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ACTIONS

Agriculture Component
\

)

short-term contract.

Seed Component

.. E. Actlon Declslons Acrraved Ov Miaslon ot AIDIYY.Ollles Ditaciar
Acllon(s) Required

1. Project objectives will be amended to account for the USAID/ARD Dec 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 NUBAIn/ARD .%eptuao, 89
extension agents to improve the quality of advice given to : ' ‘

farmers, concerning the mix and rotation of crops.

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

4. Simple crop storage facilities will be constructed at . USAID/ARD" Ap;11;30, 89
railhead centers to avoid losses due to spoilage.

5.TRABEZA will submit to USAID an action plan detailing USAID/ARD April 30, 8%
its strategy for developing a maize seed sales and TRABEZA
distribution network in the project area.

(see next page)
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CONTINUED - Action Decision Approved by M{ssion Director —

Action | } Office Date
6. TRABEZA and the 2imbabwe Seed Coop (28C) will submit USAID/ARD April 30, 89
to USAID a joint technical assistance plan outlining TRABEZA -

TRABEZA's needs and 25C's ability to meet those needs,

If it is determined that 2SC 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  Dec:3l, 89
implications of providing operational funding to the Roads

Bureau, E :

8. A thorough inventory of project roads will be developed USAID/?DQ.‘ ,Ju1y;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

I

b

systematic road rehabllitation work.

. ' . s .
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 & detailed USAIb/PDO/~f, D§§,f§0 89

analysis of available dollar and local currency funding, ARD
equipment needs, staffing requirements, and the financial 3
viability of the Roadas Bureau.
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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) 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 findings and conclusions. n
* Project extension activities are based on an innovative form of the training and wvisit
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 unforeseen rail transport uncertainties.

* The Information Office, which will be'responsible for establishing project-area
baseline 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, A8 a result, the road component is presently over one year behind
schedule. Additional funding 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
Ll _Evalustion Cosls
1. Evaluation Team Coniract Number OR |Contract Cost OR
Name Atfiation DY Person Days | TDY Cost (U.S. $)| Source of Funds
Ms. Christopher Contractor/Experience, 38 “| 20,676 *| Project
Inc,
Mr. Allan Lubina Same 34 11,000 Same
},Hé.lPierrette Vu thi Same 34 | 12,175 Same
Mr. Albert Feitknecht Same 30 | 13,350 Same
2. MissioniGilice Frotessional Sifl T BorrowsiiGianies Fisisssionsi
Person-Days (Estiinate) 65 8tall Person-Days (Estimate) 90
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A..D. EVALUATION SUMMARY - PART il

SUMMARY

J. Bummary of Evaiuetion Findings, Conelusions and Recommendatlons (Try rot 1o exceed the three (3] pages provided)
Address the follawing lteins; .

¢ Fuipose of evalustion and methodolegy used ¢ Ptlncipsl recommendations
e Purpose of sctivity {les) evalueted ) ® Leseons lsarnsd
° Flnf_lr:_q_l and conclusiona (relste ie questions)
Mission or Qillce: Date This Bummaery Prepared: Title And Dete Of Full Evafustion Report: Start-up
USAYD/Kinrhaen April, 1989 Evaluation of Zaire's Central Shabe, Agr.
: Development Project (660-0105), Dec. 1988,

.weakpasses an 4"'avsnin.nha.dsxn1nnmsnn.n:.anann;&.n:ﬁinhisa‘.nush.aa,adapuan

i+ Project objectives

The Ceafiral shaba AgricuiBural Developmeny Project is a seven-year project (1956-93)
aimed ab assisfing 8he Government of Zaire Yo achleve self-gufficiency in staple .foad

crops, paricularly corn, ‘'dn cne of zaire's major corn deficits areas, 8he Shaba f&#ion.
The projecHd pirpose is, 8o siimulate local private secbor involvement in and support
for small-farmer production of basic food cropa in central Shaba, as well as She
marketing and procegsing of Shesc products,. These objecbives are Ho be achieved through
theee principal aclions: (1)6he provision of exbeasioa supporl, improved seeds, and crop
storage facllities wo farmere in Central Shaba, as well as the rehabilitabion of feede:z
roads in Hhe area; (2)uhe proviaslon of physical and instisuvional infrassructure to
support privalie secHor ac8iviNies in crop sHorage, processing and marketing of saple
food crops; and (3)8he crealiion of cpporSunidies for privale sector enlirepceneurs and
non-profil¥ organitzabions h§ participate in increasing and sustaining basic food crop

production.

