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I. INTRODUCTION
 

Project Background
 

The Gambia is a small (10,690 square Km) densely populated

country (over 65 persons per square km) located on the western
 
coast of Africa and surrounded on three sides by Senegal. The
 
economy of The Gambia is predominantly agricultural with
 
groundnuts being the major crop. It is the most important
 
source of export earnings and government revenues. Other crops

include maize, rice, millet, sorghum and cocton. They are all
 
grown on small farm units totalling approximately 41,000.
 

The Gambia's rapidly increasing population is placing an
 
ever increasing burden on its land and water resources. In
 
recent years erratic rainfall patterns have placed a severe
 
constraint on agricultural productivity. The Government of The 
Gambia (GOTG) is naturally concerned about the need to produce 
more food while protecting the agricultural resource base of 
the country. The development of technologies' having the 
potential for improving productivity of agriculture through
non-destructive use of soil and water resource are needed to 
improve on traditional practices. A strong program of
 
agricultural research is seen as the key to development and
 
adaptation of technologies appropriate for The Gambia. 

The GCTG, in cooperation with USAID and 3 U.S. 
universities (Virginia State University and the Universities of 
Wisconsin and Michigan), developed a plan to initiate the 
Gambian Agricultural Diversification Project (GARD). This 
project was seen as a long-term (15-20 years) effort to develop 
a :2rong adaptive agricultural research system. As the 
research system is being developed and institutionalized in Thie 
Gambia, support is to be giver- to the testing, development and 
introduction of improved agricultural practices to 
 meet
 
farmers' needs and to diversify The Gambia's agricultural
 
economy.
 

The task' of institutionalizing a system of agricultural
research while implementing stronger research programs is a 
difficult one, especially with limited resources. To 
accomplish this dual purpose, determined effort on the part of
administrative leadership arid researchers will be required. A 
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balanced system must be developed 
and 	made a part of the national
fabric. External resources 
must 	be used wisely in this process and
 
proven technology transfer mechanisms 
including effective use of the

"counterpart system" is essential. This system implies 
 that for
 
each external input of technology there is a local acceptor.
 

Project Components
 

GARD consists of five distinct but mutually supportive
 
components:
 

1. 	establishment of an Agricultural Research Management
 
System (ARMS),
 

2. 	 provision of long- and short-term training for
 
Gamblans, and improvement of research
the 	 support
 
systeo,
 

3. 	 support to on-station component research in crops,

livestock, agro-forestry, socioeconomics 
 and water
 
resources,
 

4. 	 expansion of on-farm research activities (FSR/E), and
 

5. 	 design of and assistance to technology promotion
 
activities.
 

GARD's Internal Evaluation
 

The GARD project is presently preparing to enter its
second year of implementation. The evaluation plan in the 
GARD
 
Project Paper, as well 
as the university contract, calls for 
an
internal AID/GOTG/Contractor review early in the second year of 
the Project.
 

This evaluation took place in The Gambia April 13 toMay 1, 1987. Ine main purpose of the internal evaluat len wasto make a self-assessment by the organizations involved in the
Project, focusing on imp lenentation and technical issues whichhad 	 emerged to date and to examine inoriginal assiiiptions made 

the 	Project's design. rhe findings arnd recommendations were tobe used a:, inpumts in deve op ing the rext arnua iworkplaIr arid to 
make any nece ssary cnhonges ir the Project de'sign. 

Sincm thes, types of isOues are best address(d as part of 
the managerent control s, teLms of the implementing agencies

themselves, individuals im participating agencies with no

day-to-day involIvement in the Project were 
used 	as evaluators.
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Team Composition
 

The evaluation team consisted of the following individuals:
 

- Paul Lippold*, USAID, REDSO/WCA (Team Leader) 

replaced by Ralph Conley, ADO, USAID/Banjul,
 

- John Murdock, University of Wisconsin,
 

- Winfrey Clarke, Virginia State University, and
 

- Mustapha Darboe, GOTG, Undersecretary for Projects
 
replaced by Ken Johm, PPMU/GOTG.
 

Evaluation Methodology
 

information for the evaluation was gathered from a number
 
of sources, including review of Project documents, a series of
 
interviews, group meetings and discussions with GOTG officials,
 
GARD project representatives, Peace Corps officials and
 
volunteers involved in GARD, and other relevant donor
 
agencies/personnel (ADP II ODA, FAO) in The Gambia. Because
 
of their familiarity witn The Gambia, the AID and GOTG
 
representatives did not participdte in all of the interviews
 
and meetings. The following is the internal evaluation team's
 
assessment of GARD to date.
 

I. REVIEW OF MAJOP COMPONENTS OF GARD
 

Major components of the GARD project, to be addressed with
 
assistance of a USAID financed USAID/University contract,
 
include activities to establish a more effective agricultural
 
research management system, strengthen the program of
 
agricultural research and extension, and improve research
 
support services.
 

The Agricultural Research Manajement System (ARMS)
 

T1e Government of Ihe Gamnia, USAID ind the ContrJctor 
recognize that the institutional ization of an improved
ag' icu i tura I research management system is a long-term 
process. nstitution building requires constant attention to 

Dr. Lippold suffered in injury and was unable to participate 
in the evaluation. 
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the details of developing a strong national research
 
philosophy, administrative and management structure,
 
leadership, programs, resources, and internal 
 and external
 
linkages. 
 This does not occur in a vacuum but requires

careful thought and action by both national and external
 
parties involved. Thus, counterpart relationships become an
 
important part of the process.
 

The National System
 

The GARD project was initiated under the oversight of an
 
Interim Project Committee (IPC), whose membership included the
 
Permanent Secretaries of the Ministries of Agriculture,

Economic Planning and Industrial Development, and Water
 
Resources and The Environment, the Assistant Director for
 
Research (Department of Agriculture), and the Chief of Party

(USAID/University contract). An early action of the IPC was
 
to appoint an ARMS Working Group to review suggestions for
 
strengthening the agricultural research management system 
and
 
to propose specific improvements in procedures and
 
institutional mechanisms affecting the agricultural 
research
 
system. This Working Group 'eviewed the current status of
 
ARMS in The Gambia, suggested improvements in various
 
components of agricultural research, 3nd outlined overall
an 

structure for ARMS. International Service to National
 
Agricultural Research (ISNAR) provided short-term consultants
 
through the USAID/Univcrsity contract to support the
 
development of the ARMS proposal. Their 3nd
review 

recommendatinns were reported to the IPC in August of 1986.
 

The ARMS Working Group identified the need for improved

financial administration and research management capacity

within the Ministry cf Agriculture (MOA) as one of the
 
critical needs for an effective ARMS. A subcommittee to study

Financial and Administrative Research Management System

(FARMS) 
 was established to review relevant documentation,
 
policies and procedures, and to draw up a statement of
 
findings with guidelines and procedural outlines to address
 
problem areas. The FARMS subcommittee submitted its Final
 
Report on November 30, 1986.
 

The IPC accepted the Report of the ARMS Working Group and
approved specific recommendations as outlined in the Ministry
of Agriculture's (MOA) response to USAID regarding conditions 
precedent to disbursement of GARD Project funds. The IPC has
also prepared a memorandum for Cabinet's approval to establish 
a Natiunal Agricultural Research Board (NARB) as a first step
in implerenting the ARMS Working Group's recommen(lat ions. The 
NARB would be served by a Technical Secretariat (TS). The
duties of the NARB arid the TS are outlined in the memorandum. 
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Work during the year concentrated on reviewing ARMS in
 
The Gambia and in making recommendations to substantially
 
improve the organization of the national agricultural research
 
system. Also, the first steps have been taken to
 
institutionalize the recommendations developed during the
 
year. The Project is on-schedile in this activity.
 

Coordination of Research Programs
 

Although administrative activities were focused on the
 
important task of planning for the further development of
 
ARMS, management at tile operational level was not ignored.

