improved wood stoves,  with the 
help of men. 
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We see the caurse of t h i s  l imited par t ic ipacion by women 
stemming from purely c u l t u r a l  grounde ( r e l i g i o n c  r radic ion,  
a t t i t u d e ) .  Given the prominent ro le  which r u r a l  women have alwaye 
played i n  a g r i c u l t u r a l  production, we s t rongly  recommend a much 
g rea te r  pa r t i c ipa t ion  by them ( i n  VRP a c t i v i t i e e )  , through t r a i n i n g  
and exteneion programo developed e p s c i f i c a l l y  f o r  them i n  the 
development of mini-nureeries the work of which i e  very s imi la r  t o  
t h a t  of vegetable gardening ( i n  which most women already a r e  
involved). 

-- Pecceptione of Vil lagere Outaide the VRP 

Like the v i l l a g e r s  i n  the  VRP a r e a ,  thoee outs ide  are  deeply 
conecioue of the degradation of the environment. They talked a t  
g rea t  length  about the  dieappearance of the f o r e s t ,  This 
conecioueueee i s  not a t  a l l  eurpr ie ing  given the  r a r i t y  of f o r e e t  
products (wood, f r u i t  1. 

During the Interviews they have charac ter ized  the planting8 of 
t h e i r  neighbors (done under the  VRP) ae "ueeful" ( i t  i e  good t o  
p lant  t r e e e  t o  f i g h t  aga ins t  the drought, t o  have f r u i t  t o  e a t  and 
forage f o r  the animale, e t c . .  .). Certain individuale  have even 
suggested a c e r t a i n  number of a c t i v i t i e s ,  l i k e  p lan t ing  shade t r e e s  
and f r u i t  t r eee ,  including l o c a l  f r u i t  t r e e  speciee  (A. a lb ida ,  
nere,  ka ra te ,  baobab). 

Even though they a r e  aware of de fo ree ta t ion  and judge t h e i r  
neighbore' r e f o r e s t a t i o n  a c t i v i t i e e  pos i t ive ly ,  t h e  v i l l a g e r s  not i n  
the VRP harbor g rea t  d i e t r u e t  vie-a-vie the  Foreet  Service ( t o  whom, 
by the  way, they a t t r i b u t e  the  ownership of t h e  p l a n t s  ee tabl i shed 
under the VRP). Thie d i e t r u e t  r e l a t e a  p a r t i c u l a r l y  t o  the  f a c t  t h a t  
the Forestry Agents continue t o  impoee f i n e s  f o r  i n f r a c t i o n e  of the  
Forestry Code. 

- Constrainte t o  the  spread of VRP A c t i v i t i e e  

There a r e  th ree  d i f f e r e n t  typee of euch cons t ra in te :  land,  
water and animale. 

1. Land. 

The problem of land is associa ted  with the  complexity of 
the land tenure eyetem. Actually,  a g r i c u l t u r a l  land does not  alwaye 
belong t o  those who t i l l  i t  and i n  genera l  i t  i e  o f t e n  under 
long-term ioan t o  t h e  c u l t i v a t e r .  Not enjoying f u l l  ownerehip of 
the land,  the  c u l t i v a t e r s  h e s i t a t e  t o  make any l a r g e  invaetmente on 
i t  f o r  which they a r e  not  eure  they w i l l  be a b l e  t o  share  i n  the 
poesible benef i t s .  Ae t o  the  ownere, they a r e  not  alwaye wi l l ing  t o  
accept the  establishment of c e r t a i n  p lan t s  which might put i n  
quest ion t h e i r  r i g h t  of ownerehip. 
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To demonetraee the conetraint  t o  extension af t ree  planting 
poead b;r the land tenure s i t ua t i on ,  as  an example we con c i t e  the 
caeu of Ad jelon Togo i n  the Fotoma Carcle, I n  view of the fac t  that  
he was a atranger a t  Pebeeeougou, i n  accordance with African 
t rad i t ions  of hoepi ta l i ty ,  the vi l lage chief wanted t o  give him a 
parcel for  market gardening. But when Mr. Togo had s ta r ted  
reforeeta t ion a c t i v i t i e e ,  the vi l lage chief began t o  admonish him. 
His requeet t o  enlarge hie  parcel was refueed and i t  i s  only a t  the 
price of corruption that  the vi l lage chief f i n a l l y  agreed t o  the 
request. 

2. Water 

The vi l lagere  complain about the lack of water, pa r t i cu la r ly  
during the dry eeaeon which eeee the dryinp up of varioue water 
sources. During th ie  period of the year, tLe eearch f o r  water 
becomes an extremely oneroue taek t o  which men and women a re  
subjected fo r  houre. Being able  t o  f ind water only with great  
d i f f i c u l t y ,  the v i l l agers  look t o  s a t i s f y  t h e i r  primary neede 
f i r s t .  The survival  of young plant8 is threatened undor these 
conditions becauae of i r regu la r  and ineuff ic ient  watering. 

To reduce the water conetra int ,  we recommend the following: 

- correct  preparation of the planting holee . 
-- Uee of epecies well  adapted t o  the physical conditions. 

-- Compatibility with other  v i l l age  practices.  

-- Planting a t  the s t a r t  of the rainy season. 

3. Browsing of Animals 

The plantatione euf fe r  a l so  from the wandering of emall 
ruminants within and around the v i l l ages  and of large  ruminants i n  
the f i e ld s .  The herde, of ten l e f t  on t h e i r  own, browse on the 
plants and thus wi7e out the v i l l age r s '  reforeeta t ion e f f o r t s .  

For be t te r  success with the plantations,  i t  i e  imperative t ha t  
they be protected from the animale. The project  can use l oca l  
eyeteme of protection already known t o  the v i l l agere :  fencee ~ a d e  
of ea r th  o r  of brick,  of thorne, of mate, etc. 

-- Social Impact of the VRP 

~ r o m  interviewe i n  the  f i e l d  emerges the well-known soc i a l  
impact of the  project ,  t ha t  of the change i n  v i l l agere '  perceptione 
of the fo res t ry  agents and of VRP a c t i v i t i e e .  Relatione 
characterized by mistrust  have been subeti tuted progressively by 
those of a much hea l th ie r  nature,  characterized by open 
communications. Vil lagers no longer he s i t a t e  t o  approach fores t ry  
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agente, whom they coneider "plantera."  The establirihmnnt of be t te t  
r e l a t ions  permite the hope of be t t e r  r e s u l t e  i n  the excaneion o l  VRP 
a c t i v i t i e s .  

Progress hae been rea l ized  a l s o  i n  the a rea  of knowledg~ of the 
Forestry Code. During the intarviews,  a l l  the  v i l l a g e r s  s t a t e d  t h a t  
they had become b e t t e r  and be t t e r  informed of i ts  provieione. Thuo, 
f o r  example, a l l  the v i l l a g e r e  a r e  aware of the  law making 
construct ion and ~ ~ t i l i z a t i o n  of improved wood s toves  obl iga tory ,  ae  
well ae of t h a t  h n n i n g  land c lear ing .  

Theae pos i t ive  impacts of the VRP a r e  due t o  frequent contac ts  
between the v i l l a g e r s  and the agante and even t o  the  wil l ingness of 
the Forest S e w i c e  t o  evolve from an organiza t ion  of repreasion t o  
one of extension,  and education and pa r t i c ipa t ion .  

While the projec t  hae had an indeniable impact on v i l l a g e r e '  
perceptions, i t  i s  s t i l l  t rue  t h a t  the re  remains more t o  be done i n  
the area  of environmental protect ion.  Statemente by c e r t a i n  
Forestry Agente and v i l l a g e r e  i n d i c a t e  t h a t  c e r t a i n  individuale  
continue t o  e x p l o i t  the f o r e s t  i n  a harmful manner. Ae an example, 
the  inha h i t an te  of Karbaye complain extenef vely about the 
goatherds. One should a c t i v e l y  pursue a program of increaeiag  
v i l l a g e r s '  awareness of the  need f o r  environment protect ion.  

B. The Extension Component 

The extension team confronte numerous d i f f i c u l t i e e .  

The f i r s t  i e  l i n g u i s t i c .  I n  the  th ree  VRP s t a t i o n s ,  odly one 
extension agent does not  need an i n t e r p r e t e r  when he t a l k s  t o  the  
l o c a l  populatione ( t h i s  i e  the  community development agent i n  
Bandiagara who has mastered the  most commonly ueed languages, i .e . ,  
Fulani and Dogon). A l l  the  o thers  a r e  obliged t o  c a l l  on an  
i n t e r p r e t e r ;  s ince  an i n t e r p r e t a t i o n  always d i s t o r t s  meaning t o  some 
degree, the r eeu l t e  a r e  always disappoint ing.  

