
INTERNATIONAL CONSULTING DIVISION

O

^
CHEMGIMICS

SENEGAL AGRICULTURE PRODUCTION SUPPORT PROJECT

FINAL REPORT

Project Number: 685-0269

Prepared for: 

Government of Senegal and USAID/Senegal

Prepared by:

Jean Crouzet
Claudio Brangantini

Jacques Denis

April 1991

BOOO M St., N.W.
SuHwSOO
Washington, D.C. eOO3B

Tali (BOej 4BB-B34O or Ea3-117B
F»xt {eoe]33i-aeoe
ITT Ttolexl 144O3B1 CHNC UT



TABLE OF CONTENTS

List of Acronyms 

Introduction 

EXECUTIVE SUMMARY

SECTION I

SECTION II

PROJECT OBJECTIVES

A. General
B. Technical Activities
C. Program Management

PROJECT INPUTS

A. Chemonics International
B. University of Arizona
C. USAlD/Senegal
D. Government of the Republic of Senegal

SECTION III PROJECT ACCOMPLISHMENTS

SECTION IV

A. Constraints
B. Technical and Related Activities 
C. Project Management and Support 

Activities

MAJOR PROJECT ISSUES

A. Defective Project Design
B. Inflexible Project Design
C. Predetermined Evaluation Conclusions
D. Unilateral Actions by USAID
E. USAID Micro-management Style and

Slow Response 
F. Inadequacy of Host-country Mechanism

and Joint Management Approach 
G. Lack of GORS Interest in the APS

Pro j ect
H. APS Responsibility without Authority 
I. Delays in Recruiting TA Team 
J. Unclear Channels of Command for

Technical Advisors 
K. Excessive Diversity of COP's

Responsibilities 
L. Inefficiencies in the Offshore

Procurement of Project Equipment

Page

i

ii 

v

1

1
1
5

9
10
10
11

13

13
13

24

29

29
31
31
32

32

33

34
35
35

36

36

37



TABLE OF CONTENTS 
(continued)

SECTION V

ANNEX A 

ANNEX B

ANNEX C 
ANNEX D 
ANNEX E 
ANNEX F

ANNEX G

RECOMMENDATIONS 39

A. Importance of Good Project Design 39 
B. Need for Flexible Project Design 40 
C. Need for Direct Contract Mechanism 40 
D. Betier-adapted GORS Contribution to

Project Funding 40 
E. Need for Project Monitoring Mechanism 41 
F. Avoiding Micro-management by USAID 41 
G. Shortening USAID*s Reaction Time 41 
H. Need for Clearly Defined Lines of

Authority and Responsibility 42 
I. Accelerating Recruitment of the

Technical Assistance Team 42 
J. Need for Defining Lines of Authority

for the Supervision of the Technical
Assistance Team 42 

K. Streamlining the COP's Job Description
and Responsibilities 43 

L. Improving the Offshore Equipment
Procurement Process 43

DETAILED TOTAL LIFE OF CONTRACT 1 IN
U.S. DOLLARS AS OF 12/31/90 A-l
DETAILED TOTAL LIFE OF CONTRACT 2 IN
U.S. DOLLARS AS Of 12/31/90 B-l
LOCAL CURRENCY EXPENDITURES OCT.-NOV. 1990 C-l
USE OF COUNTERPART FUNDS AS OF 12/14/90 D-l
UNIVERSITY OF ARIZONA INVOICE E-l
FINAL REPORT, SEED QUALITY CONTROL AND
CERTIFICATION F-l
FINAL REPORT, SEED PRODUCTION AGRONOMIST G-l



I
I
II LIST OF ACRONYMS

AAIC

ADO/USAID 
AIWG 
APS 
BIAO

BICIS

CAISSE CENTRALE

CHEMONICS 

CITIBANK

CNCA 
CNCAS

CNRA

COP 
DA

DDI

DISEM 
DPCS

DSA 

GIE

GORS 
ISRA

MDRH

MOEF
MSI
NAP

Agricultural Assessments International
Corporation

Agricultural Development Office 
Agricultural Inputs Working Group 
Agricultural Production Support Project 
Banque Internationale pour 1'Afrique

Occidentale 
Banque Internationale pour le Commerce et

1'Industrie du Senegal 
Caisse Centrale de Cooperation Economique,

Paris or French International Development
Agency 

Chemonics International Consulting Division
or the Contractor 

Citibank, N.A., West Africa or the
Fiduciary Bank

Comite National des Contrats Administratifs 
Caisse Nationale de Credit Agricole du

Senegal 
Centre National de la Recherche Agricole or

National Agricultural Research Center 
Chemonics Chief of Party 
Direction de I 1 Agriculture or

Directorate of Agriculture 
Direction de la Dette et de 1'Investissement

or Director of Debt and Investment 
Division des Semences or Seed Division 
Direction de la Production et du Controle des

Semences or Directorate of Seed Production
and Quality Control 

Division des Statistiques Agricoles or
Agricultural statistics Division 

Groupement d'lnteret Economique or
Farmer Associations

Government of the Republic of Senegal 
Institut Senegalais de la Recherche Agricole

or Senegalese Institute for Agricultural
Research 

Ministere du Developpement Rural et de
1'Hydraulique or Ministry of Rural
Development and Water Works (the
Contracting Agency) 

Ministry of Economy and Finance 
Multi-Services International, Inc. 
New Agricultural Policy or

Nouvelle Politique Agricole (NPA)



PM 
PTS

SGBS
TA
UAZ
USAID

USG

Person-months
Plan Triennal Semencier or

Three-Year Seed Development Plan 
Societe Generals des Banques du Senegal 
Technical Assistance 
University of Arizona 
United States Agency for International

Development 
United States Government

I 
I 
I

11



INTRODUCTION

This is the final report on the technical assistance (TA) 
rendered by chemonics International Consulting Division to the 
Senegal Agriculture Production Support Project (APS), under the 
U.S. Agency for International Development host country contract 
No. 685-0269. This contract was conducted in collaboration with 
the Ministry of Rural Development and Water Works of the 
Government of the Republic of Senegal (GORS) .

This report covers the period from October 12, 1988 through 
January, 1991. This project was designed to be a 42-month 
project; however, due to start-up delays and a decision to 
terminate the project a year early for the convenience of the 
government, the official date of termination was changed to 
December 31, 1990.

Chemonics hopes that the information in this final report 
provides a concise and accurate summation of the technical 
assistance to the APS project and, more importantly, provides 
useful recommendations to the GORS and USAID in developing 
future projects to address the New Agricultural Policy (NAP) 
objectives.
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EXECUTIVE SUMMARY

The Agricultural Production Support Project (APS) was 
designed to address some of the goals of Senegal's New 
Agricultural Policy. This policy was intended to reduce 
government intervention and to privatize the activities of the 
agricultural sector. The project's four main objectives were: 
a) privatization of input supply and seed production; b) 
expansion of input supplier credit; c) collection of 
agricultural statistics; and d) implementation of an 
educational media campaign.

A. Background

A precontract agreement was negotiated by Chemonics due to a 
delay in approval of Contract Number 1 by USAID and the Comite 
National des Contrats Administratifs (CNCA). This agreement, 
signed in October 1988, permitted Chemonics to begin mobilizing 
and fielding the technical assistance team early, pending final 
negotiations. Due to GORS regulations, two contracts had to be 
written to cover the total scope of work. Host-country Contract 
Number 1 was signed on January 5, 1989 by the contracting agency 
(Ministry of Rural Development and Water Works or MDRH) and 
Chemonics. The contract was approved by USAID/Dakar in February 
1989, and subsequently ratified by the Senegalese Minister of 
State and Secretary General of the President's Office. Contract 
Number 1 provided a U.S. dollar budget of $3,204,534 to cover 
technical assistance operations. The contractor's technical 
assistance team members arrived in Senegal between December 1988 
and May 1989. They included the chief of party/private sector 
implementation advisor, the seed certification specialist, the 
seed production agronomist, and the agricultural statistics 
advisor.

On August 14, 1989, Chemonics and MDRH signed Contract 
Number 2, which provided an FCFA budget with a dollar equivalent 
of $3,441,224 for local currency expenditures, and a U.S. dollar 
budget of $2,322,813 to fund the participant training program and 
purchase of commodities. With the signing of Contract Number 2, 
the contractor's involvement in the joint management of the 
project's local currency funds began. Local currency 
expenditures under APS actually started on September 19, 1987. 
Between this date and August 14, 1989, the APS project was 
managed jointly by the APS director representing MDRH and Multi- 
Service International, Inc. (MSI) operating under a direct USAID 
contract.

As soon as project implementation started, it became 
obvious that the project design, as outlined in the Grant



Agreement dated February 27, 1987, contained conceptual flaws 
that would be detrimental to the smooth implementation of the 
project. This was especially true of the credit component, 
which accounted for 45 percent of the obligated project funds 
or $20 million.

During the life of the project, the first two APS project 
directors and the Chemonics chief of party reviewed these 
deficiencies repeatedly with the minister of rural development 
and his staff, as well as with the personnel of the USAID mission 
in Dakar, including the project officer, the chief of the 
agricultural development office, the economist in charge of 
banking and credit, the deputy mission director and the two 
mission directors. Formal and informal proposals were submitted 
to USAID to modify the project design. The mission rejected them 
all and no corrective action could be taken. USAID further 
indicated that the formulation of new design alternatives would 
have to be postponed until the results of the interim project 
evaluation, initially scheduled for the first quarter of 1990,
would be known and assessed.

»
Implementation of the project was also adversely affected by 

staffing problems involving the technical assistance (TA) team. 
The agricultural statistics advisor who arrived in Dakar on May 
8, 1989, was repatriated on July 21 of the same year for medical 
reasons. Although a number of resumes of qualified individuals 
were submitted, it was only in November that a replacement 
candidate was accepted by the Government of the Republic of 
Senegal (GORS). The fifth team member, the seed quality research 
specialist never took his position. His recruitment was delayed 
for several months by the staff of the Institut Senegalais de la 
Recherche Agricole (ISRA). When another (the seventh) highly 
capable candidate was identified, it was too late. By November 
1989, USAID officials decided to "freeze" both positions pending 
their assessment by the interim evaluation team.

The evaluation team arrived in Dakar in early June 1990. On 
July 2, it presented its findings to the MDRH minister, the USAID 
mission director, and their respective staffs. The major 
recommendation was that the project be suspended and redesigned. 
The evaluation team held the view that limited progress had been 
achieved in attaining the highly ambitious and diverse project 
objectives and that it was unlikely that these goals could be met 
in the 18 months prior to the December 31, 1991 project 
completion date. Furthermore, the evaluation stated that the 
resources provided by the project design were insufficient to 
accomplish the project's objectives.

According to the evaluation team, major design errors such 
as the assumed willingness of the commercial banks to grant 
agricultural loans to eligible borrowers under the APS revolving
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line of credit or the size and profitability of the certified 
seed market in Senegal were chiefly responsible for the failure 
of the APS project. Furthermore, an exceedingly complex and 
cumbersome management decision-making structure, which included 
diverse services of the GORS, USAID, APS, and various committees, 
impaired project management efficiency.

On July 27, 1990, the MDRH minister and the USAID mission 
director met privately. After the meeting, they announced that 
the project would be closed on or before December 31, 1990. On 
September 12, the GORS was formally advised by the USAID mission 
director that the APS project "is terminated effective December 
31, 1990." Consequently, steps were taken to reduce the scope of 
technical activities, close the project as smoothly as possible, 
and transfer project assets to beneficiaries designated jointly 
by MDRH and USAID.

The chief of party departed Senegal on November 5, 1990, the 
seed certification specialist on December 8, and the seed 
production agronomist on December 22. A Chemonics 1 finance and 
administration specialist assisted the APS project staff in the 
transfer of assets and other project termination activities, 
including the closing of the joint APS/Chemonics local currency 
account with Citibank. The finance and administration specialist 
left Senegal on December 31, 1990.

By the time the project ended, two important documents were 
still awaiting final approval: Amendments Number 1 to both 
contracts. The UAZ subcontract had been signed by UAZ and 
Chemonics in December 1989 and was approved by the GORS. The 
proposed amendments received approval from the GORS and had been 
submitted to USAID in September 1990 and to the CNCA in December.

As the APS project closed, allocated project funds remained 
largely unused. Only $5 of the $20 million were spent since the 
beginning of the project in September 1987. Chemonics contract 
expenditures in U.S. dollar expenses as of January 31, 1991 under 
Contract No. 1 amounted to $1,336,076 or 42 percent of the 
contract budget. U.S. dollar expenditures under Contract No. 2 
were $161,128 or 7 percent of the contract budget. Finally, 
local expenditures under Contract No. 2 as of December 31 
totalled 208,926,219 FCFA or 18 percent of the budget. At the 
beginning of October, counterpart fund advances by the GORS 
Treasury to the project amounted to only 50,000,000 FCFA as 
compared to 602,000,000 FCFA as budgeted in the Grant Agreement. 
Further details are provided in annexes A through B.

B. Accomplishments

Despite these problems, the Chemonics team members 1 
accomplishments included the following:

major
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1. Credit

The APS director and the chief of party contacted every 
commercial bank in Senegal and promoted the APS credit line to 
over 100 interested parties, which included input wholesalers and 
distributors, exporters, and farmers. These contacts made it 
possible to assess the demand for commercial bank financing of 
agricultural inputs at the distributors' level in the Fleuve area 
at $3.5 million per year. Despite these assessments, the 
reaction of local financial institutions was mixed. Banks would 
not accept full risk under USAID conditions. The APS project 
management also attempted to promote alternate credit delivery 
systems outside the commercial bank system, but USAID did not 
accept these proposed activities. In conclusion, the APS project 
did ascertain that opportunities to extend short- and medium-term 
financing to credit-worthy participants in the agricultural 
sector through commercial banks or other mechanisms did exist. 
These opportunities were not seized because of the rigid 
adherence to the original credit component design and the 
uncompetitive operating conditions offered to the banks.

2. Seed Certification

The seed certification specialist conducted a survey of 
the quality of rice seed used by farmers in the Fleuve region to 
qualify and quantify the seed related problems in the region. 
The APS project rehabilitated a regional seed testing laboratory 
and assisted field agents, laboratory technicians, and 
departmental officers to set up their improved certification 
program. Stricter field inspection, timely laboratory analysis, 
and scrutiny of seed received at the conditioning plant marked a 
significant change in the enforcement of seed quality control. 
By the second season of this enhanced program, production of 
quality certified seed produced privately is estimated to have 
increased fourfold. In addition, the certification specialist 
prepared a document defining the technical norms for production, 
certification, and trading of seeds that formed standards for the 
implementation of the new national seed law. He also trained 
field personnel in basic certification concepts, field sampling 
methods, and warehouse recordkeeping, and was instrumental in 
organizing a seminar on the control of Red Rice.

3. Seed Production

The seed production agronomist carried out an 
integrated seed promotion package that included agricultural 
inputs and cultural practices recommended to the cereal producers 
through contact with farmers, demonstration plots, and mass 
media. Two of three demonstration plot schemes were successful. 
Many of the farmers acknowledged their adherence to the
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production techniques proposed to them and expressed their desire 
to continue using these new practices. By the second season of 
the project, four private rice producers in the Senegal River 
valley were producing seed independently of SAED, which means 
that certified rice seed production was effectively privatized in 
that area. Together, the four private rice seed producers can 
produce five to ten times more seed than was produced two years 
ago.

The seed production agronomist also assisted in preparing a 
promotional film on input use and wrote two technical bulletins 
of recommended cultural practices to increase yields for rice and 
corn to be distributed to seed producers. He trained field 
agents to use improved agricultural inputs and conducted a survey 
on agricultural input use in the Senegal River valley, the 
results of which will be instrumental in planning promotional 
activities in the region. He also wrote the proceedings on the 
Red Rice seminar.

4. Agricultural Statistics

Before her medical evacuation, the agricultural 
statistics advisor and her DSA counterpart analyzed the unit's 
data sampling, gathering, processing, and analytical procedures 
and developed an initial methodology to improve the efficiency 
and accuracy of DSA's reports. The APS project sponsored the 
1989 national seminar on Statistical Methodology focusing on data 
collection and sampling procedures. APS also contributed funds, 
fuel, and vehicles to assist in a country-wide agricultural 
survey.
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SECTION I 
PROJECT OBJECTIVES

A. General

Following two decades of heavy government intervention in 
every facet of the agricultural sector, declining cereal and 
groundnut production aggravated by a long period of drought, and 
a poor record of payment on agricultural loans, the GORS decided 
to reverse its policy starting in 1984. The New Agricultural 
Policy (NAP) was intended to reduce government intervention and 
privatize the activities of the agricultural sector. The APS 
project was intended as a meaningful adjunct to the NAP. USAID 
made $20 million available to the GORS with a view to assisting 
the GORS with the implementation of this policy change, promoting 
agricultural credit to operators engaged in the distribution of 
inputs (especially those marketing certified cereal seeds), and 
facilitating the creation of a private cereal seed industry in 
Senegal.

B. Technical Activities

1. Definition of Project Objectives

The quantitative target of the APS project was to 
increase cereal production to an annual rate of 3.5 percent, with 
the assumption that increased production would result in greater 
profitability and increased farmer incomes.

The four main objectives were as follows:

. Privatization of Input Supply and Seed Production. The 
project included support for quality improvement of 
cereal seed production, as well as for the privatization 
of seed production, seed marketing, and the distribution 
of other inputs used in cereal production.

. Expansion of Input Supplier Credit. The project also 
included provision of credit for cereal seed production, 
input distribution, and crop storage, marketing, and 
processing. Although the target beneficiaries of this 
credit were to be large-, medium-, and small-scale firms 
engaged in these activities, the ultimate beneficiaries 
were to be cereal producers, to whom, it was presumed, the 
input suppliers would on-lend credit.

. Collection of Agricultural statistics. The project 
provided support to strengthen data collection on cereal 
production and input use. This data was considered



essential to support input distribution privatization 
efforts.

. Implementation of An Educational Media Campaign. Funds 
for the development and presentation of a media campaign 
to disseminate information about cereal production 
techniques, GORS cereal policies, services available to 
farmers, and various other agriculture-related topics were 
included in this project. (The media campaign funds, 
however, were not a part of Chemonics 1 contract.)

The following project components or efforts were designed 
to meet the above project objectives:

. The improvement of seed quality at the breeder seed level.

. The institutional strengthening of seed certification and 
quality control functions within Direction de la 
Production et du Controle des Semences (DPCS), the 
government agency designated to provide this service. 
Improvement in the certification process was intended to 
protect both cereal seed producers and users by 
establishing consistent standards for production and sale 
of cereal seeds.

. The increased participation of the private sector in the 
production and distribution of certified cereal seed and 
the marketing of other agricultural inputs. This 
component entailed reorganizing the seed production 
function controlled by DPCS on a country-wide basis, 
promoting all agricultural inputs including certified 
seed, paving the way for the privatization of the cereal 
seed production and distribution activities, and training 
seed producers and DPCS agents.

. The extension of short- and medium-term credit to 
middlemen within the cereal subsector and to cereal 
producers/tradesmen through commercial banks. One major 
component of the project was the APS $9 million revolving 
credit line, the use of which was controlled by USAID- 
defined eligibility conditions to be enforced by the 
fiduciary bank (Citibank). The fiduciary bank would have 
managed the loan program under the supervision of the 
Banking Committee chaired by the director of the Debt and 
Investment Division (DDI) within the Ministry of Economy 
and Finance (MOEF).

. The institution building of the technical capability of 
the Division des Statistiques Agricoles (DSA) within the 
Direction de 1'Agriculture (DA) with respect to data 
collection, analysis, processing, and dissemination, since 
agricultural statistics in Senegal are incomplete and not



always reliable, it is important to improve DSA's ability to 
provide timely, reliable, and comprehensive statistical 
information to enable policy makers to make appropriate 
decisions, to satisfy the needs of the international donor 
community, and to help private investors with respect to 
their investment plans.

. The training of nine Senegalese civil servants at the
MSc. level in seed technology and agricultural statistics at 
institutions of higher learning in the United States, plus 
short-term technical training of other project personnel.

2. Definition of Stated Project Resources

In order to achieve these objectives, the use of five 
long-term technical advisors totaling 168 person-months (PM) 
was planned as follows:

. Chief of party/private sector implementation advisor 
whose responsibilities included project management, 
supervising the technical assistance team, promoting the 
APS credit line to commercial banks and potential 
borrowers, integrating all project activities, 
implementing the agricultural input privatization program, 
coordinating short-term technical assistance activities, 
liasing with MDRH, GORS, USAID and private sector 
officials, participating in the formulation and 
implementation of the APS participant training program, 
and ensuring that the project was implemented in 
conformity with the contracts. The chief of party was 
scheduled to serve for 36 months.

. Seed certification specialist to assist DPCS in organizing 
and installing an efficient seed certification service, 
provide on-the-job training to DPCS staff toward upgrading 
Senegal seed certification and quality control standards, 
and advise MDRH on the national seed law and policy. His 
assignment was to last 36 months.

. Seed production agronomist to work with farmer
associations and private entrepreneurs to promote private 
sector involvement in certified seed multiplication and 
improved agricultural inputs use and distribution, with 
the support of mass media campaigns, demonstration plots, 
and training. His participation in the APS project was 
set at 36 months.

. Seed quality and selection agronomist to assist ISRA in 
the selection and production of breeder seed, with 
research emphasis on seed quality at all levels from 
breeder to certified seed, as well as the redirection of 
research efforts towards farmers' actual needs. His 
contribution to the project was planned for 36 months.



. Agricultural statistics specialist to help upgrade the 
technical capability of DSA through introduction and 
implementation of an appropriate methodology for 
collection and analysis of statistical data and through 
training. This assignment was planned for 24 months.

. Miscellaneous other assistance under the contracts 
included short-term technical work by short-term 
specialists in technical areas, home-office support, a 
training component, and a commodities component. 
Specifically, the contracts provided 48 PM of short-term 
technical assistance to be mobilized by Chemonics at the 
project's request, plus 9.50 PM of short-term time 
forecast for supervision and project management assistance 
by the contractor's home-office personnel. Twenty PM of 
the total short-term technical assistance plus the 
participant training activities were to be provided or 
managed by the University of Arizona under a subcontract. 
Agricultural Assessments International Corporation (AAIC) 
was also to provide up to 3.75 PM of the total short-term 
technical assistance under a subcontract.

With the exception of the chief of party assigned to the APS 
project headquarters where he worked jointly with the APS project 
director and the project administrative staff, all other 
technical assistance personnel were to be posted with the 
recipients of the APS technical assistance program, namely DPCS, 
ISRA, and DSA. These host institutions were to provide a full- 
time technical counterpart and adequate logistical support to 
each APS technical advisor. The APS project director and the 
chief of party were to co-manage project implementation and were 
to prepare annual work plans in close coordination with the 
Chemonics technical advisors and heads of DPCS, ISRA, and DSA.

The USAID-financed component of the APS project provided a 
number of TT plated vehicles to be used by the technical advisors 
and paid the advisors' travel per diem. The daily travel 
allowances of counterparts and other GORS personnel involved with 
project activities were to be paid by the APS project until 
February 23, 1990 in conformity with the provisions of the Grant 
Agreement. After that date, such expenses were to be paid with 
APS counterpart funds.

C. Program Management

The major inputs selected for providing the support required 
for the implementation of the APS project were the host country 
contract mechanism, the joint management approach, the 
contractor's role in the offshore procurement of equipment and 
capital goods, the subcontracting of training activities to UAZ, 
and the subcontracting of statistical services to AAIC.



1. Host-country Contract Mechanism

Although the direct contract mechanism was cited in the 
Grant Agreement, it was replaced by the host country formula 
after negotiations between the GORS and the USAID mission, 
resulting in host country Contracts Number 1 and Number 2 between 
MDRH and Chemonics. This formula allowed MDRH an increased role 
in project implementation and provided the ministry with more 
direct access to a number of USAID-financed assets, such as four 
AD plated vehicles, 15 motorcycles, as well as laboratory and 
field measuring equipment. At the same time, this formula 
obligated the GORS to provide and finance the director and deputy 
director to the project as well as to make a financial 
contribution in counterpart funds.