The IPC made use cf existing mechanisms such as the
 
Agricultural Research Advisory Board (ARAB), convened by the
 
Assistant Director for Research in the Department of
 
Agriculture (DOA). Although ARAB was established to
 
coordinate and monitor research in the DOA, efforts were made
 
to broaden its perspective to more effectively address
 
multidisciplinary research utilizing the farming systems
 
approach. Six multidisciplinary, multidepartmental .ask
 
Forces were formed to give direction to on-station component

and on-farm research. Researchers from the Department of
 
Animal Health and Production (DAHP), the Department of
 
Forestry (DOF), PVO's, the Plant Protection Service (PPS), the
 
Program Planning and Monitoring Unit (PPMU), WARDA and donor
 
groups were invited to participate in the annual meeting of
 
ARAB at the Agricultural Experiment Station at Sapu,
 
April 13-17, 1987.
 

Substantial progress was made during the year in the 
process of reviewing existing research, selecting research 
topics and developing research plans. The Task Forces had met 
on a regular basis, held workshops, participated in village 
surveys, discussed their work in meetings of ARAI and had 
prepared papers for the annual meeting. The DAHP team also 
held a workshop and prepared a paper for the meetings, even 
though technical support to this team began in late 1986. 
Although no technical support hds yet been provided to 
Forestry and they had not developed a research proposal, the 
DOF representative made an informal presentation. 

Two core regiunal FSR/E steering committees and 4 FSR/E
fie!d teams were formed to plan and carry out FSR/E
activities. However, these teams were not fully functional. 
Component on-station and off-station research is just getting 
underway arid efforts to define geographic boundaries and 
characteristics of the Gambian farming systems have riot yet 
been completed. 1hese activities were not scheduled to be 
completely established until the end of year 2 of the contract. 



-6-


Management of Research Support
 

A weak system of management of research support services

has been a major constraint in the development of research

activities in The Gambia. 
 The GARD Project and the initiation

of the USAID/University contract permitted 
the initiation of a
 
temporary support system under contract management. This
system greatly facilitated research activities during 
the year

by by-passing some of the constraints which must be corrected
 
before an effective system can ie institutionalized. 
 These
constraints are being addressed 
in both the ARMS proposal and
 
the Overseas Development Agency (ODA) structural 
review of the

Ministry of Agriculture (MOA). 
 One of the constraints to the
orderly transfer of management of support services 
to the MOA

research system is the 
failure to establish a counterpart

relationship 
 for the Project Administrator of the
 
USAID/University contract.
 

Issues And Recommendations
 

1. 	The effective implementation of ARMS is an important step

towarn the institutionalization of agricultural 
research
 
in The Sambia. A key 
eiement in this process will be

effective leadership. Since ARMS represents 
 a new
 
concept in research management, it is recommerded that
leaders in this 
 program be provided with the needed
information to strengthen their knowledge of the 
system.
 

a. 	 The Government of The Gambia should take the steps

necessary to create the National Research Advisory

Board 
 (NARB) and provide support, including

assignment of counterpart staff, to iriJlement FARMS.
 

b. 	 Seminars, workshops and written material 
should be
prepared for members of NARB 
 (possibly in
 
cooperation 
 with the Management Development

Institute) stressing the importance cf ARMS, the

role of agricultural researcn in 
 national
 
development, and procedures required 
 for tne
 
effective implementatiorn of ARiS.
 

c. 	 A long-term training program 
should be prepared for

the 	Technical Secretariat with greater emphasis 
on

leadership and managemcnt. This might include 
training abrodd for key members of the secretariat. 

d. 	 Training programs should also be prepdred for FARM1S 
officials in financia Imanagement systems required
to support ARMS procedures. This training becannot 
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carried out effectively until counterparts are
 
assigned by GOTG and selected recommendations in the
 
FARMS report are carried out.
 

2. 	 The shift in lcgistic support from USAID/University contract
 
management to the MOA must be made on a gradual but deliberate 
basis to encourage tile institutionalization of the research 
system. 

a. 	 The P-oject Administrator should work with a Gambian 
counterpart and other GOTG officials to outline an 
appropriate system of 'esource procurement and 
financial management for the support of research 
activities. Since this system will receive
 
USAID/University contract funcs, procedures must be 
consistent with GOTG, USAID and University of
 
Wisconsin regulat~ons. lie team should then develop
 
a time-phased plan for the orderly transfer of
 
research support management to the GOTG. A critical 
element in this transfer is the assignment of
 
counterparts at all levels necessary to implement
 
tile plan so in-service and special training can be
 
provided as each phase of the plan is initiated.
 

b. 	 The possibility of "physical" separation of the
 
GARD-GOTG management from the University/USAID 
contract support functions at Mile 7-Cape should 
take place as the FARMS recommendations are 
implemented.
 

C. 	 GPRD leadership should establish deadlines for 
assigning counterparts and implementing the phased 
plan and begin to 9hase out the Project 
Administrator position. They should establish 
intensive contact with appropriate officials and 
allocate tile resources which are needed to 
institutionalize the system cf research support. 

3. 	 ARAB is proving to be an effective mechanism for encouraging 
multidisciplinary research and invites multidepartmental
participation. However, heads of units external to the DOA 
Research Unit believe that their official appointment to such 
an advisory board is essential to full cooperation. It is
 
recommended that this concern be taken into consideration in 
the implementation of ARMS.
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Component Research
 

While GARD 
gives priority attention to the strengthening

and 	institutionalization of an improved agricultural 
research
 
management system in The Gambia, 
 it also recognizes that
 
short- and medium-term gains are needed to produce research
 
results that could be extended to and used by farmers.
 

The objective of component research in the GARD project is to
provide support for on-station component research in selected 
crops, livestock, socioeconomics and water resources.
 

The 1986 Annual Work Plan grouped component research into
 
the follcwing categories­

1. 	Crop Improvement, Cultural Agronomy and Farming
 
Systems, Rice Agronomy and Horticulture
 

2. 	 Soil Fjrtility and Soil lesting Laboratory
 

3. 	Animal Traction 

4. 	 Livestock
 

5. 	 Water Control for Rice
 

To reflect the multidisciplinary and multidepartmental

(including extension) approach to research and to avoid
duplication, Task Forces were developea 
 in the following

categori2s for further development of research priorities and were the basis for reporting at -he ARAB meeting mentioned 
previously.
 

1. 	Grain Legumes arid Oil Seed Crops
 

2. 	Rice
 

3. 	 Upland Cereals
 

4. 	 Horticulture
 

5. 	Animal Traction
 

6. 	 Crop, ing Systems and Resource Management 

The objectives of each Task Force were threefold: 1) to 
review previous research literature, ?) initiate discussions
and surveys in cooperation with extension workers, to better 
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appreciate farmers' constraints, and 3) based on 1 and 2,
 
establish research priorities for 1987.
 

These Task Forces met on a regular basis throughout the
 
year to develop research proposals that were presented for
 
discussion and approval at the April 13-17, 1987, ARAB meeting
at Sapu. After much debi.te, some portions of each Task
 
Force's ambitious research proposals were approved by ARAB, a

composite of which will serve as the 1987 priority research
 
program.
 

Information gathered from interviews and reports provides 
a strong indication that the 1987 Annual Meetings of ARAB were 
much improved over 1986. The Task Forces were better
 
prepared, they had received past research, carried out
 
analysis of research results and had used multidisciplinary 
input in completing their proposals. One noticeable change 
was the FSR/E approach which involved more people in the 
process. Another was that some very basic concepts in 
research began to be put in place. 

1. A decision was made to terminate the practice of 
putting in a wide range of "imported" variety

trials, replacing them with national trials from
 
which promising selections could be made for further
 
testing.
 

2. 	Socioeconomic considerations were used in developing

plans for testing of agronomic practices.
 