To r e l i e v e  t h i s .  cons t ra in t  , t he  indica ted  measure irr' t o  proceed 
t o  the  ex ten t  poss ib le  t o  r e c r u i t  l o c a l  exteneion agente. Use of 
these kinds of agents  can have another ,  much more important,  
advantage: It w i l l  promote i d e n t i f i c a t i o n  of t h e  v i l l a g e r s  with t h e  
VRP because these l o c a l  agents  w i l l  be from the  same a r e a  and most 
o f t e n  w i l l  share  the  same b e l i e f s  and t r a d i t i o n a l  values a s  t h e  
v i l l a g e r s .  

Three c r i t e r i a  could be used f o r  t h e i r  recruitment: a) be from 
the a rea ,  b) speak the  l o c a l  languages ( ~ u l a n i  and Dogon) f l u e n t l y  
and c )  have a post-primary education l e v e l  (completion of the  9 t h  
year 1. 
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The aecond d i f f i cu l t y  I8 orgenlzational ,  In the e h ~ e a  VRP 
rjttetlonlr there Le no rea l  collaboratton between the exteneion teame 
and L nursery operatore. The major work concern of tha l a t t e r  i o  
to  prodtic 3 she quota fixed fo r  t he i r  nureery by national policy 
inceead of focueing on the needs of t h u  v i l l agers .  From t h i s  flows 
t!ro problem of diepenaing of the eeedlinbr producod (when the 
evaluation team wae a t  Fatoma there were e t i l l  2,000 plante i n  the 
nursery which could not k placed during the past seaeon), 

To avoid euch a e i tuat ion,  nursery production ehould be based 
on graeerooe demand. Thie can be done by i n i t i a t i n g  a cloee 
collaboration between the nureery operatore and the exteneion agente 
who work d i r ec t l y  with the vi l lagere .  The exteneion agente ehould 
be i n  a posit ion t o  provide approximate information on the graeeroot 
demand fo r  t r e e s  (choice of epeciee, number of opeciee, e t c . ) .  To 
th ie  end, ae i e  done i n  the Village Agro-foreetry Project i n  Koro 
(CARE), the exteneion agente can depoeit i n  each VRP vi l l age  a 
record book i n  which the v i l l agers  w i l l  be invited t o  write the name 
and the number of eeedlings desired f o r  thoee epeciee which appeal 
t o  them. The nureery production thue w i l l  be done on the basis  of 
t h i s  information and on s t a t i s t i c s  from e a r l i e r  yeare. In  our view, 
t h i e  w i l l  avoid overproduction. 

There is another d i f f i c u l t y  which i nh ib i t a s  a emooth 
d ie t r ibu t ion  of the seedlinge and the exteneion of reforeeta t ion 
ac t i v i t i e e .  Thie is of a p o l i t i c a l  order. I n  e f f ec t ,  i t  has been 
determined t ha t  the p o l i t i c a l  operators a r e  not very dynamic when it 
comee t o  reforeeta t ion.  The "Fight againet  Desert if ication" s t i l l  
remaine a p o l i t i c a l  elogan instead of being a conscientioue e f f o r t ,  
a ba t t l e  f o r  eurvival .  We a r e  l ed  t o  t h i e  conclueion f o r  two 
pr incipal  reaeons: a )  F i r e t  i e  the ordere f o r  seedlinge which a r e  
not then picked up ( a t  Djenne, despi te  the ineietance of the Sta t ion 
Chief, the loca l  eection of the UDPM - National P o l i t i c a l  Party - 
never picked up i t s  order of seedlings);  and b) The second reason i e  
tha t  re fores ta t ion  a c t i v i t i e s  undertaken by the p o l i t i c a l  

, au thor i t i es  generally a r e  not followed up. 

C. Training 

In  order t o  increase the competency of its extension agents,  
the VRP has organized t ra ining eessione dealing with euch techniques 
a s  nurseriee,  agroforeetat ion and graf t ing.  I n  the same vein,  the 
VRP conducted a seminar on the GRAM method of demonstration i n  
order t o  promote be t t e r  waye t o  approach ru r a l  dwellers. I n  
addit ion,  aaetudy t r i p  t o  Burkina Faeo wee organized. 
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- 10 - 
I f ,  ae the evaluation team heu datermlned l a  the caste, the VRP 

hue made eome progress i n  the area of prect icel  t ra ining of i t e  
pereonnel, there i r  nonetheleer s t i l l  much to  ba done i n  view of the 
t a c t  tha t  the agante have not rnaoterad euf f ic ien t ly  the techniquee 
which they e re  euppoeed t o  tranemlt t,o tho vi l lage level .  I t  is 
notably the areas of l i v e  fencee, wind breaka, and v i l l age  re la t ions  
fn which the extenaion agente recognize tha t  they are not 
appropriately trained. The ineuf f ic iency of the t ra in lng  which hae 
been given can be explained per t ly  by the f ac t  that  very l i t t l e  time 
has been a l l o t t ed  t o  i t .  This is the case fo r  example wtth the 
CRAAP eeminar, which only las ted f o r  three daye. 

In order t o  obtain be t t e r  performance i n  VRP a c t i v i t i a e ,  the 
projact ehould pursue the e f f o r t  already undertaken while 
simultaneouely broadening i t e  scope by organizing the followingr 

-- Seminare and workahope on the techniques of 
agro-forestry, s o i l  coneervation and the CRAAP method. 

-- Field t r i p e  among eta t ione t o  promote wider contacts and 
emulation of eucceeeful practicee of o thers ;  

-- Viaite t o  varioue typee of reforeeta t ion a c t i v i t i e e  which 
have proven t o  be eucceeeful i n  both the aac i a l  and 
ecological contexte. The VRP is already i n  a poeition t o  
i n i t i a t e  a v i e i t  t o  the re fores ta t ion  a c t i v i t i e e  i n  the 

v i l l age  of Adjelon Togo a t  Patoma f o r  the benefi t  of 
agente i n  the other two cerclae  (Djenne and 
Bandiagara). (See the diecueeion of M. Togo's 
operatione i n  the "Technical Coneideratione" 
section.  1 

-- Vieite t o  other v i l l age  refores ta t ion projects  and some 
study t r i p e  t o  naighboring countries,  pa r t i cu la r ly  to  
Niger ( fo r  wind breaks) t o  encourage agente and v i l l age r s  
and t o  f a c i l i t a t e  an exchange of ideas. 

- Finally,  aeeietance t o  the agents l a  a l s o  neccseary i n  
the techniqwe of da ta  gathering t o  improve t h e i r  
extension a c t i v i t i e e  record books and the queetionnai ree 
used t o  determine extenaion a c t i v i t i . 3  (qua l i ty  and 
quanti ty of the data gathered). 

It ehould be noted t ha t  t h i s  eeeen t ia l  t ra ining ahould not be 
the exelueive pr ivi lege of the  agente; it l a  imperative t h a t  i t  be 
extended t o  the v i l l age r s  who have not t o  date  benefi t ted from any 
t ra in ing  even though they a r e  auppoeed t o  be the  pr incipal  
b e ~ e f ~ c i a r i e e  of the project 'e  a c t i v i t i e s .  Thie t ra in ing  w i l l  help 
them t o  master the techniquee of production, i . e . ,  of eatabliehing 
and maintaining plante. Aleo, we suggest tha t  project  
adminietratere schedule adequate time fo r  t ra ining eeasions because 
i f  t h i s  i s  not done the benef i ts  of such sessions w i l l  be g rea t ly  
reduced. 
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O. Colhbocation w i t h  Other Organiaatione 

In the project a m a ,  there alee many rural  davalopment 
operetlons Lntereeted i n  reforeatat ion.  Muny of! thews organizations 
have made proviaion o r ,  or  have alrclady undertaken, reforeetrrcion 
ec t i v i e l ea ,  F ~ l l ~ ~ i t I f l  are  dome ax~mplee of them a c t i v i t i e r t  

-- OHM (Operetion R i z  Mopti). While ORM i e  not yet  ac t ive  
i n  the f i e ld  of reforeeta t ion,  i t  nevertheleoo plane to  
a t a r t  a program of v i l l age  woodlot$ during the th i rd  
phaee of i ce  project .  

