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FOREWORD
 

This evaluation report responds to a very thorough and demanding scope of work
 
prepared by the USAID Mission, Bamako. We have tried to deal with the many
 

concerns expressed in that scope of work and to answer its many questions. In
 

some cases, we have been forced to limit or reserve our comments due to a lack of
 
data. In those cases, we have recommended actions to obtain the data for future
 

analyses or project design.
 

The report follows a fairly standard format. The Executive Summary contains
 
every major finding and important recommendation. A careful reading of its 27
 
pages, and the synthesis of recommendations which immediately follow, should
 

provide Mission and AID/W management with the information necessary to decision
making both as to the need and usefulness of continued assistance to basic grain
 
production inthe project area and also as to how the project should be carried
 

out.
 

The sections on Project Management and Financial Management describe in great
 
detail difficulties and problems observed by the team and ways to deal with
 
them. These sections are intended to provide persons directly charged with the
 
project and its finances with guidance on how better to meet their respective
 

responsibilities.
 

The section on Project Components, and its various sub-sections, ismore
 
technical innature. The information and recommendations provided should give
 
the generalist a clearer understanding of the technical aspects of the project.
 
They should particularly interest the specialist seeking to understand the
 

projects problems and how he/she may contribute to their resolution. The section
 
on Engineering deals with both a separate component of the project, road
 

building, and with engineering problems affecting the project as a whole.
 

Finally, the entire report, as well as its various sections, isdesigned to
 

support the overall conclusion of the evaluation that basic grain production in
 
the Fifth (Mopti) Region of Mali isworthy of continued AID support provided that
 
prompt and effective actions are taken to correct the deficiencies herein
 

described.
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PREFACE
 

The team that gathered together inSevare inmid-February 1982 consisted of five
 

persons from Development Associates, Inc., under contract to AID, the USAID
 
Mission anthropologist and an agricultural economist from the Institute of Rural
 

Economics (IER) of the Ministry of Agriculture. The team members and the parts
 

of the report for which they were primarily responsible were:
 

Frederic Bergier, Civil Engineer
 
Section VI. Engineering
 

Amadou Camara, Economist
 
Annex III. Credit
 
Annex IV. Marketing
 

Gerald Cashion, Anthropologist
 
Section V Bl. Animal Traction Credit
 
Section V D. Village Associations
 
Section V E. Action Moulin
 
Section V E. Blacksmiths Shops
 

Alan Fleming, Agricultural Economist
 
Section V B. Agricultural Credit
 
Section V C. Agricultural Marketing
 

Parke Massey, Management Advisor
 
Section I. Executive Summary
 
Section II. Summary of Major Recommendations
 
Section III. Project Management
 
Section V E. Wells
 

Sanath K. Reddy, Agronomist
 
Section V A. Agricultural Research and Extension
 

Charles Wilding-White, Financial Advisor
 
Section IV. Financial Management
 

Mr. Parke Massey also acted as team leader and was responsible for final
 

organization and editing of the complete evaluation report.
 

The assignments listed above do not adequately indicate the contributions made by
 

each member of the team to the work of the others. During the four weeks at
 

Sevare, all of the team but the engineer (who finished his field work in a little
 

over a week) met regularly inthe evenings for an exchange of ideas, knowledge,
 

concepts and experience.
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The contribution of Gerry Cashion was very special. He organized, scheduled and
 

conducted the various field trips out from the main base. He advised and gave
 
direction on protocol and inter-personal relationships. He used his skills as an
 
interviewer to develop Information needed by other team workers.
 

We had expected Amadou Camara to act primarily as an advisor, giving us the
 
Malian perspective. Instead, he became a very integral part of the team. He
 
worked very closely with Alan Fleming and many of their ideas were thrashed out
 
jointly in long sessions of discussion and interchanges. Mr. Camara wanted to
 
make his own separate contribution and his material is included as additional and
 
supporting views on credit and marketing, inAnnexlB and-C,
 

During the team's stay at Sevare/Mopti, we were joined for part of the time by
 
Mr. Kurt Fuller, Project Officerand by Mr. Robert Shoemaker, Design and
 

Evaluation Officer. Both made major contributions to our knowledge and
 
understanding of the project, its setting in the Mali context and its part in the
 
overall U.S. assistance program. InBamako, we had substantive discussions with
 
all elements of the Mission involved inthe implementation of the project or its
 
supervision. We received excellent logistic support from the USAID Mission and
 
we were received in a very open atmosphere despite the obvious fact that some of
 
the teamt findings were bound to be critical of past and present Mission actions
 

or practices.
 

Finally, the team wishes to express its very special thanks to Miss Linda D.
 
Smith, who was contracted in Bamako as the team's administrative assistant. She
 
prepared vehicles, supplies and equipment for the trip to Sevare/Mopti. She got
 
the team established in its quarters. She handled all logistics while inMopti,
 
including supervising the cook, handling the group's subsistence funds,
 
controlling fuel, vehicles and chauffeurs, keeping track of individual
 
whereabouts, and after long work-filled days, undertaking occasional secretarial
 
tasks, Including preparation of preliminary recommendations for presentation to
 
OMM management. After our return to Bamako, Miss Smith demobilized vehicles and
 
equipment and assisted inthe logistics of getting this evaluation written,
 
reproduced and organized. It is literally true that this evaluation could not
 

have been carried out without her assistance.
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I. EXECUTIVE SUMMARY
 

A. Introduction
 

The United States Agency for International Development (USAID) has been assisting
 

the Government of the Republic of Mali (GRM) in a project to stimulate the
 
production of millet and sorghum since 1972. The project is executed by the
 

Operation Mils-Mopti (OMM), a financially separate entity within and under the
 

supervision of the GRM Ministry of Agriculture. The project isbeing carried out
 

in the Fifth Region of Mali in the central part of the country over 600
 

kilometers to the north and east of the nation's capital. This area, which
 

includes a river delta, a high rocky plateau and a wide, mostly sandy plain, is
 

the country's major millet/sorghum producing area. The plateau also produces
 

garden vegetables (mostly onions) and the river delta produces rice (supported by
 

a separate World Bank financed project).
 

OMM was created by the GRM in May 1972 and received its initial financing from
 

grant of U.S. PL 480 local currency funds. Total funding through 1975 was about
 

$1.5 million equivalent. This permitted the organization to build a staff and
 

acquire some equipment. Although various ancillary tasks have from time to time
 

been attached to the Operation, its main task has been to stimulate the
 

production of millet and sorghum. It has worked to increase both productivity
 

and the area cultivated. It has provided an extension service and a supply
 

service (cash and credit). At one time, an announced purpose of the Operation
 

was to increase the marketing of the cereals produced. Unfortunately, the
 

intervention into marketing has been counterproductive to the other announced
 

purpose, the increase of total production.
 

In February1976, AID authorized a grant to the GRM for Operation Mils-Mopti with
 

an estimated life of project (three years) cost to the U.S. of approximately $6.0
 

million. The first year grant amount was $2,189,000. Subsequent additional
 

obligations raised the grant to $5,489,000 by February 1979, of which $4,442,000
 

had been sub-obligated as of that date.
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By June 30, 1981,when Phase I expenditures stopped (Phase II Agreement had been
 
signed inApril, 1980), total obligations amounting to $6,288,000 had been
 

expended.
 

This project was evaluated in February, 1979. The resulting report pointed out a
 
number of difficulties that had Impeded progress toward project purposes and made
 
several recommendations for changes inproject operations.
 

Recommended were:
 

e a marketing system based on producer price supports;
 

e 
strengthening the OMM capacity for developing and using soclo-economic data;
 
and
 

# the development of village organizations.
 

In the area of management, the report recommended technical assistance to OMM in
 
financial management and noted that the failure of the USAID to provide a full
time project officer to the project had contributed to some project failures.
 
This evaluation made no specific recommendations as to the long term future of
 
the project but clearly implied that with some improvement in management, concept
 
and direction,the project was well worthy of further AID support.
 

In July 1979, a Project Paper was submitted to AID/Washington requesting the
 
authorization of a new grant to the GRM for Phase II of Operation Mils-Mopti.
 
The grant proposal was for $9,962,000 to finance the project through FY 1983.
 
The Project Paper took note of the recommendations of the evaluation report and
 
contained provisions for improved management, a refinement of project purpose and
 
the addition of certain project elements. The paper also proposed evaluation in
 
the spring of 1981, about halfway through the planned life of the project,and in
 
1983 at the end of the project.
 

A project agreement was signed inApril 1980. The agreement defined the project
 
as "the provision of technical assistance, training and goods and services
 
required to increase the production and productivity of rain-fed crops in the
 
Fifth Region of Mali." The agreement listed eight activities which would make up
 
the project. They were:
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e a strengthened planning and statistics division;
 

9 renovation of agricultural research facilities;
 

e a broader training program;
 

* formation of village associations;
 

@ expansion of the 0MM credit fund;
 

e new equipment and financing for road construction;
 

* training of blacksmiths and provision of vehicles; and
 

e equipment and millet mills.
 

The project agreement specified (Section 5.1) that joint evaluations of project
 
implementation would take place during the second and fourth years of the
 
project. InDecember 1981, USAID requested contract assistance to carry out a
 

mid-course evaluation of the project. A detailed scope of work was proposed on
 
the basis of which a contract was signed with Development Associates, Inc.,of
 
Arlington, Virginia, to provide an evaluation team. This teamconsisting of a
 
management/information specialist, an agricultural economist, an
 
agronomist/extension specialist, an accounting specialist and a civil engineer,
 
met in Washington, D.C., for a one-day briefing on February 10, 1982. They
 
arrived in Bamako, Mali,on February 11 where they spent a week in briefing and
 
reading project documents. On February 18, the team moved to Sevare, the
 
headquarters near Mopti of the Operation. The team was joined there by the USAID
 
anthropologist (six years'experience inMali) and an agricultural economist from
 
the Institut d'Economie Rurale of the Ministry of Agriculture. The period
 
February 18 to March 18 was spent inthe project area conducting field trips and
 
interviewing OMM officials, extension agents, other field personnel and peasants
 

involved in or affected by the project.
 

B. Program and Policy Issues
 

The evaluation team has been asked to address certain progr-auit anmu pumy
 
i.sues that should be considered in the evaluation of all USAID supported
 
development projects, not just this one. These issues are included in various
 
discussions throughout this evaluation report, both directly and indirectly. It
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seems appropriate, however, to address them here, specifically, separately, and
 
with some primary recommendations included.
 

1.Management and Budgetary Capabilities
 

While the project has suffered from a number of management failures, detailed
 
below, the project is clearly within the management capability of both the OMM
 
and USAID. The organization of OMM is appropriate to its main tasks, its
 
headquarters staff is adequate in numbers and qualifications though seriously
 
in need of some technical assistance. USAID has the resources needed for
 
monitoring and for logistic support. The project has suffered from an excess
 
of ancillary tasks attached to its main purpose. Wells, roads, blacksmiths
 
and millet mills are all useful but their introduction into the project has
 
resulted in an element of management confusion. The project should be more
 
sharply focused on activities contributing directly to the goal of increased
 

production.
 

The project ismoderate in size and cost, the planned grant expenditures have
 
only been slightly over $2 million per year, clearly appropriate for the area
 
of coverage and the purposes of the project. Its size and focus seem
 
consistent with overall USAID mission strategy. The demands on the USAID
 
operating expenses budget are reasonable; a "full-time" project officer,
 
monitoring cost including travel, general management and supervising support
 
does not seem to represent any great cost burden. At the time of this
 
evaluation, however, the GRM seemed to be suffering a financial crisis that
 
may reflect a chronic condition. The GRM isresponsible for paying the base
 
salaries of permanent civil servant employees attached to the program. They
 
have apparently met this obligation only late and with difficulty. This isa
 
generic problem, common to other projects and other donors. We recommend that
 
it be dealt with in a multi-donor context, probably by an agreement to reduce
 

development demands on the GRM budget.
 

2. Financial Accountability
 

The financial management o' the project does not meet acceptable standards of
 
financial accountability. Budgets are inadequately prepared, submitted
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tardily and do not adequately reflect planned expenditures. Budget line items
 

do not match agreed financial plans. Requests for reimbursement do not follow
 

budgets. In the accounting system, controls to prevent over-subscription of
 

budget line items are inadequate. Inventory recordkeeping and control isonly
 

partially adequate. The evaluation of 1979 recommended technical assistance
 

to the OHM financial office. The project paper promised 12 months of
 

specialized technical assistance infinancial management to be provided inthe
 

first year of project implementation. Annex I of the Grant Agreement stated
 

that the service of a financial management consultant should be provided.
 

Problems of financial management have plagued this project since its
 

inception. Letters of implementation are mainly devoted to financial
 

management problems. The USAID controller has worked very closely with
 

project officers and OMM management trying to resolve problems and differences.
 

Unfortunately, the promised technical assistance was never provided. At the
 

moment, the project is devoid of all financial resources. We make two
 

recommendations. For the short term, technical assistance must be provided
 

immediately to establish adequate accounting procedures and controls so that
 

USAID disbursements can be resumed. As soon as possible thereafter, long-term
 

technical assistance should be provided inthe form of a financial manager.
 

This individual should be made available for the balance of project life under
 

the current agreement. If this project is to be continued as a valued element
 

in AID's assistance program in Mali, future continued financial technical
 

assistance should be carefully considered. The defined technical assistance
 

task must not be limited to advice; it must involve actual management
 

operations, including authority over budgets, expenditure controls and
 

reimbursement requests. This technical assistance should provide on-the-job
 

training through instruction, example and demonstration.
 

3. Economic and Financial Feasibility
 

The project's economic impact isalmost impossible to measure precisely over
 

the medium term (say ten years) because grain output is determined by an
 

exogenous variable (rainfall) that cannot be controlled and whose statistical
 

impact has not yet been isolated. We do have rainfall statistics, over a long
 

time span, and broken down in time and space. The Fifth Region contains a
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number of microclimates created by land formations, wind patterns and water
 

flows. These micro-climates change from year to year and even from month to
 
month. One area may receive rainfall insufficient amounts, beneficially
 

distributed over the growing year. Another area, only a few kilometers away
 
may receive less water, less well distributed. With the same inputs, output
 

will vary widely by as much as 100 percent. With a minimum of inputs, labor,
 
selected seed, working of the soil, natural and chemical fertilizer, effective
 

weeding, the rain favored area will tend to outproduce a rainfall-short area
 
which has received a greater input effort. Moreover, the yearly improvement
 
in output expected by changes in inputs or in cultivation practices are
 

statistically smaller than the yearly variations in output caused by the
 
rainfall determinant. Although we may have a wealth of micro-economic,
 

anecdotal data showing that certain practices result in increased output at
 

highly positive benefit-cost ratios, we still cannot measure overall project
 

success or failure. For this reason, we believe that the Economic and
 
Statistics Division of OMM should increase its efforts to develop Input/output
 

data at farm, village, and sub-regional levels to be combined with detailed
 

rainfall data in an analysis to determine at least the general magnitudes of
 

the project's impact on production. Software required to process the data is
 
probably already available; it is the detailed information that is lacking.
 

Of course, we have noted that farmers -- poor, marginal, subsistence farmers -
are already investing in inputs now available from and recommended-by the
 

OMM agents. This indicates a recognition of project economic benefit by those
 

who are taking the only real economic risk involved. Moreover, we can isolate
 

one statistic. OMM economists estimate that a grain surplus of about 30,000
 

tons will be marketed in 1982 after meeting the needs for auto-consumption and
 
security stocks of the peasant producers of nearly 120,000 tons. The history
 

of grain production since theGreat Drought would lead one to believe that any
 
substantial surplus over immediate consumption need is a measure of OMM
 

success. Given world grain prices and demands in other areas for petroleum
 

based inputs, the project iseconomically feasible.
 

The question of subsidies ismore complex. The project provides inputs at
 
prices that contain a high element of subsJy. The OMM services in extension,
 

provision of inputs, credit and marketing are, of course, financed by a
 

foreign assistance contribution or from the nation's general revenues. Credit
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isat a subsidized rate. On the other hand, the peasant has long been
 

required to sell part of his cutput at a below market price that represents a
 
subsidy to the urban consumer. Over the long term, the various elements of
 
direct subsidy can be eliminated. As the peasant receives a market determined
 
price for his output, he can pay a market determined cost for his inputs.
 
This long term process can be speeded up. Subsidies can and should be
 
gradually removed. As OMM increases its efficiency in delivering needed
 
inputs, and as continued market liberalization brings higher returns to the
 
farmer, especially the more efficient farmer, as the private sector enters the
 
input market, and as the farmer, organized into his village association, comes
 
to rely less on the state, subsidies will become unnecessary. That the
 
provision of agricultural services to its largely agricultural population will
 

long remain a Malian national budget responsibility is undeniable. That
 
International donor assistance inmeeting this responsibility will long be
 
required seems equally undeniable. It is in the interest of economic
 
rationality that the team makes a major recommendation. The grain marketing
 
system carried out by OMM should be based on price support in an essentially
 
free market. It should provide a floor price for the producer on which he can
 
base his investment decisions. With such a marketing system in place, the
 
need for subsidized inputs should disappear.
 

4. Recurrent Costs
 

The project has incurred substantial costs for construction and for
 
equipment. Additional AID financed expenditures for construction and for
 
equipment are contemplated. Maintenance of buildings and especially of
 
equipment represents a major element in expected future cost requirements.
 
Motor vehicle operating costs, including fuel, lubricants, replacement parts
 
and repair services are nearly equal to personnel costs in the total operating
 

cost budget of the project. Somewhat over half of project personnel costs are
 
now borne by the national and regional budgets of the GRM. USAID supports the
 
balance of personnel costs and all other operating costs. AID support for the
 
project isnow scheduled to end inFY 1983. It isvery doubtful that the GRM
 
could, at that time, take over the full operating costs of 0141. However, if
 
assistance to OMM is continued as part of a longer term commitment, any future
 
project agreement should provide for gradual assumption of operating
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expenses. Less important costs should be assumed first. Inascending order
 
of magnitude,these might be: office and building maintenance, salary
 
supplements and allowances, motor vehicle maintenance, contracted personnel,
 

motor vehicle operations.
 

Under conditions of proper management and effective financial control, the
 
credit program and the marketing support operations of 0MM should be
 

self-supporting.
 

In summary, while there is little possibility that the GRM could begin to
 
carry the full burden of 0MM operating costs within the near future, planning
 
should begin now for the gradual assumption by the GRM of at least some of the
 
costs.
 

5. Prospects for Private Sector Participation
 

The basic purpose of the project and its individual design elements support a
 
private enterprise, the small peasant owned and operated agricultural
 

enterprise. Moreover, the peasant sells most of his surplus to private
 
dealers, his product istransported on privately owned trucks, camels and
 
donkeys. The peasant's small cash resources are spent (after taxes) inthat
 
tiny, private commercial sector that exists in a remote area of Mali. This
 
does not represent "adequate emphasis on the role of the private sector in
 
planning, management and financing of project activities.* At the current
 
stage of project operations, the modern private sector ispretty much limited
 
to selling not very large quantities of agricultural chemical Inputs to OMM
 
for distribution to the peasants on short term credit or for cash. There
 
exists, therefore, the danger that as OMM expands and/or intensifies its
 
operations, as It attains a certain measure of success, it could become a
 
state agricultural input supply monopoly. At the moment, the basic
 
infrastructure to support a meaningful private sector intervention is not in
 
place. Roads, transport equipment, storage facilities, distribution outlets,
 
a monetized credit system, trained merchandisers, a knowledgeable,
 
discriminating clientele are all underdeveloped. The creation of these
 
necessary conditions must be part of the hoped for result from a successful
 
project carried out over a number of years. Ifwe expect these favorable
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condItions to exist, planning for the eventual private sector intervention
 

should now be included inplanning for the project's future. We would
 

suggest, in any redesign or continuation of the project, the introduction of
 

an experimental private sector activity on the supply side. It should
 

include jointly determined expected levels of demand, establishment of one or
 

more private input distribution (sales) points and at least partial
 

monetarization of the credit system.
 

On the output side, we recommend, starting now, a continuation of the efforts
 

of the GRM to establish a truly free market inbasic grains. The intervention
 

of the Government should be limited to establishing an effective support price
 

mechanism designed to protect the peasant from unscrupulous exploitation and,
 

by assuring him a market outlet at a previously established price, encouraging
 

and informing him inhis investment decisions, i.e., what to plant, when,
 

where, how much and with what inputs, and how to work his land.
 

C. Implementation of the Project
 

1. Project and Financial Management
 

In evaluating the management of Operation Mils-Mopti, we have discovered that
 

an entire section of the report had to deal with financial management. In
 

fact, while overall project management needs a thorough overall, and other
 

project elements are the subject of important recommendations, in both the
 

short and medium term, financial management reforms are the key to continued
 

support for and implementation of the project.
 

a. General Project Management
 

We found the basic design of Phase II of the project sound, appropriate to
 

the purpose and manageable. We did find that the addition to the basic
 

design of a number of ancillary activities such as grinding mills and
 

retail stores was a mistake and unduly complicated project management. We
 

found that the basic implementation plan was good. Itcalled for a full
 

time project officer, appropriate technical assistance incertain
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management tasks, including financial management, and it recommended a
 

collaborative style, later picked up in the Grant Agreement for the joint
 
development of essential implementation plans and programs. The
 
Implementation plan was never implemented.
 

Probably the single most important project management mistake was the
 
failure in 1980 to prepare an Implementation Letter No. One for the
 
project setting forth exactly the responsibilities and expected activities
 

of both parties in carrying out the project. That this essential project
 
management tool was never produced can only be ascribed to careless
 

management and inadequate supervision of an Inexperienced project officer.
 

For some time, the project lacked almost all project officer support in the
 

sense that either there was not one available or time available for this
 
project was so limited as to make effective monitoring impossible. The
 
project officer now assigned isdoing extremely well but he still needs to
 

establish his own management, monitoring and reporting system and he will
 
need guidance and help from his supervisors to do it. Vappily, the new
 
agricultural development officer isboth experienced and Interested in
 

project management.
 

Recordkeeping for the project is Inadequate. No progress reports are
 
prepared, reports of site visits, conversations, decisions taken, etc. are
 

nearly non-existent. This is,of course, symptomatic of the lack of
 

project management and monitoring system.
 

The present evaluation isbased on a very thorough scope of work and the
 
evaluation team hopes that it has responded with a thorough, complete,
 
useful and positive report. Another evaluation is scheduled to take place
 
before the Project Assistance Completion Date (PACD) of September 30, 1983.
 

Inthe area of general project management, we make two major
 
recommendations. The second one is also clearly a major programmatic
 

recommendation.
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Recommendations
 

(1)On the basis of written agenda, the project officer should meet
 
regularly with the management of OMM. Jointly prepared action work
 
lists should come out of these meetings. The project officer should
 
prepare monthly reports of site visits, actions taken, actions
 
required, negotiations and discussions, etc. He should prepare a
 
quarterly progress report to keep his own activity organized and on
 

the record and to inform his superiors, colleagues and Mission
 

management.
 

(2)The next evaluation should be scheduled for April 1983. That
 
evaluation should be carried out by a combined design and evaluation
 
team. Its task should be the preparation of a combined evaluation and
 
Project Paper, assessing the results obtained from and since this
 
evaluation, the then current status of the project and justifying
 
continued support in a Phase III provided, of course, that events and
 

conditions then so indicate.
 

b. Financial Management
 

The evaluation of Phase I first uncovered weaknesses inOMM financial
 
management. The Project Paper proposed that long-term financial technical
 
assistance be provided during the first year of project life. The project
 
grant agreement contained this provision as part of the project
 
description. The same Annex I states that proposed implementation and
 
financial plans for the project will be developed jointly, annually.
 

Despite the Phase I history, the evaluation findings, the fact that
 
financial technical assistance was not on board, and the clear intent of
 
the article cited, there was no condition precedent to initial disbursement
 
calling for a first year budget and a detailed, jointly produced financial
 
plan. The project financial plan attached to the project grant agreement
 
did not meet the need, itwas too general and its structure did not match
 

budget and reimbursement request line items. It isonly in Amendment No. 2
 
to the grant agreement that we find a condition precedent calling for a
 
1981 budget; that amendment was signed May 30, 1981, fiv, months into the
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budget year. To have produced an acceptable and useful 1981 budget on a
 
timely basis would have required a very active cooperation between OMM and
 
USAID. The "passive* monitoring style described above still prevailed,
 

however. The result was a budget approval inOctober.
 

We have found that OMM faces an immediate financial crisis. OMM has not
 
been reimbursed for any operating expenses since May 1981, because Its
 
accounting practices and procedures cannot be certified by the USAID as
 
meeting acceptable standards. There is no encumbrance system; supporting
 
documentation for expenditures is inadequate; inventory control is
 
inadequate. The Operation has assets, reimbursement requests approved or
 
in process that are in amounts sufficient to cover a year's operating costs
 
and also permit repayment of funds borrowed from the credit fund to pay
 
operating expenses in the interim since last May. Inother words, it is
 
clearly possible to put OMM on its financial feet.
 

While it is possible to produce a bare bones minimum standard in a brief
 
period, correction of the manifold problems, accumulated errors, unsound
 
practices and basic deficiencies of OMM's financial management isa long
 
term prospect. We have found major problems concerning:
 

e the preparation and use of budgets;
 

* accounting, accounting discipline, accounting procedures;
 

e 	procurement and payment for procurement;
 

e 	inventory control;
 

e reconciliation of bank accounts; and
 

e 	financial policies, periodic statments, credit accounting and financial
 
organization and personnel.
 

This tangled mass of problems has developed primarily because OMM never
 
received the promised financial technical assistance. We make two major
 

recommendations:
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Recommendation: Short Term
 

USAID should provide as rapidly as possible technical assistance for about
 

four months to put the OM financial operation ingood enough shape to meet
 
certification requirements. This should take about two months. The other
 
two months would be spent inwatching the system work its way out and in
 
preparing for the long term assistance recommended below.
 

Recommendation: Long Term
 

The long term financial advisor, so long promised, should be contacted for
 
and assigned to work with 01* inMopti as soon as possible. If feasible,
 
his assignment should overlap with that of the short term advisor
 

recommended above.
 

The technical assistance contract must be very carefully drawn. It must be
 
thoroughly discussed with, understood byand agreed to by the director
 
general of OMM. He must understand that failure to abide by its terms will
 
mean financial decertification. The contract must give the financial
 
advisor concurrent authority to approve all budget submissions to USAID,
 
all reimbursement requests, all encumbrances of USAID reimbursable funds,
 
and all expenditures thereof. During the life of the project, he will
 
certify that each reimbursement request is based on a system of
 
encumbrances, accounts and records that meet acceptable standards. The
 
contract will thus provide technical management and assistance that will
 
train by example and precept inan on-the-job cooperative experience.
 

Recommendations: Other
 

On March 15, the team, namely the financial advisor, left with the 0M4
 
director a list of nearly 40 detailed recommendations. They appear in
 

Annex II.
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2. Agricultural Research and Extension
 

The research component incorporated into the project design in both Phase I
 
and Phase IIfocused on ADlied research with three objectives:
 

@ to build confidence in the initial technology package;
 

* to modify the package elements from the experience gained in the field; and
 

e to serve as a feedback mechanism, testing and adapting infarmer's fields
 
results from ongoing work at research institutions and experimental
 
stations.
 

Implementation of the research component is progressing satisfactorily. The
 
Seno Agricultural Research Station has minimal facilities and needs upgrading,
 
but it is operational. Training is on schedule. Technical assistance has
 
been provided but a gap now exists as a result of illness. Commodities have
 
been provided. Construction has lagged.
 

We have noted that research objectives are reasonable and sound, ifsomewhat
 
ambitious. Given the likely resource availabilities, it seems desirable to
 
keep the research program sharply defined and focusing on the improvement of
 
existing farming systems.
 

Major Recommendations
 

(1)An experienced Field Trials Specialist should be immediately recruited for
 

the remaining project life.
 

(2)Construction of a modest guest-house and an office/laboratory building
 

should be started as soon as possible.
 

(3)An annual research plan should be prepared.
 

The team also looked into the research component of the vegetable production
 

activity on the Dogon Plateau. We discovered that this component of the
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project has not been implemented inany significant way. A short term
 

horticultural advisor was provided. He apparently accomplished nothing. The
 
research proposed in the Project Paper isnot adapted to the Plateau
 

conditions. The operation is marginal to O1's overall activity.
 

Recommendations
 

The Dogon Plateau research activity inmarket gardening should be dropped.
 

Phase I extension activity has continued into Phase IIwith only one major
 

change. The concept of the "pilot village' as the target of extension
 

activity has been introduced. Two pilot villages have been selected ineach
 
Secteur (Rural Development Sector or SDR) except that of Tenenkou and each of
 
these 12 villages has been assigned an agent. Normally, an agent covers six
 

or seven villages and works with a number (usually ten) of "pilot farmers."
 
The idea isto create a more rapid multiplier effect in gaining acceptance of
 
the improved practices and technology proposed by the extension service. This
 
responds to findings leained from the Phase I experience that indicated that
 

the ink blot effect on other farmers from the results obtained by the pilot
 

farmer would just take too long.
 

The Project Paper for Phase II also recognized a need for improved training of
 

extension agents, the encadreurs. The "en cascade" or trickle down method
 
(each level teaches the next lower level) resulted in training that was poor
 

at best and often almost useless. The 0MM has responded by establishing a
 
temporary training center in borrowed facilities at Bore about 135 km from OMM
 

headquarters at Sevare. The facilities are quite inadequate. The distance
 

means both inadequate supervision of training and the inability to make
 

regular use of resources available at headquarters. From independent reports
 
the team recognizes that training of agents indirect contact with the farmer
 
is probably the single most important factor that can hinder or help project
 

success. The evaluation of Phase I noted: "The majority of the lowest level
 

positions are currently staffed with contractual employees (encadreurs) who do
 

not meet the minimum requirements for the position. The solution to the
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problem isnot the expansion of numbers but rather continuous upgrading of
 
personnel through appropriate training. This,together with the improvement of
 
communication and travels should upgrade the service.0 
 The team agrees that
 

this statement is still fully valid.
 

Recommendation
 

A modest training center should be established at Sevare (OMM headquarters) to
 
provide medium term training for encadreurs (eight to nine months) and short
 
term training (four to eight weeks) for various levels of extension staff.
 
The resources of the project are already sufficient, especially Ifsuch other
 
construction as ZER staff housing iscut out. 
A s':etch of the proposed center
 
can be found inAppendix III to the section on Agricultural Research and
 
Extension.
 

3. Agricultural Credit
 

The Phase II Project Paper retained the assumption from Phase I that provision
 
of a supply source and credit to purchase supplies was essential if the farmer
 
clients of the project were to adopt and use the more modern agricultural
 
methods and inputs recommended to them by the extensionists. In fact,an
 
expansion was contemplated. Proposals regarding sales commissions and
 
interest rates were made designed to assure the financial integrity of the
 
supply/credit function. Some very ambitious goals were set and some technical
 
assistance was promised. As a matter of fact, transition from Phase I to
 
Phase II for the credit program was very smooth --nothing changed. No
 
technical assistance was provided and the head of OMM's credit program was not
 
trained. These failures are the proximate cause of a lack of a coherent
 
credit policy and lack of functional understanding of the role of credit at
 

the extension agent level.
 

The most important problem we encountered was the lack of a defined, written,
 
easily understood, consistent credit policy based on a credit strategy keyed
 
to the intent of the project. Numerous internal documents contradict each
 
other. Local agents have been properly given some flexibility on extending
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credit. They decide who gets how much, for what purpose, at what cost. The
 

evidence is that guidance in applying this flexibility has been lacking.
 
During the 1981-1982 crop season there was a clear effort to tighten up on
 

credit, especially on terms for large ticket items. Higher down payments were
 

called for as well as shorter repayment terms. On one time inputsmore sales
 
were made for cash. The intent was to roll over credit funds more rapidly.
 

The result was an increase in cash sales from 26% to 58%, but a drop of 23% in
 

total sales occurred.
 

The credit program for agricultural inouts is central to Oil's research and
 

extension effort. During interviews, farmers stated on numerous occasions
 

that they were not capable of purchasing equipment -- even when available
 
locally from private merchants -- until credit was made available to them by
 

OMM.
 

Let us define a credit strategy as defining the spectrum of borrower
 

clientele; as determining if subsidies are called for, whether in supply
 
prices or credit terms; as establishing an acceptable default rate; and as setting
 

forth a bad debt collection policy. Similarily, we can define credit policy
 

defining interest rates, terms of loans, penalties for short term
 

delinquencies, methods of collection. OMM needs all of these.
 

Major Recommendation
 

0MW should be provided as soon as possible before the 1982-83 crop year with
 

short term technical assistance to develop a credit strategy and policy.
 

4. Agricultural Marketing
 

The Phase II Project Paper recognized that the GRM grain marketing program
 
which involved OMM in support of OPAM (Agricultural Products Marketing Office)
 
put OMM in the marketing business in a way that was counterproductive to its
 

main activity, research and extension. As long as the farmer was forced to
 
sell part of his surplus output (and not always surplus) at a far-below-market
 

price, frequently at an inconvenient location, he was going to look upon the
 
agent as a tax collector, not a supportive advisor. The Project Paper avoided
 

the issue, probably inrecognition:
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e 	that this is a matter completely outside the scope of project influence,
 
being a national government policy matter;.and
 

e 	 that the matter was being dealt with more generally at the donor community 
level. 

In any case, the developments since Phase II have been highly favorable. The
 
purchase price has been steadily raised until itapproaches the free market
 
price, the compulsion element in quota setting has been reduced, more pick up
 

points have been used, and some private merchants have been licensed to
 
purchase grain during the official marketing season. During the 1981-1982
 
season, only about 5% of all grain produced in the Fifth Region will be
 
marketed through OPAM, or only about one fifth to one-quarter of the
 
marketable surplus. The atmosphere is changing and the movement is toward a
 
freer market with OPAM becoming a true price support agency. As that
 
development continues, assuming it does, OM1's operations in collaboration
 
with OPAM will become supportive of 01114's own goals to increase production and
 
improve productivity among the target farmers. For this reason, in the
 
section on marketing we make only a number of minor recommendations to help
 

the system work more smoothly. We make no major recommendation except to
 
endorse the donor efforts to keep the trend moving and we suggest some
 

statistical research that might be supportive.
 

5. Village Associations
 

The Phase I evaluation recognized, as did the resultant Project Paper, that
 
the work of the extension agents with individual *pilot" farmers was limited
 
in its effect. It could be of great help to the individual farmer, who could
 
double his output. But the impact tended to be limited to the immediate
 

beneficiary and possibly some of his immediate neighbors. The "oil stain" was
 
spreading too slowly. Consequently, itwas recormmended that a new approach,
 
the "pilot village," be tried. In such case, an agent would be assigned to
 
work with a whole village, a village selected for its receptivity to extension
 
assistance. From the pilot village, the next step would be the "village
 
association," a village self-help organization able to take on other social
 
and economic development tasks, not just receive extension help. The idea was
 
modeled after the village associations developed by the Malian Textile
 
Production Company (CMDT) among cotton farmers of the Third Region.
 

DEVVLOPMFNT ASSOCIATES, LC. 



1-19
 

There are now 12 pilot villages, selected in 1980, receiving special
 
attention. They were carefully selected as were the agents assigned to them.
 
The system seems to be working well and it appears to please the villagers.
 
However, there are over 1,400 villages in the Operation Mils Mopti area. If
 
the pilot village idea is to be effective, itmust be expanded on a regular
 

planned basis.
 

None of the 12 pilot villages has moved toward developing a village
 

association. The villages lack the means, motivation, and skills to do so.
 
Nevertheless, the creation of village associations is a direct support to the
 
extension activity, making itmore cost effective and increasing its overall
 
impact on production and income. We make two major recommendations for this
 

activity.
 

Recommendations
 

(a)Expand the pilot village activity by at least six villages per year.
 

(b)Develop a program for the creation of village associations in the pilot
 
villages. To this end, provide the technical assistance already promised
 

for this activity inthe Project Paper.
 

6. Engineering
 

The construction activity under the project consists mostly of upgrading of
 
roads and the building of relatively simple structures for warehouses, offices
 
and staff housing. The project designers apparently felt that this was a
 
relatively simple engineering program and consequently the Project Paper
 
recommended that engineering monitoring be left to the USAID engineer. They
 
apparently underestimated the complexity of the program aiid overestimated the
 
capabIlity of the USAID engineer, given other demands, effectively to monitor
 

the project's construction.
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The road activity as originally planned under Phase I covered 460 km of
 
roads. The Phase II plan reduces the goal to 307 km; of these, 246 km were
 
supposed to be built by April 1, 1982. Acutally 97 km have been built and
 
some of these are already being repaired. In other words, less than 40% of
 
the goals have been achieved. With the exception of drainage structures, work
 
isapparently to acceptable standards, but these standards are inadequately
 

documented and there is a lack of standard guidance.
 

AID's major support to the road construction program has been the purchase of
 
equipment and the payment of operating costs. Much of the equipment needs
 

overhaul or repair.
 

The building activity of Phase II has never been started since the Rural
 
Engineering (Genie Rural) of the GRM, which ischarged with producing plans
 
and specifications, has only recently submitted satisfactory designs for part
 

of the program.
 

In the meantime, i.e., since April 1980, the building demands and priorities
 

have changed. Staff housing is hard to justify, whether inSevare or at
 
secteur or ZER levels. On the other hand, a training center near Sevare is
 
badly needed. The building program proposals from Genie Rural exceed the
 
original plans in numbers of buildings, total floor space and total cost. We
 
understand that the first bid package for seven warehouses to be built at ZER
 
levels covers a very high priority in terms of project needs. We do not
 
believe, however, that either Genie Rural or OMM understand the need to work
 
within budget constraints. Genie Rural apparently designs what OMM would like
 
to see built. For this reason, we make a major recommendation in this area.
 

In our discussion of Project Management, we mention motor pool problems of
 

OfIN similar to those encountered in the Road Brigade; the recommendation
 
takes note of this.
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Recommendation:
 

A 	stateside recruited long term engineer (civil) should be assigned to the
 
project for the rest of the life of the project. He should be stationed in
 
Sevare. He should have the following tasks:
 

9 	To supervise all engineering matters relating to the program.
 

@ 	To monitor road construction, topographic work, establishment of standard
 
road cross sections and production of standard drawings for drainages,

culverts and other structures.
 

e 	To review the project building construction program to establish priority
 
needs, a construction schedule and a construction budget.
 

* To review all aspects of motor pool operations and prepare a vehicle
 
disposal, replacement, repair, maintenance and use program.
 

To recommend a spare parts policy and parts procurement and control system.
 

7. Ancillary Activities
 

There were three ancillary activities prepared in Phase II designed to
 
support, more or less indirectly, the major activities such as research,
 
extension, production, credit and roads. There were: millet grinding mills,
 
village wells and blacksmith ships. One was a failed experiment, one has been
 
an operational failure, one had achieved only a bit over one-half of its
 
target output but is still a moderate success.
 

a. Millet grinding mills were supposed to relieve village women of an onerous
 
chore and to provide OMM with a modest income from their operation.
 
Exactly one mill was placed, and twice relocated. It was a mechanical and
 
economic failure. The activity was not too well thought out in the first
 
place and was unsupported by any realistic economic or social analysis.
 
Some years in the future, when the opportunity arises and the cost of the
 
village women's daily labor justifies it,the experiment might be
 
repeated. For now, we make a minor recommendation: sell off the remaining
 

11 mills and forget this activity.
 

DEVELOPMXN, ASSOCIATES, IWC. 

/1 



1-22
 

b. The well digging program was carried over from Phase I. Itwas only
 
incidental to production; the wells were intended to be village wells
 
providing water for human and animal consumption. No hydrological survey
 
was made. Only nine wells were finally produced; four dug wells ana five
 
drilled wells. Ten dry holes were drilled. We make a minor recommendation
 
to cut out the well activity. The USAID, inrecognition of the importance
 
of wells to village well-being, might seek to involve a PVO in this
 
activity.
 

c. For Phase I and again for Phase II,itwas recognized that repair
 
facilities for plows, carts and cultivators inthe remote Fifth Region were
 
few, ill-equipped, poorly manned and far apart. During Phase I,a 
start
 
was made intraining trainers, ordering equipment, identifying prospective
 
trainees, preparing a training program, etc. Under Phase I, 22 (of a
 
planned 40) blacksmiths have been trained and, invarying degrees,
 
equipped. Obviously, the 22 vary widely intheir knowledge, skills, tools,
 
equipment and installations. They all do a great deal of work other than
 
repairs and spare parts for OM supplied agricultural equipment. After
 
all, vir.ually every agricultural tool used inthe region ishand forged
 
and/or hand made. There are some problems regarding supplies and
 
equipment; in some cases itis not suitable to the local conditions; in
 
others, it isoverpriced. Nevertheless, we can say that the blacksmith
 
training ard equipping activity has enjoyed a fair measure of success. We
 
make the following recommendation because we consider itof long range
 
importance.
 

Recommendation:
 

The training of blacksmiths should be stopped for the time being. During
 
the balance of project life, the activity should concentrate on continuing
 
support from the trainers to continually upgrade skills. The material
 
available for sale to the blacksmiths should be re-priced at fair local
 
market value, the credit mechanisms should be better developed and made
 
more national and supportive. Finally, incarrying out the pilot village
 
activity, the need for the village blacksmith should be recognized and
 
provided for. Future training of blacksmiths should be planned as part of
 

the pilot village activity.
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D. Future of the Project
 

1.Major Activities
 

The major activities of OMM are applied research, extension of a set of
 

cultivation and production practices, provision of agricultural equipment and
 
supplies, for cash or credit, and the provision of a marketing service to
 

OPA . The first two of these activities are producing very positive results
 

at the individual farmer level. Adoption of the technology being presented by
 
the extension service can and has created dramatic increases in farm income
 

and return to the farmers' labor. The extension service still touches only a
 
small percentage of farmers inthe region and the impact on production of the
 

rainfall variable. However, even a brief glance at Appendix I, Table II,of
 
the Agriculture's Research and Extension Section shows us something about the
 
project's effectiveness. Total output for the region held steady from 1980-81
 
to 1981-82. Improvements inyield and areas harvested inthe Koro and Bankass
 

sectors more than offset losses (rainfall again) inother sectors. Ascribing
 

half the increases to the project and assuming that losses could well have
 

been twice as great inMopti and Bandiagara, even at the official price the
 
project resulted infarm income at least as great as project operating and
 

investment costs. At free market prices, the project probably paid for itself
 

during the 1981-82 season several times over.
 

The marketing activity of OMM was long considered contradictory to its main
 
purpose. The changes in this system described below indicate that this is
 

increasingly less the case. In fact, dependent on developments exogenous to
 
the project, but expected to occur, the marketing activity of OMM could become
 

over the next few years a very positive support to the producer in terms of
 

income insurance or stability.
 

The basic conclusion of the evaluation team is that Operation Mils-Mopti is a
 
valuable GRM activity, contributing to two major development goals, improving
 
small farmer incomes and increasing, or at least maintaining under worse case
 

conditions, the production of food, and a basic grain e, that. It is
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consequently, as a project, highly deserving of continued financial support
 
from the Agency for International Development. Infact, itwould be hard to
 
find a better candidate --food and farmers inan extremely poor country with
 
a 	harsh and threatening environment.
 

Regrettably, the project has not been well managed and at the moment isin
 
financial crisis. Moreover, the management failures make more difficult the
 
documentation or demonstrations of project benefits. The team ismaking a
 
number of major recommendations to improve financial management, engineering
 
management, research, and extensionist training. Our single most important
 
recommendation, detailed below, isthat inthe spring of 1983 after
 
management reforms have had some impact, a design and evaluation team should
 
prepare documentation insupport of Phase III of the project, committing AID
 
to further support through about 1987 and implying a long term U.S. commitment
 
to support Malian food production for several years to come.
 

2. Ancillary Activities
 

Inaddition to research and extension on millet and sorghum, Phase I of the
 
Operation Project called for road building (amajor separate activity), well
 
digging, vegetable production research and the training and equipping of
 
village blacksmiths.
 

Despite the fact that none of these activities had progressed very far, they
 
were all continued into Phase II. Phase IIadded a village association
 
activity and a retail store experiment. Italso added a program to buy millet
 
grinding mills and set them up invarious villages to relieve village women of
 
a 	time consuming chore and to constitute a revenue source for OMM.
 

The status of the these activities isas follows:
 

* The road building accomplished isonly 40% of planned as of this date
 
despite a cut-back from the original goals.
 

e	Of 30 wells planned, four open wells have been dug and are providing

water. 
Five drilled wells found water, four are operating, one had a pump

breakdown and a replacement, second-hand pump was being assembled for
 
installation when we visited the well site (Dourou). Ten dry holes were
 
dug, one over 100 meters deep.
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* Long term technical assistance inmarket vegetable research was never
 
forthcoming; it would probably not have been very useful. The short term
 
assistance wss useless.
 

a 	Approximately half as many blacksmiths have been trained as originally

planned. They have received various levels of equipment, some equipment
 
was unsuitable, almost all of it,as well as the materials, are overpriced

for local market conditions.
 

e 	The village associations activity, which was only expected to receive some
 
short term resource support, has been changed into a 'pilot village"
 
program as part of a shift inextension activity and focus.
 

* 	No retail stores have been established.
 

@ 	One millet grinding mill has been tried in three locations. Itwas an
 
unsuccessful experiment: the mill broke down; itcould not pay its own
 
way. Eleven mills are in inventory. The OMM project director istrying

to sell them to anybody who will take them.
 

The team believes that attaching all these activities to the basic project was
 
a mistake in the first place. Itcertainly confused the project purpose and
 
added to both the general and financial management problems. We recommend
 
that no further activity be undertaken or financed under Phase IIfor wells,
 
vegetable garden research, blacksmiths, retail stores, or millet mills. No
 
further road program should be included in Phase III. The pilot village
 
concept should be continued and supported throughout the project life of Phase
 
IIand strengthened in Phase III. Moreover, the village association's concept
 

should be picked up again inPhase III, resource needs identified, and
 
resources provided to start the process of creating village associations in
 
the developing pilot villages. Since this is probably the best way to speed
 
up the extension process, it isa perfectly legitimate part of a project which
 
isconcentrating on applied research and practical extension.
 

3. Geographic Focus
 

The Operation Mils-Mopti has expanded its basic activity in two ways: where
 
ithas been active in a certain area, a cercle or arrondissement, ithas
 
intensified its activity by adding more villages thus creating new secteurs de
 
base (base sectors) and expanding development zones and rural development
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sectors. It has also expanded extensively by moving to cover more of the
 
Fifth Region. It has opened a Sector (SDR) In Tenenkou, west of the Diake
 
River; it has moved into Djenne, on the edge of the rice delta; it has moved
 
into the far northeast, around and north of Douentza. 
In terms of production
 
prospects, some of these moves seem justified. However, they seem more
 
inspired by a policy of full regional coverage than by a careful measuring of
 
increased operating cost versus increased production, productivity or even
 
increased numbers of farmers effectively served. Part of the area in
 
northeastern Fifth Region can only be reached about four months of the year.
 

The team really did not concentrate on the problem of geographic dispersion.
 
When the budget talks resume, both for the balance of the project life and for
 
any Phase III, this might be the time and forum for a full USAID/OMM
 
discussion with USAID taking the position that geographic expansion must be
 
justified by a high probability of estimated positive returns. AID funds and
 
AID/OMM management resources should not be spread out over remote areas
 
offering little prospect of economic or social benefits.
 

4. Sources of Financing
 

As of now, the GRM contribution to 0MM consists of paying the salaries of
 
permanent civil servants assigned to the project. 
Their salaries may be paid
 
from either the national budget or the regional budget. All other operating
 
expenses identified below are provided by USAID funding of the project:
 

* salaries of contract personnel;
 

@ bonuses for permanent personnel;
 

e vehicle operations, maintenance and operation of motor vehicles;
 

e rents and utilities;
 

e spare parts;
 

e office supplies;
 

* travel per diem;
 

e training costs; and
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9 technical assistance costs
 

From time to time, 0MM enjoys some cash receipts. OPAM pays for 0NM marketing
 

services, but the margin is supposed to cover costs, not generate a profit.
 

If there are any earnings, they are supposed to be earmarked for truck
 

replacement. The credit and sales program is supposed to be self-sustaining
 

including covering its own operating costs. Actually, the funds will be
 

decapitalized unless its finances are restructured. Earning some operating
 

funds from millet grinding was a quixotic notion, since abandoned. OMM is not
 

supporting the production of an exportable, reasonably valuable cash crop
 

like peanuts or cotton. Itreally cannot seek to cover a part of its
 

operating expenses by providing a service (marketing) that producers need and
 

can be expected to pay for. Leaving aside,then,those operations that can and
 

should be self-sustaining (supply, credit and marketing services to 0PMtI1,the
 

basic operations research and extension will have to be a charge on somebody's
 

budget. They are normal costs of government But they do not have to be so
 

much of a charge on a foreign donor budget. The ON should be prepared to
 

start assuming some of these costs. Infact, tht! Phase II Project Paper said
 

that the GRM would assume project operating costs by the last year of the
 

project, i.e., 1983. The GRM is going through a financial crisis. Its budget
 

cannot take on any new loads just now. However, planning for the gradual
 

shift of costs to the GRM should begin with the next phase. We suggest that
 

vehicle maintenance, repair, operations and, as needed, replacement are
 

foreign exchange costs appropriate for external financing. The costs of
 
technical assistance should be a grant financed at Mali's level of
 

development. This isalso probably true of both internal and external
 
training costs. However, the GRM should very soon start fundin% other
 

operating costs, utilities, supplies, rents and, by the end of Phase III, take
 

over full time employee bonuses and finally contractual employees' salaries.
 

The latter should, of course, be phased out and replaced with more fully
 

qualified permanent employees.
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Recommendation:
 

The financial plan for Phase III should relieve AID of responsibility for all
 
but what might be called "donor appropriatem operating costs. This definition
 
should be consistent with our understandings with other donors.
 

5. Life of Project
 

The current Phase II Project has a Project Assistance Completion Date of
 
September 30, 1983. This date can be extended by mutual agreement. If,as we
 
recommend below, a design and evaluation team can start work inabout April
 
1983, itcould be possible to approve a Phase III Inadvance of the PACD and
 
consequently avoid an extension of that date. Ifthat does not take place,
 
any extension must be conditional upon the acceptance by the GRM of certain
 
changes we would expect to see inPhase III. Assuming AID continued support
 
through Phase III of four years, the association of AID with this project will
 
have extended over 14 years, PL 480 financing for about three years prior to
 
1976, four years of Phase I from 1976 to 1980, three years of Phase IIfrom
 
1980 to 1983, and four years of Phase IVreaching into 1987. Association with
 
and support for the project will probably continue for several more years,
 
although we would hope at greatly reduced level of cost to AID. Some may
 
deplore such a long term association with a project. Why not finish up and
 
get out? This isa naive view of the problems of development. Equally naive
 
isthe view that a donor should make very long-term commitments, up to 20
 
years. The beauty of financing support to an ongoing project inphases and
 
increments isthat itforces designers, evaluators and implementers to stop
 
periodically and ask themselves: "Where were we, where are we, and where are
 
we trying to go?"
 

The team makes no recommendation as to future life of the project. That
 
decision should be deferred for about one year.
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6. Implementation Problems
 

The team has recommended immediate short term financial management assistance
 
to get OHM out of its present financial hole. We have recommended long term
 

assistance In financial management, engineering, agronomic research and medium
 

term assistance inextension training. We clearly envisage a contract team of
 

management and technical assistance. The conditions we have found and that we
 

seek to correct have been developing for a long time, nearly ten years. They
 

will not be cured between now and the end of the Phase II project.
 

Recormnendation:
 

Any Phase III Project Grant Agreement must provide for the continued presence
 

of a contract management and technical assistance team with real management
 

authority (shared with the OMM Director General) over AID financed inputs to
 

the project.
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II. SUNARY OF MAJOR RECOIENDATIONS
 

All the many recommendations contained in this report can be summarized in three
 

overall recommendations under three major headings:
 

* Program and Policy;
 
* Implementation; and
 
e Project Future.
 

A. Program and Policy Recommendation
 

The Opcration Mils-Mopti project should be continued as an applied research and
 

extension project inthe Fifth Region through the current planned life of the
 

project and probably thereafter in a Phase III.
 

The current road building program can continue through the Project Assistance
 

Completion Date. It should receive no further support thereafter other than the
 

turnover of used project equipment.
 

All other ancillary activities except village associations should be dropped from
 

the project, i.e., wells, retail stores, blacksmith shops, etc. This does not by
 

any means exclude the possibility of attention to such needs or activities on the
 
part of the USAID. To bring to the attention of PVOs the potential usefulness of
 

a village well program or a self-help, labor intensive road repair project is
 

both appropriate and highly recommendable. Itmight even be appropriate to
 

support such PVO activity with a participatory grant. But this should not be an
 

activity attached to this project and should not be a responsibility of the OMM
 

project officer. Working with PVOs on project development and implementation
 

might be considered as one of the responsibilities appropriately assigned to the
 

program office, the project design office or to the deputy director.
 

The village association activity should continue as a part of the extension
 

activity which now deals with "pilot" villages.
 

Additional resources should be applied through and in conjunction with the
 

agricultural extension activity to prepare villagers to assume greater
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responsibility for their own ectal and economic development. 
The supply/credit
 
tctivity should receive special attention during the balance of Phase II. The
 
short term credit advisor should be a member of the team of longer term advisors
 
in financial management, engineering and agronomy.
 

B. Implementation Actions
 

We are recommending two areas of action to improve management performance. We
 
propose technical assistance to Operation Mils-Mopti and we propose changes in
 
monitoring methods inthe USAID.
 

The Operation has problems of an implementation nature in financial management,
 
engineering, agronomy, extension agent training and credit management. 
A
 
contract team should be recruited and established inSevare. Itshould consist
 
of a financial management advisor with general management experience who should
 

also be team leader.
 

An engineer should be included to help manage road construction, facilities
 
construction and equipment maintenance, use and repair. The agronomist, also
 
long term, should have experience inresearch station operations and be able to
 
advise the OMM Seno Research Station manager on operational problems including
 
research program planning, budgeting, costs, inputs required, etc. The credit
 
advisor, medium term, should be with the team from the beginning of its
 
assignment. The training advisor's arrival could be delayed until the physical
 
facility is almost ready. 
The team must be assured adequate support including
 
vehicles. It is essential that *the technical assistance be provided in the
 
context of a management team, not an uncoordinated bundle of individual
 

assistance efforts.
 

The project officer should be freed as much as possible from other
 
responsibilities and should concentrate on this project. There is not time now
 
to reconstruct the project history; this evaluation will have to suffice. 
He
 
should start immediately keeping a project record. His regular visits to the
 
project area must be documented before, during and after such visits. He must
 

make regular written reports to his supervisors. He should prepare a quarterly
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progress report for Mission management. This report should show financial,
 

physical, and execution progress. It should report action taken. It should
 

alert managment to upcoming problems on critical events. Itshould propose
 

actions.
 

C. Future of the Project
 

This is the team's basic recommendation. It isalso an act of faith. We
 
believe, and recommend that the Operation Mils-Mopti Project, Phase II should be
 
continued through its current PACD of September 30, 1983. The project's
 
research, extension, credit, village association and road building activities
 
should receive continuing financing through that date. The project seems
 
extremely well suited to the kind of AID program that isappropriate to U.S.
 
Interests and objectives inMali. Therefore, a Phase III of the project should
 
be considered, hence recognizing a continuing long term AID commitment to food
 

production inMali. However, that is our current opinion. We have just
 

completed an evaluation that leads us to this conclusion. We have yet to see the
 
results of the evaluation on the carrying out of any of our recommendations.
 
Therefore, there should be inApril 1983, one year after this evaluation, six
 
months before the PACD, a combined design and evaluation intended to produce a
 
justification for Phase III strong enough to leave little doubt as to the wisdom
 
and feasibility of carrying on with the Operation Mils-Mopti program of research
 
and extension in support of food production and small farmer income and
 

well-being.
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III. PROJECT MANAGEMENT
 

A. Project Design
 

The Project Paper
 

The Project Paper for Operation Mils-Mopti, Phase IIwas submitted to AID/W in
 
July 1979. The drafters of this paper had the benefit of an evaluation of Phase
 
I prepared in February 1979, as well as several years of experience in seeing the
 
project being carried out and observing its implementation successes and failures.
 

The evaluation had made several recomendations for changes in project design and
 
management. It had endorsed the basic concept, however, with its emphasis on
 
adaptive research, extension services to the farmer and production and
 
productivity in support of farmer income. The Project Paper took the
 
recommendations into account and consequently the PP made a number of specific
 
statements regarding the new emphasis inthe project, the changes inactivities,
 

the additional implementation support.
 

An important change was made inthe Project Purpose. Recognizing that the GRM
 
compulsory marketing system had been counter-productive, the purpose of
 
'increased commercialization" was deleted. This tighter definition of project
 
purpose was clearly an improvement. It ignored, however, the fact that OMM was
 
still heavily involved in marketing on OPAM's behalf as well as the fact that
 
increasing the outputs of subsistence farmers is only possible, useful and
 
important when those farmers have a market outlet for their increased production.
 

The evaluation noted and the Phase II proposal picked up the need to strengthen
 
OMM's economic and statistical capacity. The problem isthat moving from
 
anecdotal evidence to statistical certainty is almost impossible when dealing
 
with a subsistence crop dependent on a non-controlled variable, rainfall.
 

The evaluation pointed out the need for stronger project supervision at the
 
USAID. The Project Paper reported that a full time project officer position had
 
been inexistence for two years. It failed to note that the position had never
 

been filled.
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The evaluation had pointed to OMM deficiencies infinancial management. The
 
Project Paper proposed that twelve months' technical assistance infinancial
 
management be provided during the first year of the new Phase I. The Project
 
Paper was equally responsive to other recommendations such as changed training
 

methods and the promotion of village associations.
 

The planners of Phase II,despite the evidence from Phase I that showed ancillary
 
activity lagging badly, not only continued such activities as blacksmith training
 
and well digging, they sought to add millet grinding mills, community development
 
projects and retail stores. 0MM - Phase II planning did not narrow the project
 
focus; itexpanded it.
 

The evaluation had already indicated that the project had over-ambitious goals.
 
The new project design compounded this error. The clearest indicator of this
 
over-optimism is found in the logical framework. On the purpose line, a 50%
 
yield increase among 20,000 farmers is expected to reach 10,000 farm families per
 
year. The area had just suffered the worst drought incenturies. Crop
 
production isdependent on rainfall, yet rainfall isnot even mentioned among the
 
assumptions. The output columns lists 20 verifiable output indicators in very
 
precise quantification. The relationship to planned input isremote. It is hard
 
to say now if this overestimation of project achievements was needed to gain
 
AID/W approval of the project. If that was the case, it ismost unfortunate that
 
after making such promises, the USAID Mission failed to provide management follow
 
up to its ambitious planning. Equally, AID/W failed to provide the personnel
 
support or the promised technical assistance that might have made output
 
achievement somewhat more possible or probable.
 

The plan for management/implementation of the project was sound. The fact that
 
the "full-time" project officer position had never been filled was passed over.
 
However, the need for financial management assistance was recognized and
 
promised. A good engineering plan recognized the need for collaboration in
 
developing plans, specifications and contracting. The procurement plan was
 
sketchy but had all the essential elements, including how procurement
 
responsibility might be exercised by USAID. The necessary waivers were
 
prepared. A PERT had been prepared and the PERT Chart Index provided a time
 

phased implementation plan.
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In summary, at the end of the planning stage inDecember 1979, AID had a fairly
 
well designed project based on an operation which had had modest success, been
 
evaluated and had its major failings corrected or at least noted. The project
 
was over-complicated and its immediate objections were over-ambitious.
 
Over-optimism and positive thinking are far better than the reverse. 
Project
 
implementation was not to be as good as project concept.
 

B. Project Implementation
 

1. The Project Grant Agreement
 

The Project Grant Agreement was signed on April 28, 1980. This PGA was fairly
 
standard. It provided for incremental funding, contained a detailed project
 
description inAnnex I and a condition precedent concerning submission of
 
contracts for USAID approval prior to expenditure of funds for construction.
 
Section V of Annex I called for jointly developed financial and implementation
 

plans.
 

There was a financial plan attached to Annex I of the PGA. This plan made no
 
specific reference to operating costs although itdid refer to commodities,
 
salaries, primes, and maintenance which could probably be stretched to include
 
most all elements of operating costs. The Second Amendment to the PGA, which
 
added $615,000 in incremental funding, also added a condition precedent
 
calling for submission to and approval by AID of a detailed budgeting plan for
 
calendar year 1981. The condition precedent was made retroactively effective
 
to the first of the calendar year 1981.
 

