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gricultureComponent Allie) nequired sponislbie Ior Action to be Compleled 

1. Project objectives will be amended to account for the 
 USAID/ARD ec 30, 89
shift of emphasis from corn production to multicropping;

additional 
funding will be considered to reflect these
 
changes.
 

2. 
A basic economics training plan will be developed for 
 USAID/ARD ept 30, 89extension agents to 
improve the quality of advice given to
farmers, concerning the mix and rotation of crops.
 

3. Baseline agricultural data will be collected and 
 USAID/ARD 
 Sept 30#.89
analyzed; 
if further delays in staffing Information Office
 
are anticipated, the task should be performed under a
 
short-term contract.
 

4. 
Simple crop storage facilities will be constructed at USAID/ARD 
 ,pril 30, 8
railhead centers 
to avoid losses due to spoilage.
 

SeedComponent
 

5.TRABEZA will submit to USAID an action plan detailing 
 USAID/ARD April 30, 8
its strategy for developing a maize seed sales and 
 TRA3i8ZA

distribution network 
in the project area.
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6. TRABEZA and the Zimbabwe Seed Coop (ZBC) will submit 
 USAID/ARD April 30, 89
 
to USAID a joint technical assistance plan outlining TRABEZA
 
TRABEZA's needs and ZSC's ability to meet 
those needs.
 
If it is determined that ZSC cannot meet TRABEZA's needs,
 
USAID will consider other sources of technical assistance
 
as well as additional funding to obtain required support.
 

Roads Component
 

7. 
USAID will discuss with.OR the possibility and USAID/PDO Decl, 89
 
implications of providing operational funding to the Roads
 
Bureau.
 

8. 
A thorough inventory of project roads will be developed USAID/PDO July'31, 89'
 
to identify the extent of actual road closure (defined as the
 
inability to travel from point A to point B). 
 1989 work plan
 
will emphasize opening key agricultural roads, before resuming
 
systematic road rehabilitation work.
 

9. The use of private contractors for the rehabilitation USAID/PDO sept. 30, 89
 
of at 
least 150 kms of Section III road will be explored.
 
Additional private sector participation will be determined.
 

10. 
 The Project Paper will be amended based on a detailed USAID/PDO/ Dec. 30 89
 
analysis of available dollar and local currency funding, 
 ARD
 
equipment needs, staffing requirements, and the financial
 
viability of the Ronda nureau.
 



The purpose of Zaire's Central Shaba Agricultural Development Project (660-0105) is to
increase small farmer food crop production in Shaba. Project activities are organized

into three separate components: agriculture extension including adaptive research and

grain storage, seed production and marketing, and rural road rehabilitation. Project

components are being implemented by institutional contractors, private sector, PSCs, and

host government entities. A four-person contract team conducted the evaluation between
 
October 31 and December 7, 1988. 
They met with USAID, project, an,1 GOZ representatives

and made a 2.5 week field visit to the project area. This Start-up Evaluation addressed

the following: 
 the validity of assumptions made during design, the appropriateness and

effectiveness of project management systems, the progress to date in achieving objectives,

and the Identification of major constraints in implementation with recommendations, to
 
eliminate them. 
 Below are the major findi.ngs and conclusions.
 

* 
 Project extension activities are based on an innovative form of the training and -visit
 
system - the extension staff works closely with selected volunteer contact farmers who in
 
turn provide guidance and advice to other farmers. These activities are roughly one year

ahead of Project Paper Implementation Schedule.
 

* 
 Crop storage activities will need to be initiated sooner than originally planned due
 
to unforec;een rail transport uncertainties.
 

* 
 Zhe Information Office, which will be'responsible for establishing project-area

basel'ine data and carrying out a variety of monitoring activities, remains to be staffed.
 

* Maize seed production and marketing component uses an 
innovative approach that
 
encourages a private sector firm to conduct part of its seed marketing activities in the
 
project area.
 

* 
 The Roads Bureau is having great difficulty covering its operating costs for project

activities. At 
the time of this evaluation, road rehabilitation and maintenance were

virtually nonexistent. As a result, the road component is presently over one year behind

schedule. Additional runding to complete scheduled road work will be required.
 

* 
 Due to the differences between implementation of agriculture and road components, a
 
program of emergency road repair is urgently needed 
to allow the evacuation of the 1989
 
crop harvest.
 