Under AID'S host country contracting mechanism, USAID/ 
Dakar, although not a party to the above mentioned contractual 
documents, formally approved the contracts and retained a 
financier's right to approve any or all project commitments, 
expenses, and activities. USAID/Dakar also retained the right to 
determine the conformity of proposed action plans contained in 
the work plans, or any other APS proposal, with USAID policies 
and regulations. Since MDRH was not certified under Section 221 
of the Foreign Assistance Act to keep the APS accounting books 
and be entrusted with the safekeeping of U.S. government funds, 
USAID insisted that Chemonics bear a fiduciary responsibility for 
the handling of local currency account funds. In addition, 
Chemonics was to mobilize the technical assistance team and share 
the management of the project with the APS project director.

2. Joint Project Management

The joint and equal management of the APS project was 
intended as the cornerstone of project implementation is outlined 
in Article 20A of host country Contract Number 1. Although the 
contract provides for certain specific responsibilities of MDRH 
and Chemonics (e.g., the maintenance of AD and TT plated vehicles 
respectively and the contractor's obligation to prepare progress 
reports), it also clearly spelled out the major areas for joint 
management decision making and joint action in project 
implementation. The joint management areas included:

. Approval of all financial commitments.

. Signing of all local currency checks drawn on the joint 
APS/Chemonics local currency account replenished by 
periodic USAID advances.

. Certification of monthly expense vouchers to USAID. 

. Preparation of annual work plans.
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. Coordination and integration of APS project activities 
including seed certification, privatization of seed 
multiplication, seed variety research, and agricultural 
statistics.

. Direction and promotion of the APS credit program. 

. Supervision of APS participant training program.

. Liaison with MDRH, USAID, GORS, banking, and private 
sector officials.

. Supervision and assessment of technical assistance 
personnel.

. Supervision and assessment of APS administrative 
personnel.

The joint management approach was limited to USAID-funded 
activities and resources while the counterpart or GORS-funded 
activities were managed solely by the project director. He 
retained the right to determine the scope and type of counterpart 
funded activities and the project director was the only 
authorized signature to draw on the APS account with the GORS 
Treasury.

3. Offshore Procurement

Since the offshore procurement of equipment and capital 
goods for the APS project is a highly specialized activity and 
since the contractor was experienced in this area, MDRH and 
Chemonics agreed that this function should be carried out by the 
contractor. Every purchase order was to be prepared by the APS 
administrative staff and approved jointly by the APS project 
director and the Chemonics chief of party.

4. Training

Chemonics selected UAZ as its subcontractor to handle 
all matters pertaining to the APS participant training program 
since the management of participant training requires a unique 
type of expertise and UAZ has an excellent record in this field. 
This relationship was formalized in a subcontract agreement 
signed by Chemonics and UAZ on December 8, 1989. Approval from 
USAID was received a year later.

The Training Committee, which was created in conformity with 
Contract No. 2, was made up of senior APS project officers, GORS, 
and USAID officials. The committee was responsible for 
coordinating with UAZ professors and administrative staff to 
select qualified participant training candidates, manage their 
English language training, prepare their applications with U.S. 
universities best adapted to their levels and interests, prepare



their travel plans to the United States, and provide funding of 
their academic programs. UAZ was obligated to report on a 
quarterly basis on the performance of the participant trainees 
and the level of expenditures relative to the budget.



SECTION II 
PROJECT INPUTS

A. Chemonics international

Long-term technical assistance staff provided by Chemonics 
included the following professionals:

Chief of Party 

Seed Certification 

Seed Production 

Agricultural Statistics

Jean G. Crouzet 
(12/08/88 - 11/05/90)

Claudio Bragantini 
(03/03/89 - 12/31/90)

Jacques C. Denis 
(04/01/89 - 12/31/90)

Patricia O'Neill 
(05/08/89 - 07/21/89)

Short-term technical assistance included: 

Computer Specialist David Hunsberger 

Red Rice Specialist Ford Eastin

Their participation in the APS project totalled 79 person- 
months (PM): 76.5 PM of long-term and 2.5 PM of short-term 
technical assistance.

In addition, a number of direct field assignments and 
procurement support totaling 9 PM were undertaken by members of 
Chemonics 1 home-office staff. This personnel included:

Project Supervision 

Accounting 

Financial Management 

Project Administration 

Procurement

David Dupras 

Jim Campillo 

Richard Pronovost 

Sarah Grote

Charis Nastoff 
Stephanie Powell

The contractor also supplied a Chemonics home-office project 
management staff (whose time was not billable to the contract) 
that was responsible for backstopping over the course of the 
contract. This personnel included:



Chemonics Director 

Project Supervisor 

Project Administrator

Project Assistant

Thurston Teele 

David Dupras

Mary Ellen Ressler 
Sarah W. Grote

Nathalie Nys 
Lauren Samuels

Chemonics 1 overall budget for the project under Contracts 
Number 1 and Number 2 was $8,968,571 (including $3,441,224 of 
local currency funds). The Chemonics contract accounted for 45 
percent of the $20 million budgeted for the project as a whole. 
For further details, please refer to annexes A, B, and C.

B. University of Arizona

The UAZ staff assigned to the project included the following 
individuals:

Director of International Programs 
College of Agriculture

Coordinator/ International Programs 

Administrative Assistant 

Academic Advisor

Michael Norvelle 

Monika Escher 

Carol Davis 

Don Slack

The UAZ subcontract budget for the project was $806,640, 
which included the training funds. Short-term assignments and 
home-office undertaken by the UAZ staff totaled 5.75 PM. For 
further details, please refer to annex D.

c. USAlD/senegal

USAID mission staff for the APS project at various times 
over the course of the contract were:

Project, Officer

Controller

Chief, Agricultural 
Development Office (ADO)

Deputy Chief, ADO

Doral Watts 
David Delgado 
David Diop

Thomas Walsh 
Monica Gianni

Wayne Nielsestuen

Jim Bonner
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Economist, ADO Rod Kyte

Economist, Credit & Banking Richard Green

Executive Officer

Deputy Mission Director 

Mission Director

Steve Wallace 
Michael Ireland

Gary Nelson

Sarah Jane Littlefield 
Julius Coles

USAID provided project funding as follows:

Technical Assistance 
Commodities 
Revolving Credit Line 
All other costs

$ 9,851,000
745,000

9,000,000
404.000

D.

$20,000,000 

Government of the Republic of Senegal

GORS officials most directly concerned with the negotiation 
and implementation of the APS project were as follows:

Minister of MDR/MDRH Famara I. Sagna 
Cheika Khadre Cissoko

Director of MDR/MDRH Cabinet M. Diop
Alassane Fall

MDRH Technical Advisor 

APS Project Director

Deputy Director

Project Aministrator

Director, Direction 
de I 1 Agriculture (DA)

Director, Division des 
Statistiques Agricoles (DSA)

Director, Debt & Investment 
Division (DDI)  MOEF

Baba Dioum

Amadou Sougoufara 
Mamadou Diouf 
Ababacar Kane

Thierno Fall 
Sidy Gueye

Saliou Sambo

Mahaw Mbodj 
M. Camara

Ibrahima Cheikh Ndiaye

M. Toure
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Director, ISRA

Director, CNRA

Director, DPCS

Director, Division des 
Sentences (DISEM)

El Habib Ly 

M. Cisse 

Ousmane Seek 

M. Camara

In accordance with the Grant Agreement, the GORS was to 
commit $2,077,000 or 602,000,000 FCFA to the project (based on an 
exchange rate of $1 US equivalent to 300 FCFA). In addition to 
assuming the financial responsibility for the salaries and 
benefits of the APS project director and his deputy, the 
Senegalese Treasury was to advance funds to defray project 
related expenses not financed by USAID.
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SECTION III 
PROJECT ACCOMPLISHMENTS

A. Constraints

As has been noted, accomplishments were limited for three 
primary reasons:

1. According to the evaluation team's report, project 
objectives set forth in the project design were not realistic or 
achievable.

2. USAID/Dakar froze long- and short-term personnel place 
ment, procurement, participant training and many implementation 
activities in November 1989 (11 months after the first team 
member arrived).

3. USAID/Dakar decided to terminate the APS project only 
16 months after the contractor began co-managing the project.

The 16 months of the contractor's formal involvement 
included an unusually difficult start-up reflecting delays in the 
mobilization of the technical assistance team and further bureau 
cratic delays by the financier and the contracting agency for the 
approval and ratification of contractual documents. The progress 
of technical, project support, and management activities was also 
affected by the quick succession of three different APS project 
directors and two deputy directors, as well as substantial 
staffing changes within the USAID mission. Nevertheless, some 
accomplishments were achieved.

B. Technical and Related Activities 

1. APS Credit Program

The credit program was the project component that 
required the most attention from the APS project director and the 
Chemonics chief of party. They contacted every commercial bank 
in Senegal and promoted the APS credit line to over 100 
interested parties, which included input wholesalers in Dakar and 
distributors in the Fleuve region, rice-producing Groupements 
d'lnteret Economique (GIE), vegetable producers and exporters, 
and individual farmers. These contacts made it possible to 
assess the current demand for financing by commercial banks of 
agricultural inputs at the distributors' level in the Fleuve area 
at $3.5 million per year. This figure would need to be increased 
by at least $1.0 million in the future to accommodate the fast 
growing demand for medium-term loans covering equipment and other 
non-current projects.
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Despite these assessments, the reaction of local financial 
institutions was mixed. Caisse Nationale de Credit Agricole du 
Senegal (CNCAS) and Banque Internationale pour le Commerce et 
1'Industrie (BICIS) did not react favorably to APS promotion 
efforts. CNCAS, which was deemed a major potential user of APS 
funds but was beset with unprofitability and major solvency 
problems, insisted on terms and conditions incompatible with the 
Grant Agreement.

BICIS, the largest and most profitable banking institution 
in Senegal, expressed reservations as to the allegedly high cost 
of the APS credit line, the impossibility to receive term 
deposits dictated by U.S. Treasury regulations, and the mandatory 
intermediation of Citibank for loan disbursement. USAID's 
lowering of the interest rate applicable to banks from 10 to 5 
percent and the extension of maximum loan maturities from three 
to five years was not sufficient to motivate BICIS to sign a 
protocol with the APS project.

Societe Generale des Banques du Senegal (SGBS) was the only 
commercial bank that signed a protocol with the APS Project on 
May 23, 1989. After a slow start, SGBS submitted four loan 
proposals already approved by its Loan Committee to be financed 
under the APS credit line. Instead, USAID suggested that APS 
approach the bank concerning a $120,000 loan to an inputs 
distributor located in Tambacounda. Although this transaction 
was considered eligible by USAID, it had not been approved by the 
bank and was considered the least attractive by SGBS.

SGBS did not react well to this approach. In a letter dated 
June 7, 1990 addressed to the APS project director, the SGBS 
managing director remarked that "unless the scope and purpose of 
the APS credit program are completely changed, we would have 
little interest in pursuing this experiment."

Banque Internationale pour 1'Afrique Occidentale (BIAO) was 
anxious to use the APS credit line to finance the start of a new 
effort in the production and marketing of vegetable crops to 11 
of its former employees. The overall amount of the loan to BIAO 
was $300,000 and the ADO reacted favorably to this proposal. 
However, the proposed loan transaction had to be cancelled when 
BIAO/Senegal experienced a severe liquidity and solvency problem 
in December 1989. This incident demonstrated that the use of the 
APS credit line for loans through commercial banks burdened with 
a heavy financial condition represented an added and unduly high 
risk for the use of project funds.

Citibank, the fiduciary bank designated by USAID, was also 
interested in using the APS credit line to extend short-term 
credit to one of its blue chip customers engaged in contract 
growing and processing of canned tomatoes. This proposed
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transaction was vetoed as ineligible and incompatible with the 
status of Citibank as the fiduciary bank of the APS project 
although it is not unusual for banks to act as commercial credit 
and fiduciary institutions while they serve the same customer.

The APS project management also attempted to promote 
alternate credit mechanisms outside the commercial bank system. 
A formal proposal for the creation of an APS sponsored credit 
unit was turned down by the USAID mission. Other informal 
proposals such as the establishment of a privately-owned 
agricultural finance corporation with an initial controlling 
equity or quasi-equity shareholding by USAID, or the creation of 
a loan guarantee fund, did not interest the ADO or other USAID 
staff.

In conclusion, it is clear that opportunities to extend 
short- and medium-term financing to credit worthy participants in 
the agricultural sector through commercial banks or other 
mechanisms did exist. Time and effort was spent by two APS 
project directors and the Chemonics chief of party to disburse 
funds under the APS credit line, yet this endeavor proved to be 
futile due to external constraints. Among those constraints were 
a faulty design of this component, narrow eligibility 
requirements, a rigid approach to alternative agricultural credit 
delivery systems, and mandated uncompetitive operating 
conditions.

2. Seed-related Activities

Since project resources were insufficient to carry out 
the stated seed production and certification programs on a 
country-wide basis, it was decided in the first work plan to 
concentrate the efforts of the seed-related, technical assistance 
on one region with a lead cereal crop of rice and a secondary 
crop of corn, offering the best potential for the creation of a 
privately-owned and operated seed industry. The decision to 
select the Senegal River valley was based on the region's great 
potential for lucrative and diversified agriculture and its 
incipient private agribusinesses. USAID concurred with this 
approach. The evaluation team agreed that with limited funds a 
national program was not possible and that the scope should focus 
on a region. The evaluation also stated the opinion, however, 
that the assumptions regarding the increased demand for improved 
cereal seed were faulty and that research should have 
concentrated on the non-irrigated sector.

a. Seed Certification

The following summary is of the results presented 
by the seed certification specialist in his technical report, 
which is appended to this final report. The seed certification
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specialist was charged mainly with assisting DPCS to organize and 
install an efficient seed certification service, provide training 
for DPCS staff, and advise MDRH on the national seed law and 
policy (please refer to annex A).

(i) Restructuring of tbe Seed Certification 
Function.

The objective of this action program was to 
give DPCS the necessary tools to accomplish its function of 
controlling the quality of all seeds put on the market as a 
service for both seed producers and consumers. As a first step, 
the seed certification specialist conducted a survey of the 
quality of rice seed used by farmers in the Fleuve Region through 
interviews with farmers and laboratory analysis. The results of 
the survey allowed the expert to qualify and quantify the seed 
related problems in the region, including detection of the spread 
of Red Rice. In addition, APS proposed the remodeling of 
regional laboratories as well as the separation of part of the 
DPCS field personnel who were involved with both production and 
certification, to be involved exclusively with seed 
certification.

(ii) Improving Field Quality Control Procedures

The APS project assisted field agents,
laboratory technicians, and departmental officers to set up their 
improved certification program. In addition, field agents were 
in contact with seed growers to show them the usefulness of the 
certification service to the seed producer and that it was not 
just another government intervention.

During the 1989-1990 season, tighter controls on programmed 
field inspections and laboratory analysis of seed samples from 
contracted seed multiplication plots resulted in a substantial 
reduction in seed lots that were fully approved for certifica 
tion: from 173 to 64 hectares. Furthermore, SAED agreed to 
collect as seed only those lots approved by DPCS. This marked a 
significant change in the enforcement of seed quality control.

Another APS innovation brought to field quality control 
during the 1990-1991 season was the use of a simplified field 
inspection form that was designed for irrigated rice.

(ill) Establishing strict Postharvest Seed 
Quality control Procedures

Prior to the 1989-90 season, DPCS quality 
control stopped at harvesting time. The new certification 
program was implemented to include control at the reception of
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seed material by the SAED processing plant in Richard-Toll, where 
only bags marked with spray paints by DPCS agents were allowed in 
and were tagged with certification labels. Consequently, each 
bag of certified seed was clearly identified, marking the first 
major step in the marketing of quality rice seed in the region.

At the market level, the APS seed experts started 
influencing local agricultural input merchants to go into the 
seed business. For the first time, a large part of SAED's 
certified seed production was sold before the growing season to 
local retail dealers that were present in Dagana. Their 
marketing of certified seed was limited only by the small 
quantity of certified seed available due to stricter quality 
controls.

The 1990-1991 season was marked by two important 
accomplishments: the total pull out of SAED from seed production 
and the immediate response of the private sector. The initial 
seed production surfaces had increased 2.5 times reaching a total 
of 420 hectares. It is estimated that the field rejection rate 
will drop from 60 to 40 percent this season and that about 1,000 
metric tons of certified rice seed produced by private growers 
will be available in the market, up from the 256 tons available 
in 1989-1990.

(iv) Rehabilitating and Expanding the Regional 
DI8EM Laboratory Buildings in Richard-Toll

Through a modest investment of $6,000, the 
seed testing laboratory working area was doubled and the 
electrical and water systems repaired. A subsequent proposal for 
$15,000 submitted to USAID for the urgently needed upgrading of 
equipment and laboratory supplies was not approved.

(v) Promoting the Creation of a Regional Seed 
Council

The seed certification specialist spent
considerable time and effort in promoting the concept of regional 
seed production, certification, and marketing leading to 
privatization. The proposed establishment of a Regional Seed 
Council in Saint Louis would have required a total investment of 
$35,000 in the first year of operation and was projected to be 
self-sufficient by the end of the project. However, the proposal 
was not deemed appropriate for USAID financing.
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(vi) Preparing Technical Documents Required for 
the Implementation of the Proposed Seed 
Legislation

By the time the seed certification specialist
arrived in Senegal, the draft of a National Seed Law had already 
been submitted to the National Assembly. A bill is now under 
consideration. One of DPCS 1 concerns focused on the availability 
of defined technical standards or norms required for the 
implementation of the law. The certification specialist prepared 
a basic document describing the norms for the production, 
certification, and trading of seeds. When the seed legislation 
bill is passed by the National Assembly, a re-evaluation of this 
document will be necessary to determine its compliance with the 
new law.

Another important aspect of the seed legislation is the 
presence of a Variety Release Committee that will be in charge of 
periodically publishing the varietal catalogue where varieties 
are described and officially accepted for certification. The 
seed certification specialist prepared a bibliographic revision 
or draft catalogue that furnished the necessary elements to 
describe the varieties currently being used in Senegal. This 
publication can be used by the committee as the base for the 
first catalogue.

(vii) Training Efforts

On-the-job training became a necessity
following the large number of personnel changes resulting from 
the Seed Service reorganization in mid-1989 when DISEM succeeded 
DPCS. Field agents in the Fleuve region and the seed 
certification specialist's new counterpart received training in 
basic certification concepts, field sampling methods, warehouse 
record keeping, and other appropriate topics. During the last 
quarter of 1990, the certification specialist was also invited by 
the DISEM director to participate in the training session held in 
Thies for the benefit of new field personnel with no prior 
experience in certification activities.

Finally, the certification specialist played a major role in 
organizing a red rice seminar. Dr. Emery Ford Eastin, an 
internationally recognized red rice expert went to Senegal in 
November 1990 and held working sessions with Senegalese research, 
extension, and seed certification agents, as well as rice 
producers, to discuss methods to control this weed.

b. Seed Production and Agricultural Inputs Promotion

The following summary is from the seed production 
agronomist's attached report detailing his accomplishments with
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respect to seed production (rice and corn), the promotion of 
improved agricultural inputs, and the promotion of private sector 
involvement in seed multiplication and agricultural inputs 
distribution (please refer to annex G).

(i) Seed Production Agronomist Work Plans and 
Approach

The seed production agronomist and his
counterpart designed four main action plans on seed promotion, 
seed production, privatization of seed supply, and training. 
These were merged with the action plans designed by the seed 
certification specialist and his counterpart to form the APS seed 
component work plan.

All indications were that certified cereal seed use was at a 
low level. The current certified seed market was small, thus in 
his plan for the privatization of seed supply, the seed 
production agronomist emphasized seed promotion first, then seed 
production, and finally privatization of seed supply. Seed 
promotion activities would help change the non-certified seed 
users into certified seed users and, in the process, identify the 
best fanners able and willing to become seed producers. The plan 
was to organize farmers and seed producers into groups and form 
local triangles of clients between farmers, seed producers, and 
input distributors bound together by legal production contracts. 
The APS credit funds were to provide credit mainly to input 
distributors and seed producers, but also to those involved with 
crop storage, processing, and marketing. An input distributor 
would place a contract for certified seed production with a seed 
producer, then would include this certified seed in an input 
package to be provided on credit to local farmers for cereal 
production. When the grain is harvested, the input distributor 
can thus receive a share for credit payment, and buy on a cash- 
on-delivery basis any surplus the farmers wish to sell.

(ii) Promotion Activities

Seed promotion activities were carried out
with an integrated package that included all agricultural inputs 
and cultural practices recommended to the cereal producers. The 
methods used for that purpose varied: an "individual" method, 
demonstration plots, a group method, farmer visits or field days 
on demonstration plots, and a mass media method such as a 
promotional film that was either presented on national television 
or projected on a portable television to a village audience. The 
radio was to be used in spot programs to broadcast short messages 
addressing specific problems identified in the field.

Three demonstration plots were established during the three 
production seasons of the life of the project: two rainy seasons 
and one cold off-season.
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Two of these demonstration plots have had some success that 
led to two series of field days (March and December 1990) in 
which more that 200 farmers acknowledged their adherence to the 
production techniques proposed to them and expressed their desire 
to continue using these new practices in their cereal production. 
Many of these farmers have expressed their disappointment for the 
closing down of the APS project, which they have found very 
useful.

The promotional film on input use is being finalized. It is 
a 20 minute film intended to incite a cereal producer to use all 
available inputs and recommended cultural practices.

(ill) support to Seed Production

Recommended cultural practices were written
into two technical bulletins, one for rice and one for corn, that 
are to be printed in 1991. They will be distributed primarily to 
seed producers or potential seed producers. The bulletins should 
help the farmers increase their cereal seed yield. Neither APS 
nor USAID financed these publications. SENCHIM, a private 
institution involved in input distribution, agreed to print them 
through a contract with Plein Sud, a private promotion business 
located in Dakar.

(iv) Privatization of Seed Production and 
Distribution

There are four private rice producers in
Dagana, the main rice-producing department of the Senegal River 
valley. They are acting independently of SAED, which means that 
certified rice seed production has effectively been privatized. 
Steps are being taken so that seed conditioning can be carried 
out independently of SAED by next season (1991). Together, the 
four private rice seed producers can produce five to ten times 
more seed than was produced two years ago. Both personal funds 
and CNCAS credit are being used to finance private seed 
production at this time. The APS credit facilities targeted for 
such producers never materialized.

The APS project has had a brief passage in the field but 
managed to establish seed certification as a necessity for 
privatization of seed supply by proving that seed quality is 
important to both seed producers and users.

(v) Training

Training was provided to 17 PNVA agents in 
the Bakel department using a text prepared for the occasion 
titled "Les parcelles de demonstration dans le contexte de la 
promotion des intrants agricoles."
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In addition, some training was provided to the new seed 
certification agents on the seed production agronomist's approach 
to privatization of seed supply.

(vi) Other Activities of the Seed Production 
Agronomist

The APS seed production agronomist attended a 
seminar in Lome, Togo on "Fertilizer Supply Options and 
Constraints in Developing Country Agriculture." A lengthy report 
was subsequently prepared with important information on 
privatization of input supply.

A preliminary survey on agricultural input use in the 
Senegal River valley was conducted by the APS seed production 
agronomist in October 1990. A separate document was presented to 
APS with the results of that survey; some of these results are 
included in his report (annex G).

A seminar on Red Rice was held in November 1990 at Saly- 
Portudal. The seed production agronomist played a major role in 
the preparation and organization of that seminar, for which he 
prepared the final report.

c. Seed Quality Research at the Breeder Seed Level

The technical advisor responsible for this program 
never took the position in Bambey since USAID froze his fielding; 
therefore, no project accomplishment was recorded in this area. 
The $400,000 budgeted for procurement of research equipment for 
ISRA was also frozen by USAID in the fall of 1989.

3. Mass-media Campaign

Although $400,000 were intended to be available to the 
APS project to conduct mass media campaigns designed to support 
the promotion of agricultural inputs and advertise the use of the 
APS credit line, these funds were controlled and used exclusively 
by USAID. During the 1989-1990 season, USAID contracted directly 
with a local media consultant for the preparation of a multi 
media promotion program sponsored by the Agricultural Inputs 
Working Group (AIWG). AIWG is a coordinating body presided over 
by the DA director and representatives of the GORS and USAID, as 
well as representatives of the private sector. Spot messages on 
the radio and television and press coverage were heard or seen 
around the country. The amount of the local contract was 
$100,000.

As part of this campaign, the APS project director was 
invited to address audiences mustered by local chambers of 
commerce in five major agricultural regions and to present the 
APS credit program. Audiences ranged from 20 to 60 persons
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engaged in the production, marketing, and processing of cereal 
crops. A strong interest in the program was expressed by the 
audience in Saint Louis.