All in all, the Project Grant Agreement was an effective document. Itclearly
 
needed fl~'shing out with Implementation Letters and jointly produced
 
implementation, procurement and financial plans. The basic management
 
document was inplace. However, neither Operation Mils-Mopti nor the USAID
 

paid much attention to it.
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2. Project Implementation Letters
 

It has long been a practice inAID to use Project Implementation Letters
 
(PILs) to fill inthe specifics of project description and project
 
management. Respective responsibilities are deliberately left general in the
 
loan or grant agreement. Ideally, the first and most important of these PILs
 
(Implementation Letter One) is drafted, negotiated and mutually understood
 
before the project agreement is signed. Generally, it is issued imediately
 
after signature of the PGA. It is usually a long, detailed, even cumbersome
 
document detailing precisely the actions which the borrower/grantee is
 
expected to take inorder to receive funding, make purchases, provide reports,
 
etc. The various forms and formats of implementation action documents are
 
usually attached. PIL No. 1 has long been considered for day-to-day
 
management even more important than the PGA. No such PIL was ever prepared or
 
provided to OMM. Failure to provide detailed and mutually acceptable
 

instructions to a grantee can only be ascribed to inexperienced project
 

management, inadequately supervised.
 

On April 23, 1981, nearly a year after the PGA was signed, a brief PIL No. 1
 
was sent to the Ministry of Agriculture asking for monthly reimbursement
 
requests by budget line items with supporting documentation. No copy was sent
 
to OM. Over the next year, nine more PILs were to be sent out. Their
 
contents are described in the section on Financial Management below. Suffice
 
it to say here that these documents were more expressions of frustrations at
 
the unwillingness or inability a OMM to meet financial standards than they
 

were effective tools of project implementation.
 

C. Project Organization
 

1. Organization of OMM
 

The Operation Mils-Mopti (OMM) isa semi-autonomous regional entity, depending
 
from the Ministry of Agriculture, and like similar operations devoted to the
 
production and productivity of a specific crop or crops, in this case millet
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and sorghum. In as much as OHM involves itself with other crops, vegetables
 

and peanuts for example, and in as much as it is concerned with community
 

development, wells, roads, mills and blacksmiths, itresembles an integrated,
 

regional, rural development project. Nevertheless, most of 0fm activity is
 

devoted to research, extension, credit and marketing of millet, the principal
 

crop of the Fifth Region. (Inthe delta between the Bani and Niger Rivers,
 

the principal crop isrice. Here Operation Riz Mopti is active with similar
 

programs for rice farmers with World Bank support.)
 

OMM ismanaged by a Director General. He is assisted by a Deputy Director and
 

six Division Chiefs. Among the Division Chiefs there is no clear division
 

between staff and line functions, but ingeneral it can be said that the
 

Extension Division is the most important Line Division since it controls the
 

field personnel in virtually all their operations. Other Divisions include:
 

the Finance Division, under which falls credit operations; an Economics and
 

Statistics Division; an Administration Division, mostly concerned with
 

personnel but also handling minor procurement and correspondence and records;
 

a Training Division, concerned with external and internal training; an
 

Alphabetization Division, under separate financing and with its own field
 

personnel; and finally a Division for Other Activities which is charged with
 

following up on road construction, wells, vegetable production, community
 

development and rural health.
 

Among field personnel, those in direct contact with the peasants are the 252
 

encadreurs/moniteurs, called Chefs de Secteurs de Base or Base Section
 

Chiefs. Each base chief handles about six villages. He isresponsible to a
 

Chef de ZER or Chief of a Rural Development Zone. Each zone generally
 

consists of about seven base sections. Above the Zone isthe Rural
 

Development Sector (SDR), each with about seven zones (one sector has but
 

three subordinate zones, two have eight). (The sector isat the same level as
 

the administrative cercle, the zone corresponds to an arrondisement.) Most
 

zones and all sections are one man operations; only at sector level do staff
 

personnel appear in the form of secretaries, bookkeepers, credit agents,
 

DEVELOPMENT ASSOCIATES, LqC. 



111-6
 

training specialist, etc. As can be seen, the structure is pyramidal with the
 
top being the Extension Division at Sevare/Mopti whose chief reports to the
 

Director General. Itseems to work reasonably well as an organization. It
 

can and does get extension recommendations down to the lowest level. There is
 

a communications problem, however.
 

The Director General holds a monthly meeting with his seven sector chiefs and
 
his Division chiefs to discuss progress, problems and plans. Out of this
 

meeting comes a proces-verbale of decisions taken and plans made which is
 

distributed to other operations, the Ministry of Agriculture, the governor of
 
the Fifth Region and all participants inthe meeting. A monthly report is
 
also prepared (by the Administrative Division Chief) which gets similar
 

distribution. After the meeting, the sector chiefs go back and advise their
 

ZER chiefs of the results and decisions; the ZER chiefs pass on information to
 
the chefs de base who presumably take all this into account when working with
 
the individual farmer or the 'pilot village." Obviously, this system can get
 

information, with some loss of precision, from top to bottom using the weight
 
of authority. There is little assurance of any effective feedback. It is
 
with an understanding of this communications problem that certain
 

recommendations as to extension training and training facilities are made in
 

that part of our evaluation.
 

2. USAID Support Organization
 

The United States AID Mission to Mali isorganized along traditional lines;
 

project officers report to section chiefs and office chiefs. They all meet
 
with the Mission Director and his staff on a regular basis. These meetings
 

are intended to keep the Mission Director informed, to identify problems and
 

seek problem solutions. They are based on written problems and seek problem
 
solutions. They are based on written agenda but not on written periodic
 

reports. They normally do not produce a written record of decisions or
 

written guidance for project management or supervision.
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Administrative support to the operating divisions of the Mission seem good.
 

After some previous difficulties, probably personality related, the services
 
provided under a Joint Administration Agreement are reported as very
 

satisfactory except in the area of motor vehicle maintenance.
 

AID/Washington support has been dismal. Technical assistance has not been
 

forthcoming; there have been long gaps in filling positions; inone case,
 

inappropriate procurement was forced upon the Mission. AID/W seems to make
 

little effort to see or understand the problems of the Mission, especially
 

those related to the simple fact that Mali is an LDC.
 

Controller support for the project has been mixed. Until recently, a most
 
important management control, the periodic financial and pipeline report, was
 
not prepared. Until the newly appointed project officer found a number of
 

deficiencies inreimbursement requests, they seemed to have received rather
 
perfunctory review. This changed early in 1981 as Controller office personnel
 

made three trips to Sevare in support of the project officer attempting to
 
first identify accounting problems and then seek solutions. A draft report
 

was prepared in April. It recommended the provision of immediate financial
 

technical assistance min correcting the financial system.* Since April 1981,
 

the Controller's office has continued to support the Project Officer in his
 

efforts to improve OMM financial management. The Controller's office has been
 
understaffed during most of this time. The failure by AID/W to provide timely
 
financial management technical assistance remains the key factor.
 

Project officer support for the project was for some time poor to
 

non-existent. The promised full time project officer position was never
 
filled. The name of a project "manager" appears in the Phase II Project
 

Paper. This person actually was assigned a much wider range of
 
responsibility, but he had time for only brief irregular and widely scattered
 

site visits. He had no opportunity, nor was he called upon, to prepare
 

project reports. Monitoring was limited to passing on reimbursement requests
 

after cursory review. In 1981, a new project officer, with some previous IDI
 

acquaintance with the project, took over. He has made relatively frequent
 

site visits; he was on each of the controller's review visits; he recognized
 

early the financial management problems. He has tried to correct deficiencies
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with the limited resources at his command. 
 He isstill not the "full-time"
 
project officer originally contemplated as he has other demanding
 
responsibilities including a project even more distant from Bamako.
 
Nevertheless, he is tenacious, conscientious, intelligent and trained In
 
management. 
The project now has a project officer; we will recommend below
 
how he might best organize his responsibility.
 

3. OMM/USAID Relationships
 

Relationships between OMM and the USAID are going through a crisis that
 
parallels the financial crisis discussed below. 
For all of the period when
 
the project was financed by PL 480 funds and for all of Phase I, the USAID was
 
for OMM merely a source of funding. There were occasional site visits but
 
they tended to be ceremonial. Neither the 1979 evaluation nor the 1980 PGA
 
sent any signal that things were going to change. The financial crisis of
 
1981 was perceived very differently by each side. USAID felt that OHM was not
 
living up to its contractual agreements, which was clearly spelled out in the
 
PGA. OMM felt that USAID was unilaterally changing rules, especially as the
 
belated PILs began to appear. As the crisis got worse and as the USAID was
 
forced to cut off funding by the Inability to certify accounting,
 
relationships seem to have gotten surprisingly better. 
At the moment, there
 
is reason to believe that once the critical situation isresolved a sounder,
 
more effective and truly collaborative relationship can be established. This
 
was evidenced by the full and friendly cooperation from OHM in this evaluation.
 

4. Reporting and Recordkeeping
 

Reporting and recordkeeping on the part of the USAID is inadequate. Site
 
visits for specific actions (review of finances, for example) may result in
 
specific action documents but other visits may not be recorded at all. 
 No
 
monthly project reports are prepared. The project officer reports orally to
 
his supervisor and through him to Mission Management. We could find no record
 
of these oral communications.
 

The program office maintains a documentation center of basic central files and
 
documents. 
We found a very complete set of basic documents for both Phase I
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and Phase II. Cable traffic isfiled and easily accessible by subject. There
 

are occasional memoranda and some letters, although sometimes only one side of
 

an exchange. From these files there is a very good skeleton history of the
 

project: when itwas proposed, authorized, agreed upon, and when PIL's were
 

made. But there are virtually no background data. We know that a PIL was
 

sent, where and what it says. We don't know why. The lack of normal periodic
 

and monitoring reporting at the project officer level leaves us uninformed,
 

and at times distressed.
 

D. Project Execution
 

1. Procurement
 

Procurement iscarried out by OMM for office and operating supplies, vehicle
 

spare parts (large lots and piecemeal), items and equipment considered
 

off-the-shelf and costing less than $2,500 equivalent, agricultural equipment
 

and supplies and motor bikes. USAID, on OFM's behalf, procures or has
 

procured larger items of equipment including furniture and vehicles.
 

Procurement isdifficult inand for Mali. Selection is limited, after-sales
 

service is poor, spare parts inventories are often both meagre and
 

irrational. Procurement lead times on U.S. source items are very long. For
 

these reasons there is a need for a procurement plan. Before the beginning of
 

each budget year, the project officer, the OMM director general, and
 

representatives of the controller's office and management office (Procurement)
 

should get together to prepare the annual procurement plan. Procurement
 

responsibilities should be assigned, necessary documentation prepared and
 

procurement action started.
 

Since the procurement and use of vehicle spare parts seem critical at this
 

time, there should be an early meeting of this "procurement committee" to
 

establish a spare parts policy. There ismuch to be said for a policy of
 

keeping pressure on the local equipment or vehicle to maintain an adequate
 

spare parts inventory. But this should be measured off against project
 

progress and cost alternatives.
 

An AID/W failure to understand and support the USAID in a major procurement is
 

discussed below.
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OMM should re-organize its procurement function, centralize itand give it
 
control of all purchases and all deliveries to the warehouse door. The
 
receipt, storage, allocation, issue and distribution of items purchased is a
 
supply function. As discussed below, all these operations are closely linked
 
to financial management but they should be independent of it.
 

2.Transport 

The transport function at OMM is handled by a vehicle park which is described
 
inthe Motor Transport List at the end of this-section. Excluding trucks,
 
cars and other vehicles assigned to the Road Brigade, OMM has 24 vehicles of
 
mixed makes and models for the transport of people and some light transport of
 
supplies and equipment. It also has nine heavy trucks intended for use in the
 
grain marketing program. Two HINO KB ten ton trucks with diesel engines are
 
ingood condition. Of the seven ten ton (gasoline engines) International
 
Harvester trucks, three are running, four are down. 
Since these trucks are
 
considered uneconomical to operate, there seems little urgency in getting them
 
repaired.
 

Of the 24 other general purpose vehicles, seven are down for repairs, six of
 
them International Harvester Scouts, one a Toyota Land Cruiser. 
Two gasoline
 
Scouts and one diesel Scout are operating. This situation apparently resulted
 
from USAID's efforts to standardize project vehicles with International
 
Harvester, failure of the dealer to maintain adequate spare parts inventory,
 
inadequate maintenance and poor driving habits, and finally a decision by
 
AID/W to accept, during a strike, International Harvester vehicles that did
 
not fully meet the specifications prepared by the Mission.
 

Recommendation:
 

USAID, OMM and the contract engineer should review all aspects of motor pool
 
operations and make appropriate changes in driver and mechanic training, fleet
 
composition, control of usage, spare parts, etc.
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3. Personnel
 

The personnel structure of OMM is described fully under the discussion of the
 
extension service. We only note here that OHM 
does not have full control of
 
its personnel. Each year a number of monitors graduate from training or are
 
appointed after practical experience and written examination. The various
 
operations and agricultural entities bid on this personnel pool. If it istoo
 
large, the operations may have to accept superfluous personnel. While
 
salaries are paid from the national or regional budgets, extra personnel do
 
affect operating costs. 
We were advised that this year, with a total on-board
 
strength of 477, 0MM was asking for no more monitors and seeking to freeze its
 
personnel level.
 

Recommendation:
 

USAID and OMM should study the relationships between personnel ceilings and
 
operating costs. We currently pay personnel and operating costs for contract
 
personnel (ancadreurs); we pay operating costs for moniteurs. 
The composition
 
of the personnel force within the ceiling affects total costs from USAID.
 

E. Project Monitoring and Evaluation
 

1. The Project Officer
 

For most of the project's life, Phase I and Phase II,there has not been a
 
project officer. As previously noted Itwas expected that a project officer
 
would be assigned to OMM full time. That never happened. Until about early
 
1981 there was usually someone assigned who had manifold other duties,
 
Including duties of higher priority. This was a result of (a)a consistent
 
failure of AID/W to provide adequate personnel support and (b)a failure at
 
the Mission level to understand the principles of monitoring.
 

At no time since itbecame a Mission has this Mission had a full-time on board
 
staff; itprobably never will. At any given moment absences due to health,
 
leave, essential TDY, etc. are bound to be large. But slowness in filling
 
vacancies isa major problem. 
When there Is no overlap and when essential
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positions such as the controller or the chief of the Agricultural Development
 

Office are left vacant for six months at a time, the effects are felt down
 

through all the projects where project officers do not receive adequate
 

guidance, supervision or assistance.
 

The present project officer has been inthe position for just over a year. He
 
had worked on the project as an IDI before that. He has had formal advanced
 

education inmanagement, a rare case. He is tenacious, conscientious,
 

dedicated, and intelligent. He has received no training or guidance in
 

project management and has had to learn on the job. Moreover, he took over a
 
project which had been inadequately monitored. Until about a year ago, the
 
Bamako Mission operated under a management style that might be called
 

passive. Grantees were advised to submit requests for reimbursements,
 

technical assistance or procurement and the Mission would react. There seems
 

to have been no joint, collaborative effort to prepare annual budgets,
 

construction plans, training programs, technical assistance schedules and all
 

other plans and programs essential to project execution. For this project, at
 

least, there was no system of periodic reporting and there still is not.
 

The new project officer has spent most of his time trying to bring some
 

management order to the project. As shown in the section, Financial
 

Management, he was beginning to make considerable progress with a lot of help
 
from the controller's office. However, he had not progressed to the point
 

where the financial and accounting systems of OMM could be certified as
 
meeting acceptable standards. Hence, the project has received no funding
 

since last summer: reimbursement checks are being held until standards are met.
 

The project officer has had little opportunity to attack some of the other
 
management proble;ns in such areas as construction, technical assistance,
 
procurement planning, etc. He has not had the resources to work with either
 
in the form of onboard technical assistance or mission supervision and help.
 

Assuming that the current financial crisis can be overcome, we recommend a
 
program for monitoring by the project officer that represents to us a change
 

Inpast Mission practice, especially in the establishment of a written history
 

of project implementation.
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Recommendation:
 

The project officer should meet inMopti with the management of OMM on a
 

monthly basis. These meetings should probably last at least five working
 

days. They should be regularly scheduled and the schedule adhered to. Prior
 

to the meeting, the project officer should prepare a written agenda for the
 

meeting setting forth what he intends to discuss, what he intends to achieve
 

and what problems he expects to encounter. He should review the agenda with
 

his supervisors. At the end of his site visit, he and the 0MM Director General
 

should prepare work lists of actions to be taken during the coming month.
 

Upon his return, he should prepare a trip report that discusses what he did,
 

saw, recommended, reported, negotiated, etc. His trip report, with agenda and
 

work lists attached, becomes part of the permanent progress file. These are
 

used to prepare a quarterly progress report. Copies are circulated to his
 

supervisors and support officers such as program, management and controller.
 

The quarterly progress report becomes the basic information document for
 

Mission Management as well as the information source for AID/W Backstopping.
 

Recommendation:
 

As one early priority, the project officer should pull out of the
 

recommendations inthis report all those that call for collaborative action
 

with OMM and set up a schedule for taking those actions. This schedule should
 

be agreed upon within USAID and with OMM, reduced to writing, given a
 

time-phased critical event format and used as a basic tool for the monitoring
 

of this project over the next six to twelve months.
 

2. Other USAID Entities
 

There are three major entities within the USAID which impinge directly and
 

importantly on the work of the project officer and the monitoring of the
 

project. They are the controller, the management office, principally
 

procurement, and the program office. Support to this project from the
 

controller's office has been extensive and effective, it should have been
 

called for earlier. The controller/project officer relationship should be
 

very close and should be carefully worked out at the time PIL No. One is
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issued for a new or newly financed project. Backstopping from the procurement
 
office seems good although the frustrations arising from long supply lines and
 
indifferent backstopping from the U.S. occasionally create frictions. The
 
project officers interviewed inBamako, including the one assigned to this
 
project, believe that the program office puts too heavy a 
demand on them for
 
information that the office should already have. 
We make no recommendation;
 
we only note that a 
regular set of timely reports might make itpossible for
 
the program office to meet its planning responsibilities more easily without
 
the need to keep seeking data from the project officer.
 

3. Periodic Reporting
 

With the exception of a controller's report recently initiated that covers
 
obligations, sub-obligations, expenditures and pipeline on a project and line
 
item basis, there is no system of periodic project reporting in the Mission,
 
even for internal use. When crises arise, one may or may not find a
 
memorandum inthe file laying out the problem. In discussions with OMM and
 
USAID officials, we have heard varying accounts of conversations and events;
 
there have been no memoranda of conversations to refer to. Letters of
 
implementation are issued, the file is silent on what created the need at that
 
time for that letter. Phase I of the OMM project has two Project Agreements,
 
the first incremental tranche of funding was provided by a second Project
 
Grant Agreement rather than by the normal amendment. There is no explanation
 
in the file. Infact, the very existence of the first Agreement was not made
 
known to the evaluation team; we stumbled upon it by accident during a basic
 
document review.
 

A system of periodic reporting parallels the issuance of action documents; it
 
explains them and clarifies the circumstances surrounding them. Periodic
 
reporting completes the project history. 
In the absence of complete project
 
history, there can be no effective future project or program planning. We
 
have recommended a specific form of periodic reporting for this project based
 
on regular site visits, agenda, action lists and trip reports supporting a
 
quarterly progress report.
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Recommendation:
 

The USAID Mission should seriously consider adopting a system of periodic
 
progress reporting. The system might be adapted from the system proposed
 

above for this project.
 

4. Executive Supervision
 

The project officer works in an agricultural development office which is
 
divided into two sections, crops and livestock. His immediate supervisor is
 
the crops section assistant agricultural development officer. Above his
 
immediate supervisor is the agricultural development officer and above him,
 
the deputy director and director. This should provide adequate supervision
 
and guidance. Unfortunately, the various positions have often been left
 
vacant for long periods.
 

The mission director meets with each of the two sections once a week. The
 
meeting isbased on a written agenda prepared by the ADO. It tends to be a
 
list of problems and upcoming actions. The action officer is indicated. The
 
meeting and the agenda serve several purposes. They inform the mission
 
director of project status, they identify problems, they develop solutions,
 
they make action assignments, and they indicate the time pressures and
 
constraints within which actions must be taken. These meetings are usually
 
attended by the deputy director, a representative of the program officer and
 
someone from the controller's office. At the meeting, the mission director
 
makes notes either on the agenda sheet or on a separate sheet later attached.
 
He keeps these notes as a chronological record of events and action
 

assignments.
 

This meeting isclearly the most important management tool used inexecutive
 
supervision of project monitoring. The Mission Director has noted that its
 
effectiveness might be strengthened ifthe meetings were linked to the
 
production of some sort of periodic project progress report and the design of
 
such a report is in the works. We would like to make a suggestion in this
 
regard. Ifa periodic reporting system is linked to the management review
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meeting, itmight well be possible to cut down on the frequency of meetings.
 
A possibility might be a monthly "trouble-shooting" meeting with a simple
 
actions taken/problems/actions required report sheet and a quarterly progress
 
report meeting. The mission could then begin to produce the sort of project
 
histories itnow lacks.
 

5. Evaluation
 

This is a mid-term evaluation as called for inthe Project Paper and the
 
Project Grant Agreement. It is a little late,.but the project is running a
 
little late; in fact, we are just about two years into Phase II
as these words
 
are written. The scope of work for the evaluation is very thorough, asking
 
questions to which no answers can be given, but at least eliciting suggestions
 
as to where answers might be found. It also asks questions to which answers
 
are known but for which confirmation is sought. The evaluation itself comes
 
at an opportune time. The project has suffered growing management
 
difficulties especially financial management; it is in the midst of a
 
financial crisis. A number of the activities attached to the project need
 
reassessment; should they be continued? Finally, ifthis project, in its
 
basic elements, is a strong candidate for continued AID support, then now is
 
the time to start the planning process for an improved project, cutting away
 
the unneeded, emphasizing the proven effective and correcting mistakes,
 

whether in concept or execution.
 

Another evaluation is called for at the end of the project. We believe this
 
should be combined with the development of and justification for Phase III of
 
the project. About twelve months from now many of the results of this
 
evaluation will be known. We will know if the financial crisis is overcome.
 
We will see what management changes have occurred. The research and extension
 
recommendations should be being followed. Training programs and technical
 
assistance should be having their impacts.
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Recomendation:
 

In about April 1982 a combined Evaluation and Design Team should meet in
 

Bamako for about eight weeks. Itshould consist of USAID, AID/W and
 

consultant personnel (about six). Building on this present evaluation it
 

should prepare an updated Evaluation and Project Paper combined. This
 

document should be presentec to AID/Washington to justify Third Phase
 

financing. Such a combined Evaluation and Project Paper, prepared as a unit,
 

should do a better job of assessing project benefits, resolving programatic
 

issues, justifying the commitment of resources, integrating the project into a
 
country program, establishing an implementation process rather than a Project
 

Paper alone, or even a PP supported by an earlier and/or separate evaluation.
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IV.FINANCIAL MANAGEMENT
 

A. Background and Funding
 

PL 480 OMM Support
 

Operation Mils-Mopti (0MM) was established in Region Five of Mali by Decree No.
 

62/PG-RM dated 26 May 1972. Funding was provided inpart by the Government of
 

Mali (GRM) and in part from the proceeds of sales of foods supplied by the United
 

States under Public Law 480 (PL 480) -- Title II. Three-year financing from PL
 

480 counterpart funds were provided in annual installments to carry OMM through
 

October 1975.
 

OMM Project, Phase I
 

From this beginning, Phase I of the current 0M Project was developed and the
 

Project Grant Agreement (PGA) was signed on 29 June 1976. U.S. funds then
 

committed were $2.189 million. An additional $1.6 million was obligated by a PGA
 

of 13 May 1977. Estimated life of project was five years, U.S. funds to be
 

appropriated were estimated at $8.875 million. In three years, $6.288 million
 

was actually obligated, at which time (following a major evaluation in 1979)
 

Phase I was terminated and remaining appropriated funds rolled over into Phase II
 

project. By December 1979 all Phase I obligated funds had been committed and
 

slightly exceeded approved OMM reimbursement requests. This difference should,
 

however, be covered by the transfer of unexpended pipeline balances. Shortly
 

after the PGA for Phase IIwas signed inApril 1980 obligating $2.38 million, a
 

reimbursement request was received by USAID from OMM for $454,376* for the period
 

September 15 - December 15, 1979. Reimbursement was of necessity made from Phase
 

II funds. This ostensibly reduced funds to meet the first year's budget but
 

since the termination date of Phase I is unclear, the question is
 

*'Throughout this report the Dollar/Mali Franc exchanye rate used is $1 500
 
M.F. Inreality the exchange rate has fluctuated in the range of 400 - 600 
M.F. per dollar. For purposes of consistency, the 500 M.F. rate has been
 
used. It is the rate used in recent USAID reporting.
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moot at best.* What isof real concern is that this and other continuing
 

misunderstanding on the line item allocation of reimbursement requests cited in
 
the same report and discernable inTable Fl, are indicative of a lack of active
 
cooperation between 0MM management and USAID/Bamako personnel incoordinating
 
0MM, USAID and PGA line items. This problem may well have originated in the
 
Financial Plans in the Phase I Project Paper (PP) which were inadequate for
 

effective implementation.
 

OMM Project, Phase II: 

Project Paper and Project Agreement
 

The Project Paper was approved on 20 July 1979, and the PGA on 28 April 1980.
 
Proposed expenditures in U.S. funds were $2.381 million inFY/80, $2.062 million
 
inFY/81 and $9.962 million for the four-year life of the project. Proposed H/C
 
total expenditures were $2.784 million at the then current exchange rate (see
 
Table F2). $2.380 million was obligated by the PGA inApril 1980 and increased
 
by four PGA amendments to $6.020 million in October 1981. H/C agreed funding was
 
not less than $2.764 (see Tables F2 and F4). Expenditures of $2.948 million were
 
incurred in 1980. Estimated 1981 expenditures were $988 thousand. Budget and
 
proposed expenditures for FY/82 and FY/83 are $2.084 million and $3.942 million
 
respectively, for a total of $9.962 million as originally proposed (see Table
 
F4). Use of incremental funds for FY/80, FY/81 and FY/82 are shown in Table F5.
 
Corresponding H/C figures are not currently available. (See Table 3 for Phase II
 
Incremental Funding - Pro/Ag and Amendments.)
 

Phase!I, Management
 

Requirements and Services:
 

Inthe interest of good financial management and control, certain joint actions
 
to meet OMM and USAID needs were specified in various project documents.
 

Source, Hardy, Ernest S., USAID/CONT: Draft Report of On-site Review of 0MM;
 
Bamako, 3 April 1981, pp. 1-4.
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Table 1 

Operation Mils-Mopti - Phase I 

Total Expenditures - in $U.S. (000) 

Proposed 
Expenditure Appropriated H/C U.S. fds. Expended Unexpended 
Category FY/76-80 Funds Contrib. obligated oblg. 

TOTAL 	 $8 875x $1761' $6288 $6300 $ (12)
 

1. 	Tech. Assist. 600 Details 499 
 545 (46)
 
not
 

2. 	Training 116 Available 57 47 10
 

3. 	Construction 2445 2229 2250 (21)
 

4. 	Roads - 248 
 394 0 394
 
Const., Maint.
 

5. 	Other 570 377 0 377
 
Construction
 

6. 	Ag. credit fd. -- 3 739 
 0 739
 
1-3760
 

7. 	Operating costs 
 1944 3458 (1514)

OM-M
 

8. 	Contingencies 1136 49 49
0 


Notes xDistribution of the $8.875 million dollars of originally planned funding
 
was re-constructed from Annex 1 of the Phase I Pro/Ag.
 

xxFrom same source. Excludes an additional $3299 from estimated proceeds from
 
grain conercialization by OPAM, sales of "mobylettes" and credit reimbursements.
 



IV-4
 

Table 2 

Phase II - $(000) 

Proposed Budget Appropriated Funds (P.P.) 

U.S. Contrib. 

H/C " 

FY/80 

$2381 

495 

FY/81 

$2062 

N.A. 

Ff/82 

$3272 

N.A. 

FY/83 

$2247 

N.A. 

Total 

$ 9,962 

2,784 

$12,746 

Table 3 

Phase II Incremental Funding - Pro/Ag and Amendments 

U.S. Contribution 

P.G.A. Amend. No. 1 Amend. No. 2 Amend. No. 3 

Ap. 1980 Aug. 1980 May 1981 Sept. 1981 

$2,380 $800 $615 $1,825 

Proportion of total U.S. contribution funded 60% 

Amend. No. 4 

Oct. 1981 

$400 

Total 

Increm. 

$6,020 

Table 4 

Phase II Current and Future Expendituresx 

U.S. Contrib. 

H/C " 

Actual 

Exp. 

F/80 

$2,948 

N.A. 

Committed 

Exp. 

Ff/81 

$ 988 

N.A. 

Budget 

Exp. 

Ff/82 

$2,084 

N.A. 

Proposed 

Exp. 

Ff/83 

$3,942 

N.A. 

$ 9,962 

2,784 

XSource: 

$12,746 

USAID/Bamako Controller Pipeline Report and Project Budgets 

Table 5 

Phase II Use of Incremental U.S. Contribution 

Pro/Ag 

1980 

$2,380 

1981 

CFwd $ 232 

1982 

CFwd $2,084 

Amendments 

Available 

Expended 

Carry Fwd 

800 

3,180 

2,948 

$ 232 

2,840 

3,072 

988 

$2,084 
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Inthe PGA:
 

Implementation and financial plans were to be jointly developed.
 

Disbursement procedures for OMM local currency expenditures were to be based on
 
reimbursement of appropriate, documented expenditures.
 

Grantee agreed to:
 

-
Carry out project with due diligence and efficiency in conformity with sound
 
financial and management practices.
 

- Provide qualified and experienced management and train such staff as
 
necessary.
 

- Maintain books and records inaccordance with generally accepted accounting

principles and practices.
 

- Furnish to USAID reports as reasonably requested.
 

- Submit its books to regular audits.
 

- Manage certain activities as follows:
 
Establish 5% or greater commissions on agricultural input sales and use

these to cover related expenses; establish agricultural terms to ensure
 
credit fund viability; deposit charges to OPAM for handling grain into a
 
special account restricted to replacing nine grain trucks; deposit proceeds

from sales of "mobyletteVs" (to its staff) into an account restricted to

buying new "mobylettes;" use profits from grain mills to purchase more
 
mills.
 

USAID agreed to:
 

- Provide a financial management consultant for twelve months to assist OMM in
 
establishing better financial and planning procedures.
 

-
Provide an additional $689,000 for the previously established revolving

agricultural credit fund (actually $697,000 in the financial plan) and to
 
purchase fifteen utility vehicles and twenty-two more mobylette's."
 

In the PGA Amendments (4:
 

Despite the agreement to jointly develop implementation and financial plans,
 
USAID blocked (Amendment No. 2 - May 20, 1981) the disbursement of funds until
 
the grantee provided and USAID approved a detailed budgetary plan for 1981, with
 
a 60-day CP limit.
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InAmendment No. 3 (August 29, 1981)9 disbursement of.funds was further blocked
 
until the grantee provided a 1982 budget, also with a 60-day CP limit.
 

InAmendment No. 2 (May 30, 1981), both parties agreed to establish personnel
 
ceilings for OM by July 30, 1982.
 

It is to be noted that the financial plans inthe Phase II Project Paper and PGA
 
were inadequately prepared and of no help to OMM in developing operating budgets.
 
Hence, active cooperation would have been required to coordinate OMM and USAID
 
line item requirements.
 

Financial Implementation Problems:
 

Review of Reimbursement Requests
 

In June 1980, a young IDI with a 
degree inmanagement and banking experience, was
 
temporarily assigned to OMM. 
He made a thorough review of the OMM reimbursement
 
request of operating expenses for the period 15 December, 1979, to 14 April, 1980,
 
and rejected items totaling 243 million Malian Francs (38% of total request) as
 
uncertiflable. Prior to that, itappears from conversations with USAID personnel,
 
reimbursement requests were routinely approved. 
Subsequently, when the IDI was
 
assigned as project officer to 011, 
he reviewed every reimbursement request
 
submitted from March 1981 on, including substantial arrears from 1980. Rejected
 
items were later discussed with OMM and approved when adequate justification was
 
forthcoming.
 

Ha rdy Report (Apr i 198 

In early 1981, the USAID/Controller scheduled a review of all USAID projects.
 
OMM was selected for the first review and three trips were made to the Mopti area
 
by 2-4 man teams. The draft report, issued on 3 April 1981, criticized every
 
major aspect of financial management at OMM; specifically, budgetary control,
 
accounting, inventory, credit, bank account and cash flow controls. 
 Itconcluded
 
that financial management practices as OM were fundamentally unsound. It also
 
observed that budgetary problems appear to have started with the first budget
 
attached to the PGA signed on 28 April 1980: *This budget neither authorizes
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Operating Expense, per se, nor does itdistinguish between Local Costs, Dollar
 

Costs, USAID direct payments or GRM relniburseable costs. More importantly, the
 
budget attached to the PGA does not specify a time period. O...The budget
 
submitted to USAID by OMM covers the period January 1 to December 30, 1980, and
 
was submitted after the signing of the PGA.O* The report recommended provision
 

of technical assistance (not under 12 months each) to:
 

* Introduce a standard funds accounting system, monitor operations and train
 
personnel at the "Direction" and inthe field.
 

* Implementation of a system of inventory control and warehouse stock
 
management; monitor operations and train personnel.
 

Immediate recommendations included:
 

e 	Monthly submission of reimbursement requests to permit timely releases of
 
funds to OMM and maintain its operating resources at a satisfactory level.
 

* 	Blocking transfers between bank accounts.
 

* 	Formalizing the credit program by PILs.
 

* Halting the release of funds to the credit fund until all discrepancies in
 
the account has been satisfactorily corrected. The report commented
 
favorably on the team's reception, stating that the personnel at 0M were
 
very cooperative and willing to accept recommendations for improvement.

Because of this and the usefulness of the report, it is singularly
 
unfortunate that the report was not completed, translated into French and
 
sent to the Director.
 

Ministry of Agriculture Audit
 

In the fall of 1981, a team of auditors from the Ministry of Agriculture conducted
 

an audit lasting a number of weeks. The only tangible result to date was,
 
according to the OMM Director, a recommendation that two bank accounts, No. 267-68
 
(Literacy Training) and No. 267-69 (Agricultural Marketing), be closed because of
 
high bank charges (about $40/year each) and funds transfered into account No.
 
267-34, the OMM operating account. This was duly done, without consulting USAID
 
which had originally requested establishment of these accounts. Literacy is
 
funded by a separate USAID account and its funds should not be comingled with
 

*Op. cit.: Section V - Controller Comment. 
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those of OMM, though USAID had expected to cease funding Literacy Training in
 
September 1981 and had authorized OFM to make the above transfer by PIL No. 3 of
 
that project. Now it appears that USAID may fund Literacy Training for one more
 

year. To date, OMM has not received any report from the Audit Team.
 

Corrective Actions
 

As implementation problems surfaced, a number of actions were taken by the USAID
 
mission seemingly intended to produce more information about the state of the
 
project's financial management and possibly to arrest or even reverse its
 

progressive deterioration.
 

Rejection of Reimbursement Requests
 

From March 1981 on, the new project officer regularly reviewed all reimbursement
 
requests and rejected items unacceptable to the Controller. Checks were then
 
issued forthwith. Rejected items were discussed with OMM and those items which
 
were adequately justified or supported by necessary documents were later approved
 

and paid. From March until December 1981, seven requests were successfully pro
cessed (Nos. 4 to 10 on Table 6 ). The 11th and 12th requests for June and for
 
July - September 1981 have also been processed, but payments are being withheld
 
because of the AID/W funds release restriction imposed on December 31, 1982. OMM
 
is currently preparing the request for October to December 1981, and for January
 

and February 1961. The overall rejection rate is25%. Ifcontinued, this will
 
fairly quickly result ina cash flow problem. An analysis by the project officer
 

of the major reasons for rejecting requests resulted in the following tabulation:
 

Item
 

Category % Rejections Major Reasons
 

1. Commodities 36% Not in accordance with the Grant Agreement
 

2. Previously reimbursed 24% Duplicate requests.
 

3. Construction 16% Contracts signed without USAID approval.
 

4. Miscellaneous 24% Overpayments and errors on purchases,
 
donations, government, organizations,
 
taxes, lack of supporting documents.
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Table 6 

Phase II - Reimbursements to OHM by USAID for Operating Expenses (USAID ProJ. Line Item 7) 

R 
e 

e 

Date
Requested 

Date
Approved 

Date
Paid 

Period
Covered 

Amount Amount
Requested Approved 

(Thousands of Mali Francs) 

No. of
Cheque 

Remarks 

1 

2 

3 

4 

3/4/80 

18/6/80 

24/7/80 

3/3/81 

N.A. 

N.A. 

N.A. 

3/3/81 

6/5/80 

11/7/80 

3/9/80 

9/4/81 

1/9-14/12/79 

15/12-14/4/79 

15/4-30/6/80 

1/7-30/9/80 

203,970 

390,854 

227,109 

343,430 

203,970 

242,896 

227,109 

120,274 

26165 

27418 

28540 

32183 

Approved 

Reviewed by I.D.I. 

Approved 

P.O. instituted 

1/4/81 6/4/81 4/6/81 Resubmitted Reduced Balance 49,268 32913 Routine reviews 

5 

6 

7 

23/7/81 

9/6/81 

10/7/81 

13/7/81 

13/7/81 

24/7/81 

29/7/81 

17/6/81 

15/7/81 

22/7/81 

22/7/81 

29/7/81 

5/9/81 

18/7/81 

14/8/81 

2/9/81 

2/9/81 

23/12/81 

" 

1/1-31/1/81 

Resubmitted 

1/10-31/12/80 

Resubmitted 

1/2-28/2/81 

" 

35,801 

Reduced Balance 

109,333 

Reduced Balance 

61,640 

4,422 

31,999 

1,537 

91,998 

9,158 

35,265 

34793 

35032 

34352 

34605 

34606 

35265 

I 

8 

9 

24/7/81 

27/7/81 

29/7/81 

6/8/81 

23/12/81 

23/12/81 

1/3-31/3/81 

1/4-30/4/81 

32,126 

66,936 

32,682 

56,038 

35266 

35267 

LWithheld until 1981 budget 

1 was submitted 

10 

11 

12 

13 

27/7/81 

2/12/81 

--

6/8/81 

12/12/81 

--

23/12/81 

---

---

---

1/5-31/5/81 

1/6-30/6/81 

1/7-30/9/81 

1/10-31/12/81 

12,429 

67,617 

185,941 

N.A.x 

11,084 

67,617 

84,493 

.A.x 

35268 

---

---

---

Cheque withheld: 

Request withheld: 

pending certification 

1,737,186 

Rejections: 

1,295,681 

441,505 - 25.4% 

of accountability 

4 

XEstimated amount of October to December 1981 and January-
February 1982 reimbursement requests: 161,591,115, and 
64,531,658 Mali Francs respectively. Total 226,122,773 HF. 
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Project Implementation Letters (P!L)
 

Shortly after the Hardy Report inApril 1981 (on April 23, 1981), a series of
 
implementation letters were issued dealing chiefly with the financial management
 
of the project. These were the first since the Grant Agreement was signed in 
April 1980. No Initial PIL was ever Issued defining Indetail the budgetary, 
procurement, contracting, accounting and reimbursement procedures necessary to 
meet AID requirements. Such a PIL is a long standing AID practice. A skeleton 
financial plan, slightly amended from that InPGA, was attached to PIL No. I 
issued on April 23, 1982.
 

The PILS were:
 

* PIL No. 1, April 23, 1981: Stated that reimbursement requests should be
 
submitted monthly inaccordance with budget line items, with original

receipts (there was no approved 1981 budget).
 

* PIL No. 2, May 18, 1981: Requested arrangements for routine access by USAID
 
to bank statements of OMM accounts in the "Banque Natlonale de
 
Developpement."
 

* PIL No._3,_June 19 1981: Requested a detailed status report on the Credit
 
Program's activities since Its inception, with bank statements, commodities
 
purchased, supporting documents, cost and date, cash and credit sales (with

complete details), amounts financed, interest charges, current status,
 
future plans, etc.
 

* PIL No. 4, June 25, 1981: Requested a completed report on all commodities
 
purchased during Phases I and II Including descriptions, dates, cost,

authorization documents, current status of each, a procurement plan to
 
conform with the current (non-existent then) budget.
 

@PIL No. 5, September 25, 1982: Extended the C.P. deadline for mutual 
approval of an OMIM budget for 1981 (per PGA amendment No. 2 - May 30, 1981)
to October 31, 1981. In fact, USAID had received an OMM 1981 budget
proposal on August 19, but had not acted on it. 

* PIL No. 6, October 23, 1981: Approved a modified OMM budget and requested
 
an OMM decision of acceptability by October 31 (Mopti is 400 miles from
 
Bamako, with infrequent communication). It restricted expenditures on
 
commodity and credit operations until requirements inPILs 1-4 were met and
 
construction until contracts are submitted to USAID for approval.
 

* PIL No. 7. Januar' 11, 1981: Released (inprinciple) reimbursements
 
previously withheld pending USAID/OVM agreement on a 1981 budget and
 
instructs OMM to reimburse the Credit Bank Account for all funds used for
 
other purposes. The next two PILs block the above release.
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* PIL No. 8, January 11, 1982: Was issued on the same date as No. 7. It
 
acknowledged receipt of a proposed 1982 OM1budget (reception date not
 
given) and blocked reimbursement of 1982 expenditures due to alleged late
 
submission of the budget. It further blocked all disbursement of local
 
currency as of December 31, 1981, pending satiisaction of an AID/W imposed

financial accountability requirement.
 

o 
PIL No. 9, January 12, 1982: Repeated more precisely the accountability

certification restriction in PIL No. 8 and defined the minimum AID/W

requirements so that project accounting procedures may be certified as
 
satisfactory for the release of further local currency by USAID. 
Hence, no
 
further releases have been made.
 

e 	PIL No. 10, March-8, 1982: Approved a substantially modified OMM 1982
 
budget. 
 Comments on the manner in which these PILs were issued isnecessary.

They were technically accurate in terms of the quality of financial manage
ment and flow of information that could be expected from a project that has
 
been properly conceived, designed, assisted and monitored and where there had
 
been, from the beginning, a freely flowing dialogue and mutual understanding

and respect between the project and USAID. However, some of these important

elements were missing. The project seems to have been over-ambitious for
 
effective financial management, financial management requirements of AID
 
were never defined, promised financial technical assistance was not provided.

Despite this, monitoring of budgetary accounting, contracting, purchasing,

credit and other financial activities appears to have been negligible and

reimbursement requests seem to have been approved routinely. 
It is irobable
 
that there had been a long history of such neglect starting as far bick as

1972 with the PL 480 food assistance program. Prior to the intensive review
 
of reimbursement requests and the Hardy report, there had been little aware
ness or concern by USAID of the financial disaster progressively overtaking

OMM. While the PILs were an appropriate technical response to the problem,

there seems to have been little realistic appraisal of the impact of the PILs
 
on the grantee or indeed of their probable effectiveness in getting the
 
problems solved.
 

0*1 management was stunned. There had been long discussions of the problems but
 
the PILs were received and viewed as a unilateral set of ultimata. There isno
 
way that O1!1 could have responded to most of the demands that were made and USAID
 
should have known this from the Hardy report, from reviewing reimbursement
 
requests, from the poorly drafted budget proposals and from the information being
 
supplied to it by the new project officer. Predictably, therefore, there was no
 
response from OHM and the management there went into a state of shock, but it
 
continued business as usual.
 

Thus, the crisis had been transferred right back to USAID when AID/W imposed (on
 
December 31, 1981) a moratorium on the disbursement of local currency to projects
 
which the USAID Director could not certify as meeting AID/W minimum accountability
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standards. USAID immediately declared the accounting system uncertifiable
 
(correctly so) and accordingly issued tht last two PILs inJanuary 1982.
 

In January, the Minister of Agriculture called the Director-General and Director
 

of Finance of OMM to a crisis meeting to which personnel from other projects which
 
had received similar PILs were also called. We have been informed by OMM that a
 
comprehensive reply to all the PILs has been drafted and will shortly be sent to
 

USAID by the Minister.
 

B. Current Financial Situations
 

1982 Budget
 

The 1982 OMM budget was first prepared inJuly with an improved format recommended
 
by the project officer. After several discussions, itwas taken to Bamako in
 

November by th OMM deputy director and finance chief for further discussions with
 
the project officer and the controller. After additional changes were made at
 
011, itwas formally presented to USAID on December 23, 1981. After substantial
 
modifications, the budget was technically approved by USAID and PIL No. 10,
 

drafted inmid-February, was issued on March 8, 1982. The GRM National and
 
Regional (or provincial) budgets present few problems as they cover administrative
 

personnel salaries and account for about $438,000 of a total approved 1982 budget
 

of about $2.5 million dollars (Table F7, columns 3 and 4). In the USAID
 
supported portion of the budget, the OMM and USAID proposals, $2,592,000 and
 
$2,084,000 respectively, differed by $508,000. The major differences occured in
 

the USAID mainly dollar funded portion line items, Nos. 1 to 6 inTable F7. OMM
 
had asked for $819,000 to replenish the Agricultural credit account (line item 6)
 
which currently has a substantial deficit. For operating expenses, OMM requested
 

$519,000 and USAID counterproposed $509,000, which is lower than 1980 and 1981
 
expenditures (cols. 1 and 2). About half of the operating budget is for salaries
 
of contractual employees and for salary supplements on administrative personnel.
 
Vehicle maintenance and POL for a total of 28 currently operating vehicles require
 
$61,000 and $111,000 respectively. Fuel prices are high, 520 Malian Francs per
 
liter for gasoline and 365 Malian Francs for diesel fuel, or approximately $4.00
 

and $2.70 per gallon for gasoline and diesel fuel, including Mallan taxes, which
 
OMM includes in its reimbursement requests. OHM reports that the seven
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Table 7 

OMM 1982 Budget 

in $ U.s. (000)  ($1 = 500 MF) 

(1) 
Prior 

(2) 
Prior 

(3) 
OHM 

(4) 
USAID 

(5) 
Finan. 

(6) 
Proposed 

Sources of 
External fundsx 
__1980 

Expend-
itures 

Expend-
itures 
1981 

Budget 
Propos. 
1982 

Counter 
Propos. 
1982 

Plan 
Future 
Years 

5-Yr. Tot, 
per P.P. 
rec. approp. 

Tot. Ext. funds $ N.A. # N.A. $3,030 $2,522 $ N.A.. $ N.A. 

GRM Nat. Budget $ N.A. $ N.A. $ 271 $ 271 $ N.A. $ N.A. 
GRM Reg. Budget 121 155 167 167 N.A. N.A. 

USAID Budget 2,948 988R) 2,592 2t084 3942 9,962 

1. Tech. Assist. 158 15 142 315 455 943 
2. Training 27 14 191 130 35 206 
3. Commodities 654 4 286 153 37 848 w 

4. Evaluation 49 0 110 136 116 301 
5. Construction & Roads 494xxx 114 525 781 2,645 3,688 
6. Agric. Credit 168 42 819 60 167 437 

7. OMM operating 1,398x 799 519 509 487 3,588 
a) Vehicle m-int. -- 61 N.A. N.A. 
b) Cont. & salary supp. N.A. N.A. N.A. 267 N.A. N.A. 
c) Bldg. Maint. N.A. N.A. N.A. 11 N.A. N.A. 

d) Rent, util., teleph. N.A. N.A. N.A. 11 N.A. N.A. 

e) Travel and Transp. N.A. N.A. N.A. 17 N.A. N.A. 

f) P.O.L. N.A. N.A. N.A. 111 N.A. N.A. 

g) Off. Sup. & Printing N.A. OMK uses other N.A. 12 N.A. N.A. 
h) Tech. Serv. & Meetings N.A. line itemsto N.A. 9 N.A. N.A. 
i) Field Optg. Exp. N.A. t N.A. 10 N.A. N.A. 



(cont. of Table 7) 

Notes x The project also generates internal funds from grain commissions and interest on credit 
sales (Agricultural inputs, blacksmith equipment, grain mills) and "mobylette" sales to 
administrative and field personnel. These revenues are not included above. They are 
discussed in Section D-3-i. 

xx The original 1981 budget was $1,443,000 (PIL No. 6 - Oct. 23, 1981 and PIL No. 7 - Jan. 
11, 1982). Unexpended balances in Line Items 1-5 have been transferred to the 1982 budget. 
Expenses against Item 6 were allowed though not in original budget and Item 7 is unchanged. 

Hence, final 1981 estimate is $988,457. 

9--4 

xxx Road construction expenditures transferred out of Operating Line Item for consistency with -

other years and more accurate presentation of expenditures. 
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International Harvester grain trucks provided by USAID are seldom used because
 

they are excessively expensive to operate (gasoline instead of diesel engines)
 

and ill designed for loading bagged grain. The two smaller HINO diesel trucks
 

are used instead. The last two columns (5and 6) of Table F7 were derived by the
 
P.O. from the balance of funds recommended for total appropriation for the 4-year
 

life of project inthe Project Paper. If appropriated, they should suffice to
 

meet the PACD in September 1983.
 

We are advised that, under instructions from the Minister of Agriculture, OMM is
 

developing yet another revision of the 1982 budget.
 

Reimbursement Claims
 

On 28 February 1982, the status of unreimbursed OM local currency expenditures
 

was:
 

Period Amount - lIF (000) Status*
 

June 1981 67,617 Approved, payment withheld
 

July - Sept. 1981 84,493** Approved, payment withheld
 

Oct. - Dec. 1981 161,591 Not submitted
 

Jan. - Feb. 1982 64,532 Not submitted
 

Total MF 378_233
 

or
 

US$ 756,466
 

OMM's Estimated Financial Status - February.1982
 

By looking at OMM's expectations of reimbursement as of February and comparing
 

them with its current liabilities and upcoming expenses, we can create a sort of
 

*Payment of approved reimbursements is currently blocked by the lack of 0M1
 
accountability certification.
 

**Amount requested: 185,941
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current balance sheet, at least for that part of the operation that is USAID
 

funded. From this, we can estimate what resources will be available to meet what
 

demands during 1982. The following chart shows:
 

(000) U.S. 

AID approved operating budget 254,521 509,042
 

Bank balances 16,380 32,760
 

Reimbursement claims 378,233 756,466
 

Total Assets 6499134 1,298s268
 

Accounts Payable 92,633 185,266
 

Salary Arrears 52o225 104,450
 

Surplus 504,276 1,008,552
 

Total Liabilities 6499134 1,2989268
 

Bank balances may well have been further drawn down and 0MM isknown to have
 

liabilities in kind for borrowed POL, hence the surplus is probably overstated.
 
Moreover, the internal debts between accounts do not appear. The credit fund has
 

been used to pay operating expenses; it also has a small countervailing debt to
 

the operating account for input purchases.
 

From the above, we arrive at the following conclusions. We first make two heroic
 

assumptions: The OMM can and will stay within its operating budget; the
 
reimbursement claims will be largely justified, at least after re-submission. In
 
that case, after covering operating expenses for 1982 ($509,042) there should be
 

about $500,000 equivalent available to pay back to the credit account some of the
 
funds diverted to operating costs. In other words, given some well-supervised
 

financial management, the project can be put back on its financial feet.
 

C. Financial Organization
 

Internal and External Relationships
 

Reporting directly to the Director-General of OHM is the chief of the finance
 

Division, who is responsible for all financial activities of OMM. Hence, this
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division is divided into eight sections: Budget, General Accounting, Cashier,
 
Purchasing, Receiving and Warehousing, Inventory Accounting, Agricultural Credit
 

Accounting, Transportation and Motor Pool.
 

Externally, 0MM has financial policy and accountability relationships with the
 
Ministry of Agriculture, the Board of Directors ("Conseil d'Administration") and
 
USAID. OMM receives funds from the first and third and generates some funds
 
internally through its credit operations and collection of grain on commission
 

for OPA ,. OMM seems to obey unquestioningly all instructions from the Ministry
 
(and the Board) and has ignored Instructions from USAID. While serving three
 
masters, the one with direct authority over OHM receives the most attention.
 

Fiscal Calendar
 

OMM functions with several fiscal years. Originally itadhered to the GRM fiscal
 
year, January to December. The Board of Directors at their only meeting in 1979,
 
Instructed OMM to shift to an April through March fiscal year so as to encompass
 
a complete agricultural campaign in the fiscal year. This was promptly done in
 
the General Accounting Section until the 1981 fiscal year, which has been
 
extended to March 1982, making it into a 1981/82 15-months fiscal year.
 
Meanwhile, USAID has been demanding OMM budgets since 1979 and OMM has and still
 
does prepare these on a January throuGh December fiscal year. Finally, USAID
 
itself operates on an October through September fiscal year.
 

D. Budgetary Planning and Control
 

The Budgetary Process
 

The first 01 budget appears to have been prepared for 1979 and, after many
 
changes, was eventually approved by USAID. The accuracy and internal logic of
 
OMM budgets has improved since 1979. It Is now a comprehensive document which
 
Includes all projected revenues from USAID, from the GRM (National and Regional
 
budgets), from the credit account and from Its own operations. Expenditures are
 
presented by object class, then subdivided by function.
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Allocations are not based on past experience. Vehicle maintenance, for instance,
 
seems to be allocated more on a basis of individual rank than on logical need.
 
Thus, the Director isallocated three million Malian Francs (about $6,000 at
 
$1.00 a 500 Malian Francs exchange rate) for his vehicle; the Deputy Director one
 
million, the Chief of Finance 1.2 million. Other division chiefs (six in all)
 
are allocated amounts ranging from 1.2 million down to 750,000.
 

There isno budget calendar and budgets are prepared erratically and too late to
 
be useful. Under pressure from USAID, this has improved and the 1982 budget
 
proposal, after somu prior discussions and modifications, was presented to USAID
 
inDecember 1981. Excessive USAID delays inresponding to ONM budget proposals
 
are common and the whole process shows only slight evidence of being a
 
collaborative effort. USAID technically approved the 1982 budget after some
 
reductions and internal change (ineffect, a counter-proposal) inMarch 1982 but
 
iswithholding disbursement approval pending certification of OMM's accounting
 
system. 
Meanwhile, the Ministy of Agriculture has recommended substantial
 
changes in content and total expenditures. The O1M Budget Section isaccordingly
 
drafting a revised and somewhat larger budget which will conflict with the budget
 
approved by USAID.
 

The GRI pays the salaries of its personnel assigned to 0t14. Hence, these
 
expenses appear in two Mali budgets: the National Budget and the Regional
 
Budget. USAID/OMM funds pay contractual salaries and salary supplements
 
('primes") to personnel who qualify. 
These are regulated by the Ministry of
 
Agriculture (formerly Ministry of Rural Affairs) to establish uniformity among
 
all projects inMali.* 
 Inbrief, then, OMM isaffected by four budgets, two of
 
which (OMM and USAID) are partially integrated into a single budget.
 

*Source:
 
rnwTere du Developpement Rural
 
Lettre Circulaire No. 1224 MDR-CAB
 
29 September 1977
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Budgetary Structure
 

Expenditures in the OMM budget are presented by object class and sub-divided by
 
function, geographic sector, etc. The degree of subdivision is rather excessive
 
and could hamper operating flexibility if control by encumbrances were practiced.
 

Compared to the OMM budget, the USAID financial plan is excessively simple
 
containing only seven line items, the last one covering most of OMM's operating
 
expenses (local currency). There are no definitions of line items, no U.S. $ and
 
L.C. demarcations and no precise allocations of responsibility. Thus, road
 
construction expenses (L.C.) may be charged to OMM Operating Expenses (Item 7)
 
which inflates that Item and causes eyebrows to be raised, or to Construction
 

(Item 5) and mingled with what may be partly dollar expenditures.
 

Purpose of the OMM Budget
 

Replies to questions at OMM about the role of budgets as a planning and control
 
device suggest that OMM would prefer to exist without budgets and did so for
 
many years in happier times, no doubt the best state of affairs in the best of
 
all possible worlds. OMM regards budgets as a necessary requirement in order to
 
obtain USAID commitment of funds. Once approved by USAID, OMM makes little
 
further use of the budget. There is no system of encumbrances and expenditures
 

are made without regard to budgetary availabilities.
 

Implementation and Reimbursements
 

Expenditures are made without regard to the budget and are charged to a large
 
number of ledger accounts. Periodically (or rather, occasionally) expenditures
 

are summarized according to these accounts and sent to USAID via the project
 
officer with a request for reimbursement. Unable to determine the validity of
 
requests as classified, the project officer laboriousTy reclassifies them in
 
accordance with subcategories of Line Item 7 (OMM Operating) which he and the
 
USAID Controller have developed. Expenses which do not fit these categories are
 

often rejected.
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Utility of the OMM Budget
 

As of now, the 0MM budget is of little purpose. If it were prepared in a truly
 
collaborative manner and related to history and future needs of comparable
 

expenditure categories, It would be fulfilling a useful planning role. If
 
expenditures were encumbered inaccordance with pre-agreed (0MM and USAID)
 

operating expenditure Line Items, the budget could serve as an excellent control
 
device and reimbursements could be processed more expeditiously and with a lower
 

refusal rate. At present, none of this isbeing done.
 

E. 0MM Accounting
 

Form, Chart of Accounts, Bank Accounts
 

OMM isas long on accounting as it Is short on budgetary management. It
 

maintains a double entry bookkeeping system with well over 100 accounts,
 

depreciates all its assets and calculates a "profit or loss." This system, much
 

more complex than anything USAID requires or indeed seems appropriate, is imposed
 
on 0MM by GRM regulations applicable to all rural development 0Operations.0
 

Article 12: wEvery 'Operation', to which financial autonomy has been granted,
 
shall maintain its accounts incommercial form.0* This was confirmed by a
 

visit to 0peration Riz Mopti" where the chief accountant displayed a similar
 

required accounting system, also without an encumbrance journal.
 

USAID does not require commercial accounting but does require that there be no
 
comingling of funds and hence has recommended and, for certain funds, insisted
 

that OMM maintain separate bank accounts. This creates a conflict because, with
 

a well maintained double-entry system, separate bank accounts should not be
 
necessary. OMM is adhering, in theory, to the requirements of both masters and
 
is doing neither one well. PostinS to its accounts is haphazardly periodic
 

instead of continual and its reimbursement requests to USAID often lag by six or
 

more months, not iluding processing time required by USAID. The initial
 

*Source:
 
Docment prepared by 0MM in 1981 with extracts of laws regulating the four
 
"0perations."
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rejection rate at USAID is currently about 25%. As a consequence of all this,
 
0*1's operating account (No. 267-34) isdepleted and O pays its expenses
 

indiscriminately from any account that has a favorable balance, or transfers
 

funds between accounts to meet inmediate needs. Recently, a large sum was
 
transferred from the 0MM transit account inBamako to an account inHopti, but the
 
Bamako bank statement failed to show this withdrawal. 014 continued to draw on
 
the Bamako account though it knew the balance was overstated. Eventually
 

restitution had to be made causing an additional strain on an already difficult
 

situation.
 

To satisfy USAID requirements, 0W has maintained several bank accounts in both
 
Bamako and Mopti at the Banque Ma7lenne de Developpement (BDM). The history of
 

these accounts has been rather checkeredbut the Chief of Finance reconstructed
 

it from memory as best he could since his arrival at OMM:
 

Status in November 1978
 

Acct. No. 267-13 Road Brigade - Bamako 

Acct. No. 267-45 Transit Account - Bamako 

Acct. No. 267-34 Operating Acct. for 0M1M - Mopti 

Acct. No. 267-37 Ag. Credit and Grain Marketing - Mopti 

Status inNovember 197C
 

Acct. No. 267-69 New account in Mopti to isolate grain marketing activity.
 

Status in March 1979
 

Acct. No. 267-68 New account inMopti to isolate literacy program.
 

Status in January 1982
 

Acct. No. 267-69
 

Closed out and balances transferred to Operating Acct.,
 

No. 267-34
 

Acct. No. 267-68 
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Table 8
 

2. Bank Account Balances at the Banque Mallenne de Developpement in Malian Francs on 28 Feb. 1982.
 

Acct. Location Number Purpose Balance Remarks 

Bamako 26 700 045 USAID funds 7,000,000 (2/15/82) -Also used as a convenience 
transit (only) (Est.) to pay creditors in Bamako. 

Bamako 26 700 013 Road brigade 1,500,000 -Transfers are m.de by OtM to 
(Est.) this acct. from acct. No. 34. 