.. ...... COSTS
 

1.EYluaIon COl1 
1. Evaluation Team Contract Number OR Contract Cot OR
 

Name Aflilatlon 1DY Person Days TOY Coil 
 IU,S, $1 Source of Funds 
Ms. Christopher Contractor/Experience, 38 2.0,676 Project 

Inc. 

Mr. Allan Lubina Same 
 34 11,000 Same 

Ms. Pierrette Vu thi Same 
 34 12,175 Same
 

Mr. Albert Feitknecht Same 30 13,350 Same
 

2.m lislon/Fliice Profesulonal Stall 6 3, BorowerlGa ntee Prolesslonsl 50
 
Person-Days (Fllihnle) 65 0-
Stall Person-Days (Eslmate) 
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Development PreJect (660-0105), Dec. 1988. 

The Ceahral Shaba Agricuitural Development Project is a seven-year projecb (1986-93)
aimed ab assitding She 	Covernmene of Zaire do achieve self-sufficiency in seaple ifood
crops., parlicula.-y corn, in one of Zaire's major corn deficit areas, the Shaba 
 0on.
 

The projec1 p'rpose isaestimulate local private secbor involvement in and support
for small-farmr productionof basic food cropa in central Shaba, as 
well as She
marketing and processing of these producbs.. These oL-jecbives are So be achieved through
tlhree principal actions: (1)6he provision of ezbeasioa supporb, improved seeds, and cropstorage faclliUes 
o farmers in Central Shaba$ as well as the rehabilibabion of feedez
roads in the areal 
(2flshe 	provision of physical and inabitutional infrastrucbure to
support 
private sector activities in crop saoragep processing and marketinq of staple
food cropel and (J)5he creation of opportfunities for private secbor enf repreneurs and
non- rof i organizabions bO parficipats in increasing and susbaining basic food crop
 
produchion.
 

Projectl conUti 
 were expeoeed to dotal 	#59,1 million. Anfficipabed funding sources
included Govertim.nd of Zaire (local currency equivalenb of *24.4 million, including
$16.4 million In CounierpagS Funds), AID (#33.9 million), 
and Peace Corps (t0.8 million).
 

2. Evaluation Purpose 	and'Mehodology Used
 

This evaluation addresses She following issues: 
(1)the continuing validity of
 
assumptions underlying project design and solutions So problems arising from design
misassumpbions or changed circumsUances; 
(2)the appropriateness and effectiveness of

project managemnent sysems and personnell {3)pogress in ahieving poject objecivess

and (4)consarainds So timely and effecdive project implementation and recomendations 

ways ho eliminabe these consrainUs. 

on
 

A four person deam of exlernal condractiors conducted the evalua~ion from 31 October
do 7 December 1988. The leam met with many 	USAID, projest, GOZ represendalives as well
as project beneficiariesp roughby half SheUti in country was spent in Central and
Soubh Shaba. Tn AddiHlon,.Uhe 
 private sector sub-congracbor for the seed componentd was

intlerviewed ad ith headquariders in Zimbabwe.
 

3. Major -indings and 	Conclusions 

TheAgricul ture Component
 

ProJech exll,?.u.on activibies are based on an innovative form of the braining andvisit system -- the small extension saaff works closely with carefully selecbed contacU
farmers who prnvide advice and guidance to other farmers. Abi bhe bime of bhisevaluation Uhe emeension activities were over one year ahead of She Projecb Paper (PP)
Implemenbation "-hedula. With a staff of only 25 field agenbls, bhe extension nebwork
now cover5 25) villageq, a eohal of 869 conUacb farmers, including 142 women, have beenL-denjed nn. 4rarned, and 3^9 demonshraBion fields have been esbablished Uhroughoublh'o projr -H area. Tho main consfi'ains So the success of the extension componenb are , 
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Y (Coninue)
 
research, seed multiplication and diabribubion, and bhe rehabilitation of bie road
 
nebwork.
 

The Informaiion Office had nob ye been established due bo delays in staffing.
 

Alhough village and farm-level crop sborage acbivities are bo be initiabed in the 
near future, tie move urger,4 need is the installabion of 'crop storage facilities ab 
rail head cenl'ern whore bhe shortage of rolling stock and lack of sborage are causing
niijnifl oAWnt! vrop npollAge. 