3. 	 The idea of adjusting fertilizer recommendations to
 
cropping and management practices rather than to use 
a general recommendation was introduced.
 

4. A decision was made to establish modal "bench mark" 
sites where field research can be carried out to 
test practices as they relate to specific soil, 
management, climatic and cultural conditions. 
Information collected on these sites can be 
extrapolated to other sites with similar conditions.
 

5. 	 Research proposals were subjected to "peer review" 
or at least to general debate 

The importdnce of thlese dec i sions to agricu lturi 1 
development in The Gambi a should riot be underestimated. They
represent a determination to establish appropriate levels of 
cooperation with external agencies and to initiate a 
systematic approach to agricultural research in The Gambia. 
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Although the proposals were generally good, not enough

"hard" decisions were made to set priorities based on greatest

need 	and the ability of the unit to carry out the work with the
 
resources at hand. Arter prolonged discussion the group

results were still inconclusive. The final decisions were left
 
to the administrative committee.
 

Another result ARAB
of activities was that various

recommendations for fertilizer application, seed selection and 
planting principles were made 
by the Assistant Director of
 
Research, 
DOA, to extension workers at an extension workshop

April 21-24, 1987, at Yundum.
 

GARD inputs of technical assistance, logistic support

(including computerized analysis of data) 
 and 	 training of

personnel contributed 
 to the ARAB meetings. Significant

contributions were also made by WARDA, the FAO Fertilizer Use 
Project, ADP II, the Italian Fertilizer Project and PVO's. 

The reports to ARAB, interviews with members of the
 
component research 
task forces and other research units reflect
 
a number of issues which must be addressed by GARD.
 

Issues and Recommendations
 

1. 	 Continuing effort in research The
is needeu planning. Project

should maintain the momentum gained with the work of Task
the 

Forces during the past year to 
 continually improve research
 
planning and coordination.
 

a. 
 The long-term staff, with short-term assistance as 
required, should continue to work with team leaders 
and researchers to conduct workshops and/or seminars 
on research planning. Emphasis should be placed on
setting realistic goals for research and developing
priorities consistent resourcewith 	 constraints 
(budgeting resources).
 

b. 	 A program should be established to provide support in
technical writing, reporting and information 
management. Continuing emphasis needs to be giver, to 
the analysis of research data. 

2. 	 Strong multidisciplinary programs are essential to the FSR/E
approach of ARAB and its Task Forces. Particular attention 
should be given to avoidinW gaps in the program. Although itis beyond the technical and time constraints of the team to 
make specific project level recommendations, several issues 
were 	 raised. 
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a. 	 Greater attention should be focused on livestock and
 
forage production.
 

b. 	 A program in agro-forestry needs to be developed.
 

c. 	 Consideration of future relationships between the
 
Soil & Water Management Unit (SWMU), the Crop
 
Protection Service (CPS) and GARD should be
 
addressed. The contribution of these ur';ts to the
 
research efforts is essential.
 

d. There is an immediate 
testing laboratory to 
agronomic research. 

need 
;upport 

to develop 
rpsource 

the 
survey 

soil 
and 

e. There is a 
scientist. 

need for a full-time senior social 

Although it wii be irimpractical for GARD to effectively
address all levels and areas of research, the team finds it 
difficult to see how a balanced program of agricultural
research can be carried out Without the inclusion of livestock,
forage and agro-forestry activities. These elements are very
important to the develoiment of rational land-use programs
which replace the rcpidly vinishing "fallow" system. Perennial 
legume forages and manure, not "weed fallow" protect and 
rebuid soil resourres. The addition of these research 
elements will increasc the need for the research teams and ARAB 
to set priorities in ongoing research programs.
 

Farming Systems Research/Extension (FSR/E)
 

One of the ubjectives of GARD is to establish FSR/E as an 
effective tool in the Gambian Agricultural Refarch Program.
The 1986-87 worki,!an projected the establishmen' of FSR/E Core 
Teams and Field Teams, with training in FSR/E rrthodologies arid 
initiation of pilot efforts utilizing the field teams.
 

Following an April 1986 workshop sponsored by the Farming 
Systems Support Projuct (FSSP), two regional FSR/E Steering 
Committees were established at Yundum and Sapu. These teams 
were composed of representatives from the research programs in 
DOA, DAHP, and PPMU. Four village level teams were also 
estabiished ut i lizing Research Asistants of the DOA and 
part-time services of fie ld staff of DOA, DAHP, PPMU 	 arid Peace 
Corps Vo1unteer (PCV).
 

The Yudum Steering Committee and its village level teams 
carried out the following activities.
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1) A series of surveys looking at general farming

systems, groundnuts, millet and livestock were
 
carried out.
 

2) 	 Draft reports 
based on these surveys were prepared

and circulated for review.
 

3) 	Research based on earlier reconnaissance sirveys was
 
conducted in 2 districts.
 

4) 	 The teams participated in the National Fertilizer
 
Demonstration 
Trials supported by the FAO Fertilizer
 
Use Project.
 

The Sapu Steering Committee and its village level teams 
carried out the following activities: 

1. 	 Implementation and monitoring of on-farm trials 
designed by Cultural Agronomy and Rice Programs. 

2. 	 The development of strategies and procedures for
 
FSR/E work in 1987. 

3, 	 Draft report of District Agricultural Profile of 
Fulladu West prepared. 

These activities were reported 
 to ARAB at the annual

meeting in Sapu and suggestions were developed for the 1987 
season. 

Issues and Recommendations
 

The 	reports to ARAB and interviews with members of the
 
FSR/E teams reflect a number of issues which must be addressed
by GARD/GOTG.
 

1. 	As yet there is no unif ied concept of FSR/E among
team members and the leadership of the Project. Some
tend to look at FSR/E as a "discipline", some view it 
as a mechanism which gather; informat ion about the 
farm and the farmer as an i npu t to gu ia(e compornent
research, while others see it,.wa a multi(isciplinary
approach to research. This is riot surprisirg in view
of the fact that the concept is new to The Gamb ia.
Not all membrers of the Team, (en pecially th, Field 
Teams) have received FSR/[ training arid leaders inparticipating agencies have rot all accepted the 
concept as the appropriate approach to the 
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implementation of their programs. It is recommended
 
that Project leaders look carefully at the intended
 
role of GARD in relation to the need and the
 
potential for implementing a strict FSR/E model. A
 
common understandi-,g on this point is essential for
 
effective impleinen ation of thE research program.
 

2. In 1986 the Steering Committees and the Village Teams 
were rarely able to function as "teams". Major

responsibility for the work fell on the shoulders of 
a few members of the Steering Committees an( the
 
R.A.'s who had FSR/E as their exclusive assignment.
 
This problem is related to the critical shortage of
 
qualified personnel, divided responsibility, and lack
 
of unified commitment to the FSR/E as a priority
 
approach. These factors severely limited multi­
disciplinary and multidepartmental collaboration. It
 
is recommended that the organization and function of 
the teams be re-examined in light of decisions made 
in 1 above and in relation to personnel limitations.
 

3. Effort should be made to avoid unnecessary

duplication in FSR/E surveys and the National 
Agricultural Sample Survey (NASS) to encourage a
 
broader level of cooperation with PPMU in the field 
surveys.
 

Promotion Activities
 

One of the major cr;nstraints to strengthening the
 
agri.ultural research system in The Gambia is non-recognition
 
of the potential contribution that research can make to
 
national development. This problem must be addressed if the
 
public is to understand the significant benefits that research
 
brings to agricultural productivity. Although the activities
 
of the Project are primarily directed toward the improvement of
 
agricultural research, GARD recognizes the essential need and 
importance of close ties to the extension system. Thus, one of 
the objectives of GARD is to suppcrt the "design of and 
assistance to technology promotion activities for farmers at 
large, including training of field workers, monitoring and 
feedback of results and financing for specific
pilot-promoLional efforts." In addition to developing close 
work i rig re lat ior st ips with extension, tile basic concept of this 
component ol the Project was to assist in the organization and 
support of acti ities to promote specific recommendations and
 
packages of new technology. However, the team questions the 
need for promotional efforts as a separate component of the 
project. It may well detract from the aforementioned task of 
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establishing strong, continuing linkages with extension. 
 If it

is set up as 
a separate activity, extension may well see GARD

in a competing role. If, on 
the other hand, GARD is effective
 
in developing its linkages with 
 extension, promotional

activities will be an 
integral part of this relationship.
 