Mopti 267 000 34 OM L/C Operating 4,546,357 -94,546,357 on 28/2/82 - in 
account early March 90,000,000 MF 

Hopti 267 000 37 OHM Ag. Credit 3,201,945 
withdrawn for millet purchases. 

-About 90,000,000 HF is owed to 
account (only) other accounts for purchases 

Mopti 267 000 68 Literacy Training 8,772 
of Ag. credit products. 

-Back interest. Account was 
closed out to acct. No. 34 
in Jan. 1982. 

Mopti 267 000 69 Grain Marketing 80,893 -Back interest. Account was 
(OPAM) closed out to acct. No. 34 in 

Jan. 1982. 

Total - Mali Francs 16,338,000 -Approximate total 

Total - $ U.S. $32,676 
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Accounts 68 and 69Agriculture were closed out onteam in late 1981 so 
the recommendations of a Ministry ofasMalian Francs per account. 

to avoid flat annual bank charges of 24,000USAID was neither consulted nor Informed.
accounts had been established to isolate their funds from activities supported by
 

These

project funds. 
Account No. 267-68 received and disbursed funds for the Literacy

Program which is funded independently from a separate AID/W project.
 
Account No. 267-69 was established to receive and disburse funds from OPAM for
 
its grain marketing 
pro.ram. 
The initial deposit was obtained by withdrawing

OPAM funds previously comingled with Agricultural Credit inAccount No. 267-37.
 
OPAM operations 
are Independent of USAID support (except for equipment provided
 
in Phase 1). 
 Commissions charged by 0MM from OPAR are intended to accumulate for
 
eventual replacement of equipment, chiefly grain trucks. 
However, a number of
 
grain scales were recently purchased for which USAID has refused to reimburse OHM.
Comingling funds from these two accounts with those of the OHM Operating Account
 
funded by the USAID OM project has added to an already existing confusion
the several funds. among
 

Account No. 267-37 for Agricultural Credit operations
established during Phase I 
was a blocked account
to receive the proceeds of credit sales of


agricultural equipment and supplies provided inkind by USAID.
unblocked Inmid-1979 when it had a 
 The account was
balance of $711,000 (according to the Phase I
 
Evaluation Report) which was considered adequate to maintain credit operations
 
until 7983. However, the account ran 
low, possibly because of credit arrears and
 
losses, and OMM deposited funds inboth 1980 and 1987. 
 USAID reimbursed these
deposits, despite the intended restriction.
 

Account No. 267-34 is the operating account for USAID supported local currency
 
activities of 0MM. 
 It corresponds to Line Item 7 in the USAID Financial Plan of
 
the PGA and isfunded through the Bamako Transit Account No. 267-45. 
 Like all
 
other accounts, the integrity of Account No. 267-34 has not been respected. 

same istrue of the Transit Account No. 267-45 inBamako. 

The
 
Suppliers located in
 

Bamako are often paid from this account to avoid transfer charges and delays
 
incurred with cheques for Bamako drawn on Mopti accounts of the same bank.
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Account No. 267-13 inBamako is intended solely to fund road building operations
 
of the project which are executed under an unwritten agreement between 0MM and
 
the Ministry of Public Works (*Travaux Publics" or OTP') by the Road Brigade
 
under the control of OTravaux NeufsO (T.N., a unit of T.P.) situated in Bamako.
 
USAID operating funds for the Road Brigade move through the Transit Account No.
 
267-45 in Bamako and are under the control of 0MM in Nopti. The Brigade requests
 
funds from OHM and if approved and available (inany of its accounts), the funds
 
are transferred to the Brigade Account No. 267-13. 
This account ismaintained in
 
Bamako chiefly because it isthe headquarters of T.N. Brigade. Operations are in
 
the Mopti area, but many of the vendors and suppliers are inBamako. Given the
 
slow communications between Bamako and Mopti and the cumbersome operations of the
 
Bank, the Brigade activity isbeset by a large number of relatively small money
 

problems.
 

In view of the specific purposes for which these bank accounts were established,
 
it would seem appropriate that an up-to-date file should exist with all
 
regulations concerning uses and limitations of the various OMM accounts. 
No such
 
file seems to exist and decisions on their uses are made solely by 01 on day to
 
day exigencies.
 

Links Between OMM Accounts and Budgets
 

Bank Account No. 267-34 isdirectly linked to Line Item 7 inthe PGA.
 
Expenditures paid from this account are, ifmade for appropriate purposes,
 
reimbursable by USAID. It isessential, therefore, that 0MM operating expense
 
accounts should correspond in nomenclature with subline items of Item 7 of the
 
project budget -- not, it should be observed, in both the OMM and USAID budgets
 
since they should be one and the same budget. This is not the case because OMM
 
does not integrate its accounting and budgetary procedures and because of a lack
 
of coordinated accounting between the project and USAID.
 

Bookkeeping
 

Bookkeeping consists of a series of laborious manual operations, further
 
complicated by the indiscriminate payment of expenses from all the bank accounts
 
and transfers between accounts. The following basic books are kept:
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e Chronological or simple journals of expenditures (one for each bank account
for checks and one for cash payments);
 
* Check registers for each bank account with separate columns for the
principal expense accounts (extensively duplicated in each register because
the bank accounts are not restricted to their intended purposes), Including
a 
column for cash requirements;
 
o A disbursement journal for cash payments with columns that duplicate those
 
of the check registers;
 

, A chronological simple cash receipts journal;
 

* A cash receipts journal with columns for each bank account;
 

o An expense transfer journal;
 
o 
A general ledger with individual accounts for major vendors usually paid by

check;
 

Accounts to small vendors, usually paid incash are not recorded until payment is
 
made.
 

Expenditures are posted from the chronological simple journals (maintained by the
cashier who also writes checks) to the check registers and cash journal. They
are then posted to the transfer journal. Finally, they are posted to the ledger
accounts. 
 Receipts are similarly posted to the cash receipts journal, then to
the accounts inthe general ledger, i.e., 
debits to cash accounts for each bank
account and credits to accounts for each source of revenue, including internally
 
generated revenues:
 

o USAID advances and reimbursements;
 
o OPAM commissions; 
o Agricultural cash sales;
 
o Agricultural credit reimbursements; and
 
o 
Mobylette credit reimbursements.
 

Payroll Accounting
 

Payment ismade on the basis of certified payroll time sheets prepared in the
Administration Division and based on the budgets which list all employees of
OMM. 
No prior encumbrances are required, whether charged to the OMM budget or to
the GRM budgets. A time keeper isattached to every work squad of the Road
 
Brigade.
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Certification of Expenditures
 

Certification of expenditures at 0MM is a rather informal affair. Theoretically,
 

all bills are approved for payment by the Director-General and Finance Chief. A
 
sampling of receipted bills showed some bills approved by the Director-General,
 

others by the Director of Finance, others by no one. The principal concern seems
 
to be whether there are funds in a bank account with which to pay the bill.
 

Payrolls also require signature of the Chief of Administration and Personnel.
 

Checks are prepared by the cashier and signed by both the Director-General and
 
Chief of Finance, not by the cashier. Many payments are made in cash and there
 

is no upper limit to cash payments. Small vendors do not like the delays and
 

complications associated with cashing checks at the BDM. This is a real problem
 

that cannot be wished away.
 

Posting and Trial Balances
 

OMM accounting operates on a "periodic posting system," not on perpetual
 

posting. There is a marked tendency to catch up on all these activities when
 

there is a need for information or when financial statements are required.
 
However, since the last financial statement was issued in 1979, there is little
 

incentive from this quarter. Postings from the chronological or simple journals
 

to the checkX registers, cash disbursement journal and cash receipt journals tend
 

to be made fairly routinely. Postings to the transfer journals and to the ledger
 

accounts are sporadic. Consequently there are no periodic trial balances.
 

Many correcting adjustments were observed inthe ledger accounts. This is
 

because account numbers are not entered in the original journals by an accountant
 

who is knowledgable and in authority. Each bookkeeper posts to the accounts that
 

he believes appropriate. Since transactions do not exceed, on the average, 40
 

per day (from a count of several days'activity made with the cashier) itwould
 

not require very much time for the chief accountant or even the Chief of Finance
 

to enter the account numbers before posting by bookkeepers.
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Bank Statements, Charges$ Reconciltations
 

The BDM does not provide accelerated service to its customers. InMarch 1982,
 
the most recent bank statements received by OMM were for October 1981. OMM sent
 
the cashier daily to request statements during the last week of the team in
 
Mopti. After several days in January and February, statements were obtained from
 

the newly installed small computer. November and December were still
 
unavailable. Itappears that inBamako statements are normally six months in
 

arrears and.often contain mistakes.
 

The BDM charges a flat 24,000 Malian Francs annual service fee on each account
 
and a 1/10th of one percent check face value fee for cerifying checks. Vendors
 
in Bamako require certified checks when issued inMopti to avoid collection
 

delays and charges. The BDM pays interest on checking account, but the interest
 

rate ismystifying and isentered on the statement once a year. Banking problems
 

in Mali are real and must be contended with.
 

Under the above conditions, it is difficult to reconcile bank statements monthly
 
as USAID might wish or to provide USAID with copies of bank statements as
 
requested inPIL No. 2. The accountant of "Operation Riz" said that the best
 

solution isto go to the Bank monthly with the "Operation's' check registers and
 

reconcile them there with bank personnel.
 

F. Supporting Activities and Documents
 

Purchases, Palyments and Supporting Documents
 

Prior to 1980, OMM had a Procurement Division, reporting directly to the Director
 
General (D-G). Itwas responsible, in theory anyway: 'For local purchases,
 
motor pool operation, movement of project commodities to the ultimate
 
destination, credit (agricultural equipment and farm implements) and also liaison
 

with the USAID/Bamako Procurement Office."
 

Apparently purchasing authority remained with the D-G and the Division's only
 
function was to issue purchase orders. It seemingly never maintained any files
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on commodities purchased. In 1980 the Division was downgraded to a Purchasing
 
Section and placed under the Finance Chief, an action that is criticized inthe
 
USAID survey quoted above.*
 

It is difficult to reconstruct what has occurred since 1980, but today it isclear
 
that the "Section Achats" performs very little procurement. In fact, procurement
 
is scattered about OMM with no defined authority. Purchase orders and work
 
orders are, intheory, always approved by the Director-General. Itseems, though,
 
that almost anyone of stature can issue them.
 

When commodities are received, they may go to the central warehouse or they may
 
be delivered directly to the "Secteurs" to which they are destined. Commodities
 
are usually accompanied by an invoice ("Borderau d'Expefdition") inseveral
 
copies. These are signed by the warehouseman and the original is returned to the
 
vendor as proof of receipt. He then attaches itto his bill as proof of delivery
 
and sends it to OMM for payment. The "Borderau" isa most important document and
 
is accepted as justification for payment without an internal receiving report
 
(this is required only when there is no invoice), Where commodities are
 
delivered directly to the sector where required, a copy of the signed invoice is
 
returned by the sector chief to the warehouseman inMopti who is apparently
 
supposed to keep track of all commodity receipts and deliverables.
 

Payments are approved on the basis of the bill and (usually) invoice. After
 
payment, original signed invoices are filed chronologically in the office of the
 
Finance Chief. He stated that this is a requirement of the Ministry of
 
Agriculturd. Bills, with whatever other supporting documents are available, are
 
also filed chronologically, but ina separate file. Some had purchase orders
 
attached, some copies of the invoice, some a receiving r, ort and some no
 
documents at all. Under this system, it is impossible to track a commodity from
 
its requisition to its use and disposition. Some receipts ft,- cash received were
 

also found in this file.
 

*Source:
 

End-Use Survey of OMM Project Commodities, memo from USAID/MGMT Moctor
 
Diabite to ADO/CROPS David Delgado, dated July 31, 1980.
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The warehouse (an inadequately adapted adobe house) maintains stock cards next to
 
all items showing receipts, issues and balances. A sampling of stock items
 

agreed with the balance on stock cards. However, the inventory control clerk in
 
the OMM office does not maintain a perpetual inventory of items received and
 
issued. Hence, there is no check on the balances shown on the stock cards.
 
About the only function of the inventory clerk is to prepare stock issue
 

requisitions. Itseems doubtful whether all stock issues require such a
 

requisition.
 

Agricultural Commodity Sales
 

The Agricultural Section is responsible for all activities related to procurement
 

and sale of agricultural equipment and supplies. Since there isno adequate
 
central procurement and warehousing unit, agricultural equipment and supplies are
 
usually delivered by the vendors directly to the seven OHM sectors from where
 

they are distributed to the ZERs for eventual sale to peasants who come in from
 

the villages and Base Zones to buy their requirements (usually accompanied by the
 

Base Zone Chief if a credit purchase is contemplated).
 

Cash sales are encouraged. Credit sales are short term (one year or less) and
 

medium term (up to three years). Some experimental 5-year credit sales are being
 
made intwo selected villages. Accounting for agricultural stock inventories and
 

credit pose a relatively difficult problem. Inthe rural areas, records are kept
 
at the ZERs and summarized at the seven sectors. Three different multicopy and
 

colored receipt books are used:
 

@ one for cash sales (three copies of the receipt);
 

e 	one for short term credit (four copies of the receipt); and
 

e 	one for medium term credit (four copies of a long receipt with coupons that
 
can be torn off as each payment is made). A
 

Cash and credit sales are recorded on long spread sheets showing the down payment
 

and remaining annual payments. These are grouped on a summary sheet at each
 

sector and turned in to the Agricultural Credit Section during the monthly sector
 
chief meetings inMopti. At the end of each Agricultural Campaign, a periodic
 

theoretical inventory iscalculated from the sector spread sheets. This is
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checked against a physical on-the-spot inventory made by the section chief on a
 
tour of the sectors. His records showed no discrepancies for 1978-79 and a
 

relatively small number in 1979-1980, as shown below. These were explained as
 
unrecorded issues of equipment and supplies made to farmers pending their down
 
paymnents,7 when the sale becomes a recorded transaction. Itwas implied that
 
these irregularities had disappeared as down payments were made, though there was
 
no proof of this because the section chief was away on training in 1980-81 and
 
the physical inventory records made by his substitute had been mislaid. Because
 
a change infiscal year to April-March is being adopted this year by this unit,
 

another physical inventory iscurrently in process-but results will be too late
 

to report.
 

The reported discrepancies inthe 1979-80 inventory are the following:
 

Item Items sold Invent. discrep.
 

TM plow 248 50
 
Bourguignone plow 987 219
 
Multicultivator 166 5
 
Seeder 101 3
 
TRP - 100 kg bags 741 245
 
Phosphate - kg 58700 300
 
Fungicide 8 40465 5163
 

From this rather meager information, it isdifficult to assess the effectiveness
 

of Agricultural-Inventory control. The impression is that it works, despite a
 
somewhat cumbersome record keeping system, because the section chief is alert and
 
makes itwork and because annual figures are adequate, i.e., monthly statements
 

are not required.
 

Agricultural sales records are kept by the same section. To date, total sales,
 
cash sales and credit sales are reported as:
 

Total Sales* Cash sales % Credit sales %(X)
 

M.F. (000) 683,371 187,322 27 502,627 73
 

Indollars $1,366,742 $374,644 27 $1,005,254 73 

*Note: 
thieI isa small discrepancy between total sales and the sum of cash and 

credit sales. 
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Loan Accounting
 

Agricultural loan accounting ismaintained at the ZER and sector levels.
 
Activity figures are determined annually at the Agricultural Credit Section from
 
similar spread sheets to those used for stock sales and inventory control which
 
are received monthly.
 

Cumulative total agricultural sales and credit to date are shown in Table 9.
 
Arrears for 1960-81 one-year credit sales will not be available until the credit
 
section chief completes this current tour of the sectors.
 

Reimbursements and unreimbursed balances remained at about 60% and 40%
 
respectively for three years (78/79 - 80/81) which suggests that the length of
 
the credit granted does not affect the rate of reimbursements. However, as might
 
be expected, arrears seem to climb as the years recede (25% for 1978/79). There
 
is no policy for writing off bad debts which do eventually get reimbursed, as the
 
low figure of 13.6% arrears for credit prior to 1978/79 suggests. Neither is
 
there any policy about an acceptable loss rate or how to factor losses into the
 
interest rates or mark-ups. Prices are based on C.I.F. cost inMopti. Hence,
 
there isan immediate loss on cash sales and a presumed loss on credit sales
 
because of low interest rates (about 6% on agricultural products). OMM is
 
providing a hidden subsidy which ithas not calculated. Nor does OMM seem to be
 
particularly concerned about the long-term effect on the cash flow of the credit
 

fund.
 

The credit fund, when itwas unblocked in 1979, was stated inthe PGA Annex I,
 
Part III-F to have a cash balance of $711,000. (No accounting notice seems to
 
have been taken of inventory intended for cash or credit sale.) Ignoring cash
 
sales, which merely revolve cash in the account, total credit (for equipmeit,
 
supplies and draft animals) extended in three years (79/80 - 80/81 - 81/82) was
 
$480,926 and total reimbursements were $266,506. Hence, the draw-down nn the
 
account (cost and credit sales) would have been $214,420, leaving a balance from
 
the $711,000 of almost $500,000. However, OMM also obtained reimbursement from
 
USAID for credit fund purchases of $168,300 in 1980 and $42,000 in 1981.
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Table 9 

Total Ag. Credit Sales, Reimbursements 

and Arrears to 30 Sept. 1981 

In Mali Francs (000) 

Credit % of %of %of %of 
Fiscal Year Sales Reimbursed Tot. Unreimb. Tot. Arrears Tot. Reimb. 

Prior to 1978-79 176,428 152,399 86.3 24,029 13.6 24,029 13.6 15.7 

1978-79 85,737 54,420 63.5 31,317 36.5 21,674 25.2 39.8 

1979-80 107,177 61,694 57.6 45,483 42.4 19,256 18.0 31.2 

1980-81 92,905 56,600 60.9 36,305 39.1 N.A. N.A. N.A. 

1981-82 40,381 1-,959 37.0 25,422 62.9 ----

Total all years 502,627 340,072 67.6 162,555 32.3 

In dollars $1,005,254 $ 680,144 67.6 $ 325,110 32.3 ---- ----

Total to 1979-80 369,342 268,513 72.7 100,829 27.3 64,959 17.6 24.2 

In dollars $ 738,684 $ 537,026 72.7 $ 201,658 27.3 $129,918 17.6 24.2 

Total 79-80 to 81-82 240,463 133,253 55.4 107,210 44.6 ----

In dollars $ 480,926 $ 266,506 55.4 $ 214,420 44.6 -

Source: Agricultural Credit Section, OMM 
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Hence:
 

Assumed balance in 1979 
 $ 711,000
 
Estimated cost of credit sales 
 214,420
 

$ 496,580
 
Addititional credit funds in 1980 and 1981 210,300
 

Current balance forward should be: $ 706,330 

According to OMM, the current cash balance in the credit fund bank account as of
 
28 February 1982 was about the equivalent of $U.S. 6,400. However, about 89
 
million Malian francs (about $U.S. 
179,000) are reported outstanding in debts to
 
suppliers or debts to other OMM accounts for supplies and material bought for the
 
credit and supply operation, but not yet reimbursed. The credit fund has some
 
other assets in the form of inventory in sector warehouse and apparently some
 
accounts receivable for recent sales of blacksmith equipment. This is a 1ong way
 
away from the approximately 350 million Malian francs which should be available
 
to the credit fund. We assume, therefore, that this amount, about the equivalent
 
of $700,000, represents operating expenses funded out of the credit fund. 
As
 
noted, OMM has submitted or will submit reimbursement requests to USAID totalling
 
approximately 378 million Malian francs.*
 

Hence OMM has "Accounts Receivable" in the form of approved reimbursements from
 
USAID. 
At the time those funds are released to 01.1, full previous agreement must
 
be reached on how much is owed to the credit fund, when itwill be repaid, and
 
how USAID can be assured that funds will be available to meet farmer demand for
 
supplies and equipment for the 1982-1983 crop year.
 

*Submitted and approved after June to
 
December 1981 
 M.F. 152,110,000
 

To be submitted and subject to review
 
January and February 1982 M.F. 226,123,000
 

TOTAL M.F. 378,223,000
 

$US_ 756,466
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The attached table shows credit sales activity to 30 September 198.1..
 

Other Credit Sales
 

To ease the difficult problems of rural and administrative transportation in the
 

OMM area, OM buys and sells small motorcycles to its personnel on two-year
 
credit at 10% interest with no down payment. There is no mark-up on the
 
mobylettes. They are sold at C.I.F. Mopti cost. In order to obtain deliverab4er
 

inMopti, the 0MM is sometimes obliged to make an advanced down payment. These
 

operations are handled by the Finance 'ef from the Operating Account No.
 

267-34. *Mobylettes" are stored untt' ld in the 0MM warehouse. Priority is
 
given to rural personnel. Since the estimated life of mobylettes inrural use is
 

only two years, this operation isof substantial proportions. No study was made
 
of "Operation Mobylette." However, the following sales figures were provided by
 

the warehouseman:
 

Moby7lette sales (numbers of M.)
 

1980 1981 (to Feb. 1981)
 

OMM offices 7 27
 

DRDR 3 4
 

Literacy Program 4 0
 
Road Brigade 24 0
 

Bankass Sector 34 16
 
Douenza Sector 58 4
 

Koro Sector 44 6
 

Mopti Sector 45 12
 
Djenne Sector 22 19
 

Bandiagara Sector 56 5
 

Tenankou Sector 5 5
 

302 98
 

Additioanl sales, 

Oct. 29-Dec. 31, 1982 16 
T 0 T A L 302 114 
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No sales have been made so far in 1982, but substantial purchases have been made.
 

1982 purchases and stock are:
 

Instock from 1981 
 9
 
Purchased and received 100 (Vendor A)
 
Ordered 25, received 8 (Vendor B)
 

Total inventory on 17 March 1982 117
 
To be received 
 17
 

Total available for 1982 
 134
 

In 1981, mobylettes were sold for 346,500 Malian francs, including interest. The
 
salary withholding is 14,440 Malian francs per month. The price in 1982 is
 
expected to be close to 400,000 Malian francs.
 

Replenishment ofStocks andEquipment
 

The PGA (Article 5) is very specific about developing and setting aside funds in
 
special accounts for replenishment of agricultural equipment and supplies, and
 
for replacement of "mobylettes" and grain trucks used inthe OPAM marketing
 
activity so that these activities will become self-supporting.
 

OM is not doing this; it is funneling all except agricultural sales through its
 
operating account No. 267-34 and has a policy of not marking up items for sale.
 
Such a policy can only deplete the funds established for these purposes.
 

G. Financial Reporting
 

Periodic Statements
 

The only Iregular" financial statement isan annual "B17an," i.e., balance sheet.
 
The last one issued covered the 15-month transitional fiscal year for 1978-79,
 
i.e. January 1978 to March 1979, and was prepared with contract technical
 
assistance. It is a weighty report, replete with accounting work sheets,
 
intermediate and futile depreciation entries and of absolutely no value to the
 
D-G inmanaging OMM. Some of the operating divisions and sections issue reports
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with activity statistics, but these too are not always of very much value,
 
especially when issued very late.
 

Reimbursement Requests
 

If issued on a regular basis, these could be of some utility to the Director
 
General inthe absence of better financial statements. However, the previously
 
described irregular fashion inwhich they are prepared negates any such
 
usefulness.
 

Inventory and Credit Status Reports
 

This isa substantial and detailed report showing perpetual and periodic
 
inventories by item, by value and by sector with an overall summary. 
It also
 
shows credit sales per year by value and by sector; also, reimbursements and
 
unreimbursed balances in amounts and percentages. It,unfortunately, does not
 
show credit arrears. The latest report was issued inFebruary 1980 and is too
 
old to be useful. Itcovers the cummulative totals prior to 1976-1977 plus
 
1976/77, 1977/78, 1978/79 and 1979/80. Ifmodified to show arrears and issued
 
regularly, this could be a very useful document.
 

H. Funds Reimbursements
 

At irregular intervals, OMM prepares and sends to USAID a list of operating
 
expeises paid by OMM from a revolving fund established by a cash advance from
 
USAID prior to Phase II. For some time, USAID has been requesting these be
 
accompanied by original receipted invoices or bills. 
 OMM, however, isreluctant
 
to do so, even if returned, because the Ministry of Agriculture requires that
 
they be retained on file.
 

Project Officer Review
 

The present project officer borrows the invoices or bills from OM during his
 
periodic visits to Mopti and carefully reviews the list of expenses item by item,
 
approving those that meet the criteria distributed throughout the project
 
documents (PAR, amendments, PILs, etc.). Rejected items are discussed with OMM
 
personnel and retained if Justification isproduced.
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Controller Review
 

The list of items approved by the project officer gets a final review by the
 

USAID Controller and isthen processed for reimbursement.
 

Reimbursement Procedure
 

After final approval of the reimbursement requests, a voucher isprepared and
 

sent to the USDO in Paris who returns a treasury check to Bamako payable to
 

0M4.
 

Timing
 

Reference to Table F-6 (Reimbursements to OMM by USAID for Operating Expenses)
 

shows that the major delay inthe reimbursement process is the 3.9 (average)
 

months taken by OMM to submit its requests. Approval by USAID takes about a week
 

and the time to obtain a USDO check from Paris and deliver It to OMM isabout
 

five weeks, excluding reimbursements that have been held up for technical
 

reasons. If OMM adhered to USAID's calendar for submitting requests by the 75th
 

of each month following that for which requests are made, reimbursements should
 

be in the hands of OMM (on the average) eight weeks after the end of each month
 

(2+ 1 + 5- 8).
 

I.OMM Accounting Personnel
 

Staff
 

Frequently during the many interviews at OMM, the complaint was expressed that
 

accounting problems were inevitable because of the low caliber of the accounting
 

staff. "Give me one good accountant and the books will quickly be inorder" was
 

said a number of times by the finance chief. After conversations with several of
 

the staff, the problems seemed to be much more related to poor supervision,
 

insufficient on-the-job training, followup, participation and knowledge about the
 

function of bookkeeping, encouragement, etc. Equally important seems to be a
 

total lack of accounting discipline and unnecessarily poor working conditions.
 

Unforntunately, the chief accountant and his immediate assistant were both absent,
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but there were revealing conversations inthe budget section, agricultural credit
 

section, warehouse and with the cashier. The budget and accounting staff work in
 
a poorly lit square hall or bull pen surrounded by the relatively spacious..
 

offices of the division chiefs. Of three old calculators, only one worked.
 
Account and reference books were piled on the floor for lack of office furniture
 
inwhich to store them. The difference in lifestyle between the clerical staff,
 

who often must buy "mobylettesm to get to workand the division chiefs who have
 
cars, full maintenance, fuel and housing provided free (to mention their most
 

obvious perks) is striking.
 

Training
 

At all levels, the staff of the finance division seems to have had an adequate
 
number of years of professional or clerical training. There was no way to assess
 
the quality of the training. Lack of supervisory experience was obvious. The
 
finance chief, for instance, was appointed to his present position immediately
 

after graduating from business school. While knowledgable in the theory of his
 
profession, he lacks the experience required to handle the responsibilities of
 

his position. He recently spent several weeks in the U.S. as a participant
 

trainee, but it is not clear whether this contributed very much to his technical
 

or management skills. Of particular significance isthe discovery that two of
 
the most effective finance division employees har previously worked for some time
 
(at least a year each) for USAID and the U.S. Embassy inBamako. As often
 

observed elsewhere, the experience of working ina disciplined and supervised
 

environment is invaluable.
 

J. Problems
 

Problems Common to OMM and USAID
 

OM and USAID have different lines of responsibility. OMM must answer to its own
 
Board of Directors, the Ministry of Agriculture, and financial controllers of the
 
GRM. USAID/Bamako looks toward AID/W, the Congress and the GAO. As a result,
 

there isoften a lack of understanding of the other organization's constraints.
 
Moreover, there does not seem to have been any strenuous effort (until quite
 

recently) from either side to achieve better understanding. The OMM has not
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adequately studied the financial provisions of the Grant Agreement and its
 

internal financial controls; operations and policies do not reflect what was
 

agreed. USAID has not understood the accounting demands placed upon the
 
Operation by its own authorities and by the inadequacies of the banking system.
 

USAID did recognize the need for financial technical assistance. The unhappy
 

chain of events that have kept this assistance unavailable seem to have resulted
 
from a combination of bad luck and poor management follow-up by AID/W. On the
 

other hand, USAID should have provided more interim assistance to OMM in setting
 
up its financial system and the reports needed to meet USAID requirements. The
 
failure to prepare and issue a detailed Project Implementation Letter No. One
 
left OMM with inadequate guidance. Inthe absence of the careful mutual review
 

of financial procedures called for by an appropriate PIL No. 1, OMM has never
 

understood the rationale for USAID demands and instructions.
 

We have noted and applaud the recent efforts of the project officer to work out
 

budgets with the 0MM. Budgets and financial plans should have been prepared
 

through close collaboration from the beginning. If the project officer and the
 
controller's office continue their recent efforts to work closely with the OMM,
 

and especially with the financial advisor the problems of mutual misunderstanding
 

should dissappear.
 

Problems Specific to OMM
 

OMM isfacing a cash flow crisis that threatens the imminent shut-down of almost
 
all project operations. This iscaused by OMM's inability to obtain
 

accountability certification of its accounting system because:
 

e 	There isno system of encumbrances prior to all expenditure commitments;
 

s 	Supporting documentation of all expenditures to permit tracking of
 
expenditures and purchases to their source and disposition is lacking; and
 

9 	Inventory control is inadequate.
 

There are also many chronic problems, either financial or involving financial
 

controls, that must be resolved either along with or as a result of the
 
resolution of the immediate problems. The following is a listing of these
 

problems:
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e 
absense of supporting documents related to all expenditures to permit

tracking expenditures and purchases to their source and disposition; and
 

* lack of adequate inventory control.
 

There isa long list of chronic problems and, until resolved, they will hamper
 
efforts to correct the following immediate problems:
 

Budgetary:
 

e Budget used only to obtain USAID funds.
 

e Budget not a planning document.
 

e Fiscal year not uniform for all operations.
 

* No budgetary calendar.
 

# Excessive operating line items and lack of uniformity with PGA financial
 
plan.
 

e No budgetary control of expenditures by encumbrances and limited transfers.
 

Accounting:
 

e Excessively complex, though fundamentally sound -- Inflexibly imposed by GRM.
 

* Total lack of accounting discipline.
 

e Excessive number of journals and accounts.
 

s Excessively laborious bookkeeping.
 

* Account postings periodic and late.
 

s No trial balances.
 

* Undisciplined certification procedures.
 

@ No chronological journal or list of reimbursable expenditures to hasten
 
submission of claims to USAID.
 

Procurement and Payments:
 

e Decentralized, planned and undisciplined procurement.
 

@ Payments often authorized without normal substantiating documents.
 

* Documents filed irregularly and apparently in a manner required by GRM but
 
not effective for control.
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Inventory Accounting:
 

e No perpetual inventory system at OMM or infield stations (Stock cards well
 
kept at OMM warehouse).
 

e Certain stock issues made on verbal orders.
 

Motor Pool:
 

* Outside maintenance ordered indiscriminately.
 

e Little control over spare parts orders, issues.
 

Bank Accounts:
 

e Not limited to restricted purposes.
 

* Payments made indiscriminately from any account by crisis decisions.
 

# Unjustified transfers between accounts.
 

e Timely bank statements hard to get, especially in Bamako.
 

* Reconciliations rare and tardy.
 

Financial statements:
 

* No periodic management statements, i.e., encumbrances, disbursements, etc.
 

e An enormously detailed balance sheet,prepared occasionally which isof no
 
value.
 

Agricultural Credit/Accounting:
 

* Reasonably effective,.but cumbersome.
 

* Does produce a useful annual report on agricultural credit activity.
 

Organization and Personnel:
 

@ Financial Division authority is too broad for effective management and
 

control of funds.
 

* Accounting and bookkeeping personnel inadequately
 

- instructed
 
- supervised
 
- encouraged
 
- provided with basic office furniture, lighting, equipment.
 

DZVELOPMENT A5SOCI.TZ, INC. 

http:A5SOCI.TZ


IV-42
 

Problems Specific to USAID
 

USAID is facing a crisis of credibility. Ithas allowed the "Operation, to
 
function for ten years with no control over its expenses. It has neglected to
 
provide precise accounting guidance ina PIL No. 1 that should have been issued
 

shortly after signing of the PGA. Ithas failed to provide technical assistance
 
recommended inthe 1979 evaluation and specified in the Phase II PGA. Ithas
 
unilaterally issued a series of PILs without serious thought about their
 
feasibility or adequate prior negotiation with the recipients. Correcting this
 
situation will require that USAID maintain and strengthen its project
 
implementation and financial management staff and this staff must continue the
 
effort to develop a style of close collaboration with the grantee inthe
 
execution of the project and in its financial controls.
 

K. Recommendations
 

Immediate Problem
 

Technical assistance should be provided immediately to permit the early meeting
 
by OMM of the requirements set forth inPIL No. 9, i.e., establish an encumbrance
 
system, a receipts and disbursements journal, a control of bank accounts and an
 
inventory control system. This technical assistance is needed immediately.
 
Using some notes left behind by this evaluation teamthe advisor should be able
 
to complete work necessary for certification in about four to eight weeks. He
 
should then stay on to keep the system running until a long term financial
 

advisor ison board.
 

Chronic Problems
 

The long promised financial management technical assistance should be provided as
 
soon as possible and should be provided for the life of the project. The
 
contract for this assistance must be most carefully drafted and understood by all
 
parties. The individual selected must have full financial authority over OMM
 
expenditures of AID funds, including budgeting, committing and paying. No
 
reimbursement request should be honored without his written approval. This
 
authority must be given wholeheartedly and ungrudgingly by the Director General
 

of OMM who, incidentally, has already indicated his willingness to accept it.
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The financial division chief of OMM must be allowed to share this responsibility
 
as part of the transfer of knowledge and experience. The technical advisor must
 
teach by example ina day to day working situation.
 

Lesser Recommendations
 

Brigade Piste Funding:
 

The road construction activity should be paid for from a separate activity budget
 
and a separate bank account. USAID, OMM and the financial management advisor
 
should agree on how much isto be disbursed for what purposes.
 

Central Warehouse:
 

To permit effective receiving and control of all purchases, construction or
 

rehabilitation of the central warehouse should be high priority.
 

Recommendations List
 

To list here the nearly forty detailed financial recommendations seems
 
unnecessary. They will be found in Annex I. 
In any case, they are really
 
intended more as a checklist and guide to the long term financial advisor than
 

anything else.
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V. PROJECT COMPONEN"S
 

A. Agricultural Research and Extension
 

1. Project Background
 

Phase II of the Operation Mils-Mopti was mainly conceived as a food production
 
project with expressed purpose to "increase the production and productivity of
 

rain-fed food crops inthe Fifth Region of Mali" which would lead to the goal
 

of 'improved income and well being of farm families In the Fifth Region'.
 
Phase II began InApril 1980 with a projected duration of four years, ending
 
In September 1983. The project objectives were sought to be achieved by means
 

of two major farm-level interventions:
 

@By implementing a research program to develop a technology package; and 

s 	By improving the effectiveness of the extension system, primarily through
 
training.
 

Several different activities were identified for Implementation under each of
 

the two major Interventions. The details of these activities are presented
 

under relevant sections in the following pages.
 

The evaluation of Phase I of the project (1976-79) assessed the then existing
 

technical package and research approach which tended to focus heavily on the
 

genetic improvement of varieties. While noting neglect of applied field
 

oriented research, the evaluators rightly stressed the importance of such
 
research "for the continuous testing and adaptation in farmer fields of
 

results from ongoing research inthe research Institutions and experiment
 

stations." With regard to the extension organization, poor preparation of
 

extension agents and a lack of technical competence were noted, and better
 

training was suggested as a means of increasing the effectiveness of the
 

extension system. The "pilot farmer' approach used InPhase I was criticized
 

as Ineffective both interms of reaching a large number of farmers and for the
 

lack of demonstration-effect of pilot farmers and the evaluation team
 

suggested the "pilot village" as an alternative approach.
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2. The Agricultural Setting
 

Agriculture (millet production) is the main activity in the Fifth Region, a
 
complex agro-clmate area characterized by at least four major agro-climatic
 
zones interspersed with several micro-climates. There is a variation in soils
 
ranging from light sandy soils to sandy loams and to pockets of heavier clay.
 
Traditional agricultural practices have evolved over the past several hundred
 
years to fit the soil-climate conditions. Rainfall averages from 500 to.ZOOmm
 
occurring from June to October. Distribution ismostly erratic and
 
uneven. 
About 90 percent of the area cultivated Is under millet and sorghum.
 
A limited area is under fonio, cowpeas and peanuts. Cowpeas and peanuts are
 
grown as mixed crops or interplanted with millet and sorghum. Very small
 
areas of peanuts are cultivated as sole crops. Crop rotation hardly exists
 
and iscurrently among the several extension interventions that is gaining
 
slow acceptance. Land preparation and other tillage practices are
 
traditionally done by hand using a hand hoe. 
 Earthen mounds are formed at the
 
base of millet and sorghum during the two weedings, intended to incorporate
 
weeds and protect plant lodging from heavy winds. However, one major
 
disadvantage of this practice isquick loss of soil moisture by evaporation
 
and wind erosion. Often seeds of millet and cowpeas are planted on the same
 
mound year after year. Traditionally, farmers use cattle and sheep penning
 
and household waste as sources of organic manures. 
While this practice helps
 
soil productivity, full advantage is not realized since hoe cultivation does
 
not incorporate the organic manure into the soil to decompose. 
 Poor soil
 
texture and low level of organic matter inthe soil leads to further moisture
 
losses by evaporation and leeching. 
Soils, while being uniformly low in
 
productivity, are known to be deficient inphosphates.
 

Technical interventions (the package) promoted by the ONM extension
 
organization have been, and continue to be, based largely upon research
 
results from Malian and other organizations mostly outside the Fifth Region.
 
The package, as presently defined, consists basically of a set of improved
 
cultural practices with a proven track record in a 
variety of agronomic
 
situations. 
Most of these practices could be called intermediate technologies
 
requiring very little financial investment and possessing low risk profiles.
 
Several among the ten practices comprising the package are well-known
 
agronomic practices which have a 
favorable impact on crop production, soil
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structure and fertility (tillage practices using animal traction, line sowing,
 
optimization of plant population, seed treatment, crop rotation, seed selec
tion techniques and use of organic compost). These practices, though not
 
capable of producing quantum Jumps in production, are undoubtedly very impor
tant in view of the peasants' own socio-economic conditions, the absence of
 
proven results in the economic use of fertilizers (on millet) and the
 
non-availability of improved seed varieties for the region.* 
 Research at
 
Malian agricultural research institutions, as well as at international Institu
tions continues to be heavily oriented towards genetic improvement of
 
varieties. Genetic improvement of crops is a long-term strategy. It.is doubt
ful ifany improved varieties -- superior to well adapted local varieties -
will be forthcoming in the next five to six years. During the last two years,
 
therefore, researchers (notably ICRISAT) have shifted their focus toward
 
developing technologies based on rotation, intercropping of millets and grain
 
legumes, crop rotations, use of fertilizers, planting dates and optimal plant
 
populations. Keeping In view the agro-climate conditions and crop production
 
constraints specific to the Fifth Region, the research component incorporated
 
into project design inboth the Phases I and IIfocused on applied research.
 
The applied research activity was proposed with three objectives:
 

(1)To bridge a certain confidence gap in the initial technology package;
 

(2)To modify the elements of the technology package inview of the experience

gained inthe field; and
 

(3)To serve as a feedback mechanism for testing and adaptation in farmers'
 
fields of results from ongoing research in the research Institutions and
 
experimental stations.
 

3. Agricultural Research
 

a. Research Component Background
 

To meet the needs of improved technologies in the Fifth Region, the follow
ing activities were identified as necessary to achieve the research
 

objectives:
 

*This is also true of at least one other project in the area (Operation Riz
 
Hopti). According to project officials, there isno package available for
 
rice as yet and research is going on under the direction of the West African Rice
 
Development Association (WARDA).
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Activities
 

oAgronomic research related to the project area 
on the basis of a
 
program proposed by ICRISAT to include:
 

- Farming systems research;
 
- Applied research based on use of natural phosphates and synthetic

fertilizers;
 

- Crop rotations with legumes;
 
- Association of legumes with cereals;
 
- Managed fallows;
 
- Productivity of forage crops; and
 
- Moisture-water conservation techniques.
 

9 	Animal traction to extend mechanization beyond plowing to include
 
weeding by cultivation.
 

e 	Multilocational testing (on farm trials) of research results coming out
of the research stations and from such organizations as SAFGRAD AND
 
ICRISAT.
 

The following inputs were deemed necessary to support research activity.
 

* 	Technical Assistance inthe form of: 

- A U.S. field trials specialist to work closely with SAFGRAD over
three years inthe field testing of farming systems innovations.
 

- A counterpart Malian agronomist to be provided by GRM.
 

- ICRISAT to provide an agronomist (Malian) to head the Seno Research
 
Station (Station Chief), with another Malian agronomist to be

provided by OMM as a counterpart to the Seno Station chief. 
 Two

assistant field trials supervisors and two monitors will also be
 
provided by OMM.
 

The Seno Station chief (ICRISAT) and his Malian counterpart (OMM) have both
 
been trained at ICRISAT-India and after two years experience, the station
 
chief was to be sent for further training in the U.S. The project was to
 
fund certain construction and operating expenses:
 
e I utility vehicle;

* 5 mobylettes for field trials assistants and monitors;
 
@ animal traction equipment;

* soil testing equipment;
 
e generator;
 
@ upgrading of facilities, housing, etc.; and
 
@ operating expenses to be borne by project.
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b. Current Status
 

The Seno Agricultural Research Station is operational. The facilities are
 
minimal and need to be upgraded if the station isto meet the objectives
 
for which itwas established. (See Appendix for the existing facilities.)
 

* Technical Assistance: 
 Progress in providing technical assistance has
 
been satisfactory. 
The present chief (Samba Traore) has completed a

9-month training course at ICRISAT-India and iscurrently undergoing

language training. He is expected to leave for the U.S. in August

1982. OMM has provided a Malian counterpart agronomist to work with
 
the U.S. field trials specialist in the multi-locational field testing

program. OMM has also provided the assistance of one ICRISAT trained
 
technician to assist and supervise the field trials testing program.

OMM has also provided additional staff to Seno Station, as foreseen in
 
the P.P.*
 

e 	Two persons have been trained at ICRISAT-India, (including the Seno
 
Station chief) who, as noted, isexpected to leave for U.S. in August

1982. Hence, progress in training is up to date.
 

@ 	Commodities, as foreseen in the P.P., have been placed at the disposal
 
of the research station.
 

* Agronomic research conducted so far by the field trials
 
specialist/SAFGRAD has been limited to the use of phosphate de Telemsi
 
and crop rotations (millets and peanuts, sorghum and peanuts) using

different densities of plant population. There is a scope for
 
improving the current research design incorporating mixed cropping

(sowing two crops, cereals and legumes inalternating sets of rows) and
 
other elements.
 

c. Soundness of Research Objectives
 

Agricultural Research within the OMM operational area ispresently
 
conducted by three agencies: OMM, SAFGRAD and ICRISAT.
 

*A U.S. field trials specialist has been provided for the last two years
 
(1980-1982) and has been conducting field trials in close cooperation with
 
SAFGRAD.
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OMM: A U.S. field trials specialist, funded under the project, conducts
 
field trials assisted by a counterpart agronomist provided by OMM. This
 

team, working in close coordination with SAFGRAD, develops research
 
protocols to be followed. The trials are conducted in the OMM area on the
 
farmers' fields with assistance from the OM extension staff. At the end
 
of the year, research results are presented to 01W. Forty-six trials were
 
conducted in each of the two years, 1980 and 1981. However, these trials
 
included only a limited testing of rock phosphate use and of rotation using
 
grain legumes.
 

SAFGRAD has a national mandate for Mali. Promising research findings are
 
picked up from research organizations and field trial protocols are
 
developed and tested on farmers' fields. SAFGRAD strategy inMali is
 
focused on increasing crop yields through the use of millet-peanut rotation
 
and use of fertilizers. As SAFGRAD works in close cooperation with 0M
 
field trials specialist, no trials are directly conducted by SAFGRAD in the
 
OMM area, except at the Seno Research Station. In fact, the strategy
 
followed by the OMM field trials specialist is a replication of SAFGRAD
 

trials.
 

ICRISAT has a national mandate for Mali and a very limited number of trials
 
have been conducted inthe OMM area (at two locations in the 1979 and 1980
 
seasons) in addition to the trials conducted at the Seno Station. ICRISAT
 
research strategy (inAgronomy) is focused on varietal screening of sorghum
 
(drought resistance) and millets (disease screening); intercropping
 
(millet-cowpeas and sorghum-cowpeas); tillage practices; densities; spacing
 

and use of fertilizers.
 

As indicated elsewhere, OMM isnot a homogeneous agricultural area in terms
 
of either soils, crops or methods of cultivation. (See Appendix IV.)
 
Thereforeresearch concerns of OMM differ greatly from other regions. The
 
approach to research should take into consideration the notural
 
heterogeniety prevailing inthe area. The approach should be focused on
 

improvements in the existing agronomic practices, aiming at extendable
 

results obtainable within a short time frame (3-4 years). The following
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research focus seems suitable and could be easily incorporated into the
 
field trials: millet/sorghum -- grain -- legume rotations; millet-legume
 
intercropping; tillage-soil moisture conservation practices using animal
 
traction; use of organic manures and incorporation of crop residues;
 
maximization of legume hay; use of fertilizers and rock phosphate. Inthe
 
absence of well adapted seed varieties for millet and sorghum and
 
uncertainty of their availability in the near term (over the next five
 

years), it is the gradual improvement in the production systems and
 
practices that holds the greatest promise for the area.
 

In view of the discussion presented above, it appears that the research
 
objectives are reasonable and sound and meet the needs of OMM.* However,
 
itshould be pointed out that the objectives are rather wide and ambitious
 
given the limited resources and inexperienced research staff at OMM and
 
Seno Station. Implementation of farming systems research would require a
 
larger field staff and resources. (The limited number of field trials
 
conducted by ICRISAT is an indicator.) It would be desirable, if further
 
resources are not available, to concentrate existing resources on a
 
research program sharply defined and focusing on the improvement of
 

existing farming systems.
 

d. Problems and Issues Observed
 

An immediate issue, noted during discussions with 0MM officials, has been
 
the change under way inresearch personnel. The U.S. field trials
 
specialist completed his contract on March 15, 1982, and will not be
 

resuming his duty (due to health reasons). He is the second field trials
 
specialist in two years. The previous incumbent also served only one
 
year. The counterpart agronomist of the field trials specialist was
 

scheduled to leave for Egypt on May 7, 1982, for three month's training in
 
plant protection and will be absent during the planning, preparatory and
 

planting stages of the 1982 field trials. The Seno Station chief will be
 
leaving for the U.S. on a training program in July of 1982. All these
 
changes cannot but adversely affect the field trials unless immediate steps
 

are taken to ensure continuity.
 

*As proposed in Phase II,the research objectives come under the broad 
category of farming systems research, DZVZLOPMNT ASSOCLATES, INC. 
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Anuther issue isthe operating expense at the Seno research.station. Hired
 

labor iscostly during the planting season. Inputs must be available when
 

needed for timely research operations. Itwould be desirable to have a
 

separate budget item in the overall project budget to meet the operating
 

expenses of Seno research station.
 

The Seno station is ideally situated and could play a very important role
 

in developing and/or modifying site specific technologies and practices.
 

In addition, it could serve as a demonstration center or tool for educating
 

farmers and training extension agents. So far, this station has hardly
 

played any role in these two functions. This could be achieved by
 

arranging visits to the station by farmers from neighboring villages during
 

the crop season and by conducting 1-2 day field seminars for extension
 

agents to promote research-extension linkages.
 

Very limited experimentation focused on the needs of OMM is presently going
 

on at the Seno station. In view of the short period during which the
 

station has been operating and the absence of key personnel intraining, it
 

is rather too soon to expect results and the question of extension of
 

findings to the multilocational testing phase is premature.
 

The location of Seno research station, its distance from the Mopti-Sevare
 

area and the absence of accommodations for overnight stays for visiting
 

researchers are hindrances to effective work. Provision of overnight
 

accommodation for researchers, and some office space, would go a long way
 

to improve working at the station.
 

At present, there is no well-defined plan of research for the Seno Station
 

focusing on the needs of the OMM operational area. While several research
 

organizations are involved in the work at the Seno Station, there is lack
 

of a coordinated approach.
 

Evaluation of OMM's Technical Package
 

This section addresses two related issues with regard to the technical
 

package offered by Operation Mils-Mopti (OMM) to its farmers. The issues
 

are:
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Technical and economic feasibility of the package. Isthere a package? Is
 
itadequate? Are the practices extended any better than those which the
 
farmers have been using traditionally, based upon their experience and
 
understanding of the agroclimate conditions?
 

Investment cycle in agricultural development. Should the donor be focusing
 
on agricultural research rather than on production programs?
 

Very limited data is available about millet yields and the impact of
 
technological innovations in the Mils-Mopti area. 
 The existing data is
 
sketchy and not of uniform quality. No reports are available at the 0MM
 
level which would allow us to make a thorough analysis of technical and
 
economic feasibility. (See Appendix VIfor suggestions on data collection
 
and analysis.) However, a
few research studies have been conducted inthe
 
OMM area since 1979 (Putman 1979; BARA 1980; Mamadou A. Toure 1981) by
 
agencies outside of OMM. 
 While they follow the same general sampling
 
approach, they differ greatly inmethodology and lack quality and rigor of
 
data collection. The data from these studies, along with data supplied by
 
the OMM on yields and placement of agricultural equipment and inputs, were
 
used by the evaluation team to establish broad trends and draw conclusions
 
on the technical and economic feasibility of the technical package offered
 
by the 0Mf. Observations made during our visits to seventeen villages in
 
the area and comments from area farmers support the conclusions drawn from
 
the data.
 

The term "package" has often been used to denote a set of recommended agri
cultural practices developed as a result of rigorous experimentation and
 
trials. 
A key element of the package has always been the seed (improved or
 
hybrid) and the use of it (spacing, optimum dates of sowing, levels of
 
fertilization, etc.). The development of technological packages has met
 
with success, in general, in areas with relatively minor variations inkey
 
agro-climatic conditions (soil and rainfall), and areas with assured
 
conditions of irrigation or farmers' ability to provide an occasional crop
saving irrigation to overcome short periods of plant stress due to delayed
 
precipitation. Thus, development of a well defined package has been
 
limited to certain crops such as wheat, corn and rice grown inrelatively
 

DEVELOPMENT ASSOCIATES, INC. 



V-10
 

stable agro-climatic zones. Even inthe developing countries of South and
 
Southeast Asia and South America, where significant progress in the
 

development of a package has been made (for crops like rice, wheat and
 

corn), development of a package for millets and sorghum acceptable and
 
applicable to a wide range of farming conditions has been lagging behind.
 

Thus, it is not surprising that in Mali, as in the rest of West Africa,
 
there isno package yet for major food crops, millets and sorghum, based on
 
improved seed.* This, however, does not mean that there are no extendable
 

technological practices applicable to Malian conditions. The practices
 

currently advocated by 0MM and at least one other organization inthe same
 
region (Operation Riz Mopti) are those based upon well-known techniques of
 
crop production such as selected tillage practices, use of manure and
 

incorporation of plant residues, growing crops inassociation, crop
 
rotation, soil management practices, seed treatment and judicial use of
 
fertilizers. These practices have long been considered to be a part of
 

productive agricultural systems and enable the farmers to achieve moderate
 

increases incrop yields. While the above noted practices do not in
 
themselves necessarily constitute a package in the conventional sense of
 
the term, they do seem to constitute a set of viable technological
 

interventions.
 

The practices recommended by OMM's extension service are:
 

e Seed treatment;
 
e Tillage equipment (cart, plows, multiculteurs, seeders);
 
e Crop rotation;
 
@ Line sowing;
 
e Optimum plant densities (3plants per hill);
 
* Preparation of compost pits;
 
* Use of fertilizers;
 
s Seed selection practices;

* Use of improved varieties of seeds (Peanuts: 47-10; Niebe 88-63);
 
e Choice and management of traction animals (oxen); and
 
e Piquetage (marking and measuring fields).
 

*African Rural Economy Working Paper; Sargent et al; March 1981. "For
 
various reasons, a package which has been tested and proven at the farm level is
 
not available for widespread adoption inmost countries of Francophone West
 
Africa as of 1981. Lack of significantly improved technology isparticularly
 
acute for dry land food crops, but inmany parts of the region the
 
opportunities for profitable cash crop production are nearly as limited."
 
(p.61)
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These practices, to the extent adopted by the farmers, constitute
 
significant changes in the levels of technology and are in the nature of
 
intermediate technologies. They are relatively low risk practices
 
demanding smaller and affordable levels of investment by the farmers.
 
These practices do demand certain behavioral changes and methods of work
 
among the farmers, which is the crux of development (incorporating plant
 
residues rather than burning; line planting of crops rather than sowing at
 
random; crop rotation and/or growing crops in association rather than
 
monocropping; optimal densities rather than low densities in the
 
traditional method; preparation of compost rather than piling of waste and
 
manures; seed treatment; judicial use of fertilizers; mechanical tillage
 
rather than m?.nual tillage). The advantages of these practices have been
 
well documented in the literature. These practices are essential for the
 
long run viability of continued production on a given piece of land and are
 
necessary to maintain and improve soil fertility. These technological
 
interventions enable the farmers to move to a slightly higher technological
 
level through small increments, building gradual confidence in the new
 

practices.
 

From the eleven practices indicated earlier, the most widely accepted are
 
certain types of equipment (plows and carts), seed treatment and
 
fertilizers. Plows have become quite popular and are used not only for
 
plowing,but also for seeding and interculture operations by some farmers in
 
the area. Carts, likewise, have found wide acceptance and have become a
 
source of additional income for owners, while releasing the village women
 
from hard labor involved in carrying harvest from fields to homes,
 
collecting firewood from the countryside and often carting water long
 
distances. (Appendix Table I gives an indication of the level of
 
acceptance of various practices.) OHM has established a support service
 
system by way of training village blacksmiths in the maintenance and repair
 
of equipment as well as fabricating spare parts at the village level.
 
Certain minimum requirements of tools are also being given on credit to
 
these trained blacksmiths. Such a support service isessential and should
 
be carefully nurtured. One important gap inthe animal traction equipment
 
package promoted by OMM isthe lack of an appropriate implement for weeding
 
and interculture. This gap should be filled as soon as possible.
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Fertilizers have also found acceptance by certain farmers, apparently due
 
to high grain prices in the open market (85 MF government fixed price
 

versus 120 M open market price). During our field visits, farmers
 

reported not getting fertilizers in sufficient quantities. Crop rotations
 

seem to be catching on slowly in certain pilot villages. Farmers seem to
 
be aware of the advantage of pit-compost, but lack of water inthe drier
 

months was reported as the constraint in the preparation of compost.
 

Technological interventions presently advocated by OM4's extension service
 
seem to fall into two broad categories, namely intensive land use practices
 
(sometimes called land saving practices) and labor saving technology. The
 
importance of intensive land use practices and labor saving technology in
 

the OMM zone has been noted by a study recently completed in the area. The
 
study was conducted in two villages (one on the Dogon Plateau, SDR Bankass
 

and the other one on the Seno Plain, SDR Koro).
 

The following conclusions were reported in the study:
 

9 	Differences in the agricultural systems were largely due to differences
 
in the relative scarcity of land and labor in the two villages;
 

e 	A large increase in total agricultural output will require the
 
introduction of new technology;
 

* Land saving technology (i.e., intensive land use practices) such as
 
improved varieties of sorghum to be grown mixed with millet, adjustment

of plant population of competitive crops grown in mixture with millet
 
and chemical fertilizer may serve to increase resource productivity in
 
the land-scarce plateau village; and
 

e 	Farmers inthe plain village are able to increase resource productivity
 
through the adoption of intensive land use practices coupled with the
 
introduction of labor saving practices.
 

*Stan Cohen: *Millet Production inTwo Dogon Villages - Mali, M.S. Thesis,
 

Dept. of Ag-economics, Purdue University, 1981, p. 245-46
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The Importance of labor saving technology (tillage and tra:tion equipment)
 
in the Sahel (incL.ding Mall) has been documented in several important
 
studies and in many cases valuable lessons could be learned from these
 
studies. A study* of 32 farmers (exploitations) inthe OACV zone of the
 
economic advantage, with certain limitations, of using traction equipment
 
incombination with fertilizers. 
Yet another study, animal traction in
 
Francophone West Africa**provides an excellent overview of the benefits
 
achieved and problems encountered after the introduction of traction
 
equipment in27 project areas. The most fundamental piece of equipment
 
which has been lacking inmany of these projects (and also inOMM) has been
 
an appropriate implement for cultivating and weeding. 
 An often ignored
 
reality isthat plows may not indue farmers to increase their acrage if
 
farmers are not also capable of effectively weeding this enlarged surface
 
area. Mechanical weeding has also been shown to save the greatest amount
 
of labor time.***Another important finding of the Sargent study was that
 
net farm income often drops during the first year or two following the
 
introduction of traction equipment and then increases. 
 Farmers generally
 
require a 
period of time (3-5 years) to develop their skills with equipment
 
use and for this reason also are often reluctant to purchase more than one
 
piece of equipment at a time. Adoption rates in five projects (three of
 
them in Mali: 
 Office du Niger, Sikasso, Segou) indicated a consistant
 
pattern of slow adoption at first followed by significant increases in
 
later years (Sargent p.59).
 

*Institut d'Economie Rurale, 1978. Etude Agro-Economique de 32 Exploitations

Agricoles en Zone O.A.C.V., Bamako, Mali. 
 Unite d "Evaluation: This study

showed that animal traction, with other production elements inOACV zone,

accounted for 44% increase in gross production and 42% increase in cash
 
revenues.
 

**Sargent, MM. 
et al, 'An Assessment of Animal Traction in Francophone West
 
Africa," Dept. of Ag. Economics, Michigan State University, East Lansing, Mich.
 
48824. March 1981.
 

***Data from Mall indicates that animal drawn weeding reduces labor requirements
 
for weeding by about 60% for peanuts and about 50% for cereals. Sargent, p.

42.
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Thus, given the absence or lack of research conclusions, OMM's choice of
 
interventions seems to be reasonable and logical* This approach would have
 
to continue until better technology based on high yielding seed varieties
 
well adapted to several major, ifnot micro agroclimates prevalent in the
 
Mils-Mopti area, becomes available.
 

Available data also indicate that average yields have somewhat increased
 
for the region as a whole, in spite of the less than normal rainfall during
 
the last three years. (Appendix I Table II). Thus, the set of
 
interventions currently proposed by OMM seems to have had a stabilizing
 

effect on agricultural production on a regional basis rather than leading
 

to sharp increases in production.
 

f. Investment inAgricultural Development
 

By and large, agricultural research has focused its efforts on the
 
development of improved seed varieties, undoubtedly, an important element
 
of production technology. Improved seeds under favorable conditions have
 
outproduced local varieties and yield increases of 4-6 times on an average
 
have been recorded. But research focused on development of improved seeds
 
is a long range effort and one cannot be sure of development of such
 
varieties in the foreseeable future for Sahelian climates. National and
 
international efforts have been underway in the semi-arid tropics of the
 
world for the last 8-10 years (inthe Sahel for the last 6-7 years). But
 
so far there has been no promising breakthrough in the development of seed
 
varieties of millet and sorghum which are markedly superior to local
 
varieties, both interms of yields and adaptability.**
 

Discussions with ICRISAT researchers inMali indicate that certain
 
developments have been taking place which could result inthe development
 

*See Appendix V. Notes on Farmers Opinions and Attitudes about some practices
 
recommended by OMM.


**E35-1 developed at ICRISAT station in Upper Volta has met with varying degrees
 
of success. Development of improved seed varieties in Sahel is a complex task
 
which has to take into consideration several factors: An idea of the complex
ities involved can be gained from ICRISAT-Mali Cooperative Program report 1979.
 
P. 1-13 and 30-31.
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of millet hybrids inthe next 3-5 years. Given the regular and frequent
 
food scarcity situations occurring in the Sahel, it would not be prudent to
 
wait for the development of new seeds in order to promote food production
 
in the area. Thus inour view, while continuing to invest in research
 
aimed at the development of better yielding and well-adapted genotypical
 
varieties, efforts must continue to support food production programs using
 
the well-known crop production technologies designed to expand the
 
production base (rotations, intercropping, organic manures, judicial use of
 
fertilizers, tillage practices, etc.). 
 Further, as long as soil fertility
 
and rainfall patterns remain critical factors of production (along with
 
costly imported, high analysis fertilizers), it is less likely that
 
varieties substantially better than local varieties would be developed in
 
the near term. Therefore, in the Sahelian context, given the factors of
 
agro-climate, poverty and limited means of rural population and long
 
periods required for research breakthrough, there is a need to balance
 
research efforts with the urgent needs of food production. The idea should
 
be to get to the farmer certain viable interventions which are applicable
 
to a wide range of situations.
 