4. Agricultural statistics

Even though the agricultural statistics specialist 
stayed in Senegal for only two months, the APS project was able 
to extend significant support to DSA. APS sponsored the 1989 
National Seminar on Statistical Methodology focusing on data 
collection and sampling procedures. The cost of this seminar was 
1,000,000 FCFA, equivalent to $3,000.

Numerous qualified replacement candidates were proposed for 
the agricultural statistician position but all were refused by 
either the DSA or USAID and, eventually, USAID froze this 
component while awaiting the results of the interim evaluation. 
Due to suspension of this component, the AAIC subcontract for 
statistical services did not materialize.

APS also contributed funds, fuel, and vehicles to assist in 
the conduct of a country-wide agricultural survey. The overall 
APS participation in the survey amounted to 2,500,000 FCFA or 
$8,500. APS had planned to further assist DSA with the purchase 
of field measuring tools, computers, and motorcycles. A sum of 
$45,000 was incorporated into the procurement component of the 
first annual work plan for this purpose. However, USAID did not 
approve the allocation of any further resources to the DSA and, 
in November 1989, USAID froze all activities planned for DSA.

5. Participant Training

a. Long-term Academic Training

The Training Committee was created in January 1989 
and immediately proceeded with the definition of criteria for the 
selection of nine qualified Senegalese candidates for graduate 
study fellowships at U.S. universities. The committee 
coordinated closely with UAZ Professor Donald Slack in the 
screening of more than 16 candidates submitted by DA, DPCS, and 
ISRA. Dr. Slack made two trips to Dakar in the spring of 1989 
for the purpose of interviewing, selecting, and ranking 
candidates and preparing their applications. Seven promising 
candidates were identified. At the same time, the APS project 
sponsored 30 PM of English language training in Dakar for five 
candidates in order to enable them to sharpen their language 
skills prior to their departure for the United States. In 
November 1989, USAID froze the identification and placement of 
the additional four students originally intended to go on long- 
term graduate training.
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The APS staff coordinated the details of the trainees' 
travel plans and academic programs with USAID, UAZ, and Chemonics 
so that the five participant trainees were able to leave Senegal 
in January 1990. They were welcomed by UAZ who finalized the 
financial and other details pertaining to the placement of the 
candidates in U.S. universities where they are currently pursuing 
programs of study leading to master of science degrees in seed 
technology or agricultural statistics as follows:

Participant Trainee

Famara Massaly 
Alassane Bakhoum 
Kisma Wague 
Jean Paul Carvalho 
Harouna Soumare

University

Mississippi State 
Mississippi State 
Mississippi State 
U. of Arizona 
U. of Iowa

Study Program

Seed Technology 
Seed Technology 
Seed Technology 
Ag. Statistics 
Ag. Statistics

The UAZ academic advisor kept a close watch on the progress 
of each participant. UAZ has submitted quarterly progress 
reports on each candidate. It is expected that Messrs. Massaly 
and Bakhoum will complete their course work by December 1991. 
Messrs. Wague and Carvalho should complete their course work by 
May 1992. If Mr. Soumare is allowed to continue his program at 
the University of Iowa, he would complete his course requirements 
at the close of the 1992 fall semester.

Upon their return to Senegal, and under the supervision of 
one of their U.S. professors, the masters candidates will spend 
one year preparing a thesis directly related to their 
professional interests. Funds had been allocated for this under 
the APS project. However, since the contractor's involvement 
with the training program is terminated, arrangements were made 
between AID/W and USAID for the continued monitoring of this 
academic training program and the required administrative 
coordination.

b. Short-term Professional Training

Virtually no short-term training was provided. 
DPCS candidates demonstrated an inadequate knowledge of the 
English language to attend short courses in the United States and 
training in French speaking institutions in Western Europe 
required a waiver by USAID (a time-consuming procedure). Efforts 
to send a DPCS employee to the National Germplasm Bank in 
Colorado for training in modern laboratory techniques were not 
successful. This contrasted with the strong interest of ISRA and 
DSA in short-term "training. In November 1989, when USAID decided 
to "freeze" the APS related seed quality research and 
agricultural statistics programs, training plans for the staff of 
these institutions had to be terminated.
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The only short-term training that materialized was the study 
tour of agricultural credit institutions in the United States and 
Morocco, which was organized by Chemonics. The APS director and 
the chief of party participated in the study tour program, which 
took place in December 1989.

e. Financial Aspects of the APS Training Program

As of February 28, 1991 UAZ reported to Chemonics 
that $98,033 had been expended to provide subcontract services as 
compared to an overall budget of $806,640. Expenses reported by 
UAZ were 12 percent of budgeted funds. This is because only five 
out of nine academic participant trainees had been in the United 
States for ten months as compared to the 24 months of training 
budgeted for each of nine participants. The UAZ short-term 
training budget was based on 25 participant trainees, but UAZ did 
not provide any actual short-term training service because short- 
term training activities were also frozen by USAID. For further 
details, please refer to annex £.

6. Commodities Procurement

Of the commodities purchased under the project, all 
items were inventoried and transferred at the close of the 
project to the appropriate GORS or USAID entities.

C. Project Management and support Activities

The activities addressed under this heading cover the actual 
workings of the host country contract mechanism and of the joint 
management approach; the adequacy of accounting, administrative 
and financial controls; the administration of the technical 
assistance team; the relationship with the host institutions 
involved in project implementation; and liaising with MDRH and 
USAID.

1. Host-country Contract Mechanism and Joint Management 
Approach

The corollary of the host country contract mechanism 
involving MDRH and Chemonics in the implementation of the APS 
project was the joint management approach. This concept, which 
was negotiated and implemented with the first APS project 
director, worked reasonably well while he remained in his 
position until January 22, 1990. Yet, the two subsequent project 
directors and the deputy director alleged that the joint 
management approach represented a major hindrance to their 
executive authority. Furthermore, they complained that USAID 
regulations were not adapted to efficient project management.

Some of the contractor's stated responsibilities were to 
ensure the conformity of project actions and expenses with AID
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policies and regulations and to minimize non-reimbursable 
expenses incurred by the project. In addition, the contractor 
was to make sure that project assets would be used in accordance 
with project objectives as stated in the Grant Agreement as well 
as in Contracts Number 1 and 2. There were major differences in 
the interpretation of these documents between some of the project 
directors and the contractor, which hindered project 
implementation.

2. Accounting, Financial, and Administrative Controls

As soon as Chemonics became involved in the joint 
management of the APS project, it turned its attention to the 
strengthening and improvement of the local currency fund 
financial, accounting, and administrative controls that had been 
installed by MSI to correct shortcomings identified by a non- 
federal audit of project expenditures. The following corrective 
measures were taken by the APS project director and the 
contractor:

. Replacement of the manual accounting system with Solomon 
III, an electronic data processing accounting system that 
uses a single data base and makes it possible to provide 
detailed, accurate, and up-to-date accounting and 
financial reports and to keep an audit trail of all the 
transactions recorded in the general ledger.

. Installation of project asset controls covering the
inventories of capital goods and fuel, the consumption of 
fuel by vehicles, the maintenance of vehicles, as well as 
the monitoring of housing allowances.

. Preparation of the APS project administrative, accounting 
and financial procedures manual and publishing it in 
English and French. The manual outlined detailed 
procurement and payment procedures for proper handling and 
itemization of project expenses in accordance with 
generally accepted accounting standards. The manual also 
covered procedures pertaining to inventory tracking, bank 
reconciliation, and preparation of monthly expenditure 
vouchers and advance requests for submission to USAID. 
The controller's office of USAID/Dakar praised the APS 
procedures manual and intended to adopt its format for use 
by other contractors in Senegal. :-

Although these accomplishments were not mentioned by the 
interim evaluation team, they significantly strengthened the 
project administrative capability.

3. Management of the Technical Assistance Team

The interim evaluation report pointed to a lack of 
cohesiveness among the members of the team. This criticism is
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justified. However, some of the contributing factors should have 
been explained. The project design, which required that 
technical assistants be posted with GORS host institutions rather 
than with the APS headquarters, was instrumental in creating a 
divisive attitude. This was further aggravated by the struggle 
between the first APS project director and the DPCS director over 
the control of the seed certification specialist's and the seed 
production agronomist's activities. Given this arrangement, the 
line of authority issues were not resolved to all parties' 
satisfaction.

4. Relationship between the APS Project and GORS Entities 
Involved in the Implementation of the APS Project

The relationship between the first APS director and the 
DPCS director was uneasy. The DPCS director insisted that he 
should retain technical as well as administrative control over 
the two technical advisors assigned to his agency, including 
control of project funds for that purpose. This position was 
opposed by the APS project director and the chief of party who 
were responsible for the management and evaluation of the 
technical assistance team in conformity with host country 
Contract Number 1 (Article 20A). In spite of several meetings, 
the control issue was never resolved. However, procedures were 
agreed on for the approval of travel orders and the purchase of 
inputs for implementing the APS/DPCS action programs.

The relationship between APS and DPCS was affected by a 
fundamental difference in goals. The APS was designed as the 
instrument of change leading to the restructuring of DPCS and its 
withdrawal from seed production, whereas DPCS focused on peanut 
research and production supported by the French government. 
Another major difference was that the APS contribution focused on 
cereal seeds. Cereal seeds accounted for a minor part of DPCS's 
activities, which were dominated by peanuts. Furthermore, DPCS 
did not provide a sufficient level of support to the APS 
technical advisors to sustain planned activities. Their 
counterparts did not work on the APS program on a full time basis 
and during 1990, the seed production agronomist had to work alone 
after the resignation of his counterpart. Finally, the APS 
technical assistance, which consisted of two seed specialists and 
the funding of per diem and fuel allowances, contrasted sharply 
with that of the Plan Triennal Semencier (PTS) sponsored by 
Caisse Centrale (French), which entrusted the direct management 
of substantial funds and resources to the DPCS director who also 
served as the director of PTS.

Had a better working relationship between APS and DPCS 
prevailed, it is likely that the modest results obtained by the 
contractor's technical advisors could have been very different. 
As an example for the record, in September 1989, the same 
protocol draft that was proposed to and not accepted by the DPCS
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director, was submitted to the director of DA who expressed his 
willingness to sign the document without any change.

5. Liaising with MORE

Since the APS project director reported directly to the 
MDRH minister, all project related communications -.;ith the 
minister took place between him and the project director. With 
the exception of the second project director, no detailed written 
or oral briefing of such meetings was provided to the Chemonics 
chief of party or the other technical advisors. During the 
course of the project, the minister met only once with the 
Chemonics technical assistance team on March 8, 1990, when the 
team made an APS project presentation that was well received.

Moreover, the response of the minister and his staff to some 
important documents from the APS project was not always 
forthcoming. For instance, the January 1990 detailed report on 
the agricultural credit study tour to Morocco and the United 
States, which outlined a number of options for the APS credit 
program including the termination thereof, did not elicit any 
comment from the minister and his technical staff. Finally, the 
idea advanced by the minister for the creation of an APS Project 
Monitoring Committee was never implemented. The foregoing 
demonstrates that communications between the APS project and MDRH 
were not effective and that MDRH's interest in the project was 
minimal.

For the record, the contractor feels compelled to mention 
that the APS project director excluded the Chemonics chief of 
party from two important meetings on July 2 and July 27, 1990. 
These meetings concerned the termination of the APS project.

6. Liaising with DSAID/Dakar

The relationship between the APS project and several 
officials of the USAID mission staff was a close one. As befits 
the situation, APS kept the financier up to date with the 
progress of the project and consulted the USAID staff with 
respect to policy issues. Major meetings were reported to the 
APS staff and the technical assistance team by the chief of party 
who usually prepared a written record thereof.

Another compelling reason for the close relationship between 
APS and USAID was the slow reaction time of the mission staff. 
The chief of party had to follow up repeatedly on the status of 
contractual documents, annual work plans, voucher payments, terms 
of reference for short-term assignments, and other matters 
awaiting approval at USAID. This close contact with the ADO 
personnel resulted in an informal but meaningful flow of 
information that was passed to the APS director and his deputy.
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SECTION IV 
MAJOR PROJECT ISSUES

This section of the report will focus on several major 
project design, implementation, and management issues that 
emerged during the course of the APS project. Technical issues 
will be treated separately in technical reports submitted by the 
seed certification specialist and the seed production agronomist. 
Twelve issues were identified as the cause of major problems 
during project implementation:

. Defective project design

. Inflexible project design

. Predetermined evaluation conclusions

. Unilateral actions by USAID

. USAID micro-management style and slow response

. Inadequacy of host-country contract mechanism and joint 
project management approach

. Lack of strong GORS interest in the APS project and 
lack of DPCS interest in participant training

. APS responsibility for project implementation without 
concomitant authority

. Delays in recruiting the technical assistance team 

. Unclear channels of command for technical advisors 

. Excessive scope of COP's responsibilities

. Inefficiencies in the offshore procurement of project 
equipment

A. Defective Project Design

This issue was by far the most serious one. As the mission 
deputy director pointedly remarked, "there was nothing one could 
do with a badly designed project and not even Einstein could have 
made it work." This overriding issue deserves a closer 
examination, and four illustrative examples follow.

29



1. Project Objectives

The objectives of the APS project were so ambitious and 
diverse that the feasibility of the project was questioned by the 
evaluation team. This constituted the first design flaw.

2. Credit Component

The second instance of defective design was in the 
fundamental assumption, used for the design of the credit 
component, that commercial banks would be willing to use the APS 
credit line. This assumption proved to be false. First, it 
ignored the high risk perception that commercial banks in Senegal 
associated with agricultural credit, in part due to the lack of 
collateral resulting from the land tenure system in rural areas. 
Second, the design did not take into account the current credit 
extension procedures used by commercial banks and the 
availability of more favorable credit terms and conditions 
offered by other donors, which were subject to less stringent 
conditional it ies. Consequently, the APS credit line became 
unusable.

Another questionable component of the credit design was the 
creation of the Banking Committee that was intended to provide 
policy guidance to the APS project. No advice was ever offered 
by the chairman of the committee (the DDI director) and when his 
services were required for the ratification of the SGBS protocol, 
this process required no less than three months.

3. Resource Availability

The third example concerns the disproportion between 
stated objectives and resources, both human and financial. The 
project was designed with too many objectives and too few 
technical advisors and resources to implement them. The scope of 
the seed component was intended to cover all cereal crops (i.e., 
rice, maize, millet, sorghum, and cowpeas) throughout Senegal 
with two technical advisors and their part-time counterparts. 
The local currency budget did not include any funding for 
technical activities except per diem and fuel costs. As a 
result, the first annual work plan submitted by the seed 
specialists had to be reduced by a ratio of three to one to match 
available resources.

4. Creation of Private Seed Industry

The APS project was also intended to facilitate the 
creation of a privately owned cereal seed industry. This 
objective was faulty on at least three grounds. First, the size 
of this market is very small and at least five to seven years of 
extension and promotion efforts will be required to develop the 
market for certified and improved seed so that its scale may
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attract private investors. Second, with the exception of rice 
seed, the profitability of non-hybrid corn or sorghum seed and of 
millet variety seed is generally very low. Third, the complete 
privatization of the cereal seed sector, that is, from seed 
multiplication to processing and brand identification, is a long- 
term process. Thus, the objective to privatize the cereal seed 
industry prior to the stated projected completion date of 
December 31, 1991 was not realistic.

B. Inflexible Project Design

The above project design deficiencies were identified by the 
technical assistance team shortly after their arrival in Senegal. 
These deficiencies were formally reported to USAID in a cover 
letter, dated July 5, 1989, accompanying the first annual work 
plan. Although the ADO chief was satisfied with the team's 
effort to highlight major project issues, no corrective action 
was taken since it was alleged that all design changes would have 
to be postponed until the results of the interim evaluation could 
be assessed.

The same message was repeated on several occasions by 
various members of the USAID mission. There was agreement in 
private that the project design (especially that of the credit 
component and the eligibility conditions thereof) was inadequate 
and that further delays in changing it would be detrimental to 
the progress of the APS project. Despite this, the official 
position of USAID did not waiver, although there was some 
discussion to extend the project an additional year at no 
additional cost due to its late start-up.

The slight modifications made by USAID in the spring of 1990 
to the interest rate and maturity period were not significant 
enough to allow a turnaround of the situation. Thus, by the time 
the interim evaluation team landed in Dakar, no loan had been 
disbursed and the evaluators could only recommend the suspension 
and redesign of the project.

C. Predetermined Evaluation Conclusions

In retrospect, the interim evaluation process appears to 
have been carefully planned to provide the required official 
justification for sanctioning the termination of the APS project. 
The excuse for not considering changes to the project design 
until the analysis of the evaluation report enabled USAID to 
postpone a difficult action for nearly one year.

It is appropriate to remark that two components, namely seed 
quality research and agricultural statistics, were frozen by 
USAID in November of 1989, well before the definition of the 
scope of work for the interim evaluation. Moreover, the refusal 
of the mission staff in October of 1989 to consider major changes
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to the APS credit program so that the credit line could be 
activated prior to the start of the 1990-1991 season is another 
indicator that a decision sealing the fate of the project had 
already been reached at that time. The early operability of the 
APS credit line was a high priority to the project management 
team but appeared to be of lesser importance to several members 
of the USAID mission.

D. Unilateral Actions by USAID

On several occasions, USAID acted unilaterally without any 
prior consultation with the contracting agency or the contractor. 
One such occasion was when USAID froze the activities of the 
agricultural statistics and seed quality research components 
under the APS project. Official notification of this important 
decision occurred while the APS project director and the 
Chemonics chief of party were in the United States on an 
agricultural credit study tour.

Another instance of unilateral action without any prior 
discussion with the APS project personnel occurred last spring 
when USAID refused to consider the extension of short-term credit 
from the $300,000 APS pilot credit line designated for vegetable 
growers to an integrated tomato-growing and processing company. 
Upon receipt of an APS memorandum on the subject and without 
consulting APS personnel for any further information, the project 
officer alleged that the loan was not in accordance with the 
eligibility conditions for use of the APS credit line, and 
immediately initiated a course of action leading to the 
disapproval of the proposed transaction. Later, after further 
examination, the validity of the proposal was recognized but by 
then it was too late for the loan to qualify due to policy 
changes.

E. USAID Micro-management Style and slow Response

Because the APS project was a difficult one and because its 
funding was substantial, the USAID project officer and mission 
staff displayed extreme care in the handling of project matters. 
The result was a very high degree of micro-management.

The approval of Contracts Number 1 and Number 2 is a good 
illustration of this point. Contract provisions negotiated and 
agreed upon by the contracting agency and the contractor were 
changed by the mission although the project officer or another 
mission representative attended the negotiations. New clauses 
and budget presentation formats were required by the mission. 
Mission personnel became involved in every detail of the 
contracts. USAID's approval process took five months. When it 
became necessary to amend these documents to reflect new NICRA 
overhead rates and the payment of the contractor's fee for the 
management of local currency funds, this micro-management process 
was repeated and mission approval took another six months.
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USAID's micro-management style was compounded by an usually 
slow response pattern. APS files contain instances of APS 
memoranda that were not acknowledged by their addressees within 
ADO. Files also contain other instances of responses received 
two or three months late. This slow reaction time did not 
facilitate smooth implementation of the project and was 
detrimental to its progress.

For instance, the first annual work plan, which was revised 
in accordance with USAID comments, was submitted to USAID in 
early November 1989. It was not until April 18, 1990 that 
USAID's formal approval was received by the APS project office. 
By that time, the first year of the project was over. The USAID 
director became concerned about this situation and attempted to 
shorten the approval process for the second year work plan by 
promising that the document would be approved within ten days of 
its submission, yet the approval process still required two and a 
half months.

As the project neared the termination date of December 31, 
1990, and following the arrival of the new deputy chief within 
ADO, USAID's reaction time improved considerably. Had this 
improvement occurred earlier, it would have certainly helped the 
implementation of the APS project.

F. Inadequacy of Host-country Contract Mechanism and Joint 
Management Approach

The legal and management mechanisms selected for the 
implementation of the APS project by the contracting agency and 
the contractor required a willingness to abide by contractual 
obligations, an equal commitment to achieve project objectives, 
and open lines of communication. As long as this climate 
prevailed, these mechanisms worked well. However, the climate 
changed after January 22, 1990 when the first APS director was 
removed. This change placed an added burden on the Chemonics 
chief of party who had to make sure that all activities were in 
conformity with the various project documents.

The second APS project director was interested in promoting 
such concepts as a direct credit system to agricultural producers 
under the aegis of the project, an autonomous project 
implementation organization to be financed by project funds, and 
financing and building of installations for the storage and 
handling of all crops and agricultural products. However valid 
these concepts may have been, they did not conform with the 
contracts' stated project objectives and the spirit of the Grant 
Agreement. Their formulation represented a diversion of project 
activities.

The third APS project director was involved in the 
termination of the project. He viewed the joint management
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system as an untenable obstacle to his own authority and he would 
not always adhere to USAID policies (e.g., TT vehicle use) or APS 
internal control procedures. Consequently, his commitment to the 
APS system of joint management as outlined in Contract Number l 
was ambiguous.

With the departure of the first APS director, several 
aspects of the project did improve. Although aspects of project 
management were different, with the change of project directors 
and the changeover of DPCS activities to DA supervision, the seed 
certification specialist and seed production agronomist felt 
their situation much improved and had much more freedom to pursue 
their technical work unhindered by project management conflicts.

In retrospect, the host-country contract mechanism and its 
joint management corollary did not work in the best interest of 
the project. It did not encourage harmonious working 
relationships between the contracting agency and the contractor 
and it did not facilitate project implementation.

G. Lack of GORS Interest in the APS Project and Lack of DPCS 
Interest in Participant Training

GORS interest in the project did not seem to be very keen 
since it did not fund the project adequately and it did not 
follow the performance of the APS project at regular intervals. 
GORS 1 contribution to the project fell substantially short of the 
amount of counterpart funds mentioned in the Grant Agreement. 
Anbd advances by the Senegalese Treasury Department were only 
eight percent of the earmarked amount. Furthermore, at the MDRH 
level, no monitoring mechanism was installed to oversee the 
project on a quarterly basis although the idea was suggested 
officially at least twice.

A different pattern of limited interest was evidenced at the 
level of the institutions hosting the APS technical advisors. 
Although great interest was displayed with respect to gasoline 
coupons, per diem allowances, and the funding of non-APS project 
activities, DPCS did not play its part fully with regard to 
counterparts and the logistical support to be provided to the 
seed certification specialist and the seed production agronomist. 
DPCS did not provide sufficient secretarial or even typing 
support and counterparts had very limited availability to travel 
for APS project work.

As for training, DPCS was allotted seven of the nine 
academic participant trainees under the APS/UAZ training program. 
DPCS only provided two of its employees who left in January 1990 
for the United States. Since the DPCS director deemed it 
impossible for management efficiency reasons to release more 
qualified employees"at the time, the Training Committee decided 
to grant one of the remaining five scholarships to the ISRA
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agronomist responsible for the selection of cereal seed varieties 
at the breeder seed level. DPCS' failure to provide more 
qualified candidates before the long-term training program was 
frozen in November 1989 is largely responsible for the project's 
inability to meet stated objectives.

Although DPCS had planned short-term training activities in 
the first annual work plan, none of them took place. DPCS was 
slow in responding to specific training oppportunities and 
selecting candidates for study tours in the United States and in 
India. Valuable opportunities to upgrade the technical level of 
DPCS employees were therefore lost.

H. APS Responsibility for Project Implementation Without 
Concommitant Authority

The role of the APS project director and Chemonics chief of 
party was to plan and coordinate the implementation of project 
activities with DPCS, DA, and ISRA, and to provide the required 
administrative and financial support. Although the APS project 
office did not have any line management authority over the above- 
mentioned GORS agencies, it was the only management unit that was 
directly responsible to MDRH and USAID for project implementation. 
Under these conditions, it was extremely difficult to convince 
the DPCS director (who pursued other interests in the seed area 
at the same time) to take appropriate measures. This situation 
was in contradiction with the management principle of 
responsibility with authority.

I. Delays in Recruiting the Technical Assistance Team

Chemonics 1 bid was submitted in early March 1988. Contract 
negotiations began four months later, but by the time the 
contract was finalized in January 1989, long after the initial 
schedule, the candidates submitted in the Chemonics proposal had 
accepted other employment and Chemonics had to recruit a new 
technical assistance team. Recruiting technical experts with 
fluent French in the United States who are willing to go to 
Senegal is not an easy task. Recognizing this difficulty, the 
contractor recruited candidates on a worldwide basis.