During the first year of the project support was given 
to
 
research-eytension 
 linkages, including joint participation in
the FSR/E activities and participation of the Research
 
Extension Liaison Officer 
(RELO) in district extension meetings
and training. Research information was reviewed and promising

technologies were identified in cooperation 
with extension.
 
The Project obtained seeds of an improved variety of groundnut
which had shown promise in earlier tests. These seeds were
used by extensionists as part of the FAO Fertilizer Use Project.
 

Researchers and extension counterparts have now identified 
two specific promotional 
activities, i.e., the multiplication

of two varieties of groundnuts and a campaign for cowpea

production. Several other activities 
that are being studied
 
for possible introduction include animal traction, grain mills
 
and windmills for lifting water.
 

Issues ard Recommendations
 

Any pressure to initiate a major promotion program during

t early phase of Project implementation, implies that

technology appropriate to The Gambia is waiting 
to be used.

Most researchers do not oelieve this is the case. Rather they

believe (and we concur, 
 that caution should be taken in
 
developing promotional 
campaigns until more information from
on-farm trials is avaiable. When such efforts are developed

they should be carried out as a continuation of working
relationships 
between research and extension. In addition,

when specific recommendations for treatments, varieties, 
or

practices are brought 
 forward as recommendations from ARAB,
Fact Sheets or Technical Bulletins should be prepared to inform 
extension agents. 

The major value of pilot promotional programs is to
provide a mechanism for GARD to work closely with extension.
 
These activities should be viewed as a part 
 of
research-extension liaison and 
should not be carried out simply

because promotion is listed as a component of the Project.
 



-15-

Research Support
 

Although the development of a management system to provide
 
research support is outlined in the section on ARMS, the
 
importance of these activities in strengthening the research
 
program merits further consideration. Research support
 
provided through GARD includes training, technical assistance
 
and logistic support to research programs.
 

Training
 

The development of human resources is a critical element
 
in strengthening the Gambian agricultural research system.
 
Initial studies (Agricultural Research Manpower Survey, GARD, 
1986) of the system accounted for approximately 44 Gambian 
agricultural researchers who devote approximately 15 full-time 
equivalents (FTE) to research activities. Sixteeni additional 
staff who are away on long-term training programs have the 
potential for providing an additional 7 FTE of research 
(assuming the amount of time they will devte to research is 
equivalent to that provided by researchers who are 
in-country). When this number of FTE of research time is 
desegregated by department, task force or disc ip li ne, it is an 
understatement to say that coverage for agricultural research 
is thin. At this point it hardly seems necessary to comment 
further on the shortage of researchers - every individual 
interviewed in The GaNbiO recognizes the problem. However, the 
difficult situation is further aggravated by low levels of 
training of principal researchers and ; shortage of qualified
research support staff, especially ;c the level immediately 
below the principal researcher. T:he 34 persons responding to 
the Agricultural Research tanpow-r Survey (plus one researcher 
who has since completed degree training) are segregated by unit 
and highest dhojree in Table 1. 

TABLE 1. 

Agricultural Researchers By Unit and Highest Degree Held, 1986.
 

H IGHE S T DEGREE LEVEL 

UNIT PHD/ MS/ BS Total 
DVM Post Graduate/ or Below 

Engineer 

DOA 1 3 4 8 
AH 2 2 4 8 
PPMU - 4 2 6 
CPS - 3 3 6 
Water Resources - 3 3 6 
Forestry - 1 - I 

Total 3 16 16 35 
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Although this roes not 
account for total of
the number
researchers, 
 it probably overestimates the total 
 FTE's
dedicated to research. In any 
case, it illustrates both
problems mentioned 
above, i.e., the relatively low level of

training and the shortage of 
qualified staff working at the
level immediately 
beiuw the principal researcher. Project

leaders interviewed (MI.S. Level) indicated that they needed
least 
 2 to 3 B.S. level assistants to make their 

at
 
programs


function effectively. 
The 	 ratio is now 1:1 even if 'igher

Degrees in Agriculture and Certificate holders are 
included.
 

In 1986 the GARD Project began to address this problem by

initiating the following trainin 
activities for Gambians.
 

1. 	Two (2)Ni.S. Degree Programs (Wisconsin and Cornell).
 

2. 	 Three (3) B.S. 
Degree Programs (Wisconsin).
 

3. 	 Nine (9) short-term Training Programs (USA)
 

4. 	 Three (3) short-term Training Programs (Third
 
Counzries)
 

5. 	 20 Researchers and Extensionists (11 financed by
GARD) in FSSP - April 7 - 25. 

6. 	 One 
hundred and nineteen (119) extension staff GADS
 
Training for FSR/E and Water Control Studies.
 

7. 	Seventeen (17) Agricultural Data Systems
short-course --February 23 - March 6.
 

8. 	 Eight (8)Administrators in Networking Activities.
 

Issues and Recommendations
 

Present training plans do not adequately address either the

question of improving the quality of researchers who flow into the
research system, the gap between the principal researcher and thefiel d laborers , or the need for h i gh ly tra i ned and/or exper iencedresearch leader. 1hese concerns will be addressed inorder. 

The 'Jun i,)r !Ccientist'"_ a - Thin group of omnp Ioyes isextremel yIl mpot. atto the future of Agr icu ltura 1 Re'earch in 
Tihe li1o imu. Nhney are needed not only 	to fill ,ar important gapbetween the reqea rchers ridn tihe field laborers but also to
 
prov ide the pol from wh ich future researchers are selected.The 	 qua Imty of these individuals sets the standard for thewhole system. In view of the fact 	 that there are relatively 
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large numbers of persons in the MOA who may be qualified to
 
enter an undergraduate degree program (Amann and Snyder
 
reported 432 "0" level and 381 certificate holders in 1984), 
the problem of recruiting staff from these levels should not be
 
too difficult.
 

However, educational and work profiles need to developed 
on potential candidates to ensure the selection of highly 
qualified individuals. To prepare candidates in this area,
consideration should be given to the development of in-country 
or a combination of in-country/external training. rhis plan
woulu help to develop the long-range potential of an 
institution of higher agriculture education in The Gambia to 
provide a continuing flow of graduates to federal services,
agro-business, PVO's and agricultural production. The cost of 
training 20 B.S. level persons abroad would go a long way
towards establishing that capability in-country. This program
might be developed around a plan in which a 3-year Higher
Diploma in Agriculture, (HDA) would be offered at the Gambia 
College with an agreement by external universities (U.W., VSU 
or other) to provide a year of training to complete the B.S. 
degree.
 

In order to illustrate how this system would wotk, assume 
that the total research program would nee& 36 B.S. level 
persons; that 15 participants from agricultural research could 
enter the H[DA program each year; that 10 of these would 
graduate in 3 years and that 5 of each year' s graduates would 
be selected for 1 year of B.S. study abroad. The pattern of 
B.S. level persons for this program is illustrated in the 
following table. 

TABLE 2. 
The flow of H.D.A. and B.S. level researchers 

in a 10-year program 

Year Newstarts Graduates BS 
 BS Staff
 
In H.D.A. H.D.A. Training In Research
 

I 5_ 	 1* 
2 15 
 11
 
3 15 
 11
 
4 15 10 	 5 11
 
5 15 10 
 5 16 
6 15 ,J 5 21 
7 ** 10 5 26 
8 10 5 31 
9 10 5 36 
10 
 36
 

* 	 Assume some of present staff leave for advanced degree t.raining. 