-- ODEM (Operation Developpement d 'Elevage Mopti) . ODEM hoe 
undrrtaken a program of regenrratioa of "bourgoute," 
under which i t  is  deepening ponds i n  the Mopti, Koro, 
Duentza and Teninkou cerclee .  

-- WFP (World Food Program). WFP has completed planting a 
s e r i e e  of xoodlote t o  be used f o r  windbreaks 
(e tab i l i za t ion?)  along the road from Sevare t o  Mopti. 

Although a l l  of theee organization8 a re  in te res ted  i n  
refores ta t ion,  the evaluation team hae determined t h a t  there  i e  
pract ical ly  no cooperation between them and the VRP. A ce r ta in  
number of const ra ints  tend t o  check inter-organizational  cooperation 
even though there a r e  factore  act ing i n  favor of euch cooperation, 
i n  par t i cu la r  the exietence of a "sponsoring" organization l i k e  the 
regional committee fo r  development, in f ras t ruc ture  l i k e  the 
nureeriee and the f a c t  of juxtaposit ion of the d i f f e r en t  project  
areas.  There a r e  two primary kinde of const ra inte ,  a s  follows: 

-- There is no exchange of information o r ,  when i t  is 
exchanged, it i e  not done so i n  a manner which encourages 
the d i f f e r en t  organizations t o  cooperate. 

- The framework f o r  cooperation is s t i l l  poorly defined 
between the Foreat Service and the other development 
organizations. 

Taking i n t o  account the human resources already ava i lab le  i n  
the f i e l d ,  the evaluation teau believee tha t  the f i nanc i a l  reeourcee 
devoted t o  each of the d i f f e r en t  development eectors do not continue 
t o  represent a major conetraint .  I n  par t i cu la r ,  the Operation M i l  
Mopti has more than 80 agente i n  i ts  adminietrative area  who could 
conduct, i n  pa r a l l e l  with t h e i r  o ther  a c t i v i t i e s ,  inexpeneive 
fo res t ry  a c t i v i t i e s  l i k e  the c rea t ion  of mini-nutseriee, extencrion 
of improved wood stoves,  o r  the  propagation of epeciee l i k e  A. 
albida.  In order t o  promote c lose  cooperation between the project  
and the d i f fe ren t  organizations in te res ted  i n  the VRP project  area;  
be t te r  exchange of information; and coordination of goals, 
s t r a t eg i e s  a s  well  a s  methods of approaching r u r a l  d m l l e r e ,  the 
eva3.uation team recommends tha t  the Forestry Service s ign  s spec i f ic  
protocol on collaboration with the other  organizetione. 



ANNEX B ( 1 2 )  

Thla protocol ahauld eerehl;lelr reeponeibil i ty Par apecilfic: 
atnae of competence ( b  . a , ,  reforaeteeloa,  demonetration, exteneion, 
t r a ln tna ,  e t c  . ) for a l l  of tha involved organizati.ons . Af t:er 
e~eeernent among the organizations, the ptotocol. w i l l ,  be implemented 
by the agents i n  the f i e l d .  A ver i f i ca t ion  unlt  u i l l  have ehe 
reeponaibibity of overeeeing the implemanearion of t h e  protocol'e 
agreements. 

In addit ion,  a diagram ehowing the d ie t r ibu t fon  of a c t i v i t i e e  
i n  t h e  d i f fe ren t  areae ehould be worked up and periodical-ly updated 
am the reeu l t s  of 'experience i n  joint  programming of a c t l v i t i e e  
become clear .  

E .  General Concclueione and Recommendatione 

A t  the end of tha eoc io l ig ica l  face t  of the evaluation,   we 
conclude tha t  a f t e r  more than 6 yeare of experience, the VRP hre 
mado important prograee i n  the eocia l  realm. The v i l l age r r~ '  
perception (of the VRP and the Forest Service) has improvcrd 
cona~iderably. Consequent t o  t h i e  improved perception we a t e  
witneesing the devalopmnt of open and much more Fru i t fu l  
coma~unicatione between the v i l l agere  and the Foreetry Agente. 

Navertheleee, t h i s  very poeit ive development ehould not make ti18 

Forget the immense task which murt b accomplished t o  insure a 
broad, aware and reeponsible par t ic ipat ion of the v i l l agere  i n  VR:P 
ac t i v i t i e e .  To accomplieh th ie ,  we recommend the following: 

- An expanded e f f o r t  t o  inform the v i l l agere ,  through t h e  
eetabliehment of regular contacte,  about the objeceivee 
of the VRP, the goale of i t e  a c t i v i t i e e ,  and the problems 
aeeociated with foreet ry  development. 

- The devolution of more reeponeibi l i ty  on the ru r a l  
populace fo r  the protection of t h e i r  environment. The 
VRP can encourage the vill .agere t o  ee tab l ieh  committeee 
to keep a protective watch on the fn ree t .  

- In  t h i s  regard we, think tha t  a much c l ea r e r  def in i t ion  of 
the r i gh t s  of exp lo i ta t i an  of protected (i.e., VRP) t r e e s  
ce r ta in ly  m u l d  be an inv i ta t ion  t o  the v i l l agere  t o  
protect  thei:r  environment. 

- Taking i n t o  crccount the r e a l  neede of the  population with 
regard t o  the choice of epeciee and VRP a c t i v i t i e e .  

- Integration of VRP a c t i v i t i e s  i n t o  the  phyeical and 
cu l t u r a l  e e t t i ng  of the countryeide - VRP a c t i v i t i e e  
must respond t o  r e a l  neede ( i f  they a r e  t o  ba euccsesful).  
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F'. Methodology of Inquiry 

The object ive of the socio logica l  evaluat ion  was t o  etudy the 
vf ; l lagete  ' perceptions vie-a-vie VRP implementation, the 
eocic~logical, coneereinte Lnhi b i  t bng pro j e s t  implemenraeion end t h e  
eocio loglca l  aepecte of t r a in ing  and col labora t ion  w l t h  o ther  
exteneion sa tv icee .  

To achieve t h i s  objec t ive  , the following me t h o d a l o ~ y  was 
adopted. 

- Meetinge were held between the e n t i r e  evaluat ion  team and 
the a u t h o r i t i e s  of A I D ,  the Forest Service and the  
Ministry of Natural Reeourcee and Liveetock and with 
personnel i n  the  f i e l d  involved i n  the implementation of 
the p ro jec t .  Theee mee t inge  have pe t m i  t ted the  
eetabliehment of those points  t o  be etreeeed.  These 
meeeinge provided a g rea t  amount of he lp  i n  e s t a b l i s h i n g  
the parametere of the etudy. 

-- Inqu i r i e s  i n  the Field.  With regard t o  the eocio logica l  
evaluat ion i t e d f ,  the queetionnaire conceived by the 
eocio logis t  ma etrengthened by the cont r ibut ions  of 
o ther  evaluat ion  teem members, It wae administered i n  
the d i f f e r e n t  v i l l agee  during the  couree of meetinge 
whish genera l ly  brought together  the v i l l a g e  c h i e f ,  h i e  
advieore and young and old v i l l a g e r e .  We t r i e d  t o  l i m i t  
the number of pa r t i c ipan te  t o  avoid the.phenomenon of 
"crowd peychology." Ae t o  the  women, i n  view of the  
d i f f i c u l t y  one hae i n  g e t t i n g  them together  with the  men, 
we have contacted them individual ly  during the v i e i t e  t o  
improved woodstove a c t i v i t i e e .  

Interviews were conducted i n  1 2  v i l l a g e e  among the three  VRP 
Sta t ions  and four among the re  were not  i n  the  VRP a rea .  Five ware 
from Bandiagara, th ree  from Djenne and four  from Fatoma (Mopti). 