What should be the focus/strategy of agricultural research inMali and
 
generally inthe developing countries of the Sahel? The answer isnot
 
easy. But, we venture to suggest that crop production research (inthe
 
short run at least) should focus on:
 

* bringing about simple modifications to existing systems; and
 

@ introduction of new systems wherever the possibilities exist.
 

In the first case, the emphasis would be less on changing the farmers'
 
principal enterprise (millet or sorghum), and more on improving
 
productivity within the existing farming system. 
In the second case, new
 
systems or combinations of systems are needed for situations where
 
production plateaus have been reached with existing practices. In
 
situations where limits on expanding cultivated areas have been reached,*
 

*It is true of the Fifth Region of Mali, where crop and livestock enterprises

coexist. Because of this, there is a limit to extensive farming which would
 
encroach on pasture land and thus adversely effect livestock enterprise.
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sedentary patterns need to be developed for farmers who no longer practice
 
shifting cultivation. Both these approaches could be built into single
 
farming systems program emphasizing applied research and integrated with
 

ongoing development programs.
 

g. Recommendations
 

The following improvements are suggestions for each major category listed
 

below:
 

1.Technical Assistance
 

e 	An experienced Field Trials Specialist/Agronomist should be
 
immediately recruited for the remaining project life. 
 Inaddition to
 
being responsible for the field trials, he should work closely with
 
the Seno station chief in defining and planning research relevant to
 
the 0MM area. (At present, there is no linkage between the two
 
positions.)
 

2. Improvements to the Seno Station
 

e 	Construction of 4-room guest quarters with a kitchen, dining and
 
bathroom facilities.
 

e 
Barbed wire fencing should be initially installed and subsequently

live fencing should be installed as a lon9 term measure (Prosopis,
 
or any similar species "acacia*).
 

* A simple building with three rooms to serve as offices and a
 
laboratory should be built. The laboratory should be simple and
 
equipped to take basic measures and weights. Sophisticated equipment

for tissue culture and chemical analysis, etc., should not be
 
installed in view of the present staffing and research requirements.
 

3. Research Plan
 

e The Seno Station chief should develop an annual plan of research for
 
the Seno Station. Such a plan should focus on the research needs of
 
the Seno Plain and the other areas of OMM. In developing such a
 
plan, the approach should be twofold:
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- to bring about improvements to the existing farming systems inthe
 
area; and
 

- to incorporate new ideas such as animal traction into the existing

system. (This notion is elaborated inthe following section.)
 

* 
the annual research plan should be developed in consultation and
 
coordination with:
 

- OMM's technical staff;
 

- Research organizations participating in the Seno Research Station
 
(SRCVO, ICRISAT and SAFGRAD); and
 

- OMM's extension staff.
 

# 	A meeting/conference format issuggested to draw up an annual plan,

well ahead of the season inMarch/Apr17. During the same
 
conference, results and experience of the previous year should be
 
reviewed and necessary changes incorporated into the plans for

succeeding years. Development of the research plan (i.e., specific

problems to be researched) for the Seno Station should draw upon the

nowledge and experience of OHM's extension staff, thus developing


much needed research-extension linkages.
 

o The facilities at the research station, present and planned, and the
 
land available would be adequate to implement a research plan while
 
continuing to support the research activities of the participating

organizations.
 

4.Budget
 

o 
A separate budget should be provided for the operational expenses of

the research station for temporary labor, oil and lubricants,

expendable research equipment and supplies, cattle feed, etc. 
The
 
Seno Station chief should have easy and timely access to the funds
 
provided by such a budget.
 

5. Technical Practices
 

o Results of rock phosphate trials so far (results of three year tests
 
and two year tests).have given encouraging results in two sectors:
 
Koro and Bankass. Operation Mils-Mopti should begin to extend this
 
practice, selectively, inthe two sectors.
 

o Vigorous attempts should be continued to educate farmers, especially

in non-pilot villages, about crop rotations.
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@ 	Compost pits are not yet widely used. The reason cited was lack of
 
water. However, farmers should be educated to dig compost pits for
 
plant residue, household waste and goat, sheep and cow dung. This,

in itself, would bring about a substantial amount of decomposition
 
compared to surface heaps so often noticed inthe villages. This
 
should be the first step in the development of the practice of
 
composting.
 

* 	014 should step up its efforts to procure improved seeds of peanuts
 
from OACY as a part of its efforts to promote crop rotation. Very

small quantities have been procured in the past, though there seem4
 
to be enough demand.
 

* SAFGRAD/ICRISAT researchers should examine the scope for the
 
improvement of current research design so as to bring about
 
perceptible changes in the practices currently followed by farmers.
 

a 	OMM should make serious efforts to obtain suitable equipment for
 
cultivating and weeding. This isa serious gap inthe equipment

package sold to farmers. (We were told that some trials have been
 
conducted inthe OMM area during the last two years by the Division
 
du Machinisme Agricole and the equipment is likely to be available
 
during the 1982 season.)
 

4. Agricultural Extension
 

a. Project Background
 

The organization of the extension service follows a pyramidal structure
 
with four levels corresponding to geographical and administrative units of
 
the country. At the top is the Director of OMM, assisted by the Chief of
 
the Extension Division and followed by three levels in the field:
 

o The Secteur Developpement Rural (SDR);
 
o The Zone d'Expansion Rural (ZER); and
 
@ The Secteur de Base (SB).
 

Each sector is headed by a sector chief who is assisted by an accountant,
 
store keeper, training officer, field investigator and a secretary. In two
 
sectors, special positions are provided for activities such as a blacksmith
 
trainer and a functional literacy trainer. Each sector chief supervises
 
several ZERs (six or seven) and each ZER chief in turn supervises several
 
SBs (six to eight). A Secteur de Base consists of 5-8 villages.
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Sector chiefs are provided with a vehicle, an office complex and
 
residence. They are in touch with OMM headquarters by means of radio,
 
which has proven very satisfactory. ZER and SB chiefs are provided with
 
mobylettes on a hire-purchase basis and are provided a fixed quantity of
 
gasoline per month. Housing and office space for these two levels is often
 
provided by the village population (free of cost). In some villages
 
visited during the evaluation, an office for the Chef SB and housing
 
similar to that used by farmers had been constructed for the Chef SB and
 

Chef ZER (by the local population).
 

Sectors are staffed by technically qualified graduates (Ingenieur
 
d'Agriculture or Ingenieur des Sciences Appliquees), of the Institut
 
Polytechnique Rural de Katibougou. 
Zones are staffed by ITAs (Ingenleur
 
des Travaux Agricoles) or CTAs (Conducteur de Travaux Agricoles). SBs are
 
supposed to be headed by Moniteurs Agricoles, but due to the shortage of
 
Moniteurs (trained at Centre d'Apprentissage Agricole or CAAs) many SBs are
 
headed by encadreurs. Encadreurs are directly recruited by OMM and given
 
about five weeks of training before placement. Moniteurs undergo three
 
years of training at one of the three CAAs located inthe country.
 

Appendix IIprovides details of the organization and staffing pattern in
 
terms of number of sectors, zones and SBs, and qualifications of extension
 
personnel at different levels of the organization.
 

OMM's training organization consists of a chief of training division at
 
headquarters who Is responsible for all aspects of training. He is
 
assisted by three trainers (at Bore) and one trainer at each of the Sector
 
headquarters. It is these trainers (properly called Instructors) who
 
receive training from the training division. These then train the chef
 
ZERs who inturn are supposed to train the chef SBs or encadreurs. These
 
Sector level trainers are also expected to fan out Into the SBs and train
 
the SB level agents (encadreurs) at critical times during the agricultural
 
season. 
This is the essence of the "en cascade" system of training. The
 
training division Isalso responsible for a host of other activities such
 

DZVELOPMENT ASSOCIATES, INC. 



V-20
 

as the training of village blacksmiths, establishment of grain mills and
 
overseeing the functional literacy program which isoperating in two
 
sectors in conducting programs in two of the area languages (Dogon and
 
Peul). What has been observed is the inability of the training division to
 
follow up on the training, seek feedback and develop training materials
 
based on local conditions and information. This, we are told, isdue to
 
lack of facilities and resources. This, however, seems to be as much due
 
to lack of insights and experience in training methodologies.
 

At present, OHM's extension service performs a wide range of functions in
 
addition to the promotion and use of technology to the farmers. These
 
functions are: supply of inputs on credit, processing and collection of
 
loans, estimating production inthe village and setting grain procurement
 
quotas for the OPAM (government grain marketing agency). They are also
 
called upon to estimate the damage done to crops by animals and assessing
 
damages to be paid to farmers. Thus,as much as 30 to 40% of the extension
 
worker's time is spent on functions which are not strictly in the realm of
 
extension. However, given the current situation inMali, there does not
 
seem to be an alternative.
 

The project objectives with regard to the extension component were to
 
assist OMM intraining its encadreurs and to upgrade the training of
 
extension personnel at other levels of the extension organization. Thus, a
 
better trained and equipped extension system was seen as essential to the
 
food production effort inthe Project Operation Mils-Mopti. It iswith
 
these objectives inmind that various activities and inputs were proposed
 

in the Project Paper.
 

The evaluation report of Phase I looked at OM1's extension program in terms
 
of organization (administration, supervision, etc.) approach to extension
 
and training of personnel (level of preparation, communication and
 
functions performed by extension personnel). Phase I evaluators noted the
 
following and recommended changes:
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Organization: It seemed numerically adequate, but itwas noted that
 
"effectiveness of the system ismore a 
function of other elements - level
 
of preparation of personnel, communication problems, assignment of
 
supplementary duties to personnel . .',"Majority of the lowest level
.
 
positions are currently staffed with contractual employees (encadreurs) who
 
do not meet the minimum requirements for the position. The solution to the
 
problem isnot the expansion of numbers but rather continuous upgrading of
 
personnel through appropriate training. Thistogether with the improvement
 
of communication and travel,should upgrade the service.0
 

Approach: The pilot-farmer approach, then followed by the 0911, was
 
criticized because of the high concentration of effort on a small sample of
 
the population (3%of farming units), unrepresentative pilot farmers and
 
the doubtful demonstration effect of the pilot farmers. 
 Itwas recommended
 
that 0MM try the pilot village concept where the entire village would serve
 
as the audience of intensive extension effort. Rotation of villages would
 
cover the area at a more rapid rate than the pilot farmer approach.
 
Further, 'advantage of the pilot village would be the bringing about of
 
change inthe village as a whole with the view of developing greater
 
initiative organization, self-expression and self reliance of the village
 
level, objectives which are not well served by the pilot farmer approach."
 

Strengthening of the Training Program: Abolition of the "en cascade"
 
system of training was recommended "because implicit in the system is the
 
decreasing quality of the trainer as one moves down the hierarchical
 
scale." Training by polyvalent teams of well-experienced trainers was
 
recommended. Itwas also recommended that (a)training emphasize the role
 
of the extension agent as intermediary between farmer and research and
 
farmer and the development bureaucracy, and (b)programs be flexible enough
 
to accommodate differences among farmers and ecological settings.
 

To accomplish the project objectives,.the following activities and
 
corresponding inputs were proposed to strengthen the extension organization:
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b. Activities
 

# Replacement of the men cascade" system of training.
 

* In-country training of encadreurs - 6 to 8 months training for up to 30
 
encadreurs per year for 5 years.
 

* Participant training inthe U.S. for five sector chiefs, the training
 
to focus on philosophy and tools of extension, followed by a visit to
 
Guatemala to observe these principles under developing country
 
conditions.
 

* In-country training of CTAs and Moniteurs. Special courses and
 

seminars to upgrade and update the training of CTAs and Moniteurs.
 

e Moving from the pilot farmer approach to the pilot village approach.
 

* Upgrading of facilities for certain extension staff: construction of
 
housing for 17 ZER chiefs.
 

c. Inputs
 

* Technical Assistance
 

- Extension Training Specialist: short term - to design a training
 
program, design and arrange the participant training element, assist
 
the extension department to plan, initiate and supervise innovations
 
- 3 months first year, and 3 months follow-up per year through
 
project year 4.
 

e Training
 

- 5 Chef SDRs to be trained, 1 per year, 10 weeks in U.S. plus 2 weeks
 
in Guatemala.
 

- 8 months in-country training for 20 encadreurs/moniteurs per year,
 
including travel, per diem and training materials.
 

d. Current Status
 

0MM has shifted its extension approach from "Pilot Farmers" to 'Pilot
 

Villages'. Twelve pilot villages have been established during the 1980
 
season; thus,they have completed just two years under the new approach. (Two
 

pilot villages in each of the six out of seven SDRs.) Each pilot village
 
isunder the charge of a moniteur or experienced encadreur. From our
 
visits to about five pilot villages, it is our impression the response of the
 

pilot villagers to the extension effort has been quite favorable.
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Inaddition to pilot villages, each Chef SB works with ten pilot farmers
 
and ten non-pilot farmers. While the pilot-farmers are the focus of the
 
extension effort, other farmers (including the ten non-pilot farmers)
 
receive advice and inputs, basically for comparison.
 

Itwould be desirable to continue with the Pilot Village approach. It is
 
also recommended that after about 3 - 4 yearspresent pilot villages be
 
dropped and a 
new set Of pilot villages be selected. Experience in
 
developing countries shows that as the multiplier effect takes hold, farmer
 
awareness and interest int(rhnology increases resulting inhigher rates of
 
acceptance of innovations.
 

Training at OMM continues to be in the 'en cascade" system (indirect
 
training). Training by polyvalent teams has not yet begun for the reasons
 
indicated below. Switching from the men cascade' to the direct training
 
method requires certain minimum facilities which are not presently
 
available at OMM, such as classroom space and training aids. 
 It is noted
 
that the PP while recommending replacement of the 'en cascade' system of
 
training,did not make provision for any facilities.
 

Officials at OMM are well aware of the low technical preparation of its
 
encadreurs and the need for training (in-service) for its middle level
 
staff (Moniteurs, CTAs, ITAs), a great majority of whom have not had any
 
training beyond the basic training.
 

Recognizing this need, OMM has temporarily acquired a set of four one-room
 
structures belonging to a rural youth training center located at Bore,
 
about 135 km from OMM headquarters and employed a nucleus staff of three
 
trainees. Using the physical facilities and three-man training team, two
 
groups of encadreurs, a total of 33, have been trained during 1980-81 and
 
1981-82. 
The training lasted 6 - 8 months in each case, comprising a full
 
crop season.
 

The following conclusions were drawn from our visit to the training center
 
and discussion with the three trainers, the chief of training at OMM
 
headquarters and the Director of 0MM:
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e 	Ninety-five percent of.the training is conducted by the three-man team
 
(an ISA fresh from Katibougou, a CTA and a moniteur), with occasional
 
visits from OMM's training chief.
 

9 	Because of the distance from Mopti-Sevare and lack of facilities,
 
participation of experienced experts (expatriate and Malian) available
 
At Mopti-Sevare is difficult.
 

@ 	There isa complete lack of training materials and equipment for
 
conducting training of a reasonable quality.
 

* Facilities for boarding and lodging of the trainees are rudimentary.

During the training period, part of the so-called dormitory space is
 
occupied by OPAM, the grain marketing agency. This isapparently the
 
reason for lack of discipline and for morale problems, due to which
 
seven trainees dropped out of the training.
 

e 	Destruction of crops by animals half way through the season affected at
 
least one batch of trainees.
 

9 	OMM officials feel that since the buildings do not belong to OMM, it is
 
not worthwhile making any investment.
 

e 	A report by an independent Malian consulting firm*, prepared for USAID,
 
indicates serious deficiencies in training. Fifty percent of Chef SBs
 
(Encadreurs) have received training varying from 1-4 months. Eighty
five percent of the encadreurs perceived their training as insufficient.
 
Training needs identified by Chef SBs are basic to a field agent

(Agronomy 45%, Plant Protection 30%, Extension Methodology 30%, Use of
 
Farm Implements 60%). Training deficiencies** identified by Chef ZERs"
 
(majority of whom are moniteurs): extension 50 percent, accounting 60
 
percent, agronomy 40 percent, farm implements 30 percent, animal
 
husbandry 30 percent. This isnot surprising given the fact that
 
moniteurs and CTAs have not received any further training since leaving

the institutions where they were originally trained. Another indicator
 
of training deficiency is the number of agents expressing communication
 
difficulties (45 percent ZER chiefs; 35 percent Chef SBs).
 

*Bureau Africain de Recherches Appliquees, Rapport sur la Formation:
 
Operation Mils-Mopti", Fevrier-Mars,, 1980, Contract BARA/OM/USAIE/W0202.
 

**Training deficiencies in terms of lack of practical training, lack of
 
extension skills and communication skills were also noted by another study,

*Future Manpower Needs for CAA Graduates and an Evaluation of the Present
Training Programs . . .of CAA's", Glenn Houze, May 1980. 
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In view of the observations noted above, urgent steps should be taken to
 

establish a modest training center at the OMM headquarters. The OM
 

Director agrees with the recommendation and indicated the availability of
 

land at OHM headquarters where a modest training center could be
 

established.
 

Housing for seventeen ZER chiefs has been proposed in the PP at a cost of
 

$272,000. Planning has not begun yet on the construction of these hotises.
 

A question could be raised about the feasibility of construction at ZER
 

level inview of the past experience with construction of ZER level
 

warehouses, finding contractors, supervision to ensure good quality
 

construction and finally cost.
 

We were told that three of the warehouses (at ZER level) constructed during
 

the last four years have become useless because of poor construction (the
 

team visited one of the three warehouses). Our observations indicate that
 

in some villages, villagers have constructed housing for Chief ZERs and
 

Chief SBs free of cost (local style using local materials). This should be
 

encouraged as it has a salutory effect on the development process.
 

However, since roofing is the weakest part of village housing, requiring
 

maintenance every year, it is recommended that the project provide roofing
 

material such as wooden rafters and corrugated iron sheets, and drop full
 

scale construction of housing units.
 

In-country training of extension staff, CTAs and moniteurs has not
 

occurred, as planned for in the PP, due to lack of facilities and
 

resources. As indicated inthe earlier section, these two levels of
 

extension agents need refresher training courses (recyclage) to upgrade
 

their technical knowledge and professional skills.
 

Participant training of five sector chiefs called for in the PP has not
 

occurred (U.S. and Guatemala). It is not certain that the training
 

proposed for sector chiefs in the PP is desirable in view of the advanced
 

conditions in the U.S., the language problem, applicability to Malian
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conditions, logistics and extremely short duration of the proposed
 

training. Several developing countries (Thailand, India, Phi'ippines,
 

Upper Volta) have successfully developed extension programs based on the
 

U.S. model and concept of extension adapted to local situations. Three
 
ORDs in Upper Volta have, under a World Bank Program, developed a training
 

program to train extension agents on a continuous basis and have adapted,
 

with good results, the training and visit system of extension.
 

Itwould be highly desirable for at least five sector chiefs, (the
 

extension chief and the training chief) to visit Upper Volta to observe the
 

training process and the extension system with the idea of implementing a
 

similar system at Oft.
 

e. Assessment of the Capacity of the Extension Organization
 

An assessment of the capacity of Offi's extension organization ispresented
 
below in terms of structure, level of training, skills, attitudes, morale
 

and support services and the agents' relationships with farmers.
 

As described earlier, the four tier pyramidal structure seems adequate in
 

terms of the reach of extension personnel down to a group of villages. As
 

noted during our field visits, there are clear and well defined lines of
 
authority. Communication seems to be one way, top to bottom, with very
 

limited feedback coming to the Operation level. This is primarily a
 
function of tradition, system and training. At the lowest level, there are
 
252 encadreurs/moniteurs in direct contact with 1422 villages (one for
 
every six villages on an average) who are supervised by 45 ZER chiefs who
 
inturn are supervised by seven SDR chiefs. However, in practice as many
 

as nine villages may be manned by one single encadreur in certain areas.
 

While there is a plan for reducing the number of villages covered by a
 

single agent (by increasing the number of agents), for the present, we do
 

not recommend increasing the number of agents inview of serious
 
deficiencies in the level of preparation of a great majority of extension
 

agents, as indicated in the foregoing pages.
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More serious is the problem of low level training and technical skills
 
possessed by encadreurs. It is not surprising given the short period for
 
which the encadreurs were trained (training received varies from one to
 
four months). In addition, none of the 44 ZER chiefs (except two) received
 
any training beyond their initial pre-service training at CAAs. Findings
 
of a report prepared for USAID by an independent Malian agency (quoted
 
earlier) attest to the serious lacunae in the training of a majority of
 
extension agents. 
Quality of extension service and farmers' confidence in
 
the system cannot be improved unless a training program of reasonable
 
quality is established soon. Replacement of the men cascade" system by a
 
direct training system both for conducting the training of encadreurs and
 
for conducting short duration training for other levels of extension staff
 
(ZERs, SDRs) should be given top priority. This could be done only by the
 
establishment of a modes training center at OM headquarters. It is no use
 
demanding improved training (as done in Phase I and the present
 
evaluations) unless means are provided for conducting the training.
 
Therefore, it is recommended that a training center be established (see
 
proposal Appendix III.
 

Given the circumstances of low pay and hard living conditions, various
 
extension agents we met in the field seemed to be in good morale and have
 
helpful attitudes towards the farmers. Field extension agents from SDR to
 
SB level seem to have sympathy for farmers as could be noted during our
 
discussions about the method of setting graiv quotas under the system where
 
the government marketing agency compulsorily procures fixed amounts of
 
grain from each village. The quota isestablished by the extension agent
 
based on his estimate of village level production. Quotas are set infavor
 
of farmers, thus enabling them to sell more of their surplus inthe open
 
market where they receive a price of around 120 to 125 MF/kg compared to a
 
fixed price of 85 MF!kg set by the government.
 

Farmers seem to have generally favorable attitudes towards extension
 
agents. 
 During the field trips, we could sense less than favorable
 
attitudes only in cases of two SB level agents. 
 Given the popularity of
 
credit and certain items sold on credit (fertilizer and equipment, etc.) by
 
the Operation, itdid seem that extension workers have good rapport with
 

farmers.
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This was much more obvious invillages where generally experienced and
 
better trained (moniteurs) extension functionairies are posted.
 

f. Recommendations:
 

1. Extension Organization
 

The extension organization as presently constituted is adequate interms
 
of numbers and the reach of extension personnel. No increase in
 
personnel isrecommended.
 

2. Training
 

Training continues to be in the men cascade" system and the level of
 
preparation of encadreurs isfar below the requirements of the job.
 
None of the ZER level chiefs (moniteurs, CTAs) had any training since
 

leaving their training institutions.
 

Hence, it isrecommended that a modest training center be established at
 
Sevare (OMM headquarters) to provide medium term training for encadreurs
 
(eight to nine months) and short term training (four to eight weeks) for
 
various levels of extension staff. (See Proposal, Appendex 3). The
 
proposed training center seems to be within the resources of the
 
project, especially ifZER staff housing iscut out.
 

3. Technical Assistance
 

Long term technical assistance inthe form of an Extension Specialist
 
will be provided to assist OMM inestablishing the training center,
 
design and implement training for encadreurs and extension staff at ZER
 

and SDR levels.
 

Short term technical assistance called for in the PP ($90,000/12 months)
 
should be dropped in favor of long term technical assistance.
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4. One-Time Training Program
 

The one time training program proposed in the report (Contract No.
 
BARA/OMM/USAID/W0202) at a cost of $75,300 should be dropped infavor of
 
establishing the training center st Sevare, which would have long term
 
impact on the quality of training of 014 extension and other staff.
 

5. Overseas Training
 

Overseas training (U.S. and Guatemala $60,000) provided for inthe PP
 
for five sector chiefs should be dropped and instead five sector chiefs,
 
the chief of the Training Division and the chief of the Extension
 
Division should be sent to Upper Volta (Bobodioulasso) to study and
 
observe the training system and Extension Program in the three ORDs of
 
the region. This could be achieved at a very low cost and would be
 
applicable to the conditions inMali. They could be sent in groups of
 

two or three at a time.
 

Suggested Schedule
 

* 2 Sector Chiefs and Chief of Extension;
 
3 weeks (July);
 
to observe extension program in the field;
 

9 	3 Sector Chiefs;
 
3 weeks (August);
 
to observe extension program in the field;
 

e 	Chief of Training and Chief of Extension, and one of three trainers;
 
3 weeks (January - April); and
 
to observe the training program at the training center, Bobo.
 

6. Other Recommendations
 

* 
OMM should communicate the results of the multi-locational field
 
trials to its extension staff in the field.
 

* Provide each agent de base (Chef SB) and Chef de ZER with written
 
technical information (fiches techniques) on each of the practices

advocated. They could be duplicated f not printed).
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9 	ORM should examine the question of changing the pilot villages every
 
three to four years. A similar policy should be followed for pilot
 
farmers innon-pilot villages.
 

@ 	OMM should pay special attention to pilot villages where credit for
 
draft animals (oxen) isextended to promote animal traction. This
 
attention should focus on educating the farmers about management
 
aspects (feeding, disease control, etc.) of maintaining draft
 
animals.
 

S. Vegetable Production on Dogon Plateau
 

a. Background 

The objectives of this component (inPhase II)were to increase the overall
 

vegetable production in the Dogon Plateau by increasing the efficiency of
 

water utilization, land terracing activities, vegetable storage and
 

marketing activities.
 

At this point it is important to note the background of the area. The
 

Dogon Plateau has a long tradition of vegetable cultivation. It is
 

situated on a rocky terrain overlooking the Seno Plain. Availability of
 

land and water are extremely critical constraints. Vegetable plots are
 

established on small parcels of land, often a few square meters, and are
 

literally carved out of small areas of terraced slopes and rocky land.
 

Often soil is carried from distances to give the very shallow and rocky
 

soils a certain amount of depth for root penetration. Small vegetable
 

plots, about 1/12 - 1/18 of a hectare, are irrigated by water hand-carried
 

in pots, pans, and calabashes, from distances of 1/2 km or more. As a
 

rule, most of these small vegetable plots are situated around water sources
 

(often shallow wells dug indried up streams) which are exhausted or dr up
 

by the end of February. One or two mini-dams (actually structures designed
 

to retain water for short periods) have been constructed in the area.
 

Several more such mini-dams are being planned inthe area under the German
 

Foreign Aid program.
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Among the vegetable crops grown, onions are very important,followed by
 
small quantities of tomatoes, okra, aubergine and sweet potatoes. Onions
 
are exported out of the area and are a source of cash income. Other
 
vegetables are marketed locally. Small quantities of tobacco are grown
 
mainly for family consumption although small surpluses are sold in rural
 

markets.
 

Itwas observed during the field trip that sprinkler irrigation cans
 
provided under the project ($25/can or MF 15,000/can), remained unsold as
 
the farmers could not afford to pay for them. Small quantities of
 
fertilizers are used by the farmers in the area.
 

b. Activities and Inputs Proposed
 

Activities: Horticultural research was proposed in the PP in the following
 
areas: efficiency of water utilization, land terracing techniques,
 

vegetable storage and marketing.
 

Inputs: A vegetable production specialist for two years and a full time
 
counterpart to be provided by 0MM. Short term consultants: irrigation,
 
marketing (three months). Vegetable market research survey: two months.
 

c. Implementation Progress
 

This component was not implemented inany significant way. A short term
 
vegetable specialist/horticulturist was provided for a duration of four
 
months. There is no evidence that anything was accomplished by the
 
specialist. Not even a tour report is available about the work performed.
 

Discussions at 0MM indicate that this is not a critical area of OMM's
 
overall activity and constraints are beyond immediate solution.
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d. Recommendation
 

In view of the background presented above, it is highly questionable that
 
the research element as conceived inthe project paper isrelevant to the
 
conditions existing in the vegetable producing areas of the Dogon Plateau.
 
Availability of water (even during the months of January/February) and land
 
around the sources of water isthe critical issue.
 

Therefore, it isrecommended that his research component be dropped from
 

the project.
 

6. Technical and Economic Feasibility
 

The evidence available to us indicates that farmers using a certain level of
 
interventions are obtaining somewhat better yields than traditional farmers.
 
A study by the Institut Rural de Katibougou (see Appendix I Table III)
 
conducted in one sector of OMM using four different levels of technology
 
provides reasonably dependable evidence that as the level of technology
 
increases, average farm income also increases correspondingly from 93,545 FM
 
to 1,218,502 FM, and that return to labor increases from 415 FM to 7,560 F.
 
This study was based on eight farmers, two at each level of technology,
 
growing millet and peanut crops.
 

Similar conclusions could be drawn by another study, less rigorous in its
 
methodology, conducted for USAID Bamako. (Appendix I Table IV.) This study
 
is a micro-economic analysis of annual incomes and expenditures conducted in
 
six villages (36 farmers, 6 in each village) spread among four agroclimatic
 
zones inthe OMM area. The data again indicates that as the level of
 
technology increases (measured in terms of number of pieces of equipment such
 
as plows, multiculteurs, seeders, etc.),average per capita income also
 
increases. Average per capita incomes ranged from 22,645 MF for farmers with
 
no equipment to 24,818 MF (average number of plows 0.33), 33,661 (average
 

*Stage 1: Traditional farmers
 
Stage 2: Traditional farmer - some recommended practices
 
Stage 3: Farmers with equipment
 
Stage 4: Pilot farmers
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number of plows 1.11), and 61,600 (average number of plows 1.66). The average
 
per capita income for the group possessing plows was 40,026 M compared with
 
22,645 W for the group with no plows. It s of course uncertain to what
 
extent the traction equipment alone was responsible for these income
 
differences.
 

A third study conducted by BARA (Appendix Table V) also indicates similar
 
trends noted earlier but of lower magnitude.* Farmers at technological stage
 
3 had higher yields per hectare, compared to farmers intechnological stage
 
1. Yields obtained by the farmers at level 3 were higher both for each zone
 
as well as for all the four zones. Also inzones I and IV,highest yields
 
recorded were 843 kg/ha and 1,392 kg/ha by farmers at technological stage 3.
 

Thus, the data from the three studies indicates a trend which supports the
 
viability of technological interventions undertaken by the 0MM. We do not
 
have enough data to show the degree of economic viability of these
 
interventions individually or incombinations. However, we believe that
 
farmers are the best judges of both suitability and economic viability of the
 
interventions.
 

At present, the only evidence inthis rega:'d is the demand by farmers for
 
equipment and other inputs such as fertilizers and traction animals.
 
Reasonably high loan repayment rates (up to 80%) isyet another Indication of
 
the profitability of the interventions. Thus from these indications, it is
 
clear that OMM has a fairly viable set of interventions. These interventions,
 
if adopted extensively, would have a long term effect of not only stabilizing
 
production and maintaining soil fertility, but also of contributing to
 
Increased production of millets and other food grains inthe region.
 

A thorough cost-benefit analysis of the project should be carried out. 
 This
 
will require data on amounts of inputs, costs of inputs, kinds and levels of
 
Interventions, marginal costs of interventions, opportunity costs of land and
 
labor, levels of production, value of product including on-farm consumption,
 
variations inoutput caused by micro-environmental differences, impact of
 

*Probable reason for lower yields of stage 2 and stage 4 farmers is sampling
 
error; large amount of data missing for in these categories.
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exogenous factors such as amount and distribution of rainfall and the
 

synergistic effects of various inputs, interventions and environmental
 

factors. We have discovered that changes in production resulting from
 

different rainfall patterns are far greater than those that can be attributed
 

to project interventions or inputs. If it becomes essential for economic
 

analysis that a parameter be developed that relates mnormal" production under
 

'normal" rainfall conditions to actual production under actual conditions with
 

and without project inputs, this work should be carried out by the Economic
 

and Statistics Division (DEES) of OM in coordination with the Institute of
 

Rural Economics (IER).
 

Recommendation
 

The Economics and Statistics Division of OMM should start a program of data
 

collection and processing designed to permit accurate analysis of the economic
 

impact of the project on grain production and farmer income. Technical
 

Assistance under the project should be provided OMM/DEES and IER in support of
 

this activity.
 

7. Overall Impact of the Project
 

The overall impact of the project seems to be positive. Considering the
 

multitude of problems and issues involved in the Operation Mils-tlopti
 

(technological issues, quality of extension organization, management and
 

control problems, size and cr.mplexlty of the project, etc.) and the poor
 

natural resources and general poverty of the rural population, it is our
 

opinion that the project has made a fair amount of progress.
 

While progress was not obvious inall the villages visited, (seventeen in all)
 

we were heartened to see the impact of the project inseveral areas of village
 

life such as increased production, acceptance of technology, general awareness
 

of benefits of practices recommended, etc.
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Certain villages and more so certain farmers are also receiving indirect
 
benefits from project efforts such as additional income by renting carts and
 
plows, reduced workload for women inthe most laborious tasks of Sahelian
 
rural life (fetching firewood and water) and access to rural markets, etc.
 

Exact quantitative benefits of these cannot be indicated inmonetary terms due
 
to lack of data. Availability of data across the project period has been a
 
great drawback in making quantitative judgements about project impact. The
 
groups of farmers we talked to were nearly unanimous in their opinions about
 
the benefits derived from OMM. At least in the pilot villages, and some
 
non-pilot villages, we visited in the Seno Plain, impact of traction equipment
 
was clearly visible. The expressed credit needs to purchase inputs and the
 
rate of repayment (75-80%) are additional indicators of the usefulness of the
 
project. Corrective steps, discussed elsewhere in this report, if taken,
 
would likely contribute to the project objective of increased food production
 
and rural incomes in the Fifth Region of Mali.
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B. Agricultural Credit
 

1.Background
 

The Phase II Project Paper retained from Phase I the assumption that the
 
provision of a supply source and credit for modern agricultural inputs wero
 
essential ifsuch inputs were to be increasingly adopted by the farmer clients
 
of the project. Infact,an expansion of the supply and credit program was
 

advised:
 

*There isa need to expand production-related lending to a much greater

number of farmers and to provide credit for production inputs such as draft
 
animals and fertilizer."
 

On the other hand, the Project Paper also expressed the need for new
 
procedures, including higher interest rates charged to farmers, inorder to
 
assure financial soundness of the credit program. The Project Grant Agreement
 
specified that, in addition to interest, a minimum 5%service charge must be
 
charged by 0MM on the sale of inputs purchased from any s6ur e. The terms
 
and interest rates for credit sales were to be such that the entire program
 
could function as a financially viable and independent operation. In response
 
to the perceived inadequacies of the former program (from the farmer's
 
perspective), credit repayment terms were to be extended where necessary and
 
credit was to be provided for the first time for fertilizers and draft animals.
 

Additionally, two to six retail stores were to be established and 10-15
 
sector-level warehouses constructed during Phase II. Attempts were to be made
 
to provide credit through credit committees within selected village
 
associations. Furthermore, five sector-level credit agents were to be trained
 
and installed, and the head of OMM's Credit Section was to be trained in the
 
U.S. for three months in the management of credit programs. Finally,
 
short-term technical assistance was to be provided "to set up the credit and
 
supply system and to train agents in its management." The anticipated result
 
of this refurbished credit and supply system was that a total of 20,000 more
 
plows, carts and seeders would be in the hands of farmers, and that 20,000
 
farmers would increase their yields by 50% by using equipment and/or
 

fertilizers.
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2. The Supply and Credit System
 

The system actually set up and operating has differed from that proposed or
 
described inthe Project Paper and the Project Agreement. In the first place,,
 
the operation has tended to be as much a supply as a credit operation. In the
 
most recent year (1981-82),only about 42% of all sales were made on credit,
 
and over the previous years cash sales were about 20% to 25% of all sales
 
(data provided by OMM's Credit Section).
 

The OMM has tried to have inplace at the beginning of the crop year those
 
items the farmer isexpected to need or that OMM would like to see him buy.
 
Months before the beginning of the growing season,farmers are asked to furnish
 
their anticipated input requirements to their Chef SB. Lists are thus
 
compiled and transmitted upward through the organization.
 

The farmer is expected to buy some inputs for cash. Small quantities of
 
fungicides are an example. Fertilizers are bought either for cash or on
 
short-term (one crop season) credit. 
The credit cost (i.e., interest charged)
 
is built into the price. The announced 0MM credit policy isto sell equipment
 
on medium term up to three years. Actually, the agents'at the farmer level
 
are often reluctant to extend credit for more than one or two years. Again
 
the credit cost is,at least intheory, built into the price. A price is
 
established for a cash sale; a successively higher price is established for
 
sales on one, two or three year terms. A down payment isfixed. We have
 
calculated from the announced fixed price, fixed down payment and annual
 
installments, that an effective rate of about six percent simple interest on
 
the unpaid balance of the loans has apparently been charged. We have found
 
some anomalies, but they seem.to be errors in simple arithmetic and not policy
 

decisions.
 

The interest rate is supposed to cover the inflationary impact on inventory
 
replacement costs as well as losses from defaults or excessive arrears. 
The
 
current interest rate isobviously not sufficient and the credit fund will
 
eventually be decapitalized and the supply system depleted of its inventory.
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According to OMM's Credit Section, the 5%minimum service charge which was to
 

be included in the basic price of any input sold to farmers has not in fact
 

been fully charged. Itwas intended that this service charge cover all
 

transportation costs incurred by OMM as well as storage costs and any other
 

recurring operating expenses. Some transportation costs have been figured
 

into the input purchase prices, but other expenses have apparently not usually
 

been considered.
 

The head of the Finance Division of OMM has stated that the full service
 

charge could not in the past be attached to the purchase price because other
 

organizations (principally Operation Riz Mopti and SCAER) were retailing the
 

same inputs in part of the OMM zone without such a charge. He also maintained
 

that a 13% interest rate would have been difficult to employ because of the
 

3-6-9% charged over three successive years by the above organizations. It is
 

difficult to determine to what extent this price competition acted as an
 

effective constraint on OMM policy implementation.
 

According to OMM personnel in all sectors visited, significant improvements
 

have been made in recordkeeping during the past three years. The evaluation
 

team did indeed observe that agents indifferent locations used receipt books,
 

inventory forms, etc., in a quite consistent manner. Furthermore, farmers are
 

generally given receipts after each payment and are thus ordinarily aware of
 

their unpaid balance. Improvements in financial recordkeeping at the agent
 

level are laudable and needed to support improved financial management at the
 

top. Nevertheless, basic policy decisions are still needed on terms, interest
 

rates, delinquencies, etc.,and they must not be neglected.
 

3. Supply and Credit Implementation
 

The technical assistance to be provided to help construct the credit and
 

supply system was never in fact delivered. Neither was the head of OMM's
 

Credit Section given the training which the Project Grant Agreement had called
 

for. The current lack of a coherent credit policy or a functional
 

understanding of the role of credit at the agent level can in large measure be
 

traced to these failures.
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The OMM supply system has suffered from other external developments outside
 

its control. Under the previous project, and at the start of the second
 

phase, OMM was supplied with inputs from SCAER, a state monopoly on
 

agricultural equipment and supplies. The arrangement did not work well.
 

SCAER supplied what it had, not necessarily congruent to project needs.
 

SCAER's delivery policies in time and place were erratic and it is attempted to
 

control resale prices to the lowest level. The dissolution of SCAER is
 

probably a blessing, but ithas required OM1to do a bit of scrambling to
 

re-establish its supply system. It now procures agricultural equipment from
 

SMECMA, a state corporation set up to develop and manufacture appropriate
 

agricultural equipment. OMM is currently attempting to regularize the
 

procurement of light production inputs from the cotton producing operation
 

(CMDT) and draft oxen from ODEM, the organization carrying out the IBRD
 

financed' Fifth Region livestock development program. Seed fungicide is
 

currently provided by SOMIA and vegetable gardening materials are sold by
 

Protection des Vegetaux. This appears more complicated on the surface, but
 

the end result could well be a more efficient supply system. A potential time
 

constraint on the supply system may arise from the fact that all modern inputs
 

extended by the Development Operations inMali must first be approved by a
 

national committee.
 

Village associations have not yet been significantly used as recipients of,
 

conduits for, or monitors of credit. Even the credit for oxen in two pilot
 

villages with village loan committees was still inreality individual farmer
 

credit. As pilot villages are developed, it is expected that village
 

associations will be created and will play a role in credit operations. For
 

the present, and for the immediate future, credit to farmers of the Fifth
 

region will be individually provided.
 

The sector-level credit agents have been installed at their posts. Itremains
 

in question, however, whether they have been sufficiently trained, supported
 

and supervised to effectively administer the program. As of March 1981, no
 

new construction of sector-level warehouses had been undertaken during Phase
 

II. Neither had the proposed retail stores been created.
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A factor which has worked to undermine the development of the credit and
 

supply system is a lack of effective communication and cooperation between OMM
 
and USAID officers. A document describing the proposed guidelines for the new
 
system was requested by USAID in 1980. This document (Rapport sur le Systeme
 
de Credit a lOperation Mils-Mopti) was prepared by credit and finance
 

officers at OMM and submitted to USAID about July 1980. Apparently, due to a
 
lack of subsequent substantive discussions, this document was never accepted
 

as (or modified to become) an official policy statement. This situation
 

persists through 1981 and early 1982.
 

4. Issues and Problems
 

a. Official and Unofficial Policies
 

In compliance with the Project Paper, credit has been extended to
 
fertilizers and, to a limited extent, for draft oxen. Numerous field
 

interviews with OMM personnel and farmers indicated that an attempt has
 
been made recently (particularly during the 1981-82 season) by SDR-level
 
(and below) personnel to shorten the repayment period for equipment inputs
 

(carts, plows, etc.). Although there isconsiderable local variation, a
 
pattern has emerged of almost no three year credit for the larger ticket
 
items, some two year credit and most sales on one year credit with
 

substantial down payments. There seem to be three reasons for this
 
movement: a desire to roll the credit funds over more rapidly, a belief
 

that the larger the loan the higher the risk of default, and possibly an
 
unspoken policy that provides a short term loan to keep repayment pressure
 
on the borrower even though final payment may be late. There is also
 

inconsistancy in the availability of credit. Farmers in one village
 

claimed not even to be aware that credit was available. In another
 
village, OMM personnel said that when fertilizer was plentiful they sold it
 

on one year credit. When itwas in short supply, they sold for cash.
 
Moreover, they said that these decisions were made at the local level.
 

This diversity of policy and activity within the region illustrates:
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9 that the cascade system of training does not permit full comprehension
of policy at the local level; and
 

s that no comprehensive credit policy for OMM exists.
 

There have been several documents printed by 0MM during the past two to
 
three years relating to overall credit policies. These have been prepared
 
largely in the form of "report" and *studies*, and itremains indoubt to
 
what extent these documents are a realistic representation of official or
 
unofficial policies. There are, indeed, a number of contradictions between
 
documents and the information provided is incomplete from a practical
 

working standpoint.
 

Among the general policy questions which OMM will have to first resolve are:
 

e 	On what criteria should the performance of the credit system be judged?
 

-	Is there an acceptable level of defaults or payment inarrears?
 

- Isthe quantity of inputs placed to be the principal measure of
 
performance?
 

- Should minimum repayment periods be available to all farmers in all
 
locations to help stimulate demand for inputs?
 

@ 	To what extent is SDR- or ZER-level policy adjustment allowable and/or
 
necessary?
 

- Are the inequities resulting from these adjustments (differing terms,

downpayments and interest rates) counter-balanced by the advantage to
 
field agents of having some flexibility in their collection process?
 

@ 	Should 0MM continue to provide credit to the poorest of farmers, even
 
though their ability to repay the loan in time is indoubt? This
 
position is supported inat least one document (Proces-Verbale de la
 
Reunion de la Commission Chargee de l'Elaboration de cette Nouvelje

Strategie de Vulgarisation Agricole, 9 February 1980 Annexe).
 

The behavior of extension agents in the field appears to support the
 
contention that this last strategy isactually in operation. No consistent
 
set of criteria isemployed to determine whether or not farmers are
 
creditworthy. Agents inall sectors, however, always record the official
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government registration number (carte de famille) of any family taking
 

credit. Some agents think that this helps with credit recovery, since it
 
identifies the family to local authorities. In practice, farmers behind in
 

their payments are only very rarely actually turned over to these
 

authorities -- even when the delinquency period is long.
 

Since chefs ZER and chefs SB are not trained in the application of interest
 

rates, they must use printed repayment schedules provided by the OMM Credit
 

Section. Thus, in the event of an extension of a repayment period (or
 

incomplete payment of an annuity) -- which occurs frequently now as terms
 

are shortened -- they are unable to apply an appropriate interest rate on
 
the remaining principal. Inmost cases, this delay benefits the farmer. It is
 

clear that some flexibility must be maintained for local agents, but some
 
prescribed means of penalty for delinquency should be covered in a written
 

policy statement with appropriate tables.
 

We have also noted a number of discrepancies among the credit policy
 
documents currently available:
 

9 Interest rates to be applied to agricultural equipment and fertilizers:
 

- 13% (Etude, p.1).
 

- an actual effective rate of about 6.3% -- but as high as 15-16% for
 
donkey plows purchased with two and three years' credit (Rapport,
 
Annexe 3, p. 15).
 

- no rate specified (Proces-Verbale. .
 

* Length of Repayment Period:
 

- maximum of 1 year for "fertilizers and chemical products',
 

- maximum of 3 years for traction equipment, (Etude . .. , p.7). 

- 1 to 2 years for 'light materials." 

- 2 to 3 years for "agricultural materials for which the cost deducted
 
from the annual income of the farmer leaves him without the means of 
subsistence." (Rapport. ., p. 2). 

- 5 years for entire animal traction package (Proces-Verable.. 
Annexe). 
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9 Downpayment
 

- no specified downpayments (Etude . . . 

- 1/2 and 1/3 downpayment for inputs as specified in (2.b) above 
(Rapport . . .. p. 2). 

-
1/4 downpayment for entire animal traction unit (Proces-Verbale
 
Annexe).
 

b. The Demand for Credit and for Particular Inputs
 

The credit program for agricultural inputs is central to OM's agricultural
 
development effort. During interviews, farmers stated on numerous
 
occasions that they were not capable of purchasing equipment -- even when
 
itwas available locally from private merchants -- until credit was made
 
available to them from OMM. Between 74% and 80% of OiM's total
 
agricultural input sales were on credit terms for the 1978-79, 1979-80 and
 
1980-81 seasons (see Table 10 ). The percentage fell to 42% in 1981-82 as
 
OMM personnel tightened credit availability. Perhaps it is not
 
coincidental that total sales were also down 23% in 1981-82 from the
 
previous year -- reaching their lowest level since before the 1978-79
 

season.
 

It should be borne in mind that animal traction was not introduced into
 
some areas of the Seno Plain until the late 1960's. It is,therefore,
 
rather remarkable that in some villages between 60 and 80 percent of
 
households now own and use it. This isdue in large measure to the
 
credit/supply activity of OMM. Neither the rates of placement of animal
 
traction equipment nor of light inputs have increased over the past three
 
years (and infact fell sharply during 1987-82, contrary to expectations
 
expressed in the Phase II Project Paper). It is probable, however, that
 
supply inefficiencies and the tightening of credit terms of repayment were
 
in greater measure responsible for this occurrence than was lack of demand.
 

The fact that the prices for ammonium phosphate and urea increased by 61%
 
and 71% respectively between the 1979-80 and 1981-82 qrowing seasons
 
has, however, undoubtedly reduced demand for these items. There isno such
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TABLE 10
 

Total Cash Sales (000 FM) of Agricultural Inputs
 

Before 
78-79 78-79 79-80 80-81 81-82 Total 

Douentza 3,422 2,370 1,890 1,620 3,726 13,028 

Koro 18,092 7,191 6,682 6,709 25,963 64,638 

Bankass 10,836 3,994 2,164 5,881 5,374 28,249 

Mopti -- 13,047 | 10,099 11,433 34,579 § 

Djenni 10,360 15,286 - 5,684 6,355 3796851 

Bandiagara N.A. N.A. 1,832 2,076 3,259 7,168 

Tenenkou - - 837 705 433 1,976 

Total Cash 43,710 28,841 26,452 32,774 56,543 187,323 

Total Credit 176,428 85,737 101,177 92,905 40,381 502,628 

Total Cash 
and Credit 219,138 114,578 133,629 125,679 96,924 689,951 

% Credit 
of Total 
Sales 80.5 74.8 80.2 73.9 41.7 72.8 

§ Mopti and Djenni data combined in 1979-80: Gestion du Materiel et des
 
Produits 1979-80, p. 13.
 

Source: OMM Credit Section
 

Note: Mopti and Tenenkou were added to the OMM zone of inter
vention in 1979-80.
 

N.A.: Not Available
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obvious ixplanation for the drop insales of carts from 1204 units in 
1980-81 to 478 units in 1981-82, or for the drop infungicide sales from 
160,483 packets in 1980-81 to 92,982 packets in 1981-82 (see Table 11 ). 

It is clearly not necessary to provide credit for fungicides and perhaps
 
other light inputs which may be purchased insmall quantities. Ammonium
 
phosphate and urea fertilizers, sold only in50-kg sacks, are, however,
 
certainly more easily extended on a short-term credit rather than cash
 

basis. Sales of both of these fertilizers nearly doubled between the
 
1978-79 and 1979-80 seasons, during which time credit was first extended
 

for their purchase.
 

The demand for particular items varies greatly among sectors and sometimes
 
even among neighboring villages. Fungicides, carts and plows were the
 
items most frequently cited by farmers as important. Fertilizers, however,
 
are also being widely used, and on the Dogon Plateau (with its tiny,
 
hand-cultivated vegetable plots) are much more important than traction
 
equipment. Farmers' preferences intillage equipment are particularly
 

localized, depending upon soil conditions, cultural practices and the
 
availability of donkeys versus oxen as draft animals. It is,therefore,
 
extremely important that 0M continuously monitor such local rates of
 
acceptance in order to assure that the demand can be met for the particular
 
inputs desired in any given year and that the appropriate Inputs are being
 

offered.
 

c. The Purchase and Delivery of Production Inputs
 

The inability of OMM to deliver sufficient quantities of the required
 
inputs on time was cited as a major problem inall villages visited. There
 
was the additional complaint that the types of inputs delivered were not
 

always appropriate to farmers' needs.
 

As noted earlier, the constraints imposed by SCAER, and the subsequent
 
complications in finding input suppliers following its dissolution,have
 
been largely responsible for these problems. The very fact that orders
 
through SCAER had to be placed one year inadvance meant automatically that
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TABLE 11 
Placement of Agricultural Equipment and Light 

Before 1978-79 1978-79 1979-80 1980-81 1981-82 

Charrue TM 899 464 741 317 338 
Bourguignon 217 0 183 356 119 
Houe Asine - - - 201 194 
Multiculteur 58 45 34 77 1 
Semoir 40 35 17 12 1 

Charrette TRP 
1000 kg 2,446 1,025 1,101 .1,204 478 
Ammonium 
Phosphate (T) 22.251 27.732 46.050 43.380 39.100 
Urea (T) 35.725 18.473 36.475 43.450 8,100 

Fungicide 
(packets) 325.687 112,595 84,636 160,483 92,982 

sources: Donnies Techniques, OMM (Dec. 1981) and OMM data from Credit
 
Section.
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supply could not be sensitive to shorter term changes indemand. At
 
present, a]" traction equipment ispurchased through SMECA, whose policy
 
isto make materials available within three months of their order (January
 
to March). It is vital that all suppliers of inputs to 0MM be reliable in
 
delivering the quantity of items ordered on time.
 

d. Repayment of Credit
 

According to the latest available statistics from 014's Credit Section, as
 
of September 30, 1981, 25% of credit repayments were inarrears (invalue
 
terms) from the 1978-79 season and 18% were inarrears from the 1979-80
 
season (see Table 12 
). If these figures are an accurate reflection of
 
the degree to which farmers held to their original credit terms, then
 
reimbursement has not been a major problem. It is clear, however, from
 
field discussions that repayment has in fact often been a difficult problem
 
in certain locations. It Isfor this very reason that the unofficial
 
tightening of the terms has occurred during the last two years. 
0MM field
 
personnel report that this latter approach has been effective in reducing
 
the frequency of long delays inrepayment. Unfortunately the data do not
 
currently exist to test this assertion. When asked to estimate the
 
percentage of their borrowers who were currently in arrears, a small sample
 
of agents gave estimates between 4% and 80%, or an average of 32%. These
 
figures are provided for indicative purposes only.
 

Farmers invariably cited the poor quality of their harvests as the reason
 
for their inability to repay an installment of their loan on time.
 
Obviously a farmer's ability to repay is related to the returns which he
 
receives from his investment. In the case of plows and fertilizers, the
 
key iswhether the total value of a farmer's agricultural production
 
increases. On the other hand, farmers may sometimes use equipment to
 
reduce their labor requirements, increasing labor production rather than
 
expanding production. The equipment may still contribute indirectly to
 
household income inthis case, however, if other remunerative activities
 
may be pursued with the labor saved. Plows are also sometimes rented.
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Credit Provided per Year (000 FM) and Percent of Reimbursement in Arrears as of 30/9/81
 

Before 1978-79 1978-79 1979-80 1980-81 1981-82 Total
 

Credit 2 in Credit Z in Credit 2 in Credit % in Credit 2 in Credit 
2 in
 
Arrears Arrears Arrears 
 Arrears Arrears Arrears
 

Douentza 38,738 8.2 19,892 13.5 17,626 14.3 8,793 NA 12,403 NA 97,452 NA
 

Koro 61,149 16.9 13,542 46.8 17,125 21.5 
 28,033 NA 11,962 NA 131,821 NA
 

Bankass 47,280 9.9 18,241 7.5 11,562 
 26.6 17,227 NA 923 NA 95,233 NA
 

x
Moptix -- -- -- -- 41,680x 20.3 19,026 NA 1,635 NA 62,341x x  NA
 

DJenn6 23,958 24.4 33,079 34.1 
 -- xx -- 5,167 NA 4,836 NA 67,041xx  NA 

Bandiagara 5,303 0.0 982 0.0 6,720 18.9 3,755 NA 5,338 NA 22,098 NA 

Tenenkoux -- -- -- -- 12,454 2.0 10,902 NA 3,285 NA 26,642 NA
 

Total 176,428 1 .6% 85,737 25.3% 107,177 18.0% 92,905 
 40,381 502,628
 

X Added to OHM zone 1979-80 

xx Data from Mopti and DJenn6 were combined in 1979-80 

Source: OHM Credit Section
 

NA: Not Available
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Carts are used for a variety of purposes and are often rented for payment
 
incash or kind (inthe case of millet transport). At the present time,
 
research efforts have not been undertaken to accurately measure returns
 
from the use of separate inputs of the technological package offered. It
 
would also be instructuve to know how these items are being used in order
 
to ascertain whether or not they add (directly or indirectly) to total
 
household income. Neither are data currently available to calculate rates
 

of arrears by type of input. Our best Indication at present that farmers
 
find several of these inputs economical (inthe broad sense) is simply that
 
they continue to demand these items and are,for the most part,.repaying
 
their loans within three years. This Isnot at all an insignificant fact
 
if a primary objective of the project is In fact to improve the well-being
 

and incomes of farmers of the Fifth Region.
 

e. Phase II Expectations
 

Clearly some unrealistic expectations with regard to the credit and supply
 
system were included in the Phase II Project Paper. Itwas unrealistic to
 
assume that the program could be diversified in so many ways before the
 
basic program and policies were put on a sound footing. The predicted
 
increases in sales of traction equipment units (35-45%) and fertilizers
 
(60-100% per year were rather excessively optimistic. So were the goals of
 
20,000 equipment units to be placed and 50 percent yield increases for
 
20,000 farmers. There are too many variable factors (rainfall, insect
 
damage and disease damage, for examples) to reasonably expect such yield
 
increases inso short a period of time. There are, in like manner, many
 
such uncertainties surrounding any projections of input placement; e.g.,
 
uncertain crop and input prices, delivery inefficiencies, and the moment at
 
which the market becomes saturated for particular inputs. The demand for
 
carts, inparticular may be expected to decline within the next few years
 
(all other factors being constant) because their economic value will
 
decrease as they become more widely distributed throughout the OMM zone.
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5. Recommendations
 

a. Technical Assistance
 

A short-term technical advisor should be provided to assist OMM and USAID
 
injointly working out a credit strategy and a credit policy.
 

b. Credit Strategy
 

OMM and USAID should prepare a credit strategy document setting forth: who
 
should be the program's clients; should it include poorer credit risks;
 
should credit or supply be subsidized; what is an acceptable delinquency
 
rate; default rate; how much flexibility should credit regulations give
 
local OMM agents; how can agents be trained better?
 

c. Credit Policies
 

Based on the above strategya credit policy should be jointly established
 
and disseminated to the field inwritten form and through organized
 

classroom discussion. This policy should cover:
 

(i)an interest rate that covers defaults and inventory inflation;
 

(ii)a service charge to cover transportation and storage costs;
 

(iii) 	Inclusion of interest and costs in purchase price. Ifthere is any
 

subsidy, t should be clearly identified here;
 

(iv)a system of penalities for delinquencies.
 

d. Input Purchase and Delivery
 

In order to ensure a timely and sufficient supply of the required inputs to
 

farmers, OMM should:
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(1)assess the reliability of suppliers with regard to these factors, and
 

choose accordingly:
 

- adequacy of supply
 

- quality of merchandise
 

- regularity of delivery
 

- length of time between order and delivery
 

(ii)if supply problems continue, give consideration to the construction of a
 

central warehouse;
 

(iii) proceed with plans to construct SDR- and ZER=Ievel warehouses as
 

required.
 

e. Information Requirements - Research
 

(i)To ensure that the appropriate technologies are extended in appropriate
 
locations and to recognize promptly changes indemand as they occur,
 

information must be continually gathered on:
 

(a)the particular effects on total production and resource productivity
 

of each input;
 

(b)possible Indirect benefits due to the use of inputs (e.g., labor
 
saved to pursue other income-generating activities): how each input
 

isactually used;
 

(c)the rates of acceptance of particular inputs in different locations,
 

by different kinds of farmers.
 

(ii)These studies (above) conducted by the DEES should be greatly reduced in
 
terms of sample size and be very specific in purpose, with data
 
collected directly by a permanent staff of trained interviewers rather
 
than by chefs SB, who are untrained in interviewing techniques and are
 
already overburdened with other responsibilities.
 

DEVELOPMENT ASSOCIATES, INC. 



V-52
 

(iii) 	More serious consideration should be given to the findings of ongoing
 

research efforts outside the 011M framework.
 

(iv)Information should be maintained within the Credit Section on rates of
 

arrears by type of input.
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C. Traction Animal Credit
 

1.Background
 

InPhase I, an important assumption was that credit for agricultural equipment
 
(plows, seeders, carts) and products (fungicides, fertilizers) was a necessary
 

element in a project whose goal was an increase inproduction and marketing of
 
cereals inthe Fifth Region. In this phase, however, there was no provision
 

for credit for purchasing traction animals.
 

Various studies have included figures on numbers of traction animals in the
 
Fifth Region. For example, a survey done by OMM in 1972 offered these figures:
 

Element Bankass Koro
 

Population 108,000 140,000
 
Farm units 11,924 16,150
 

Total cropped area (hects) 54,469 81,619
 
Average area/farm unit (hects) 4.55 5.05
 
Number of work animals 145 134
 
Number of carts 186 120
 

The figures for the number of work animals would seem at a glance to be
 

completely inaccurate.
 

A study done inmid 1976 by the Institute of Rural Economy (I.E.R., Estude
 
Agro-Demographique Dans les Zones d'Intervention et d'Extension de
 
l'Operations Mils Mopti, January 1978) cited the demand for plows, both in the
 
delta zone and that of the Seno plain. It also noted the phenomenon of
 
borrowing or renting animals in the Seno. Further, the study offered a figure
 

of 26,000 traction oxen for the OMM area, excluding the cercles of Niafounke
 
and Tenenkou (the cercle of Youvarou had not yet been created at that time and
 

was likewise not part of the OMM zone). Unfortunately, the I.E.R. report
 
included no breakdown for these animals except to state that 67% were located
 

inthe cercles of Djenne and Mopti (p.39). There are no figures for numbers
 

of traction animals per farm unit.
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A BARA study (Agronomic - Action Forgeron, October-December 1978) which
 

covered 140 farm units listed 111 traction animals among these units broken
 
down as follows: 49 oxen, 52 donkeys, 8 horses, and 2 camels. Over 50% of
 

the oxen were owned by farm units growing rice in the cercies of Mopti and
 
Djenne. Of these 111 animals, only 3 were purchased on credit, and this
 

arrangement made between ti buyers and sellers themselves. These
 

figures do not tell us the number of traction animals per farm unit.
 