* 	 Training should runt. irniue to prov ide staft for repl,acf' ent and 
expansion. 
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2. The Graduate Degree Problem - The evaluation team believes that 
a stronger, program graduate training needed.of is However, 

7-
the major change being suggested is to add a plan for a
--------- doctoral -level!program. -_--The--argumentss: for -the ---add ition io 
this program are as follows.
 

a) The concept that adaptive research programs can be
 
effectively carried out by researchers with good

technical skills but relatively low levels of
 
scientific training is simply not borne 
out by the
 
realities with which agricultural researchers work.
 
Farming Systems, traditional or otherwise, are
extremely complex. 
 Unless the researcher thoroughly

understands the basics of the discipline(s) with which
 
he/she works (and its relationship to other

disciplines), serious errors 
in judgement can be made
 
in the adoption of practices developed elsewhere. One
 
could rationally argue that a higher level of
 
scientific training is required 
 for successful

research in the field than would be required at a
university or international center where high levels
 
of scientific support services are available.
 

b) The level of remuneration and other factors which 
motivate researchers in The Gambia 
is low. In spite

of this, 
 many Gambian colleagues demonstrate an

unusual level of dedication to their tasks. Why
 
remove one of the motivating factors, i.e., the
 
opportunity to imprcve 
 professional qualifications

through a higher degree?
 

The team recognizes the "catch 22" 
that the project faces

in regard to increasing the amount of advanced degree

trainin 
 There are simply not enough qualified Gambian
researchers in the existing system to support ongoing research
and to provide adequate numbers of staff for the level of
training required to institutionalize The Gambian research
 
system. This is further complicated by the fact that staff
 
numbers have been frozen at present levels.
 

The team believes that the project has the flexibility and
mechanisms needed to ovrcome this problem. 
 Most of these
 
mechanisms are already inuse at some level.
 

a) Improved logistic support 
 is being provided to
 
increase the effectiveness of researchers in the 
program. This must be continued with implementation
of FARMS recommendations. 



b) More qualified assistants are needed to support
 
researchers. The source of thpse assistanti 
may
 
require shifts of staff from lower grades. These
 
transfers would receive short-term or in-zervice
 
training to prepare them for their new task. This
 
problem should be relieved as more H.D.A. and B.S.
 
level persons enter t,,e system. 

c) Consideration should be given to the possibility of 
developing a cooperative program with the Gambia
 
College. The College could provide training and
 
could assign a number of its higher level students to
 
work in >NUA research programs on internships. 

d) Plans to provide qual ified expatriate Project
 
Associates (PA) to substitute for research leaders 
while they are away for degree (4,. S. or PhD) 
training. These researchers would basically fill 
gaps in the re';earch programs deve loped and approved
by ART. his !Eigrt inc lude Project Associates with 
M.S. or Ph degrees and t continueq us of 
qualified Peace Corps Volunteers (PYs . !he role of 
these PA "s and Py' n wou li h# one i t 1)rn v i(Iinig 
technical ,nowlelgP . l !:kiI I n ri(t,t( ,,,o rve a s 
adviser%. f the r,'ornh program ass igned to the 
PA' s Tho;ul i'" 1 a nuit ih1e for use,ta in Vyeloping 
a thes: s ,tA ,t,,r ,:ate then sT.hou I'd be no 
objection. ,u"Y.,r, w .k ir-country would not be 
dt ror (.ntdte ar. A t t it ,.
 

The fol lowing tai,(, i lust rte the tlow of [)octora I and 
M.S. degree tri in i r wn i(h miqhLt e developed to provide a 
minimal staf of 6 u to ral Ann I. .S. graduates in research.
 

TABIL 3.
 
The Flow of Doctoral Level Training and
 

Numbers of Doctoral Level Researchers On-site During a 10-Year
 
Per i(d.
 

Yeareturn 7-abn 
 "Conr t-nr--ao-t 
Starts Researchers Researchers Researchers
 

2 1 1 43 1 1 ,4
 

4 1 1 4 5
 
5 1 1 2 2 
 4
 
6 a ! 3 2 5

7 1 4 1 5
 
8 1 5 1 6

9 1 6 0 6
 
10 6 0 6
 

Neld to LtOriMt 1ue trainin f or r'r'pl) mt'Vit Staft 



-20-


TABLE 4.
 
The Flow of M.S. Level Training
 

and
 
Numbers of M.S. Level Researchers On-site During a lO-Year Period.
 

Year New Return Gambian* P.A or PVO's 
 Total

Starts 	 Researchers M.S. or PhD Researchers
 

with M.S. 
 with M.S.
 

27 	 5 
 12

2 2 
 6 	 5 
 1

3 2 
 2 	 7 
 5 	 12

4 2 
 2 	 8 
 4 	 12

5 12 
 9 	 3 
 12

6 ** 2 11 	 1 12
 
7 	 1 
 12 
 12
8 	 ** 12 12

9 
 12 
 12

10 
 12 
 12
 

* Discounting for flow to Doctoral Program
 

** Need to continue training for replacement staff. 

Although the amount of traiirin projected in the preceding
tables is sIi ght ly hi gher than that projected in the Project 
Paper, it i still too low and unrealistic. No projection is
made for f the Inytem,w rujn - i.e., promotion, retirement, 
etc., 'lot' '1oe5 it ICC uri t for expansion or attrition. :f
the e loss ,s ,, mat P, at ?'%, tra i i 9q jo lo neeoi to be 

Pm', f'm ii3. The P,0,j t .t5,, ), t I110. tO )q11 ,,1 dr , i, n:e
is 't V,, lo , 1t,ltu( arld that i C;m iI)at io1r i f work
 
expI)I'i' ( ' m l mpr'p iftl fjrmll r In rig m 1 ,t.bIh *m'7 to 
pr ('),arf. f,1ito ,1h tttr jot) un trito ir , ur',,if) r 1es. 

eiff orortAn ef ,I;'jil i,,f.) wqork 4itti lividu'laI, witti m tihe 
Systtm1i, to Iee o i ) spe( 1 ( prog riis f or tI lemimrind to prov ide 

r rr at e ,iVe iial 

prot e?s T V .t
 

c,'rt if icmt ion g of recognI t ion to 
inm7. ipm) ... 
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Technical Assistance
 

To help achieve Project objectives GARD provides several
 
types of support. This section discusses the technical
 
assistance supported by GARD to date.
 

GARD made a decision in the Project Paper to keep
 
long-term technical assistance a, a minimum for the following
 
reasons:
 

1) 	To avoid the syndrome of expatriate scientists 
"taking over" research programs or developing an 
enclave 

2) 	 To ensure that Gambians provide program leadership
 

3) 	 To encourage the long-term universityGambian

relationship expectd.1 to deve lop from the short-term 
exchange visits
 

The 	estimated level of effort ard the subject matter 
disciplines projected tor long-term personnel in the GARD 
five-year implementation plan is illustrated by the following 
Table:
 

TABLE 5
 
Estimated Implementation Schedule LTTA
 

1986 1987 1988 1989 1990
 

Chief of Party/
 
Socioeconomist 	 I I 1 1 

Adi an strai on 
Finance 	 I I - -

Re sea rch 1.tensi1)n 
Liaison Ofti cer (apu) 0.5 1 1 1 1 

Crop 	AIroriii .l 

HortTT lt, i'"f - - 1 	 -

Foraa ,jrnm 1l. (.5 0.,5 - ­ -

RuralI j(t io log 1st 0.5 1 0.5 - ­
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In addition to the preceding long-term personnel, GARD
called for supplementary personnel described above including
approximately nine Researchexpatriate Associates
 
(post-doctoral researchers and advanced graduate students), who 
would work with 6ambian counterparts. They would work for
periods of approximately twelve tu eighteen months researchon 
programs of high priority in The Gambia.
 