The c r i t e r i a  f o r  chooeing v i l l a g e s  took account of 
a c c e e e i b i l i t y  and the  ' d i f f e r e n t  types of VRP a c t i v i t i e s  i n  such a 
way a e  t o  enable us t o  understand the  v i l l a g e r s '  image of each VRP 
a c t i v i t y .  It ehould be noted t h a t  dut ing  t h e  interviewe the  
eocio logie t  was alwaye accompanied by an  extension aqent who 
introduced him t o  the  v i l l a g e  chief .  
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:$ E b n ~ n s . ~ % k , ~ ~ a e s s ~ ~ q n f  - ~ Q ~ ~ c I P Q C ! ~ ~ ~  1 
(1) R r u  cur r an t  pro,ject f lr1a1isiu1 P C C O U ~ ~ ,  i ng  arid 
r opor t i r ~ y  pr oced~tr 6s accuribtw, cor~eimtaarrt arid 
co~~~n~onmura~a  w i t h  USAID r uqui rcumsntu'? w i t l r  QRM 
roqui  rementa? 
(b )  Do repo r t i ng  procedure. prov ido pro.ject management 

w i t h  dmtai led, r ccura to  and t irnsly infor*rnirt.ion on t he  
lave1 of f i n a n c i a l  romourcem b a i r ~ g  mpmnded a t  aach 
s t a t i o n  and for each programmed a c t i v i t y  eu wall em 
cont ingencios? 
( c )  Is t he  f i n a n c i a l  i n fo rmat ion  i n  a format t h a t  is 
useful t o  p r o j e c t  managernant? 
(d l  Doma tho  cur ren t  oyctem af qua r te r l y  budget 
advance rc~qusatls and monthly . j u w t i  I' i c a t i o n  repo r t s  
pouu any prob1erms w i t h  regard t o  budget plannirrq, 
furlding dslayu and irrrpact an plannod ac t i v i t l a~p i '?  
(a) f ire f i l i n g  ayc t~me  adequate l o r  manaqenwnt. nesdu? 
( f )  What improvemclrito arc? nuadad i fir1;irrrciul 
nranagement systems, accounting proccdurce, r*oport t i IIC) 
tt2l*miYtu and t ra i r l i r l y  u f  thm pro. ju?~t ac~olJf \k i~rt t? 



2 .  Yl.bLsn#r-asrrsnuf l a w  
( a )  How do v i l l a g e r 8  perce ive t h o  o~ tmns ion  agonta and 
t.ho preo.j oc t intervcunt ions they prborno kw'? 
(b )  What do vi l l r rgerm parceivcu ots  t t ,hoir  c r i t i c a l  
snvironmoiital prublomm and thwi r  p r i c ~ r ~ i t y  f o roe t r y  
needs? Aro these adequataly addracwod by thu  p r o j e c t ?  
( c )  Has thra Condikion Prorcudont pt*ahibi t iny  ropraulpivw 
f o r e s t r y  a c t i v i t i u s  changod v i l l a g a w u '  percept ion 
of thu Foramt Berv ics and foruu,t.~*y ;agarntlul? 'To what. 
Jegreo have agents been ablm t.a oo~rv i  t i z ~  v i  1 l aye rs  
vir-&-vim owplanation or curtaunt f o r w t r * y  1wgimlut.ian 
and tho r o l e  of v i l l a g e r s  i n  onvir*onn~antal pr*otcuctiorr? 
( d )  Which pro.joct in ta rven t iona  (tnini-11ur~6riam, 0. 
pA$jdy i n t o r p l m t i n g ,  windbruakw, l i v o  fancuu, contour 
r o c k  tmrracer, v i  1 lagm and conapourd plarttingm, 
roadslda p lnnt ingu,  v i  l laga wuedlutu, i inp r ovod a 
coolcctoves, c t c . )  do v i l  lagsra  pmrcoivo om t h e  momt 
b o n s f i c i a l  to thorn'? Which aru percnivud ae tho  l uuv t  
b e n e f i c i a l ?  
' ( 8 )  What bene f i t o  have a l raady accrrlad t o  v i l l a g u r o  am 
a romult  of t.ha pra.icpet.3 Whut cpocial i~np i rc t r  have 
roeu l t sd  from the  p ro joc t?  
( f )  What has b u m  ths lava1 o f  p a r t i c i p a t i o n  o f  
v i  1  lagur r  i n  p r o j ~ c t  a c t  i v i  t i  cw7 What ltae boorr I,trct 
ralw o f  v i l l a g e  wumwn? 
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1-  E~aLrflh,nurracl!ur~ 
t o )  How i o  csaatdling product ion irr t ho  ttrroa - .  
nuratlrioci wi4.h regard t o  choicu of a i puc i~u  ( i n d i ~ r n o u u ~  
ewotic and C r i r i t  t rees ) ,  qua l i t y ,  and quan t i t y  produced? 
( b )  A r  CI nurmor*y pc*odirct i o n  t a r  qutuc wol 1-nr;rtclnrod .tu the 
oxtwneian program a c t i v i t i e s  and noedu'? 
(c ) What impr avofo~n,Lcii a ru  nraodod i n  pr oqr*i~rnming riurawr y 
product ion a\f irJ i n  nursery tu~hniques'7 
( d )  Wtiat impact tiav ttiw now p o l i c y  on rralu of aosdl ings 
had on p r o j e c t  ac t i v i t i uc i ?  

2. Mlnknureerfda:w 
( a )  HOW u ~ c ~ c e s s f u l  has been the  i n t roduc t i on  o f  v i l l a g e ,  
achool and i n d i v i d u a l  nurowrioar? 
( b )  What inputs  do they rece ive From tlw praoject7 

A v o  t t ies~i) ir iputa a u f f i c i o n t ?  Il '  not,  what add i t i ona l  
i npu ts  are  nemdod t o  improva t h m  q u a l i t y  and quant i t y  o f  
seed 1 i ngoi pr aducad'i' 
( c )  What i s  the  p o t e n t i a l  of l.ht!ucl mini-nurser iesi i n  
torrns of ou.atirSnabler smal l  pr ivirtw ol'rtorprb 'icoou'7 We, 
there s u f f i c i e n t  l o c a l  demand and mar-lsets for suedl ings 
pr80ducod i n  t,haoe nur soar ies?  

J = -.OY ~ Q L Q C ~ S ~ ~ Y , ~ ~ ~ L B Q ~ ~ - F ; Q Q ~ Q ~ Y ~ ~ I Q ~ I  
(a) How succracioiul are t h o  p i l o t  i n te r ven t i ons  i nvo l v i ng  
a. 9lQjg3 inkerp lant ing,  windbreirkm and l i v e  fancon? H r r  
v i l l a g e r @  ready and w i l l i n g  t o  r e p l i c a t a  t h e e ~  a c t i v i t i e s  
i n  t h o i r  f i e l d s ?  
(b )  What is tho  prasent s ta tus  of a o i l  constarvation 
ac t i , v i t  ion: contour rock t a r rac ing  i n  cornbinat i o n  w i t h  
t r o ~  p lant ing,  es tab l i shmmt  of " p r o t ~ c t i o n  parce ls"  t.hat 
o):cludct human and l i ves tock  a c t i v i t y ?  
( c )  r t h o r s  any tochn ica l  problems w i t h  t h e  
i r r torvent iona t o  date which muat bo curroctud? 



ANNEX 6 (6) 

8 F;u~srtd.n~,and,hf g r . ~ ~ i ~ k d ~ r ! - L & ~ w  
(a) Dc present r a p o r t  ing fo~*nrat.s provido iteoful 
irrfors,atdon t o  pro,joct managornc~rrt a t  l i o l d ,  rcrgional and 
national levels? Can reporting eyctumo bo improved'? 
(b )  Is t h o r ~  adtsquato, inl 'ormation flaw irr-rd Cer~ldbilck, b a t h  
v e r f . i c a l l y  and horizontally? 
4c) To whet w t e n t  has d a t a  collect.ior~ b s e ~ ,  i n ~ t i t u t o d ?  
What types of data  hao been col l ~ c t ~ d  a r d  for. what 
purpasa,  
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Ii:a~-a to i n c l ~ t d e d  i n  tho  i t i n w a r y  t o  povrsit. thw toam t o  croe 
I i~*~t.- t r iant l  t . tw rrct.ivit.iou o f  tho C A W  Vi1l;aycu Agroforuurt.ry 
Pr.u.joct m d  earnpara orpornitrrt ional nt,r*uetuvuu wrd wr~tunoiatr and 
t,uchr.r t c-e 1 ~A~C)I~UEICI~Q~ amp loyacl by tho VRP a~rd CAhE plg i~ . j  o r ta .  

1hab follow in^ docun~mntcation ham bwsn r ; u l ~ ~ t e c l  La W P V P  am 
r o t  wruncm for tho toam mombars. - Pro jec t  Papmr - Pro jec t  Grant figreament and CImondrtrunt No. I - Mid-Torm Evaluat ion (Ju ly  1983) - Plan Directaur  (1985-87) - Plana d 'Qporat i o n  (lY84-85, 1983--86, 1986-87) - Salactud P ro jec t  Implomontation L a t t o r a  - (NO.7, 10, 14) - Rapport d 'auto-ovsluat ion do l a  cirmpprgne J ' a c t i v i t e m  

1986 (Doc. 1986) - owamples o f1  -- Quar to r l y  budgot advance r r quoo t r  -- Monthly ropor ta  from mtat iona -- Quar to r l y  r epo r t  from DREF -- Supmrvicion t r i p  repor t  (DNEF, IJSAID)  -- Monthly f i n a n c i a l  j u s t i f i c a t i o n  report.e - Pro joc t  orgoniqrammo. 