The Seed ComponenqL
 

The sbrabergy of unilng 
a privabe sector company (Trabeza Mbeko Shaba) to implemenb
the corn seed produetion and marketing activiies is a novel aspect of project design.
However the company's experience in seed production and markebing is limited, and ib has 
no experience in servicing large numbers of widely-dispersed small farmers. Although
the technical assistance sub-conbracbor, Zimbabwe Seed Cooperative (zSC), can clearly
provide excellen seed production support ho Trabeza, it is doubtful thab ZSC can." 
provide tho mnaincqomenb and marketing assistance which will be necessary. 

DespiUe bhe eleven-month delay in 9he signing of hhe contracts with Trabeza and ZSC,
the first year targeb for seed sales ho %he projecb area has been exceeded. Preliminary

financial renltis indicabe a significant loss on project operatione, bu wibh the
 
contribubion of bhe project sharb-up/risk payment, the overall financial results will
 
show a profib.
 

Trabeza's inberest 
in continuing to serve the project area when sbarh-up/risk
 
payments are terminaeed will depend parbly on 
ils ability to provide a unique/high value
 
produc"t and ho increase Uhe size of lhe project market. 
 This may require the
 
diversiftcattlo, of 
their product line bo include both open-pollinated variebies and
 
hybridn adaphed iolow fertility conditions.
 

The Roads Com2onen
 

Several of the key assumptions in hhe PP concerning the roads component are no
 
longer valid; most notably, bhe Roads Bureau is no longer able to cover its operating
 
costs for projecH activities. As a result, road rehabilitation and maintenance
 
activibies have virtually shopped.
 

The roado component is presently over one year behind schedule. Il is estimated 
thatb addibional dollar funding of approximately ;5 million would be needed ho complehe
projected achivibies, in addition ho local currency funds for the Roads Bureau 
operations.
 

An emergency road repair program is urgently needed Uo allow the evacuation of the
 
1989 crop harvest. 
 Afber the completion of these repairs, the projedhed rehabilitation
 
activibies will require 3-4 yearsl thus these activities coul8 be completed by hhe
 
Projecb Compleltion Dabe, late 1993.
 

4. Princt al Recommenditions
 

TheA3riculbure Componenb
 

1. The projece goals ehould be amended ho account for the shift of emphasis from
 
corn production ho multicropping.
 

2. The national agricultural research instiube, RAV, should play a more active role
 
in 6he location-specific adaptive research of the project.


3. To consolidate the knowledge of 
contac farmers, the extension unit should slow
 
down Wnh pace of selection of new candidates.
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Sa UM M A RY(Continued) 

4. Extension agents should receive basic economics training in order to better
 
advise farmers on choices concerning bhemix and rotabion of crops. 
 -


5. Baseline agricultural data for the project area should be collected as 
soon as
 
possible1 
if there are further delays in the staffing of the Infurmation Office,
 
this dalha collection should be performed under a short-term contract.
 

6. Preliminary plans for the design, construction, and management of a system of

simple crop storage facilities locahed ab railhead centers should be finalized in 
the near future, and implementation should be intiabed in early 1989. 

7. Additional funding for the agricultural activities should be considered in order
 
to compensate for necessary changes in project design and implementation

schedules, as well as additional needs which have arisen since the design perie. 

The 	 Scied Ccijpn !mU 

8. Trabeza should be requested to submit an action plan detailing its 1989 stbiategy
for developing a sales and distribution network in the project area. 

9. Trabeza and ZSC should prepare a joint bechnical assistance plan oublininq

Trabeza's exact needs and ZSC's ability and willingness to meet these needs.
 
USAID should advise Trabeza on other sources of bechnical/managemenb support, if

such suppor3 is necessary, and consider providing additional funding to obtain 
for this support. 

10. 	The extension service should continue to offer advisory support to Trabeza. 
However extension agents and contact farmers should not be obliged to serve as
 
sales agentbs, as this may jeopardize the execution of their project
 
responsibilities.


11. 	The stlart-up/r[sk payment schedule should be adjusted bo cover a sixth year, in 
order to compensate for abarb-up delays.

12. 	Consideration should be given to including hybrid seed sales in the suarb-up/risk
 
payment plan in later project years.

13. 	The seed certification policies and requirements of 
Bunasem, the national seed
 
cerbification agency, should be reviewed so as 
to assure that required standards
 
are noU inappropriabely sophisticated and costly.
 

The 	 Roads Coponaen 

14. 	USAID should make immediate provisions to provide operational funding for the
 
Roads Bureau's project activities. It is recommended that performance-based
salary supplemenUs also be seriously considered. 