The contractor's efforts to deliver candidates in a timely 
fashion were not always successful but it should be acknowledged 
that the candidates submitted to the GORS were of high caliber. 
The initial ISRA candidate accepted by the GORS was later 
rejected when USAID changed the scope of work. ISRA subsequently 
adopted a very narrow selection approach that resulted in the 
elimination of several excellent professionals. The problem was 
also aggravated by delays in contract negotiation, approval, and 
ratification, which caused at least two candidates to reconsider. 
Chemonics proposed two outstanding candidates for the positions 
of advisors in seed quality research and agricultural statistics
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who were formally accepted by the GORS. Unfortunately, USAID 
decided to freeze these components and the contractor's efforts 
were in vain.

The submission and approval of candidates to the GORS 
accounted for substantial time spent by Chemonics and the chief 
of party that could have been spent in a more productive manner 
toward project implementation. ISRA requirements were not always 
clearly defined and, eventually, ISRA lost the opportunity for 
the professional contribution of highly qualified researchers and 
much needed equipment.

J. Unclear Channels of Command for Technical Advisors

The channels of command as they applied to technical 
advisors were confused and proved to be divisive. The chief of 
party, as the contractor's senior representative in Senegal, was 
responsible for guiding the two technical advisors posted at DPC3 
in the preparation of annual work plans, trip reports, and 
quarterly reports in accordance with deadlines. The chief of 
party also assisted them in coordinating project activities, 
sharing information, and monitoring administrative details 
involving Chemonics and the technical assistance team. At the 
same time, the director of DPCS worked directly with these 
advisors on the technical aspects of their jobs on a day-to-day 
basis.

The APS project director and the chief of party perceived 
their role as shared management authority over the technical 
advisors and discussed project activities with them. However, 
the DPCS director sought to exercise complete control and 
authority over the two technical advisors hosted by his agency. 
This contributed to the atmosphere of suspicion between the APS 
project and DPCS. The technical advisors were caught in the 
middle and the issue was never resolved.

K. Excessive Diversity of Chief of Party's Responsibilities

Although the chief of party's job description was very 
detailed, it did not cover all the activities he had to 
undertake. He was spread too thin between several types of 
responsibilities that involved the supervision of the technical 
assistance team; the coordination of project components; liaising 
with USAID and GORS entities involved in project implementation; 
the preparation of progress reports and annual work plans; the 
promotion of the credit program to banks and potential users of 
the APS credit line; an active role in the planning of the 
participant training program; involvement in the preparation of 
the APS Procedures Manual; the monitoring of contractual 
documents; the approval of commitments and the payment of 
invoices jointly with the APS project director; the certification 
of monthly USAID local currency vouchers; the submission of
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quarterly advance requests; and interfacing closely with the 
staff of the Accounting and Administrative Unit within the APS 
project. In addition, the chief of party had to respond to 
Chemonics 1 requests for various types of administrative matters.

The chief of party had too many tasks and was unduly 
immersed in detailed administrative matters. An administrative 
assistant would have helped him discharge his other responsibili 
ties more efficiently. This assistant position was not forecast 
in the contractual documents and the first APS project director 
was strongly opposed to the recruitment of an expatriate mid- 
level professional, arguing that the existing Senegalese staff 
could assist the chief of party in these functions.

L. Inefficiencies in the Offshore Procurement of Project 
Equipment

The purchase orders placed by USAID were not always 
comprehensive. For instance, air conditioners were not included 
in the initial PIOCs- As a result of this omission, a USAID 
waiver for the purchase of higher priced air conditioners in 
Senegal was required and technical advisors had to do with one or 
two units (instead of four) during the summer of 1989. The 
freight forwarder also omitted to send 16 chairs that had to be 
shipped separately. Finally, the freight forwarder did not have 
any master packing list covering the shipment of hundreds of 
items originating from several suppliers. This made the 
identification of cartons by the receiving party unduly 
complicated. Finally, several cartons were marked with the wrong 
destination and sent to South Africa.

To be fair, not all of the commodities procured by the 
contractor were satisfactory. The purchase of computers and 
software handled by the contractor was marred by poor product 

_ quality. Two of the three computers had to be returned to the

B supplier in the United States under warranty since they did not 
. function properly and these were replaced at the suppliers' 

expense.
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SECTION V 
RECOMMENDATIONS

The failure of the APS project underscores 12 important 
lessons in project implementation and management:

. Poor project design

. inflexible project design

. Inadequacy of host-country contract mechanism and joint 
project management

. inappropriate GORS contribution 

. Lack of project monitoring 

. USAID's micro-management style 

. Long USAID reaction time

. Unclear lines of authority and responsibility for project 
implementation

. Slow recruitment of the technical assistance team

. Confused lines of authority for the technical assistance 
team

. Excessive responsibilities of the chief of party

. Time-consuming offshore equipment procurement process

Concrete recommendations are offered to correct these 
deficiencies so that the implementation of future USAID-sponsored 
projects can benefit from the APS experience. At the same time, 
the contractor believes it would be appropriate to consolidate 
project accomplishments, especially in the seed certification 
area. Specific technical recommendations are presented 
separately in annexes A and B. The contractor's recommendations 
concerning the structuring and management of technical assistance 
projects are discussed below.

A. Importance of Good Project Design

Major deficiencies in the design of the APS project were 
first uncovered by the technical assistance team and confirmed by 
the interim evaluation report. These shortcomings could have 
been avoided with a better understanding of the agricultural
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inputs market in Senegal and the role of the private sector in 
inputs distribution activities, the seed production environment, 
and the agricultural credit mechanisms, and with a clearer 
definition of objectives and human/financial resources assigned 
to the project. Project design should rest on a sound and 
accurate perception of the problem or problems to be resolved. 
It is suggested that more time be allocated to a detailed and 
sound analysis of existing conditions in Senegal and that the 
contractor selected for the preparation of the project paper be 
directed to use qualified local consultants to assist them in 
establishing contacts, and gathering and interpreting information 
so that egregious design errors can be minimized in the future.

B. Need for Flexible Project Design

Many of the major flaws in the project design had been 
identified, and specific recommendations to correct the flaws had 
been proposed, long before the arrival of the evaluation team in 
Senegal in July 1990. Instead of allowing changes to be made to 
enhance project implementation, many of the project activities 
were frozen, awaiting the evaluation. These activities were 
suspended for half of the life of the project, from October 1989 
to July 1990. This was an unduly long period of time spent 
waiting for an interim evaluation whose findings were to be used 
by USAID to improve project design. The project should have been 
allowed the flexibility to implement some of the major design 
changes proposed by Chemonics and MDRH.

C. Need for Direct contract Mechanism

Since host country contracts did not resolve the problem of 
divergent approaches and interests of the contracting party and 
the contractor in the implementation of the APS project, and 
since two out of three APS directors were highly critical of the 
joint management system, the direct contract mechanism may be 
more appropriate for future technical assistance projects in 
Senegal. Unless a more reliable financial management structure 
can be implemented, the contractor should be the only party 
involved in the management of U.S. dollar and local currency 
funds provided by USAID in Senegal if it is to accept all the 
financial responsibility. In this fashion, the contractor's 
fiduciary responsibility for the management of project funds 
would go with full authority and the contractor staff, would be in 
a better position to direct all of its time and energy towards 
attaining stated project objectives. A direct AID contract 
between Chemonics and USAID/Dakar would have greatly facilitated 
project implementation in almost every aspect of this, project.

D. Better-adapted GORS Contribution to Project Funding

The contribution of the GORS to the project was insufficient 
and not well^-adapted to the implementation of the project.
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Future technical assistance agreements should contain provisions 
to guarantee fuller and faster advances by the GORS Treasury that 
could be linked to advances by USAID so that the GORS would have 
a more significant financial involvement in and display a 
meaningful commitment to project implementation. Future 
agreements should avoid the use of local funds to pay for the 
travel expenses of GORS employees serving with the project after 
a certain date. This provision of the grant agreement, which 
could not be changed, worked against the best interest of the 
project since Senegalese personnel refused to travel on the much 
lower GORS per diem rates than those they had become accustomed 
to receiving while USAID was funding their per diem. A sounder 
approach would require that the GORS 1 contribution consist of 
office space from the very beginning of the project. The cost of 
all improvements could be financed with USAID funding.

E. Need for Project Monitoring Mechanism

Future projects, regardless of the contractual mechanisms, 
should incorporate a monitoring body responsible for the ongoing 
review of accomplishments and constraints. This body ought to 
involve the participation of all parties concerned with project 
accomplishments including higher echelon personnel who would 
benefit from direct access to information. This mechanism would 
allow for better communications, especially for those involved in 
difficult decisions such as the freezing of certain activities.

F. Avoiding Micro-management by DSAID

The implementation of the APS project was adversely affected 
by the micro-management style of the USAID mission. It is 
recommended that a more flexible and decentralized management 
style be adopted in the future. Decentralization that goes in 
tandem with increased accountability at all levels is not 
incompatible with the operating procedures of several U.S. 
government entities such as the Overseas Private Investment 
Corporation (OPIC) and the Farm Credit Administration (FCA). A 
decentralized, albeit prudent, management style on USAID's part 
would be better adapted to projects designed for the expanded 
role of the private sector not only in Senegal but in other 
developing countries.

G. Shortening USAID's Reaction Time

If future projects are going to be implemented in conformity 
with project stated objectives, the financier should be able to 
react promptly so that project implementation will not be delayed 
for bureaucratic reasons. Serious consideration should be given 
to the delegation of decision-making authority down to the level 
of the office chief within the mission. Practical criteria 
should be defined for delegation of authority and only matters 
involving policy decisions or major financial commitments should
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involve clearance by all office heads. The implementation of 
future projects involving the development of private sector 
activities in Senegal should be based on a decentralized 
management structure and the delegation of authority within the 
USAID mission.

H. Need for Clearly Defined Lines of Authority and 
Responsibility

One of the major issues of the project was the management 
conflict between the APS project office and the GORS entities 
involved in project implementation activities. The APS project 
director did not have any line management authority over these 
entities and was placed in the difficult position of bearing full 
responsibility for project implementation although the directors 
of other entities such as DPCS did not share any. In the future, 
such situations should be avoided and the principle of project 
management through "ad hoc" task forces should be enforced. If 
an external project management structure is deemed indispensable, 
as was the case in the APS project, channels of line management 
authority between the head of the project and the entities 
involved in project implementation should be clearly defined. If 
the project head is to be fully responsible, he should be 
appointed the head of the task force with appropriate line 
management authority.

I. Accelerating the Recruitment of the Technical Assistance 
Team

In future projects, the recruitment of technical advisors 
could be accelerated if job description specifications of 
technical advisors were not changed after the award of the 
contract, if GORS officials responsible for the approval or 
disapproval of the candidates submitted by the contractor were 
less arbitrary, less bureaucratic, and more practical, and if the 
approval of contractual documents by USAID and the GORS did not 
require up to ten months. At the same time, firm deadlines 
should be negotiated and established for the submission of 
qualified candidates by the contractor.

J. Need for Defining Lines of Authority for the Supervision of 
Technical Assistance Team

If technical assistance teams of future projects are going 
to be managed efficiently, it is essential that lines of 
authority and reporting relationships involving technical 
assistance personnel be clearly defined. Technical advisors 
should report only to the chief of party who represents the 
contractor in situ. The absence of a formal reporting pattern or 
relationship between the chief of party and other technical 
advisors can only encourage independent behavior and related 
inefficiencies.
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K. Streamlining the COP'S Job Description and Responsibilities

Although chiefs of party are expected to work hard and long 
hours, their tasks must be manageable. It is suggested that a 
strong administrator, familiar with USAID rules and regulations 
and with a good background in auditing, be provided so that the 
chief of party can devote his time to discharging his technical 
and management responsibilities.

L. Improving the Offshore Equipment Procurement Process

When dealing with the purchase of project equipment from the 
United States, USAID should give more attention to the 
preparation and handling of purchase orders. To minimize the 
cost of procurement, large purchase orders should be as 
comprehensive as possible. When shipping goods involving several 
suppliers, the freight forwarder in the United States should take 
great care in properly marking crates and cartons and in the 
preparation of a master packing list so that their identification 
by the receiving party does not require an unduly complicated and 
time-consuming process.

With respect to the procurement of the project's computer 
equipment, the contractor experienced problems with the supplier 
not having routinely conducted adequate trials and quality checks 
prior to shipment. Consequently, the two computers, including 
air freight tax from Senegal, were replaced at the supplier's 
expense. The purchasing agent should be more directly involved 
in the specification of accessories such as cables, internal 
drives, and transformers.
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ANNEX A

DETAILED TOTAL LIFE OF CONTRACT 1 
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Senegal Agricultural Production Support Project 
Detailed Total Life of Contract - Contract Number 1 

In U.S. Dollars

Line Items

I. TECHNICAL ASSISTANCE (T.A.)

A. Contractor Salaries
1. Long-Term T.A. Salaries
2. Short-term T.A. Salaries
3. Home Office Salaries

8. Contractor Post Differential 

C. Contractor Fringe Benefits

D. Contractor Travel/Per Diem/Transport
1. International Travel
2. Per Diem
3. Shipping (HHE. etc.)

E. Contractor Allowances

F. Contractor Other Direct Costs

Sub-Total - Contractor T.A.

G. Subcontractor Salaries
1. Short-Term T.A. Salaries
2. Home Office Salaries

H. Subcontractor Fringe Benefits

I. Subcontractor Travel/Per Diem
1. International Travel
2. Per Diem

Sub-Total - Subcontractor T.A.

II. OTHER COSTS

A. Contractor Overhead
1. Long- & Short-Term Field T.A.
2. Home Office T.A.

8. Contractor General & Administrative 

C. Contractor Fixed Fee 

Sub-Total - Contractor Other Costs

0. Subcontractor Overhead
1. Short-term Field T.A.
2. Home Office T.A.

E. Subcontractor Fixed Fee

Sub-Total - Subcontractor Other Costs

GRAND TOTAL

Project to Date [1]

Contract Budget

2.194.872.00

1.043,900.00 
842.430.00 
174.918.00 
26.552.00

119,023.00

177,463.00

436,888.00 
137,804.00 
124,312.00 
174,772.00

266,934.00

74.499.00

2.118,707.00

47.835.00 
37.512.00 
10,323.00

13,015.00

15.315.00 
6,045.00 
9.270.00

76,165.00

1,009,662.00

688,834.00 
666,566.00 
22.268.00

93,231.00

197,822.00

979,887.00

26,710.00 
20,850.00 
5.860.00

3,065.00

29,775.00

3,204,534.00

Expenditures 
Through 10/31/90

730.932.52

355,902.84 
317,537.50 
27.806.06 
10,559.28

44,033.08

60,503.45

128.223.73 
53.810.51 
20.595.37 
53.817.85

87,259.98

48.519.69

724,442.77

2.413.80 
2.413.80 

0.00

386.20

3.689.75 
2,683.00 
1.006.75

6,489.75

336,546.67

238,270.37 
215.034.50 
23,235.87

31,056.61

65,903.69

335,230.67

1.316.00 
1.316.00 

0.00

0.00

1.316.00

1,067,479.19

Percentage 
Expended

33.30%

34.09% 
37.69% 
15.90% 
39.77%

37.00%

34.09%

29.35% 
39.05% 
16.57% 
30.79%

32.69%

65.13%

34.19%

5.05% 
6.43% 
0.00%

2.97%

24.09% 
44.38% 
10.86%

8.52%

33.33%

34.59% 
32.26% 

104.35%

33.31%

33.31%

34.21%

4.93% 
6.31% 
C.00%

0.00%

4.42%

33.31%

Funds 
Remaining

1.463.939.48

687,997.16 
524,892.50 
147,111.94 

15.992.72

74,989.92

116,959.55

308,664.27 
83,993.49 

103.716.63 
120,954.15

179.674.02

25.979.31

1.394,264.23

45,421.20 
35.098.20 
10,323.00

12,628.80

11.625.25 
3.362.00 
8,263.25

69,675.25

673,115.33

450,563.63 
451.531.50 

(967.87)

62,174.39

131.918.31

644,656.33

25,394.00 
19,534.00 
5,860.00

3,065.00

28,459.00

2,137,054.81

[1] JTD costs figures from Solomon rept. 6.65
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Senegal Agricultural Production Support Project 
Budget Suimary - Contract Number 1 

In U.S. Dollars

Line Items

I. TECHNICAL ASSISTANCE (T.A.) 

Sub-Total - Contractor T.A. 

Sub-Total - Subcontractor T.A.

II. OTHER COSTS

Sub-Total - Contractor Other Costs 

Sub-Total - Subcontractor Other Costs 

GRAND TOTAL

Contract Budget

2.194.872.00

2.118.707.00

76.165.00

1,009,662.00

979.887.00

29,775.00

3,204,534.00

Project to Date [ 1 
Expenditures 

Through 10/31/90

730,932.52

724,442.77

6.489.75

336,546.67

335,230.67

1,316.00

1.067,479.19

] 
Percentage 
Expended

33.30%

34.19%

8.52*

33.33%

34.21%

4.42%

33.31%

Funds 
Remaining

1,463,939.48

1,394,264.23

69,675.25

673.115.33

644.656.33

28.459.00

2.137.054.81

[1] JTD costs figures from Solomon rept. 6.65
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Senegal Agricultural Production Support Project 
Detailed Total Life of Contract - Contract Number 2 

In U.S. Dollars

Line Items

I. TECHNICAL ASSISTANCE (T.A.)

A. U. of Az. Short-term T.A.
B. U. of Az. Short-Term Fringes
C. U. of Az. Travel/Transportation
0. U. of Az. Per Diem
E. Tech. Assist. Other Direct Costs

II. TRAINING

A. U. of Az. Management Fee
8. U. of Az. Short Term
C. Nine Participants. Msc. degree program
D. Contractor Short Term

III. COMMODITIES

A. ISRA Equipment
B. Ag. Statistics Equipment
C. Seed and Lab Equipment
D. Other Equipment

IV. OTHER COSTS

A. U. of Az./AAIC Overhead
B. Tech. Assist. G & A
C. Tech. Assist. Fixed Fee
D. U. of Az/AAIC Fixed Fee

GRAND TOTAL

Contract Budget 

160.626.00

61,600.00
10,226.00
20.000.00
16.800.00
52.000.00

659,041.00

9,450.00
193,750.00
455,841.00

0.00

1,200.000.00

400.000.00
400.000.00
400.000.00

0.00

303,146.00

33.758.00
182.372.00
64,077.00
22.939.00

2.322,813.00

Project to Date
Expenditures

Through 10/31/90

19,955.45

1.641.84
313.61

0.00

13,000.00

85,455.24

u:

27.328.52

27,328.52

14.907.39

1.086.97
4.282.43
9,537.99

0.00

147.646.60

Percentage 
Expended

12.42%

2.67% 
3.07V 
0.00% 
0.00% 
34.62%

12.97%

0.00% 
0.00% 
0.00% 

N/A

4.92%

3.22%
2.35%

14.89%
0.00%

Funds 
Remaining

140.670.55

59.958.16
9,912.39

20,000.00
16.800.00
34.000.00

573,585.76

76,775.00 
8.680.24

0.00% 
0.00% 

16.84% 
N/A

9,450.00 
193.750.00 
379,066.00 

(8.680.24)

2.28% 1.172.671.48

400,000.00 
400,000.00 
400,000.00 
(27,328.52)

288,238.61

32,671.03
178.089.57
54,539.01
22,939.00

6.36% 2,175,166.40

[1] JTD costs figures from Solomon rept. 6.65
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Senegal Agricultural Production Support Project 
Budget Sunmary - Contract Hunter 2 

In U.S. Dollars
Project to Date - 1 Percentage 

Line Items Contract Budget Expenditures Expended
Through 10/31/90

I. TECHNICAL ASSISTANCE (T.A.)

II. TRAINING

III. COMMODITIES

IV. OTHER COSTS 

GRAND TOTAL

160,626.00

659,041.00

1,200,000.00

303.146.00

2,322.813.00

19.955.45

85,455.24

27,328.52

14.907.39

147.646.60

12.42%

12.97%

2.28%

4.92%

6.36%

Funds 
Remaining

140,670.55

573,585.76

1,172,671.48

288,238.61

2.175,166.40

1 JTD costs figures from Solomon rept. 6.65
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ANNEX C

LOCAL CURRENCY EXPENDITURES 
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EXTRTT T r-rAl. CURRENCY EXPENDITURES 
PERIOD i POM ^CTOBER TO NOVEMBER 90

F CFA

FOR THF

1

! ITEM

ii. TECHNICAI ASSISTANCE:
i
!Tran*it s storage
'Transport for goods
!In co' m try per diem
!ConsuHants per diem
[Housing K guards
[Contract studies
i
! SUBTOTAL

i
III. TRAINING
i
'tanging*? * «pminars
i
! SUBTOTAL

i
!I1T. COMMODITIES
i
t Expendable supplies
IPuel and lubricants
ll.cral en.'J'i pwant
I
(SUBTOTAL
i
1
! iv. onjEn COSTS
i
'.Salaries
( F r i n qe s
! Admi n . expenses
!Per diem
I Air fares
[Vehicles maintenance
'Mor.orc.ye.le maintenance
[Office equipr maintenance
lAudH and evaluation
!Mi ̂ ce J lane</ti~
i
! SUBTOTAI
.

1
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! QUARTER

.
i
'. 447
i
! 680
i
! 3 338
!
j
! 4 466

> i
j
i
j
! 147
i
! 147

1
1
i
! 901
I 5
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i
j
j
j
! 6 809
! 180
! 4 909
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i
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i
! 435
!
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j
M7 971

. i

!23 49?
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0
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0
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000
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0
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n
«se

n
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i
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i
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i
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i
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i
i
! S5
i
i
i
1
! 7
i
! 7
1
i
i

!
! 4
! 3
! 7
i
1 15
1

I

1

1
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1

! 20
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1

4
1
i ->
'
1 1 i.
\
' IDR
i

1 1 G Q ' C? O

721

523

?96

532

119

119
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.192

702

444
291
646
5S2
170
32P
1 ifl
r ̂  r
45R

54P

894

930
0

920
0

495
0

345

420

420

287
166
64?

095

049
000
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095
000
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4on
' >n?

o
no?

421

A. y i

i 

i

|
i
i
!i
i
i
i
i
i
i
i
i
i
i
i
i

i
i
i
i
i
i
i
i
i
j
1
i
i
 
i
i
i
i
i
 
 
i
i
i
i

M

'EXPENSE TO. 
TOTAL CFA BUDGET 

BUDGET - RATIO

10
10
16
16

148
11

214

114

1 14

26
35

106

167

103
43
112
13

1
ss
20
5
19
33

536

032

940
800
420
523
385
916

985

012

012

612
653
000

165

057
140
804
073
588
 ^8"

585
85P.
PfO
851

203

367

,
i

000 '
000 '
oon -
520 '
855 !
onn '

i
375 '

^

1

1

1

000 '
1

000 i
1

1
1

1

400 !
3150 '
000 '

i
760 !

I

.
i

8ft? '
849 '
800 !
88* !
800 !
180 !
nno '
000  
non  
e^c < i

j
929 !

1

064 '
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0,
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0.
0,
0,

0,
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0,
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0,
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n
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20

18
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ANNEXD

USE OF COUNTERPART FUNDS AS OF 12/14/90
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PROJET APS 

885-0269 TABLEAU OE 3UIVI FOMCOIIT. HK1

O 
1 

to

1 

1

1

.
!

!

!
!
!
!
1

1

1

i

!
i

!

j

DATE

12/11/90
12/11/90
12/11/90

12/11/90
14/11/90
14/11/90
14/11/90

14/11/SO

14-DCC-90

! IIUHERO 
! CHEQUES 
i 
i

i

/" = ===:

! 208
! 208
! 208

! 208
! 208
! 2CS
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! 208
i
i

!

!
t

!
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032

032
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037

! TOTAL

' LIBELLES ! AVANCES 'CEMTRALISATIO! 
1 • ! DEPEII3E3 !

1

!Ent.v»h. AD
!Ent.v«h. AD
!Ent.v«h. AD
!Achat 5000 1
!3MNnc«« «•«

i i
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gaz oil ! !

In. BAKEL ! !
!Angra4« proj«t BAKEL ! !
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i
I
!
!
!

! !
! !
i i

! |
i i

! ! 
—————————— i —————————— i .

! 48 952 918 !
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(25

(22
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040)1

370)!
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000)!
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i

1
I
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ANNEXE

UNIVERSITY OF ARIZONA INVOICE DATED 10/31/&0
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INVOICE 

UNIVERSITY OP ARIZONA

To: Chemonics
Washington, D.C.