The Project support a I so ca l led for short-term 
trainers/advisors (STTA's) to make a total A1of visits of 1.5 
months each. 22 visits 1986 25There were _ in and visits
planned for 1987. The STTA's were to he selected (based on 
need) from a host of disciplines and would include, but not be
limited tu, the iprovemnent of the National Agricultural Sample
Survey, inicro-ecoromic studies, technical and policy studies,
improving tne research library, iproving data collection and 
analysi s and improv ing research stat ion management. 

All )f the long-term technical advisors projected for 1986 
with the excepL ion of the Foroge Agronomi st and the 

Agricultural Ecoriomist 'ura, Sociologist pos i t i on s), are in 
place and seem to be func t ioninig wel I in the Project. The
long-term TA posi, ion in Forage Agronomy was advertised.
However, fo I lowing a visit and recommeridt ion by the STTA in 
Agronomy and the rnu t it the M1ixed Farming ProJect 's Terminal 
Evaluation, this puS ltYion was bI ishOe. 

The i tf of PA r y ( IOP) has 't!rVI as part -time senior

agricultural ecorrnrist for 
 hARD. Bly hrs own aami ssion, the COP 
duties arid rsnp nsi hi lit i .s make it extrenely lifficult to

devote dC,iqU,lL, 011i to the 4oc loecororni c aspect s needed in
 
agr i cu I tura I re se rc h. 1,h . the (,0P has pro v i, led 1, hIeP1 1 
this area, the hu I . of th i s ffor t ra s h,,n ca rrie nut b)y rHany
individual in.cludi;ng short-term technical ald vi srs, research
 
associatV, id alrlIndividual ,up I i:d 1) OKA. The ODA 
researchr has lone tWe 1ion' s shre "t the qoci oeconmic
 
support (f th(, ,r f i 1' .
1, ENr(e at 11)1u. However , he nlow
feeIs he in near-irin rtIhe ,d of h iq profesns i>na I capacity in
 
terms of rw r ,rtIr f ft ,,. 

In d11d t i t, The Ing-term tecrhriica 1 ass i stance, GARD 
has 5upported Psoa, s) more aretitr,, r ar Ch Assoc i.tes (RA' and 
programmne byn fut.i, e 0 , The ,.. it i rg PA' , have done a 
credible )ob in rhein te id I arp n. however, diff iculties 
arising I rm 'm'', Inid pnt , ijIthe ir il raelat rinish ps with 
GamO 1i r,, ,n.i'(.he, , iio the fac.t t hdt ' , I ?iI, I ridlic t i rig
ductora I r'seodrch wo rk on the Prujrc t his surf a(: el is a prob loin. 

http:n.i'(.he
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During the past year, a total of twenty-nine (29)

short-term advisors participated in GARD activities. Based
 
upon interviews and discussions with GARD and Gambian
 
personnel, the usefulness of these STTA visits varied, ranging
from of great use, of some use, of little or io use. These 
reactions seem to vary according to the short-term advisors' 
prior knowledge and understanding of The Gambia and its
research capability, their understanding of Froject objectives,
the frequency of visits by individual STTA's and their 
relationship to the Gambian researcher. Research counterparts
and those who participated in workshops and short courses
generally felt very positive about the STTA's. Administrators 
seemed to feel that there were "too many, too soon" and that 
in-country preparations for their visits were not adequate to 
make maximum use of their expertise. 

Issues ard Pe'immer t anI 

1. Certain crncepts of the GARD project are very complex in 
terms ot administrative management and the development of 
working rel at ionships necessary to affect true 
instituti .nalization of a national agricultural research system 
in The Gambia. in this context, there is no substitute for the 
Chief of Party (CUP) as a full-ti a marager, coordinator and 
salesperson of a project. GARD's COP has been performing these 
duties aid iut I i n as a part-t inie senior agricultural
economist fa- the Project. Division of responsit)ilities has 
tended to leave the objectives of each area unfulfilled to t0e 
maximui extent. fl(ed if) GARD. 

The spec ific tasks and resporisibilities of the C[P should 
be reexami ie1 and redefined in light of recommended changes in 
the a(hdi I st hit.aion 0W the Project. 

The si tw lescr ibel above has a 10s ef fected the 
socioeco) i(oim Lnjituumrlt ('AiA). h,,s lone(IC o of Work toe'ri inT this 
area by th,, (ii(i with aldit.i ioal iriput s y short-terln te(chrlica1
assist ant,, rev,sarh inasoc1at,'s, PLe Qrps volorteers ard two 
ODA agri,_ul t. ira l 'ci, now i sts. Une ,at the OIiA' n i, i trainee,
the other ni, mar''e ,per i'nce and feels t.ht h,' li r'ahel the 

hi% pr)? ect,, illt) n oend of 	 ioo ol] , 1 i hi n'pi,, .hr ',pr]jrii . 

It , rL';IiinlI t ait t h' (h iif f P'artyY, ill 'w()1ljunction 
with 	 Pro jc, t arlolpl,' , nitkt, a l't init. , i. ii as, tA) which 
posit ion better s i Ks his qtal if (it. it n and )ers:o a I 
prefereL ,,'i. [ dJ,,,on thin dc islor, the to lowing act.,ions 
would be tike: 

a. 	 Un.' I FIA (tfh, exi sting COP or other person) would be 
a full-Limp manager of the Project placing particular
emphasis on the problems of the institutiona lizat ion 
of ARMS. 
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b. 	One LTTA (present COP or other person) would be
 
nominated to fill the role of senior 
 long-term

advisor in the social sciences. This position is
 
critical to improvement in the research program.
 

2. 	 The RA's play an important role in the overall plan for
 
technical assistance under the contract. However, the fact
 
that they are doing research for their theses, and the
 
constraints that Gambians believe this places their
on 

dedication to the national research plan, places considerable
 
stress on relationships between the Gambians and the 
 RA's.
 
There also appears to be a need for senior persons on the TA
 
team to give more guidance to them in regard to appropriate

roles and relationships. The following are recommendations:
 

a. 	 New RA's or PA's (if such a title change ;vould be
 
useful) should riot be allowed 
to do "thesis research"
 
but should work on projects of the national research
 
system.
 

b. 	 More in-country guidance should be given to the RA's 
by senior researchers and/or the COP. 

3. 	 In general, reactions of individuals interviewed regarding 
STTA's supported by G'ARD was good. However, some wereconcerns 
voiced about the select ion process of ST TA' s , the number of 
SrTA' s used (a total of 29 in year one), and the usefulness of 
some informat ion pruv ided by STTA' s. It is recormmended that 
more effective use of STTA's could he achievel by the following: 

a. The major problem f WiITA's that too nanywas were 
sent to Allow time o r planning arid oftplrtive use. 

b. 	 Project ,thin1 rn strati on Thou 1d mahk e o 1r ion of 
STTA's based on %p.( it 1- rc (ui r it A Pro.ject 
researchrs or admini trator, And nut ,ut o n the 
avai laW I ity o t 'ial, ifti d ' 11A. ihi s ,i y r'quire
improved procpolur', ii I t ion pro'( ',' 'n wi I 
certainly inv .' ir writ ,rn n Ahet ,, n ifurit ionn. 