Project contin were exb‘cﬁod to Yotal *59.1 million. AnYicipabed funding scucces
included Goverumen$ of zaire (local curvency equivalent of $24.4 million, including L
$16.4 million in Counberpar8 Punde), AID (§$33.9 million), and Peace Corps ($0.8 miliion).

2. PBvaluatiion Purpose and4neshodologx Used

This evaluation addresses She following issues: (1)the continuing validisy of
agsumptions underlying project design and goludions ®o problems arising from design
misassumpbions ocr changed clrcunstances; (2)the appropriateness and effectiveness of
project managemend sysHems and personnel; (3)progress in achieving project objectives;
and (4)consbrainie 8o Himely and effec8ive project implementation and recommendations on
ways bto eliminaie hese consrcaints.,

A four person Seam of exdernal conlraclors conductied the evaluaBion from 31 OcHober
Ho 7 December 19688, The Beam mel vish many USAID, project, GOZ representialives as well
as project beneficiaries; roughly half She $ime in couniry was apent in Central and
South shaba. 1tn additdion, the private secBor sub-conBracbor for Bhe seed componenl was
interviewed af {hs headquacters in Iimbabwe,

3. HMajor Pindings and concluasions

The Agriculdure Component

Projech extension activibies are based on an innovative form of the braining and
visi system -~ bhe small exlension sSaff works closely with carefully selected contacl -
farmers who provide advice and guidance bo olther farmers. AY:bhe Yime of this
evaluation Bhe extension activities were over one year ahead ¢f Bhe Projecht Paper (Pp)
implemenbatiion achedule. With a sYaff of only 25 tield agents, bhe extension nebwork
now covers 251 villages: a Hodal of 869 conBach farmers, including 142 women, have been
idenvified ant “ratned, and 333 demonstradion fields have been eshab]ished hroughoutt
Hhe proje~# arra, The maln consticainis Ho the success of the extension componenbk are

s L aae -
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EUMMARY (Conlhved) t

research, seed multiplication and distribubion, and the rehabilitation of the road
. nebiwork, v—

—

The Informatiion Office had not yet been established due ko delays in ssaffing.

Although village and farm-level crop storage acbivities are o be initiabed in the
near fulure, $he more urgens need is the installabion of ‘crop storage facilities at
rallhead centarn whare the shortiage of rolling stock and lack of sborage are causing
nlgntfleant crop apol)age,

PRy

The sUrabegy of using a private sector company (Trabeza Mbeko Shaba) Ho implement
the corn seed production and marketing activities is a novel aspect of project design.
However bhe company's experience in seed producbion and markebing is limited, and .ib has
no experience in servicing large numbers of widely-dispersed small farmers. Although
the Hechnical assisance sub-contractor, Zimbabwe Seed Cooperatiive (2SC), can clearl
provide excellent seed production support o Trabeza, it is doubbtful that 28C can:'"
provide the management and marketing assistance which will be necessary. '

Despitie the eleven-month delay in %he signing of the contracts with Trabeza and ZSC,
the firs4 year targebt for seed sales Ho Hhe project area has been exceeded, Preliminary
Einancial results indicate a aignificant loss on project operations, butt with the
coniribuion of the project sbart-up/risk payment, bhe overall financial resulbs will
show a profit.