Invoice Period: 
Invoice Number:

10/1/90-10/31/90 
10

For: Services pursuant to the Subcontract dated December 7, 1989,
to Chemonics International - Senegal agricultural Production Project

1. Salaries
A. Short-Term Field
B. Home Office Personnel

Total Salaries

Invoiced 
Io_Date

2,413.80
1.641.84

Budget

85,756.00
18.611.00

Remainder
This 
Invoice

83,342.20 -0-
16.969.16 814.32

4,055.64 104,367.00 100,311.36 814.32

Fringe Benefits
A. Short-Term - Field
B. Home Office -

Training Coordinator 
C. Home Office -

Campus Coordinator

total Fringe Benefits

386.20 

313.61 

-0- 

699.81

15,693.00

2,714.00

877.00

19,284.00

15,306.80

2,400.39

877.00

18,584.19

 0-

137.12

13.42

155.54

Overhead
A. Short-Term - Field
B. Home Office

tatal Overhead

1,316.00
1.086.97

56,379.00
12.338.00

2,402.97 68,717.00

55,063.00 -0- 
11.251.03 539.24

66,314.03 539.24

Training
A. Masters of Science 
B. English Language 
c. UAZ Management Fee 
D. Short-Term Training

1. Training
2. Travel

>tal Training

63,693.00
7,233.00
1,160.00

-0-
-0-

396,907.00
21,915.00
9,450.00

84,000.00
102.000.00

333,214.00
14,682.00
8,290.00

84,000.00
102.000.00

8,479.00
-0-

145.00

-0-
-0-

72,086.00 614,272.00 542,186.00 8,624.00

DTAL INVOICE 79,244.42 806,640.00 727,395.58 10,133.10
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OCTOBER, 1990
BREAKDOWN OF STUDENT EXPENSES: 

SENEGAL AGRICULTURAL PRODUCTION SUPPORT PROJECT

Stipend

Total: 762.00

carvalho;
Stipend
Tuition Fees - UA

Total:

- Fall 1990
$ 901.00 

770.00

$ 1,671.00

Massalv
Stipend

Total:

762.00

$ 762.00

& Fees - Iowa State - Fall 1990 
Fee - Iowa State - Fall 1990

Total :

$ 784.00
3,538.00

200.00

$ 4,522.00

Waoue
Stipend

Total:

$ 762.00 

S 762.00

GRAND TOTAL: S a .479.00

E-2



ANNEXE

FINAL REPORT 
SEED QUALITY CONTROL AND CERTIFICATION

CHEMOINIICS

BOOOMSt.,N.W.
Bute* BOO
Washington, D.C. BOO38

T»lj [BOB] 4BB-S34O or e93-t17B 
Paxi (BOB] 331-BBOR 
ITTTnloxi 144O3B1 CHNC UT



AGRICULTURAL PRODUCTION SUPPORT PROJECT 

CAPS PROJECT)

S ICED QUAXtXXU GOMTnOX. AMD

FINAL REPORT

BV
CLAUD 10 DRAGAHTIHI 

CHEMOHICS IHTERHATIOHAL CONSULTING DIVISION

F-l

:\



TABLE OF CONTENTS

	Pages

1. Executive summary.................................................. 3

1.1. Introduction.................................................. 3

1.2. Scope of work................................................. 3

1.3. Principal accomplishments..................................... 3

1.4. Final remarks................................................. 8

2. Background......................................................... 9

3. Project general approach........................................... 10

3.1. Introduction.................................................. 10

3.2. Summary of APS Project components............................. 10

3.3. APS seed component mode of action............................. 11

4. The Seed Certification Spcialists scope of work.................... 13

4.1. General duties................................................ 13

4.2. Specific duties............................................... 13

5. The expert's detained approach.................................... 15

5.1. Restructuring the Seed Certification Service.................. 17

5.2. Creation of Regional Seed Councils............................ 18

5.3. Seed legislation implementation............................... 19
5.3.1. Norms and regulations for production, certification

and commerce of seeds.................................. 20
5.3.2. Varietal catalog....................................... 20

5.4. Seed certification training program........................... 20
5.4.1. On-the-job training.................................... 20
5.4.2. Seminars and workshops................................. 21
5.4.3. Overseas long and short-term training.................. 21

F-2
lO



APS PROJECT - SEED QUALITY CONTROL AH) CERTIFICATION 
F 1nal Report by Claudio Bragantln 1 _________ Page 2

Pages

6. Results............................................................ 22

6.1. Restructuring the Seed Certification Service.................. 23
6.1.1. Farmer's seed quality survey........................... 23
6.1.2. Improving field quality control........................ 31
6.1.3. Establishment of post-harvest quality control.......... 34
6.1.4. Remodeling the Regional Seed Testing Laboratory........ 35

6.2. The creation of Regional Seed Councils........................ 39

6.3. Seed legislation implementation............................... 41

6.4. Training program.............................................. 41
6.4.1. On-the-job............................................. 41
6.4.2. Seminars and workshops................................. 41
6.4.3. Overseas long and short-term........................... 42

6.5. Final remarks................................................. 43

7. Lessons learned.................................................... 44

7.1. What to do.................................................... 44

7.2. What not to do................................................ 44

8. Recommendations.................................................... 46

F-3



APS PROJECT - SEED QUALITY CONTROL AND CERTIFICATION 
Final Report by Cluudio Bragantinl __ ___ PegeS

1. - EXECUTIVE SUMMARY»

1.1. Introduction;

The Agricultural Production Support Project was the major USAID project to 
assist the GOS with the implementation of the New Agricultural Policy. The 
project's problem was how to effectively increase cereal production through 
expanded agricultural input supply and output marketing by the private 
sector.

The APS Project goal was to increase cereals production on the order of 
three and one half percent by the end of the project. This increase in 
production would result in greater profitability and increased farmers 
income. This goal was to be achieved through the privatization of 
agricultural inputs and seed multiplication activities.

1.2. Scope of work:

The seed certification specialist was to assist the 'Division du Controle 
et de la Certification des Semences 1 of DPCS through the following duties:

. advise the MDRH on a National Seed Law and Seed Policy consistent with the 
framework of the New Agricultural Policy;

. assist DPCS to install and organize an efficient seed certification 
service;

. provide a training program for DPCS staff for seed certification and 
quality control program;

. work with MDRH to design, evaluate and implement a seed certification 
program in the field.

1.3. Results;

Based on the project paper's general approach and on the scope of work, the 
Seed Certification Specialist, together with his counterpart, developed the 
APS approach, best suited to accomplish the project objectives. It became 
readily clear that the APS seed component goals were very ambitious and 
difficult to achieve, particularly because of the following reasons:

a - The privatization of agricultural activities requires a market oriented 
approach that is not always easy when you deal with subsistence crops, 
which was the case of many cereal crops in Senegal.
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b - Although Senegal is not a large country, its diversity of climate and 
people requires different approaches for each region and for each crop.

c - The relative low priority that DPCS was giving to cereal crops as 
compared to peanuts.

d - The delays in project's start-up reduced the time available for its 
implementation*

In order to diminish the effects of these difficulties, the APS seed experts 
agreed that APS should concentrate its first efforts on one region of 
Senegal that has a cereal as a lead crop. Since privatization of cereal 
production was the main thrust of APS, the selected cereal crop to start 
with should be a cash crop, located in a region where the competition with 
peanuts were less and where the crop would be less vulnerable to adverse 
climate conditions.

Irrigated rice in Saint-Louis Region was selected to function as a "pilot 
project" for APS 1 first interventions. The positive experiences adapted to 
the characteristics of each cereal crop and region was supposed to be 
transferred to other regions in the following seasons.

The results of APS seed certification component were very promising if we 
take into account first the working environment the expert was subject to 
and that only one complete growing season was used to consolidate all the 
innovations proposed. APS is leaving Senegal in the middle of only its 
second seed production season.

DPCS, like many other governmental institutions in Senegal, was financially 
and administratively dependent on the French sponsored "Plan Triennal 
Semencier" (PTS). With the arrival of APS experts, a situation of conflict 
was created. The DPCS director, who was also PTS 1 director, wanted the APS 
seed component totally administered by him, technically and financially. 
In fact, DPCS 1 understanding was that APS would come and completely finance 
the cereal seed program, once established. From the very beginning, it 
became clear DPCS' lack of interest in APS' program, with its minimal 
financial assistance, and APS 1 administrative control of funds and technical 
assistance was used as excuse to block APS activities.

To aggravate the situation, these blockages were passively accepted by APS 1 
director and chief of party.

In spite of all these problems, the results were the following, presented 
by action programs:

a - restructuring the seed certification service:
The first field activity in this program was a survey that gathered the 
necessary information about the quality of rice seed farmers were using in 
the 1989/90 season. Based on 613 questionnaires that were filled out
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during interviews with farmers and the laboratory analysis made on 567 
samples the expert could quality and quantify the seed related problems in 
the region. It was through the survey that the spread of red rice, an 
aggressive, economically important weed, was detected.

b - Improving field quality control:
With only two field agents, one laboratory technician and the departmental 
officer working exclusively on seed certification, APS started the 1989/90 
season by assisting these people to set up their certification program. 
First, we contacted SAED's contract growers involved in rice seed 
production. It was very important to show that certification service was 
useful to the seed producer and not another governmental interference in 
their agricultural activities.

Changes in the certification program started being really felt when some 
farmers were advised that their field plots were rejected as seed sources. 
Since in the past DPCS never managed to have a full coordination with SAED, 
contract growers were still expecting that SAED would not consider the DPCS 
certification criteria.

At the same time certification agents were in the field the APS expert and 
his counterpart made periodic visits to SAED's offices and an agreement was 
made to enforce the certification program. Since SAED was the certified 
seed producer it agreed to support the certification program and only 
collect seed lots that the DPCS fully approved.

c - Establishment of a post-harvest quality control:
In previous years, DPCS quality control stopped at harvest time. The SAED 
team that was involved in collecting seed never consulted DPCS about the 
quality of their seed and DPCS was never fast enough to present the final 
results of laboratory analysis. Consequently, all seed was approved.

Before the 1989/90 season, the APS expert, his counterpart and DPCS 
personnel in Richard-Toll prepared a post-harvest control program that would 
enable the certification service to complete its control all the way through 
to the marketing of seed. Right after harvest, field agents would visit all 
plots taking samples of lots and immediately sent them to the DPCS 
laboratory in Richard-Toll. In ten days, the analyses were done and a list 
of the approved fields were in the hands of field agents that went back to 
the seed plots with spray paint to mark all bags that were approved. A copy 
of approved fields was sent to SAED.

The new seed certification program continued in SAED's seed conditioning 
plant, where only bags marked by DPCS were allowed to enter. A seed 
certification tag was designed for the Saint-Louis Region'and each bag of 
certified rice seed was clearly identified with these tags.
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At the market level, the APS seed experts started influencing local 
agricultural inputs merchants to go into the seed business. For the first 
time, a large part of SAED's certified rice seed production was sold before 
the growing season to local retail merchants of agricultural inputs in the 
production area.

The seed business is just starting in Saint-Louis. A client oriented type 
of policy is yet to be developed. By talking to inputs merchants, we 
learned they ran out of certified seed very soon in the season and started 
selling paddy rice as seed without any kind of quality control, causing 
complaints from growers. Since the seed law is not 'approved, seed 
certification agents' intervention was limited to advising the merchants 
about the risk they are taking in loosing their clients and their 
reputations.

d - Remodeling the Regional Seed Testing Laboratory:
The idea to regionalize the seed sector requires the autonomy and self- 
sufficiency of regional institutions. In the area of seed certification, 
the need for a remodeled, better equipped Seed Testing Laboratory was 
readily visible. For the 1990/91 season, APS proposed and USAID accepted 
to finance the remodeling of the new DISEM Seed Laboratory in Richard-Toll. 
The work area was doubled and the electrical and water system repaired. 
Unfortunately, the procurement list with a few equipments they urgently need 
was not approved by USAID.

Before the arrival of the APS expert, USAID approved the procurement of a 
large list of very sophisticated laboratory equipment amounting to more than 
one hundred thousand dollars. Unfortunately, the equipment is useless for 
the incipient Senegalese certification program. Equipment for ELISA tests, 
used for virus detection and electrophoresis tests, for varietal 
identification requires laboratory facilities that are totally dust free and 
perfectly air conditioned. The APS expert tried to accomodate the situation 
by contacting many universities in the United States to train DPCS 
technicians in these areas. The answer was as expected: for virus detection 
through ELISA tests universities required technicians with at least, 
Master's degrees and strong backgrounds in plant pathology; the use of 
electrophoresis for variety recognition would be only feasible in a training 
program for a Ph.D study. DPCS never managed to propose candidates for 
these training programs.

e - The creation of Regional Seed Council:
The creation of Regional Seed Councils (RSC) was the most important action 
towards the regionalization and privatization of the seed sector. Since it 
implies major changes in the strongly centralized Senegalese administration, 
structure, it was not a surprise to find strong opposition inside DPCS. It 
took many endless meetings with DPCS technicians and administrators to get 
their acceptance on the concept of RSCs. What was surprising, however was 
the lack of interest shown first by the APS administration and by USAID, for
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an approach that perfectly fits with the "New Agricultural Policy".

We estimated the establishment of a Regional Seed Council in Saint-Louis 
required an expense of $ 35,000 during the first year with a plan of self- 

sufficiency by the end of the project. Besides the proposed expenses, 
the of Regional Seed Council establishment needed a lot of political 
support. Neither one of these supports were provided and the creation of 
the first RSC had to be dropped.

f - Seed legislation implementation:
By the time the APS Seed Certification Expert arrived in Senegal, a National 
Seed Law was prepared and proposed for approval. One of DPCS concerns was 
related to the norms that makes possible the application of the law. Taking 
into consideration the approach of regionalization, the APS expert prepared 
a basic document containing the guidelines to follow for the production, 
certification and commercialization of seeds. As soon as this seed 
legislation is finalized a reevaluation of this document will be necessary 
to determine its compliance with the law.

Another important aspect of the seed legislation is the presence of a 
"variety release committee" that will be in charge of publishing periodi 
cally the "variety catalog" where varieties are described and officially 
accepted for certification. A bibliographic annotated reference is 
available containing the necessary descriptions of the varieties currently 
being used in Senegal; this publication can be used by the committee as the 
basis for the first catalog.

g - The training program:
On-the-job training: this type of training was programmed in phases starting 
with basic concepts of seed certification, sampling methods in the field, 
warehouse record keeping, etc... Since DPCS field personnel were almost 
totally changed when DISEM took place, this training program became very 
useful to the newcomers during 1990 season. Results in this area are hard 
to measure not only due to the nature of this type of training but also 
because of the rotation of field people.

Seminars and workshops: the results in this training area was mixed. APS 1 
expert planned the first seminar for November 1989. The objectives were 
first to present APS 1 approach to DPCS technicians from all regions and to 
introduce some technical concepts, i.e., essential elements of seed 
programs, seed certification, its role and components, etc... Another 
important objective of this seminar was to provoke debates about the seed 
production privatization process.This seminar never took place because DPCS 
director simply refused to sign the budget autorizing APS to make the 
expense.

With the dissolution of DPCS, a division was created, specifically for seed
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certification purposes. The new DISEM began with a new mentality giving 
training a higher priority.

The APS expert was requested to collaborate in their training program in 
Thies, specifically designed for new field people that were unexperienced 
in certification activities.

During the second seminar, the Seed Certification Specialist's proposed role 
was in a completely different working environment with support from both APS 
and DISEM directors. The red rice weed problem, first detected during the 
seed quality survey and found widespread in the seed production fields, was 
the subject of an important seminar. At the seminar, technicians involved 
in research, extension, certification and production of rice had a chance 
to meet and freely discuss methods to control this weed, with the aid of Dr. 
Emery Ford East in, an authority on this subject.

1.4. Final remarks;

The second year of APS seed program started with the dissolution of DPCS in 
January 1990. At almost the same time, changes inside USAID had frozen all 
APS activities until the mid-term evaluation, completed nine months later, 
in August. Although the evaluation recprnmended continuing the seed 
certification support, USAID decided to terminate with the whole project.

Ironically, the organization of DISEM in July was very beneficial to APS 1
seed certification program. Unfortunately it was too late. APS assistance
would terminate in December 1990 and was limited to the following
activities:
. remodling of seed testing laboratory in Richard-Toll;
. preparation of seed law parameters;
. preparation of the varietal catalog;
. organization of the Red Rice Seminar;
. follow-up of seed certification activities in the field.

All these activities wer-e successfully accomplished.
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2. - BACKGROUNDI

Senegal's agricultural performance has declined in the last three decades. In 
terms of food production, the country was able to produce around 70% of its 
cereal requirements in 1960 and only about 50% in 1989, showing that the rural 
sector is no longer able to produce enough food to meet the demand of the rapidly 
growing urban population. In fact, cereal crop management and plant decisions 
are made by small farmers, seeking primarily to meet family subsistence needs.

In 1983, the Government of Senegal and foreign donors began the new policy that 
would redirect the economic priority to agriculture, based primarily on the 
privatization of agriculture. The Government's objective was to progressively 
pull out of agricultural production functions and at the same time, encourage the 
private sector to take it over.

The Agricultural Production Support Project was the major USAID project to assist 
the 60S with the implementation of the New Agricultural Policy. The Project's 
problem was how to effectively increase cereal production through expanded 
agricultural input supply and output marketing by the private sector.

The large majority of Senegal's farmers are small and keep part of their harvest 
as seed for the next campaign. With the development of Senegalese agriculture, 
the need for an organized seed program became evident, particularly for the 
supply of peanut seeds, a cash as well as subsistence crop. The seed production 
program established was heavily dependent on government institutions: the 
government researchers selected improved varieties and produced breeder peanut 
seed which in turn was supplied to another governmental institution,ISRA. ISRA 
distributed the foundation seed to the RDAs to produce the breeder seed. The 
production was done through contract growers; farmers receiving the seed sign a 
contract with the governmental institution, and sell their harvest at a price a 
little higher than the regular grain. The governmental institutions clean and 
certify seed quality. Most of the certified seed was then distributed to farmers 
in the form of credit.

The governmental presence throughout the production program makes the seed 
production chain very cumbersome. A few efforts made by the private sector to 
break this governmental monopoly, mainly in the area of peanuts seed production, 
were rapidly quashed and seen as an unwanted competition. In the case of most 
cereal seeds, which are for internal consumption, the seed market is still to be 
developed; the governmental seed projects were primarily established to supply 
their own needs.

Therefore, intensifed agriculture in Senegal, as envisioned in the design of APS, 
required greater use of improved seed varieties. The expanded use of improved 
seeds for millet, sorghum, corn, rice and cowpeas was considered to be the most 
important factor in increasing production in Senegal's farming regions.
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3. - PROJECT PAPER GENERAL APPROACH x 

3.1. Introduction;

The APS Project goal was to increase cereals production on the order of 
three and one half percent by the end on the project. This increase in 
production would result in greater profitability and increased farmer 
income. This goal was to be achieved through the privatization of 
agricultural inputs and seed multiplication activities, as mandated by the 
New Agricultural Policy.

3.2. Summary of projects components;

The Project was designed with four outputs:
a - Privatization of input supply, including seeds
b - Expansion of input supplier credit
c - Collection of agricultural statistics
d - Implementation of educational media compaign.

These outputs were to provide the resources needed to support growing 
private roles in agricultural input marketing and seed multiplication as it 
evolves. Project targets were that 80% of input supply and seed multipli 
cation activities would be handled by the private sector by the end of the 
Project.

The Technical Assistance APS proposed was composed of:

a) Agricultural Management Specialist: the success of APS was heavily based 
on his Technical Assistance. The private agricultural management specialist 
would integrate each of the Project components as an effective means for 
promoting expansion of privately supplied inputs and coordinate the 60S 
private sector transfert and policy application. Secondly, this APS 
Specialist would assist the GOS to restore a measure of liquidity to the 
private sector, by means of a commercial bank operated credit revolving 
fund.

b) Agricultural Statistics Specialist: the collection and analysis of 
agricultural statistics was to be strengthened by APS Technical Assistance 
and would enable enable and private sector to better match supply and demand 
of inputs.

c) Media Specialist: the mass media campaign was proposed through an APS 
short-term Media Specialist and would provide vital information on products, 
supplies and services needed to increase crop yields.
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d) Seed Specialists: the APS seed component counted on the support of three 
experts who would assist the GOS to redefine the tasks of each of its 
agencies and strenghten their capacities to carry out their tasks.

ISRA, the Senegalese Research Institution, would receive APS support through 
the Cereal Variety Selection Agronomist who would assist in the production 
of needed breeder seeds and would reorient research towards farmers' actual 
needs as well as to integrate research findings from the internationally 
recognized research institutions to the local crop production systems. 
Guidance on farm applied research trials was also to be provided.

DPCS, the MDR's Seed Production and Quality Control Agency responsible also 
for the certification of seed produced in the country received APS 
assistance through two experts.

The Seed Production Agronomist was to guide the interest of seed multipli 
cation farmer associations and private entrepreneurs to multiply improved 
seed and promote the use of certified seed, agricultural equipment, crop 
protection products and fertilizer with on-farm demonstration and mass media 
campaigns.

The Seed Certification Specialist was to provide on-the-job training to DPCS 
staff responsible for seed certification and upgrading of. Senegal's seed 
certification standards and assist them on the implementation of a sound 
seed quality control. The APS Expert was to assist DPCS to draft and issue 
a GOS seed decree in accordance with internationally accepted standards or 
norms which define seed certification procedures and seed quality 
characteristics and operating responsibilities. Equipment and supplies were 
included to assure a successful start of the Project's seed certification 
program.

3.3. The APS seed component mode of action;

Privatization was APS' major thrust. Private seed enterprises were to be 
established- difficulties were recognized for small farmers to carry out 
their own seed production program and invest in seed business. The most 
important constraints that inhibit the formation of seed enterprise were a 
lack of:

. infrastructure for seed conditioning;

. knowledge of technology to produce a quality product;

. means of identifying seed (as opposed to common grain) in market channels; 
and,

. a steady supply of foundation seed.
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These difficulties were to be reduced by APS in order to facilitate the
establishment of small and medium size seed enterprises. The following
services were identified as key to the growth of the seed supply system:
. seed certification (quality assurance)
. seed conditioning
. foundation seed production.

The project's general strategy was to work with DPCS to encourage the growth 
of private cereal seed production. The Seed Certification Specialist had 
to devote part of his time helping DPCS to re-evaluate criteria in use for 
selecting and monitoring its contract seed gowers with a view towards 
identifying individuals, cooperatives and incipient agri-business firms that 
could most effectively multiply and maintain seed quality within commercial 
certification standards.

At the same time, the Seed Certification Specialist was to enhance DPCS' 
certification services through on-the-job, and more formal, personnel 
training; and, reevaluation of seed certification regulations and criteria 
used to select and monitor seed producers. Additionnally, he would assist 
in the reorganization and streamlining on the DCC 'Division du Contole et 
de la Certification des Semences 1 and would coordinate with DPCS to 
establish seed associations to support the interests of cereal seed 
producers.

As a complement, the Seed Certification Specialist would assist in the 
creation of an independent seed quality control and certification agency. 
Finally, he would advise the 60S on a national seed law and seed policy. 
However, the Project was not advocating the creation of a strict seed law 
enforcing the use of DPCS certification in the early stages of the project, 
as it would hamper the development of the entrepreneural spirit.

It was felt that once DPCS could improve its operations and certification 
standards, thereby guaranteeing a quality product to farmers, farmers would 
choose DPCS certified seed over uncertified seed, increasing the demand for 
the quality product in the market.

As APS made commercial annual production loans available to cereal seed 
producers, it would encourage new farmers to become involved in the seed 
business. DPCS would then gradually reduce its contracts as the private 
seed producers increase their production.

APS would also encourage the more successful seed producers to take out 
medium-term loans for the purchase of small seed conditioning units. Even 
tually, APS expected seed producers to get involved in foundation seed 
production, getting breeder seed directly from ISRA.
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4. - THE SEED CERTIFICATION SPECIALIST SCOPE OF WORKt

The Seed Certification Specialist was to assist the 'Division du Controle et de 
la Certification' of DPCS. The need of APS Technical Assistance was phased down 
as the GOS Certification Service and the private sector seed industry become 
established and prove their capacity to do the job.