C. 	Greater carp 'ti)i IdI l t A 'on ini ,i ioli I irq v si t, to 

n t no 
in the fieli ,rdwr 1hp loli'? ,y', r t ,ARH . 
avo id ulij I 1iVni 1in'!1 I o , 1TA, .)Iruntrparts 

d. 	 It would ipp r 5) lo, tit l lir iwn t TA'" t, ho 1l 
,j serie', 1 'u,, t" i 'vlit W( '", il inn An Area 
of irntpr,,t o umhor tf r",,i'irt h0r .a n Also 
Cons idera t.i on (fu If' bh i q v'n I( t he p %', i it y of 
iw Ivving the ,annb ,a 0 11egt (Ir iTn rg Iraier',) in 
these short courpo. 
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3. Otherwissues which relate 	 staff beensed.--i n---earl er----sections- -onto-(milong-term TAi on--f-ARSBnhaveni strat 

Component Research.
 

a. 	If the institutionalization of ARMS and its research 
programs is to move ahead as rapidly as possible the 
"counterpart relationship", between external TA and 
Gambian colleagues should be given a high riority by
project administrators. One critical are eates to 
the institutionalization of research support. The 
Financial Management Specialist is scheduled to leave 
the Project at the end of 1987. It is unlikely that 
adequate progress will have been made in transferring
these responsibilities to MOA by this time,
 
especially if the counterpart relationship is not
 
soon developed. However, any extensions of this
 
position should be kept to a minimum.
 

b. 	Serious consideration should be given to providing

long-term TA to the combined area of animal
 
husbandry, forage production and agro-forestry

(silvapasture) with animal husbandry as the basic 
field. 

4. 	 The TA team should be given a stronger sense of direction 
of the Project and the role that each posltion/individual plays
in its institution building goals. This should be the joint
responsibility of the Campus Coordinator, COP and the GOTG 
senior counterpart.
 

Logistic Support
 

Researchers and extension workers participating in the
 
GARD Project were unanimous in their expression of appreciation

for the greatly improved system for providing research supplies

and material on a timely basis. Vehicles and a whole range of
 
services related to transportation were also much improved with
 
the initiation of activities under thq GARD Project. Staff of
 
cooperating agencies also expressed their appreciation for
 
improvements in the increased hours of electricity, the Mile 7 
to Sapu radio link, the computer center, support in 
agricultural statistics and data analysis, and generally 
improved management. Only those departments who have not yetbecome directly involved in GARD activities felt left out of
the support system. However, the major concern isnot how well
it is functioning now, but how it can continue to function asit istransferred from University/USAID Contract management to
ARMS managelment, This is an essential step in

institutionalization of the Project.
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Contract Administration
 

The evaluation team did 
not visit the contractors' offices
 on the U.S. university campuses nor did 
 it look at USAID
administrative support in any 
detail. The following comments
 
are based on the team's knowledge of these systems, reports and 
comments of project administrators.
 

U.S. CMpus__Backstpp rlnd
 

The Uriversity of Wisconsin is he 
 prime contractor and
 
has principal responsibility for bickstopping 
 the Project.

However, th (2 University of 'Iichigan and Virginia State 
University provide support to their field staff and assist in 
training riattkrs as required. 

The )nI y ser us problem voiced in the support of
field-statf was that Virginia state University encountered
 
consideratb 1 liff iculty 
ir arranging and following through on
shipping personal diad household effects which resulted in a
long delay in getting these items to The Garbia. In fact, they
have not yet arrived. This has caused undue stress for the
LTTA's. Steps are being 
 taken by VSU to correct this 
deficiency. 

Trainin(g
 

Although a need for greater emphasis 
 on manpower

development was discussed in an earlier 
section, the management
of p1acement, program deve lopment and tran sport of the
participants was handled by experienced staff. The majorproblems were largely unavoidable. %, participant became illand required a k idney trar.,p larit wh ich created an urJeiiova) le
amount f)t ,tdiiiriisltrative work. Tharkfully the partic ipant is 
now back in clas es and progressing we ll. Ano thor prob lTf was 

i tythe ,iff ]nh i flp)let iing arrangements to nend some 
part ic ipant even though theu ir programs had been arranged.
Ti is resulted in additional adnnriistrative loai land stri ined
relations with those who were to host the training pniigr'am. As
the project miatures and the Tra ining rommnm mttee has a more 
def ir it e p lan n inq hor i /n ii for so n N part ic i pain , thi s
prob lem ll 11 io doubt, be a ,V)l'd . The team wo 41 I ke to 
suggest tha, fra iniing Kinl Lteetre , ev,vlop staIf prof i le, f-orMOA enipl v ith U er of"0l",,v ,Is above as a source potential 
candidates for fur tier tra iniirrg. What is suggested mre is riot a full-blown huinihrrr re sourc lsrrve y, (this activity is being

addressed by both A)P I arid iDA ef forts) but a ,urvey ofpotential carididates t) be tri ired to fill the gap below the 



-27­

agricultural researcher. The team further recommends 
 that
 
responsible researchers be involved in developing a long-range
 
training plan along the lines of the suggestions in the
 
sections on training under Research Support.
 

Finance
 

Considerable difficulty was experienced in establishing a
 
smooth flow of financial transactions. This was partly due to
 
the rapid increase of in-country expenditures, both in-kind and
 
amount, and in accommodating in-country needs with Wisconsin
 
and AID regulations. The University of Wisconsin established
 
an imprest account in the First Wisconsin National Bank. The
 
first deposit of $40,000 was made from a U.W. contingency

fund. Checks are drawn on this account in The Gambia and
 
expenses with receipts fot everything from ferry crossings tc
 
participants tickets are paid for and submitted to U.W. on a
 
line by line expense account. Sometimes the delay in thii
 
process was as much as 2 to 3 months, resulting in a complete

depletion of the imprest account. 
 AID advanced $100,000 to the 
account to relieve this difficulty but the problem of the 
number of receipts to process continued to ,ilcease. From the 
first month of the project until the third quarter, the number 
of receipts grew from 25 to over 600 per month. This plus

payrolls for 70 local-hire persons far exceeJed tne originai
 
expectations. Also, the University had to take on payrolls for
 
foreign staff, finance construction and pay many other kinds of
 
expenses which had never been a part of other AID contracts.
 
Delays and confusion in procurement and difficulties in getting

updated budget projections resulting from these difficulties
 
was a source of frustration to smooth operation of the Project.
 

The University Cf Wisconsin, the local contract
 
administrators and USAID have worked together in finding
 
solutions to these problems. A new system of receipts along

with computerized ledgers, use of a courier packet and other
 
modifications promise to greatly improve the situation.
 

General
 

It is the observation of Project administrrtors that the
 
Campus Coordinator has spent a considerable amount of his time
during the first year working with University departments to 
obtain a high level of support for the Project and helping to 
resolve general administrative problems on-campis. They now 
have the expectation/hope that he will be able to devote more 
time to project operations in The Gambia. No further comment 
appears to be needed in regard to this item. 
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AID Administrative Support
 

The team had very little contact with USAID during the
evaluation except for the participation of the ADO on the 
team

and the valuable support and suggestions of the Deputy ADO. No
particular 
 problems were raised by University or Gambian

officials regarding AID support and cooperation. Any comments

made were generally positive with 
some 	feeling that approval
processes were sometimes 
too 	 complicated, it appears that
USAID administrative support to the project has been excellent.
 

Linkages
 

A number of relationships among research units are needed
to insure more effective use c' scarce resources and 
to promote

the 	objectives of the cooperating 
units with their respective

clientele. These relationships or linkages 
are 	of particular
importance to the development of the FSR/E approach toagricultural research. These linkages may 	be internal among
disciplines, departments or units
other having overall
administrative relationships they may
or be external linkages

with 	other ministries and external agencies.
 

Internal Linkages
 

If thL basic concept of the FSR/E approach in agricultural

research is to function effectively, there must be interaction
 among disciplines and departments. A number of approaches have
been used by GARD to 
encourage greater cooperation.
 

1. 	The Task Forces have multidisciplinary and in some
 
cases, multidepartmental representation.
 

2. 	 The FSR/E Teams comt-ine research, extension and
 
external agency cooperation.
 

3. 	 The ARAB meetings involved disciplines, departments,
ministries and external donors in its deliberations.
 

4. 	 The plans proposed for ARMS establishes an
administrative mechanism 
 which should encourage
closer relationships among researchers in agriculture.
 