The same BARA report on finances cited the high cost of the package of plow
 

and a pair of oxen as a major constraint to the adoption of cultivation by
 

animal traction in the OMM area (p.20). The majority of farmers, it stated,
 

were unable to afford this high cost, particularly for the oxen. At the same
 

time, this study reaffirmed the importance of extending credit to the rural
 

farm family, stating that 60% of all carts and 30% of all plows purchased by
 

farmers between 1972 and mid 1978 were bought on credit granted OM.
 

The evaluation of Phase I identified three principal weaknesses inthe OHM
 

credit program (Evaluation Report, p. 11). These were:
 

a. Farmers' lack of knowledge about the credit offered by OMM.
 

b. Inflexibility of credit terms which resulted inrelatively well-off farmers
 

deriving the benefits of credit.
 

c. The lack of credit for draft animals.
 

Adopting the assumption that the lack and high cost of traction animals,
 

especially oxen, were a major constraint to the expansion of production, the
 

design team included long term credit for animal purchases in its program for
 

Phase I. The Project Paper suggested that a special fund of $10,000 be set
 

aside for animal insurance as well.
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2. Achievements
 

In the summer of 1980, the pilot villages of Mandlo and Pare were furnished
 
with 19 and 43 plow oxen, respectively, on an experimental basis.
 

The down payment required for a pair of oxen was 45,710 HF. The total cost of
 
the pair was 244,550. The many farmers with whom evaluation team members
 
spoke at Mandio and Pare seemed, notwithstanding certain reservations,
 
satified with the animal credit activity and there remains an unfulfilled
 
demand for plow oxen in both these villages. Repayment of the loans has thus
 

far proceeded without difficulty.
 

3. Problems
 

a. There is no special insurance fund as far as the evaluation team could
 
determine. There seems to be no separate account with $10,000 as foreseen
 

for animal insurance. It appears that whatever insurance funds as may
 
exist are mixed with operating funds.
 

Three of the 62 animals have died. However, those who purchased them on
 
credit have not yet been informed whether the animals will be replaced,
 

whether the full amount of the loan will have to be repaid, or if the
 
insurance fund will cover the loan amount outstanding.
 

b. The price of the animals seemed excessive to the farmers. Because OM and
 
ODEM concluded a contract with a cattle merchant for purchase of the
 
animals at the market of Fatoma, near Sevare, and because of the time of
 
year of purchase (June),the per head price of a four-year old animal
 

averaged 90,000 MF. Farmers felt that the average price should have been
 
closer to 60,000 MF and that no animal among those they received should
 

have exceeded 80,000 MF.
 

After purchase, all animals were quarantined and received veterinary care
 
during a forty day period by ODEM. The cost of this service plus interest
 

charged to the farmer --It isunclear what rate of interest, if indeed any,
 
is charged since there is no written OMM policy on this--brought the total
 

cost of each animal to 122,275 MF.
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Those farmers who had no other means of ownership of traction oxen were
 
happy to receive the animals, in spite of their high price.
 

c. Some farmers also complained that the animals received were not all
 

suitable to use as traction oxen. Specific comments were that they were
 
too young, that some had either weak forequarters or in particular had a
 

chronic limp, and that they would have themselves purchased other animals
 

had they been afforded the opportunity to do so.
 

d. Farmers complained that the delivery of animals was ill-timed. The animals
 
were distributed in August, too late to be used with the plow. The farmers
 
thus had to nourish and maintain the animals for almost a year before being
 
able to exploit them. Most of these animals ended up going on transhumance
 

because of the lack of feed and water inthe Region.
 

e. Studies thus far accomplished do not justify the animal credit activity.
 

There are no data which validly indicate the need for animal credit. For
 
example, a BECIS (formerly BARA) survey of 40 villages including 275 farm
 
units (see Rapport Provisoire, April 1981) indicated that almost 42% of the
 
farm units cultivated their fields with plows and traction animals. Of the
 
275 farm units, 37% owned plow oxen (the majority --54% --in the delta
 
zone) and 42% owned donkeys (of which the majority --75%--were in the Seno
 
plain). The report accurately stated that the nature of soils in the
 
various zones dictates the traction animal most desirable. Thus, in the
 
sandy soils of the Seno, donkeys can pull light plows while inthe delta
 
zone where clay soils are most prevalent and a dry season rice crop may be
 
grown,the farmer uses a heavier plow which must be drawn by oxen.
 

As mentioned earlier, the 1978 BARA study of 140 farm units cited ll
 

traction animals. However, there is no breakdown by farm unit.
 

The BECIS study also noted that the vast majority of farmers who own
 
traction animals have bought them for cash using revenues derived from
 

various sources. For better equipped farmers, a large part of their cash
 

for traction animal purchase comes from the sale of surplus crop production.
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Some money comes as well from the sale of small ruminants and craft items,
 
particularly woven blankets. Additional sums come from family sources in
 
the form of loans or gifts. And though not cited by BECIS, no doubt some
 
revenues used to purchase draft animals are derived from wage labor or
 

services.
 

The studies and the field travel of the evaluation team suggest that it is
 
not unusual for a farmer equipped with a plow to rent oxen to cultivate his
 
fields. Some farmers rent both plow and oxen. Therefore, even farmers who
 
have the means to make the capital investment in plows and draft animals
 
may choose not to do so if rentals are available.
 

f. While the intent of the animal credit activity is to make traction animals
 
available to those who have none, one result of the experiment thus far in
 
Pare and Mandio has been the provision of oxen to some farmers who already
 
possessed animals.
 

4. Recommendations
 

The evaluation team is at this time skeptical of the need for the animal
 
credit activity. It isunclear from existing data whether individuals who
 
themselves own no traction animals have access to such animals through their
 
concessions. It isunclear whether individuals who own no traction animals
 
have the means to invest inthem, but consciously choose not to do so because
 
of a preference for other investments. It Isfurther unclear whether animal
 
credit should be granted only for oxen purchase, given their high cost
 
vis-a-vis that of donkeys, and only in the lake and delta ecological zones.
 
The evaluation team thus makes the following recommendations with caution:
 

a. The DEES, inconjunction with the data anaysis units of ODEM and Operation
 
Riz Mopti, should undertake a limited study or should analyze existing
 
reports or raw data to determine:
 

(I)Existing traction animal numbers, ownership, and exploitation in the 0MM
 

zone.
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(ii)Access of non-animal owners to traction animals whose ownership and
 

management is exercised by the head of the concession of which the
 
individual is a member.
 

(iii) Whether individuals or concessions owning no traction animals have the
 
means to purchase animals but choose not to do so, preferring to make
 

other productive investments.
 

(iv)The extent of the practice of paying for traction services or animal
 

renta.
 

(v)Whether animal credit, if deemed necessary and justified, should be
 

limited to traction oxen.
 

(vi) 	Whether credit for traction oxen should be limited to particular
 

ecological zones.
 

(vii) The most opportune time of a year for the purchase of traction animals,
 
considering such factors as pricing and markets, the transhumance, and
 

the problems of dry season feed and water.
 

(viii) Farmers' perceptions of what constitutes a good traction animal, e.g.,
 

age, size, structure, disposition, health.
 

(ix)The possibility of shortening the duration of credit for traction
 

animals, given the indication that perhaps the majority of farm family
 
cash income is derived from non-crop production activities.
 

b. That the animal credit activity terminate at the end of Phase II unless the
 

results of the above recommendation can justify itfor a Phase III.
 

c. That the animal insurance fund be immediately constituted in an amount not
 
to exceed $5,000, and that this fund be retained and augmented appropriate
 

to the number of animals purchased on credit inthe possible Phase III.
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d. That animal credit, if continued, be extended only to those who are members
 
of a concession which owns no more than one traction ox--.in other words,
 
that credit be extended to those who need it the most.
 

e. That a pilot village/village association animal advisory council be
 
established consisting of the OMM training and extension division heads, an
 
expert veterinary agent from ODEN, the local OMM agent assigned exclusively
 
to the particular pilot village, the head of the pilot village's farmer
 
committee, and one other local member knowledgable in livestock matters to
 
be named by members of the farmers' committee.
 

f. That farmers granted credit for animal purchase be assigned the
 
responsibility of buying their animals themselves, either individually or
 
by group. The latter could be accomplished as it has been, for example, in
 
the ECIBZV LJbouche Payan program wherein the farmers' group names one of
 
its members to act on behalf of the group and execute all animal
 
purchases. This has worked very well. 
 Inthis case, the advisory council
 
would only provide advice.
 

This action would descrease OMM's administrative burden and eliminate
 
farmer complaints about animals furnished to them, such as has been the
 
case in Pare and Mandio.
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D. Agricultural Marketing
 

1.Background
 

The Phase I Project Paper explicitly recognized a role for OHM inthe
 

marketing of millet and sorghum:
 

"Inthe project area Operation Mils agents will perform the function of
 
procuring surplus rain at the offical price for OPAM. Thus the farmer will
 
e assured the offical price for his surplus production. The surplus grain
 

will be temporarily stored at the arrondissement level by Operation Mils
 
until taken over by OPAJ for transporting to grain deficit areas..."
 

The rationale for OMM's Involvement inmarketing was not stated. Itmay,
 

however, be hypothesized that: (I)the authors did not recognize that
 

increasing sales through official channels at official prices was not in the
 

best interest of farmers, and (2)the GRM's overall strategy of involving the
 

Rural Development Operations (ODR) inmarketing In order to reduce the burden
 

on l'Office des Produits Agricoles du Mali (OPA4) probably influenced the
 

decision.
 

The Phase I Evaluation Report noted, "the adverse impact of the official
 

marketing system" due to the compulsory nature of the quota system and the low
 

official producer price. The authors of the Phase II Project Paper heeded
 

this information in stating that,
 

. . .no specific new marketing activity is included because it is not
 
possible to justify an investment in a system which, on the face of it,does
 
not contribute to an improvement in farmer income."
 

Nevertheless, OMM was not required to make any significant changes in the
 

marketing system which had evolved with apparently little official USAID
 

guidance throughout Phase I. The Phase II Project Grant Agreement states that:
 

S .all transport commissions paid by . . .OPAMI to OMM for marketing grain 
shall continue to be placed ina special account and that OMM may use this
 
fund for replacing the nine 10-ton trucks previously purchased by the
 
project . . .
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The only other Phase II subsidiary activity related to marketing was the
 

proposed rehabilitation of 307 km of rural roads.
 

The Phase II Project Paper thus did not seek to modify the existing
 
relationship between 0MM and OPAM. It sought instead to minimize the negative
 
impact of offical marketing policy on farmers' incomes in the OMM zone by
 
reducing emphasis on the marketing activity. This included the suggestion
 
that the GRM limit quotas in any given year to the maximum quantity sold
 

during Phase I (9150 tons).
 

Underlying the decision to maintain the status quo was the assumption that a
 
"basic policy modification' was inthe works at the national level. The basis
 
for such a modification was to be La Politique Cerealiere au Mali, a paper
 
written in 1978 by an FAO team led by H. de Meel.
 

The donor community proposed to the GRM in 1980 a "Cereal Market
 
Restructuration" plan. Two of the donor agencies' principal intentions for
 
this project were to reduce the subsidization of cereals to consumers by
 
producers and to allow OPA 
to escape from its financial quandary. The de
 
Meel report was used as the basis for the recommendations, the most important
 

of which were:
 

e 	that producer prices rise over a period of 5 years (1981-82 to 1985-86) to
 
approach those of neighboring countries, allowing for the effects of
 
inflation and encouraging farmers to adopt modern technologies.
 

@ 	that consumer prices rise (somewhat faster than producer prices) to a
 
level equal to OPAM's net costs by 1985-86. Thus OPAM would theoretically

be financially self-sufficient after five years.
 

e 	that certain licensed private merchants be allowed to purchase grain

during the official marketing season, and that cooperatives (CAC) and
 
Federations (FGR) purchase grain out of their own resources.
 

* that OPAM progressively abandon Its purported monopoly and become instead
 
a regulatory agency; i.e., that it intervene in the market only to the
 
extent necessary to guarantee a floor price to producers and a ceiling

price to consumers. IfOPAM's interventions are to be minimized, a
 
significant difference must exist between the producer and consumer prices.
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Itwas hoped that by officially recognizing some private traders and the
 
cooperatives as legitimate participants ingrain marketing, the market would
 
in fact become freer. Prior to 7981-82, all medium to large-scale purchases 
of cereals were illegal for all private merchants during the official 
marketing period. It should be noted that no specific mention was made of 
phasing out or abandoning immediately the quota system. It is inherently
 
contradictory that OPAM isto function in only a regulatory capacity while the
 
7ong-established quota system continues to be in operation.
 

The GRM accepted all of the specific points recommended in the Cereal Market
 
Restructuration Plan inPresidential Ordinance No. 338, which was signed into
 
law December 24, 1981. The opening of the official marketing 1 rod was,
 
interestingly enough, declared to be November 1, 1981. 
 Thus, even though the
 
new marketing strategy was officially implemented during the 1981-82 season,
 
all of its details were not widely disseminated until well after the official
 
marketing season was to have begun. The producer and consumer prices were,
 
however, known ahead of time. 
The head of the OPAM operation in the Bankass
 
Circle told us that he had only received a copy of the ordinance in February.
 

2.'The Official Cereal Marketing Structure
 

a. Its Limited Impact at the National Level
 

Among the Sahel countries, Mali has for years maintained the sharpest
 
distinction between official and unofficial marketing channels. 
 This is
 
due to the amount of control that the GRM has attempted to maintain 
particularly through OPAM in the cereals market. 
 The fact that this
 
control has actually been nearly totally ineffective isdue to:
 

a low official producer prices for cereals relative to open market prices

and prices in neighboring countries;
 

e 	the artificial fixing of demand by an oppresive and inflexible quota
 
system; and
 

* the overly complex regulations under which OPAM has been required to
 
work.
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Although volumes traded on the open market are notoriously difficult to
 
estimate, most studies concur with the Phase II Project Paper's estimations
 
that roughly 15-20% of total cereal marketing Is done through official
 
channels and only perhaps 5% of total production is so marketed. These
 
figures appear reasonable for both the Mopti region and the entire country.
 

b. The Role of OMM
 

As noted above, the GR attempted to release OPAM from some of its local
 
marketing activities as the Rural Development Operations were created
 
during the 1970's. The particular responsibilities ceded to OHM were:
 

e	the estimation of production and marketable surplus at the grassroots
 
level; and
 

* 	the purchase of grain with funds and sacks provided by OPAM in certain
 
zones, and the transport of this grain to OPAM warehouses -- most often
 
at the arrondissement of Circle level, but sometimes at the regional
 
level.
 

01M has retained these responsibilities through the 1981-82 campaign,
 
although their zone of intervention has been modified over the years. In
 

1973-74, OMM began its marketing activities in the Koro and Bankass
 
Sectors, although at that time the actual purchases from farmers were made
 

by the Federations des Groupements Rurales (FGR) for OPAII. OMM's zone of
 
intervention has since expanded to include most of the Douentza and Mopti
 
SDRs and part of the Djenne and Tenenkou SDRs. The Dogon Plateau -
including the Bandiagara SDR and parts of other SDRs -- has remained the
 
responsibility of the cooperative/federation (CAC/FGR) organizations.
 

There are also certain ZERs or secteurs de base (SB) within different SDRs
 
where either the cooperative structure retains principal marketing
 
responsibility or where no effort ismade to bu cereals because of
 
chronically poor growing conditions.
 

c. The Quota System
 

The quota system has been at the heart of the GRM official marketing policy
 
since independence. Marketing quotas are established for all administrative
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units within Mali, down to the village level. The quantities specified are
 

to be sold to OPAM as its official representative (e.g., OMM) at the
 

established official price. The grain thus acquired by OPAM has three
 

intended uses:
 

* to supply urban consumers, including consumer cooperattveg and
 
government functionaries with sorghum, millet, rice and corn at prices

below open market retail prices;
 

* to supply food-deficit Region (notably Gao, Tomboctou) and the larger
 
urban centers; and
 

* to acquire a national security stock.
 

1)The Methods by Which Quotas are Established in the OMM Zone
 

Each chef SB working for Operation M1ls-Mopti is supposed to closely
 
monitor the agricultural activities of a sample of his farmers. Under
 

the supervision of the SDR-level "agent socioeconomique" (the
 

representative of the Division des Etudes Economiques et Statistiques -


DEES), he records agricultural labor times throughout the growing
 

season. He also measures approximately (by piquetage) the
 

millet/sorghum fields on each of these farms and places one or two 25
 

m2 yield plots in these same fields. Thus, yields and total
 

production are estimated in October/November for the sample of farmers.
 

Each chef SB is in principle supposed to take ten pilot farmers and ten
 
"ordinary" farmers for his sample. In practice, the number of farmers
 

selected, their characteristics and the number of their fields which are
 
measured were found to vary considerably. The head of the DEES admitted
 

this lack of uniformity, but stated that each chef SB is strongly
 

encouraged to follow a minimum of ten farmers. Unfortunately, the
 
production and yield estimates for farmers employing different
 

technologies are not maintained separately. Then each chef SB is
 

largely left to his own devices to extrapolate his production estimates
 

for his sample of farmers to the village and then to the SB level.
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Once production estimates are made, each chef SB proceeds to the
 
estimation of the quantity of grain that OMM may be able to buy that
 
season inhis secteur de base. These estimates are known as previsions
 
de commercialisation, and once again a variety of procedures are
 

followed locally. The offical procedure is as follows:
 

- calculate local cereal consumption requirements on the basis of 200
 
kg per person;
 

- calculate a security stock (including seed stock) on the basis of
 
1/10 of consumption;
 

- calculate the marketable surplus, i.e., production --(1 +2); and
 

- calculate the prevision as 1/5 of the estimated marketable surplus.
 

Thus, if farmers in the Mopti region produce surpluses which average 25%
 
of total production (aconservative estimate for farmers of the Seno
 
Plain and other relatively productive areas), OHM attempts to purchase
 
about 5% of total production (.25 x .20). There is of course a great
 
variability in production per capita within the Mopti Region. The Dogon
 
Plateau, because of its lack of arable soils, is generally considered an
 
area where farmers have difficulty providing for their own food needs.
 
On the other hand, farmers inother areas often maintain a two to three
 
year millet/sorghum stock, selling small quantities as required to meet
 
their cash needs throughout the year.
 

Appendix I, Table II,Section IV,A,provides estimites of Millet/sorghum
 

production, area harvested and yields for each of the 7 SDRs between
 
the 1979-80 and 1981-82 seasons. It shows that overall production in
 
the OMM zone has been quite constant the past three years, while area
 
harvested has decreased somewhat and yields have risen. Itshould be
 
noted that area harvested iscalculated by OHM by subtracting disaster
 
areas (Nsuperficie sinistree*) from total area planted. Thus, due
 
largely to very poor rainfall, over 60% of the area planted inthe
 
Bandiagara and Mopti SDRs in 1981-82 was considered a disaster and
 

was totally excluded from all production, area and yield calculations.
 
A ZER, SB, village or even farm may be classified as a disaster area if,
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in the judgement of 0*1 personnetan insufficient quantity of cereals is
 
produced that year to feed the population. Thus, ifone includes
 

disaster areas (where some quantity of grain is usually harvested), the
 
gross production (and area harvested) has been somewhat higher than that
 

reflected inAppendix I, Table II,and yields have been somewhat lower.
 
Farmers insuch disaster areas benefit from this method by being
 

excluded from the quota system.
 

The previsions provided by local 011 agents are compiled at the ZER, SDR
 
and finally direction-level, and are often adjusted at each level.
 

Meanwhile,a separate process of negotiation is conducted by the
 
Administration, which has the final authority to set the quotas. In
 
September, a Commission Interministerielle pour la Commercialisation
 

(including OMM representatives) meets inBamako to plan the financial
 

requirements of the upcoming marketing season -- based on very
 
preliminary indications of the quality of that year's harvests. In
 

November, a Commission Cerealiere de la Region, presided over by the
 

Governor and attended by representatives of the Gendarmeri-., OPAM, OM,
 
the CAC and other organizations, meets in Mopti. The Regional quota
 

established in September isat this time discussed and revised -- based
 
on more precise knowledge of the actual harvest and the previsions
 
provided by OMM. Once an agreement is reached, the revised quotas are
 

passed on to similarly structured commissions at the Circle (SDR) and
 
arrondissement (ZER) levels. The arrondissement meeting is attended by
 
the chef de ZER, all of the chefs SB and village leaders, as well as by
 
Administrative officials. Throughout the long bargaining process by
 

which quotas are fixed, OHM generally attempts to exert downward
 
pressure on behalf of farmers (and on their own behalf, as quotas are
 
not often met), while Administrative officials exert upward pressure.
 

It isgenerally recognized that the Administration seeks to set quotas
 

at 10% of total production.
 

Once quotas are made known at the village level (and after the funds and
 

sacks have arrived), the chef de village and his counsellors allocate
 
the quota according to their own locally established procedure. The
 

DZVEZLOPMZNT ASSOCIuTEs, LC. 



V-67
 

most important factors are ordinarily (7)a family's actual production
 

that year, and (2)the number of adults or adult males in the family.
 

Traditional social pressures work to encourage all capable households to
 
provide at least some quantity of grain, but force isnever a factor
 

within the village.
 

2. The Impact of the Quota System on Farmers
 

Principally because of the very low prices which have been offered for
 

their crops, farmers have always considered their required sales to the
 

government a "taxu. They have, therefore, sought to minimize these
 

sales. Inthe past, coercion has at times been applied by authorities
 
in order to achieve quotas. Farmers have apparently often been forced
 

under these circumstances to purchase millet on the local market and
 
resell it to the government at a low price. Such coercive tactics have
 

been in recent years for the most part replaced by propagandistic
 

techniques (usensibilisation"). Nevertheless, there remains some
 
pressure on farmers to "pay their tax", which remains such as long as it
 

is required (even inrelatively small quantities) and as long as the
 

official price remains unattractive relative to the open market price.
 
As the official price approaches the open market equilibrium price,
 

farmers will of course be harmed less by the quota system. However, the
 

very fact that the system remains inflexible makes it inefficient. Our
 
visits with villagers revealed that some would have willingly sold more
 

of their grain officially this past year had sufficient funds been
 

available from OPAN just after the harvest.
 

d. Producer Prices
 

The table below presents the official producer price (FM/kg) for millet and
 

sorghum between 1974-75 and 1981-82. Over this eight-year period, the
 
official price rose 166%, although prices did not increase steadily until
 

following the 1978-79 season.
 

Over the previous eight-year period
 

7974-75, 75-76, 76-77 77-78 78-79 79-80 80-81 81-82 
32 3VL-- "OAS-
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(1966-67 to 1973-74), prices rose by 113%. but were quite stagnant for all
 

but one year during that period.
 

Numerous studies have shown that producer prices inMall have been very low
 
relative to neighboring countries; have been, in the case of cereals,
 

insufficient to cover farmers' costs or encourage production; and have been
 
low relative to the average annual open market prices. Open market cereal
 

prices have been shown to vary greatly within Mali over the course of any
 
given year (generally lowest at harvest and increasing gradually until the
 

following harvest), and also between years and/or regions. Even with the
 
very significant official price increases over the past four years, most
 

farmers still preferred to sell most of their millet/sorghum surplus
 
privately in 1981-82 (based on conversations innumerous villages and an
 

observed open market price between 120 and 140 FVkg inMarch 1982).
 

Since 1974-75, following a recommendation by the Comite National de la
 

Recherche Agronomique (CNRA), cost of production studies have been
 
conducted for each of the major crops inorder to provide *amore fair
 

remuneration for the producer." The DEES of Operation Mils-Mopti has
 

during the past four years taken an active role in this process. They have
 
collected data on agricultural labor times (Temps de Travaux), which have
 
been used, together with other variable cost estimates, to calculate what
 
is considered by OMM a fair producer price. The key element of the
 
procedure isthe evaluation of one man-day of agricultural labor at the
 

estimated average wage necessary to hire such labor during the farming
 
season. This wage was estimated at 1100 FM/man-day for 1981-82. In
 

villages on the Seno Plain (where farm labor should have a relatively high
 
value), farmers said that they had to pay a maximum of between 800 and 1000
 
FM/man-day in 1981-82, so 1100 FM/man-day is quite liberal. Assuming an
 

average yield of 600 kg/ha, a traditional farmer (using only seed
 

fungicide) should, according to OMM's analysis, have received 115 FM/kg of
 
millet/sorghum in 1981-82. Similar cost of production studies are
 

conducted elsewhere for different crops and for different levels of
 
technology. These studies have not yet been conducted by OMM, but may be
 

found inDetermination des Couts Moyens-de Production des Principaux
 

Produits Agricoles pour la Fixation des Prix aux Producteurs de_ a Campagne
 

1981-82, by the Ministry of Agriculture.
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Official producer prices are actually fixed after the April/May meeting of
 
the Commission Intermlnisterlelle du Fixation du Prix au Producteur. 
At
 
this meeting, OMM delivers its recommendation based on the above analysis.
 
Debates follow and a compromise producer is finally selected. The leverage
 
which OMM isactually able to exert during this meeting is unclear, but at
 
least farmers' interests are now represented in this manner. The date at
 
which official producer prices are announced varies from year to year. In
 
recent years, they have been announced over the radio. Farmers told us,
 
however, that they do not ordinarily know the millet/sorghum price before
 
planting. Under the current cirsumstances, it is doubtful whether advance
 
knowledge of the official price would greatly affect farmers' decision
 
making. However, as the official price approaches the average open market
 
price,and ifofficial purchases become more timely and reliable, farmers
 
could certainly be expected to respond by increasing their millet/sorghum
 

production.
 

Itmay also be noted that while the official millet/sorghum producer price
 
increased by 15 FM/kg in 1981-82, the OPAM consumer retail price jumped by
 
31 FM/kg. If this becomes a trend over the next few years (as was proposed
 
in the Cereal Market restructuration plan), it should effectively alter the
 
pattern of partial subsidization of consumer prices by overly low producer
 
prices --which has been documented in previous studies.
 

e. The Mechanism for the Purchase and Transport of Cereals
 

OMM has always depended on OPAM for the funds with which to purchase
 
millet/sorghum, as well as for the necessary sacks. 
Funds and sacks are
 
delivered to each SDR after quotas are known. 
OMM then distributes these
 
funds within each SDR according to the quantity of grain to be purchased
 
ineach village. Sacks and funds are then distributed within each village
 
according to the procedure described above. Farmers know the price they
 
are to receive and also normally receive the money and sacks before
 
providing the grain. This was not necessarily true five or more years
 
ago. Ifthey are unable (or unwilling) to provide the amount asked of
 
them, farmers may not inmost 
(but not all) cases return the unspent cash,
 
rather than filling their quota by purchasing grain on the market. They
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are as yet expected (mainly through intra-village pressure) to sell some
 

quantity of their grain officially. The local OMM agent (chef SB) is
 
responsible for all transactions within his secteur de base.
 

Villagers are responsible for transporting their grain to the nearest point
 
de collecte, where an CMM truck picks it up and delivers itto OPAM
 
warehouses at either the arrondissement or Circle level. Points de
 

collecte most often coincide with the central SB village and there are now
 
other collection points as well inmore inaccessible areas. The Bankass
 
SDR was said to have had a total of 25 points de collecte in 1981-82, while
 
the Douentza SDR had them in 'most accessible villages" plus 15 other
 

locations -- according to the respective OMM chefs de SDR. This isa
 

tangible improvement, according to villagers, because prior to Ol's
 
involvement inmarketing,farmers had to transport their own grain to the
 

arrondissement level.
 

The OPAM funds are delivered to 0MM in installments (tranches), with the
 
requirement that a second installment cannot be ordered until a certain
 
percentage of the first installment has already been spent. This system of
 
'prejustification', along with the usual late arrival of the first
 
installment, has greatly impeded the effectiveness of the official
 

marketing process. This was particularly true in the past two years as
 
higher official prices have induced some farmers to seek to sell more grain
 

to OMM immediately after the harvest. OMM has often been unable to
 

purchase this grain because of the late arrival of & insufficiency of funds.
 

While the official marketing period this past season extended from November
 
1 to April 1, it did not actually get underway (because of fund delays) in
 
most OMM SDRs until later December or early January. According to the
 

director of BECIS -- which recently completed a year-long market survey in
 
the Mopti Region --most marketing of large quantities of millet and
 

sorghum isordinarily already completed by the end of November. Farmers
 
have immediate cash requirements (including the annual head tax payment) at
 
harvest time, and so cannot easily delay a significant percentage of their
 
annual sales -- regardless of the price being offered at harvest time. The
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longer official sales are delayed,)the less desirable they become in the
 
eyes of farmers: farmers' need to sell decreases after the harvest period
 
and the difference between the official and market price widens.
 

The cash that O4 receives in installments from OPAM is only meant to cover
 
the purchase of millet and sorghum from farmers. Transport, personnel and
 
other costs incurred by 0MM in the marketing process are fixed annually in
 
a bareme. For acting as OPAM's marketing agent, O1M is paid these extra
 
charges on the basis of the number of tons collected. The total amount
 
paid to OHM over the producer price is intended to cover all operating
 
expenses with a small margin. The bareme is calculated on the basis of
 
transport as far as the arrondissement. IfOMM transports grain to the
 
Circle level or to Mopti, additional charges are added at a prespecifled
 

rate per ton.
 

Since 1979-80, OMM has held its own bareme, distinct from the one used by
 
cooperatives. Since 1978-79, OMM's total commission has been 6.494, 3.156,
 
12.328, and 14.005 FM/kg in 1981-82. Table l3presents the actual costs
 
incurred by OMM in the marketing activity and the cash earnings from OPAM
 
between 7978-79 and 1980-81. Data were provided by the head of DEES, but
 
may be incomplete. Therefore, caution is advised inthe use of this
 
table. Itwill be noted that in 1979-80 both costs and earnings fell
 
markedly, but the net result was 656,000 FM profit -- assuming all costs
 
have been specified. In 1980-81, 04's profit from the marketing activity
 
supposedly rose to nearly 35 million FM. The two major expenses which have
 
apparently been dropped since 1979-80 are vehicle insurance and incentive
 
payments (primes d'indemnite) to OMM extension agents. The abandonment of
 
incentive payments (based on quantity of grain purchased) may help to
 
explain both the reduction in official purchases since 1978-79 and the
 
apparent lessening of pressure on farmers to fill their quotas.
 

f. OMM Extension Agentsas Marketing Agents
 

Itwould be reasonable to predict that the ability of OMM agents to carry
 
out their extension duties effectively might be jeopardized by their role
 
as marketing agents for the GRM. Discussions with farmers and field agents
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TABLE 13
 

Financial Situation of OMM's Marketing Activity, 1978-79 to 1980-81 (FM)
 

Costs 


Fuel 


Gardiennage 


Manutention
 
(loading, unloading) 


Transport and
 
Loading Losses 


Amortisement
 
Vehicules 


Insurance 


Maintenance
 
and Repair 


Salaries 


Primes d'Indemniti 


Management
 
Expenses 


Total Costs (FM) 


Tons sold to OMM 


Commission/ton (FM) 


Total Earnings (FM) 


Net Profit or Loss (FM) 


1978-79 


14,072,805 


465,300 


3,422,835 


1,991,680 


7,757,700 


12,661,950 


1,219,770 


933,475 


15,547,000 


28,800 


58,101,315 


6,555 


6,494 


42,898,880 


-15,202,435 


1979-80 1980-81 

11,860,835 8,774,345 

772,500 621,600 

2,065,200 1,984,400 

- -

2,782,645 2,782,645 

- -

906,500 818,900 

1,396,855 927,685 

-- -

- -

19,784,535 15,909,575 

4,083 4,112 

3,156 12,328 

20,440,845 50,692,736 

+ 656,310 *34,783,161 

Note: 	 Source of data is DEES. This table should be used for indicative
 
purposes only as some figures remain questionable. The net profit
 
or loss is calculated as far as the arrondissement only. OMM's
 
commission is taken directly from the official barames.
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indicated, however, that agents are not generally mistrusted. Infact.t
 
was generally agreed that better estimates of production and marketable
 
surplus may now be obtained because of the rapport developed in many
 
villages between farmers and the chef SB. 
This isnot to say that ill will
 
is never created in any village or that the situation will necessarily
 
remain innocuous. 
 Agents would certainly stand to lose credibility and
 
trust in their villages if the GRM at some point in the future were to
 
revert to strong-arm tactics for grain collection. Another concern might
 
be that too much time is diverted to the marketing activity from extension
 
activities by OMM agents. Since most marketing is done during the dry
 
season, this potential problem is minimized. To the extent that agents
 
could otherwise take part in technical training exercises during this time,
 
itwould perhaps be preferable to transfer the responsibility for
 
marketing. This appears, however, to be wholly impracticable in the near
 
future.
 

3. Summary of Improvements for Farmers inOfficial Marketing During Recent Years
 

Some significant changes have occurred inthe official marketing of cereals in
 
the Mopti Region over the past 3-5 years. It is nearly impossible, however,
 
to pinpoint the motivating forces behind each of these changes. Forces at the
 
national level (e.g., pressure from the international donor community, general
 
political instability and the frustrations of dealing with a long-inefficient
 
cereal marketing organization) have commingled with OMM initiatives.
 
Nevertheless, important improvements have been made because of (a)producer
 
price increases, (b)less coercion infilling quotas, and (c)less distance
 
for farmers to transport their grain. Another less tangible improvement made
 
this year (though the long-term results remain to be secn) was the admission
 
of selected private traders to the official marketplace.
 

a. Producer Price Increases
 

This is,with little question, the most important improvement for farmers.
 
Its impact has boen blunted, however, by OPAM's continuing inability to
 
adjust its purchases according to local supply conditions. If farmers
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could rely on OPAM's (or OliN's) capacity to purchase any amount of grain
 

they wanted to sell at the officitl price and just after the harvest, it
 

would eliminate price risk as a factor intheir decision making. This in
 

turn could lead to greater production. As the situation isnow (the
 

official price still somewhat below market prices and the quota system
 

still in effect), probably most farmers see the main benefit from the price
 

increases as a reduction intheir "tax".
 

Table 14 presents the cost of a TM plow, TRP cart and 50-kg sack of ammonium
 

phosphate fertilizer both in terms of Malian Francs and in terms of
 

millet/sorghum over the past seven years. Since 1976-77, the terms of
 

trade for the cart and plow have improved dramatically-- a cumulative
 

result of stagnant equipment prices and increasing millet/sorghum prices.
 

During this time period, the price of fertilizer has, on the other hand,
 

increased at about the same rate as the millet/sorghum price. Thus, the
 

recent cereal price increases have been essential in improving (inthe case
 

of traction equipment) or inmaintaining (inthe case of fertilizer)
 

farmers' terms of trade. From the GRM standpoint, the cereal price
 

increases (together with more liberal grain commerce) should have the
 

effect of keeping more grain within the country -- the export market
 

becoming relatively less attractive to Malian traders.
 

b. Less Coercion in Filling Quotas
 

The evidence to support this contention is both quantitative and
 

qualitative. Tablesl 5andd 6present the cereal marketing quotas and
 

official sales, respectively, for each SDR between 1978-79 and 1981-82.
 

Both total quotas and actual sales have consistently decreased over these
 

last four years. Quotas have rarely been attained inmost SDRs and in
 

some cases the difference between quota and sales is striking. Table 17
 

presents for the entire region recent changes inquota-sales-production
 

ratios. The percent of total production which OMM and the cooperatives
 

have attempted to purchase for OPAM has been decreasing; so have the sales
 

achievement ratios, i.e., sales/production and sales/quota.
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TABLE 14 
Cost of Agricultuzal Inputs, 1975-76 to 1981-82
 

(in Malian Francs and in terms of Millet/Sorghum Production)
 

1975-76 76-77 77-78 78-79 79-80 80-81 81-82 

millet/sorghum 
producer price 
(FM/kg) 32 32 36 40 50 70 85 

TM Plow 
Cash Price 
(000 FM) 31.9 45.6 47.3 52.9 52.9 52.9 52.9 

TRP Cart 
Cash Price 
(000 FM) 44.3 60.9 60.9 71.1 71.1 71.1 71.1 
Ammonium 
Phosphate 
Cash Price 
(50 kg) 2750 4750 4750 6500 7000 12,350 11,250 

Cost of Plow 
in tons of 
Millet/Sorghum 1.00 1.43 1.31 1.32 1.06 .76 .62 

Cost of Cart 
(Tm/s) 1.38 1.90 1.69 1.78 1.42 1.02 

Cost of 
Ammonium 
Phosphate
(kg m/s) 85.9 148.4 131.9 162.5 140.0 176.4 132.4 

Note: 	 Prices are official SCAER and SMECMA cash-term prices, unadjusted
 
for transport to Mopti.
 

Sources: 	 SCAER: "Evolution des Prix des Facteurs de Production Agricoles";
 
Minist6re de l'Agriculture: Dftermination des Couts Moyens de
 
Production des Principaux Produits Agricoles...(1981).
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TABLE 15 
Cereal Marketing Quotas (T) 

Sector 1978-79 1979-80 1980-81 1981-82 Total
 

Douentza 800 600 820 550 2,770
 

Koro 3,000 2,125 2,525 2,700 10,350
 

Bankass 3,300 2,700 2,500 2,800 11,300
 

Mopti 615 525 645 325 2,110
 

Djenni 1,200 1,204 300 415 3,119
 

Bandiagara 980 850 795 265 2,890
 

Tenenkou 600 400 400 500 1,900
 

(excludes
 
Total: zone
 

diffuse) 10,495 8,404 7,985 7,555 34,439
 

TABLE 16
 

Official Sales of Millet/Sorghum (T)
 

Sector 1978-79 1979-80 1980-81 1981-82
 

Douentza 708 162 578
 

Koro 2,586 1,771 1,262
 

Bankass 2,840 1,871 1,659
 

Mopti 472 217 645 N.A.
 

Djenng 1,240 1,132 199
 

Bandiagara 1,000 854 802
 

Tenenkou 608 180 122
 

Note: - Sales recorded are "rfalisations", not "rendu OPAM
 

- 1979-80 through 1981-82 data from SDR annual reports
 

- 1978-79 data from OMM Rapport Annuel 1978-79
 

N.A.: Not Available
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TABLE 17 
Recent Changes in Quota-Sales-Production Ratios 

Production (T) 

Quota (T) 

Official 
Sales (T) 

Quota/ 
Production 
x 100% 

Sales/ 
Production 
x 100% 

Sales/Quota 
x 100% 

1978-79(1) 

162,300 

10,495 

9,454 

6.5% 

5.8% 

90.1% 

197980(2) 

144,343 

8,404 

6,187 

5.8% 

4.3% 

73.6% 

1980-81(2) 

143,245 

7,985 

5,267 

5.6% 

3.7% 

66.0Z 

1981-82 (3) 

142,621 

7,555 

N.A. 

5.3% 

N.A. 

N.A. 

(1) 

(2) 

(3) 

OM Rapport Annuel, 1978-79. 

From SDR annual reports. 

OMM Rapport Mensuel, Nov. 1981 

N.A.: Not Available 



V-78
 

Farmers invillages we visited reported no use of force in recent years in
 

the collection of cereal quotas. OMM agents, likewise, stated uniformly
 

that they are not authorized to call inthe police in order to obtain
 

millet/sorghum -- although they are not above occasional threats. Changes
 

inthe purchase procedure are also encouraging; farmers know the price and
 

receive money and sacks beforehand; they may also sometimes return unfilled
 

sacks and money.
 

c. Less Distance to Transport Grain
 

This was reported inall villages visited, other than the central villages
 

of arrondissements or Circles. It is not known whether or not there are as
 

yet sufficient points de collecte or whether they are properly distributed.
 

4. Continuing Problems and Questions to Resolve
 

Just as it is nearly impossible to isolate the forces behind each recent
 

improvement in official marketing, it is also difficult to determine who
 

should or does have primary responsibility in bringing about further reforms.
 

It is clear, however, that OMM must work within the regulations set down by
 

the GRM. The most basic question which remains to be answered is: Is OPAM in
 

the near (or distant) future going to be able to discard its numerous problems
 

and actually begin to function as the cereal market regulatory agency
 

prescribed in the Cereal Market Restructuration plan? Or will itcontinue to
 

be as ineffectual as italways has been -- inwhich case USAID and OHM
 

strategy should continue to be to minimize its negative impact on farmers.
 

a. The Quota System
 

As long as official marketing policy retains at its base an inflexible
 

quota system, itwill remain very much apart from and secondary to private
 

marketing. This would not necessarily be bad, as long as excessive
 

obstacles are not created for private traders and farmers are decreasingly
 

penalized. The quota system of marketing is bound to be economically
 

inefficient because itcannot respond to local supply and demand conditions
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by altering the price offered or adjusting the quantity of grain to be
 
purchased. The negative impact of this system on farmers inMall has been
 
well documented. They still consider their official sales a "tax". The
 
entire system will remain artificial unless OPAM enters traditional
 
marketplaces alongside private merchants.
 

b. Operational Inefficiencies
 

The system by which funds are passed through the banks to OPAI to 0W Is
 
overly complex. Regulations abound at each exchange. Consequently, OMM
 
field agents rarely receive their funds and sacks when farmers are most
 
willing to sell -- Imediately following the harvest. Even iffunds arrive
 
early, the prejustification system virtually ensures that the first
 
Installment will be insufficient to cover all grain purchases. If the
 
Cereal Market Restructuration plan is followed through, OPAM should become
 
much more financially stable. This could perhaps allow for a more flexible
 

and timely delivery of funds to OMM.
 

c. The OMM - OPAM Relationship
 

Ideally, one organization would be incharge of official marketing, but
 
this does not appear to be feasible inthe Mopti Region in the near
 
future. In its current role, OMM is able to apply pressure to make at
 
least marginal Improvements Inthe system. It does so without acquiring
 
the excessive financial and logistical burden inherent in running the
 
entire funding; transportation/storage activity. Because of the sorts of
 
operational problems described above, there isoften friction between OMM
 
and OPAM agents in the field. Itwas frequently pointed out to us that
 
OPAM and OMM scales do not often provide equal measurements. It is
 
certainly true that the more hands Involved In the marketing chain, the
 
greater the opportunity for graft. Since the bareme used to pay OMM's
 
commission Is based on gross predictions of total expenses, the profit or
 
loss actually incurred by OMM (or OPAM) can vary greatly from year to
 
year. Finally, there remains the possibility that sometime In the future
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(ifthe current more liberal course fails) the GRM will revert to
 

authoritarian means to assure its grain supply. In this event, O 's
 

ability to continue with its technical program would certainly be in
 

jeopardy.
 

5. Recommendations
 

It is the responsibility of USAID, through 0MM, to carefully follow changes in
 

official marketing policies and methods over the years and to use its
 
influence inwhatever ways possible to make the impact of official marketing
 

on farmers more positive. This implies (1)a monitoring activity to help
 
develop long-term strategies and (2)a series of short-term adjustments to
 

marginally ameliorate the existing system.
 

Five basic policy issues should be continually addressed:
 

(a)Are producer prices rising sufficiently fast?
 

(b)Is the level of physical coercion remaining low?
 

(c)To what extent is the quota system being phased out or made more flexible?
 

d) Ismarket entry easing for the majority of private merchants?
 

(e)IsOPA4's operational effectiveness improving to the point that itmay
 

eventually be capable of acting as a market regulator?
 

The monitoring of most of these issues may be done by informal observation
 
rather than by controlled study. However, occasional market surveys should be
 

conducted inorder to (7)evaluate the performance of the open market in terms
 

of prices offered to farmers and quantities sold by farmers at different
 
locations during the year; and (2)ioentify possible local deviations from
 

official policy, especially market barriers for private merchants. The
 

recently completed market study by BECIS should be a valuable tool on which to
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base initial answers to these and other questions. Subsequent studies,
 
conducted preferably by outside organizations (not OMM), need not gather as
 
much detailed information on market structure, and so should be relatively
 

inexpensive.
 

If,from these studies, it isconcluded that there is sufficient competition
 
in the open market to allow a relatively free movement of cereals, and if OPAM
 
does not become more effective, the major policy goal should simply be to
 
minimize OPAMs interference in the marketplace. In this case, the opening
 
date of the official marketing season should rot be moved forward. As it is
 
now, the lateness of the official marketing campaign impedes the effectiveness
 
of that campaign -- but it has the major benefit of allowing cereals to be
 
freely traded throughout the most important part of the season
 
(October-November). On the other hand, farmers could benefit from an
 
effective floor price, so efforts should continue to transform OPAM into a
 
functional regulatory agency.
 

More short-term actions which should be taken include:
 

(a)the continuation of cost of production studies in order to maintain upward
 
pressure on the producer price though the agricultural labor surveys
 
should be reduced drastically in breadth and made to conform to the
 
particular requirements inherent inevaluating farm technologies.
 

(b)pressure by whatever means possible on OPAM to deliver funds and sacks on
 
time, preferably with enough flexibility to allow OMM to adjust its
 
purchases according to local supply conditions.
 

(c)the verification, repair and/or replacement of scales to minimize the
 
discrepancies between those used by OMM and those of OPAM.
 

(d)more careful and consistent measurement of marketing costs, with more
 
guidance provided by USAID (e.g., on the recent apparent elimination of
 

vehicle insurance).
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(e)the preparation of a statement of marketing procedures followed by OHMS
 

starting with production estimation and ending with delivery to OPAM
 

warehouses.
 

(f)encouragement of the GRM to announce producer prices before planting time
 
(preferably April), thus allowing farmers the opportunity to respond to
 

price incentives.
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E. Village Associations
 

1. Background
 

The Phase I evaluation recommended that OMM devote its extension efforts toward
 
working with groups of farmers rather than with individuals. Itsuggested
 
that the focus of the effort should be on pilot villages rather than pilot
 

farmers.
 

In the Phase II project design, the discussion of the extension activity
 
acknowledged that this shift instrategy would take place in Phase IIwith OMM
 
installing pilot villages (PP, p. 22). In addition, the activity involving
 
village associations was described and it's goal (the output) set forth as the
 
development of a model of a socially and culturally feasible village
 
organizational structure capable of assuming key agricultural production
related activities. Among possible activities were the administration of
 
group credit; the determination of necessary inputs and their procurement and
 
distribution; the marketing of village crops; the construction and maintenance
 
of a village grain storage facility; the constitution of a village security
 
food stock; the constitution of an equipment pool for loan or rental; the
 
constitution of a village capital surplus fund and its reinvestment; cattle
 
finish-feeding for market; group extension activity focused on non-association
 
farmers; representation of the village before administrative and development
 
authorities; and other community development efforts benefitting the village
 
as a whole which could be in reforestation, water supply, range management,
 

health, or education.
 

Such a village structure, it was stated, would serve to:
 

* 
improve farmer income through reduced input and marketing costs to the
 
producer;
 

e 	more fully utilize local labor;
 

e 	stimulate local savings and investment;
 

@ 	reduce the cost of 0MM services and unburden the extension staff so that
 
itmight focus more on technology transfer to farmer groups;
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9 	stimulate village initiative and participation in the agricultural
 
decision-making process; and
 

@ 	provide a vehicle for a variety of self-help undertakings for the benefit
 
of the community at large.
 

The village model developed by the Malian Textile Production Company (CMDT)
 

was cited as a successful example of such an institution. The Phase II
 

designers rightly recognized that the development of such a model for the OM0
 

area would require much in the way of initial socioeconomic studies and surveys
 

which would be done, itwas postulated, by the OMM Division of Economic
 

Studies and Statistics (DEES).
 

Inputs foreseen were: two short-term technical advisors who would assist OMM
 

with survey design, methodology, and analysis as well as with processes for
 

the village organization effort, training the rural agents in community
 

development, planning, and monitoring progress. Four man months ineach of
 

project years two and three were to be provided. In addition, a local
 

consulting firm was to provide technical assistance to DEES for data
 

collection, but the content and duration of such assistance is ill-defined in
 

the PP. The only other input cited was the provision of credit for "village
 

association activities determined to be eligible" and the payment of operating
 

costs (PP, p. 26). It is not stated who would make such determinations of
 

eligibility nor what operating costs might be covered by project funds.
 

From the initial survey to be done, 10 to 12 villages were to be selected for
 

active promotion of the village association concept. Note that the project
 

designers recognized the important role that the functional literacy activity
 

might play in conjunction with setting up village associations. They suggested
 

that only such villages where the literacy program was operating, or selected
 

for implementation of a functional literacy effort, should be included in the
 

initial survey to identify village association candidates.
 

2. Achievements
 

Early on inPhase II, in February 1980 following a meeting at 0MM headquarters
 

which included sector chiefs and division heads, the OMM director distributed
 

a *note circulaire" on pilot villages (18 February 1980). This note set forth
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the definition of a pilot village, objectives, the means necessary to create
 
pilot villages, the methodology to be employed in their creation, and various
 
criteria for choosing them. The criteria were:
 

* preferably a medium-sized village;
 
@ absence of land tenure conflict;

* millet cultivation as the principal agricultural activity;
 
# receptivity, open to change;
 
@ positive will and attitudes;
 
@ adequate availability of cultivable land;
 
s stable population;

9 ability to present quarantees for the reimbursement of credit; and
 
9 evidence of self-help and cooperation.
 

OHM modified the village association model of the CMDT to fit Fifth Region
 
realities. This was retained as a lonug term goal. However, in the belief
 
that the Fifth Region of Mali is fundamentally different from the CHDT zone of
 
intervention, particularly the Third Region --
inecology, the sophistication
 
of farmers, their exposure to improved technology, the lack of a cash crop --

OMM adopted an evolutionary model wherein a pilot village isfirst created.
 
Through the efforts of the extension service and the interventions of specially
 
trained agents,the pilot village should develop a village association of
 
farmers which will ultimately take over the entire responsibility for the
 
economic and social progress of the village by exploiting its own resources
 
and those services offered by private or governmental agencies.
 

Prior to the beginning of the 1980 agricultural campaign, twelve pilot villages
 
were selected from candidates submitted by all sector chiefs. Two such
 
villages were located ineach sector except that of Tenenkou. Capable and
 
experienced agents were assigned individually to each locale with the
 
responsibility of devoting their extension efforts exclusively to a 
single
 
village. Farmers in these villages were equipped, according to their ability
 
to make a down payment, with plows and carts. Two particular villages were
 
extended credit for oxen. In these same two villages, a commission of farmers
 

was set up.
 

Thus, twelve pilot villages have now been functioning for two seasons. Though
 
data collected by the DEES on these pilot villages is incomplete and in some
 
cases of questionable validity, it does seem indicative that production and
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productivity ishigher than in non-pilot villages. Farmers seem well satisifed
 

with the special attention they have received from 0MM as pilot village
 

participants. At this point, the pilot village phase seems to have been
 

satisfactorily achievedbut none has yet evolved into a village association of
 

the MDT type.
 

3. Problems
 

a. Only two of the pilot villages, those inthe cercle of Koro, benefit from a
 
functional literacy program. Several of the other ten have asked to have
 

this activity begin and at least two of these, Pare and Mandio, have
 
constructed a classroom for functional literacy. This is an indispensable
 

activity without which no pilot village can create a real village
 

association.
 

b. While 0M Note Circulaire (18 February 1980) suggested that, given the
 

demand for equipment repair and replacement parts, itwould be important to
 

select and train a pilot blacksmith ineach pilot village, only two pilot
 

villages have such blacksmiths.
 

c. USAID has not provided the short-term technical assistance called for in
 

the project design (described above). Thus, neither the DEES, the Division
 

of Training, nor the Extension Division has done any training of the pilot
 

village agents in comunity development techniques, organizational
 

methodology, planning, management, monitoring, and the essential aspect of
 

the whole village association idea, encouraging the village to take over
 

responsibility for its development.
 

d. Though the DEES has done some limited data gathering inpilot villages, it
 

has not yet been able to fulfill its important role of measuring change in
 
these villages. Inthe absence of essential baseline and monitoring data,
 

it is doubtful whether the pilot village or village association undertaking
 

will be able to be justified.
 

e. While the absolute necessity of close collaboration between the Extension,
 

Training, and Studies and Statistics Division seems to be recognized in
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principle, the three divisions have not yet jointly designed any training
 
activity specifically aimed at the pilot village/village association
 

venture.
 

4. Recomeendations
 

The real goal of this activity is to attempt to fit the structures, services,
 
and resources of OHM to beneficiary needs as perceived by the farm population.
 
This is a participatory process in which both OHM and the farm conmunities
 
must be expected to discharge their respective responsibilities. Inthis
 

fashion, development becomes a joint effort.
 

At this point, ithas taken two years to identify and set up twelve pilot
 
villages. To speed the evolution of farm community to pilot village to
 
village association, as well as expand this activity, the evaluation team
 

recommends the following:
 

a. The creation of six new pilot villages each year according to the criteria
 
already described,but with the addition of:
 

* 	apparent harmonious intra-village relations;
 

e year-round accessibility;
 

e weekly market invillage;
 

e 	prior familiarity with technology as might be indicated by equipment in
 
village, impressive production figures, apparent receptivity to new
 
techniques, some farmers already practicing such techniques; and
 

@ 	existence of a forgeron candidate in the village or in a village nearby.
 

b. The immediate installation of functional literacy programs in all existing
 

pilot villages and all new ones set up hereafter.
 

c. The identification and training of blacksmiths in existing pilot villages
 

or, if none, in adjacent villages.
 

d. An intensive, focused effort by the Division of Economic Studies and
 
Statistics (DEES) on data collection in all pilot villages so that
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achievements can be measured and documented. 
At the same time, an equal
 
number of non-pilot villages in the same ecological zones should be studied
 
indepth to provide comparative information.
 

e. Socioeconomic agents now assigned to the sector office devote one-third of
 
their time to working directly with pilot villages and their agents to
 
facilitate data collection.
 

f. The Training Division continue its special attention to pilot villages, not
 
only for the extension of production equipment and techniques which it
 
does incollaboration with the Extension Division, but also in training
 
pilot village farmers and agents in defining goals, planning for equipment
 
and material inputs, credit requests, credit repayments, and instituting
 
self-help activities for the village.
 

g. That the three divisions - Training, Extension, and Economic Studies and
 
Statistics collaborate to jointly design and implement a training program
 
especially for pilot village farmers and agents.
 

h. That such a training and implementation be conceived as a step toward the
 
realization of a structural, processual, and procedural model(s) feasible
 
for all Fifth Region villages where production systems are essentially
 

agricultural.
 

i. That USAID, as determined necessary by both OMM and USAID, provide the
 
short-term technical assistance originally planned for the village
 
association activity; an alternative would be to provide OMM with the
 
services of the AID mission anthropologist on a short-term basis.
 

j. That OMM and USAID reconsider the feasibility of helping village
 
associations create modest village stores which might stock consumer goods,
 
agricultural products, and other items as desired by the association. The
 
village store/association might serve as poles of attraction for other
 
government agencies. Incarrying out this restudy of the village store
 
concept 
as an economic and social support to the villaqe association, two
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references should be consulted: "Plot Villages, Village Associations and
 
Village Storesm, Cashion, Gerald, Banako, 1980,andORetail Stores in the
 
Fifth Region of Mall', Bednarczyk, Stanley, Bamako, 1979(?).
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F. Ancillary Activities
 

1. Action Moulin
 

a. Background
 

Based inpart on the results of contracted sociological studies done during
 
Phase I of OMM, the Phase II design team wrote the activity of placing grain
 
grinding mills in rural villages into the follow-on phase. The sociological
 
reports stated that women spend up to three hours every day pounding grain
 
with a mortar and pestle and that they considered this task their most
 

onerous. Setting up mills inrural villages would thus reduce women's
 
workload and free them to undertake other income-producing pursuits. With
 
the revenue generated from other activities, women would have the financial
 

wherewithal to patronize grain mills.
 

At the same time, the installation and operation of mills was conceived as
 
a means by which OMM could generate income which, along with other revenues,
 

could be applied to the organization's recurrent operating costs. The
 
discussion in the project paper noted the oil extraction machines would
 
probably not be economically feasible,but concluded that grain mills in
 
rural villages would be. By operating 330 days per year, three hours per 
day, serving fifty families and milling some 66 tons per year, a mill would 
provide $1380 inannual net profit to Operation-Mils. Inthe first year of 
Phase II,twenty mills were to be set up --in unspecified locations -- and 
thereafter, twenty additional mills were to be installed each year. By
 
1984, so the Project Paper stated, one hundred grain mills would be in
 
operation and providing OMM with an annual net income from this venture of
 
$128,000 to help cover recurrent costs. The first twenty mills were to be
 
financed with funds unspent from the Phase I budget. Project funds for
 
Phase IIwould finance fifteen more, the other 55 were to be financed with
 
profits from the first three years of milling operations. Estimating
 

machine life and replacement costs, the first profits to affect recurrent
 
costs would come in 1983. The Project Paper stressed the notion that the
 

scheme was entirely realistic.
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The only fixed costs estimated were those of the machine, its motor, its
 
drive belt, and installation. Variable costs were cited as fuel and
 
repairs and the salary of a halfday basis local manager for each mill. 
 No
 
mention or estimate was made of administrative costs or the administrative
 
demand the mills would place on 0MM. 
 The only input was to be that of cash.
 

b. Achievements
 

One mill was received by OM in 1979. 
 This was set up on an experimental
 
basis in July 1979 at the village of Toroli, sector of Koro. Itwas placed
 
with a blacksmith, Garibou Guindo. The blacksmith trainer, Gaoussou Doubia,
 
had been posted to Toroli by OMM upon his return from the C4DT training
 
course inJuly. He installed the mill, instructed Guindo In its operation
 
and maintenance, monitored its performance, and kept a daily log of
 
receipts, operating and maintenance expenses, and Guindo's work.
 

Guindo, one of the blacksmith candidates for training, had not yet undergone
 
any training. 
 This took place later, also at Toroli, in February 1980.
 
Gaoussou Doumbia stressed that he had no say inwhere the mill was located,
 
that the decision to place the mill in Koro was made by OMM headquarters,
 
and the choice of Toroli as the site and Guindo as the smith-operator was
 
made by the sector chief. The mill operated there from July 26 to November
 
30, 1979. Doumbia calculated the milling fee which was set at 5 MF per
 
measure -- a small pan -- at about 25 MF per kilogram.
 

Receipts by month were:
 

July August September October November
 
10,565 MF 20,110 HF 20,065 MF 5,575 MF 4,095 HF
 

Given the diminishing monthly receipts, OM headquarters moved the mill
 
from Toroli to Bakoro, sector of Mopti, and placed itwith another
 
blacksmith, Aliou Konare, where itrested throughout most of the year 1980.
 

According to Konare, he received no help from OHM with either the
 

installation of the mill, operating and maintenance procedures, or setting
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a fee schedule. The mill sat at Bakoro seven months before being set up to
 
operate. A chauffeur from the regional public works office, Sekou
 
Coulibaly, helped him install it and showed him how to operate and maintain
 
it,says Konare. He stated that he initially set a fee of 50 WP per
 
measure a metal bowl which was what he thought was the fee inSevare,
 

nearby. He had no clients for a week. One week into his operation, Konare
 
learned the milling fee inSevare for the same quantity was 35 MF. He
 
immediately adjusted his own fee, but still had no clients. He soon lowered
 
his fee to 30 MF per measure, yet his machine remained unpatronized. After
 
three months of operation without clients, he asked Traore, the chief of
 
the Training Division at OHM ifhe could move the mill to Sokoura, a nearby
 
village slightly larger than Bakoro and closer to Sevare. He was accorded
 
permission, moved the mill himself, installed it,and even though there was
 
another mill operating there, his mill attracted a clientele right away.
 
He states his average daily gross was 1,000 to 1,200 MF with an occasional
 

day's receipts up to 1,500 MF. After about forty-five days, the motor broke
 
down. He went to the OMM headquarters and informed Traore who told him to
 
have a mechanic look at it. He had three look at it,but none of them fixed
 
it. He then brought it into Sevare to the public works office where a
 
mechanic worked on it,got it to run, but the motor had no power. At this
 
point, says Konare, he had spent some 265,000 HF on mechanics' fees and
 

parts and was fed up. He returned the machine to OMM headquarters from
 

where the motor was sent to Bamako for repair.
 

In Bamako, itwas discovered that the motor's fuel injection apparatus was
 
bad and itwas repaired and returned to Sevare. It now sits outside in the
 

yard of OMM headquarters. Konare wants no part of it.
 