4.1. General duties;

. Advise the MDRH on a national seed law and seed policy consistent with the 
framework of the New Agricultural Policy;

. assist DPCS to install and organize an efficient seed certification 
service;

. participate jointly with the ISRA Expert responsible for breeder seed 
production and seed quality research;

. provide a training program to DPCS staff on the seed certification and 
quality control program;

. advise on ways to enhance cooperation among the various agencies that are 
linked through seed certification;

. work with MDRH to design, evaluate and implement a seed certification 
program in the field;

. maintain close liaison with the COP and the MDRH Project Director to keep 
them advised of progress achieved, problems encountered, as well as 
recommend appropriate decisions.

4.2. Specific duties;

. Provide management, leadership and technical guidance to collaborating 
DPCS staff in the areas of seed certification and quality control;

. cooperate at MDRH request, in the implementation and update of the 
proposed national seed law;

. provide technical training to DPCS staff personnel on: 
.. field seed certification,
.. management of a seed testing laboratory and seed testing techniques, 
.. application of the new seed law and specific regulations, 
.. prevention of varietal mixtures and contamination, 
.. optimal storage conditions;
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work with the MDRH to develop the specifications and procurement plan for 
the equipment and supplies under the host country contract;

assist the MDRH in the selection of senegalese professional staff for Msc. 
training in seed industry development and implementation of national seed 
certification programs.
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5. - THE EXPERT'S DETAILED APPROACH»

Following the project paper's general approach and scope of work, the Seed 
Certification Specialist, together with his counterpart, developed the APS 
approach to the work best suited to accomplish the project objectives. It became 
readily clear that the APS seed component goals were very ambitious and difficult 
to achieve, particularly because of the following reasons:

a - The privatization of agricultural activities requires a market oriented 
approach that is not always easy when you deal with subsistence crops, which 
was the case of many cereal crops in Senegal.

b - Although Senegal is not a large country, its diversity of climate and people 
requires different approaches for each region and for each crop.

c - The relative low priority DPCS was giving to cereal crops as compared to 
peanuts.

d - The delays in project's start-up and accelerated close-out reduced the time 
available for project implementation.

In order to diminish the effects of these difficulties, the APS Seed Experts 
agreed that APS should concentrate its first efforts on one region of Senegal 
that have a cereal as a lead crop. Since privatization of cereal production was 
the main thrust of APS, the selected cereal crop to start with should be a cash 
crop, located in a region where the competition with peanuts were less and where 
the crop would be less vulnerable to adverse climate conditions.

A very good parameter to measure the relatively low importance that was given to 
cereal seeds as compared to peanuts is the distribution of DPCS personnel. In 
1989, more than ninety percent of DPCS field personel was working full time with 
peanuts seed production and less than ten percent all other crops together, 
including cereals (Figure 1). This imbalanced distribution could be explained 
by comparing the amount of peanut seed produced in the country as compared to 
other crops. However, it was clear that all these peanut field agents were there 
to guarantee the reimbursement of loans DPCS/PTS had made to 'seed producers. 
Quality control was not their major concern.

Irrigated rice in Saint-Louis Region was selected to function as a "pilot 
project" for APS' first interventions. The positive experiences adapted to the 
characteristics of each cereal crop and region was supposed to be transferred to 
other regions in the following seasons.

Seed certification constraints were not the same for all regions and crops of 
Senegal. Maize seed production was in hands of the German Project which holds 
the monopoly of corn seed production in the country; project personnel were 
reluctant to privatize it. However, in the area of seed certification, APS would 
work jointly with this project, assisting DPCS to set up a seed quality control 
program at their production site during all phases of production until the 
placement of certified seed tag.
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The other cereal crops needed other types of adaptation. Since their seeds were 
being produced in very small scale by the RDA's for a very limited market, the 
APS approach would be to promote an increase in production of better quality seed 
by a certain group of small farmers, financing its production in the first years 
and making sure they have good quality and at the same time set up a good 
promotional program through media channels to assure the market of their 
certified seeds. This approach would be multiplied in a few regions where these 
crops are important.

Since seed production is a very specialized activity, the seed certification 
specialist considered the target client for the certification services in the 
Saint-Louis Region was the more technical oreinted, mid-size agricultural 
entrepreneurs that would be induced to get into rice seed business seeking higher 
incomes. Unfortunatley, seed producers with this profile were not readily 
available. Groups were supposed to be formed at the same time that the current 
seed producers (small farmers grouped into GIE's working as RDA's contract 
growers) were encouraged to go private and get more techncal training to meet the 
profile described above.

After studing the country's seed system, the APS seed certification program was
prepared based on four action programs, discussed below:
. restructuring the seed certification service;
. creation of regional seed councils;
. seed legislation implementation; and,
. the seed certification training program.

5.1. Restructuring the Seed Certification Service;

This program involved the restructuring of DPCS itself. Seed production and 
certification activities are very related but they become antagonistic if 
performed by the same institution. In order to address this constraint, APS 
proposed the separation of part of DPCS field personel that would be 
involved exclusively with seed certification. In the case of Saint-Louis 
Region, DPCS was producing rice foundation seed, while SAED, The Regional 
Development Agency (RDA) was producing rice seed certified by DPCS agents. 
Therefore, APS proposed a sizeable improvement of certification services 
that would, in the early stages, prove to the RDA and its contract growers, 
the usefulness and reliability of such service. By the end of project's 
life the service was supposed to become even more reliable and restrictly 
enforcing the newly established private seed production comunity to achieve 
higher standards of quality.

The Seed Certification Service that DPCS was providing to SAED consisted 
basically of one or two field visits to farmers that were selected by the
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RDA to multiply the foundation seed they have purchased from DPCS. At 
harvest time, seed samples were taken and sent to DPCS Laboratory for 
analysis. The weakness of this service were evident after harvesting. SAED 
personnel in charge of buying the seed from contract growers never take into 
account if DPCS had in fact approved or rejected the fields. Very often, 
seeds were bought from contract growers and transported to the conditioning 
unit before DPCS could have the laboratory analysis done, showing the little 
importance the RDA give to the certification service.

The improvement on DPCS seed certification program proposed by APS consisted 
in a close monitoring of seed quality during all phases of seed production. 
Field visits were completed by filling out forms and prompt laboratory 
analyses would enable seed producers like SAED to know the approved lots 
that would be clearly identified while still in the field. Finally, a close 
follow up during conditioning would end up placing the certified seed tag 
only on seed bags that were fully certified.

The restructuring of DPCS'certification service proposed by APS involved 
also the provision of logistical infrastructure. Regional laboratories 
needed to be remodeled, some simple but important equipment should be 
purchased and field agents needed vehicles appropriate to road conditions.

5.2. The creation of Regional Seed Councils;

Although Senegal is made up of several regions, having contrasting climates 
and people of different ethnic origins, the decision-making is highly 
centralized leaving very little flexibility to develop in the context of 
regional environment. It was the need to promote and strenghten the 
institutional structure of the seed system at regional levels that convinced 
the APS Seed Certification Expert to propose the creation of Regional Seed 
Councils.

The RSCs 1 purpose was to make regional plans to coordinate the various 
institutions involved in seed business at the same time ensuring the 
operation of the Certification Service in the region. In other words, they 
were to join up with the MDRH in the region and support an effective 
certification service. RSCs would help obtain some financial resources 
through their private organization, the clients of the certification 
service, to provide the services on a self-sustaining basis.

It was planned that council membership could vary among regions, but would 
always be comprised of representatives of the principal organizations 
participating in the seed sector, such as: farmers organizations 
representing seed producers and consumers (GIE's, ONG's, etc...), the 
research institutions, extension service, Chambers of Commerce, seed 
merchants and the Seed Certification Service.

The presidency of RSCs would rotate among members and a perfect balance
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between the private and public sector should be kept. The Regional Officer
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of Seed Certification Service was supposed to be a non-voting member, and 
could serve as executive secretary to the Council.

To facilitate the development of market channels for the certified seed was 
type of activity the RSC would get involved through promotion campaigns for 
certified seed use and the establishment of local retail seed markets.

Another very important area the Regional Seed Council could get involved was 
the operation of existing state seed conditioning plants that were about to 
be privatized. The RSC could provide a transitorial mechanism while the 
privatization of governmental assets would take place.

The success of the privatization of the seed program would greatly depend 
on the creation of Regional Seed Councils. They would provide the linkage 
between the public and private sector and the necessary support for the 
development of the seed industry. However, the regionalization approach, 
totally new for Senegal, needed to be recognized and supported by the 
central government that would give them the authority to formulate and 
implement the regional seed policy. APS experts counted on the APS Project 
headquarters and USAID to politically influence the Senegalese Government 
policy formulators to support and promote the regional autonomy approach to 
privatization.

The Regional Seed Councils would be initiated by a facilitator specially 
hired and trained by APS Project for this purpose. He should concentrate 
his efforts first on promoting the council among private and public 
institutions in the region. He would then devote much of his time to 
organize the private seed sector : seed producers, distributors and 
consumers. During RSC meetings, he would serve as moderator keeping the 
balance of public and private sector participation.

Once established, the council would be able to start generating revenues to 
sustain its operations and the position of the facilitator could be phased 
out as the elected council's president would take over the facilitator 
functions.

5.3. Seed legislation implementation;

Prior to Chemonics 1 team arrival in Senegal, DPCS had already prepared and 
submitted a proposal of seed legislation with the presidential and 
ministerial decrees. Once approved, implementation of the National Seed Law 
requires detailed documentation on seed production, certification and 
marketing that clearly define, interpret and complement the National Law. 
APS assistance was present in the production two of these documents:
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5.3.1. The norms and regulations for production, certification and commerce 
of seeds: APS proposed to prepare the first norms and regulations of 
the production, certification and commercialization of seeds that 
would provide the necessary information to all people involved in 
the seed program in order to comply with the Seed Law. Seed 
producers, for instance, will know how to prepare and maintain their 
fields, complete certification documents. Seed certification agents 
will be able to understand their role by following this 
certification procedures. Seed merchants will know exactly how to 
comply with the legislation of seed commerce.

Once the National Seed Law is approved, this document needs to be 
finalized.

5.3.2. Varietal catalog: the National Seed Legislation can only recognize 
as certified seed, the seed of varieties that were officially 
released by research, after having proved its superiorities. This 
certification process is to be done by a "varietal release 
committees" that will periodically publish a catalog of varieties 
that are currently being recognized. APS gathered the information 
available from local research documents and prepare a draft of what 
would be the first catalog with the varieties that are currently 
being used in Senegal.

It is important to mention that this catalog will be an APS aid to 
the varietal release committees that will be formed when the 
National Seed Law is approved.

5.4. The certification training program;

The APS training program proposed by the Seed Certification Expert was
composed of 3 parts:
. on-the-job training for field agents,
. seminars and workshops at national level; and,
. overseas long and short-term training.

5.4.1. On-the-job training was proposed as a routine type of training that 
was given during all phases of seed production starting with the 
preparation for the season, how to approach the seed producers, 
their responsabilities, techniques of field inspection, lot 
identification and laboratory analysis. The monitoring of seed lots 
throughout the production process all the way to the tagging of 
certified seed bags were also part of this training program.

F-21



APS PROJECT - SEED QUALITY CONTROL MO CERTIFICATION 
Final Report by Claudlo Brogantinl__________ Page 21

5.4.2. Seminars and workshops were intended to gather technical people from 
several regions and train them in subjects such as seed physiology, 
laboratory analysis training and other special issues as needed. In 
the early stages of APS, these training programs would also be used 
to present APS approach to the regions and get them involved in our 
program.

During the second and third year, workshops were to be organized in 
the areas of seed conditioning and laboratory analysis.

5.4.3. Overseas long and short-term training program on seed certification:
this training program would provide the preparation of a well 
trained group of seed technicians that would influence future of 
Senegal seed policy. For this reason, APS the Seed Certification 
expert would play an important role in helping the selection of best 
suited Senegalese technicians to send abroad. People involved with 
APS in seed certification would surely have priority increasing 
their interest on APS activities.
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6. - RESULTS:

The results of the APS seed certification component were very promising if we 
take into account first the working environment the expert was subjected to and 
that there was only one complete growing season for APS to consolidate all the 
innovations proposed. APS is leaving Senegal in the middle of only its secern' 
seed production season.

DPCS, like many other governmental institutions in Senegal, was financially and 
administratively dependent on the French sponsored "Plan Triennal Semencier" 
(PTS). With the arrival of the APS expert?, a situation of conflict was created. 
The DPCS director, who was also the PTS director, wanted the the APS seed 
component totally administered by him, technically and financial iy. In fact, the 
DPCS understanding was that the APS would come and finance one part of the 
program they established. Therefore it became clear their lack of interest in the 
APS program and the administrative incompatibility was used as an excuse to block 
APS activities.

To aggravate the situation, these blockages were accepted by the APS director and 
the contractor's chief of party, who seemed more interested in the success of the 
credit component.

As mentioned earlier, the APS seed experts selected the Saint-Louis Region to 
concentrate their efforts upon during the beginning of the project and, in spite 
of all the constraints, the achievements were very promising. They are presented 
here by action programs:

6.1. Restructuring the Seed Certification Service:

Seed certification under the context of privatization should be a service 
provided by the government, oriented primarily towards the emerging private 
seed producers.

The objective of this action program was to give the DPCS the necessary 
tools to accomplish its function of controlling the quality of all seeds put 
on the market as a service for both seed producers and consumers.

6.1.1. Farmer's seed quality survey: this first major field activity was 
related to the gathering of information of seed quality problems 
that the APS would face in the region. A farmer's seed quality 
survey, often called a "drill box survey" was set up and 613 
questionnaires were filled out during interviews with farmers. 
Laboratory analysis made on 567 rice seed samples also gave us some 
means to qualify and quantify the seed related problems in the 
region. Since this survey was already presented in a separate 
document, this report will only highlight the main findings:
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a) From the questionaire:
Farm size: there were clear differences in production plot size and 
farming systems among the three studied zones. In Podor and Matam, 
irrigated plots farmers cultivate are much smaller, on average, than 
in Dagana (Figure 2).

The planting method used is also a very good parameter to charac 
terize the farming system. While mechanized seeding is usually done 
by larger, highly mechanized farmers, manual broadcasting of pre- 
germinated seed is done by medium-size farmers and the labor 
intensive transplanting method can only be done, by very small 
farmers that cultivate rice primarily as a subsistence crop. 
Although none of farmers surveyed mentioned the use of mechanical 
sowers, a tendency towards this planting method was noted in Dagana, 
where larger farmers are present. In Matam however, there is a large 
number of small farmers that do transplanting (Figure 3).

It is a general pratice of farmers in the region to use their own 
harvest as seed in the next season. When farmers were questioned 
about the quality of their seed, the majority thinks their seed have 
good quality (Figure 4).

Rice in the Saint-Louis Region is a cash crop since the majority of 
farmers sell at least part of their harvest. This tendency is 
accentuated in Dagana where only 12% of farmers surveyed produce 
exclusively for family consumption.

A very important parameter to measure the possibilities of success 
on agricultural privatization is the farmer's opinion about the 
price of his product in the market. Farmers worldwide have a 
tendency to think that they are not well paid. It was surprising 
that about 50% of farmers did not complain about the price of their 
paddy rice (Figure 5).

b) From the analysis of farmer's seed samples:
Rice production in Saint-Louis is concentrated on two varieties 
only: JAVA with a stronger presence in the Senegal river basin and 
I KONG PAO found more often in the river delta (Dagana) (Figure 6).

Germination is the seed quality parameter more readily visible to 
the farmer. Surprisingly, the seed used by Dagana area farmers, 
which are bigger, more sophisticated, using more fertilizer, etc..., 
were the ones with lower germination rates (Figure 7). This 
important data shows that the demand for high quality certified seed 
can readily be highly increased, particulally considering that this 
zone produces more than 60 percent of the region's paddy production.

The infestation of red rice in farmers seed was the most important
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finding of the laboratory analysis. Seeds of this noxious weed were 
found in alarming quantities in almost all samples collected during 
this survey and the variety I KONG PAO was much more infested with 
red rice than JAVA (Figure 8). Based on these findings, the seed 
certification program aimed its efforts in the control of red rice 
infestation.

Seed samples collected in Dagana had on average twice as much red 
rice than Podor samples. This difference is probably related to the 
increased prevalence of I KONG PAO, the variety more infested with 
this weed (Figure 9).

This important seed quality survey was only possible due to an 
administrative bypass unconsciously taken by the seed expert. The 
survey's budget was presented directly to the APS administration 
that approved it without the DPCS director's signature. The expert 
and his counterpart went to the field, collected the information, 
and, afterwards were criticized by the DPCS's administration that 
was forcing APS to finance activities through them.

6.1.2. Improving field quality control: with only two field agents, one 
laboratory technician and the departmental officer working 
exclusively on seed certification, the APS started the 1989/90 
season by assisting these people to set up their certification 
program. First, we contacted SAED's contract growers involved in 
seed production. At the same time, field agents learned and advised 
these farmers that certification is a service that farmers need to 
request in order to receive. It was very important to show that the 
certification service was useful to the seed producer and not 
another governmental interference in their agricultural activities. 
As was expected, these changes do not happen from one day to 
another, but the first change farmers noticed was the constant 
presence of certification agents in their fields.

Another innovation APS brought to field quality control during the 
1990/91 season was the use of a simplified field inspection form 
that was specially designed for irrigated rice. These forms were to 
be filled out during field visits with one copy handed to the 
farmer.

Changes in the certification program started being really felt when 
some farmers were advised that their field plots were rejected as 
seed. Since in the past the DPCS never managed to have a full 
coordination with SAED, contract growers were still expecting that 
SAED would not consider the certification restrictions. 
At the same time certification agents were in the field, the APS 
expert and his counterpart made periodic visits to SAED's offices 
and one agreement was made to really enforce the certification
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program. Since SAED was the certified seed producer they agreed to 
support the certification program and only collect as seed those 
lots that the DPCS fully approved.

The 1989/90 field season ended up rejecting 28 ha out of 173 ha that 
were initially inscribed under certification. Contract growers 
which have fields approved were informed that the harvested seeds 
would still have to pass through laboratory tests before getting the 
final approval.

6.1.3. Establishment of a post-harvest quality control program: in previous 
years, the DPCS quality control stopped at harvesting time. The 
SAED team that was involved in collecting seed never consulted the 
DPCS about the quality of their seed and the DPCS was never fast 
enough to present the final results of laboratory analysis. 
Consequently, all seeds produced were approved.

Before the 1989/90 season, the APS expert, his counterpart and the 
DPCS personnel in Richard-Toll prepared a post-harvest control 
program that would enable the certification service to complete its 
control all the way to the marketing of certified seed. Right after 
harvest, field agents visited all plots, taking samples of lots, 
and sending them immediately to the DPCS laboratory in Richard-Toll. 
In ten days, the analysis was done and a list of the approved fields 
were in the hands of field agents who went back to the plots with 
spray paint to mark all bags that were approved. A copy of approved 
fields was then sent to SAED.

The reaction was mixed. SAED accepted the idea of only buying the 
approved seed. Contract growers that had fields rejected started to 
complain and a few farmers that had their fields approved refused to 
sell the seed to SAED in solidarity with their neighbors that had 
their fields rejected.

Later, political pressure from the small farmers organization 
(ASESCAW) over SAED and DPCS seed analyst increased. Since most of 
the field rejections were due to the presence of red rice, many 
requests came to the certification service to overlook this problem 
which they considered not their fault.

The new seed certification program continued in SAED's seed 
conditioning plant, where only bags marked by DPCS with spray paint 
were allowed to enter. A seed certification tag was designed for 
the Saint-Louis Region and each bag of certified seed was clearly 
identified with these tags (Photos 1 and 2).

At market level, the APS seed experts started influencing local 
agricultural input merchants to go into the seed business. For the
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first time, a large part of SAED's certified seed was sold before 
the growing season to local retail dealers that were present in 
Dagana.

The APS programmed a promotion campaign for the certified seed to 
increase the demand but it was suspended due to the small amount of 
certified seed to be marketed. In fact, only 64 ha out of 173 were 
approved (Figure 10) which diminuished the availability of certified 
seed in the market.

Only 256 tons of seeds received the certification tag last year. 
Although the DPCS direction was always defensive against the APS 
innovations, the utilization of the certification tags which the APS 
introduced was imitated for other crops and regions of Senegal. 
Unfortunately, the similarity was restricted to the tag only and not 
to the whole quality control program.

Seed business is just starting in Saint-Louis. A client oriented 
type of policy is yet to be developed. By talking to inputs 
merchants, we learned that they ran out of certified seed very soon 
in the season and started selling rice paddy as seed without any 
king of quality control, which caused some complaints from 
consumers. Since the seed law is not yet approved, seed 
certification agents' intervention was limited to advising the 
merchants about the risk they are taking in losing their clients and 
their image.

The 1990/91 season was marked by two important accomplishments: the 
total pull out of SAED from seed production and the immediate 
response of the private sector. The initial seed production area 
increased 2.5 times reaching a total of 420 ha. Also, many seed 
fields were placed in brand new irrigated land which diminished the 
risks of red rice infestation. The season is not over yet but we 
estimate that the field rejection will drop from 60 to 40% this 
season, thus around 1.000 metric tons of certified rice seed, which 
represents almost 400% increase in one year, will be available in 
the market in 1991 (Figure 11).

6.1.4. Remodeling the Regional Seed Testing Laboratory: the idea of 
regionalization of the seed sector requires self-sufficiency on the 
part of regional institutions. In the area of seed certification, 
the need of a remodeled, better equipped Seed Testing Laboratory was 
readily visible. For the 1990/91 season,the APS proposed and USAID 
agreed to finance the remodeling of the new DISEM Seed Laboratory in 
Richard Toll. The working area was doubled and the electrical and 
water system repaired (Photos 3 and 4).

Unfortunately, the procurement list with equipment they urgently
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needed was not approved by USAID. Equipment such as-rice dehullers, 
would have speeded up the laboratory analysis and would have made a 
more reliable count of the red rice grains present in the samples 
being tested.

Before the arrival of the APS expert, USAID approved the procurement 
of a large list of very sophisticated laboratory equipment amounting 
to more than one hundred thousand dollars which are useless for the 
incipient Senegalese certification program. Equipment for ELISA 
tests, used for virus detection and electrophoresis tests, for 
varietal identification require laboratory facilities that are to 
tally dust free and perfectly air conditioned. The APS expert tried 
to correct the situation by contacting many universities in the 
United States to train DPCS technicians in these areas. The answer 
was as expected. For virus detection through ELISA tests 
universities required technicians with at least a Master's Degree 
and a strong background in plant pathology. The use of electro 
phoresis for variety recognition would be only feasible with a 
training program for Ph.D study. DPCS never managed to propose 
candidates for these training programs.

6.2. The creation of Regional Seed Council; as it was mentioned before, the 
creation of RSC's was the most important action towards the regionalization 
and privatization of the seed sector. Since it implied major changes in 
Senegalese administration, it was no surprise to find a strong opposition 
inside the DPCS structure. It took many endless meetings with DPCS 
technicians and administrators to get their acceptance of the concept of 
RSC's. What was a real surprise, however, was the lack of interest showed 
first at the APSadministrative level and further at USAID, for an approach 
that perfectly fit the so called 'New Agricultural Policy'.

The establishment of a Regional Seed Council in Saint-Louis required an 
expense of only US $ 35,000 during the first year with a plan of self- 
sufficiency by the end of the project.

Besides the proposed expenses, the establishment of Regional Seed Councils 
needed a lot of political support. Neither one of these supports were 
provided and the formation at RSC had to be dropped.

It is difficult to figure how much further the APS project would have gone 
with the consolidation of privatization if the RSC establishment had been 
achieved. It is true that as a result of an integrated efforts of many 
donors, the APS Project found in Saint-Louis the RDA ready to get out of 
seed production. However, our project's intervention was very effective on 
the organization of private seed sector that took over seed production ac 
tivities. In this aspect, the presence of a Regional Seed Council would 
surely have helped the consolidation and strengthen of such a fragile 
private seed sector.
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6.3. Seed legislation implementation;

Experiences all over the world have showed that seed legislation is not a 
major requirement during the initiation of seed improvement programs. How 
ever, when the seed industry starts moving the development of a seed law 
that both encourages and regulates the use of improved seed becomes a must.

By the time the APS Seed Certification Expert arrived in Senegal, a National 
Seed Law was prepared and proposed for approval. One of DPCS 1 concerns was 
related to the norms that makes possible the application of the law. Taking 
into consideration the approach of regionalization, the APS expert prepared 
a basic document containing the norms to follow for the production, 
certification and commercialization of seeds. As soon as seed legislation 
is finalized a reevaluation of this document will be necessary to determine 
its compliance with the new law.