These mechanisms and the efforts of researchers,extensionists and administrators have made an 	 important
contribution toward improving internal linkages. With
continuing effort these 
linkages will be strengthened and areas

of conflict will be diminished. 
 Interviews with researchers,
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extensionists and the heads of various departments reflected an
 
attitude of cautious optimism about this process. Departments

external to DOA felt that structural changes in ARAB, making it
 
a multidepartmental unit, improved communications among
 
departments and a greater sharing of resources (especially of
 
GARD resources) were essential to improving these linkages.
 
One administrator suggested that it would be useful to have
 
representation of the Ministry of Education in the IPC and
 
later in ARMS, to strengthen the linkage with the potential

supplier of agricultural researchers. Specific suggestions
 
regarding means for improving these linkages have been made in
 
previous sections.
 

External Linkages
 

The question of donor coordination in development projects

is, and probably will continue to be a concern of USAID,
 
contractors and host governments. Conflicting agendas,

different organizational objectives and accountability
 
mechanisms (who takes credit for what) are among the reasons
 
for difficulties in donor coordination. The relationships
 
between donors in the GARD project is no exception. However,
 
based on interviews, observations and actual qorking situations
 
during Project evaluation, GARD has done a credible job working

with ADP I., ODA, FAO, the Peace Corps and other donors
 
involved in The Gdmbia.
 

At the technical level, two ODA dyricultural economists
 
and 3 PCV's have made direct contributions to MOA's research
 
and extension programs. The FAO Fertilizer Use Trials have
 
also made signif;cant contributions in these activities. RELO
 
represents the agricultural research system in extension
 
workshops and is developing collaborative efforts with the
 
extension representatives of the ADP I project.
 

Summary of Issues and Recommendations
 

Given the normal constraints of project start-up, the GARD
 
project has made very good progress toward its objectives in
 
the first year of work. The initial efforts to put an
 
agricultural research management sysLem (ARMS) in place have 
proven fruitful. The technical assistance (short- and 
long-term), logistic support and training provided by the GARD 
project has supported the Gambian agricultural research system
 
in the implementation of its 1986 research agenda, the analysis

of research data, surveys of farmers' needs in developing
 
future research plans and establishing priorities for 1987.
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In order to continue this progress toward GARD's
 
objectives, an internal evaluation of the 
Project offers the

following summary of findings and recommendations.
 

Finding I
 

Institutionalization 
of a national agricultural research
 
system in The 
Gambia is the highest priority of GARD. The
 
effective implementation of ARMS is an important step toward

this end. 
 The preparation of agricultural leaders to

administer ARMS, the gradual but deliberate shift in logistic

support from USAID/University contract management 
to tile IOA
and the broadening of ARAB to officially include other
 
departments are in this
key elements process. GARD personnel

should continue to eiphasize this institutionalization.
 

a. 	 Programs 
should be developed to provide appropriate

levels of information arid/or, traiiing for various
 
levels of the proposed research system.
 

b. 	 A time-phased plan should be developed and
implemented for institutionalizing components of the
 
research support system with the MIOA. 

C. 	 The phased plan for shifting responsibility for

research support, intensive contact with leaders
 
responsible for the implementation of ARMS and
allocation of resources should be used to 
 motivate

planned changes in the research system.
 

Finding II
 

The ARAB meetings of 1987 were much improved over 1986.
 
The multidisciplinary, multidepartmental Task Forces were
better prepared and presented good research proposals for

consideratior by ARAB. Somne very basic research concepts began

to be put in place. However, continued effort is needed in

improving planning of 
projects, setting research priorities and
 
coordinating activities.
 

1. 	GARD should continue to stress contact and
 
communication among staff and 
 researchers across
 
disciplinary arid departmental lines.
 

2. 	 GARD should develop workshops and seminars to assist
 
Gambian researchers in establishing research
 
priorities related to research 
needs and resource
 
constraints (resource budgeting).
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3. GARD should provide assistance to improving technical
 
writing, data analysis, reporting and information
 
management.
 

4. Training programs should be developed and technical
 
assistance provided to research areas where "gaps" in
 
the programs have been identified.
 

Finding III
 

Although the FSR/E approach played a major role in Task
 
Force activities and teams were developed which carried out
 
some on-farm FSR/E activities, the limited number of qualified
 
persons for Task Forces, FSR/E Steering Committees aria Villaqc
 
Teams created problems in carrying out projected duties and
 
responsibilities.
 

GARD leadership should look carefully at the concept of 
FSR/E in the Project context and develop a common understanding
of FSR/E as it relates to future activities of GARD. The 
Project should also reexamine the Teams' organization and 
functions in light of cornmon understanding of FSR/E and the 
realities of staff iimitations. 

Finding IV
 

Any pressure to initiate a major promotion program during 
the early phasc , project implementation, implies that 
technology appropriate to The Gambia exists. Most researchers 
disagree with this notion. Caution must be taken in developing
major promotional campaigns until research from on-farm trials
 
under Gambian conditions provides information necessary to
 
support a promotional package. The need to have a promotional 
program separate and apart from continuing research-ex tcns ion 
liaison is questionable.
 

Finding V 

If a national agricultural research system is to be
 
developed in The Gambia, trained manpower needed to expand and 
maintain this system is of paramount importance. While GARD 
gives high priority to training, the present training plans do 
not adequately address the question of improving the quality of 
researchers entering the research system (the gap between the 
principal researcher and the field laborers), or the need for 
highly trained and/or experienced research leaders.
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1. 	 GARD should assess the potential for developing a 
combination of in-country/external training for a 
Higher Degree in Agriculture and/or B.S. degree 
program in cooperat ion with the Gambia Co1 lege. 

2. 	 Doctoral level trai nig shou 1d be provided for 
selected Gambi an researchers. This will require
careful attention to finding means by which existing
staff can be released for training without 
substantially reducing research otf rts. 

3. 	 The GARD t.raining program shA dd consider the needs 
of senior staff un a case by c-ase basis and develop
technical or aiministrative training programs to 
complement their present level of experience. 
Certification should be provided to recognize 
combined professional expertist. 

Finding VI
 

Technical assistarce provided by th. USAID/University 
contract, with additional assistance from PCV's, ODA and 
others, has given strong support to Project development. 
However, continued attention needs to be given to means of 
improving the distribution and effective use of technical 
assistance to GARD. 

1. 	 The COP position should be a full-time job activity,
with attention being focused on overall management of 
GARD and the institutionalization of ARIS. 

2. 	 The soc i oeconomic component of GARD Aou ld be 
strengtnened by addirg a long-term advisor in this 
area and by deveioping closer cooperation with PPHU. 

3. 	 LTTA in f inancial ,indnagement should he pha sed out as 
quickly as is practical. 

4. 	 Consideration Uhould he given to LTTA in livestock 
and forage prJduction. 

5. 	 Criteria fwr the appropriate selection, scteduling
and use of STIAs in the Project reeds to be improved. 

6. 	 The policy of RAs doing "theis research" on the GAR[) 
Project should be reconsidered and RAs shculd be 
given more guidance by senior researchers. 



-33-


Finding VII
 

Although the evaluation team did not look at backstopping 
and monitoring activities of the contractor and of USAID in any
detail, no serious problems were identified that were not 
already teing addressed, A few observations of the team are 
listed below. 

I. 	 Logistic support to the Project has been good with 
few exceptions.
 

2. 	 Backstopping of IA by the contractor has been good. 

3. 	 The management of placement, program development and 
transport uf narticipants for trairing ns worked 
we l. 

4. 	 After initial difficulty, a 7flu;th uechan ism, for flow 
of financial transct ions in b ing deve oped and 
implemented by the prime nantractur. 

5. 	 important I nkages (internal ml , ,tfr'-n 1) nave been 
deve loped through the ac Lt i vi ties AARAB , the FSR/E 
teams and through associations developed with a 
Humber of international research organizations. 

0500 