“

)

Trabeza's interest in conbtinuing Yo serve the project area when star-up/risk
payments are berminated will depend partly on its abiliby to provide a unique/high value
product and to increase Bhe size of the project markel. This may require the
divarsification of thelr producy line 6o include bobh opan~pol linated varieties and
hybrida adapled 4o low fertility conditions. )

The Roads Component

Several of Uhe key assumpbions in the PP concerning Bhe roads component are no
longer valid; mosbt notably, the Roads Bureau is no longer able bo cover ibs operating
coss for projecH acbivities. As a resull, road rehabilibabion and maintenance
activities have virtually sHopped.

The roads component is presenlly over one year behind achedule. It is es¥imatied
tha additional dollar funding of approximately $5 million would be needed bo complete
projectied activities, in addition 8o local currency funds for the Roads Bureau
operabions,

An emergency road repair program is urgentily needed Ho aliow 8he evacuation of the
1989 crop harves., Afber the completiion of these repairs, the projected rehabilitatiion
acivitiies will require 3-4 years; 8hus Bhese acivities could be completed by the
Project Completiion Date, late 1993,

4. Principal Recommendadions

The Agriculture Component

. The project goals ehould be amended Ho accoun$ for the shift of emphasis from
corn production to multicropping. '

2. The nabjonal agricultural research institute, RAV, should play a more active role
in 8he location-specific adaptive research of the project, g

3. To consnlidalie the knowledge of conbact farmers, Bhe extension unit should slow
down the pace of gelection of new candidabes,

AID 1330-5 {10-B7) P'age 4 . l() {‘



S8UMMARY (Continued)

8.

9.

10.

12.

13.

Extension agents should receive basic economics 8raining in order to bebter
advise farmers on choices concerning themix and roation of crops. -
Baseline agriculbural data for the project area should be collected as soon as
possible; if there are further delays in the staffing of #he Information Office,
this datta collection should be performed under a short~term conbract,
Preliminary plans for the design, construction, and management of a sysbem of

simple crop storage facilities localied at railhead centers should be finalized in

the near future, and implementation should be intiiated in early 1989,

Additional Ffunding for the agricultural acbivities should be considered in order

Bo compensate for necessary changes in project design and implementatiion

schedules, as well as additional needs which have arisen since the design perio3j,

Tha Saed Componant

Trabeza should be requesied 8o suhmit an action plan detailing its 1989 sbtratiegy
for developing a sales and distiributiion network in Bhe project area. 1
Trabeza and 25C should prepare a join# dechnical assistance plan oublining:
Trabeza's exacl needs and 2SC's ability and willingness 8o mee% bhese needs.
USAID should advise Trabeza on obher sources of bechnical/management supporl, 1if
such suppord is necessary, and consider providing additional funding to oblain
for Hhis support,

The exBension service should conbinue B0 offer advisory support bo Trabeza.
However extension agents and conact farmers should not be obliged to serve as
sales agenlis, as this may jeopardize the execubion of Hheir project
respongibilities,

The sttart-up/risk payment schedule should be adjusted bo cover a sixbh year, in
order Wo compensalie for alarb-up delays,

Consideraiion should be given 8o including hybrid seed sales in the sHart-up/risk
payment plan in laber project years,

The seed certificaiion policies and requirements of Bunasem, the national seed
cerfification agency, should be reviewed 50 as 8o assure Hhall required standards
are not inappropriaely sophistiicatied and costly,

The Roads Component

14.

15,
16.

17,

le,

19,

20,

USAID should make immediate provisions o provide operatiional funding for Yhe
Roads Bureau's project activities. It is recommended that performance-based
salary supplemends also be seriously considered. .

All current road rehabilitation should be stopped and availlable equipment
utiilized vo implement an emergency road repalr program.

A labor-intensive road maintenance program for project roads should be designed
and implemanted immediatiely,

Upon complebion of 8he emeigency repair program, equipment should be regrouped
and combined with new, anticlpatied equipment deliveries to permi concurrent
utilizatilon of 2-4 rehabilitation brigades.

Constiruciion schedules should be developed Bo delermine the exbent tq which
conliract rehabliitation of recads should be introduced into bhe program Yo
complement force account work. The higher costs involved In conbrach work would
be compensated by more expediious completion or the rehabilitation program.