Another important aspect of the seed legislation is the presence of a 
"variety release committee" that will be in charge of publishing periodi 
cally the "variety catalog" where varieties are described and officially 
accepted for certification. A bibliographic revision furnished the 
necessary elements to describe the varieties currently being used in Senegal 
and this publication can be used by the committee as the base for the first 
catalog.

6.4. The training program;

6.4.1. On-the-job training: this type of training was programmed in phases 
starting with basic concepts of seed certification, in sampling 
methods in the field and in warehouse recordkeeping, etc... Since 
the DPCS field personnel were almost totally changed when DISEM took 
place, this training program became very useful to the newcomers 
during 1990 season. Results in this area are hard to measure not 
only due to the nature of this type of training but also because of 
the constant rotation of field people.

6.4.2. Seminars and workshops: the results in this training area was mixed, 
the APS expert programmed the first seminar for November 1989. The 
objectives were first to expose the APS approach to the DPCS 
technicians from all regions and also introduce some technical 
concepts like essential elements of seed programs; seed certifica 
tion, its role and components, etc... Another important objective 
of this seminar was to provoke debate about seed production 
privatization processes.
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At this time, aware of administrative blockage inside the DPCS, a 
detailed budget was presented directly to the APS administration 
which was returned to the seed certification expert requesting prior 
approval of the DPCS director who promptly rejected it because he 
wanted to see all the texts of lectures prepared in the form of 
documents before his approval of the budget. After one month, all 
the documents were ready but the excuse now was that field people 
from regions other than Saint-Louis were too busy to attend. The APS 
expert's last try was to make the training program only in Saint- 
Louis which again the DPCS Director refused without even trying to 
find another excuse.

Although the DPCS director's interest in blocking APS activities 
became clear in previous opportunities, the cancellation of the 
first seminar had a very negative effect on the seed certification 
expert who lost a lot of his time on this training program.

With the dissolution of the DPCS, a new division was created 
specifically for seed certification purposes. The new DISEM came 
with a new mentality giving training a high priority.

The APS expert was readily requested to collaborate in the DISEM 
training program in Thies, especially designed for new field people 
that were unexperienced in certification activities.

Thus the second seminar the Seed Certification Specialist proposed 
was in a completely different working environment with support from 
both APS and DISEM directors. The red rice problem that was first 
detected during the seed quality survey and later in the seed 
production fields was the subject of an important seminar where 
technicians involved in research, extension, certification and 
production of rice had a chance to meet and freely discuss methods 
to control this weed, with the aid of Dr. Emery Ford East in, an 
authority on this subject.

6.4.3. Overseas long and short-term training: although the APS overseas 
training program was the responsibility of the Chief of Party, the 
seed certification expert thinks he should have played a major role 
in selecting the trainees in his area of ccrtiffcation. It is 
particularly important because the training program can be used to 
motivate local people towards project's activities.

Like all other APS activities that the DPCS director managed to put 
his hands on, the selection of candidates was also object of 
blockages that impeded the APS from achieving its training 
objectives. Only two seed technicians were sent to be trained in the 
area of seed technology and the APS seed expert was not even 
consulted on this subject.
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6.5. Final remarks;

The second year of APS seed program started with the dissolution of DPCS in 
January 1990. At almost the same time, changes inside USAID forced all the 
APS activities to wait until the mid-term evaluation that ended in August. 
Although the evaluation considered the continuity of seed certification 
support to be very important, USAID decided to terminate this component 
along with the whole Project.

Ironically, the organization of DISEN in July was very beneficial to the APS
seed certification program. Unfortunately it was too late. APS assistance
would terminate in December 1990 and was limited to the following
activities:
. remodeling of seed testing laboratory in Richard-Toll;
. preparation of seed legislation;
. preparation of varietal catalog;
. organization of Red Rice Seminar;
. follow-up of seed certification activities in the field.

All these activities were successful accomplished.
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7. - LESSONS LEARNED!

The short lifespan of the APS Project was full of experiences and provided many 
lessons that may be characterized as positive to be copied by other projects or 
countries, or as negative, to be avoided.

7.1. Nhat to dot

. Separate the country's regions by lead crops and tailor the seed 
certification program according to the specific needs of these regions;

. during the process of privatization of seed production, make sure that 
many farmers will get involved in this process, stimulating competition 
towards seed quality;

. identify a crop in a region for which the use of high quality seed can 
make the greatest impact, then promote the production of seed through 
local organizations, help them develop a market and make sure the seed 
produced is high quality through a rigorous quality control program;

. promote the regionalization of seed production and certification, and give 
power to the region to decide about their own program;

. concentrate seed production in the hands of the better, more technically 
oriented farmers. Privatization of seed production is not a social aid 
but an agricultural business.

7.2. What not to do;

. Seed certification standards should not intimidate or inhibit the 
development of seed industry by setting too-high standards;

. avoid an over elaborated seed certification program. It is preferable to 
have a simple, but functional program;

. governmental programs that distribute seed to farmers must be avoided; 
rather they should promote the use and facilitate the acquisition of 
quality seed;

. the selection of equipment and supplies should be part of the technical 
assistance duties prepared to fit his program's need rather than passing 
this responsibility to local personnel;
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8. - RECOMMENDATIONSt

. In projects that deal with privatization, investments should be made for both 
public and private sectors avoiding the tendency of making large, non-refundable 
expenses only to the public sector and offering little to the private sector.

. In cases like Senegal, where the governmental institutions showed little 
interest in the project's seed certification approach, the technical assistance 
could be much more effective helping the private sector directly on the 
implementation of their own internal quality control program and promote the 
market of their seed.

. A project such as APS with its innovative concepts, such as privatization of 
some governmental activities and assets and decentralization of decision-making 
through regionalization, can only be successful by a joint effort. The effort 
comes first at the project's administrative levels and then at USAID and higher 
levels in the GOS.

. The achievements made by APS 1 seed certification program in Saint-Louis are not 
consolidated yet. The weakness of the seed certification agency is apparent when 
compared to tne growth of private seed sector. A failure of the new DISEH in 
accomplishing their task of seed quality control could seriously damage their 
image and frestate the private seed producer.

. Capitalize on field personnel's enthusiasm, which sometimes becomes covered by 
the slowness of centralized administration;

. Project administration and USAID should demonstrate their interest on project 
achievements with their presence, periodically in the field, accompaning the 
experts.

. A media promotional program should be put out before the next rice growing 
season to help the private seed production to market their seeds.

. Each cereal crop requires a different approach for privatization of seed 
production and implementation of a certification service. Maize seeds could have 
a similar program to what was established for rice in Saint-Louis. Crops like 
millet, sorghum and cowpeas should start very small through non-governmental 
organizations, linked to a good promotional program of seed utilization aimed 
towards small farmers.

. The new DISEM needs assistance, both technical and financial, to implement the 
seed certification service in Senegal. For the first time, this activity is 
totally separated from seed production which gives them a better chance of 
success. Support to DISEH should be continued.

. The real concept of technical assistance needs to be developed in Senegal. 
Action programs jointly agreed are supposed to be fully implemented-by Senegalese 
technicians. Counterparts should work full-time in the project implementation.
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. Experts cannot be totally exposed to the vices of local administration. Since 
we cannot change it, at least inside the project an American type of administra 
tion should prevail.
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I. - APS PROJECT BACKGROUND AND OBJECTIVES :

Geneqal never fully recovered from the negative impact of the IT 70'? droughts 
and oil crisis on its economy and agriculture. Starting back in 1979, the 
Government of Senegal (GOS) started to react to this situation with a series 
of new important policies that establish the bases for far-reaching economic, 
financial, agricultural, industrial and administrative reforms. By far the 
most important c^e for agriculture w.?s the New Agrcultural Policy (NAP).

The NAP was presented in l^fU and put into application in 1985. Its main 
objectives a.'? t". stimulate agricultural production so as to satisfy move of 
the country food needs., to create more jobs in the agricultural private sector 
and to promote agricultural exports in order to improve Senegal's balance of 
P?y^ents To re^-h these objectives, two sets of programs were put together, 
one for institutional reforms that, touch in particular agricultural 
cooperatives and credit and the other to stimulate increases in production, 
crop by crop. Cereal production was to be increased to reach on average 
1,800,000 tons and cover 75 to 80% of the country needs from an actual level 
of 50%. The approach chosen for this increase in production was essentially 
through increases in cultivated area for both rainfed and irrigated 
agriculture. Some emphasis was to be put on maize in the areas of 700 to 800 
mm annual rainfull and on rice, with the creation of some 72,000 ha of new 
irrigated perimeters in the Senegales River Basin. It should be noted that 
the planned increase in cultivated area was to be far greater for irrigated 
agriculture (six fold) than for rainfed agriculture (7%) by the year 200O.

The NAP legalized six major policy reforms:

. the transfer of agricultural input supply from the GOS to the private 
sector;

. the reform of the regional development agencies, limiting their functions 
to those of planning and extension essentially;

. the removal of restrictions on agricultural trade;

. the establishment of incentive level floor and market prices for agricul 
tural commodities;

. the reform of the cooperative movement, giving greater control to the 
producers, and;

. the encouragement of local cereal (millet, maize and sorghum) consumption 
through price incentive policy and promotion of semi-industrial cereal 
transformation.

The NAP was followed in 1986 by a Cereals Plan that fixed the year 2000 as a 
target year for attaining self-reliance in cereals. From this Cereals Plan 
was put togethe-" a cereal seed plan of which the 'Direction de la Production 
et du Controle des Sentences (OPCS)' was the main executor.
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This is precisely in thi? context that in 1^87, the Agricultural Production 
Support (APS), a host-country project, was designed and approved by the G03 
•and USAIO. This wa? a 5-year 20-millicn $ project to help the GOG reach the 
objectives of the NAP, namely to :

. increase cereal production by 3.5% s year, by 199? and;

. encourage the private sector to:
.. multiply 60% of all cereal seeds,
.. distribute 75% of all agricultural equipment.
.. distribute 75% of all fertilizers, and,
.. distribute 75% of all crop production inputs.

Tn ord>=T to obtain these results, the APS Project was charged with facili 
tating the progressive withdrawal of the public sector from many agricultural 
support services such as input distribution and gradually passing these 
responsibilities over to the private sector.

II. - APS _P.ROJECr COMPONENTS:

The APS Project has four components:

(1) Privatization of input supply including seeds.
The APS Project was to provide long and short-term technical assistance 
to the COS to encourage the private sector to replace the public sector 
in input distribution. Expected outputs or targets are presented above. 
Therefore, while the NAP approach i? to increase cultivated area in order 
to increase production, the APS Project was charged with the task of 
increasing farmer cereal productivity through greater agricultural input 
use.

(2) Expansion of input supply credit.
The APS Project was to provide technical and financial assistance in order 
to nake available through commercial banks credit to private entrepreneurs 
for input production and supply, transportation and distribution.

(3) Collection of agricultural statistics.
The APS Project was to provide financial and technical assistance to the 
'Division des Statistiques Agricoles (D3A)* in order to improve its 
methodology and enable it to obtain accurate and timely d.-nta on cereals 
for use by public and private sector decision makers.

(4) Implementation of an educational media compaign.
USAID was to provide technical assistance through APS to help COS design 
and implement mass media campaigns to promote the use of agricultural 
inputs and improved technologies in order to increase cereal production.
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III. - CHEMQNICS PROPOSED APPROACH TO APS PROJECT IMPLEMENTATION:

:" h<? monies Internet! -->.il p -insulting Divi-M.-.n which oresented the successful bid 
f--.-- th= implementation if the APS Project proposed both a genera! and a 
d\ +.<*[": Ted app' oa~h in a strategy to reach the obi^ctives of the APS Projet.

Tl-v funeral approach ha?- three elements:

(-T) Identify .^nd work with progressive farmers who are already using improved 
agricultural inputs and technologies and encourage them to use still more 
and through demonstrations on their farms lead other farmers to follow 
their examples This increase in input demand will in turn lead to the 
establishment of private input business to satisfy this demand.

(bl to conduct a prelimary baseline survey in targeted areas proposed by APS 
counterpart? t<~> identify farmers demands and needs.

(c) and to build upon the existing input network of the RDA's, other projects, 
cooperative? and local businessmen.
After completing the baseline survey, a comprehensive examination should 
be made to identify potential roles for the private cereal traders, 
marketing cooperatives, the RDA's and their progressive farmers.

The detailed approach presented activities for a lO-week start-up peri.xl and 
for the remaining implementation period of the Project.

The preliminary activities include:
(1) Field the technical assistance team.
(2) Peview the status of work in each line of action of the Project.
C T.) Review the status of data availability.
(4) Conduct a baseline socio-economic survey in project target zone.
r =.^ Prepare a preliminary prioritized list of major issues.
(•-..) Determine contents of studies and surveys to address these issues.
(7) Establish a training plan based on a manpower needs assessment.
(8) Prepare the first annual work plan.

The on-going activities for the remaining project implementation period were 
presented for each component separately although the linkages between them 
were clear. In each case, the description of the activities was preceeded by 
the presentation of the strategy they w^re based on. Here are the proposed 
on-going activities for the privatization of input supply and seeds component. 
The strategy was to;

(a) identify the public and private entitle-* involved in input production and 
distribution, develop plans to privatize the public ones and strenghten 
the private

draw a -trategic priv.ati ration plan together with a detailed program 
evaluation procedure. The plan will identify existing and potential APS 
-c-operators who could function as private sector agribusinesses.
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The two main 1 ines of activities ?. 
and others inputs.

-•' seed production and distribution of seeds

Quality assurance or seed •:••-• i tific.ation, s>?ed conditioning or custom cleaning 
rind foundation se^d production .ire identified as three key services needed for 
the establishment .*nd growth of thr- =e 3d supply system. The first two ar-? 
judged mo "e important to se^d enterpriser- initially as they impact directly 
on their ability to develop the seed market whereas the third one becomes 
important only later on to .assure the growth of the seed enterprises.

The rhemonies technical proposal wen', ai to propose Important activities for:

foundation seed re-..?ar"h, to bf 
and their -ounterp^r U "bv.jd by

-t^d by thp technical assistance tean. 
A-<r~ Oiop Variety Selection Agronomist

. seed irroll- ii;] Jc-.V ion .snd certification, t> . be carried out jointly by an APS 
">PP\H Pi.-du.-tion Agronomist and r.n APS Seed Certification Specialist placed 
U DPC3-.

. multiplication of cer^l seed, by the APS scientists and their counterparts 
lead by an APS/DPCS Seed Production Agronomist, and;

seed certification for the APS/DPCS seed certification specialist.

It is obvious that Chemonics proposal is thorough and entirely based on a team 
approach. Nevertheless, each technical assistance team member had his own 
scope of work for which he or she was fully responsible under the terms of his 
or her contract with Chemonics.

IV. - THE SEED PRODUCTION AGRONOMIST SCOPE OF WORK : 

1. General duties :

a- Assist DPCS now DISEM/OA in the privatization of the GOS seed production 
and marketing activities.

b- Collaborate in the creation of a private sector seed industry.

c- Maintain close liaison and effective communication channels with the 
AP3/HOP and the AP" Project Director to keep them informed of progress 
achieved , problems encountered and recommend appropriate solutions to 
these problems.

The general duties concern in fact the privatization of the 'cereal seed' 
sub-sector only.
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2. Specific_duties :

a- Wort' jointly with DPCS technical rtaff t--> identify agricultural 
production zones best suitrd for effective seed prod'j.:*";on of selected 
varieties.

b- Participate jointly with AF7/OPC3 3Kved Certification Specialist in ISRA 
:-eed quality research

•- Work with OPC3 to -^structure the seed sector for private sector 
p'-'tx'.'L.t icn of foundation seed and certified seed f.v selected crop 
ye r'-'t !>---s .^. indicated by the nationdl seed plan

ci- Collaborate with MHP to provid^ '--chni.-al assistance to enhance 
est.a^lishnon 1 . of :•.-•! lab of^ti'v e, pi ; >]ic and private -je^d ?.S3iX:i.ations 
that s'.ipp-jf't "ji-r-ified seed producers.

e- /i^sis 4' with MOP programs to supply assistance to private sector seed 
multiplication by providing necessary technical and management 
info (nation .

f-- Collaborate with O^.TS to develop a manpower training plan for DPCS staff 
and .^rivate sector personnel.

g- Inte'-^ace with ISRA staff and private sector personnel.

In 1990, MDR becomes Hinistere du Developpement Rural et de 1 'Hydraulique 
(MORH) and OPC3, Division des Semences de la Direction de 1' Agriculture 
(DISEM/DA).

A. - Soae^ iBportant historical facts: The APS Project began its activities 
in August 1987. However, the technical assistance Chief of Party 
arrived in Dakar in December 1988, the Seed Certification Specialist in 
March 1989, the Seed Production Agronomist in April 1989 and the 
Specialist in Statistics some weeks later to remain at post only for a 
few weeks. Project implementation has been plagued with difficulties 
sine?? the beginning. The problems encountered were from many sources 
and of varying degrees of difficulty. A mis-oriented mid-term 
evaluation did not help since it chose to stick to the obvious project 
design and management errors and recommend a suspension of project 
implementation.

At tu e e^d of that, evaluation, it was a situation of on one side MORH 
try-'-.3 to reorientate anH save the Project and on the other, U3AID 
deciding to kill it no matter what. After a period of attrition, USAID 
prevailed by convincing MORH to accept its decision.
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Thr AP3 P>-?ject, in it? bi-i-?f histor> , ha? known three directors and two 
chi^F:- -'if p.Hi-ty. It is only fair to say that things got better with time 
and that 5 lot has b^en done since the last director came on board and 
still more when he was joined by a new chief of party, about two months 
ago. Unfortunately, it wa? much too late since by then everybody was 
working with in mind the closing of the Project scheduled for December 31, 
1990, ev^ctly on year ahead of time.

It has to be noted that parallely, some positive personnel changes took 
place in other institutions associated in APS Project implementation. The 
change from DPCS to DT3EM/DA brought along a change of personnel at the 
head of the seed certification service. At USAID, the APS Project Officer 
h.'.-- been replaced and for the first time, seme interest was shown in 
visiting APS field <:>pe rat ions. Finall: , the opportunity was given to my 
counterpart to retire early with som-= rr.ney in his pocket. He seized the 
opportunity and has become sino? then a s-uccessf u I agribusinessman. He has 
been re;:,laced by the former DPCS associate director who became the 
counterpart of both the APS Seed Production Agronomist and Seed Certifi 
cation Specialist. Field technical personnel with whom APS worked with 
also chanced recently. The Maize Project with financing from the GTZ is 
phasing out its activities. The PTS (Projet Triennal Semencier) has become 
PAS (Projet Autonome Semencier) with thn former DPCS director as its h-=ad 
a^ u^ual. The two most important DPCS agents in the Saint-Louis region 
were comriii'ioned by PA" ind h^d to r = replaced by two enthousiastic ne'«i 
agents. .* third one retired voluntarily to start hi^ own private business.

It i 1? not superfluous t<- ; tate that all these changes had to impact on the 
APS Seed Production Agronomist, performer,-?. During his tenure, it has been 
•j question of keep trying often without succeeding for most of time but at 
the end a question of doing the most of what was technically feasible in 
order to leave a positive justification of APS passage in the field and 
bring about some possibility of personal satisfaction for having 
accomplished something useful before leaving.

8- ~ Preparation of the APS seed component Mork plans :

The preparation of the first work plan presented as a smooth activity 
in the project paper turned out t: be * very long and difficult series 
of activities. First of all, OPC" had already prepared since February 
1989 the Seed Production Agronomist, work plan a? an integral part of the 
work pl?n of the DAPPS Division (Pivision d'Appui a la Production et a 
1.3 Promotion dts Sentences) in wine'-. -^ was to bj placed. Therefore, the 
principle of having s work plan for the APS technical assistance team 
member, placed at OPCS had to be p.-ia^nt^d argued and accepted by OPCS 
hpfor-? starting its

T ne *->ld trips prrujrair.'ned to establish status of work at DPCS which was 
t'-ib*3 taken into consideration in the preparation of the work plan, were 
i;i?v^.- -ompleted because primarily of tacit disapproval by the £P r 
director When two draft* uere prepared by the two APS technical
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assistants placed ^ OPCG and presented to rtPS, the APS Director 
in i5is->:-d that th=?v be interpreted Into a unique work plan for the seed 
component It w^ a case of a director imposing hi? own common sense 
in technical matte's totally outside of his competence. It was already 
generally accepted at HDR that DPCS's seed certification activities 
should be kept separated from seed production and promotion activities 
which were to be privatized whil*3 the forme'" will become the sole 
activities of the seed certification service.

After going through this difficult, phase ->f w?rk plan preparation at 
OPCS and APS in whi<-h developing thr? technical aspects turned out to be 
the evsi ost part, it was th^n that t.hp toughest part mere to begin, that 
">f getting the wo'-k plan officially approved by USATD Th*3 first version 
'•f t.hp work plan -ent tr> USAIO 13 d.Hed ."lulv 5, I 1??, 0 an-J the version 
that finally got approver1 is dated Novemb- • 193° The APS Seed 
Agronomist went to ?.n IFCC seminar in Lome (Toe/?) in No-eTiber 1989, then 
left f<"r vacation in December Upon his return to Daka- in January, he 
MS .?.;iketi to st-?-t working on the second wo rk plan which was to be 
presented to USATD in April This time around, the process was much 
short-?r. The work plan presented in April to USAIO was approved by 
USAID in July However, it was about the time for the mid-term 
evaluation to t?.k~ its course, thus some activities had to be put on 
h'-ld and others considered ir^re important continue but on a limited 
basi':-. Soon, the • ooul + s of the evaluation were known and the outcome 
was the su-pension of Pr-'-ject implmentation. Finally, to justify 
already ^ade, it '-•as decided that some activities he continued and 
other?- dropped with :>~ mird a probable project closing date of November/

- flpp roved activities of Jbhe. ...Seed. Production AgronQaist :

1. In the initial (1989-1990) work plan ._: the activities are presented 
in table form indicating first a description of the activities 
followed by the proposed methcdology some words of justification, the 
chosen locatio-, f ->r these activities and finally, the technical 
assistants uhr. VJPC*? re?- non^ible for theses activities. The one who 
had primary r<==pon^bility is mentioned first (Table 1). Given the 
late official approval of that first work plan, the dates of execution 
£re irrelevant ?nd wer-p omitted.