The mill activity, as it unfolded, was unsuccessful.
 

c. Problems
 

Until 1981, OMM had received only the one mill which was placed at Toroli,
 

then Bakoro. In its 1980 budget, OMM asked AID to finance the purchase of
 
twenty mills. It received none. In its 1981 budget, 0M again asked for
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twenty mills and received financing for twelve mills and motors. These
 
were bought locally. All the mills and seven HATS 7 horsepower motors were
 
furnished by SOMEA (Bamako) and five Japanese YAMAR motors were supplied by
 
Simago Associates (Segou). The timetable suggested by the Project Paper
 
was thus not attainable.
 

OMM did not try to place mills insmall villages where a local citizen
 
would have managed its operation. Instead, it opted for a placement policy
 
similar to that of the C4DT. This dictates that milling machines are
 
placed with master smiths, those who have received two levels of training:
 
that of simple forge techniques and tool use and secondly, small generator
 
operation and maintenance, and fee scheduling and recordkeeping for
 
receipts, expenses, depreciation, amortization, and replacement.
 

The evaluation team believes that OMM adoption of OIDT policy inthis regard
 
was a wise decision. Implementation of the policy suggested by the project
 
paper would have underlined the difficulty of monitoring mill operating
 
revenues and expenses. Moreover, itwould have placed a large maintenance
 
burden on 0MM.
 

A change inthis policy has recently occurred. OMM isnow seeking to sell
 
its mills to any buyer, preferably for cash, but also on credit, repayment
 
terms being equal monthly installments over twenty-four months following a
 
25% down payment.
 

Itdoes not appear to the evaluation team that OMM effectively informed
 
field level agents of its policy concerning the placement of mills with
 
blacksmiths. Itmay well be, however, that dissemination of the policy of
 
placing mills with blacksmiths would have been premature ifthe experience
 
at Toroli and Bakoro was considered to be experimental innature.
 

Even ifthe Toroli - Bakoro mill experience isconsidered to have been
 
experimental, OMM's performance inexecuting its policy was faulty on
 
several counts. First, itdid no feasibility study to try to ascertain the
 
demand for the mill, either inToroli or inBakoro. Itdid not properly
 
train the smiths prior to placing the mill. However, while the mill was at
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Toroli, the blacksmith trainer monitored its operation. But at Bakoro,lt
 

appears that OHM provided no support to Aliou Konare whatsoever. At the
 
time the decision was made to place the mill with Konare, one of the
 

blacksmith trainers should have been temporarily assigned to Bakoro to
 

assist Konare and train him before commencing operations. Further, OHM's
 

decision to place a mill with a 26 year-old smith in Toroli who had no
 

respected social standing in the community was inappropriate, for it seems
 

that the falloff in milling receipts there was due inpart to community
 

resentment of the income the mill was generating for Garibou Guindo.
 

Fifth, OMM did no survey of mills already operating in the project area to
 
determine existing fee schedules with which itwould have to compete.
 

Sixth, 04, if indeed it intended to follow the CMIDT lead, bought inappro

priate equipment. The motors itbought to power the grinders serve only
 
that function whereas CHDT motors both power a generator to provide current
 

for arc welding and also drive the grinding mill. Seventh, when the recent
 
policy change was made to sell mills on 2-year credit terms, no provision
 

was made to charge an interest rate at all (see Note de Service 0012, IS.
 

0MM).
 

d. Recommendations
 

(1)OMM should sell mills on a cash basis only. No maintenance service is
 

provided to credit buyers. Thus, if a mill sold on credit breaks down,
 
OMM has no assurance that itwill be repaid. Further, selling mills on
 

a cash basis will remove an administrative burden, albeit limited, from
 

OMM. The existing mills instock number only eleven and should be sold
 

within one year's time. If it should prove that cash buyers are not
 

available, OHM should seek to arrange credit for potential purchasers
 

at the Mopti branches of the BDM.
 

(2)Since OMM is seeking to purchase four welding units, hopefully arc

welding types, and place them with chosen smiths inBakoro, Bankass,
 
Djenne and Korientope, it should reconsider a policy of trying to place
 

mills with smiths at some later date. The four selected smiths should
 

take the CMDT course inwelding and milling operations before the
 

welding units are placed. Thereafter, OHM might consider purchasing
 

appropriate grinding machines to place with these smiths.
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(3)Ifrecommendation No. 2 Isacceptable, the two blacksmith trainers
 
should be assigned the tasks of monitoring two smiths each, first on an
 
intensive, daily basis during three months, and on a periodic but
 

structured basis thereafter.
 

(4)AID planners should learn a lesson from this experience. The activity
 
placed a management burden on OMM which it could not support. The
 
original planning by AID was wildly irrealistic. Mr. George Eaton,In a
 
recent memorandum on another project,stresses OKeep it simple'. He
 
joins a long list of those who have apparently preached invain.
 

2.Wells
 

Phase I called for the construction of thirty village wells, open wells were
 
planned to be dug by Operation Puits (Operation Wells),an agency of GRM.
 
After 2 1/2 years, at the time of the evaluation, Operation Puits had started
 
to construct four wells; all had been abandoned. Another agency of the GRM,
 
the Hydraulic Servicethen took over and they seem (the record is not complete)
 
to have completed four wells. At the time Phase II was approved, it was
 
decided to contract for the drilling of wells. This made sense, given the
 
fact that water was only being found at considerable depths, 60 meters and
 
more, far too deep for open-dug wells. The activity was thus continued into
 
Phase II,but no more funds were provided. Clearly, the doubtful value of
 
this investment was beginning to be apparent in 1979. The fundamental error
 
had been made in 1975, when the Phase I Project Paper was written and the
 
decision taken that: 
 for the limited requirements of Operation-Mils, a
 
ground water study and investigation need not be funded under this project."
 

In December 1979, the contract with the well drilling company was approved.
 
The results have been only slightly better. According to Engineering Office
 
records, fifteen holes were drilled. Ten were dry or almost dry. There are
 
five wells producing water at rates varying from three to twelve cubic meters
 
of water per hour. One we visited was out of service while its pump was being
 
replaced. For information sake, we report that this well is fifty meters (165
 
feet) deep, has an output of three cubic meters of water per hour and costs
 
3,750,000 Milian Francs, about US $7,500, a modest sum. This leads one to the
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conclusion that village well drilling might be the sort of program that a
 

private volunta-y organization would find attractive, appropriate and within
 

its budget constraints.
 

In summary, the village well program seems to have produced nine wells, five
 

drilled and four dug, the latter apparently completed by the Hydraulic
 

Service. Inas much as no Phase II funds were committed to this activity, and
 

since ithas not proven successful and could take up valuable management time
 

and attention, we make no recommendation. We do endorse the Mission's
 

decision to invest no further time, attention or money in the well program.
 

3. Blacksmith Shops
 

a. Background
 

The objective of the blacksmith activity was and is to assure that
 

agricultural equipment placed with farmers can be maintained and that
 

replacement parts for plows and carts will be available. The latter, in
 

particular, has in the past posed a problem because SCAER, the government
 

agency charged with the manufacture of such equipment and spare parts,
 

could neither meet the rural demand for equipment nor for parts. Because
 

OMM did not believe it prudent to sell equipment to farmers if it could not
 

be serviced and because the lack of such service and replacement parts was
 

a reality identified in the first years after the creation of Operation-


Mils, the Phase I project plan included financing for the purchase of up to
 

$100,000 worth of smithy tools and rod and bar iron stock for blacksmiths
 

(p. 16; Annex A-l, p.3; Annex A-3, p.25, Phase I PP). While the Phase I
 

Project Paper mentioned blacksmith training, itcontained no suggestion of
 

what such training might consist of nor who would provide it.
 

b. Phase I Accomplishments
 

Inmid-1976, a PIO/C was executed (No. 688-202-6-60418) for the purchase of
 

$44,000 worth of simple hand-operated tools. The commodities and some five
 

thousand pieces of steel stock of various sizes were received by
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Operation-Mils in December 1977, eighteen months after the PIO/C was
 

prepared.
 

Two people attended a training session at the International Institute of
 
Tropical Agriculture in Ibadan, Nigeria,from May 18 - June 10, 1978. These
 
were Issaka Kone, at the time the chief of the OHM section of agricultural
 
machinery, and Amadou Djibo, a blacksmith from Sagaremba, cercle of Bankass.
 
The program consisted of both theoretical and practical training inthe use
 
of agricultural equipment and the fabrication and repair of replacement
 
parts for plows.
 

In August 1978, at the request of the 0MM director (Note de Service No.
 
0632/IK, 21 August, 1975),a survey was conducted by OMM during which
 
fifty-five blacksmiths were identified as candidates for training and forge
 
equipment. Of these, only nineteen were retained by OMM which had decided
 
to restrict the blacksmith program to a small scale at the outset. The
 
nineteen smiths retained were selected according to such criteria as:
 

e principal livelihood blacksmithing;
 

* 
located inan area of relatively high concentration of agricultural
 
equipment;
 

* 	desire to learn and modify work methods;
 

9 minimum of two employees or apprentices;
 

e 	permanently located; and
 

@ 	willingness to buy tools and materials on credit from 0M, and make the
 
necessary repayments.
 

Apparently, a candidate's age, experience, technical knowledge, ability,
 
community standing, clientele, and monthly or annual revenues were not part
 

of the criteria.
 

Late in 1978,a second PIO/C (No. 688-202-9-70463) was executed for the
 
purchase of essentially the same quantity, type, and sizes of handtools and
 
Iron stock. An order for forty hand-operated, table-mounted bellows was
 
Included. This material was intended to equip an additional twenty smiths.
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Toward the end of Phase I,as the last evaluation noted, OMM had procured
 
equipment and materials, sent twc people for training in Ibadan, and
 
Identified nineteen smiths as candidates for training. This was not much
 
progress inalmost three years. OMM, nonetheless, continued to view the
 
blacksmith component as a vital one in the overall project. A major brake
 
on implementation had been the lack of a blacksmith trainer attached to
 
OMM. With the creation of the Division of Training in OMM, to which the
 
responsibility for the blacksmith component was conferred, the addition of
 
a blacksmith trainer to its staff was an absolute necessity. In his
 
absence, Amadou Djibo, who trained in Ibadan, was, with the departure of
 
Issaka Kone, the only person knowledgeable inmodern forge techniques. It
 
was OMM's intention to set Djibo up inBankass as a master smith and equip
 
him with the necessary tools to be able to provide repair service to
 
surrounding farmers. Djibo did get equipped with an anvil, a vise, a wood
 
saw, and some small handtools. The small generator and arc welder he was
 

to receive had not yet been procured.
 

c. Phase II Background
 

The BARA agronomic baseline survey (October - December 1978) devoted a very 
small amount of effort to a survey of the fifty-five blacksmiths identified
 
by OMM. The survey results confirmed OMM thinking in that it found that
 
there was indeed a need for rural smithy services to repair simple
 
equipment. It found also that the smiths had rudimentary and traditional
 
tools for the most part, their technical knowledge was limited, and that
 
good steel stock from which replacement parts might be fabricated was
 
generally unavailable in the rural areas of the Fifth Region. Thus, the
 
Phase II Project Paper team, which inthe Spring of 1979 put together the
 
design for the follow-on phase, retained the blacksmith activity for Phase
 

Ii.
 

The follow-on design specified that the nineteen smiths already chosen would
 
receive training early in 1980. In addition, twenty-one other smiths would
 
be selected, bringing the total of smiths to be trained and equipped during
 
Phase II to forty. The professionally trained, practicing blacksmiths were
 
to be hired by OMM. They were slated to go through the CMDT blacksmith
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training program. Two of the forty smiths were to be equipped with
 
acetylene/oxygen welding units. Itwas planned that all training would
 
take place at the site of the individual blacksmith's shop rather than at
 

0MM headquarters.
 

Training was to proceed infour stages:
 

(1)Construction of permanent shops and installation of equipment (no
 
time duration given).
 

(2)Fabrication of simple blacksmith tools and spare parts for
 
agricultural equipment, learn use of new tools (no time duration
 
gtven).
 

(3)Learning welding techniques and how to estimate costs and establish
 
prices and charges for repairs (time duration: 45 - 50 days).
 

(4)Learning maintenance and repair of water pumps and use of heavy

welding equipment (time duration: 15 - 2 days).
 

Outputs to be generated by the component, as stated by the Project Paper,
 
were projected to be: a developed village capacity to produce farm
 
implements and spare parts.
 

The evaluation team suggests that there are several other outputs, unstated
 
but implicit,.which might have been expected such as:
 

e 	40 trained blacksmiths with the equipment, materials, and technical
 
ability to produce and repair agricultural implements as well as the
 
necessary spare parts;
 

* 2 professional blacksmith trainers;
 

* an ongoing functional OMM blacksmith training capacity;
 

e 	a system for continuous provisioning of blacksmiths insteel stock;
 

e 	a schedule of fees for blacksmith services and parts which might vary

from cercie to cercle;
 

s	a limited production system for spare parts which might be kept in
 
small stock at the sector level;
 

* an assured, functioning service for agricultural implement repair and
 
parts replacement inthe Fifth Region; and
 

* 40 modern" blacksmith workshops constructed and functioning.
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Inputs necessary for the achievement of the outputs were viewed by the
 
project design team as:
 

e Training for 2 professionally-schooled blacksmith trainers and 40 rural
 

blacksmiths;
 

a Commodities, among which were:
 

1. all-terrain vehicle,
 
2. additional sets of blacksmith tools, and
 
3. acetylene/oxygen welding units.
 

d. Phase II Achievements
 

Blacksmith Trainers Engaged by 0MM
 

Two blacksmith trainers now serve with the operation.
 

Just as Phase I was ending in May 1979, Gaoussou Doumbia, a 1971 graduate
 
of the Centre Professional de la Zone Industrielle, joined 0IIM as its first
 
blacksmith trainer. 
Doumbia brought much practical experience with him to
 
0MM. After graduation, he had worked as a welder inthe Somiex garage in
 
Korofina, then for the private firm of SATOM, and was inbusiness for
 
himself for four years running his own blacksmith/welding shop inMissira
 
(Bamako). 
 Doumbia iscurrently the Koro sector blacksmith trainer.
 

Jacques Diarra graduated from the Centre Professionel de Niarela in 1980
 
with a speciality inmetal work. He joined OMM March 20, 1981, and is
 
currently posted at Bankass.
 

Blacksmith Trainer Training
 

Gaoussou Doumbia attended the CMDT course from June 7 
- July 2, 1979, and
 
worked during that time with one of the master smiths of the CMDT area,
 
Souleymane Ballo. He was accompanied during part of that time (June 1
-

15) by Amadou Babo Traore, head of the OMM training division. Jacques
 
Diarra worked with Aliou Konare, an experienced smith who resides in Bakoro
 
near Mopti during February - March 1981 just prior to his official
 

assignment with OMM.
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Rural Blacksmith Training
 

Twenty-two blacksmiths have been partially trained.
 

After returning from Koutiala, Amadou Traore and Gaoussou Doumbia began the
 
planning for the blacksmith training course and contacted once again all
 
nineteen blacksmiths plus three more who were added to the program. 
The
 
training course took place at Toroli, Cercle of Koro, from February 1 to
 
March 4, 1980. 
Toroli was chosen as the site because thirteen of the
 
twenty-two smiths to be trained were from Koro and nearby Bankass and
 
because itwas felt to offer the best facilities.
 

The training consisted of communally building a modern" workshop; learning
 
to work with hand tools unknown to the smiths such as hand drills, tap and
 
die sets, vices, tin snips; making templates to be used as guides for the
 
fabrication of all necessary replacement parts for the various types of
 
plows found in the OMM operational area; assembling carts; and forging plow
 
replacement parts to the extent that each smith is now capable of completely
 
making an entire plow. To our knowledge, the smiths did not learn any
 
welding techniques during this training phase because no such equipment was
 
then available.
 

The training course was conducted by Gaoussou Doumbia with assistance from
 
Amadou Djibo, the master smith from Sagaremba. For what it covered and
 
from our talks with blacksmiths who participated, the evaluation team would
 
conclude that the initial training program was appropriate and adequate in
 
content and scope. Further, given the far-flung expenses of the Fifth
 
Region, the cost and difficulty of transportation, and the limited numbers
 
of personnel working exclusively with the blacksmith activity, we would
 
conclude that doing individual training at each smith's shop, as the PP had
 
proposed, was not feasible for the initial stage of training. The decision
 
to group all smiths together at Toroli for training was a good one.
 

Workshops Built
 

The initial activity of the blacksmith program, even prior to graining in
 
tools and techniques, was to be the construction of modern workshops.
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These are said to be modern in the sense that anvils, vices, and bellows
 
would be mounted on waist-high work tables, the notion being that a
 
transformation of traditional smithy technology was necessary to make it
 
more efficient. Inaddition, itwas felt t.at a permanent structure in
 
which tools and materials might be stored and used year-round, regardless
 
of the season, was necessary. To date, only one such workshop has been
 
completed to the point where itfunctions. Several have been constructed
 
or are under construction, but only that of Amadou Djibo isset up as was
 
intended. Others which are essentially complete stand vacant for various
 

reasons.
 

Smiths Equipped with Tools
 

Of the twenty-two smiths who participated in the training session at
 
Toroli, only two have received a full set of tools and equipment from OMM.
 
Four others have received equipment which complemented what they already
 
had; thus,they may be considered to be equipped with essential tools. Six
 
in the sector of Koro have been accorded a few handtools such as a pair of
 
pliers, a woodsaw, a hammer, and a monkey wrench. One additional smith in
 
the pilot village of Falembougou, sector of Douentza,has selected a number
 
of tools but has not yet received them. A very few smiths have bought a
 
limited amount of iron stock. 
 In sum, only ten of the twenty-two smiths
 
trained have been at least partially equipped with the tools received in
 
the past five years.
 

No training has yet been done inwelding. No welding equipment has been
 
received by OMM although the past two budgets submitted by OMM to AID have
 
included a request for funds to purchase five units.
 

Miscellaneous Accomplishments
 

Though the activity has not reached its goals, ithas achieved a limited
 
capacity for repairing equipment and producing spare parts. There exists a
 
system for supplying equipment and materials to the smiths and even those
 
who have not yet been fully equipped can fabricate parts. A training
 
capacity exists. A schedule of fees has been established by which OM can
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buy parts from the smiths and stock such replacements at central points,
 

but such stocks do not yet exist.
 

e. Problems
 

Equipment Prices
 

The high prices that must charge smiths for the American equipment has
 
been a constant block to the distribution of the tools. The Chief of the
 
Training Division stated that on several occasions he had asked USAID to
 
provide a list of the costs of the tools ordered from the U.S., but this
 

was not forthcoming.
 

As a result, he attemptedas best he could,to calculate replacement costs
 
of the very same items by researching the availability and costs of such
 
tools at I'.ako. Some of the tools are available inMopti at an even lower
 
cost than Bamako, but the assumption was made, correctly, that Bamako would
 
be the only place inMali where such equipment would be continuously
 
available. He thus established a price list for the material on hand on
 
this basis in August 1980. These prices being excessively high, he revised
 
them downward in July 1981 to more accurately reflect local prices in an
 
effort to move the equipment into the hands of the smiths. Yet the prices
 
remain very high and because the Operation has requested a 33% advance
 
payment on each purchase, the expensive but necessary tools such as anvils
 
and vices remain out of the reach of most smiths.
 

The training division director also devised a scheme whereby the Operation
 
would supply smiths with equipment on 100% credit terms and thereafter with
 
necessary steel stock if the smiths would agree to fabricate replacement
 
parts which would be purchased by the Operation and stocked in small
 
quantities at the ZER level. He established a schedule of fees for each
 
part. His idea was that the smith would be paid on a labor only basis and
 
what he could earn in this manner would be deducted from the amount owed to
 
the Operation for his tools. 
 He felt his scheme would enable the smiths to
 
pay for their tools, enable the Operation to constitute a necessary stock
 
of replacement parts at the ZER levels where they are needed, and
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effectively create a system of servicing and parts for agricultural
 

equipment. His idea has not yet been implemented for two principal
 
reasons: the set down payment required for tools and the lack of funds at
 
OMM to purchase the necessary steel.
 

Inappropriate Equipment
 

While much of the smithy equipment purchased by USAID Is useful, there are
 
several items which are both expensive and unnecessary. For example, the
 
hand-operated blower must be sold with an attached steel forge. Apart from
 
the fact that the bellows isan inferior piece of equipment with an
 
effective operating life of less than one month, the unit price ismuch
 
higher than a comparable French-made one which isavailable inNopti. If
 
the unit were being sold at the U.S. unit purchase price plus an additional
 
25% to cover procurement cost and freight, its price would be almost six
 
times that of the locally available one. Further, the steel forge is
 
unnecessary. A waist-high mud brick forge will serve as well. Another
 
example is that of a drill bit set which contains some fifty bits of almost
 
every size available. If itwere sold on the cost basis mentioned above,
 
its price would be eight times that of the perhaps half-dozen bits that the
 

smith needs.
 

Inappropriate Materials
 

The forth-thousand dollars worth of steel stock provided by USAID is almost
 
entirely inappropriate vis-a-vls what the smith needs to make replacement
 
parts. This stock has been for the most part,unused and sits in the yard
 

of OMM headquarters rusting away.
 

Diverse Responsibility
 

The training division concerns itself with training smiths. Itwould also
 
like to place all equipment with smiths immediately. This responsibility,
 
however, falls with the extension division which is also charged with all
 
sector level administration --including equipment placement, granting of
 
credit, recovery of loans and so on. The sector chief enjoys a certain
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latitude indeciding what credit terms he may grant to a borrower. We have
 
thus seen that in one sector an administrator has stuck to the one-third
 
down payment requirement, while inanother a borrower has been granted more
 
flexible terms and has thus been more fully equipped. There is,indeed,
 
one case of a smith being granted 620,000 HF worth of tools without even
 
having to make a down payment.
 

Lack of Delineation of a Clear Policy
 

Sector and ZER chiefs seem to have a clear idea of how agricultural
 
equipment (plows, carts) and products (fungicide, fertilizer) credit is to
 
be administered. They seem, as mentioned above, to enjoy a certain latitude
 
infixing credit terms according to the financial and production potential
 
in the areas inwhich they work. They seem to have little awareness,
 
however, of the manner inwhich credit for smith equipment and materials
 

should be administered.
 

Six months ago, the chief of the training division devised a new, short-term
 
contract for the placement of equipment with smiths. This was approved by
 
the director. The training division chief stated that he did a long
 
tournee, visited every sector, and explained the credit policy for smiths
 
to field personnel. He further explained that he had devised a price list
 
of replacement parts which might be fabricated by smiths and bought by
 
0MM. Nonetheless, our questioning of field agents revealed that they knew
 
or could recall very little of the details of the explanation they heard.
 

In addition, the system of providing payment receipts to the borrower seems
 
to be functioning well in the case of agricultural equipment and materials.
 
But the monthly repayments required of smiths seems to have no such
 
system. For example, in one case a down payment of 250,000 MF for the
 
purchase of a milling machine was entered ina short-term receipt book.
 

It seems clear that as an activity ancillary to the main task of extending
 
agricultural equipment, products, and production techniques, the blacksmith
 
program has received little attention from field personnel who lack
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specific information about it. This state of affairs has likely resulted
 

from the lack of written policy decisions and procedure directives
 

promulgated by a *note circulaire" or a "note de service", which should
 

have been furnished to all field personnel. While it is true that policy
 

and procedural decisions and directives are summarized inthe written
 

minutes of each headquarters-level monthly meeting, then sent to each
 

sector chief for his files, the information does not effectively filter
 

down to ZER and SB level agents.
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4. Recotunendations
 

a) 	Freeze the blacksmith program where itis. Train no more for the time being.
 
Future development and village smiths should be precisely keyed to the
 
development of pilot villages and village associations.
 

b) 	Adopt the training division chief's recomendation to accept in kind payment
 
from smiths as reimbursement of their equipment loans.
 

c) 	Adopt a policy whereby the realization of workshop construction, taking into
 
account the amount of money and labor the smith invests in this, is
 
satisfactory evidence of the smith's will to work inconcert with OHM.
 

d) 	Consider the investment in the improved workshop as a down payment on big
 
ticket equipment items (notably, anvils and vices) and place these items with
 
the smith without requiring a cash down payment. Require, however, that his
 
equipment be installed immediately in the new workshop.
 

e) 	Revise the equipment price list to reflect the lowest possible prices at
 
which such equipment has been purchased or is locally available. That is,
 
fix a U.S. dollar unit purchase price, add 25% for procurement and freight
 
fees (PIO/C files do not indicate these insuch a way as to calculate actual
 
costs), and where this is lower than locally available items, charge this
 
price to the smith. Where the local price is lower than the U.S. unit cost,
 
charge the local price. In those cases where the U.S. provided items are
 
inappropriate or inferior in value (bellows, machine drill bits), set an
 
arbitrary low price to move such items.
 

f) 	Establish a set policy of demanding a 25% cash down payment on the low cost
 
items and unless a smith provides evidence of already having such items,
 
require him to purchase them (along with the anvil and vice) as a package.
 

g) 	Establish a budget line item for the purchase of flat steel in the
 
appropriate sizes necessary for replacement parts fabrication.
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h) 	Furnish a supply of such sheets to smiths on a full credit basis with an
 

estimate of the quanity of replacement parts each sheet will provide.
 

Purchase the parts made by the forgeron, constitute a rural stock of such
 

parts, include the unit steel cost in the sale price of such parts, and
 

deduct the smith's labor cost from the equipment debt he owes to OHM. Should
 

there be a balance remaining on the smith's debt after a sufficient initial
 

stock of replacement parts has been amassed, require him to make quarterly
 

rather than monthly payments on such outstanding principal.
 

i) 	Once policy and procedural decisions have been made by the headquarters of
 

OMM, circulate these inprint by 'Note circulaire" or ONote de serviceu to
 

the field personnel at sector and ZER level.
 

j) 	If the four welding units requested by 0M are received, the recipients of
 

these units should be required to attend a training course with the CMDT
 

master smith Ballo to both learn the machine operation, refine their skill
 

and techniques, and learn the system of preventive maintenance he practices.
 

At the same time, the two blacksmith trainers should accompany them. At the
 

completion of the training period, the blacksmith trainers should be assigned
 

the exclusive three-month task of working only with the four welding machine
 

recipients, initially helping them to properly install and operate the
 

machine, and thereafter monitoring its operation and maintenance. An
 

Important aspect of the operating and maintenance procedures will be record

keeping (receipts, expenses, depreciaticn, amortization, and replacement
 

schedule) and both trainers and smiths should be fully grounded in this
 

task. Smiths must be required to open a bank account at the Mopti BDM (or
 

OHM) to assure that regular deposits will cover the eventual replacement of
 

the machine.
 

Finally, welding equipment should be generator-operated arc welding machines
 

rather than acetylene/oxygen equipment for the former will be able to serve
 

as a multi-purpose item and,further, fuel will be easier to obtain than
 

replacement gas and oxygen.
 

k) The steel stock now being stored at OHM should be sorted into appropriate
 

and inappropriate categories. That material considered inappropriate should
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be utilized to make steel storage racks, shelves, and pallets to be furnished
 
to sector and ZER level storehouses.
 

DEVELOPM.ENT ASBOCIATIS, INC. 



V-llO
 

APPENDICES TO CHAPTER V
 

APPENDIX I
 

Table I: Placement of Agricultural Equipment and
 
Inputs: Operation Mils-Mopti
 

Table II: Estimates of Total Production (Tons)

Area Harvested and Yields (KG/HA):

Operation Mils-Mopti
 

Table III: Influence of Technology on Yields and
 
Farm Income: Operation Mils-Mopti Mali
 

Table IV: Influence of Technology on Household Income
 

Table V: Influence of Technology (1 ) 
on Millet Yields (KG/HA)
 

APPENDIX II: Extension Service Organization: O,14
 

III: Proposal for the Establishment of a Training Center
 

IV: 	 Local Seed Varieties
 

V: 	 Notes on Farmers Opinions and Attitudes About Some
 
Practices Recommended by OM
 

VI: 	 Observations on the Availability of Agricultural and
 
Economic Data at the OMM
 

DEVELOPMENT ASSOCIATES, LNC. 



_______ 

APPENDIX I, TABLE I 

PLACEMENT OF AGRICULTURAL EQUIPMENT AND INPUTS: 

CPERATION MILS-NOPTI 

Type of Equipment/Inputs 	 Before
 
1977-78 1978-79 1979-80 1980-81 1981-82 (1) Totals
 

1. 	Charrue T:M 899 464 741 317 338 2759
 
(heavy plow 	 - ox) 

2. 	 Charrue Bourguignon 217 0 183 356 119 875 
(plow - donkey)
 

3. 	 Houe Asine - - - 201 194 395 
(donkey plow) 

4. 	Hulticulteur (2 ) 58 45 34 77 1 215 

5. 	Semoir(2) 40 35 17 12 1 105
 

6. Charette-TRP-1000 kg 2449 1025 1101 1204 478 6257
 
(donkey cart)
 

7. 	 Amonium Phosphate (tons) 22.25 27.732 46.050 43.380 39.100 

8. 	Urea (tons) 39.725 18.473 36.475 43.450 8.100
 

9. 	Fungicide Packets(3) 325,687 112,595 84,636 160,483 92,982
 

Source: Donnfes Techniques (Dec. 1981), l'OHM; and information supplied from O(M's credit division.
 

Notes: (1) 	Inability of the Malian government organization to supply various items on time caused
 
lower levels of placement of various items in 1981-82. This was verified by the extent
 
of unused stocks in the warehouses as of March 1982.
 

(2) Items 4 and 5 are among the least accepted items. First one due to high cost and second
 
due to lack of suitability for the millet crop.
 

(3) SIJOLAN: Composition: Heptachlor 25%; Thirome 25%; Anthroquinon 252; 1 Packet f 20 grams 

enough to treat 10 kg of millet seed, cost 100 NF. 

cc_________ _ 
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ESTIMATES OF TOTAL PRODUCTION (TONS) 

AREA HARVESTED AND YIELDS (KG/HA): 

OPERATION MILS MOPTI 

Production (tons) Area Harvested (ha) Yields (kg/ha) 
Sectors 1979-80 80-81 81-82 1979-80(2) 80-81(2) 81-222(1)1979-80 80-81 81-82(1) 

Douentza 20,000 23,700 25,080 47,705 47,447 45,600 420.0 499.5 550.0 

Koro 37,398 47,100 51,258 88,705 72,551 75,250 421.6 649.2 680.3 

Bankass 31.472 28,560 36,900 49,383 48,349 58,700 637.3 590.7 628.6 

Mopti 18,447 19,348 6,810 35,799 33,649 14,100 515.3 575.0 483.0 

D'Jenne 13,414 7,282 8,300 20,171 17,861 18,900 665.0 407.7 439.2 

Bandiagara 15,676 8,729 5,293 30,356 16,569 12,858 516.4 526.8 411.7 

Tenenkou 7,900 8,526 9,000 15,201 20,300 18,000 519.7 420.0 500.0 

Total 144,343 143,245 142,621 287,320 256,726 243,548 502.4 558.0 585.5 

(1) Monthly Report, OHM, November 1981 

(2) SDR Annual Reports 
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IWWNCZ OF TCNIIoLOCT 03 YIELDS AND ?ARM NCOM OPRATIOu MH - KAU. 

LEVEL or TECmUocT STAGE I STAGE 21 STAGE 3 STAGE 4 

Variable. I pI F Ft W2 FI 72 II Ira 

Fmily Hs a 12-3 Active 10-9 9-2 12-4 31-3 21-1 12-2 7-1 

Equlpment (oe) I .- - - 2-4(on) 1(1 on) 3(0 on) 3(0 on) 

I 1* 
HIL8 

cart (Dim) 1(2D) M(D) MO 100D 1003)11) 1(29) 

Fertilizer: N/ -- 12001300 6001300 

Crop,,Hillet, (Na) 4.23 6.00 3.5 I S I 13.0 7.0 12.0 6.0 

peanuts () 0.666 0 .25 " 0.3 0 2.0 
Pau.()Illete 1Peanutj IMillae m'illet@ 1Feamntet Millet4 Millae I1peaftuto) miillets lesPamts Hillet. !peebudto 

Total Labor (Days) 182.131 2.2 1 283.01 93.37 1.0 177.91 242.122 9.31 271.25* 234.434 23 39.253 6.3 

Total Labor (Cost) 182.1301 2,200 285,080 12370 7.000- 110 242.120 1 9.300, 271.230 234,450 28,000 69.225 6,500 

TialdIN/I6 340 3IO. 31 t10 700 1.0001 1.00 720 , 1.,30 2.300 ,40 2.130 1.oo 

Total Production 3.570 45! 4,30 3.933 173 3.0001 23,400 j 360 i 11,50 27.600 1,310 12.900 300 

Value: Total Prod(HF) 303,450 3,600 41,300 336,175 14,000 :42i,000-1,169,000- 28,800j 911.750 2.743.000 134,400 1,096,300 40,000 

Cost of Production 213.203 2,760 317,095 141,183 9,400 196.460: 303,343 14,300! 319,445, 795.135 147,200 326,260 11,300 
Not Profit 90.245 84O0 96.005 '194,990 4.600 1228.3404,685,455! 14,500i 662,305 1.550.865' 87,200' 770.240 2t8,700 '
 

Toal Revenue 91.805 199.390 169O3 ,638,06596,003 S2.0 1,65,.5::30 7 298,940 

No. L13or Days 184.33 283.08 133.37 11.91' 251.62 271.65 262.45 7.12
a I
 
Return to Labor/Day 494.14 I 336.76 1472.22 1234.38: 6756.04 2441.67 6241.43 10550.34 

Average ev:Strota 93.545 214,065 1,131,130 1,21,502 

Return to LabLa 415.45 1373.40 4593.83 1560.20 

http:10550.34
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NOrES: 1. Hired labor 35 days
 

2. 29.25 bra. plow - oxen
 

3. 15.75 bra. plow - oxen 
4. 12 hrs. animal traction hired. lot interculture, 6.45 for harvest 

5. 7 hrs. animal traction hired
 

6. Extra labor hired
 

REFERENCE: Mamadou A. Toure, "la differentes stades technologiques dane la zone 
dintervention de l'OM et leur incidence sur la viabilitl Sconomique des 
exploitations" (1Mmoire: IPR Katibougou, Dc. 1981). 

a. Family Size: total no. active 
Labor: 1000 N.F./day
 
Nils: 85 N.F./kg : peanuts 80 N.F./kg
 

Direct Expense - tools plus seeds plus fertilizers 
Indirect Expense - labor plus dep. on animals/equipment
Cost of Production - direct and indirect expenses
 
Stage 1: traditional farmer - T
 
Stage 2: traditional farmer - some improved practices
 
Stage 3: farmers with equipment
 
Stage 4: pilot farmers
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INFLUENCE OF TECHNOLOGY ON HOUSEHOLD INCOME 

Average
 
Area 

Average No. of 
 Average 2 Farmers Cult/Active

Village Family 
 Plows Per Capital With Entire Zone
 

Zone (No. of Villages) (N=6) Size Owner 
 Income (FM) Plow (ha)
 

Delta Zone - 3 Nadiama 9.1 4 35,113 66.66
 

Kontza 11.0 
 9 18,071 83.33
 

Soufouroulaye 8.3 7 47,79) 
 66.66
 

Average 9.46 6.66(1.1) 33,661 71.99 
 2.0
 

Dogon Plateau - 1 Dourou 11.0 
 0 22,645 0 0.8
 

Lacustrine Zone - 1 Debere 
 11.3 2.(33) 24,818 33.33 1.0
 

Seno Plain - 1 Toroli 23.6 10(1.6) 61,600 83.33 2.0
 

Source: 
 Micro Economic Analysis of Annual Income and Expenditures for Typical Farm Families in the 
Operation Mils-Mopti Zone: (Diana Putman, September 1979, USAID, Mali) 

Notes: 1. 752 of ample group (27/36) sold grain either to OPMA or to private traders which 

indicates a certain degree of marketable surplus among sample farmers. 

2. 
 33,661 plus 24,818 plus 61,600 = 120,079 # 40,026 (villages with plows). 
3. Figures In parenthesis indicate average number of plows per farmer in the sample.
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INFLUENCE OF TECHNOLOGY (1 ) CH MILLET YIELDS (KG/HA)
 

Average
No. of Stage 1 Stage 2 Stage 3 Stage 4 For the Highest Yield
 
Zone Villages 
 (N-70) (N=37) (N=30) (N=13) Zone Recorded
 

I 	 5 335 315 468 208 332 843 (Stage 3)
 

II 8 260 96 263 185 88 399 (Stage 1) 

III 2 307 337 N/A 236 293 379 (Stage 1)
 

IV 	 15 323 291 360 315 322 1392 (Stage 3)
 

Average 7.5 306 256 364 236 259
 

Source: "Rapport Agronomique: De 1'1tude sur l'p~ration Mila Mopti. June 1979 - February 1980": 

Bars; February - March 1980, pp. 8 - 9. 

Note: 	 Data is not available for several villages within a zone and for different stages within
 
villages - see original source for explanations. Data corrected to account for missing
 

villages.
 

(1) Stage 1: Traditional farmer
 
Stage 2: Farmers with culture attelee - no fertilizers
 
Stage 3: Farmers with culture attelee - plus fertilizers
 
Stage 4: Pilot farmers
 

(2) It seems that these (S-4) are farmers from pilot villages rather than "pilot farmers". Hence they

would not necessarily be at higher technological level than those at Stage 3. Hence the distortion
 
in the yield figures.
 



APPENDIX II
 

Extension Service Organization: GIN
 

A. Number of Professionals in the System (x )
 

1976-77 1977-78 1978-79 
 1979-80 1980-81 1981-82
 

Inginieur 
 5 8 
 7 12 15 
 21

d'Agriculture
 

Ingenieur Sciences 
 -

Appliqu es
 

Ing~nieur Travaux 
 8 12 12 21 
 32 49
 
Agricoles
 

Conducteurs 
 10 10 
 13 21 18 
 19
 
Travaux Agri.
 

Moniteurs 
 49 61 
 87 107 112 121
 

Encadreurs 
 80 81 
 112 121 148 
 152
 

Total 
 152 172 231 
 282 325 362
 

(x) Donn~es Techniques, 1OM , Dc. 
1981; Rapport Annuel, Campagne Agricole, 1979-80.
 

.6.1 
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B. Project Coverage: Area and Population
 

1978-79 
 1979-80 
 1980-81 
 1981-82
 

No. of Sectors 
 5 
 6 
 7 
 7
 

No. of Zones 
 38 
 42 
 44 
 45
 

No. of SBs 
 157 
 209 
 249 
 252
 

No. of Villages 1,138 
 1,240 
 1,422 
 1,432
 

Total Pop. Covered 708,103 
 785,994 
 786,415 1,180,165
 

Pop. Agricultural 425,675 
 471,596 
 533,053 
 639,664
 

No. of Farm Units 65,000 
 73,800 
 75,000 
 7,520
 

No. of Pilot Farms 1,520 1,765 
 2,490 
 2,520
 

No. of Pilot Villages  12 
 12
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APPENDIX III 

Proposal for the Establishment of a Training Center 

A. Objectives: 

1. To train about 25 encadreurs per year for a period of
 

8 months/year (May - December). 

2. To conduct short term training (recyqage) for middle
 

level extension agents every year between December - April.
 

(Maniteurs, CTs, ITAs, etc.)
 

3. To conduct seminars and other training for senior staff 

(Chef SDRs) and CHM's administrative and support staff (credit 

agents, enquiteurs, etc.). 

B. Strategy and Resources:
 

1. Use OMM's existing training staff and senior staff.
 

2. Use specialists available at Sevarl and Mopti from
 

various organizations: 

Cp~ration Riz-Mopti 

ODEH
 

WARDA 

Opration Avicole
 

Visiting expatriate specialists 

C. Funds: 

1. Transfer and reallocation of required funds budgeted 

fox 17 ZER level houses ($272,000) and short term training in 

U.S. ($60,000). 

.1.t 
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2. Cost: Estimated at $100 to $120,000 including building
 
and equipment (building cost estimated $80,000).
 

3. Operating 	Cost/yr., $38,000 per year (details Section F).
 

D. Justification
 

1. Proposed training both In terms of quality and cost would
 

be very expensive ($180 per training month, which is based on annual
 

operating cost and depreciation of building equipment). However,
 

actual cost would be $140 per training month.
 

2. On the other hand, if encadreurs or moniteurs are sent
 

to 
one of the CAAs for this type of training cost per month would
 

triple, since they have to be paid for travel, boarding and lodging
 

at the centers.
 

3. The training offered in the Sevare area would be more
 

relevant to the region's requirements.
 

4. It is doubtful if CM. would accept encadreurs for
 

training since they have not passed the "concours" organized for
 
admission to these institutions. Also it is doubtful if CAA's
 

with their existing resources (unless separately funded), would
 

be willing to conduct recyclage for moniteurs or CTAs, etc.
 

E. Estimated 	Cost of Proposed Training Center:
 

1. 	 Location: At OHM's headquarters at Sevarf on 3 hectare
 

land available at OHM.
 

.1.h 
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2. 	 Size: Two classrooms (20 trainees each)
 

Two offices
 

One audio-visual room 

Two bathrooms - Turkish style 

Generator room
 

(see enclosed plan) 

3. a) BuildinB cost: 	 $100,000
 

b) Equipment: 	 7,000
 

(2)16 mm sound proj., 
accessories 4,000 

(2)slide projectors 1,000
 

(2) drawing boards 500
 

(1) duplicating machine 1,000 

(1) typewriter 	 500 

animal traction (existing) 

c) Furniture 	 12,000
 

Classrooms: 

2 desks at 150 

2 chairs at 100
 

16 tables (3 trainees/table)
 
at 150
 

40 chairs at 	50 

A.V. Room: 

8 chairs at 50
 

2 tables at 200
 

Training Office: 

4 desks at 150 

8 chairs at 100
 

Shelves/1000
 
o/1. 
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d) Generator Set 
 15,000
 

Total a, 
b, 	c, d: $135,000
 

F. 	 Annual Operating Cost of the Center:
 

1. 	 Per diem for trainees (65) $ 25,000
 

(see training plan/schedule)
 

2. 	 Expendable Training Supplies 
 2,000
 

3. 	 Oil, etc. for generator 8,000
 

4. 	 Other Items:
 

a) Building maintenance 1,000
 

b) Cattle feed, etc. 1,000
 

c) Miscellaneous 
 1,000
 

$ 38,000 

G. 	Training Cost Per Month/Trainee:
 

1. 	 Amortization of building/100 K/20 
$ 5,000 /yr
 
2. Amortization of equipment 35 K/50 7,000 /yr
 

3. Annual Operating Cost 	 38,000 /yr
 

Total $50,000
 

4. 	 Average cost per training month:
 

Cost ; no. of trng. months 
i.e., 50,000 " 272 - $ 183.00 

.I. •~
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Appen dix Ill (cont.) 

MODEL TRAINING CENTER 

Classoom~Audio1 
Classroo Class- visual
 

room 2 Room
 

,~at or 

cating 

JOffice
0 of 

Office 09 

1. 	 No provision is made for dormitories; trainees would be paid 

allowance for boarding in the village of Sevare.
 

2. 	 Electric connections are required (plug points, ceiling fans...). 

3. 	 Cattle shed using local materials would be constructed by first 

batch of trainees (encadreurs). 

4. 	 Well with a hand pump to be installed. 

5. 	 Two W.C.s, Turkish type, and wash basin. 

/ 
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A. Local Seed Varieties 

Millet: Toroniou 

Tolobe-je 

70-80 

90 

days 

days 

Precoce 

Semi-precoce 

Sorghum: Eme-ya 90 days 

Eme-poulono 80 days 

Eme-ban 60-70 days 

Eme-dola 120 days 
Eme-doumou 130 days 

Precoce 

Precoce 

Precoce 

Tardive 

Tardive 

e/e.
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B. Agroclimatic Zones (OMM) / Soil Types / Crops 

1. Zone Inondge: 
(Water-logged) 

SDR-Mopti ZER-Mandio 
Sofora 

Sandy soils 
(Millet) 

SDR-Mopti 
& 

Djenne 

ZER-Konna 
Sofara 
Kono 

Clay soils 

(Sorghum/Millet) 

2. Plateau SDR-Bandiagara 

SDR-Douentza 

SDR-Koro 

ZER-Central 
Goundaka 

Wo 
Sangba 

Dourou 

ZER-Central 

ZER-Diankabou 

Laterite soils, 
rocky, shallow 

(Millet/Sorghum/ 

Vegetables) 

Sandy clay 

(Millet) 

3. Zone Lacustre SDR-Mopti 

SDR-Douentza 

ZER-Korientza 

Sendegue 

ZER-N'Gouma 

Clay 

Clay 

4. Seno Plain SDR-Koro ZER-Central Sandy (Millet) 
Madougou Sandy (Millet) 
Toroli Sandy (Millet)
Dianangorou Sandy (Millet) 
Koporo-KenLie Na Sandy (Millet) 

SDR-Bankass ZER-Dialla Sagou 
Wenkoro 

Sokoura 
Segue 

Baye 

Sandy (Millet) 
Sandy (Millet) 

Sandy (Millet) 
Clay (Millet/Sorghum) 

Heavy water-logged 
(Sorghum) 
(650-750 mm) 
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Notes on Farmers Opinions and Attitudes
 

about some Practices Recommended by C4M
 

Following are the opinions / attitudes expressed by farmers during
 

our field visits. They are produced below in summary form. 

Fertilizer:
 

- Unfertilized fields did not give full and mature heads 

of millet. 

- Reduced fallow period from 5 to 3 years.
 

- Helped increase yields in fields considered formerly 
as old and tired.
 

- Good yields in years of good rainfall.
 

- Apply only if there is hunidity.
 

- Good but expensive. 

Advantages of Plowing:
 

- Able to cultivate more land.
 

- Seeding direct.
 

- Also used by some farmers to weed and intercultivate.
 

- Reducing the number of people and 
 time needed to cultivate 
the land.
 

- Observed better yields from plowed fields. 

- Rent plows for additional income.
 

o/o 
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Seed Treatment:
 

- Getting better germination.
 

- Fields are free from diseases.
 

Carts:
 

- Used for transporting manure and harvest; firewood and water. 

- Benefiting women by reducing the lavor involved in collecting 
firewood (men now bring the firewood). 

- Women carry the harvest from fields to homes. Now harvest 
is carried in carts. 

- Women and children travel to market. 

- Helps to transport sick people to hospital. 

- Helps in transporting sick animals. 

- Source of additional income for some people. (Rent at 5,000 MF 
per day for getting firewood from the countryside; 100 MF to
 
transport one cartload of bricks within the village; 1/10th
 
of produce transported is collected as rent.)
 

Line Sowing:
 

- Makes it easy to apply fertilizers.
 

- Helps obtain better density.
 

- Easy to intercultivate.
 

e/e 
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Multiculteur:
 

- Useful but expensive.
 

Seeding Equipment:
 

- Not very useful for millett, because the disc is not
 
adapted to millets.
 

- It is useful for peanuts.
 

Compost:
 

- Useful, but difficult to prepare it because of lack
 
of water during most of the year.
 

Impact of Project:
 

- Has created awareness of new practices.
 

- It is only recently that the impact is visible (carts,
 
plows, demonstrations, etc.).
 

- Teaching farmers how to use plows.
 

- Not able to supply enough credit.
 

- Fertilizers arrive late.
 

o/o o
 
/LC 
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Observations on the Availability of Agricultural
 

and Economic Data at the OMM 

1. 	 One of the limitations in evaluating the impact of inter

ventions (in terms of yields and incomes) on farmers has
 

been the lack of sufficient data of dependable quality.
 

Hence we have to resort to studies conducted in the area
 

by agencies and individuals outside the organization. The
 

limited data available is sketchy and is not in an easily
 

useable form.
 

2. 	 The data gathering analytical and reporting abilities of 

OHM are not well developed, even though the socio-economic 

division (DEES) has a sufficient staff assisted by extension 
agents. A large number of data of doubtful quality is 

gathered. There are eight interviewers supervising data 

collection from over 2500 farmers (10 - 20 farmers in each 

SB and 252 SBs). The actual dialy gathering of information 

from 	farmers is currently done by the Chef SB, who has no
 

training in this activity and is already overworked.
 
Furthermore, interviewers are not at present regular em

ployees of 0MM, which affects the efficiency of data
 

collection process and thus the quality of data.
 

OMM needs to conduct its data collection using a
 

relatively small but well defined and stratified sample
 
of farmers in order to accurately assess the impact of
 

new interventions and technologies. Such studies should
 

be continued over several seasons, inasfar as possible,
 

1A
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using the same sample of farmers. Relatively well trained
 

interviewers should collectingbe data by direct interview 

with farmers, rather than in supervising capacities as 

done now. 

3. 	 Units of data to be gathered should be specified. Data which
 
would help assess the impact of technology and its effective

ness must be given priority. The intensity of land and labor
 

use and inputs used and returns to these factors under
 

different technologies and cropping patterns is the required
 

information.
 

4. 	 From the Mission's side, perhaps some guideance needs to
 
be given to OMM as to the data requirements of the Mission
 

to assess the progress of the project and its impact. Some
 

mechanism should be established to ensure that needed data
 

is collected with reasonable accuracy.
 

5. 	 The ongoing agricultural economic research whould be
 

distinguished from the annual SB level estimation of pro

duction, yields and marketable surplus. The latter activities
 

require relatively little time during the course of the
 
year and should probably remain the responsibility of Chef
 

SB. The samples for these two activities may overlap to
 

the extent that it expedites the collection of accurate
 

data.
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VI. PROJECT ENGINEERING
 

A. Road Construction
 

1. History and Current Status
 

With the objective of facilitating the movement of farm products grown in the
 
project area, the original project agreement called for improvement or new
 
construction of 460 km of roads. Subsequently, the length of this network was
 
reduced to 307 km. The name given to these roads in French "pistes" is
 
somewhat misleading, incorporating as they do elemnents of the national highway
 
system as well as local roads. Only 45 km is entirely new road construction
 

(Items 7 and 8, below).
 

As revised, the list of the project roads isas follows:
 

Length (km) Observation
 

1.Somadougou - Bankass 70 found to be 75 km
 
2. Bankass - Koro 50 found to be 52 km
 

3. Koporokemana - Madougou 45
 
4. Madougou - Kiankabou 20
 

5.Dimbal - Diallassagou 32
 

6. Diallassagou - Ouenkoro 45
 
7. Bankass - Korlogou 20 new feeder road
 
8. Koro - Toroli 25 new feeder road
 

T 0 T A L 307 km
 

Inaddition to construction of these roads, the Project Paper also called for
 

their regular maintenance.
 

The type of facility to be provided was originally conceived as a 5.0 m wide
 
graded dirt road without surfacing or drainage structures. At a certain
 

juncture (not documented), this was changed to a 6.0 m wide roadway, surfaced
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by 10 cm (changed to 15 cm) of laterite. This innovation required a completely
 

new set of equipment essential to the digging, transporting and spreading of
 

the surfacing material.
 

The time schedule of the revised P P called for 169 km of roads to be
 

completed by April 1, 1981, and an additional 77 km completed one year later.
 

At the date of this writing (March 1, 1982), the following roads have actually
 

been completed:
 

Somadougou - Bankass 75 km
 

Bankass - Tenndeli 12 km
 

Bankass - Koro 10 km
 
T 0 T A L 97 km
 

The last two items represent the first and the last sections respectively of
 

the Bankass - Koro road. Between them, there is a stretch of 30 km of so far
 

unimproved road.
 

This discrepancy of 97 vs 246 km means that currently the work is60% behind
 

schedule.
 

This delay is a result of the lateness inreceiving the road building
 

equipment needed for the operations inquestion, delays in the construction of
 

the facilities for their repair and maintenance, and inthe late arrival of
 

construction materials such as corrugated metal pipe and gabion netting.
 

After the end of the Third Construction Season ("Campaign") by April 1, 1981,
 

construction was not resumed again in June 1981 as scheduled, and has come to
 

a slow start only at the time of this writing (on February 22, 1982). Even
 

so, activities are limited to repair of the first 10 km of the Somadougou -


Bankass road, which is showing heavy deterioration. In this connection, it
 

should be mentioned that during the intervening hiatus, the chief of the work
 

group incharge of the operation (Chef de Brigade des Pistes Rurales) has been
 

replaced.
 

DEVELOPMENT ASSOCIATIES, INC. 
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The current operations will probably come to a halt in an estimated ten days
 
when the Brigade's current allocation of POL (209000 litres of diesel) is
 
exhausted.
 

2. Problems and Recommendations
 

Appendix A represents the findings of an inspection report of the improvements
 
on the Somadougou-Koro road. The resulting issues and problems are the
 
following:
 

a. Cross Drainage:
 

No culverts are provided, evidently due to the fact that corrugated metal
 
pipe material (CMP s) arrived too late for it to be incorporated in the
 
road. 
This will cause the road to become washed out at critical points
 
during the rainy season. On the other hand, future installation of the
 
culverts will require raising of the roadway grade at their approaches,
 
involving considerable earthwork. 
This work, due to its labor-intensive
 
characteristics, could be carried out by the same squads who install the
 
culverts proper, which may offer an opportunity of employing local manual
 
labor to a greater extent than has been done on the project road until now.
 

Recommendation
 

Install CMP culverts of 0.80 or 1.00 m diameter on an average of I per km,
 
providing reinforced concrete or stone masonry headwalls depending on the
 
availability of materials inthe neighborhood of the structure. 
Carry out
 
necessary ramps of the roadway by excavating material from adjoining borrow
 
areas by manual labor, which can also do the necessary compaction using
 
manual tools.
 

b. Rock Excavation
 

The work in the mountainous area of the Samadougou-Bankass section was
 
executed solely with pneumatic jackhammers without the use of explosives.
 
This type of operation should not be countenanced in the future, as it
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results in excessive deterioration of the equipment as well as in higher
 
construction cost. On the other hand, itwas suggested that the GRM would
 
not release the smallest quantity of explosive for use on road construction.
 

Recommendation
 

In case future road sections warrant the use of explosives, the GRM should
 
be prevailed upon to permit the use of gelignite or a similar explosive for
 

rock excavation.
 

c. Bridge Construction
 

The Nomono bridge at km 34 - 500 shows several shortcomings. The individual
 
span lengths are wastefully short, the clearance is insufficient and the
 
width of the roadway is inadequate. It is understood that the design of
 
this structure was done by the same small contractor who also carried out
 

the construction, which is a highly undesirable situation.
 

Recommendation
 

In the absence of standard bridge plans and specification, the design of
 
highway bridges should be carried out by qualified personnel either
 
pertaining to the Ministry of Public Works or to the Genie Rural. As 
an
 
alternative, a consulting engineer could be given a contract for the design
 
and construction supervision of bridges and other major structures.
 

d. Highway Improvement Operations
 

In Appendix B, a description is given of road maintenance operations at the
 
beginning of the Somadougou-Bankass section. While certain minor problems
 
in connection with the equipment were noted, the activity overall gave a
 
favorable, workmanlike impression, with exceptions noted below. Progress
 
amounts to 1.5 to 2.0 km per day (interms of the amount of laterite
 

placed).
 

Major problems connected with this operation are the following:
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Watering should be an integral element of the earthwork and surfacing
 
operations. 
However, no water truck or cistern was inevidence, the Chief
 
of Brigade indicated that there was no water available for this purpose,
 
except perhaps if hauled from Mopti at a distance of almost 50 km, which
 
would mean prohibitive hauling costs. Without water, much of the benefit
 
of the current repair operations is lost and the work, as carried out, is 
largely illusory.
 

Recommendation
 

Arrangements should be made for the securing of adequate sources of water
 
at not too distant locations. ,Th1us, e.g., water from the Solar Pump in
 
Bankass in conjunction with an elevated tank should be considered for this
 
purpose.
 

No compaction equipment is available on the job. On the other hand,
 
compaction, like water, is a 
vitally needed element in the maintenance and
 
repair operations currently underway. I was informed that a new vibrator
compactor had been received, but that itcannot be moved from Bamako to the
 
site. The project's lowboy assembly in Sevare is immobilized due to a
 
ruined heavy tire of a type which cannot be found this side of Europe or
 

the USA.
 

Recommendation
 

Arrangements should be made for the early transfer from Bamako to the work
site of the new compactor, possibly in a rented lowboy. Simultaneously,
 
replacement tires should be procured expeditiously for the project's lowboy
 

trailer.
 

e. Construction and Hauling Equipment
 

A list of all mobile and stationary mechanical equipment is included in
 
Appendix C, which also gives the condition and usability of each item,
 
together with observed defects, missing parts, etc. Evidently an
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abnormally high percentage of the items inquestion are "down." 
 This is
 
due to a series of circumstances, the most Important of which are described
 
Inthe following:
 

There are four different makes of motor vehicles in use, a 
fact which
 
militates against the generally accepted principles of standardization.
 
Due to the resulting lack of interchangeability, a much larger stock of
 
spare parts isrequired than ifall vehicles were of the same make and, to
 
the extent possible, of the same model and capacity. An illustration of
 
this situation isfurnished by the two TDC bulldozers on the job, one of
 
which has hydraulic controls while the other one's controls are mechanical,
 
an evident case of unwarranted diversity of models by the same manufacturer.
 

In view of the fact that the bulk of equipment and vehicles for the Rural
 
Roads Program has been delivered, and there appears to exist no need for a
 
substantial infusion of new items, not much can be done to remedy this
 
situation. For the possibility, however, that some new or replacement
 
items will be ordered inthe future, the following should apply.
 

Recommendation
 

In ordering additional items of heavy equipment inthe future, those makes
 
and models shall be selected which are already represented within the
 
equipment and vehicle park of the Rural Roads Brigade.
 

f. Spare Parts
 

An adequate spare parts inventory isnot maintained at the Brigade. Many
 
down vehicles could be put back into service fairly quickly if parts were
 
available. 
On the other hand, spare parts storage and control isa problem.
 
An inventory of spare parts is maintained by OIM at Sevare. Some parts are
 
available inMopti, others only inBamako. 
Some have to be ordered through
 
the dealers who do not themselves maintain complete inventories. We were
 
advised that, in some cases, vehicles arrive missing essential integral
 

DEVZLOPMZNT ASSOCIATZS, INC. 



VI-7
 

items such as batteries, belting and spare tires. The problems of the Road
 
Brigade plague the Operation as well. Hence, our recommendation, which we
 
will repeat below.
 

Recommendation
 

The contract engineer should, as soon as possible, prepare a vehicle
 
disposal, replacement, repair maintenance and use program to be approved by
 
OMM and USAID. This program should include recommendations for a spare
 
parts policy and a purchasing, control, issuance system.
 

g. Buildings and Equipment
 

Under Phase I of the Project, the following buildings for use by the Rural
 
Roads Brigade were constructed:
 

@ Office building,
 
e Residence of Chief of Brigade,
 
e Small storage building.
 

These structuv- -re acceptable according to local levels of quality and
 
serve their immediate purpose. There are, however, no facilities for the
 
maintenance and repair of the vehicles and highway equipment inexistence.
 
Repair of the various units iscurrently done in the unpaved yard, and
 
there are no facilities for housing permanent workers and employees.
 

Recommendation
 

The construction program of Phase II should be revised to include within
 
the compound of the Rural Roads Brigade a suitable repair workshop with at
 
least two bays, equipped with concrete-lined maintenance pits.
 

The administrative and engineering offices are austere but adequate. 
Some
 
topographical equipment has newly arrived and consists of the following
 

Swiss-made items:
 

1 Level with tripod Wild Model NK-05
 

1 Theodollte with tripod Wild Model T-1 
DXJIVLOPMZNT ASSOCIATEJS, INC. 
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as well as leveling rods and other related items. There were no range poles
 
in evidence, and I was told that they have been lent to the engineering
 

company which is doing the highway from Mopti to Gao. In view of past
 
experience with equipment lent to other entities, this practice should be
 

discontinued. The same prohibition is,of course, applicable with even
 
more force to all vehicles and construction equipment.
 

Recommendation
 

USAID should advise OMM that NONE of the Rural Roads Brigade's equipment
 
(both engineering and construction) can be lent to other entities except in
 
cases of urgency and not without authorization of the Director of OMM.
 

The topographic instruments are so far unused. While the level isof a
 
kind suitable for the purpose on hand, the theodolite isfar too elaborate
 

and costly and a simple transit should have been procured instead.
 

h. Engineering Features of the Program
 

A visit to the Engineering Office of the Brigade showed that there exist no
 
engineering standards for the road such as grades and alignment, roadway
 
width, thickness of surfacing and drainage details. Also, apart from some
 
rather generalized indications in the Phase II Project Paper, there appears
 
to exist no clearcut guidance in regard to these features.
 

The only standard drawings I was shown relate to two different types of
 
roadway cross sections, with no indication as to where they are to be
 

applied, and showing no sign of approval by USAID.
 