15. 	All curroet road rehabilitabion should be stopped and available equipment

utilized bo implement an emergency road repair program.


16. 	A labor-intensive road maintenance program for project roads should be designed

and 	 implo,iintld immediately. 

17. 	 Jpon ('omlIq ioI of the emergency repair program, equipment should be regrouped
and combined with new, anticipated equipment deliveries to permit concurrent 
uhilizatlion of 2-4 rehabilita6ion brigades.

18. Connllrucliion schedules should be developed to determine the extent t9 which 
conliracti rhabllibation of roads should be introduced into the program to
complemont force account w jrk. The higher costs involved in contract work would 
be comprensatied by more expeditious completion or the rehabilitation program.

19. 	 The Roads nureau should be phased out of road rehabilitation programs and limited 
eo mainflPnance of existing networks. Labor-intensive procedures should be
 
inbroduced whenever possible and separated institutionally from equipment-based

mainUenance. 

20. The projecU design should be reviewed to assess the possibility of utilizing
shage consbrucUion techniques for the rehabilitation of the link road 
(progrsning from single-lane earth road design to two-lane all-weahher roads as 
traffic volumen increase). The possibility of improving the river transport
system in the 	eastern part of the project area should also be investigated.
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ATTACHMENTS
 
K. Atlachments (LIat allstt h enle ubMitaed with this Evalu lon Surmrm r; atwsyi attach Copy of full evaluation epor . even I one we Submiltled 
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Start-up Evaluation of Zaire's Central Shaba
 
Agricultural Development Project (660-0105),
 
December 1988
 

L. 
 Offie and Oorrowerlsronle On Full RoorI 

Comments on the recommendations contained in the Executive Summary:
 

Recommendations 1 and 7: The project goals 
 should be amended to account for the shift 
in emphasis from corn production to multicropping. Additional funding for the 
agricultural activities should be considered in order to compensate for necessary
changes in project design and implementation schedules, as well 
as additional needs
 
which have arisen since the design period.
 

USAID accepted both of these and has combined them as one action, 

* 

See PE5 facesheet,Ilecommetida tIon 1, 


Lecommendation 2: The national agricultural research institute (RAV), project 660-0091,

should play 
a more active role in the location specific adaptive research of the
 
project.
 

USAID initiated discussions with RAV at 
the end of December, 1988. Since then, RAV
 
technicians have increased the frequency of visits the project area 
to assist in

adaptive research trials. 
A draft protocol agreement has been developed delineating thii
 
roles and responsibilities of RAV and Project 105 personnel.
 

Recommendation 3: To consolidate the knowledge of contact farmers, the extension
 
service unit should slow down the pace of selection of new candidates.
 

USAID completed this action at the end of December, 1988.
 

Recommendation 5: Baseline agricultural data for the project area should be collected
 
as soon as posnibl. 
 if there are further delays in the staffing of the Information
 
Office, this data collection should be performed under a short-term contract.
 

USAID in curretilly in 
the process of preparing an action plan for baseline collections 
long-term TA shotuld be in place by June, 1989. 

Recommendation 10: The extension service should continue to offer advisory aupport to

TRABEZA. flowever exteneon agents and contact farmers should not be obliged to serve as

sales agent:s, as t.hils 
mny jeopardize the execution of their project responsibilities.
 

During the course of the evaluation it was discovered that the sales agents of TRABEZA
 
were 
in some cases simply dropping of their sacks of seed with the project's extension
 
agents rather t:han actually seeking potential clients. 
This created some confusion
 
among participating farmers; it also consumed a considerable amount of the extension

agents' tiie. USAID corniders this 
an operational recommendation and has taken action 
to stop thl pra'tice. 

Recommendal:ion 11: ThP start-up/risk payment schedule should be adjusted to cover a

sixth year, in order to compensate for start-up delays. 
 (see next page)
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USAID has reviewed this and concluded that an extension is not warranted. If, however, a
 
need is demonstrated in the future, the Mission may reconsider.
 

Recommendation 12: Consideration should be given to including hybrid seed sales in the
 
start-up/risk payment plan'in later project years.
 

USAID will consider this in consultation with RAV (Project 660-0091).
 

Recommendation 13: The seed certification policies and requirements of BUNrASE, 
 the

national seed certification agency, should be reviewed so as to assure 
that required

standards are not inappropriately sophisticated and costly.
 