In ~ d d i t i o n ,  other documentation a t  UBAID, DNEF, DHEF and t h e  
fhrea a ta t iann  con b~ car,aultod au needed.  

The I l i r s i o n  w i l l  assumcl t ho  t r a v e l  and per ~ ~ O I I I  c0st8 of  UShID 
s t a f f  i n v ~ l v o d  i n  t h e  o v a l u a t i ~ n .  Thm Pliuuiiorr w i l l  a l s o  
prav ido two veh ic les  and chau f four r  fo r  t h e  f i e l d  work. 

'Tho p r o j o c t  ham rmsorvrd fundm t o  cover par d i m  and honorarium 
payments for t he  ORM team membere and t o  def ray  w p o r t i o n  o f  
the  vmhicla f im ld  coutn for  Fi f th-Rogion Cia ld work. 

. * 
a f  ,,5 



ANNEX I) 

COMPILATION OF EVALUATION RECOMMENDATIONS 

111, Management and Organization 
a 

A. Project Management and Supervision 

A . 1  Direction and leadership 

(1) That the Foreet Service immediately conduct an in-depth review of 
a l l  personnel aeeigned t o  key leadership por i t ionr  i n  the VRP vie-&-via the 
exceptional leadership requiremente of a "pi lo t"  project  l i k e  the MP and take 
etepe t o  ineure tha t  the VRP leadership is up t o  the challenge preeented by 
t h i e  project. Further, tha t  the Forset Service constantly review VRP 
leaderehip t o  insure t h a t  i t  continues t o  meet the project 'e needs. 

(2 )  That the Foreet Service (and, ae  * appropriate, USAID) take 
adminietrative s tepe t o  ineure tha t  a l l  l eve l8  of VRP leaderehip spend 
suf f ic ien t  time i n  the  f i e l d  t o  insure continuoue fami l ia r i ty  with the s ta tue  
of project implementation and the conetrabnta which must be overcome t o  ineure 
project  ruccere. Recotmended levela  of f i e l d  time include a t  least three  daye 
per cantonnement per quar ter  f o r  uat ioaal  l e v e l  project  managera (accompanied 
by the Regional Director) ,  an addi t ional  two days per month per cmtonnement 
fo r  the Regional Director and f i ve  daye per cantomemant per month f o r  the VRP 
Technical Director. 

(3)  That the Forest Service re$ up an admini8cretive procarr t o  review 
a t  appropriate in ta rva le  author i ty  delegated t o  projact  leaderehip a t  the 
various l eve l s  vie-B-vie t h e i r  r e e p o w i b i l i t i e e  (dut ies)  . 

A.2 Planning 

(1) The team wants t o  r e i t e r a t e  and expand upon an important . recommendation from the  1983 evaluation, t h a t  Chiefs of Sta t ion and below ba 
given c lea r ly  defined authorization and r eopowib i l i t y  f o r  planning, budgeting 
and implementiria f i e l d  operations. 

A.3 Management 

(1) During the next superviaion v i e i t ,  the DNEF and USAID Project  
Off icerr  ehould work with regional and e t a t i on  perrormrl t o  ee tab l ieh  
organized and complete report ing and f i l i n g  ayetemr. Follow-up on 
eetabliehing these eyetear ehould be dons during eubeeqwnt v i r i t e .  

(2) gach Chief of Sta t ion ehould supply the DNEF and USAID a l i r e  of 
relevant documentr which t h e i r  r t a t i o n  needlr. Then, during the  following 
quarter ,  DNEF and USAID would do the  neceesary photocopying and die t r ibut ion.  
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( 3 )  An e f f o r t  ohould be made to  provide the t e g i m r l  o f f i c r  anti each 
ota t lon with a basic technical  rafr reace l i b r a ry  using project  funds. 

(4) To r e i t e r a t e  a recommendation from the 2983 evaluation, DNEP rhould 
asaura the dieusmination of t rchnical  infonnrtion between projects  within DNEF 
wFth comparable ob jec t iv r r  par t icular ly  by i t r  Divirion de Concrption, Projet  
e t  Programmes and i t s  Subdivieion de Reboieemant e t  Amlnagemant. 

( 5 )  The VRP ehould move immediately with USAID TA t o  ee t ab l i rh  a 
commodity procurement and inventory control  ryrtem which w i l l  bs completely 
"adequate" for  FAA Section 121(D) compliance putpoora. Scch a rystsm ohould 
include vehicle (including motorcycle) uaa repor t r  . A ryotrm of reporto 
ehould be developed fo r  conuuodity procurameat and management and three ehould 
be eubmi t t ed  regularly (probably eemi-annually) t o  DNEF and USAID. 

(6 )  Annual comm~dity procurement plane need t o  be prepared and approved 
during the annual planning cycle. 

8. Project Organization 

(1) Scope  of Work f o r  each project  posit ion from the Project  Director 
thorough e ta f ion  gerronnel should be developed and agreed t o  by a l l  pa r t i e r  
concerned. This w i l l  be t t e r  define i n  wri t ing the ro l e  of each posit ion with 
epecif i c  du t ies  and rerponeibi l i t iea .  Alro, t h i s  w i l l  c l a r i f y  delegation of 
authori ty a t  each l e v e l  

(2 )  Future payment of primee under the Project ehould be based on work 
performance. The procedure fo r  paying primee on th ia  baoie ehould ba worked 
out among DREF, DNEF and USAID and formalized by the ieeuanca of a PIL. 

C . Financial  Management 

(1) Modify f inaocial management proceduree t o  begin monthly, inr tead of 
quarterly,  requeetr f o r  advancement of funde, 

(2 )  USAID should provide technical  aes i r tance t o  the project  t o  
es tab l i sh  an ana ly t i c a l  accounting eyrtem and t r a i n  regional  and cantoanemeat 
l eve l  pereonnel i n  its uee and application.  

(3) The project ' s  regional  accountant w i l l  have t o  improve h i s  record 
of monthly e i t e  v i r i t s  t o  each s t a t i o n  t o  adequately euparviee and monitor the 
implamentation of t h i a  accounting eyetam, 

D. Peace Corpe 

(1) The APCD f o r  fo res t ry  ehould v i s i t  Volunteere assigned t o  the 
project  a t  l e ae t  once every quar ter*  It would be useful  i f  aha coordinated 
her e i t a  v i e i t e  with the  eupervirory v i e i t  t o  the  project  by DNEF and USAID 
pereonnai, 
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XV, VRP/ViLlage Rtala tionrhipe 

B. Extaneion and Training 

( 2 )  That the t ra ining program be e trengthaned r ignif  icant ly  , with close 
coacenttatlon on content and r t r e r r  on enruting ru f f i c i an t  p rac t ica l  -- 
a s  opposed t o  theoret ical  -- t ra ining exprrience. Par t icular  a t t en t ion  
should ba paid t o  er tabl iahing an appropriate progrm (with a d r f i n i t e  
plan and schedule) fo r  extamion agentr t o  give them tra ining i n  both 
the technical  and community r e l a t i oa r  r ider  of t h e i r  jobr. A eeparace 
t ra ining prograa ehould ba daveloped f o r  vi l lagere  i n  the VRP area* 

(2) That exteneion work lm "decentralized" during any project  esteneion 
with agente e rean t ia l ly  aeeigned t o  work by thsmrelves i n  a ce r t a in  
number of v i l l ager  ( t h i r  doer not preclude varioue jo in t  a c t i v i t i e r  with 
other agents when appropriate). 

(3)  That limited expmimentr be made with taking "villager extenrion 
agenta" i n t o  the VRP, with an appropriate r y r t r a  t o  maarure their 
effectivanaee i n  the VRP prosram. 