The Roads Bureau should be phased ou8 of road rehabilitadion programs and limited
to mainHenance of existing networks., Labor-intensive procedures should be
intiroduced whenever possible and separated institubionally from equipment-based
maintenance.

The project design should be reviewed to assess the possibility of utilizing
shage consbruction Hechniques for Bhe rehabilitation of the 1ink road
(progresaing from single-lane earth road design bto two-~lane all-weahher roads as
drafflc volumen increase). The possibiliby of improving the river transport
system in the casern part of Bhe project area should also be investiigatied.

\ D 1330-5 (10 #7) Fage &




ATTACHMENTS

K. Altachments (Liet sttachments submiited with 1his Evahuation Summary; siways sttach copy of full evaluation report, sven If one

_sarlier; sitach studies, surveys, efc. . c.mwwmﬂm : ‘

Start-up Evaluation of Zaire's Central Shaba
Agricultural Development Project (660-0105) ,
December 1988 ‘ :

Was submilied

COMMENTS

...L.QQM!MLB.LMJHIQLAIDL!YMﬂ—muzlmm:. On Full Repor) B L .‘ ‘

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. ’

4

USAID accepterd hoth of these and has combined&them as one action. See PES facesheet,
Recommendation 1, ' 9

kecomnendation_2: The national agricuitural 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 aree to assist in
adaptive research trials, A draft protocol agreement has been developed delineating the
roles and responsibilities of RAV and Project 105 personnel,

Recommﬁhdation J: To consolidate the knowledge of contact farmecrs, the extension
service unit should slow down the pace of selection of new candidates,

USAID completed this action at the end of December, 1983.

Recommendation 5: Baseline agricdltural data for the project area should be collected
as soon as possible; {f there are further delays in the staffing of the Information
Office, this data collection should be parformed under a short-term contract.,

USAID 18 currently in the process of preparing an action plan for baseline collaction;
long-term TA agnuld be in place by June, 1989,

Recommendation 10: The extension service should continue to offer advisory guppor: to K
TRABEZA. However extension agents and contact farmers should not be obliged to setve as
fales agents, as this may 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 than actually seeking potential clients. This created some confusion
among participating farmers; it also consumed a considerable amount of the extension
agenta' time. USAID conniders this an operational recommendation and has taken action
to stop this practice,

Recommendat fon 11: The ntart-up/risk payment schedule should be adjusted to cover a
sixth year, in order to compensate for start-up delays. (see next page)

AID 1230 S (10 07) Pagn 6 A
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USAID has reviewed this and concluded that an extension i{s nbtuﬁariadted; If, however, a
need is demonstrated in the future, the Mission may reconsider. o

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

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

Recommendation 13: The seed certification policies and requirements of Bunassn,vthe-
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 {s inappropriateﬁfor
the needs of Zaire; Mission is also aware that it has little influence on this S
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 eituation 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 CPF 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 rcomponent 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 przogram for repairing bottlenecks and closures of key
agricultural roads. This task was completed in Pebruary 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 roads before
rensuming nystematic rehabllitation,

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

USAID believes that the Conditions Precedent related to post project maintenance
responaibilitien remalnn critical to project success over the long-term. USAID, the GOZ,
other donors will continue to search for a workable rural road maintenance funding,
management, and operation formula.



Recommendation 17: Upon completion of the emergency repair program, equipment;éhould be
regrouped and combined with new, anticipated equipment deliveries to permit concurrent
utilization of 2-4 rehabilitation brigades. ;

USAID engineers concluded that 3 rehabilitation brigades would work simﬁltaneously.,

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 exiating networks. Labor-intensive procedures shouldlbp,
introduced whenever possible and separated institutionally from equipment-based o
maintenance,

USAID is working closely with OR, other donors, other GOZ entities, and the private sector
to develop systems 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 means for undertaking such parastatal reform has hecome more clear. This
restructuring will take time, 1In 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 atage conotruction techniques for the rehabilitation of the link road
(progressing from aingle-lane earth road design to two-lane all weather roade 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 agreed-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
CcY 1989,