Evidently, elaborate topographic instruments are of not much value, if
 
there exist no plans or standards on which their use could be based.
 

There is no question that a low-class road can be built without the benefit
 
of engineering plans and standards, and also without the use of topographic
 
instruments. However, the objectives of the road program, as defined in
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the project documentation, point toward a facility of a
higher category.
 
Thus, while the results so far achieved are not unsatisfactory, a better
 
product will result from applying a certain engineering input to future
 
road planning and construction.
 

Recommendation
 

A stateside-hired engineer should be contracted for by OHM under the
 
project to supervise a1 engineering matters relating to the program. 
This
 
includes construction monitoring as well as topographic work, elaboration
 
of standards for grades and curves, establishment of standard road cross
 
sections infunction of traffic load and subsoil conditions, as well as
 
standard drawings for drainages, culverts and other structures.
 

B. Prosect Buildings
 

7. History and Current Status
 

The Project Paper for Phase II of Operation Mils Mopti calls for a number of
 
building constructions to serve various purposes and to be erected at several
 
locations, as shown in Table I, below, which also shows the sizes of the
 
proposed buildings (insquare meters of floor space).
 

During 1980, the Engineering Office of the National Direction of the 'Genie
 
Rural" developed preliminary plans as well as detailed specifications for the
 
buildings under this program. 
The Genie Rural designers increased the program:
 
thus, the total number of buildings was increased from 44 to 50, and the total
 
floor area from 5,575 to 7,849 square meters. (See Table I, below.)
 

On December 15, 1980, USAID Bamako, evidently after having received the plans
 
and specifications, asked Genie Rural Ina letter signed by Mr. 
Eaton to
 
postpone the bidding procedure so as to give USAID personnel a chance to
 
review the bid documents.
 

Subsequently, early in 1981, 
GR published In-itations for Bids and after
 
receipt of fifteen proposals, they were opened on March 2, 1981. 
 On the Award
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Commission, USAID/Bamako was represented by its two engineers, Messrs. George
 
Thompson and Amasslre N'Dao. Others presert were Messrs. Allou Bamba and
 
Mohamed Kelta of Genie Rural and Seydou Diawara, Director of Customs.
 

As a result of discussions which took place on this occasion, the following
 
requests were made to the USAID representatives:
 

a. To get from AID/W a waiver permitting non-Malian foreign firms to
 
participate in the bidding.
 

b. To formulate USAID's opinion on the bid package so that itmay be
 
reflected inthe making of the award.
 

c. To specify the amount available for the financing of the program.
 

d. To establish a list of priorities Incase itwere necessary to reduce
 
the scope of work.
 

On April 15, 1981, ina letter signed by Mission Director David Wilson,
 
USAID/Bamako asked the Genie Rural to annul the bidding, as the necessary
 

funds were not available at the time.
 

In conversations with Mr. Kurt Fuller, Project Manager, itwas understood that
 
in addition to lack of funds, the buildings shown on Genie Rural's plans were
 
too elaborate and costly for the purpose on hand. Hence, the cancelation of
 

the bidding.
 

More recently, by letter of January 19, 1982, USAID authorized Genie Rural to
 
go ahead with the contract preparations for seven ZER warehouses of 200 square
 
meters each, and advised that a sum of $400,000 had been earmarked for this
 
purpose. Furthermore, Mr. N'Dao indicated that AID is intended to spend
 
$301,000 for the workshops-garage in Sevare and the laboratory building in
 
Koporo-pen, the latter not Included inthe Project Paper listing of buildings.
 

This construction to start soon.
 

The following shows a comparison between the buildings envisioned by
 
USAID in the Project Paper for Phase II and those figuring in the Genie
 
Rural's call for bids which were opened on March 2, 1981. This comparison
 
extends to the type and number of buildings, as well as to their individual,
 

and the resulting total, floor areas.
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2. Cost Analysis
 

The following is a cost analysis of the bid prices included in the March 1981,
 
bids compared with the cost figures Included in the Phase II Project Paper.
 

In its Invitation for Bids, the Genie Rural broke down the construction
 
program into bid packages (atotal of six) which were based on geographic
 
areas rather than on certain types of buildings. (This is true of packages 1,
 
3, 4, 5, 6,while package Number 2 consists of site preparation, water and
 
sewage piping connection to existing utilities, and similar.)
 

For the reason given, a comparison with the estimated cost figures from the
 
Project Paper, where the cost figures are for given types of buildings, will
 
be difficult. A ready basis for comparison will be provided only by the
 
average cost per square meter of the combined groups (functional in the case
 
of the Project Paper, and geographic in the case of the IFB).
 

From Table I, we find the total area proposed in the Project Paper to be 5,575
 
square meters and, from page 91 of the Project Paper, the total estimated cost
 
of this program (after correction of a mathematical error) to be $1,249,625.
 
To account for inflation between the time the Project Paper was prepared and
 
the preparation of bids, a figure of 12% 
(about 1% per month) should be added,
 
bringing this figure to $1,437,069.
 

The total number of bidders is 15 and the range of their bids for individual
 
packages ranges from a minimum to a maximum up to twice the amount. 
Due to
 
the fact that the lowest bidder isnot always acceptable (for reasons other
 
than his low bids), while the highest bidder is normally disregarded, an
 
average of these two values has been taken for each package so as to provide
 
as fair a basis as possible for comparison with the Engineer's Estimate.
 

In the following calculations, the value of the Malian Franc is taken to be
 
600 to one U.S. dollar.
 

For the sake of comparison, this figure will be applied to both the
 
construction program according to the Project Paper and to the Genie Rural's
 

planning.
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In both cases, a figure corresponding to the average cost of Package Number 2
 
(ground preparation, utilities) and another one for inflation between March
 
1981 and June 1982 (the expected date of commencement of construction) will be
 
added.
 

The first of these figures will be taken as the average from bids, as before.
 
It amounts to FM 21,565,710, or $U.S. 35,943. The second increment will be in
 
the form of an increment of 15% (about 1% per month.)
 

Total Construction Cost
 

1.PP Program . . . 5,575 sq. meter x 262,45 . . . . . 1,463,108 
add f. ground preparation, utilities . . . . . . 35,943 

subtotal . . . . . . 1,499,051 
add 15% for inflation ......... . ... -224,858 

Grand Total . . . . . . 1,723,090 

2. GR Program . . . 7,849 sq. meter x 262,45 . . . . . 2,059,908 
add f. ground preparation, utilities . . . . . . 35,943 

subtotal . . . . . . 2,095,851 

add 75% for inflation ..... ........ 314,378
 

Grand Total . . . . . . 2,410,229 

In order to reduce the cost figures, one of two things can be done:
 

a) Reduce the volume of construction.
 
b) Reduce the quality of some of the construction.
 

Regarding point a): the Genie Rural scope is considerably higher than the one
 
proposed inthe Project Paper. It amounts to 7,849 sq.m. as against 5,575, an
 
increase of 41%. A discussion of the merits of either figure falls outside
 
the scope of this study. 
It should be noted, however, that the ZER residences
 
appear to be too spacious (136 vs 80 sq.m.) and that the area of the workshop
garage in Sevare has been increased from 200 to 442 sq. meters). In the first
 

DEVELOPMR.NT ASSOCIATES, INC. 
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TABLE 18 

Type of 
Building 

Units 
UISAID IGR 

Individual Areas 
USAID GR 

Locations Total Areas 
USAID GR 

(sq.m.) 

I Workshlop-garage 1 1 200 442 Sevare 200 442 

2 Housing at IIQ 2 2 140 157 Sevare 280 314 

3 

4 

5 

6 

I 

Offices - Sector 
Chiefs 

Hlousing - Sector 

Chiefs 

Housing - ZER 
chiefs 

Guest House 
(6 roonts) 

Warehouses 

5 

4 

17 

-

15 

3 

4 

20 

1 

15 

95 

140 

80 

-

180 

123 

137 

136 

268 

200 

Bankass 

Douentza 

Bandiagara 

Mopti 

Koro (office 
only) 

various 
locations 

Koporo-pen 

various 
locations 

475 

560 

1360 

-

2700 

369 

548 

2720 

268 

3000 

8 

9 

Wutchman 

quarters 

Housing -

Generator 

- 1 

2 

-

-

37 

16 

Sevare 

Koporo-pen 

Sevare 

-

-

37 

32 

10 Laboratory Bldg - 1 - 119 Koporo-pen - 119 

ToLi 1. 44 50 5575 7849 
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case, it isrecommended to reduce the area of the individual ZER residence to
 
100 sq. meters). As 1o the workshop-garage, it isrecommended to adhere to
 

the area of 442 sq. meters which will be necessary if the vehicles and
 
equipment of the Road Brigade, which has no facility of this nature, will also
 

be maintained in this area.
 

In regard to point b): a review of the plans and specifications reveals no
 

possibility of downgrading the quality of construction without deflating the
 

purpose of having a durable and useful facility.
 

3. Recommendation
 

The above referenced to contract engineer should review the building
 

construction program with OHM, USAID and, as necessary, Genie Rural to
 
establish priorities, standards, needs, construction schedules and a
 

construction budget.
 

Despite the conclusion reached above, the engineer should take another and
 
more profound look at the use of indigenous materials and methods. Depending
 

on the intended use of the building, he may find that some savings can be made
 
without threatening the adequacy or durability of facility.
 

In establishing a program within fund limitations, the team recommends that
 
staff housing be given first consideration for elimination. The research
 

station guest house can probably be more modest in size and plan.
 

No construction contracts should be let until the new construction program is
 

prepared, agreed upon and approved.
 

DEVELOPMENT ASSOCIATES, WNC. 
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TABLE 19
 

Cost per unit Floor Area
 

from GR bids
 

Group Lowest Bid Highest Bid a v e r a g e floor over cost
 
FM FM 
 FM uS $ 
 area sq.=. per sq.m.($)
 

1 160,348,042 234,068,091 197,208,070 328.680 
 1,069 307.46
 

3 160,454,849 259,004,940 209,729,894 
 349,550 1,617 216.17
 

4 206,376,175 476,268,274 341,322,224 
 568,870 2,614 217.62
 

5 187,245,541 344,015,969 265,630,750 442,718 
 1,402 315.78
 

6 146,692,877 340,610,692 243,651,785 
 406,086 1,144 354.97
 

Totals 
 2,095,904 7,846 267.13
 

On the basis of the bids, the average cost per square meter thus becomes $267.13, while based on 
the Project Paper, the corresponding figure is $1,437,069 : 5,575 - $257.77. 

The overall average cost of construction in March, 1981 can be assumed to be the average of theme
 

two figures, or $262.45.
 



C. Motor Pool Operations
 

The OMM has a very substantial pool of vehicles. The Road Construction Brigade
 

also has, as described above, vehicles and construction equipment acquired at
 

considerable cost to the project. Vehicle life and construction equipment
 

acquired at considerable cost to the project. Vehicle life has been short; the
 

percentage of vehicles down for repairs is high. The spare parts inventory is
 

inappropriate and at times Inadequate. Vehicle suppliers do not seem to have
 

provided adequate post-sales service. Inappropriate vehicles have been procured,
 

unsuited to local conditions, with inadequate local dealer support systems and
 

using expensive fuel in excessive quantity. We found no evidence inMission
 

files of an engineering input to the development either of vehicle specifications
 

or in the determination of vehicle requirements. We have found little evidence
 

of any contribution from engineering toward solving motor pool problems other
 

than some review of a proposed maintenance facility.
 

Recognizing the joint responsibilities of project management and financial
 

management of engineering, we here reinforce our recommendation made above under
 

the rubric of Project Management. 

Recommendation 

An early task of the contract engineer should be to review all aspects of the
 

vehicle support function with OMM and USAID (project officer, controller,
 

administrative office) to establish a vehicle procurement, operations, maintenance
 

and replacement plan. He should review the existing maintenance facility plans
 

and assist in developing plans and specifications for a modest facility within a
 

reasonable cost limitation..
 

DEVELOP&NT ASSOCIATES, VNC. 
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McIrCR TRANSPCRT LIST 

Vehic les 

Brand Immatri- Office Date 
and culation of of Observations 
Type No. Assignment Purchase 

Land Rover 5RHD 0660 SDR Djenn(1 1978 Not too bad 

Land Rover 5RMD 0661 SDR Tenoukou 1978 Not too bad 

Scout Int'l 5RMD 0605 Director's 1978 Down, for repair 

In Bamako 

Scout Int'l 5RHD 0606 Director's 1978 Down, for repair -4 

in Bamako 

Scout Int'l 5RMD 0607 Director's 1978 Down, for repair 

In Bamako 

land Rover 514D 0768 SDR Koro 1979 Good 

land Rover 5RMD 0769 SDR Bankass 1979 Good 

Truck IINO KB 5RHD 0573 Director, 1978 Good m Cummercial Office 
0 
oTruck IIINO KB 5RMD 0574 Director, 1978 Good 

Commercial Office 

.0 
Truck 10 ton, 1.11. 5WID 0651 Management, 

Commercial Div. 
1978 Good 

__) 



V e h I c 1 e s (ctd.) 

Brand Immatri- Of fIce Date 
and culation of of Observations 
Type No. Assignment Purchase 

Truck 10 Lon, 1.11. 5RND 0652 Management, 1978 Down 
Commercial Div. 

Truck 10 ton, 1.11. 5RMD 0653 Management, 1978 Good 
Commercial Div. 

Truck 10 ton, 1.11. 5RHD 0654 Management 1978 Good 
Commercial Div. 

Truck 10 ton, 1.11. 5RMD 0655 Management, 1978 Down 
Commercial Div. 

Truck 10 ton, I.I[. 51*1D 0656 Management, 1978 Down co 
Commercial Div. 

Truck 10 ton, 1.11. 5RHD 0657 Management, 1978 Down 

Commercial Div. 

Peugeot 504 Break 5RMD 0726 Deputy Director 1979 Good 

Peugeot 504 Fain. 5RMD 0728 Chief of Financial 1979 Good 
Division 

Toyota land 5RHD 0745 Chief of Agricul- 1979 Down 
Cruiser cultural Exten

sion Division 
Toyota Land 5RMD 0746 Chief of Alphabet. 1979 Good 

Cruiser Division 

Renault 12 5RDID 0750 Dlv. Studies 1979 Good 



V e h I c 1 e a (ctd.) 

Brand Immatri- Office Date 
and culation of of Observations 
Type No. Assignment Purchase 

Renault 12 5RMD 0751 Administration 1979 Good 

Toyota Corona 2RHE 8561 Alphabet. Div. 1979 Good 

Scout Int'l 5RMD 0981 Training Div. 1980 Good 
(petrol) 

Scout Int'l 5RMD 0982 Financial and 1980 Down 
(petrol) Administrative 

Division 

Scout Int'l 5RMD 0983 Division for 1980 Down 
(petrol) agricultural 

extension 

Scout Int'l 5%ID 0984 Management 1980 Good 
(petrol) Liaison 

Peugeot 504 5RMD 1020 Director's 1980 Good 
Berline 

Scout Int'l 5RMD 1081 SDR Hopti 1981 Had an accident 
(diesel) 

Scout Int'l 5RHD 1082 SDR Bandiagara 1981 Good 
(desel) 

Scout Int'l (dlesel)5RMD 1084 SDR Douentza 1981 Down 

Toyota 2RMF 1518 P.A.R. Seno 1980 Good 
Pick-up 
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SUMMARY 

Official Cars 

Peugeot 504 Break 


Peugeot 504 Familiy 


Peugeot 504 Berline 


Toyota Land Cruiser 


Scout Int'l petrol 


Scout Int'l diesel 


Land Rover 


Truck Int'l 


Toyota Corona 


Jeep pick-up 

Renault 12 

Hio KB 

T o t a 1 

i
 

1 

1
 

3
 

7
 

3
 

4
 

7 

1
 

1 

2 

2 

33 cars
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APPENDICES - CHAPTER VI 

Appendix I: Inspection of Somadougou - Koro Road 

Appendix II: Description of Road Maintenance Operations 

Appendix III:Equipment List 
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APPENDIX I 

Inspection of Smamdougou - Koro Road 

O February 21, this writer accompanied by the USAID local 
hire Engineer and the Chief of Brigade, undertook an inspection of 
subject facility which represents the entire effort so far deployed
 
under the program for Rural Roads. This road, of a total length of
 
127 km pre-existed in the form of a winding, entirely unimproved 
track, as is evidenced by its middle section of 30 ka that farso 

has not undergone any change.
 

The improved sections incorporate a crowned roadway, about 
6 a wide, faced by a layer of laterite of 10-20 cm thickness. The 
first 10 kn, evidently the oldest Improved section, shows heavy 
deterioration, mainly In the form of persistent washboard formation. 
Further to the East, at about kn 18 + 000, the road enters the
 
foothills of an elongated plateau called the Cliffs of Bandiagara. 
At km 21 + 000 the road passes through a d6filS, shoving signs of 
considerable excavation In light to medlum be-.vy rock. There are 
several sitchbacks, and the grades are considerable. 

At kn 34 + 500 a 4 m wide bridge has bean constructed con
siating of reinforced concrete spans of about 2.5 a length each. 
This structure has insufficient clearance for the passing of even 
a moderate flow during the rainy season. Other drainage structure 
on the road consist in the occasional provision of gabions to 
protect it. from being washed out by water flowing in lateral ditches. 
There also exists one paved ford near the beginning of the road. 
The laterite used in surfacing comes from various borrow areas 
requiring a. haul from 2 up to 25 kn. 

After kn 42 + 500 the road starts its descant toward Bankass, 

o/. . 

DZVELOPM3LNT ASsOCIATzS, NC. 
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and shortly after passing this town, the improvement ends and a 
stretch of 30 ka unimproved track begins. The difference in 
traveling comfort between the two types of roads is considerable 
and is an indication of the degrae of improvement actually achieved. 
The last 10 km of tL6 road, before reaching Koro, the terminal point, 

is again improved. 

Of a total length of 127 km, 97 km are Improved, represent
ing the total construction effort of the Brigade since its formation. 

DEVZLOPMENT ASSOCIATES, VC.
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APPMDx II 

Description of Road Maintenance O2erations 

In the morning hours of February 22nd, I made an Inspection 
of the equipment and of the grading (maintenance) operations on the 
Somadougou-Eankass road. IsIt planned to cover by this activity
 
the first ten kilometers of 
the road which are in particularly poor 
condition. This was the first day of operations, for which 20,000
 
litres of diesel 
fuel had been allocated. 

The activity consisted in mining laterite at a site off the
 
main highway near km 0 of the 
new road by means of a bulldozer 
(the second dozer was on its way to the worksite from the Sevarl
 
equipment yard). The material was scooped by 
an Allis-Fiat wheeled
 
front end loader Into several dump trucks (2 HINO 6 3
 , 1 Berliet 

.
12a , 1 II 6 a3 In addition there was at the site one small Berliet 
truck for liaison and personnel transport.) The material was windrowed 
and distributed by a GR 120 motor grader which operated on the road. 

I was accompanied by the Chief of the Brigade, Engineer 
El Hadj Cissi. At the worksite I was introduced to the Equipment 
Chief and the Operations-Nanager. Both men, as well as the equipment 
operators, seemed competent, and work progressed smoothly. 

During a subsequent visit to the site, it was established 
that the daily progress in surfacing was of the order of 1.5 to 2.0 km 
per day. At that time work had advanced to about km 5.0. 

DEVELOPMENT ASSOCIATES, LNC. 
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APMM4IX I 

Equipment List 

The following is an inventory of 	highway construction
 

equipment pertaining to the "Brigade de Pistes Rurales". In

spection was made on February 19 	and 21. Location was at the 

equipment yard at Sevarl except as indicated. Explanations were 

furnished where necessary by Engineer El Eadj Ciss6, Chief of 

Brigade, and Baba Diallo, Chief Mechanic. 

Number Item Mark 	 Capacity Condition and History
 
or Model
 

3
1 dump truck HINO 6 	a Severely damaged in accident 

1 	 3dump truck HINO 6 m In operation near Km 0 
of Bankass road 

3
1 dump truck HINO 6 m In operation near Km 0
 
of Bankass road
 

3
1 dump truck EINO 6 z Down, requires new alternator 
to be purchased in France 
or USA 

1 	 3water truck ETO 10 m After having been purloined 
by the Director of C1M, 
was returned minus starter 
and alternator - inoperative 

3
1 fuel tank HINO 12 	m In working condition
 

1 dump truck Berliet 12 	m3 In working condition
 

3
. dump truck Berliet 12 m Hydraulic tilting mechanism
 
of van not functioning 
has to be ordered from 
France 

dump truck Berliet L 64 In working condition
 

DEVELOPMENT ASSOCIATES, VNC.
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(Equipment lUst cant.) 

Number Item 

1 dump truck 

1 water truck 

1 tank truck 

1 tank truck 

1 dump truck 

I dump truck 

1 lovboy 
assembly 

1 personnel 

carrier 


1 maintenance 
truck 

(oiler) 

1 	 motor 

grader 


I 	 motor 

grader 


I 	 roller-

compactor 


Mark 

Berliet 


Int'l 
Harvester 

Int'l 
Harvester 

Int'l 
Harvester 

Int'l 
Harvester 


Int'l 
Harvester
 

Int'l 
Harvester 

Int'l 

Harvester 


SAVIEM 


CAT 


CAT 


Gallion 


Capacity 
or Model 

L 64 

38 

Scout 


120 G 

(hydraulic 


controls)
 

120 G 

(hydraulic 

controls)
 

Condition and History 

After 	having been borrowed 
by authorities, va
 
returned with broken 
connecting rod. 
Will be repaired. 

workingwn condition 

With dealer in Bamako 
not yet transfered
 

Down, with broken universal
 
joint
 

With dealer in Bamako 
not yet transfered
 

Tilting mechanism not working 

I trailer tire needs replace
ment - Must be ordered 
from Europe or USA 

Was cannibalized by Direction
 
OSOM 

Needs new battery, regulator,
 
canvas roof, transmission
 
belt, etc..
 

In operating condition 
at Km 0 of road to Bankass 

Hydraulic pump trouble 
in Bankass yard 

New, in Bamako. Needs
 
lowboy for transport
 

O/0 	 N 

DEvELOP3MT .h55OCIhTES, INC. 



VI-27
 

(Equipment List cant.) 

Number Item Mark Capacity 
or Model 

Condition and History 

1 wheeled Fiat- In operating condition, at Km 0 
loader Allis 

1 wheeled 
loader 

Fiat-
Allis 

Down, needs repairs. All needed 
parts received - in Bankass 
yard 

1 personnel &And Needs general overhaul 
carrier Rover 

1 personnel Land Needs general overhaul 
carrier Rover 

1 Jeep American C-5J Needs tires and other equipment 
Motors 

1 concrete Richer In working condition 
mixer 

1 compressor Richier 125 cu ft In working condition, but all 
4 jackhammers out of commission 

1 power unit Onan 8 KVA. Injector needs replacement 

2 motor pumps On loan to Areco (highway con
struction Sevarl-Gao) 

1 welding No masks for operators 
machine. 

DEVELOPMENT ASSOCIATES, VNC. 
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MAPS
 

Map I: Mali
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ANNEX II 

FINANCIAL ACCOUNTABILITY MANAGEMENT RECOMMENDATIONS 

I. Budgetary Management 

A. 	 Study the possibility of establishing an Independent unit for 
budgetary management. 

B. 	 Regulate and standardize discrepancies between budgetary and 
accounting years: OM; Board of Directors; GRM; USAID. 

C. 	 Establish a budgetary plan in agreement with USAID and the Ministry 
of Agriculture.
 

D. 	 Establish useful and standardized line items between OHM 	and USAID
with precise definitions and in accordance with the Grant Agreement
(GA). Not split up into small sub-line items. 

E. 	Establish a journal (or records) by line item 
 (and sub-line item
 
if needed) with columns for debits and credits. 

F. 	 Write a budgetary manual establishing: 
1. 	 Previous commitment for all expenditures.
2. 	 Exceeding allotments not allowed. 
3. 	 Limitation of allotment transfer authorizations from one line 

item to the other and only with approval of the D-G.
 

II. Accountability 

A. 	 Try to simplify the accounting
For example: Eliminate depreciations and the excess number of 
sub-accounts. 

B. 	 Improve the accounts
 
Exemple:. Replace multiple journals with tranfer
a system. 

C. Establish the position. of controller (ordonnateur) who will have
 
sole and absolute control over all payments. 

D. 	Keep the accountability up-to-date, prepare balances and
 
situations regularly.
 

E.. 	 Improve accounting discipline. 

II-,1 



III. Purchases and payments
 

A. 	Centralize all purchase, in a sole administrative unit.
 

B. Demand that all orders be made on a purchase order form with
 
previous commitment.
 

C. No payment without an order to pay, with supporting documentation
 
and previous checking of commitment.
 

Purchase order
 
Consignment note
 
Receipt note
 
Bill
 

Filing of supporting documentation in a way that will facilitate
 
checking. It would be advisable to find a method that will satisfy

both OMM and USAID needs. 

IV. Material accountability 

A. 	Establish and keep up-to-date a centralized inventory for all
 
material with information taken from consignment notes, receipt
 
notes and bills (when needed).
 

V. 	Maintenance of vehicles and purchase of spare parts
 

A. 
Establish a central authority responsible for all vehicles, repairs,

preparation of purchase orders for spare parts. 
The orders should
 
go through the Material Accountability.
 

VI. Bank accounts
 

A. 	Respect individual accounts as requested by USAID and also limit
 
activities of each account.
 

B. 	Stop any transfer from an account to another except in exceptional
 
emergency cases and with USAID's approval.
 

C. 	Demand statements of accounts in a reasonable time (2 weeks) or
 
make reconciliation at the bank itself.
 

D. 	Fund the account of Brigade des Pistes (267-13) directly from
 
account 45 or even directly from transfer from AID.
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VII. Accounts Personnel 

A. 	Give them instructions and help them continuously, according to
 
their capacities to perform their work.
 

B. 	Supervise them and encourage them continously.
 

C. 	Do not assign them work beyond their competencies.
 

D. 	Provide them with furniture, lights and equipment that they need.
 

VIII. Policy and Regulation
 

A. Write and keep up-to-date an instruction manual regarding budgets,

accounting, storage, agricultural-credit, "mobylette", etc., as
 
well as all important conditions in the Grant Agreement.
 

XI. Technical Assistance
 

A. 	Demand and insist that USAID provide a financial technical assistance
 
for a length of time not inferior to 12 months, preferably twenty
four months, that is to say a specialist in public finances who
 
would be responsible only to the D-G of OMM and who would have the
 
same authority as the D-G on all accounting and budgetary operations.
 

X. Immediate actions
 
Some of the recommendations will have to be adopted without awaiting

the financial specialist. It would be desirable that OMM conduct a
 
study of recommendations for this choice. 
We call your attention to
 
the following measures that should be adopted within the shortest period
 
of time possible.
 

A. 	Establish a journal, always up-to-date, for reimbursable expenses,--
file supporting documentation, - stop the journal each month and
 
send the list with documentation to USAID in the first week of the
 
following month.
 

B. 	Establish with USAID precise criteria on reimbursable expenses.
 

C. 	Avoid all other expense.
 

D. 	Establish a journal or records for budgetary allotments, by line
 
item and demand a previous commitment for all expenses.
 

E. 	Prepare a monthly situation of allotments, commitments and
 
available allotments.
 

F. 	Insist that all payments be made in an orderly fashion and only
 
upon supporting documentation, well classified.
 

Charles Wilding-White
 
Evaluation Team.
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ANNEC III
 

EVALUATION DU SYSTAME DE CREDIT AG.ICOLE DE L'OPERATION MITS-ZEPTI (OMM) 

SOH1AIRE:
 

L. Introduction
 

2. Le credit agricole A I'MM
 

b) Buts et objectifs
 

b) L'ancien systime de crfdit
 

c) Le noueveau systime de credit
 

3. Las rlsultats obtenus et les obstacles identififs.dans la
 

rfalisation du programme de crfdit pendant la phase'II
 

4. La viabilit du systme de credit 

a) Le personnel du credit 

b) La c-apacit! du programme de couvrir les besoins des paysans. 

c) Les taux d'intErit 

5. La gestion du systime de cridit
 

a) Approvisionnement en matEriel -t intrants
 

b) Les dossier des prits
 

c) Le systme de remboursement
 

d) Le systeme logistique
 

6.. Conclusions
 

7. Recommandations
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INTROUCTION
 

Is pisent rapport est consacrf A l'ivaluation du systime 

de cridit agricole de l'Opfration Mils-Mopti. Dans l'introduction 

A l'tude de la commercialisation, la mfthodologie suivie 

pour cette 6tude a itg dicrite. 

2. Le cridit agricole A l'MM: 

a) Buts et objectifs : La politique du crfdit, selon les termes
 

de la Convention du projet, consiste A financer la gamme complite
 

des facteurs de production qui doivent 6tre incorporis dans l'ensemble
 

des apports technologiques en vue de permettre 1'augmentation de la
 

productivitg du travail et du bien-etre social des paysans. Pour
 

cela l'octrd du cridit doit etre 6tendu A un nombre plus flev4
 

d'agriculteurs.
 

b) Ancien systime de credit : Depuis sa creation, 'I'MM avait
 

pour principal fournisseur la SCAER (monopole d'Etat pour l'
 

approvisionnement des DR en materiels et intrants agricoles).
 

L'OMM payait A la SCAER le materiel au comptant avec une remise
 

de 5% et plagait ce materiel au niveau des paysans Oar l'intermidiaire
 

des agents sur le terrain. Les fournisseurs de la SCAER itaient
 

la SISCC4A, la SIES (deux socitfs sfnigalaises), des sociftfs en
 

CSte d'Ivoire et A partir de 1975 la SMECMA (socifti malienne de 

construction du materiel agricole). Compte tenu de la politique 

des prix du GRM, il ftait impossible A I'CMM de vendre plus que 

les prix fixes par la SCAER mfime si ces prix ne couvraient pas 
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les charges directes A l'activit! de credit. Ainsi I'OMM vendait 

souvent A perte. Vu la hausse continue des prix de campagne en
 

campagne, I'OMM au cas oO il lui restait des stocks, tirait un
 

avantage de la vente de ces stocks aux nouveaux prix.
 

c) Nouveau systime : A partir de 1979, l'activiti de credit fut
 

rattachie A la Division financiire de l'Opiration. Depuis juin 1979,
 

la SCAER est en voie de liquidation. L'OMM a commenci A se ravitailler
 

directement A la SMECMA. Les modalitfs d'achat sont les suivantes:
 

au moment de la commande en janvier:50% du montant total doivent
 

etre verses; trois mois apr~s,c'!.st l'enlavement au cours duquel
 

il faut payer 25%; les 25% restant doivent etre remboursfs trois mois
 

apras l'enl~vement. I1 semble que les commandes avec la SMECMA sont
 

toujours stisfaites. Pour les comandes d'intrants, I'VClM passe
 

par le canal de la CMDT.
 

Les engrais, semences, produits de traitement sont vendu
 

A credit court terme ou cridit de campagne (moins d'un an).
 

Les mat~riels agricoles tels que les charrues, multiculteurs, semoirs,
 

et les charrettes sont vendus A cr~dit moyen terme (2-3 ans) A
 

6% d'intgrit sur paiement d'un acompte igal au tiers du prix au
 

comptant.
 

Le credit bitail a dimarrg pendant la Phase II du projet. 

Son but est de faciliter l'acquisition d'animaux de trait aux paysans. Ii 

est octroyE pour un terme de cinq (5)ans, la garantie est
 

individuelle ou collective, et est basie sur 1'honnet~tE deE
 

l'emprunteur. Ce cridit est en phase d'expgrimentation dans daux
 

villages "pilotes" (Mandio et ParE) du secteur de Mopti.
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Dans la mone GEM, certains Equipements tels que les charrettes
 

et les arrosoirs sont fournis par des counergants privfs.
 

3. Les risultat obtenus et les obstacles identifis dans la
 

rialisation du programme du credit pendant la phase II
 

Thforiquement le credit est accord! A tout paysan qui le sollicite.
 

I1 semble que tel n'est pas le cas depuis que l'operation est
 

confrontge A des problimes de fonds. Une politique de credit,
 

qu'on pourrait qualifier de non officielle existe en ce moment
 

et consiste A vendre le matiriel et les produits en prioritf A ceux
 

qui peuvent le payer au comptant ou le rembourser avant terme. La
 

majoriti des paysans se trouve confrontie 1 ce problme. Le tableau
 

No. 1 nous permet de voir quA partir de 1980, le placement de matgriel
 

et des produits dimunit sensiblement. Le placement des houes azines
 

et des charrettes qui sont beaucoup demandi au Sino (Koro, Bankass)
 

a dimiui. le placement des fongicides qui servent dans cette
 

meme zone A traiter non seulement les semences mais aussi les
 

greniers, a itf le suivant 92,982 sachet en 81/82 contre 160.483 en
 

1980-81.
 

Il itait privu de construire pendant la phase II du projet
 

15 entrepSts et des magasins de dftail. Aucune construction dans ce
 

sens n'a gt6 faite.
 

Comme prfvu, le projet a ftf flargi au credit bitail.
 

A Mandio 20 boeufs ont 4te places et A Parg 39. Le credit bftail
 

est assorti d'un taux d'intfrft de 15% par an du principal non
 

remboursi (13% sur principal du pr t et 2% pour l'assurance vie).
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Le remplacement des animaux (assurance) est effectug si les conditions
 

suivantes sont remplies par le paysan: 1) prisentation du morceau de la peau
 

de 1'animal partant la marque "OW'; 

2) certificat d'un vitirinaire 
ayant consulti l'animal (ce vatirinaire 

donne l'autorisation d'abattre 1'animal ou constate simplement sa mort 

pour ensuite donne le certificat). II nous a iti signal trois cas de morts, 

mais les animaux n'6taient pas encore xemplac~s. Les paysans se plaignent 

de la deuxiime condition de remplacement qui est difficile 1 remplir A cause 

de la transhumana dans la zone. Certains jugent que les animaux sont
 

placis trop jeune (I l'Sge de 
 4 ans) et que le prix de 120,000 FM est trop
 

pour un boeuf de 4 ans. Le terme de cinqx) ans est cependant jugg suffisant
 

par la grande majoriti. II existe un Cumiti directeur de cridit bitail
 

dans chacun des deux villages. 

Dans la zone d'intervention de l'op~ration, il n'existe pas d'associa

tions villageoises de paysans en ce moment. Les paysans interview6s ont ri

pondus i ce sujet qu'ils seraient prits A slor aniser si cela devrait leur 
faciliter l'obtention du cr6dit.
 

Cinq agents cridit ont fti placis au niveau des secteurs comme
 

privu, mais l'assistance technique demeure inexistante.
 

4. Viabiliti du systame de cridit.
 

Pour qu'un systime de credit soit viable, il faudrait qu'il satisfasse
 

certaines conditions. Nous retiendrons ici la qualiti du personnel de
 

credit, la capacit4 du programme de couvrier les besoins des paysans, le
 

niveau des taux d'int~rets.
 

a) - Le personnel du cidit. Comme nous l'avons souligni dans le premier 

chapitre, la gestion du crfdit est confie A la Division financiire de 
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La section Cridit ast dirigle par un comptable. Leas agents cridit sur 

le terrain sont recrutfs au niveau CTA (conducteurs d'agriculture). 

Ces agents de terrain n'ont pas requ de formation en credit. 

Aussi I l'OMH il n'existe pas de document difinissant la politique 

globale de credit. La cirmulation de l'information n'est pas
 

toujours effective. Las procis verbaux de r6union oa sont prises
 

souvent les dfcisions sont la diffusion de certains cextes, rfgle

mentant lecrEdit s'arrite au niveau des chefs secteurs et les
 

decisions sont transmises oralement l'agent de base. Cette situation
 

entratne des diformations dans 1'execution des procedures de credit. 

b) La capacita du programme de couvrir les besoins des paysans
 

L'CO( ,mcadre actuellement une population de 4.180.165 

habitans, dont 639.664 actif. L'Ivolution de la population du nombre 

d'exploitations est donnfe dans le tableau suivant: 

CHM 1979-80 1980-81 1981-82
 

Population totale 879.858 947.291 1.180.165
 

Nombre d'actifs 533.053 565.073 639.664
 

Nombre d'exploitation 73.800 75.000 75.200
 

Exploitations - pilotes 1.765 2.490 2.520
 

Villages - pilotes - 12 12
 

(Tableau No. 2)
 

Dans le cadre de la vulgarisation des techniques modernes
 

une attention particulidre est accordfe aux charrues TM eat Bourguignonnes,
 

aux multiculteurs, semoir, charrectes (TRP 1000 kg), 
aux semences 

salectionnfes et produits tels que urge, fongicides, phosphate 

d ' aoniaque. 
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Le tableau no. 3 donne la situation des placements de matfriels et In

trants agricoles effectugs depuis la criation de I'I.1-M jusqu'A la campagne 

1980-1981 par le nombre d'actifs et le nombre d'exploitations de l'CI-M
 

pendant cette mgne campagne.
 

De ce tableau, il ressort les conclusions suivantes:
 

- Charrue T.M.: pour 100 actifs, il y a 1 charrue
 

pour 100 exploitations il y a 8.
 

- Charrue Bourguignonne: 
 il n'y en a que 3 pour 1.000 actifs 

et 30 pour 1.000 exploitations. 

- Houe azine: utilisie en giniral dans les secteurs de Koro et
 

Bankass. 
 I1 n'y en a que 4 pour 10.000 actifs et
 

30 pour 1.000 exploitations. 
Telle est la situation 

pour le multiculteur. 

- Phosphate d'ammoniaque: en moyenne il a iti placi 0,25 kg par 

actif et 1,86 kg par exploitation.
 

- Urie: 
 en moyenne 0,24 per actif et 1,79 kg par exploitation.
 

- Fongicide: en moyenne 1,21 sachets par actif et 9,1 sachets
 

par exploitation.
 

En considirant ces r6sultats et les superficies des exploitations A 

I'OM-M, nous pouvons conclure que le cridit ne couvre pas les besoins des 

paysans. Les tris faibles proportions nous permettent de douter de la 

viabiliti du systime en matiire de couverture des besoins. Les opinions 

des paysans interviewfs confirment nos risultats. 

c) Les taux d'intfrit. Sans taux d'intrt suffisant, il n'ya pas de
 

syst&me de cridit viable. Mais ce taux d'intir~t doit tenir compte de la
 

capacitf de remboursement des paysans. 
La quasi totaliti des paysans 
enca

dris par I'OM-M ont des revenus faibles A cause des faibles prix au pro

ducteur des ciriales. Les paysans sont obliggs de faire recours au cridit
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parce que ga leur facilite 1'acquisition de l'&quipement agricole et des
 

intrants. Certains ont affirmf cependant qu'ils priffraient ne pas y avoir 

recours car le remboursement A terme leur sera difficile. C'est ainsi que 

dans les villages tels que Kendii, Tendeli, Toroli, des paysans ont jugg que le 

terme pour l'iquipement agricole doit Stre prolong4 (jusqu'! 4 ans) et que
 

soit plac6 plus de charrettes. Les charrettes suscitent un tras vif intgrat,
 

puisqu'elles sont 
source de revenus non agricoles. Le terme des intrants,
 

sauf quelques exceptions, a At6 jugd suffisant.
 

L'ancien syst me de credit n'6tait pas viable A cause 
des taux d'intf

rat bas fixes par le Gouvernement. Le taux d'intfrat a augmentf pendant la 

phase I (6,4 % pour la charrue TM, et la charrette TRP et 15-16 Z pour les 

houes azines). 

Une autre condition de viabilit6 du systime de credit est 
sa gestion.
 

5. La gestion du systime
 

a) Approvisionnement en materiels et intrants 

Dans 1'ancien systime de credit, entre la commande et le placement il s'fcoulait 

une annge. Dans le nouveau syst~me seulement il s'fcoule une p~riode de
 

trois mois.
 

En pratique, pendant les deux dernigres campagnes (80/81 et 81/82),
 

les fournitures d'intrants n'ont pas ftg toujours faftes A temps voulu.
 

Souvent, elles ont 
ftg faites en tris faible quantiti. Dans le secteur de 

base de Kopro-Na, il n'a ftg placg que 18 sacs d'engrais alors que ce S.B.
 

compte dfJA 45 villages. 
 II semble que cette situation est due en grande
 

partie au fait que le budget OM-M de credit n'avait pas ftg approuvg par
 

1'USAID. L'OM-M manquait de fonds pour payer le materiel et les intrants
 

A temps et en quantitg suffisante. Sur demande de l'US-AID, l'OM-M a fait 
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un document sur le cridit. De la part de l'USAID il n'a At requ jusqu'au

jourd'hui ni remarques, ni suggestions A 1'GC-M. 

Nous avons remarqui aussi des stocks importants de certains types de
 

matiriels dans certains secteurs, alors que ces matriels manquent dans
 

d'autres. 

A Bandiagara, un stock important d'arrosoirs existe A cause de son prix 

tris ilev (16.000 FM par arrosoir contre environ 4.500 FM sur le marchi local). 

Ii faudrait que les matiriels placis correspondent au gout et au disir 

effectif des agriculteurs. L'achat des boeufs qui consiste A les payer par 

l'intermfdiaire des agents de l'ODEM (l'Opiration de Dfveloppement de l'Elevage) 

a susciti des plaintes comme nous l'avons dfJA dit. De m~me, la qualitf des 

animaux a fti citfe parmi les contraintes (boeufs jeunes de 4 ans). 

b) 	Les dossiers des prits 

Au niveau de chaque S.B., chaque ZER, et chaque secteur, il dolt exister
 

un enregistrement correct de l'argent au titre des prIts. 
En pratique, cet
 

enregistrement est fait. Ii existe un livre de crfances, des carnets de vente 

A court terme, moyen terme. Si un paysan paie sa dette 1 court terme, il
 

retourne son exemplaire vert du requ de vente . cridit et on lui donne 1'exem

plaire blanc que le chef S.B. avait conserve. Dans le cas d'un pret A moyen 

terme, il y a trois souches de telle sorte qu'une souche peut atre donnfe A 
chaque fois qu'un paiement est effectui. Ce systme a itf suivi dans 1'en

semble. Seulement, il 
a iti remarqu4 que certains placements se sont effectufs 

sans versement pr~alable d'un acompte ou que 1'acompte n'a pas itf versi dans 

la proportion fix~e selon le texte. Ii n'existe pas d'enregistrement sipare
 

des arrirfs.
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c) Le systime de remboursement
 

Les remboursements s'effectuent gfinralement en fin de campagne de com

mercialisation. La presque totalit des paysans pr~farent un remboursement 

en espice. Ceci est d^ au fait que le paiement en nature se fait sur l'fva

luation des quantitfs de cirfales offertes au prix officiel au producteur.
 

Or, ces prix sont juggs trop bas. Les paysans affirment aussi que les char

rettes constituent une importante source de revenus non agricoles leur faci

litant de s'acquitter de leur dette.
 

Les tableaux no. 4 et donnent la situation des recouvrements. Le taux 

de recouvrement diminue d'ann~e en annie. (86 %pendant les campagnes ante

rieures A 1978/79; 63 % en 1978/79; 58 % en 1979/80 et 60,9 % en 1980/81). 

A cause des taux de recouvrement faibles, pendant la campagne 1981/82, 

le credit n'a fti accordi A priori qu'A ceux qui peuvent le payer au comptant 

ou le rembourser avant terme. 

d) Syst~me logistique. Ii existe un magasin au niveau de Sfvarf A partir 

duquel le ravitaillement des magasins de secteurs ZER et S.B. s'effectue en ce
 

qui concerne certains matiriels et produits. Cependant, il est A noter que
 

ni l'gtat, ni la capacit6 de ces magasins ne convient pour un bon systime
 

d'entreposage. C'est au niveau de la ZER que les paysans viennent se ravi

tailler. Lors de nos visites sur le terrain, nous avons vu des magasins
 

tombgs ou abandonnis, des magasins aux murs percis. Ii est absolument nices

saire en ce moment de reconstituer le systime en entier.
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6. Conclusions 

1) D'une maniAre gfnlrale, l'utiliti du cridit est bien connue dans la 

zone. Toutefois, des paysans hsitent encore d'y faire recours vu 

leur capacit6 de remboursement. 

2) La demande de crfdit est particuliArement forte pour les charrettes
 

(sources de revenus non agricoles), les houes azines et les fongicides
 

dans le Sino.
 

Le problime d'animaux de trait (cridit bitail) a iti soulevf partout
 

oB nous avons passi.
 

3) 	Le syst~me de cridit ne couvre qu'une faible partie des paysans. A 

l'heure actuelle, seuls les paysans 1 revenus flevis ont accis au 

cridit. L'objectif principal du cridit, A savoir la couverture d'un 

nombre plus ilevi des paysans nicessiteux se trouve divii.
 

4) Ii n'existe pas de document difinissant la politique de credit (seule

ment des procis-verbaux). 
 La formation des agents s'occupant du cridit 

n'est pas celle appropriie. Les stages prfvus n'ont pas eu lieu, 

l'assistance technique n'a pas fti fournie. 

5) Le systtme d'information des agents de terrain et des paysans doit 9tre 

plus amilior6. 

6) Il n'existe pas jusqu'A present un grand magasin central d'entreposage. 

Plusieurs des magasins de secteurs sont en mauvais stat. Certains se
 

sont 	meme icroulis. 

7) 	Il n'y a pas d'associations villageoises dans la zone d'intervention
 

de l'Opfration Mils. 
Ii y a deux comitfs directeurs de credit b~tail
 

par l'intermfdiaire desquels s'effectue le recouvrement des prIts.
 

t'
 Vi




7. Recommandations 

1) L'OH-M et 1'US-AID doivent dffinir dans un document une politique 

globals en matiare de credit. 

2) La construction d'un grand magasin central d'entreposage s'avire 

nkcessaire.
 

3) Un assistant technique doit Btre fourni dans les meilleurs dilais 

pour la formation des agents de terrain et 
une bonne gestion du systame.
 

4) Des dispositions urgentes doivent 6tre prises en ce qui concerne l'ap

provisiannement en quantiti suffisante et en temps opportun, le recou

vrement des prets. 

5) Pour la bonne marche du syst~me, un suivi rfgulier du programme est 

indispensable. 
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TABLEAU NO. 1
 

PLACEMENT MATERIEL AGRICOLE ET PRODUITS 

Avant 1978-79 78-79 80-81
79-80 81-82
 

Charrue T.M. 899 464 741 
 317 338
 

Bourguignon 217 0 183 356 
 119
 

Houe azine  - - 201 194
 

Multiculteur 58 45 34 
 77 1
 

Semoir 40 35 17 12 
 1
 

Charette 2.449 1.025 1.101 1.204 478
 
TPR (1.000 kg)
 

Phosphate
 
d'ammoniaque (T) 22.251 27.732 46.050 43.380 39.100
 

Urge (T) 35,725 18.473 36.475 43.450 
 8.100
 

Fongicides (sachets) 325,687 112,595 84.636 160.483 
 92.982
 

Sources: Donnies techniques (Dficembre 1981) et donnfes de la Section Cridit OM-M.
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TABLEAU NO. 3
 

PLACEMENT DE MATERIELS ET D'INTRANTS AGRICOLES PAR
 

ACTIF ET PAR EXPLOITATIONS A LA CAMPAGNE 1980-1981
 

Campagne 1980-1981 
Matiriels 

etP 
1 

produits P acement 

Par actif Par exploitations 

T.M. 0,01 0,08 

Bourguignon 0,003 0,03 

Houe azine 0,0004 0,003 

Multiculteur 0,0004 0,003 

Charette 0,01 0,09 

Phosphate d'ammoniaque (kg) 0,25 1,86 

Urge (kg) 0,24 1,79 

Fongicide (sachets) 1,21 9,1 

Sources: Donnfes Section Cr6dit "Inventaire du matfiriel de culture
 

attelfie" 1980-81.
 

11l-14
 



TABLEAl NO. 4 

Si RJATSHI ESJW1MllIfALU 98L 

0-4 

*~i gne 

IJ5.7J.W 

.PLi 

Deiane 

himadJ.ls.a 

Tn 

Antirleurs i 78/79 

t l"ux 

, 91,5 

,,bi.lt.*J ~u5 i*. dl 

4Lk4.2802 42.612,1 90.1 

' 0 

23.958.0 IN-117.1 75.6 

5.01I 5.J3,1 0.0 

.. 

Crdlj 

19.d92.1 

13.542, 

15.240,f 

a 

33,079.4 

982, 

.. 

7 9 

flealwur-
Me-m.,n t 

15.925,4 

7.201,0 

15.691.9 

a 

14.619,1 

982,3 

Taux 

60,1 

53.2 

6,0 

-

44.2 

100,0 

. 

7 9 I 8 0 

Cridic s r-
semest 

17.626,3 9.966,2 

17.134,9 13.447,4 

11.561,1 2.576,1 

41.679,8 20.812,6 

0 0 

6.719.8 4.449,7 

12.454,1 10.442. 

Tau 

56.5 

78,5 

22,3 

49,9 

-

66,2 

83.8 

0 

Crd 
dn 

8.792,9 

28.033,1 

17,227.5 

19.025,9 

5.167,3 

3.754,8 

10.903.0 

7 S Ia 

Reubour-
T 

4.394,9 

20.170,5 

7.993,6 

13.726,4 

2.163,9 

1.900,8 

6.170,0 

Tala- Crf-lt 
m rei 

50,0 97.452,0 

71.9 131.821 

46.4 95.233 

72.1 20.661 

41,9 109.721 

52,7 22.098 

56.6 Z6.642 

3 - . 

Taux 

T.,tal 1i6.42d,1 152.JJ9,1 56,0 85.737, 54.420,1 63,0 107.176,6 61.694, 58.0 52.904,6 56.600,3 60,9 502.628 

•if.til i I Iasi, .' ltaaul.-ni asessueei Uec.ur (SO) pendnni ,, eimpo. 
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ANNEX IV
 

LA CIATISATION DES cObLES )L L'OPbTOZ MIlLS HOPI
 

0 ! M 

S 0 M M A I R E:
 

1. Introduction
 

2. La fixation des prix au producteur 

3. Crit~res d'intervention de I'0?IN dans la 
commer

ciall sation 

4. Les privisions et I& fixation des 
quotas
 

5. Eise au point des quotas au nivezu du village
 

6. Le financement
 

7. L'achat et le transport des cirfales
 

8. Les rialisations de commercialisation
 

9. La ca-pagne de commercialisation 1981 - 1982
 

1l0. 
 L'impact des activit~s de commercial±saticn
 

ii. Conclusicns et recouma.dac .ms 
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1. INTRCDUCTION 

La prisente etude est effectuie dans le cadre de
 

l'valuation de 
la Phase II du project "Opirarion
 

mils - mopti (Oi.). 

L'Opgration Mils - Nopti a ti crle le 1972
26 =ei 


par decret gouvernemental no. 62/PG-RM. Sa creation
 

se situe dans le cadre de la rialisation de l'objectif
 

prioritaire que le Mali s'est fixi, 
A savoir l'auto

suffisance alimentaire. Les fonctions de l'Opiration
 

sont pour l'essentiel:
 

L'encadrement technique des producteurs de sa
 

zone d'interventicn par la diffusion du matiriel agricole
 

at la vulgarisation des 
thimes techniques de productiviti,
 

- la commercia!isation des surplus de prcduction, 

- !e suivi et le recouvrenent des prets dans le 

cadre du crfdLt, 

- et tcutes autres actions de veon-en

:ribuanr 1 relever la productivirt ou -irendre les 4i-.fra

structures de I--zone viables (actions forgeron, pistes,
 

hydraulique villageoise, etc...)
 

La ?hase 1: du projer s'Itend sur une pgriode de 

4 ans (d'octolre :979 1 septmbre Le rav:nrt1982). Fr8-smnt 


se c 1-nsacre i'I-ud e Ce a c cr. rcia--at'c-n :- .:u 

systeme de cr:dit agrlcole de 1"2Oi"M pendamn cetce ?base Ti
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et constitue une partie du rapport ggnfral de la mission
 

d'Evaluation.
 

as enquites qui ont 6t' effectuges dans ce cadre ont
 

consist! en des entretiens avec des exp!oitants, l'encadre=ent
 

de base, le personnel de la Direct~on, certains respcr.sables de
 
o%*AM
 

lV-GFet de la Coopgration. Cos entretiens ont porti notanent
 

sur les aspects spicifiques suivants: le materiel agricole, les
 

modes de payement, la production, la vente des surplus, etc...
 

2. La fixation des prix au prducteur
 

La Comiti National de la Recherche JAgronomique, au ccurs
 

de sa session annuelle de mai 1975 a recoimand "l' tude des
 

coGts de production des principaux produits agricoles, en vue
 

d'une plus juste rfnunfration du producteur." Depuis lors une
 

riunion des coors de production se tient chaque annie 9 Barako.
 

Le but de ses riunions est de fournir aux instances gouverne=en

tales, chargies de a fixation des p '-x, las 5i6mants de rffrrence 

utiles 1. V'orientation deieurs travaux at diclsics. Les prix 

sonr fixis en reunion inte_-inistgrielle regroupant : le Gouverne

ment, les in.ist&res des Finances at du Co=erce, de 1'Agriculture 

L'Office de rigularisaticn et de stabiiiEation des -rix (ORSP) 

1'OPAM, les ODF.. Cette situation =et 1es ;aysans en position de 

faiblesse. Aussi la ::r.nraticn quvt!di enne .u travail eans 

los cots de production varie beauccup solon los zones at les 
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diffIrentes phases de culture, alors que !e prix est unique pour 

toutes !as zones de culture at pcur toutes les c6reales (I i'excetton 

du riz) et cela pendant toute !a campagne de cc--ercalisaticn. 

Les prix prives varlent quant A eux suivant tous ces facteurs. 

La qualiti des cir~ales est aussi un facteur d'appriciation qui 

mirite une attention particuliire. Ceci per~ettra facilement 

l'introduction de senences selectionnees. Nuanoins on note 

une Evolution remarquable des prix. Ils ont presque doubles 

depuis la mise en place du projet. (Voir tableau 1) Ce qui 

est un facteur encourageant. La najorit des paysans interviewls 

affirme re pas connaltre le prix official avant le semis 

bien qua sur le plan national il soit diffusi A la radio. I1 revient 

donc A la dlrectimn de l'CnI d'organiser un systime d'information 

des paysans sur les prix A temps opportun car les paysans peuvent 

9tre amends I augmenter les superficies de mil si les prix sont 

encourageants. C'est ce qu'ils affirment en tout css. !a diter-mina

tion des prix s'effectue C travers un barite. La base de 5izaticn 

-es baries est !e Prix au producteur. inred nzreClaque -are 

le ?roducteur et le conso--ateur a ---esanraion=ze scu: 

services.. Et comme on ne veut ;as que la prix au conso-.=ataur 

soit trop glevf, on est az-ng hinsi a fier des pri" 'as au pro

ducteur. C'est ainsi ou'il n'existe pas =e bonne propcrt"c. -rra 

les prix au producteur et !as cc~ts de production. Ca cui riduit 

as revenus des agricuiteurs et ccstitue un frein i des ir.vest±-sa

=ents susceptibles d'au;_enter la produc:icn at la :rc,':c&.vit . 
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Jusqu'en 1979 c'itait 1'OPAM qui fl.ait les bargmes.
 

A partir de 1979, I'01 a co=encg a elarborer son propre 

barehe. Le bartme mil/sorgho de 1' r-14 ccmporte 7 i 9 postes (voir 

annexe).
 

3. Criteres d'intervention de '0124 dans la connercialsation 

LWOPAM (Office des produits agricoles du Mali) fut cri :n
 

1965. I1 a le monopole de la comercialisation des ciriales, de leur
 

transfert des zones de production aux zones dificitaires et vers
 

les centres urbains. Cette tache, il lacccuplissait au niveau
 

local par les fldfrations des cocpiratives (FGR) at les asents
 

locaux de la coopgration.
 

Le gouvernement du Mali (G-73. depuis 'a diut des aunfes 1970 

a optl pour la politique d'acticn par les opfraticr.s de d!velcpperent 

rural (CDR). L'objectif p.incipal de cette polit~que itait at reste 

la prccotion des cultures pour atteiDdre tout d'a ord 'autlosuff±san-e 

a'-.-lentaire.at ersuite !a corerc.!alisat±on ,es surplus de product-ic. 

Dans la convention du proJet "TIR" une place i ortante eat acccrd~e 

la coerciei!aaricn des exidents '- :ales de la 3a " 

Les c-itares d'inte.tenticn de V'OM/ dans ia co.srcaisaticn 

sont pricises par rapport A: 

a) l'objeczif d'autosuffisance alinentaire: apris cov.,erture des 

5esoins des producteurs de la zone, i'operation doit !es assurer
 

un marchl d'couleinent de leur surplus de -roducticn.
 

_ b) ;ar rapport aux autres :arrenaires in4tervemnant dans !a :c r 

- l'administraticn: l'OI doit i'assister sur le ;lan tacrrique 
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(estimaticn de la prcduction, calcul des co5ts de prcd ction) 

dans la fixation des quotas et du prix au rc-ducteur. 

- 1'OPAM pour le flnancenent de la c736-.e - - e 

co=ercalisatcn. L'O2i lui facilite la ccns,-.it'uton d'un 

stock cir6alier de%,ant Ztre t:ansf~ri vers les zones . i._1.. 

- la Coopgration: Avec ce serice il s'agit de se ripartir les 

zones d'action pendant la cap.gne 6e corI-arciallsation. 

Outre ces crit-res, I'OMM. tire un certain profit des
 

activitfs de comiercialisation, Jusqu'l 1980, elle a assuri
 

le transport des cer~ales des points de collecte aux ragasins
 

CPAM au niveau des arrondissements at des cercles ncyer.nant une
 

commIsslon de 5 Fl./kg qua lui paysit I'CPA. Elle est de nos jours
 

rimunirie pour tous les services reneus dans le cadre de la
 

comercialisation.
 

4. Les ,rivisicns at la fi:-ariqn ;es cuctas 

Ls PrCvisicns da at.ic .s-- niies- - fi-_-rcia2' 

an fonction du risultat de !a can.;aSne de production. qucique 

l'autoconsomnation, les stocks de sicurite et de se-ences et le 

uarchi paralile scint des trs ;ris en cc.sid-rarion. 'na 

attention part cui±Ere est prgt~e aussi au n-:re aroissant des --on

sozateurs mon producteurs. 

L'astl-ation dds ::rv-scns .ie ,-_.r.iaZ irn s" :-a. 
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technique exicutf par les aeents dlencadrement, d'abcrd au nlveau
 

du secteur de base (SB) par les encadreurs et ansuite aux niveaux
 

ZER, SDR et regional.
 

A 1'0 !es ProcAdures suives pour arrter !as Prgv!sicns 

sont basges sur la methode proposge par la Division des etudes (.EES) 

avec quelques diffirences pris dans l'application dues 1 !a for ation 

des encadreurs de base.
 

- Estimation de la.2oduction totae. Elle ccnsiste A evaluer les 

superficies et les rendements. Dans chaque S.B. on choisit dix 

paysans-pilotes et dix paysans ordinaires. La mwthode consiste A 

placer un carr6 de rendement (25m2) dens chacun des champs de ces
 

20 exploitants. tne moyenne des supe:ficies semes est calculfe par 

exploitant de meme que le rendement moyen. Con-naissant 3e rocbre 

total d'exploitants, la superficie et le rendenent moyen, on 

calcule la production totale par S.B. Au niveau de la ZEF et du SDR on 

procz-de par axt=_apolaLion au calculde -a producticn totale =oyenme 

superficie x moyenne rande=rent). Cn -Iepeut, ;ar une -e22.e estna-t:iic 

qu'aboutir . des r:.ultats :ris a-pzrox7sarLfs. 

- Est'iration de l'autocnscraticn: L'acent de oase ignore Souvent 

toute procedure dans ce domaine. Au niveau ZEP, er SDR on est riduit 

lurillser des nor es mutriticr.e Iies. "..e telle astiatic. ne ?eut 

atre aussi qua tr:s -prcxiati.ve dans la =&sure ot les nor-es varlent 

salon les grmp.aes -thniques e en fcnctfcn du z'.pe d'ac--4-. 

Gn'fraie--ant ce sont!as -a ... iont:nor=es de Cui unil3_s av1c
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majoration ou riduction. L'uniti de consoM3ticn FAO est de 1900 

calories par jour et copte tenu des composantes ceci equivaut A 

192 kg de ciriale par habitant at ;ar an. A V'OM la norme reterue 

est de 2C0 kg. L'utilisation des nomes dcIt tenir cc=pte des 

conditions iccogiques at socio-iconomiques de la :cne et 2tre basle 

sur des enquetes budget/caso aticn qul permettront de rapprocher 

la rialit. 