(4) Tha; fur ther  diecueeioao ba held between the Porert  Service and AID 
on the da r i r ab f l i t y  of drawlng more of the 'kegularn foreetry  agents 
i n t o  VRP a c t i v i t i e e ,  

(5)  That detailed diacuaeione be held with the Peace Corpr t o  determine 
whether they a re  wi l l ing t o  make fur ther  aeeigmentr  t o  the VRP and, i f  
they a r e ,  that  a cloee reviea  be made of the des i r ab i l i t y  of having PCVe 
i n  the ro l e  of axteaeion agenta, 

(6) That VRP management (down through Chief e of Cantonnement) ac t ive ly  
eeek out and follow-up on possible way6 of achieving e f fec t ive  
collaboration with other  extenrion eervicea with a current  o r  potent ia l  
r e a l  i n t a r ee t  i n  reforeata t iou ~ o n e e r v a t i o n ~  

C *  Fining Policy 

(1) That the Poreet Service and USAID rat a d e f i n i t e  date  f o r  
reconeideration of the VRP ban on f ining (and wearing uniform) and tha t  
a de f in i t e  plan ba elaborated t o  gather relevant inforparrtion on the  
eubject p r io r  t o  convening the meeting t o  reconeider the  ireue. 
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V ,  Technical Coneldrratione 

Central Nurseries 

(1) Annual in-eewice technical  t ra ining programs should ba 
developed for  a l l  nureery personnel i n  genarql and thoee with l imited 
experience in par t icular .  

(2 )  Closer eupervirion should ba provided by Stacion Chiefr and 
the Project Technical Director t o  assure the appl icat ion of good nursery 
techniquse. (See Management eection aad No. 3 below.) 

(3) Reporting and documentation ehouPd be improved by requiring 
the nureery chiefs  t o  maintain 3 permanent hardbound notabookr on (a) 
production, (b) d i s t r i bu t i on  and nalee and (c) a da i l y  work log. The da i ly  
work log should a l so  note v i e i t r  by project  eupervirore and other perronnel. 
The log ehould be i n i t i a l e d  by the v i s i t o r  on the appropriate day and include 
coamancr and obeervatione on nutrexy production. The Sta t ion Chief rhould 
review and s ign  a l l  notehoke a t t e s t i n g  t o  t h e i r  adequacy a t  l a a s t  once a 
month. 

(4)  Nuresry planning ehould cover a two-year period and rhould 
deal  d i r e c t l y  with poseible const ra la ta  i n  the aupply of e r r e n t i a l  inpute. 
Pli~nning muet take i n t o  conaideration a t  a minimum (a) an analyoir  of the 
prcwioua three yeare' exp~r i enca  with epacia l  emphaeis on increasing 
production of those epeciar t o t a l l y  d i s t r ibu ted  during e a r l i e r  year8 and 
decreaeing produc t ion of thore epaciee coneir tent ly  l e f t  a s  unmoved stock,  (b) 
derailed diacurrione with the  axteneion t e a m  and technical  agents oa 
vi l lagere '  expreeeed da r i r a r  f o r  the coming campaign, ( c )  de ta i l ed  diecuerioae 
with agent8 involved i n  experimentation and extension on the speciee t ha t  have 
been the moet ruccerrful  i have the highert  eurvival  r a t e r ) ,  (d l  
eetimatioae of the t r e d r  i n  r u r a l  interventione and the  rpacier  moet 
appropriate f o r  these intrrvantic!~.o, (8) t production of m i n i  o r  
decentraliced nureeriee, (f 1 an aualyriv of the made of variour p o l i t i c a l  
organizat low and adninietrat iona and t h e i r  commitment t o  i n  face use the 
eeedlings (a# avidencad by advancer i f  poseible), ($1 the negotiat ion of 
national  and/or regional  t a rge t r  and (h)  ert imatee of the neadr f o r  the 
campaign following the currant  planning cycle. 

(5) The project  rhould ba exempt from etrict adherence t o  
nationally o r  regionally impored production t a rge t s  when these t a rge t r  c lea r ly  
do not coincide with project  wade. However, it i e  the reaponeibi l i ty  of the 
national  and regional  aupervieore t o  assure themrelvae t ha t  production i e  more 
o r  leee  matched t o  the means avai lable  t o  the project. 

(6) Organization and marugement ehould be improved a rpec ia l ly  i n  
terms of personnel and material.  Nursery laborers  paid with project  funda 
ehould not be diverted t o  taeka unrala,ted t o  project  goals. 



Mini-Nurse r 4aa 
P 

( 7 )  fndividual o t  group mini-nutratire rhould be act ively  promoted 
by the project s rp ra i a l l y  when (a )  the projeat her hrlped develop a watet 
eoutcr, (b) they aan bo integrated with aarden plots ,  and (c)  when lbake to 
high potential  in tervrnt ionr  ex i r t .  

(8)  The projace rhauld continue t o  supply technical advice ae well 
a r  ce r ta in  inpute much a r  made or  pots. I n  tha short term t h i e  eupport 
ehould be free. In the medium term, i f  there l a  no development of a l t e rna t ive  
eourcer of supply, the mini-nutarries should pay for  laputr .  The project 
ehould not develop watar rourcer sole ly  fo r  mini-nuteerier but r t r i v s  t o  have 
mini-nurrarier integrated i n to  r i tua t ionr  wharr the watet problem has baen 
rerolvad . 

8. Rural Forestry Zntarvrntionr 

(1) Every e f f o r t  muet be made t o  eliminate the nerd fo r  watering of 
ru ra l  intervention#. Special amphaair rhould be placed on th r  following: 

(a )  Planting date. ~ h 6  optimum planting "window" l a  f a i r l y  
emall. Planning m d  mobilisatfon of rrcourcer ohould k improvrd, t o  araurr  
tha t  the maximum amount of planting l a  dona within t h i r  window. 

planting 
posei ble 

(b3 So i l  and r i t e  preparation. Adequate r o i l  preparation before 
l a  earent ia l .  Plowing of planting a i t e a  ehould be eacowraged where 
and the use of large planting holer rhould ba required, 

(c )  Specier selection.  Additional a f f o r t r  t o  relect: and promote 
speciar proven i n  the zone and eui table  f o r  individual a l t a r  md typaa of 
intesvsntiocu . 

(d ) Nursery techniques . Central nurser ier  rhloulld emphae ize  
production i n  potr. For "large rcale" plantinge temporary nureeritrs near the 
rite ohould be t r iad.  Production ehould be decentralized through the 
encouragement of mini-aarrrerier. 

e Water harvesting and coarervation. Water available t o  the 
plant should k r u b t a n t i a l l y  increased and optimized througlh the ure of 
wall-known t rchnlqwr  f o r  water harvert ing and conearvatio~n euch a8 
micro -ca t chn t r ,  a i n i d i k a r ,  etc. 

(2) Windbreakr. The r i te and spmier so l rc t fon  f o r  windbrarke rhould 
ba improved. They rhould ba better integratad i n t o  ex i r t i nq  farming nyatemr. 
The ecope of t h i a  a c t i v i t y  i n  time and apace needed t o  provide benefit8 t o  
agr icu l tu ra l  ehould not be undereatimatad. A l i r g r r  view of the long-term 
development of a windbreak ryrtem ie  needed. 
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( 3 )  Livlnp Fances, Living tencee appear t o  h e  a prorniein8 intervention 
and ahould b4'1aora act ively  promoted by the projra t .  A l l  means nacesrary for  
ncceleratlng lea entension ehould ba employed, 

(4) Mia en defenr. The number of o f f i c i a l  mia en defene parcelr  ohould 
not be increeeed, However, the techniques of natural  vegetation management 
and Lmproving regeneration ahould bta more btoedly applied t o  Yarmetm f i e l d s  
and vi l lage spacee 

5 Woodlote. The trend towards the do-ampharia of woodloca should 
contfnue. Present planr f a  t h i s  regard rhould be reviaad downward, Howaver, 
there i r  a re le t iva ly  minor yet  important ro le  t o r  mal l -acala ,  individual  
woodlote fo r  building polee and orchardr fo r  f r u i t  production. Tha object ives  
of uoodloca muet be c lear ly  and r ea l i o t i c a l l y  defined and matched t o  a market. 

(6) " A l i  gnmaots" and "Poll t i c a l "  Planting!. The projrc t rhould avoid 
par t ic ipat ion i n  e l l  plantinge where the ob&ctivss do not coincidr with a 
r ea l  ru ra l  p r io r i ty  and need. Preetiga aad p o l i t i c a l l y  motivated plantinas 
should be eliminated. 

(7)  Soi l  Cowarvation. There typor of a c t i v i t i a r  rhould B. promoted 
even when they do not involve the phyrical planting of a t r ee ,  They a re  a 
legit imate t o r e r t ry  technique and rarpond t o  the project ' s  objact iver  
concerning ~avironmeatal  management. 

(1) The project  should develop a remarch program which c lea r ly  def iner  
overa l l  objectives and goalo and the mano necerrrry t o  achieve there  goals. 
It rhould be integrated with production and intervention compooeatr. The 
program ehould be reviewed and approved by USAID, DNEF and INRZFH. 