USAID recognizes that the present course being followed by BUNASEM is inappropriate..for

the needs of Zairei Mission is also aware that it has little influence on this
 
FAO-financed endeavor, but will, where possible, continue an active dialogue.
 

Recommendation 14: 
 USAID should make immediate provisions to provide operational support

for the Roads Bureau's project activities. It is recommended that performance-based

salary supplements also be seriously considered.
 

The present funding situation of Office des Routes, which is not due to any inherent
 
weakness of the institution itself, is a reflection of the general economic climate in
 
Zaire. 
 This situation has caused a steady erosion of OR institutional effectiveness and a
 
decline in the morale of 
its personnel nation-wide. USAID and OR discussed the
 
operational funding issue for nearly two months immediately following the completion of

this evaluation. 
 The decision to shift already tight CPP was indefinitely postponed

because 
It would work contrary to the long-term solution of OR's financial problems.
 

At the time of this evaluation, the results of the problems described above were quite

visible, making it easy for the Evaluation Team to declare that the road component was
 
experiencing difficulties while overlooking significant activities that were carried out

during the past fifteen months, including project planning, advance logistics, engineering

studies, equipment procurement, stockpiling of materials, and staff training.
 

Recommendation 15: All current road rehabilitation should be stopped and available
 
equipment utilized to implement an emergency road repair program.
 

Project personnel have worked with OR and USAID to develop detailed inventories of the
 
extensive 105 project area road network in order to determine the magnitude of the

"emergency* and to devise a pzogram for repairing bottlenecks and closures of key

agricultural roads. This task was completed in February 1989 and the resulting work plans

were reviewed and agreed upon by contractor, USAID and OR engineers. Brigades mobilized
 
on Sections I and TI are preparing to make the repairs necessary to open key road@ before
 
renuming nystenint Ic,rehaibilitation.
 

Recommendation 16: A labor intensive road maintenance program for project roads should be
 
designed and implemented immediately.
 

USAID believes that the Conditions Precedent related to post project maintenance
 
responmnblIfHen romainn critical to project success over 
the long-term. USAID, the GO1
 
other donorn will continue to search for 
a workable rural road maintenance funding,
 
management, and operation formula.
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Reqommendation 17: Upon completion of the emergency repair program, equipment should be

regrouped and combined with new, anticipated equipment deliveries to peiit concurrent
 
utilization of 2-4 rehabilitation brigades.
 

USAID engineers concluded that 3 rehabilitation brigades would work simultaneously,
 

Recommendation 18: Develop construction schedules to determine the extent to which
 
contract rehabilitation should be introduced into the program.
 

See Action Decision Number 9.
 

Recommendation 19: 
 The Roads Bureau should be phased out of road rehabilitation programs
and limited to maintenance of existing networks. Labor-intensive procedures shoulibe
introduced whenever possible and separated institutionally from equipment-based
 
maintenance.
 

USAID is working closely with OR, other donors, other GOZ entities, and the private sector
 
to develop systeims and institutions capable of servicing and expanding the rural road

network in Shaba. Following the recent high-level Technical Audit of Office des Routes,
which was 
jointly financed by USAID and the World Bank, the reorientation and streamlining

of OR and the meann for undertaking such parastatal reform has become more clear. This

restructuring will take time. 
 In the meantime, the Central Shaba Agricultural Development

Project will continue to undertake the prodigious task of rehabilitating the central Shaba
 
rural road network.
 

Recommendation 20: 
 The project design should be reviewed to assess the possibility of
utilizing ntAge cnrnntruction techniques for the rehabilitation of the link road
 
(progressing from single-lane earth road design to two-lane all weather roads as traffic
volumes increase). The possibility of improving the river transport system in the eastern
 
part of the project area should also be investigated.
 

USAID engineers and project personnel agree that the carriageway standard of a narrow
two-lane earthen highway presently specified in project documents and adhered to under the

national highway standards of Zaire is sound, and that there is nothing to be gained but
much time to be lost in halting road opening and rehabilitation efforts at this time to
 
reexamine the dgreed-to standard, or 
to try to persuade the GOZ that its national
 
specifications are incorrect.
 

Concerning the second half of this recommendation, USAID agrees that improving river

transportation, indeed, improved transportation across the board, is essential to the

development of the Zaire. While it is unlikely that Project 105 will lead the charge in
favor of river transport improvement, especially given the project's already ambitious

implementation schedule, this issue will be addressed by USAID staff during the course of
 
CY 1989.
 