- Estimation du stock de sicuritg: Le stoc" de sicuriti a pcur but de 

couvrir les besoins en semences, les dons en nature, at pour 'r~venir 

les cas de p~nuries. Salon la DEES, 1/10 de l'autoccnsommation suffirait 

pour tous ces besoins. Iotcns cependant qu'une des censidiraticns 

importantes dans cette ivaluation doit 9tra le taux d'accroisserent 

annuel de la population, l'entretlen du chaetel. Le surplus ctmnerci

alisable est la difference entre la production totale at la quantiti 

reprisentant la somne de l'autocc-so=ation et du stock de securit6. 

D'apris nos analyses, c'est saulement 1/5 de ce surplus qui est 

7etenu co=e pri',isicn de cc~ercialisat-cn. Et coae vous !e ver-e: 

dans, as points su-vants, ces ;r-visi:ns me sont jar--s streintas. 

La fi:nation des quotas se .,asse .e :a ani-re suivante: 

a) La riunion Ce !a ZER regroupant le chef Z-R et !.es chefs de S.B. 

arrate les prvisi'cs par vilage, par S.B. at propose ies pr-1,isiens 

de la ZER. La commission cgrialiire de I'ar:cndisseent i4-scutea c s 

prfvislons en faisant des -ropositicns. 

b) An niveau du cercle, srus :a pr~sidence du Cc:anda- de :ercle et 

!-n collaboraticn a;:c las .-_b:as de ia :.n.=ision cir~aii're u 
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cercle (responsables politiques, chefs d'arrcndisse-ent, chefs EDP,
 

chefs ZER, Directeur CAC,. controleur OP.AM, co~aneant de Brigade 
 -n

darmerie), une privision de chaque cercle est ar?t-e et soumise 1 !a
 

rigion.
 

c) Au niveau de la region, sous la priside-nce du Gcuvermaur de 72on 

et en collaboration avec les membres de i 
ccr-iss4en cgrgaliire de !a 

rigion dont figure la Direction de l'ONM La privision rigionale est
 

arritie et soumise aux instances gouvernementales. Les privisots 

sont. arretles au niveau gouvernemental sous forme de quotas et 

reviennent A la base pour 9tre com~uniqui aux populations. Um-e certaine
 

dose d'obligation existait dans la fixation des quotas aux collectiviti.s
 

villageoises. Ceci ftait liie I la levee des imp~ts de capitaticn, de
 

la taxe sur le bftail etc... Cette situation se trouve tras at:t-uie 

actuellement grace aux campagnes de sensibilisation. 

Au niveau des villages, la rtpartiticn des quotas entre les 

faziles (ou exploitations) revient au chef de villae et 1 ses
 

conseillers. C'est de ce probllne que parle le point suivant.
 

5. Mise au Doint desquotas au niveau du villaze 

Une 5rDis !a sacherie les fcnfds placi.c au .,lveau e- __ 

les chefs de villages at leurs _..sei ss %;cidenrde la _re 

a es distribuer entre les fanIes -'otns Cu(expicitaticns). q*-u 

..- reau de v,'-a -;a' t ;i-ist.Ln; ar 

- .- !a production suffit Aay~a.s dcnt ne pas aur -utuco,-o-=at.c.n 
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ou arrive A la satisfaire tout 4uste. Cas pa's, s foent le groupe 

des sinistris (ils ne co=mercialient riet). 

-
paysans dont la producticn suffit pour l'autoconson:mation et ie stck
 

de sicurite;
 

- paysans qui ont du surplus de graines en plus de l'autoconsc-atjcn
 

et du stock de s~curitf.
 

Seulement an annie de pluvicwgtrie normale la presque totalit!
 

des paysans arrive I se suffir et meime I avoir du surplus cc=zerciali-able.
 

C'est apris avoir fait catte dflimitation que le conseil de
 

village procede au placement de la sacherie et des fcnds par exploitation.
 

Dans plusieurs villages des SDR de Koro et Bankass 
 le partage se
 

fait par actif. Le nonbre d'actifs par exploitation est Igal au
 

nombre d'4 osables. La norme est de un sac =i:i=um "ar actif.
 

Dans d'autres villages on distribue las sacs lquitable-ent entre
 

les fa-illes sans critires de base. Dans de tels cas, en retrouve
 

des paysans qui sont obliges de payer Les raines sur "e zarch
 

ibre afin de ?ouvoir s'ac.uitter de laur quota. -utefois, ii est
 

a retenir cue selon !es ropos des ysan - _ , -h.:_es 


coercitives utilis~es il y a quelues annges cnt laissf Ia place aux
 

campagnes de sensibilisation organisges, ccnjointeaent par l'MX,
 

i adm-nistraticn pubique er !as o:-anisacions -oliticues. 
 insi east
 

n 
un c!4-at serein de confiance ent-e ancadreurs techniques at
 

paysans.
 

ine cera jne vclcnt .:i-re chez !es ;ayans an ce qui .:a

cerne !a fo-at±on d'association villageoises de r17e C -r" " e'r.t 
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I la longue s'occuper de fixer !a privision de commercialisaticn, 

de la.collecte des ciriales. 

6. Le f:nancement: I1 s'effectue entre la Direction de i'01X et l'CA.
 

- L'OPAM place par tranches les fonds at la sacherie au niveau du SDR.
 

Le Chef S.D.R. en informe le Commandant de cercle. Ensuite on procide
 

A la distribution de ce fond entre les diffirentes comissions cirlali

ares de l'arrondissemnent. Le chef d'arrondissemnent est le premier
 

responsable. C'est sous sa pr~sidence que les chefs de villages sont
 

convoquis, pour recevoir les fonds de village. Les chefs de villages
 

et leurs conseillers constituent les membres du conseil d'administratcon
 

des grcupements ruraux. C'est apris avoir placl les fonds et la
 

sacherie au niveau de chaque village que commence les carpagnes de 

sensibilisation. Il nous a ft! signal partcut o' nous avons passs 

des cas de rupture de fonds: Le placement an retard des fonds, la - p

ture de fcnds sont uzes des princi'ales causes des tau: faibies 

de rialisaticn. A cause de cas facteurs nmgatifs, 'influence du 

=archi parallle se lait de ;!us en plus grande. Zn dibut de cza?.aarne 

de comercialisation 1961-82, 1 cause du retard accusg dans le place

ment des fonds et de ia sacherte, les ccarcanis prives taier.t 

intervenus . Sankass en pr posant le prix de 60 F.M.. / 'e:g contre 

85 F.M. officielleenr. 
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7. Achats et transport des cirgales
 

L'OPAM dip:se la sacherie et les fonds au niveau des SDR
 

coume nous 1'avcns dit ci-dessus et ensulte ces fonds sont redls
 

aux chefs de village.
 

Le transport du mil se fait en deux phases:
 

- de chez le producteur au point de coilece; 

- du point de collecte au chef lieu d'arrcxdissement.
 

Dans la premiere phase, le transport est assure par les collectivitf
 

villageoises. Quelques fois les camlons de 
'VC. y participent. te
 

transport du mil pendant la deuxtiYre phase est exclusivement assurs pa:
 

les cam~ins de 1'opiration. Si dans un chef lieu d'arrmdissement il
 

n'existe pas de magasin OPA., le uil est dreins jusqu'au chef lieu
 

de cerle.
 

Les points de collecte correspondent g~nrale=ent aux chefs-lieux
 

de secteur de base. 
11 nous a iti confii et ncus l'avcns ccnstati cue 

plusieurs villages sont inaccessibles aux ca-ions. Les marchis 

ruraux sont souvent floignis les uns des autres. 7ne :el..a si:uation 

cr~era des probi.mes d'Icouienent des e,:.den:s de :-7ouct-.cn. C'ist 

dans 
ce cadre cue le volet "Pistes" doit -tre encourar r1us dotg
et 

de moyens matir-els et financiers.
 

S. 
 tes rialisaticns de co-.erciaisaclon
 

Apris avoir retis les f:nds a: ies sacs aux aels -ie !e 

co=ence, co=m.e nous l'avns . jg dir !es tour..es d'infc.at'rcns, 
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de sensibilisation at de motivation des paysars. Grice I ces ca~ratnes, 

Ca arrive.dans certains sectaurs I des Tfsuli.*ts tris enccurageants.
 

Les paysans se rijouissent de la natte diminution, volre la dis

parition totale de l'application des mithodes ccercitives pour faire
 

admettre !es 
quotas. Mais toutefois, les prix restant peu rimunlrateurs,
 

le marchl parallile florissant, les ruptures de fonds persistant,
 

les privisions restent non atteintes dans l'ansemble.
 

L'analyse du tableau no. 2 t~moigne du fait que pendant la
 

Phase II du project,les rialisations ont balssges, passant de
 

75,8Z des pr~visions en 1979-80 A 66,1% en 19E0-81. Pendant les
 

cinq derniares annes (1976-77 A 1980-81) la production totale de 

mil a diminul blen qua les emblavures alent augmentis. Ceci s'explique 

par la diminution des rendemants due aux rauvalses ccndlticns 

pluvicmitriques de ces campagnes. En 1980-81, sur 320,000 ha emblavies,
 

seulement 246.370 ha ont Itg rfcolte, soit pris de 80%. 

9. La campane de coanercialisation 1981-1982 

La capagne 1981-82 qui devrait d~buter officie"lemant :e er
 

novembre 1981, n'a an rialit 
 dinarri que vers fin dicambre-dfbut
 

janvier 1982.
 

Cette situation a it 
causge en gran--e zartie par le retard 

accusf dans le placement de .a sacher±e at fondsdes de co.erciai-i-iaf. 

A la date du 1-54ars 1982, env 50r0ns leu:e:ant iu f ncsennt =V:it 

acquis.
 Yt-
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Avec le dfcret gouvernerrental portant !i-ali-atitm du ccr.erce 

edrfalier, plusieurs incomprihensions itaient apparues 

au sujet des modalitfs d'applicaticn dudit d~cret. Capendnt 

aucune difference fcndaventale n'a itf rerarqu~d. L'encadreent 

technique a cantinul A faire des pr~visions de ccwnercialsaticn 

discuties aux diffirents niveaux at des quotas on 6ti fxis. 

Le changement qua 1'cn peut noter east l'Interventin si.nultance 

de 1'G!M, 'OPAM, le CAC at les ccwzergants agrees dans las dr*es 

secteurs. L'OPAM jusqu'l cette campagne n'intervenait dans la
 

conercialisation que pour placer la sacherie et les fonds A 1'CM4 ou 

au CAC at pour assurer le transport des cirgales des magasins 

OPAM au niveau des cercles vers les zones d~ficitaires et les 

&rands centres urbains. 

10. Impact des activits de cc-mercialisation
 

Bien que la co-ercialisation soit de navu-e obl gsaoire, eile 

n'a eu Jusqu'A present qu'un irpact assez -aible, voire miva:if sur 

la revenus ces paysans. 

La situation actuelle des paysins ast hrac-irisge par de 

g-os efforts d'investissement dens !eas techniques avanc.es "c.--.res, 

multiculteurs, semcirs, etc...) at :es intrarns agr.iccles ;-,A .cmt 

piacis soit au ccc, ptant ou A cridit. Certe inte.sifcain 2a !a 

culture m'est pas suivie -our ;e - d'une aumantation des 

renda-enrs at de la prccucticn de re .usceptr±ibl a 4 
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frais. La majorite des Faysans &rice A cette intensification n'a u
 

que s'autosuffir en ciriales. Ceux qui arrivent I avoir des surplus
 

conercialisable vendent !a -rande partie sur ]e marchi parall 
 e o
 

!es prix sont plus glevfs pour rent,biliser Iaurs !nvestLisse--ents.
 

Tant que les prix au producteur ne seront pas assez rgnun-rateurs
 

pour les paysans, les r~alisations de comercialisat±cns 'les rever.,as
 

des paysans demeureront faibles. Las agriculteurs risquent de se
 

tourner vers des cultures plus rentables que le mil. C'est le cas de
 

la culture de l'arachide dans la zone de l'opiration (tableau ro. 3).
 

Le taux d'accroissement des superficies d'arachide est plus ilivi que
 

celui des superficies de mil. Le faible ravenu des paysans explique
 

souvent leur r~ticence aux matfriels n=denes de cultures et les faibl.s
 

taux de reccuvrement des criances ccrme ncus la verrons deans !'Itude
 

du credit agricole.
 

Quant I la profitabilitf des opiraticns de cor~ercialisaticn 

de '0214, on peut dire cue !a situation c.=ence Z se redresser. :A 

tableau no. -Ldcnt ees provienrent du "e' .-e la ivis-In 

das 'Etudes de I'crrazfon, nous pezmet 'mitr- indi:atif : voir 

cette progression. Les charges de l'opiration ont progressivament 

diminuies depuis l'adoption de bar-_es TI-. A artir de !a ca_- a-e 

1979-80. Particuliareent "es frais 6ia za.burant ont diI.M"u13 ce 

name que les ftals de =anuter.ticn. Les 7'49hicules n'cnt ;as St! 

assures pendant les daux dernisres Ts ,ri=es at - " 

cqui, Itai'ent acordges atu: asentr &z ~~stz : 
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At! supprimis. Cependant le brusque accroissement du solde crgditeur
 

de Francs maliens 656,310 en 1979-80 A 34,065,835 FM en 1980-81 rnc.s 

paraft un peu trop exagiri. Nous zetiendrcns en gros que l'op~r-t-on 

peut tirer des profits des activitis de cor--erclalisation.
 

VI. Conclusions et recc-andaticns
 

Dens la commercialisation des ciriales des changements sont Inter

venus au 
cours de la phase II du projet. A la suite des entretiens avec
 

le personnel d'encadrement, on note qu'il y a une certaine souplesse
 

dans la fixation des quotas. Les privisicus sont estinges par des
 

technicienr qui ent une bonne connalssance des conditions dans les

quelles s'est passes la production: conditions c14nmatiques de 'ar.ne. 

Toutefois ces privisions sont maories dens la plupart des cas par 1'ad

ministration. Le souci pour 1'ainistration d'augzenter les prvisic=s 

est 1i I l'accroissement de la derande ur'.aine, du nc=bre de 

consommateurs non producteurs en qgngral. 

Les taux de ralisat:Lcns de coerciaiisatian ont Oaissgs de 

capagrne en canpagne pendant la phase I! du projer: le phEnc-zne 

n'esr pas li! unicquenent i une digradat on des conditions luvio

mitriques, =ais a'.ssi au systr=e dae pace=ant nar tranches %e la 

sacherie et des fonds, et au prix fatlle au orcduc:eur. le .rix 

faibe au producteur est le .ric!ipl hancap pour at:a:Lndre des 
rfialisations gie-Aes...',= nc:e n~z".-._-ccns que l-s zrix.Scnt. aW~cur,",-':-t 

deux fois plus supgr.eurs cu'-n 197. e 1979 i 1932, la .prixau 
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producteur de mul est passi de 50 F.M. A 85 F.M. le kS, soit 
une
 

augmentation de 70Z. Bien que les prix au producteur fassent l'cbjet
 

d'un communiqui radiodiffusf avant les semis, a ajoriti ees 
paysans affirme* ne las connaltre qu'a 1'approche de !a campagne
 

de commercialisation, tout juste avant les ricoltes.
 

R E 	C 0 M A N D A T 1 0 N S:
 

1) Pour que la ccwercialisation exerce pleinement son influence
 

stimulante sur la production i1 faudrait:
 

a) 
 instaurer des prix agricoles ralsonnablement stables et
 

rimun-rateurs. Si les prix ne sont pas proportionngs aux
 

cc ts, les agriculteurs h~siteront ou ne feront pas l'effort
 

ou la dipense qu'exige une acilioration quantitative au
 

qualitative de la production. 11 faudrait donc qu'au
 

prialable le calcul des cofts de pro'luction se fasse d'une
 

maniAre juste scientifiquement.
 

b) 	 Mettre sur place des =oyens de c0--erciaI-sation adquats. 

Las paysans doivent pcuvoir tirar des aantages .*ans 

l'accroissement.de la demande urbaine, de la stabilisaticn 

des pri% at des prl=es 9 !a cualiti des produ!ts (ciriales). 

Avec !e nouveau d crer portant !ibgralisaticn du =archi 

cir~alier, i serait bon 'ltzblir un prix plafond 

au productaur, d'zn Anfcr-er:ares opportun les taysanst 


(avant !as sais) -t a randre 
ias dispositions nck a:rsr s 

1 la bonne narche d'un tel systime (stabiiUsaticm des prix
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avec stock cirfalier qui sera ccnstitu au niveau de 'OPAIM). 

2) Bannir une fois pour toutes les m.thodes coercitives pour faire
 

admettre les quotas au profit des campagnes de sensitilisation des
 

paysans.
 

3) Remplacer le systime de placement 'par tranches des fcnds et de la
 

sacherie par le placement unique au mcment de la r1col.te.
 

4) Ameliorer l'Itat des magasins de stockage. Traiter les cirfales
 

avant le stockage pour diminuer les pertes.
 

5) La Division des Studes de l'ta doit 'tre plus Itoffle en personnel
 

et dotfe de matirielrde travail adlquats.
 

6) Le volet "Brigade Pistes Purales" doit itre plus opirationnel
 

dans la zone OW. Pour cela, il lui faudrait des royens zatcriels et 

financiers plus izrportants.
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TABLEAU NO. 1 N 

EVOLUTION DU PRIX AUX PRODUCTEURS, DE 1974
 

A 1982 DES PRINCIPAUX PRODUITS AGRICOLES
 

PRODUIT 
P RI X D ' ACHAT P RODU CTE U R FM / KG 

_ 

1974/75 75/76 76/77 77/78 78/79 79/80 80/81 81/82 

Nil-Sorgho-Mals 32,0 32,0 32,0 36 40 85 70 50 
Paddy blanc 40,0 40,O 40,0 45,0 50,0 62,5 75,0 .100 

Ar4chide coque 40,0 40,0 40,0 50,0 60,0 80,0 80,0 90 

Coton 75?0 75,0 75,0 90,0 95,0 115,0 115,0 130 

Sources; Note mithodologique IER sur les "Co-ts de production", Novembre 1981 



TABLEAU NO. 2 

PRODUCTION ET COMMERCIALISATION DES MILS 

1976-77 1977-78 1978-79 1979-80 1980-81 1981-82 

Emblavures (ha.) 

Superficies rgcoltges (ha) 

Rendement (kg/ha) 

Production (t) 

Commercialisation: 

- Privisions (t) 

- Realisations (t) 

- Taux de rfalisation (Z) 

259.700 

630 

164.490 

9.400 

8.415 

89,5 

262.280 

-

625 

164.105 

11.852 

8.106 

68,4 

262.100 

-

620 

162.300 

9.150 

7.848 

85,8 

259.900 

-

530 

137.400 

8.285 

6.278 

75,8 

320.000 

246.370 

435 

139.350 

8.015 

5.294 

66,1 

329.388 

-

436 

143.690 

7.555 

en cours 

-

o 

Sources: Donn&.3 techniques OM-H (Dic. 1981); Rapports annuels des campagnes 1979-80 et 1980-81 



S p e 

1978/79 

r I I c 

1979/80 

I e a (h a. ) 

1980/81 19811/82 

a n d 

1978179 

a m en 

1979/80 

t u (k 

]960/81 

I h) 

1981/82 

rrodmc 

1978/79 

t It 

1979/80 

l ( 0 

1980/81 

n n e a) 

J981/82 

Aramhlale 

NICHli 

Foaio 

12.720 

870 

12.750 

17.960 

460 

14.790 

18.180' 

1.390 

17.240 

-

-

510 

420 

410 

480 

270 

370 

625 

425 

370 

6.490 

280 

3.230 

8.620.8 

124,2 

5.472,3 

If. 362,5 

590.7 

6.378,8 

-

-

"AuKmeItatlon de 43 2 dee sompert icRe emblavle d'arachide. 

Sourcet Domner techniques 0H-N 
des caspagnes agricoles 

(Do. 1911) 
1979-S0 at 

at rapports mnuel 
1980-81. 



4 TABLEAU NO. 

COMPTE D'WELOITATION "COMMRCIALISATION" 

CHARGES: .(Dbit) 
Carburant 


Gardieunage 


Manutention 

Salaire personnel roulant 

Pertes sur transport et 
manutention 

Primes et Iudemnitis personnel 
Entretien et riparations camions 

Amortissement vihicules 

Assurance vfhicules 

Frads de gestion 

Total (charges) 

RECETTES: (Credit)
 
Commission 


Ramassage 


Soutien ORSP (3.292 F.M../t) 


Total (recettes) 


SOLDE: 


1978-1979 


14.072.805 


465.300 


3.422.835 


933.475 


1.991.680 
15.547.000 

1.219.770 

7. 757.700 

12.661.950 

28.800 

58.101.315 

42.898.880 


42.898.880 


15.202.435 


1979-1980 1981-1982 

11.860.835 8.774.345
 

772.500 621.600
 

2.065.200 1.984.400
 

1.396.855 927.685
 

- -

- -

906.500 818.900 

2.782.645 	 2. 782. 645 

-

- _ 

19.784.535 15.909.575 

20.440.845 23.619.328
 

12. 816.503
 

13.537.750
 

20.440.845 49.973.581
 

656.310 34.064.006
 

Sources: 
 Ce tableau est seulement & titre indicatif. Les donnies qui pro
viennent du Chef de la DEES n'ont pas itd vfrifiges. 
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ANNEX V
 

FIELDn VISITS
 

List of Places Visited and Persons Contacted: (KHofficials and farmers. 

Place Persons Contacted Date
 

1. SDR: Mopti M. Djib6 (IA) 2/24 
M. Maiga, chef SDR, Adjoint 

Pilot Village: Parl M. Hamadou Landare, chef village 2/24 
H. David Dolo (MA) 
12 farmers 

Pilot Village: Mandio M. Bandiougou Keita (MA) 3/07 

2. SDR: Bandiagara M. Flatie Sanogo (ISA), 
M. Adama Kourouma (MA), 

chef 
chef 

SDR 
ZER 

2/27 

M. Akousso Bamndio (MA) 
M. Hama Pofana (ISA) 
M. John Hayden, PCV 

ZER: Goundaka M. Alamounta Sissoko (MA), chef ZER 2/25 
(non-pilot M. Ambakanou Djiguiba (Enc) 
village) 

Ourobine M. Moussa Samasekou, forgeron 3/03 

Dourou (pilot M, Anadou Sanogo (MA), chef ZER 2/27 
village) M, Amakai Sagara (MA), chef SB 

H, Makan Danfaga (Enc) 

Bakoro M. Aliou Bailil Konare, forgeron 3/03 

3. SDR: Douentza 

Bord: Training X. Zoumana Sinayoko (CTA) chef de 3/01 
center centre 

M. Amaga Tembele (MA). formateur 
M.. Mamadou Bagayoko (ISA), formateur 

Falembougou M. Moussa David Traori (Enc) 
Al Hadji Amadou Bord, chef village 
15 farmers 

Kiro (SB) M. Amadou Karambe (enc)
 
M. Amadou Omar Traori, chef village
 
18 farmers
 

Douentza Kibarouba Bagayoko (IA), chef SDR 3/02 

V-1 6i
 



Place 

(SDR: Douentza cont) 

Deberg 
(pilot village) 

Dianueli Maounde 
(SB) 

4. SDR: Koro 

Tendeli 

(non-pilot 

village) 


Pomorododiou 

(pilot village) 


Koro 


Toroli 

(non-pilot 

village) 


Dongol 


5. SDR: Bankass
 

Bankass 


Persons Contacted Date 

3/02 

chef SDR - Douentza
 
Amadou Ali Tmnboura, chef village
 
1 encadreur
 
2 farmers 

N'tomary Diarra (ITA), chef ZER,
 
central
 

Ousmane Bagayoko, (Enc)
 
Brema Ongoiba, chef village 
13 farmers
 

Issa Diarra (MA), chef SB 3/04

Mamadou Roger Keita (ITA), chef
 

ZER, Koporokeniena
 
Nangali Togo, chef village
 
14 farmers
 

Yakouba Tamboura (IA), chef SDR 3/05

Sekou Diarra (MA), ZER central
 
Ogobara Ongoiba, chef village
 
Djougal Guindo, (Enc)
 
18 farmers
 

Yakouba Tamboura (IA), chef SDR
 
Zakaria Konati, Adj. chef SDR
 
Mohamed Diaby (IA), Section
 

Research-Prevulgarisation
 
D. Sidibi, Agent DEES
 

Madi Baba Keita (MA), chef SB
 
S. Diakit6 (ITA), chef ZER
 
10 farmers
 
Gaoussou Doumbia, formateur forgerons
 
Garibou Guindo, forgeron
 
Amadou Zorome, forgeron
 

Soulaymane Dia, forgeron
 

Mouktar Ibrahim Bah (IA), chef SDR
 
Balla Sissoko (ITA), chef ZER
 
Karim Sogori (MA), chef SB, central
 
Souleymane Niangali (Enc), agent SE
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Place 
 Persons Contacted 
 Date
 

(Bankass cont) Bassi Baba Diarra (MA), 	 3/06
 
Magazin
 

Seydou Koni, agent Condition
nement - Ml
 

Jacques Diarra, formateur forgerons
 
Amadou Waigalo, agent commercial,
 

OPAM
 

Kende (pilot 	 Jean Diallo (Enc) 
 3/06

village) 	 Oumar Iguire, chef village
 

40 farmers
 

Sagaremba Amadou Djibo, forgeron 	 3/06
 

6. 	 SDR: Tenenkou Cheick Hamalla Dicko (ITA), 3/06
 
chef SDR
 

Commandants of the Cercles of Bandiagara, Koro, Bankass
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List of Persons Contacted
 

I. Operation Mils --Mopti:
 

1. Samballa Diallo, Directeur General
 
2. Tenenko Diabat , Deputy Directeur
 
3. Tifmalo Bouare, Chef, Extension Division
 
4. Sing Konate, Chef, Economics and Statistics Division
 
5. Amadou Baba Traorl, Chef, Training Division
 
6. Aissita Diakitf, Secretariat
 
7. Paul Gumao, Chef, Literacy Division
 

II. USAID:
 

8. David Wilson, Mission Director
 
9. George Eaton, Deputy Director
 

10. Rollo Erich, Agricultural Officer
 
11. Robert Shoemaker, DEO
 
12. Kurt Fuller, Project Officer
 
13. Lee Hall, Economist
 
14. Pat Jacobs, Financial Analyst

15. George Jenkins, Controller (acting)
 

III. Other Organizations:
 

16. Phil Serafini, Agronomist, ICRISAT
 
17. Jerry Johnson, Agronomist, SAFGRAD
 
18. Tony Johnson, Field Trials Agronomist/OMM-AID
 
19. Mokono Tangara, Field Trials Agronomist/OMM
 
20. Bourama Togola, Director Riz Mopti
 
21. Amadou Deme, Chef Accountant, Operation Riz Mopti

22. Stephen Koli, Acting Director, West African Rice Devel. Assoc.
 
23. Jean Terrace, CIBA-Geigy, Bamako, Mali
 
24. Richard Dalrymple, World Food Program, Sevarg
 
25. Michael Furst, Representative, IBRD, Bamako
 
26. M. Najim, Director, Malian Development Bank, Mopti

27. M. Guindo, Controller, Malian Development Bank, Mopti
 

IV. Financial Management Contacts:
 

28. Billy Kourouma, Chef Payroll Sect., OMM
 
29. Bocar N'Diaye, Chef, Purchasing Sect., OMM
 
30. Adama Konate, Chef, Inventory Acctg., OMM
 
31. Ibrahima Sangare, Chef, Ag. Credit Sect., OMM
 
32. Moussa Traore, Chef Cashier, OMM
 
33. Sekou Samake, Chef, Budget Sect., OMM
 
34. Seydou Fofana, Chef Warehouseman, OMM
 
35. Noumoutie Diakite, Volets Intfgr~s, OMM
 
36. Moussa Traore, Bookkeeper
 
37. Birama Togola, D.G. Operation Riz - Mopti
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List of Persons Contacted (cont.)
 

V. Road Construction Contacts - Bamako:
 

38. M. Cisse, Chef of Road Brigade
 
39. M. Doumbia, Director, Travaux Neufs
 
40. M. Traore, Deputy Director, Travaux Neufs
 
41. M. Amadou Traore, Chef Accountant, Travaux Neufs
 

V-5
 



ANX 	VI 

LIST OF DOCMUNMTS AND PUBLICATIONS CONSULTED 

1. Project Paper - Phase I 

2. Project Agreement - Phase I 

3. Evaluation - Phase I, 1979
 

4. Project Paper - Phase II 

5. Project Grant Agreement and Amendments 1-4
 

6. Letters and Implementation, Phase I and Phase II
 
7. "Donnies Techniques - OM" 1981 
8. "Rapport Annuel Campagne Agricole 1978-79" OMM
 

9. "Rapport Annual Campagne Agricole 1979-80" OMM 
10. 	 "Etude Agro-dimographique dans las Zones d'Intervention at d'Extension
 

de l'Op~ration Mils-Mopti" 1978 - Institut d'Economie Rurale
 
11. 	 "Rapport Annuel Campagne Agricole, 1977-78" OHM
 

12. 	 "Etude sur la Productionlet la Commercialisation des Cultures
 
LUgumineuses dans la Zone d'Intervention de I1'ration Mils-Mopti,

Rapport Final" 1981, SNED
 

13. 	 "Le Systaie de Cridit/Approvisionnement, Op6ration Mils-Mopti,
 
Rapport Economique", BARA 1979
 

14. 	 "Rapport Agronomique", 1980, BARA
 

15. 	 "Rapport sur la Formation", 1980, BARA
 

16. 	 "Annexes - Statistiques de Base", 1980, BARA
 

17. 	 "Administration - Gestion et Formation", 1979, BARA 

18. 	 "Rapport Economique Provisoire", 1979, BARA
 

19. 	 "Rapport Infrastructures OW!', 1979, BARA
 

20. 	 "Rapport Agronomique Provisoire", 1979, BARA
 

21. 	 "Chapitre I Les Grands Ensembles Ecologiques - Sols et Aptitudes 
Culturales,. Chapitre II, III, et IV", 1979, BARA 

22. 	 "Risultats --Propositions",. 1978,. BARA
 

23.. 	 "Ecolbgie",. 1978,. BARA 
24. 	 "Infrastructures", 1978, BARA
 

25. 	 "Economie - Financement", 1978,. BARA
 

26. 	 1) Les-Grands Ensembles Ecologiques et leurs Aptitudes Culturales,
 
2) Les Principales Cultures Pratiqies",. 1978, BARA
 

27.. "Administration - Gestion - Formation", 1978, BARA
 

28.. "Agronomie -Action Forgeron", 1978,. BARA
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29. 	 "Socio-Economique", 1978, BARA
 

30. 	 "Rapport de Fin de Campagne, 1980-81", SAYGRAD
 
31. 	 "Remington Report 1980-81 - a supplement to Rapport de Fin de
 

Campagne 1980-81, SAFGRAD"
 
32. 	 "A Micro-economic Analysis of Annual Income and Expenditures for
 

Typical Farm Families in the Opfration Mils-Mopti Zone of the Fifth
 
Region of the Republic of Mali", 1979, Diana B. Putman
 

33. 	 "Phosphate Rock Price Analysis", 1980, Lee Hall
 
34. 	 "Observations and Recommendations Concerning Insect Pests of Millet/


Sorghum in the Cercle of Koro, Republic of Mali", 1979, William Settle
 
35. 	 "Report on Community Development for Operation Millet - Bankass and
 

Koro", 1977, Barbara Skapa
 
36. 	 "Etude de Factibiliti - Magasins de Detail Dans la Cinquiime Region,


Mali, Afrique", no date, Stanley J. Bednarczyk, Chemonics
 
37. 	 "Mimoire de Fin d'Etude Thime:
- 'Problmes Socio-economiques et
 

Agronomiques entravant la Vulgarisation des Thimes Techniques en
 
Gingral dans la Zone du Seno"', 1979, Modibo Samaki, Stagiaire

4ime Annie Inginieur d'Agriculture
 

38. 	 Projet SAFGRAD au Mali: Rapport de la Campagne, 1981
 
39. " " " " " 	 ' " 1980 

40. 	 ' " " " " " " 1979 
41. 	 Program Cooperatif ICRISAT-Mali: Rapport de Synthese Campagne, 1980-81
 
42. 	 Report Cooperatif ICRISAT-Mali: Report of the 1979 season
 
43. 	 Future Manpower needs for CAA graduates and an Evaluation of the
 

Present Training Program by employers of CAA graduates. (Glenn

Howze, Tuskegee Inst., May 1980)
 

44. 	 African Rural Economy Program, Working Paper, "Assessment of Animal
 
Tracking in West Africa (Sargent et al., March 1981), Michigan State
 
University
 

45. 	 OMM: Rapport d'Activites sur le Centre de Formation de Bori, June 
-

September, 1980)
 

46. 	 0121: Rapport sur le Machinisme Agricole a I'OMM, Feb. 1980
 
47. 	 Elements de Statistiques pour le Suivi de l'Operation Mils-Mopti -

Avril, 1981 
48. 	 An Assessment of Animal Traction in Francophone West Africa, AREP
 

Working Paper No. 34, Dept. Ag. Econ., Michigan St. Univ., March 1981,

Sargent, M.W., Lichte, J.A., Matlon, P.J., and Bloom, R.
 

49. 	 La Politique Cirgaliare au Mali, de Meel, H., report prepared for the
 
GRM under contract with FAO, Rome, 1978.
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50. 	 Social, Anthropological and Rural Economic Studies in Mali: 
 the
 
Bandiagara Plateau, SUNY, Binghampton, August, 1979, Estelinen, R.,

Grayzel, J.A., Lewis, J.U.D., and Sidibl, H.
 

51. 	 Mali Agricultural Sector Assessment, Final Report, Center for Research
 
on Economic Development (CRED), Univ. of Michigan; December, 1976.
 

52. 	 Marketing, Price Policy and Storage of Food Grains in the Sahel, Vol.
 
II: Country Studies, CRED, Univ. of Mich.; August, 1977.
 

53. 	 Propositions d'avant-projet, "Restructuration du March- Cfrfalier",
 
no author, N.D.
 

54. 	 Etude de la Commercialisation des C6rfales en Zone C.M.D.T., March,

1981, Bureau d'Etudes de Conseils et d'Intervention au Sahel (BECIS),
 
Bamako, Mali.
 

55. 	 Etude Commercialisation des Cfriales dans la Zone Nord du Mali,
 
Rapport d'Etape No.1, N.D., BECIS.
 

56. 	 Etude Agro-Socio-Economique de I'OMM - Statistique de Base, BARA,
 
Feb.-March, 1980.
 

57. 	 OMM: "Proces-Verbal de Reunion: 
Vers une Nouvelle Strategie de
 
Vulgarisation Agricole: Experimentation de Villages Pilotes", Feb.
 
9, 1980.
 

58. 	 "Rapport sur le Systeme de Credit a l'Opiration Mils-Mopti", 1980. OMM.
 
59. 	 "Etude Prfliminaire pour la Conception d'un Systeme de Credit a
 

l'OMM", May 29, 1980. OMM.
 
60. 	 "Gestion du Materipl et des Produits. Campagne 1979-80." OMM.
 
61. 	 OMM: "Note sur l'Enquete 'Suivi des Exploitations Agricoles dans
 

la Zone d'Intervention OMM"', DEES, July, 1981.
 
62. 	 OMM: "Determination des Couts Moyens.de Production Mils-Sorgho",
 

DEES, Jan. 1982.
 
63. 	 OMM: "Rapports Mensuel": Nov. and Dec., 1981.
 

64. 	 OHM: "Proces Verbal de la Rgunion Annuelle de la Campagne Agricole
 
1980-81", Aug. 1981.
 

65. 	 OMM: "Rapports Annuel: Production et Commercialisation", for each
 
SDR, 1979-80 and 1980-81.
 

66. 	 Millet Production in Two Dogon Villages, Cohen, Stan A. M.S. thesis,
 
Purdue Univ., Aug. 1981.
 

67. 	 Determination des Couts Moyens de Production des Principaux Produits
 
Agricoles pour la Fixation des Prix au Producteurs de la Campagne
 
1981-82, April, 1981.
 

68. 	 GRM: Detret No.338/PG-RM. "Portant Reglementation de la Campagne
 
Cgrialiire 1981-82", Dec. 24, 1981.
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ANNEX VIZ
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TAGS:
 
SUBJECT: '1NCLASSIFIED W.&!ZO 7764
 

ACTION: AIDAC 
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D M SU3JECT: Op.ration Mils 1,pti rroject (688-0202) !valuation Ter=-s of 

C?'E ON Reference 

L'SAD5
1. TSAIf/Ma l i is seek ng assistance in conducting a mid-course evaluatic 

of the subject integrated r~al development project begi.ming the last 

weal: in January 1982. The objective of the project is to increase 

agricult-=e production and the well-being of families in Mali's Fifth 

Region. The project began in late 1976 and includes suport for such 

diverse activities as research aimad at iproving millet and sor&u=n 

production technologies, extension of those technologies to the farmers, 

formation of village associations, agriculture credit, rural road
 

construction and maintenance, blackarb training, provision of gai: 

grinding machines, and a well constz tion program. in 1980 the project 

entered its second phase based in -art on the results of a co.rehensi-e 

evaluation carried out in 1978. The second phase ±s scheduled to and 

in 1984. 
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-. .. ..- . cb.c:-:cso h arc to -e.h 

ImPlcrntaron pr ess and to -rovide those responsible for 

i2"lememtt-ng the project with specLfic guiance for k'Jn-g decisions 

regarding the future of the =. project. To acco.lish :his it w.ll 
be mecessar- to measure actual proress ageinst planned -rogress 

and to isolate causality. in assessing causality, it w11 be 

XE aspecially important to differentiate between qual±ty of 

iplementamlon perfor=ance by all parties concerned as opposed to the 

feasibility of the project design. 

In addition, there are progra~atic and policy issues that warrant 

particular attention as part of the evaluation. Priary amoug these 

are:
 

(a) that the size and co=lexity of projects are coensurate with the 

managernt and budgetary capabilities of the GM and USAID; 

(b) that minimum acceptable financial accountability standards are
 

met;
 

(c) that the project is economically and financially feasible without 

.long-term subsidies; 

(d) that the =4 and/or- other management entities will be able to 

absorb the long-term recurrent costs associa ed with -the project .hen 

UAID funding is scheduled to be te:n-inated; 

(e) that the role of the private sector in the planning, management 

and financing of project activities is adequately emphasized in the 

:design- and i=leentation.. 

UT"VCLASS rIE 

OPTIONAL FORM 
(FormerlY FS

.anury 
DvPL ct 
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()" ev.-c. all rc.an: soc =en9s, "ncl ding
 

1)hase T and 1':12=aject Pzper
 

(2) -"..ase I and mirject Grant Agreeruts and mplemntaton 

Letters 

(2) Phase I EValuation ?.eport 

(4) Studi.s performed by BAF.A/EECIS and SIED 
(5) Mission Ccntroller's Financial Management Report 

CD) Based review of project doc-.entson as well as initial inter
views in AfD/W and the field. bv the end of the first week, each 
MX team merber will prepare a detaf.ed work plan covering his 

activities during t evaluation and the major issues upon which 
s/he will be focusing as the evaluation proceeds. 

(c) Assess project iplementation progress and performances 
(1) The evaluation team will co=pare actual vs. planned progress 

under each project component. In so doing the team will 
focus inter alia on the folloing: 

(a) The extent to which the project, as opposed to external 

factos (e.g., (RM policy changes, veather, etc.) was 

responsible for progress or lack thereof. 

(b) The eztent to which the level of hatnan and Aftnancial 
resources were adequate with respect to -the-euremants 

of objectives stated. 

(c) The etent to which the -_me all-owed -or achievement 

of objectives was 1 realistic. 
 I 
TNCIASSIFID 

Can:ficalion 

OPTIONAL FORt50153--"01 

iFormany F'Os:n. 
..anuar 
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()2 Th t ea m i l a cs e5 the per frr nce f t e j c pa r s 
responsible fer oae= l=i (USAD, , 
consultants, A /k) aing into considerat-Oc the follo-;:
(a) Te qualiy of. le n. planning in terns of: 

(1) The quality of the plannimg process__t.t.vi, who 
was involved, hou they were involved, ec. ; 

(2) The qual±ty of plans developed (overall plZans and 
by Project ac:vittv plans) as =ezsured by the: 
- Clarity and soundness of objectives, strategies 

and priorities. (Are these adequately understood/ 

agreed upon at all levels?) 

- Adequacy of resource needs iden ticticn. (Are 
ends and mans adequately correlated?5 

- Clarity of respons~bility and authority assignments 
(Are they 3 co=ensurate and understood! 

agreed upon at all levels?) 

- Adequacy of implezenation schedules, are agreed 

upon? 

- Adequacy of the syste= for onitor:ng progress? 
Cb) The quality of !mplen tation management as measured by: 

(1). The extent to which plans are adhered to Z or forma!!y 

updated and -evised-
L (2) The eaxtent to vhich =anag'eent decisions =ade in a 

UNCiASITID 

OPTIONAL FOR,501 -3'Z01 
(Fo rmerlyF! 
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. ) Ih e:=ent to wh:h :esouces -!-:y =. dea d 

q uantity neaed~ are proc uredlde: - .ered ~oa t *e. aszs 

(4i) Thne adevc'C of resource .oitzring; 

(6) 	 The cuality of W_"+F.,,1:'=1 perfor-ance -o.itcrig; 

(7) 	 The eff -- iaess of naga__n: and te
 

efficiency with which unqualified staff are remved or
 

their skills ircved;
 

(8) The adequacy of teclmical assistance utilizaticn; 

(9) 	 The adeqcacy cf financial accolmtng--are bac-'.up
 

documents readily available? Are fiancial records
 

being correlated with an inventory control syse.?
 

(c) 	 The qumlity of imprenentaton mmonitoriug (SAID/ 

GRM) as measured by: 

(1) The adec-acy of =nitoring syste=s both fermal (e.g., 

CPI/PERT/C1-) and informal (discussicns vith oDinic 

leaders, far-..rs, etc.); 

(2) 	 The adeouac7 of site vis;ts being -made in te_-s of
 

n:I'ber ard quality;
 

() 	 The adequacy of =2na eent inforration flous to senior 

i .,- G "-_na er.an-; 

LM 
-_-F 

.:---:.,J* :ion 

, PTIONAL FCF 
.Formerly C 

50193-201 aI-5OVII-5"	 me 
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- -I. 2dec-zacr ==-A 

kdsvess the co-mt:Luing -sitbility :f aac~h mconen-t of :-Ie 

project f-rom the :ec.nia, socio-ec:omic, firancial aed !nst!.u

oi=1a! noinrs of view. 

(1) 	 Agricultural -esearchieiznsc--A basic =naste of the 

success oi the M.24- , roject will be its ability to 

develop and e:tend -,proved CechnoloGies that result in 

both e:a.naed productivity ( ields per hectare) and 

production (yields timas hectares planted). The 

technologies must be compatible with small farmers' risk 

minimization strategy and the farming systems they employ 

in 	 different ecological zcnes to satisfy this Kl stiategy. 

In 	 this comtext, the evaluation team should assess the 

feasibility of project strategy and plan I for developing, 

testing and e-xtending iproved technologies focusing on: 

(a) 	 the somdness of research and extension objectives in 

Slight of the capacity responsible institutions and the 

research base upon which the program rests. 

(b) 	 the adequacy of the system for caxr%.ag out applied 

research as =eas-red by: 

(1) 	 the ex-ten: to whUch -esearchiextensLon ac:vities 

are carried out within a farming systems context; 

(2) 	 the. extant to which research activities are 

appropriately integ.rated with field trstng and 

C.'essificziion 

OF 

501 !3-201
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e~co~c~iacti%'.:±es; -and 

(3) pSrogress made to date in ,deve-oping '=proved technologies. 

(c)-Tecapac.Ty of the Oofrati-- or preferably the pri-nate 

3ector, to del ver inputs, necessary for adoptlng -- roved 

- t-echnologies; 

(d) M-e capaci-, of the extensicn service in terms of e.-ansion 

personnel atti.udes toward the relationships with small 

farmers, the technical capacity of eztensicn agents = as 

seen by smail farters, as determined through infci ai 

testing of a sa=le of agents and based on the adequacy of 

the support services available to the agents including 

training, transportaticn, etc. 

(2) infrastructue Development 

(a) road re-habilitaticn--one of the ost effective inter

ventions for bringing about rapid increases !n 

agriculture producticn is through the development of 

transportation infrastructute. However, in order to 

oring about a sustained increase in production, the 

roads must be t properly located and =aintained to 

a reasonable standard. Thus, an iT-.ortant focus Of the 

evaluation of this c=cnent must be on the rehabilitation 

priorities and the capacity of the M.! to maintain the 

roads that have been and are yet to be rehabilitated. 

in addition, he e.aluation ta. -i: 

Causiicezion 

OPTICNAL 7C 
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:i) ";..-.-s : c -e uc.- of r=-s:.:c-!.,;.- :

C)Zetar-ine the e-en to wahich W'ork: Prforz~ad 

cc for-.s "~h iitial ork sipror±ts ard 

-f deviaxo=s are "us .Ified; 

(3) E~zm-ine fin-acipa records and ==~are act~1:ol 

with those pro-Jected. Assess fizancial and
 
economic vLabil±i.- .f road proram oulned in ,he 

?P gi'en actual cost figiSes; 

(4) Assess the management and support capabilities of 

the agencies responsible for engineering and 

constructicn, including procuremet/delivery of 

inputs, construction support facilities and 

cons tructicn management. 

(b) Well Program-Assess the sctmdness of the well develcv

ment program in ter4s of: 

- its objectives and priorit±es; 

- the adequacy of the construction plans, 

including sight selection. 

- the e.:tent to which .ians -.ware adhered to foror al 

changed; 

- the extent of village partic-Iation in planing and 

con str u--ticn; 

- the adequacy o- -ue 

L 
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a; :?(s; and 

- the actual1 vs. ;Iznned ccs: -,a-- wel:; 

(c) 	 Grain Milling "'.achi~es--Assess the soundness of ths..s 

activity in ter-s of: 

- t.he efficacy of -he" rocess for select:Lg reciriets; 

- tIhe efficacy of the syste= of cwership; 

- the use which has been -de of the =Ills which have 

been m.de -ailable; 

- the adequacy of data made available for assessing 

progress;
 

- the efficacy of the maintenance system; 

- the use rate, i.e., percent of KZ capacity at which 

mills are being used; 

- the firncial and economic ret--nns t the o-zers of 

the mills (identify any subsidies); 

- the social imlications of the prograr. 

3. Credit Delivery and Recovery--A basic preise of the prcect' is 

that cedit is necessary to enable farmers to adopt improved 

technologies being develoDed. The evaluation team should assess the 

cut-:*uing vaidi.-y of this ass-tton. in addition, the 

tea= should assess the efficacy of the credit program focusing on: 
credit 

(a) Adequacy of/ proa's --

EC inistratiVa saff n ter--s of training and 

LOI 

OPTIONAL PO' 
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pro edast.n of r .r." Cca Z.!c 
:c-rcga n .- o • -71b -ZZm 


-h1 cut; 

r. rfcT of the pracr!c of .ovid -g ioans through -ar.

associatiuns; 

%c) Adacuacy of the rogram3 cc.rage of id. farer -eds 

in :arms of amot.t available and ita=s covered; 

(d) Appropriataness of interest rates in te-s of far=er's 

abiity t-o , opjort-icy :ost of capital, actial re-urns 

from Investment and coverage of ad1miistrative costs; 

(e) Appropriateness of charges to farmers for inputs (e.g., do 
- they reflect real: ccsts for goods and services such as 

transport costs for fuel?); 

(f) Adequacy of the = system for processing loans, in tarms of 

decis.cus regarding who gets loans, "r what pupose, in what 

t-i frame; . 

(g) Appropriateness of he system for distinguishing 

between s~hrt-ter= credit (fetilizer, seeds, pesticides, etc.) 

and !c=n-r.erm credit (tractionaMIls, acuirr.nt, etc.) 

(h) Approriateness of the repaynt system "in tes of time frame 

and method (money vs. srain) as da--nstrated by recovery ra=ras; 
(-) Adequacy of logistical sysem for prcc-a=_ent, distribut-on, 

collection and prope recording of credit at all -

ad-"nistrative levels and the .o=t:Lai =or -c.-_Je t 

through farmer associat-ons or pri-ate sector suppliers; 

OPTIONAL FC'RF 
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b1oc::ed c-it :-o'. 

4. 	 7 ±' 7 !age t-. .- i-sij .ilty of elrendi ---cv 

-ch-olic-es -~:=-e s in _Lior-_.t -:ay M -he -bilit7 2f.

;articipant farnaers'to rePair aZintainand the =_quir.a,,nt pro .=ad 

Thus, t-he of thissuccess act-v-ty zppers to Be f-rly tied to the 

viability of the program for de--elcpiz= --he c pacity. of v:±llage 

black-r-iths to rp=form these "-ecti4ms. t .ea_ 

M assess the validity of this relaticnship and the faasibility of 

achieving -the obJectives of the villaze blac mith program e!.s it is 

being inpa=eted. Toward these ends, the evaluation te-==
 

will: 

(a) 	 Revew and discuss with farmers and C.. staff the findimcs 

of the BAFA baseline survey on t-.e need for a bia:'szith 

program;
 

(,) 	 Assess the strategy and plan for developing the blacksmitbs' 

capacity in teres of the extent to which they are 

consistent with farmers' ieds, their clarity and consisten-c7 

with respect to responsibilites, and authorities, the 

adecuacy of resources planned, and the tira =-lc-ad for 

accomv1isi -2et of the objectives foreseen; 

(c) 	 Determine the extent to widhca th prog=ram conform with that 

planed or has othez--ise Ibeen systematicaily chansed;LI
 

Cc=;si4h:::io. 
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-L 	_'-sBss ':ha: ef I'-~:he --hz-rs~~z 

(f) 	 .*'xsess :ha 3_ff czc:- of se-_-_:s -a- .- -d 

S-ths from :he fa. s' srI-.:cI- C; Zars of cost, 

puoi7 of ":ork.and tl=e recuired to comtlate the "ork; 

(g) 	 Assess he eca o=ic and -f-Incial feasiBility of :he 

activit7 from the -2oi t of v-i.- of zhe -roiect and the 

I blacksriths. 

5. 	 I'Larketing--Eecause of the compulsory nature of m2a'srarketing
 

activities and the perceived negative i=pact those operati=os .ave 

cm fa-z.er !ncore, t'e project includes only a r.ar.:etig su;port 

ccnponwt (e::cept the indLrect support resultL-g frc the road 

re'.abilltation ccr-cnent). "evertheless, it is in-portant to inder

stand the i-Pact cf C.: marktin-g actliv-es cn fa:z.sr deciscn

raki-g re what and how much to produce. Therefore, the evaluat-on 

team will assess the 01- man rar 4ting program in ter--s of: 

(a) 	 The soimdness of CMfr! policies on -rke~tng foc--';ing on: 

- OX i's rationale for being !nvolved in marketimg; 

-_he reasons for the :r-'csition of -forced cuotas: 

- the rationaleaiprocess used in _etti:ng quotas; and 

- the prices set at the far= ;a:e. 

(b) The quality of prograr plani anc -- agement in ters of: 

- _he c..-4ity o' - . ar.eting .riorities, ob ec:ives, 

s chedules; -

OPTIONAL FORI' 
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-televel of S~cs ac~-a~ ~ t project
object:es Pr of tons);

- the nrofitabilft, of .z.'$ :ar!-erg r o. erac. 
(c) -he iact of 02., =arketng &C' -j i ta-s o!-: 

- of f- s ihent:ti =C- ar-a tc'ard ,. 
generally and thalr i :o .artcipate iu 

program; 
- the Ctti.&e of farters toward e.t.ansion Personnel anc 

its i=.act on their effectiveness;
 
-overall 
 "production levels achieved. 

6. Village Far=-er A .sso 1 n The PP indcat tht in crd_ 
!'"s extension system to reach a large nimber of farmers, :ts X, 

agents =ust work with groups of farmes.the achievement To -he ex.entof project ProduCtIon this is Iobjecti-:es
 

the succss 
 of farmer association f....tj
Because actlvitsof their 1mportance, 

N 
the evaizaton ta- i assess :!e 

of deve!ciz&vtabe f-=ar isoC:L._ :a~abeoiacting Ilaisons with 01.%extensiio agents. To,.mrd this end, the 
evaluation team .ill: 

L 4 (a) A-ssess the s"-J- of MIX =olcie-s and 

VII-13VI-201




-

h.c- -- '.-ci~.+.f+. 	 f-.---- : .t. 

to
 

c) ".ssess the aff-cacy of -he 	 -- It-c:±es 
avalc.-i---ata c-:-c-_c.s .n :e---s f :he -=-

FAs 	 for-i-ed and thexr c.tac-,ty -,-±th resect to the -ae-.ry 

of 	 -nputs, -he del-Ver-. of the :.r_'it, of.- ovsic= 

extension services, the =r.ermg of prod.ticr, etc; 

(d) Assess the attitude of farmers vith respect to the 

O124 	 FA development program; 

(e) 	 Aszess the act=al/pctential i_- act of far=mer associations :.. 

terms of increasing productIca. 

E. A-s-sess the continuing f.=-s:i:ilty of the cyserall roject ees"i= 

gv---g s.ecial aztE-.ion to the fo!!-?-- ;rcgra- anC Fel'-" _ . 

1. GEM/CY and USAID capacity to rwzzge and =on tor respectively the 

Ope'ration Kils Mopti 3DM program gvez its current size and com-lexity. 

(a) 	 In this context, assess andthe ad-raztages ds-dv,-antageas of 

focusing project activitLes on specific Seogaphic locations .mn7.z 

the oroject area wich -h,-ow Seaatsr Vror.se. 

(b) Assess --he advantaes tnd :4sa-antaes of %csz=i 7: " 

co-oents or activities. 

(c) 	 -Asess t-he advantages a --- ':. _e of _i ancdufi-

tim.a -echnical assistanceL 

OPTIO.JAL 

3 2*1 
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-.. -- -- -. 
ne." -..*- -- . - a*. - --- -. ...-n.C_ 

'- ::sre!i :h2- use. of fZ='-c±ai .- --- -.nd =m. a-

.'--" 9r-:__--s .;hich are ac-.;tbla .to TA. 

3. Assass Ccozicfi-ncial feasii.6ity thethe -d of -o4 ect 

focusing ==-rhsfcl:wi=g: 

rat=.;-):,e v:anaj. rate Or of the ;rz.ect Siven :arto.-s 

ass-pt:-ons regarding the s:-a of the pro-ect in terms of 

geographic coverage and nurber of cCLorTenrs; 

(b) T"he capacity of OC.." to 5eco!:e self-firancing in. the near or 

distant futue and te varicus tcssi-iities for increasins M!24 

revenues; 

(c) Assess tfe Ia or reuc~n._ '-'-..ia. (and 

nana-ent) problems txo.ugh broader participation of the pri,'ate 

sector. 

4. .eor:3--he SvaiLuat-on Team vil. provide two ty.es of reports: 

,a) :ogress ?.eportz--TMe -a_ med- t. .6saild--- or- . 

-:urineactPi-s. ?.a r, the t. -epwill =_ A or 

designee verbally info=ed of general prOgress and informed in 

_ -- -- eu!ds ..- =-. a- a i- ?hch 0 

serio.usly hinder :he ta--Za b.I.i4 to :cto..-ie - - h ea-cn. 

IV
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• .?..v? - . 

-

',, m.'icn remort will be m:aared in a form acce aie :o I . 

-. - . o-. e- .& 

5, :Frsc eei .-quUe.-mnts and -auarJ_.-chn..ula
 

a) -ha .72an":- of 7-8 pers---s :ith the
"il1 consist 


0"lo-. a=!!fIc&'tcns:
 

(1) .' sbecialist (10 -eeks) with extansive 

e:.perience in project -nann=: -c!-zding zperat.incs, plan:ing and 

information systes developrent. Should have work ex.perience in the 

third world, preferaab!y in Afr±ca and backgrolred in developing 

r.agerant skills. 1,-'st have French conversation and reading skills 

at the FSI S3-R2 level or equivalm.t. Will be responsible for 

coordinating the -preparation cf reports by other tea= mer.-'ers and, 

based on thcse -;crportspls his c,-r. - -_=nt report, fcr the 

preparation of the overall evaluation report. 

(2) An Agricult.e Ec.onmist (8weel.s) with e:.era-ence in the 

plauning/deveIcpuenz of :It ,g"c-iuate credit :-ystes and 

conducting marketing analyses, preferably in Africa. Be will vork 

closely in t1hse tasls ±th the 'c=tman. =d Asrcnorist. -e =ust 

also cnduc: intarnal ate of z----sis. ..ave 'Sec 

conversational and reading skills im French. 

.- .... ononast ....----n r=c:.- t...(8 --ee.sj "J "i......... 

experience in aiamnng of -'-the .ndranageant e-rated sr.-a

resea-& /e t.nscn ro.ran. Must be cc=ltely wi-h andVaZiii-r 
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;I": -- - --... e.: * ' -: ' - - = -" ..:- -i ..- . -

L-* a-'- arsa

~ry:eoms:± amd nO s stzns. Sct~ be a-cu!_t&_ ith 

Must work cwit Ag Ectnonist in anaiyti of sict 

. :.- ,~-.. --.:- :. -. : i-'--.tixe cred4--6 system. MME Must have good ccnversaticmal and -re-zd*n 

-.- s i.-- French. 

(,5) A Civil Eniner (4 weeks) with extensive a.per-ence 4-i- r.

r.ad r -_bil-tation/ccrs ctr.-cn/naiztezn=c 
 .:..and mall fac.l 

zcvleie of Frech 1cr both seak=in an:r-y.in:. -

(6) Tae above team mer bers (to be provded umer. an lCC) uwi be
 

an -¢=---o---.joined by the Fission Anthropologist who will prcvid'a 
C 
pis terspecti-:e 

to afeireforts. Ulso the !H4nistry of Agricultur=e thr=;h I 

(ccnc)c nst-tute(MR) witl Pove one or :-wo cersn _s aResearc 


tean. TLacn -eill.eIng to consider contracmor uge a c s-i or i 

no iri~a~nfof -e=i a- it: the crontext a:._rc a- _ne 

*. 

-(b)Tenati-e evaluation sc edule:
 
-. '!i=slna=. uii- VIIc-7~ rcnrco _uEsin o
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-- 

--

.. -. 7 , 7 

-,a 

-

-rezs and.: 
.1-it 

~ -wil "v' _.t -e .:Zeaa.lb -.-

.. -7 : =t-- r :. 

(7) RRqest w of.DTdurt nepors bydnuaDli-~rc 
-C~) ra~ratcnf 6na-Elt6atct a-f 3a-t 

MisioReazio..Izo.a and that A=/V ?±t0/1rt.aft 
a C3C -z - - a: n z c  - a - Izst 

Allo.en 
e 

-. -- $** ** 

designee.t ~~~~~~~ ~f ~ ~ ~ l ~e~ i1~ h ~ ' 1~ N Lot 

.V *..18 



CREDIT ALLOUE PAR AN (EN MILLIERS DE F.M.)
 

ET POURCENTAGE DARRIERE A LA DATE DU 30 SEPTEMBRE 1981
 

Avant 1978-79 7 8 / 7 9 7 9 /80 8 0 / 8.1 

arrie- arri6-
 arri6- arri -CrEdit r, Credit r C, r, r,
Creddt Credit 


Douentza 
 38t738 8,2 19,892 
 13,5 17,626 14,3 8,793 


Koro 61,149 16,9 
 13,542 46,8 17,135 21,5 28,033 


Bankass 47,280 
 9,9 18,241 7,5 11,562 26,6 17,227 


Mopti 
 * * * * * 19,026 

Djennf 23,958 24,4 33,079 34,1 41,680 20,3 5 167 


Bandiagara 59,303 
 0,0 0,982 0,0 6,720 18,9 3,755 


Tenenkou** 
 - .121454 2,0 10,902 

Total 176,428 13,6% 85.737 25,3 107,177 18,02 92,905 


Mopti et Djenng faisalent un seul SDR
 

**Cr~ation du SDR de Thnenkou
 

Sources: Donnges de la Section Credit O.M.H. 

8 1 / 

Credit 


12,403 


11,962 


0,923 


1,635 


41836 


5v338 


3,285 


4 10381 

TABLEAU NO. 5 

8 2 

arrie-
rC Z 

Total 

Crdt ri
r , Z 

97,452 

131,821 

95,233 

20,661 

109S721 

221098 

26,642 

502,628 