(2)  Applied research protocolr rhould kogically follow f tom the  
program, Protocolr should define tha t y p r  of eupawir ion and the pariodic 
reporting raquiremeatr; plane f o r  the d i r a a m i ~ t i o n  of r a s u l t r  and the  
d i rpor i t ion  of the t r i a l e  a f t e r  r eeu l t r  have been obtained . 

(3) h a  rcop. of research ehou1.i k broadanad from on-rtation trial8 to 
include dafa co l lec t ion  and analysis  of r u r a l  f o r r r t r y  intrrvantlonm and 
"deak" r tudiea,  It rhould a l so  include non-tree-planting fo r e r t t y  ' a c t i v l t i e e  
ruch a s  vegetation managamant and r o i l  conrervation. 

(4) National-leva1 rupentir ion rhould b incr  sased and improved. 
Attempts ehould be made t o  keep personnel turnover t o  a minimum i n  thin 
component. 
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ANNEX P 

Mmslaur le  MlnIU 1 
Charg6 du 06veloppament Rural 
Gouvernemnt de l a  Rdpubllque du Mall 
BAMAKO 

OBJET: Evaluatlon du Projet kbo lsamnt  
V l  11 age01 s No. 625-0937.09A 

Lettre d'Ex8cutlon No. 10 

REF: Rapport d' Eva1 uatlon I n t e d d l  a i m  

Monslaur l e  Ministre, 

3 'ai  1 'honneur d '& tab l l r  .pare l a  prdsente 
notre accord mrtuel concernant les  reconmuan- 
datlons de l 'dvaluatl on lntemddl a i  re 'dw 
projet  c i t e  en objet. C a m  11 en a Bt& 
dlscutd avac les membres de votre service, 
les actions sulvantes seront ctntreprises en vue 
de sat ls fa i re  les rec~mnandatlons de l a  d l t e  
evaluatlon: 

1. Actions vlsant 2i l 'anrl l l loratlon de l a  
Gestlon Financl&re e t  l a  rentabl l i t 4  
econanlque du projet:  

1.1. Le Sew1 ce des Eaux e t  F O W S  
affectera un couptable professlonnd a Is 
Direction du p ro je t  a Hapti. 

1.2. Le conptable sulvra une formation 
au bureau de 1 a c-tqbi li t& a I'USAI D dans 
l a  danaina du systanr do l a  coaptabi liU des 
projets. I 1  r e  faml l lar fsera avec un sys the  
de conptabl 11 t& s l q ~ l a  qui 1 'aidera dans 
1 'Ctabli ssemcnt d' une coaptabi 11 t 6  analytlque 
pour l e  projet. Le Servi a &s Eaux e t  F o d t s  
e t  1'USAIO mettront au point  un syst&me, sirrple 
de comptabl 1 I t e  permettant une gestl  on adequate 
des revenus du projet.  

Minister of Rural Devel opnhunt 
Governmmt of the Republl c o f  Ma1 I 
BAMAKO 

SUBJEtr: Evsluatlon Rdcamwrndatlons V i  11 a e B Reforestat1 m Project 625-0937.0 A 

Implamentation Let ter  No. 10 I 

EFERNCE: Mid-Term Evaluatl on Report 

b a r  Sir:  

I have the honor t o  set forth herein 
our mutual understanding concemi ng the 
implenentatl on o f  the recammndatl om o f  the 
referenced evaluatlon. As d ls  cussed w l  t h  
n # , ~ r r r  of your staff, the fol lowing actlons 
w i l l  be undertaken t o  f u 1 t : l l  the evaluation 
reconmsndatl ons : 

1. Actlons needed f o r  the 
o f  the f lnancla l  managemant and 
vlabl l l t y  o f  the project: 

I nprovelimt 
the econotiij c 

I. 1. The Forestry Sarvlce w i l l  asslgm 
a qua l i f i ed  accountant t o  the project  I n  
Moptl. 

1.2. The accountant w i l l  be t rained by 
USAID In project  f inanc la l  ~rranagemnt. The 
accountant w i l l  be exposed t o  a slnple 
accaunting system tha t  w i  11 a id  i n  thd 
establlshrmrnt o f  an analyt ical  accounting 
systea. The Forestry Servlco and USAID w i l l  
develop a system for the adequate mainngemant 
o f  project  revenues. 



1.3. La comptabll l td sera concantrte au 1.3. The fi nand a1 management syotom 
nlveau de l a  Dlract lon R4glonalr A Mopti a t  1s w l l l  be concantratad a t  the Regional leve l  
campte du p ro je t  A Bmako sera fermd. and the Bamako pro jec t  account w i l l  be clocec 

1.4. La D i r r c t l on  Natlonala das Eaux e t  1.4. Tha National D l r r c t l on  o f  the 
Fordts superv9sera e t  ass1 stera l a  Dl rect lon Forestry Servlce w i l l  suparvise and ass1 s t  
AQgionale dans 1'Btabllssement den budgets e t  the Reglonal Dl ract lon I n  the praparatlon 
dans 1 'analyse e t  l e  su lv l  des d4penses du pro jdt .  o f  bud e t s  and w l t h  the analysls and monl to-  

r l n g  o 4 pro jec t  expensas. 

1.5. Le nombre des manoeuvres recrutds pour 1.5. The number o f  workers per  nursery 
les travaux des pdplnl&res Sara d d u i  t 1 clnq (5).  w l l l  be l l m i t e d  t o  f i v e  (5 ) .  

1.6. Le service des Eaux e t  Fordts e t  1.6. Tha Forestry S r r v i  ce and USAID 
1 ' U S A I D  Btudleront l a  posslbl  l i t 4  de l a  mlre en w i l l  study the p o s s l b l l l t y  o f  a program o f  
oeuvre d'un p r o g r a m  de vente de p lants pendant seed1 l n g  sales during the re fo res ta t l  on 
l a  campagne de rebolsement 1984. campal gn o f  1984. 

2. Actions vlsant 1 l ' am&l lo ra t ion  de 
1 'executl on technique du pro jet :  

2. Actions t o  Improve the technlcal  
aspects c f  tha pro ject :  

2.1. Un ad jo ln t  technique d o l t  B t re  2.1, A technical advisor w i l l  be 
af fect4 8 l a  Di rect ion du p ro je t  3 Moptl , les assigned t o  the Regional D l rec t lon  I n  Moptl. 
t e r m s  de reference pour son t r a v a i l  sont The scope o f  work f o r  the advisor I s  defined 
de f i n i  s dans l e  rapport d16valuat1 on. i n  the evaluation. 

2.2. Le p r o g r a m  des actlons techniques 
du p r o j e t  sera e t a b l l  par l a  D l rec t lon  Rdglonale 
du p r o j e t  chaque annee en Janvler e t  f e ra  l ' o b j e t  
de 1 'approbation par  l a  Di rect ion Natlonale e t  
1 'USAID. Ce p r o g r a m  l n d i q w r a  touter  les  
actlons qui  seront entrapr iser par  cha .JO un i t e  du 
p ro je t  a ins l  que les voles e t  myens pour y 
parvenir. En outre, sur l a  base de ce programs 
annuel, l a  Di rect ion Re Ioaale du p r o j e t  B tab l l r a  
des programnes t r imest r  ? e ls  e t  mensuels 
d'execution des ac t i v l tes .  

2.3. Le cahier de l a  pepiniere, de 
1 'experimentation, de 1 'equipe de vulgartsa- 
t l o n  e t  les rapports du p ro je t  donneront plus 
d' informations analytlques e t  de de ta i l s  sur : 

les travaux d'executlon du pro jet .  

2.4. L1a.r:ent ne sera plus mis u n i q w m n t  
sur les bosquets e t  p lus d 'e f f o r t s  seront f a l t s  
dans l e  domalne de l a  fo~rester le  mra le :  olntra , 
des arbres f r u i  t i e r s  , contrble de 1 'Broslon, 

?= a1 I gnement , ha1 es v l  ves , b r l  ses vents, product on 

conservati on des sols , agroforester le , l n t e r -  
vent i  ons sy l  vopastorales , etc. 

2 , 2 .  An a n n u l  p ro  ram o f  technical  0 a c t l v i  t l e s  w l l l  be es t rb  lshed by the 
Aeglonal D l rqc t ion  I n  January o f  each year 
and w l l l  be approved by the  Forestry 
Servt ce and USAID. Thl s program w l  11 l n d l  ca 
a1 1 a c t i v l  t i e s  whl ch w l l l  bo undortaken 
by each p ro jec t  conponent and the ways and 
means o f  achieving than, I n  addit ion, on 
the basis o f  these annual pro rams, the 
Reg1 onal Dl rec t lon  w l l l  estab i sh quar te r ly  
and monthly work plans . 9 

2.3. The nursery, experimentation and 
extensl on work-bmks , as we1 1 as the 
monthly reports,  w i l l  provide be t te r  ana ly t i  
ca l  lnformatlon and de ta i l s  on the lnplemer. 
t a t i o n  a c t l v l t i e s  o f  the pro ject ,  

2.4. V i l l a  e woodlots wi 11 receive f decreased emphas s ?  and more e f f o r t  w i  11 be 
made I n  the  area o f  ~ r a l  forestry, Thl t 
includes but i s  no t  lid tad  t o  shade t w o s  , , 
1 I v l  ng fences, boundary p lan t1  ngs , wind- 
breaks, f r u i t  tree production, erosion 
contro l  , so l  1 conservatl on, agroforestry 
and sy l  vopasloral I ntervent l  ons . 
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2.5. La gestion do l a  pdplnibre do i t  Btra 
a ~ l l o r ~ r  at: 1 '&ccent mls sur l a  d l v a n i  t0  das 
essences d'arbres qul saront produl t s  Y comorlfi 
les essences locales e t  f ru l t i&es,  l a  ua l l t 4  a des semances , das plants (hautrr t igas e 1 ou 

ansl , rt sur l 'augmntat lon do l a  production 
des p ants en pots. 

2.6. Les parcel lrs dti d4monstration 
seront 1 l m l  tdrs au nombre de t r o l s  ( 3 )  par 
cercle pendant l a  dude du projet.  Leo 
travaux de plantation e t  d 'entrat l rn dane ces 

t 
parcel les se feront avec l a  part ic ipat ion des 
v i  11 ageols. Les moyens mls dans ces parcel les 
seront ceux disponibles au niveau des villages. 

2.7. Le projet  aldera dans l a  cda t i on  
d ' un m i  n l  mum de t r o i  s pBp4 nl8res v i  1 lag001 ses 
ou privdes par cercle 8 part1 r da 1 'annde 
1984. 

2.8. Le service des Eaux b t  Fod ts  do l t  
organlser un seninsire dblnformstlon e t  de 
formation au cours de 1 'annds 1984 auquel 
pa r t i  ciperont les reprdsentants drs saw1 ces 
de developpement rural  e t  les autorl t0s 
admlnistratlves e t  po l l  t l q w s  r4gl males e t  
locales. 

3. Oans 1 'optlque d'une p lan i f ica t lon 
e t  d'une organisation plus rlgouwruse du 
projet,  un plan directeur e t  un plan 
d'operati ons annuelles do1 vent d t m  Btabl ls, 
las fjches e t  formula1 res recomnd6s par 
1 'evaluation etlrdies e t  adaptes aux besoins 
d-J projet,  les cahiers de peplnl&e, 
d'exp6rimntat i  on e t  de vulgar1 sat1 on tenus 
correctament. 

4. La vulgar1 satlon des foyers M3/lIor4s 
do l t  dtre ra lent ie jusqu'a ce qu'un modble 
plus approprlB sol t d6wloppd ou qu'un expert 
qua l i f i d  so i t  racrut0. Les responsables du 
pro je t  doivent su lvm l a  t ravai  1 des 

t organ1 sations impliqu4es dans l e  diiveloppement 
e t  l a  vulgarisatlon des foyers. 

2.5. The managomant of nurserlar w l l l  be 
inprovad and emphasis placed on tha production 
o f  a d lvars l ty  o f  tree rpecles, Includln 
local  spacias and f r u l  t trees, The qua1 9 ty 
o f  serds and seedlings (1 or  2 year o ld  read- 
1 ln s w l l l  ba Improvad, and the quantl ty o f  ra l see 1 ngs I n  pots, w i l l  ba I ncrrased. 

2.6 . The demonstration p lo ts  w i  11 bb 
l lm l  tad t o  three 3) par d i s t r i c t  f o r  the l i f a  
o f  the project. 4 ha establlshmrnt and 
maintenance o f  these plots w i l l  ba done with 
the part ic ipat ion o f  v l l  lagers. The mans 
used f o r  these plots w i l l  be those which are 
aval 1 able t o  v l  1 lagers. 

2.7. The project  w i l l  assist  IF the 
establlshmont o f  a t  least threo v i l lage or 
pr ivate nurseries per d i s t r i c t  over the li fe 
o f  the projact,  s ta r t i ng  I n  1984, 

2.8, Tha Forestry Service w i l l  o r  anize 
an I n f o m t l o n  and t ra inQng seminar I n  9 984. 
Rapnsmtatlvos from the rura l  drv~lopment 
organlrations and p o l l  t i c a l  and adminl s t ra t ion 
o f f i c i a l s  w l l l  be inv i ted  t o  part icipate. 

3, To inprove project  planning and 
organi zatlon a master lan and annual work 
plans w i l l  be establ is f: ed. The f o m  and 
worksheets suggested by the evaluation w i  1 1 
be analyzed and adopted f o r  the project,  
and nursery, experimentation and extension 
workbooks correct ly  kept. 

4. Ths extension o f  Inproved woods toves 
w i l l  be slowed dow u n t i l  such time as a 
mre appropriate model I s  developed o r  a 
qual i  f l e d  ex e r t  I s  recrul  k d .  Proisct  
personnel w i  1 1 closaly fol low the work o f  
organizations responsible f o r  the development 
and extensi on o f  woods toves . 



5,  Uns me1 l l rurc l  organloatl on d o l t  4 t re  mise 
en place pour asaurer l a  coordination rt l a  
comnuni cat lon contlnurs entre tous las d l h e n t s  
du pro je t  aussi bien qu'avec d'ak~tros r e r v i  ces, 

6. Les act1 v i  t r s  d 'enpBr imr~ ta t i  on do1 vent 
Qtro d4veloppeoo a t  ex4cut4as dam chrqua carcla. 
La document du p r o j a t  e t  ce lu l  do l'(lvaluat1on 
sarv i  rant come base pour unr ex(r4rlrmntatlon 
s lnp l r  a t  rdpondant aux besolnr ldr l a  pbplni&re 
e t  des act1 m s  v i  1 fageolses. 

7. Outm les wcomnandations c l t4ar  c i -  
dessus, l e  personnel du p r o j e t  clevra Btudler  10 
rapport dt4valuat ion e t  sera rwponsable do l a  
mlse en appl l  caiti on de touter lrrs autros recam- 
manda t i ons e t  sug e s t l  ons c i  t4vr  danr co document 
e t  v isant d 1 ' a d  ! i orat ion du projet.  

S I  vous approuvez Fes proc~~Bduros cl-dessus , 
veul l l e z  f a l r e  connaltre v o t m  accord en 
r lgnant  cet te  I e t t r e  e t  nous rrstourner l a  
copie. 

Veui l l e z  agder ,  Monsleur 10 Ministre,  
1 ' assurance de ma t d s  haute consid8ratl on. 

t Mlnistre c h a r d  du I , .- . ,* 

Pnpli a t i  on: Dlrecteur GBn4ral de l a  
Cooperati on Internat ionale 

5 ,  Project orgl'nl z a t l  on w l  11 Include 
ba t te r  continual coo~*dlnrt Ion and conmrni- 
cat ion batwean a l l  p ro jec t  conponents, as 
we1 1 as w l  t h  other, organ4 za t l  ons, 

6, Enparimntal  a c t i v i  t l r s  w l l l  bo 
davaloped and exocut#/d I n  arch d l s t r t c t .  
The pro jec t  paper and tha evaluation raport  
w l l l  s o r w  ao a gulda f o r  s l n p l r  axporlmrn- 
t a l  a c t l v l t l a s  which rsspond t o  tha needs 
of the nursery and v l l  luqe leva1 a c t l v i  t l e s  

7. I n  a d d l t l m  t o  tho r e c w  .ndatlons 
c l  tad above, p ro jec t  porronn#l wr 11 study 
the evaluation and will b r  rasponsl b l e  f o r  
tho appl l  cat1 on o f  any other wcomnda td  or 
and su gert lons tha t  would Improve p ro jec t  P e f f e c t  vanerr, 

I f  you approve o f  the above procedures 
please acknowledge your concurmnce by 
slgnlng t h i s  l e t t e r  and return lng a slgned 
copy t o  my o f f 1  ce. 

S l  ncerely , 

D l  r ec to r  