T !T^S work pla^, as the long ^nd difficult process of getting it 
prepared and approved would indicate, is the result of many 
nenoci.3t.i<''n=' and ccmprrni <??•?, between APS, DPC?- and USAID. Judging by 
th'3 anoint of time 'is>?d for putting it teethe r and the time left for 
its ^vecuticn. '••"-• •:.-in say in '•--t respect that much more importance was 
gi v-n to It: ;• :pa; 3.*.i:>r .and :cntert compa^e^ to its "implementation. 
T ni:!>-:-c-d ft -''"• • " "' tircrt^"*! do-'Linon* ( since only activities budgeted 
in t 1"''-? i-f -.p?. =1 will ! :.° f'n.?ir:>=d by APS. ?o, the f in?ncial support 
to pnn?. w.;-r- t-* u pi ^viHr-c! through the activities of the APS technical

\f> ~. r->'\ at DP''". DPCS tried in vain to obtain some direct 
fr.-m tP? which h.^H ppri.jgh difficulty to find a budget for its
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own technical .assistants sinc= no funds we^e budgeted in the APS 
Project for field activities '* the AP3/DPCS technical assistants. 
Funds for that purpose had to b>? taken frorr gaz, per-dirm and 
contingency funds. Consequently, the final budget was shout one 
fourth of what was originally pr--ocs?d. From that point on A^S became 
less important., less- relevant to 9PCS and support from OPCS direction 
for the APS/OPCS technical assistants field activities will never be 
neither spontaneous nor strong. Finally, U?AID approved this work 
plan after its expiration date.
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TABLE 1 - 1989-1990 APS SEED PRODUCTION AGRONOMIST WORK PLAN

DESCRIPTION METHODOLOGY JUSTIFICATION LOCATION TECHNICAL RESPONSIBIl

Objective n* 1 : Improvement of seed quality control and certification

1. Introduction of New 
concepts

2. Creation of Regional 
Seed Council

Through contact and work M/ interested 
individuals in the region

Organize people interested in seeds in 
the region

For regionalization of seed certification

Prepare the field for seed sector 
privatization

North, 
Sine-Saloul

North

CB, JD, JC and 
DPCS counterparts

CB, JD and 
DPCS counterparts

Objective n* 2 : Reorganization of cereal seed production

1. Choice of best sites for 
cereal seed production

2. Choice of best farmers 
o for cereal seed 

production

3. Formation of seed 
producers associations 
and cooperatives

4. Seed production survey

5. Monitoring seed quality 
during production

Use of dilate and socio-econoiic data 

Through surveys

Organizing 'GIE' of seed producers

Study and analyse seed system with or 
Hithout privatization

Monitor field activity to ensure seed 
quality

Site selection may influence outcoae of 
privatization

A rational choice of seed producers is 
necessary

To facilitate services to seed producers

To redistribute responsibilities for seed 
production

Better seed quality will help expanding 
certified seed narket

North

North

North

North,
Sine-Salous, 

Casaiance

JD, CB and 
DPCS counterparts



DESCRIPTION METHODOLOGY JUSTIFICATION LOCATION TECHNICAL RESPONSIBIL,

Objective n* 3 : Intensification of promotion of agricultural inputs

1. Proaotion of certified 
seed use

2. Contribution to the 
promotion of all inputs

Through demonstration plots, field days 
and promotional fill

To increase denand for certified seeds

Prototion of all agricultural inputs increase 
demand for good quality seeds

North,
Sine-Saloum
Casanance

JD, DFCE
counterparts and 
private sector

IP and OPCS 
counterparts

I. Survey of cereal seed 
•arket

2. Organizing the deeand 
for certified seeds

3. Inventory of DPCS 
materials, equipeients 
and cooperatives

Objective n* 4 : Preparing the field for privatization 

A socio-econoiic survey

Training fariers to better use 
agricultural inputs

Identify and evaluate thei and look for 
potential buyers

Profit of seed producers is deterained by sizs 
of seed larket

To increase market for certified seeds

To privatize DPCS and RDA's seed facilities

North
Sine-Saloui 
Casanance

North

North

JD, JC, CB and 
OPCS counterparts

JO and counterparts

JD, CB, JC, APS and 
DPCS

Objective n* 5 - Legislation and legalization

1. Preparation of varietal 
catalogs

2. Preparation of technical 
protocols

Study, description and publishing

Description of legal responsibilities of 
each coiponent in the seed syste*

Official catalog for the application of seed 
legislation

Legalization of privatization producedures

Dakar CB, ID, ISRA, DPCS

JD. CB. DPCS, ISPft 
MDR and private sector



DESCRIPTION METHODOLOGY JUSTIFICATION LOCATION TECHNICAL RESPONSIBIL.

1. Training of seed users

2. Training of seed 
producers

I. Training of OPCS

a) Privatization of 
seed production

b) Seed certification

Objective n* 6 : Training

Contribution to extension service

Training on seed production and 
nanageient of seed entreprises

Training local agents on materials used 
for farier training

Technical sesinar for certification 
agents laboratory technicians and 
conditioning plants personnel

To increase yield through the use of all 
agricultural inputs

Increase seed producers technical and 
managerial skill level

Update and increase knowledge on seed 
production and privatization activities

Special training based on needs of each group

North JD, CB, OPCS and NDR

JO, CB and OPCS

Dakar CB, JD and DPCS



PROJFT Of SOUTIEH A LA PRODUCTION AGRICOLE
Rapport Final «*? Jacques Clarel DENIS - CT APS/DA-OISB1 P*9f 12

5.2. The second wprkplan (April 1990 - March 1991): by the time the 
reparation of the -second wcrkplan started lome important occurrencies 
had taken place, that need to be mentioned:

rc had been disolved. Although it : on*. i rued to operat-? ar- usual 
until a new administrative structure i :- put in its place, but it was 
like an institution without a head since L*.i former director had then 
become the Director of the new Pro jet Ai,tonome Semencier that had 
replaced PTS (Plan Triennal S

?.. My DPCS counterpart h.:.d taken the option of early voluntary 
retirement to -y. into private bur-inec-?. His position remained vacant 
for n while.

3 A •• lauT-e of the AP~ Project has taken effect in late February making 
a big change in per-diem for senegalese personnel. The COS and not 
the $PS Project will now on pay the per-diem of my counterpart which 
suddenly dropped to les-* than one fifth of what it used to be be.

4. APS had a new director and that was a relief.

The second workplan was much simpler thant the first one. By then, it 
ha? been accepted that APS field activities will concentrate on the North 
and that the crop concerned will be rice. The Region of Fatick and (?) 
would be the back-up region and crops. This was dictated by the sire of 
the available budget, by the fact that it was better to try the new 
project concepts and approaches on a reduced scale first and then expand 
than to go directly to their wide application and finally that the North 
was better suited at this time for privatization of input distribution 
than the other regions. First, privatization is in effect already 
underway in the North, secondly, irrigated rice production can be quite 
lucrative and thirdly, three types of agriculture are practiced in the 
North: rainfed in non-irrigated areas, recessional in flooded areas and 
irrigated agriculture in irrigated perimeters, thus giving three 
complementary opportunities for increasing cereal production.

Although some small but legitimate optimum ha= been borne out of some of 
these changes since because of them many of the blockages to project 
implementation will disappear. The budget for the seed component went 
up from 36,6?4,930 CFA F in 1<JR9/QO to 46,715. 850 CFA F and US $ 23,800 
while <=!t the same the project implementation area has been considerably 
reduced .
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TABLE 2 - 1990/1991 SEED PRODUCTION AGRONOMIST WORK. PLAN

1. M<*i.-. .in*l i ic» denmris- 
ti ar.inri 1'ilots

2. Fai moi s vis. its on ile— 
hion&ti ation plots

3. Pro/ivitional film

train two APS
agents

JUSTIFICATION

i ri ..HII..II ;.••(,, ....f .t ji n.-ul im ai inti 11

Include certified s.c-eiH in i •:-co<niwndi?d tec linolngical 
to inci ea*.u? seed mai h<>l

Spread <J<?iit.<istration (-li.it.v. results and dev-ir]of> 
market

For use in inputs promotion campaign

r'"»i'«ii lJll-^ltc> of Dayaiid, 
ainj Bal.- -I

Objective n 2 - Per<K.innel

To strenghten field personnel and ensure follow-up of APS 
field activities

arid infotmai. icm

i r

3D and 
cc> in I •-! 1*31 1

Obd ctive n .7 - Provide

1. Preparation and distri 
bution of variety

I? Preparation and distri- 
t»(tion of technical 
fcmlletins

•j»ipi'drt! .to..*eed. .pi'Qrfu-..'ticfi in order t.<- «

DsKar .To feicilitate vai iety identification in seed pi eductio 
and distribution

To promote increase in seed yield and use

of- ^aint.-l rjiiis and 
Fatirk

«?;>& r..f t*iYrft.iz 

!-:, and ratick

Dakar and Saint-Louis

CB, JD and

JC. and 
counter pa i »
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Ol»JBC'l-ive...ii . f- of ^eed -IM^I >'•/ '.r.TiU'Vi

Legal ifocument.at.ioii nf pri- 
vat.itat.ion decisions

n 7 Preparation and di«i.rituMp of

Put. privati ration of srw?ri prrxluct iir> ami r) i^t.t ihiit, inn on 
legal

Oakar , <5ain»' -I IMIJ>H ami Fal i' U JO. CB Ar..1 
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5.3. The. final work, plan: ihen it became clear that the APS Project ic- being 
•Tinned down and the administrative and legal step:- are yet to be taken, 
it WT-. decided that, in the meanwhile the technical assistance team should 
prepare a short list of activities whose ~<ccution can continue at a 
minimum cost to the Prefect. That list of activities was discussed with 
and approved by USAIO/Dakar. For the Seed Production Agronomir-t, it was 
more a question of truying to get some results to justify expenses 
already made in particular in the demonstration plots and ether on 
going activities. The activities or outputs retained were: the 
demonstration plots, the farmers visits, the promotional film, the 
technical bulletins an-! the legal documents. Later on, approval was 
sought and obtained to replace the preparation of legal documents for 
seed sector for privatization purposes by the long overdue and by far 
presently more useful survey on agricultural on input use in the project 
implementation area

6. The ^

The Seed Production Agronomist is directly concerned with the main goal of 
the Project which is to increase cereal production by 3.5% a year by the 
end of the Project in 1991. The approach chosen is through increased input 
use that should result from an increased involvpment of the private sector 
in input production and distribution, in particular seed production and 
distribution.

The involvement of the private sector was interpreted by the SPA as an 
endeavor to satisfy a need for a profit, in this case, need for certified 
rereal seeds. To do that, the need or demand for certified seeds has to 
be organized, the certified seeds have to be produced and then distributed. 
All that had to be supported by a price structure that allows all the 
participants in the seed sub-sector to make a profit either by its 
production, distribution or use. The initial economic value of this demand 
for certified seeds w*s of paramount importance for all privatization 
efforts. Thus, an input use survey was planned early in the Project 
implementation period. However, all preliminary indications were that were 
few farmers are using certified seeds. The following project activities 
were to receive priority in the first year of project implementation:

1 - Promotion of certified seeds,
? - Promotion of all agricultural inputs,
3 - rhoice ^f best locations for cereal seed production,
4 - Choice of best cereal seed producers,
5 - Organization of cereal 'seed producers corporations,
6 - Evaluation of the market potential for certified cereal seeds,
7 - Organization of the demand for certified cereal seeds,
8 - Training of certified seed users,
9 - Training of private cereal seed producers and, 

10 - Training of DPCS field personnel.
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The motives for the •: Hoi.;'? :f thes: activities '•••=•"=

d seed users were to he t- an- farmed -tto certified seed users 
through promotion of all .agricultural inputs. ~^ey were to be orr.anized 
and trained so a c to be^t benefit from certified seed u?°, thus 
Hpveloping a reliable seed ma^et;

-••'ed production has to be strategically localized based on climatic and 
socio-economic consideration and handled by the best farmers in the rural 
community Seed producers also hav<? to be organized and trained so .="-• 
to ensure a reliable c-eed supply.

, a performing official seedIn this '"
as heinn indispem-iHle its ao^nt? -hc'ilcl be

fiootion service is -een 
>ell informed about all

pri >',qti ration strategy and effort: directed at seed production and 
distribution activities. They should alc.o be w:?ll trained and supported 
in order to do well such an important job= as setd certification.

i .ration of ^e-?d certification and :.-r?.3ticn of regional s-^ec1 
councils wpre two hey activities thrt were to be conducted jointly by the 
Seed Certification Specialist and ??ed Prr^iM-tion Agronomist. Seed 
r^rtification has greater impact and s .'ccerr wher it is done on a regional 
basis becai'-e essentially of .? ~re.3*^r participation of the community. 
Peon]« wh-. h.?vp participated in t^e making of ~ decision are generally more 
supportive of that decision. The actual certification service is small and 
n^t w^l] supported. Additional financial suppo-t for this service was to 
h^ generated through the creation of the regional seed councils. The 
r^ional seed councils are made of representations of all people or 
institutions, public and private, interested in seeds in a region. They 
were to be put in place by a facilitator in the influence of the public and 
the private sector in the council activities. The usefulness of such 
codicils in Bolivia is cited as example in the project paper.

y, to facilitate input or seed distribution, the approach was to 
establish locally sets of clients that includes: seed producers, input 
distributors and the farmers. The farmers would buy or receive on credit 
all necessary agricultural inputs including seeds that were produced on 
contract by local seed producers for local or regional input distributors, 
after official certification by the seed certification service. Obviously, 
credit is very, important in these seed transactions, particularly at the 
beginning of the process and credit recovery can be a problem. Fortuna 
tely, loan payments are generally less of a problem between local clients 
and can be greatly facilitated when input distribution on credit is tried 
up with output sales or commercialization. In this case, the farmer finds 
a sure market for hi^ product whereas the distributor benefits from a sure 
market for his inputs.
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7. Results:

Tain lamentation of the prr-j^ct ^-e^d component activities has been limited 
t.<-> the Senegal River Bassin area where the project's concepts and 
approaches wer>'j to be tested first, before moving to other areas or full 
application on a national scale.

The area covered comprises four administrative departments corresponding 
to the four SAED Delegations or area districts: Dagana, Podor, Matam and 
Bake!.

. Promotion of agricultural input (?) - Maize and rice detonst ration plots:
an attempt was made dm-ing the 1989 raining season to establish a few rice 
Hpmcnstration plots in the Dagana Departement, the most important rice 
producing area, of the Saint-Louis Pegion, the senegalese region entirely 
located in the Senegal Piver Passin. The demonstration plots were to be 
established and used in collaboration with SAED to promote the use of all 
agricultural inputs namely: agricultural equipment and materials, 
pesticides, fertilizers, certified seeds and the use of technical 
recommandation package and, to reintroduce a rice variety, KH998 that was 
supported to be cold-tolerant. Such a variety is needed for cold off- 
season production. At first, twenty hectares with several farmers were 
programmed. The seed availability forced to reduce that area to 6,72 
hectare and also because essentially a late approval o this field activity 
only one farmer could be found to volunteer for this activity. Later 
during the season when it was verified that the farmer had not used in the 
demonstration plots all the KH998 seeds provided, a decision was made to 
withdraw APS support for this promotion activity.

During the 1989-1990 cold off-season, eight maize demonstrations were 
established with SAED collaboration in the Matam and Bakel Departments. 
All the necessary inputs were provided together with written information 
on the recommended cultural practices for corn production. Certified seeds 
for three improved varieties: Across 7728, Early Thai and Synthetic were 
to be compared with farmer seeds of the local varietites in 500 m2 plots 
using the same recommended cultural practices. Data on production were 
recived for all five demonstration plots in Nab.adji-Ciwol (Matam) and only 
one out of the three demonstrations plots in Bakel. The calculated yields 
averaged over the six demonstration plotq zez 2,329 kg/ha for Synthetic C, 
2,140 kg/ha for Across 7728, 2,155 kg/ha for Early Thai and 1.479 kg/ha for 
the local varieties. Farmers have reported also having obtained greater 
production with the same improved varieties than the local varieties grown 
unimproved farmers practices. These results thus indicate that both the 
improved varieties and the improved cultural practices lead to better corn 
yield than the local varieties and the unimproved farmers practices. At 
least, 50 % more corn production can be expected with these varietal and 
cultural recommendations.

During the 1990 rainy season, all necessary innut^ were placed on time in 
the four departments for distribution to volunteer farmers for the 
establishments of 60 rice deon^tration plots and 25 maize demonstration
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plots Some farmers insist on planting corn during the rainy season, 
p.7~Mcnlarly in Podor and Matair,. although the -ecommendation is to use the 
.-old ^ff-sea-on Cnp^pmber-March') for corn production Only 56 rice and 8 
com dpmonc.tration=. plot..? wpre established. That, number was low for three 
reason: thp news of the •• losing of thp Projet, the fact that most farmers 
do not grow corn during the rainy season and finally, it was said at that 
timp that the resulting production surplus will be shared with the 
participating farmers, a practice that many farmers would not agree to. 
The basis for the surplus sharing idea wa? essentially to remind the 
farmers that, thp inputs have a cost and are never free. Again, the 
technical re'-ommandations wen? provided to the farmers, but not always 
correctly <->inrp that depends on the competence of the SAEO Agricultural 
Advisor who is in direct contact with the farmer, the technical accuracy 
of the protocols distributed or both.

A questionnaire was prepared and given to each 3AED agricultural advisor 
who has participated in thp demonstration plot program, in order to obtain 
information on yield-, .and technical follow-up (execution of cultural 
practicies^ for both th<? demonstration plots and the adjacent farmers 
field-. Besides this information, three important questions were asked on 
thpse questionnaires:

1 - What is the farmer's opinion on the demonstration?

1 - What is the agricultural advisor's opinion on the demonstration'?

3 - Does this demonstration plot constitute a success that should be 
visited by othpr farmers" A yes or no answer was required for the 
last question.

A total of forty-nine f:lled-out questionnaires were received: thirty- 
nine for rice and ten for maize. The following table shows the results:

Has the demonstration plot a success?

CROP

Rice

Maize

TOTAL

YES

?9

4

33

NO

?

4

1

NO ANSWER

7

2

<?

TOTAL

39

10

49

This is a mixed result but very encouraging. It was a disappointment to 
obtain so few questionnaires back: fifty, of which one was eliminated for 
beirn incomplete. On the hand, it is encouraging to see that, two-thirds
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of these a.n?wpr^ "all the demonstration pl<~-t? .3 succe?'. whi<~h means far 
mor* farmers will be favorably imp res red •'•y th^se plots than would b<~ 
indifferent or negative toward? th°m.

A closer loof at th* answer?, in particular t^e comment? re veal? that som-3 
obvious ye? an^w^rs werp tu^n^d in a".-, no an^.-rr or no comment. Frr 
example, in the (-a?'-3 of rice demonstration plot at Thiare (Matam) for which 
the farmer was n^t available f:r i-onim-~% nt, the agricultural advisor say=> 
that the demonstration plot was better than the farmer's plot. Still he 

nM- .admit it war; a cMiooe----. !^ -pave instead a no answer to that 
=ticn Tr Medina CPoc'crl the farmer s.~ys hp is totally satisfy of the 
~,T=. t r.-!t inn plot ^nr1 *• h^ ^<7 r i'-i i] + .i.in 1 pHvisor says that the plot was well 

kept *nH that it-- yi^ld potp.nt5al was hiqh. Still he did not reply when
^ckv>,-! if it. ..|.-.-i-« a .-ij^.-pc.c, r,r r,Ot.

yield data was obtained with these questionnaires. The average yield 
wa«- (. ton-^/ha , as expe-ted It. could have been better since one farmer 
obtained only ?,7 tons/ha but two got 7 tons/ha and three 8 tons/ha. Here 
is a frequence table of the yield results:

Yield (t/ha): 2,7
1

4,5
9

5.4
1

5,5 5.8
1

6,0
1

6,2 
1

6,6
1

8

The success of a demonstration plot depends, to a large extend, on the 
works of the farmer and somewhat on that of his agricultural advisor. If 
some plots have given R tons/ha, it can be safely said that the technical 
package proposed was technically good and that it can help increase rice 
production in the area where it is applicable.

No yield data was presented on the ten maize questionnaires filled out Ctwo 
demonstration plots were established very late in the season). However, 
one farmer say? having sold for 50,OOO CFA francs with of mature maize for 
fresh consumption. His agricultural advisor estimated the yield at 3,5 
tons/ha. This is to compared with an average farmer's yield of le"-~ than 
1 ton/ha.

. Organized farmers visits on denonstration plots (farmers yields days):
the first farmers visits were organized on March 23 and 24, 1990, on the 
eight maiz* demonstration plots establish at M,=tam and Bakel. Farmers from 
neighboring villages came to visit .=;nd transportation was provided so that 
all particinatinQ farmers from both P^kel and Matam can assist all the 
field vir-it" Interaction t.'-ok place not only between farmers of the same 
reoi-->ri hut =>"••=•• between formers of the two regions Saint-Louis and 

-indfl. Therp i^ere ^vrhanges of views on good and bad results. So. 
were ii-?ny lessons learned which i 1 ? to s-ay that those visits w^re .?. 

gre/nt snoc<="?.'=>. Many farmer-;. (") in public not to return to thei r local 
cultural pr?.ctic°? and to folio1*) as much as possible the recommended 
practice-'- they h.?ve learning in this program.
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It w.ns on t.hi? occasi-n, it th° March ?4 , i^O visit in Nabadji-Ciwol 
(Matam N' that the opportunity offered by the 'Projet Buffles de Makhana - 
~aint •! O'Uis- ' •«!?.=. presented to the farmer. it concerns acquiring some 
buffaloes f'^r use in animal traction at bargain price? of 80,000 CFA francs 
an adult, male and 50.OOH CFA f fanes an a^iilt female or young buffalo. This 
was well received and c.ome fat-fliers jumped in to place their orders on the 
spot. Those nrd>?r« an? already in the hands of the 'Projet Buffle?-' 
together with part of the money. The buffaloes were tested at work in 
Pakel last season. The results are being analyzed and a decision should 
he (nade soon whether or not to satisfy these demands. It is very 
unfortunate to report here that the 'Projet Buffles' is beino closed down 
also, which means that if the brff aloes are delivered, t.hp four-year carp 
offered with the purchase ccntract will have to be provided by the 'Service 
d'Flevage' in= + f>aH of the proie<~t as anticipated.

A series ^f five farmer" v'sit.s on the rice demonstration plots has just 
rompl^teH Tt was recommended that only thirty people participate in 
d mon«tration, of whi--h ^t least twenty should be farmers.

attendance was as follows:

DATE

11.19.90

12.12.90

13.12.90

13.12.90

14.12.90

PlftCE

Ndiaye 
(Dagana)

Madina Ndiathi 
(Podor)

Hdoulouiadji 
Deib^ (Hatai)

Haiady Ounaii 
(Hatai)

Grande-Oigue 
(Dagana)

PaflHER'S NAHE

Hadior GUEYE

et

Saiba KANE

Ouiar KAHTE

Assane BA

ADVISORS' HAME

Aiadou Laiine Caiara

Aliou HDIAYE

Deiba THIOU6

Djibril HDIAYE

Aiadou KANE

FAHERS

34

29

31

21

27

OTHERS

6

6

6

11

7

TOTAL

40

35

37

32

34

At least, one hundred and forty two farmers attended those visits to 
.together with thirty-four 3AED agricultural advisors and supervisors. The 
yield of these plots were estimated at least 7 tons/ha. Some may produce 
as much as 9 tons/ha. The farmers were very pleased with the results. 
Th<=y understood how they were obtained. Contrarily to the previous farmer? 
visits, the^e were very few negative results to talk about, except that two 
f fMiga- ng wbsufrtec! ifecbm thrf-fet* i! m *•
been approached and .isked by others to sr-11 their p.iddy as seeds, something
that was ne.ither re-oimnendec! nor proposed to at this time. This is now

•] <?eed althf-'.'^h PI rjeneration seeds were us°d. However, in thoses
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pl ?<?•??, there .?re no -'ertificition agents (Matam and Podor). Therefor this 
tendanoy could not. be stooped. The message has been well received: a 
f^r-ner should produce with surplus to satisfy both his food needs and his 
otht-~r needs. To do that, he needs to increase preferably his yield instead 
of his cultivated are which can be accomplished by using all recommended 
cultural practices and agricultural inputs. The inputs included: the 
agricultural materials and equipment to facilitate land preparation, the 
pesticides to protect his crop from pests . the fertilizer to increase his 
crop yield and finally, the certified seeds to make sure he gets good 
return from his investment* and the seeds he uses are not of bad quality. 
The pconomirs of rire production was also presented. Tn most cases, thev 

d thrpp to fivp times the amount spent, including that spent on 
and l^nci prpparation which were provided by the farmer.

. Promotional fil»: a promotional film has been made. Tt is a 20-minute 
film that emphasize^ the need to use improved cultural practices and all 
agricultural inputs in order to increase rice yield. It incites the viewer 
to become an agricultural entrepreneur, making profit out of useful 
agricultural activity like rice production. Technically speaking, the film 
can OP improved a lot. However, this is a first. It is intended to show 
the usefulness of the film as a mass method to promote the use of 
agriculture! input As such it completes the package of promotional 
activities used in thp Project where the demonstration plots have been used 
as an individual method to convince a farmer of the need to use improved 
cultural practices and agricultural inputs to increase his yield; the 
farmers visits as a group method and the film as a mass method all to 
promote the same messages.

. Personnel training and information dissemination: the approval has never 
been received to contract and place the two APS agents at Podor and Matam 
where there are no DI3EM (DPC3) seed certification agents. Some training 
was provided to the newly employed DTSFM seed certification agents who came 
to replace the former OPCS agents now hired by the new PAS. Training was 
also provided to some seventeen 'Programme National de Vulgarisation 
Agricole (PNVA)' agents in Bakel as part of their preparation and 
orientation before being sent to their respective sectors or villages for 
work as 'AVB (Agents de Vulgarisation de Base)'. This programme is 
financed by FAO but my participation was financed by the counterpart 
(local) fund of the APS Project.

Technical support to seed production:

1. The variety c^talo has been prepared essentially by Mr. Adama KEITA, 
the OPCS counterpart of the APS Seed Certification Specialist. It is 
a very useful document, essential to the privatization of seed 
production.
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The texts for two technical bulletins, one for rice and the other for 
corn production in the Senegal River Basin have been prepared and sent 
to 'Plein Sud' a printing business in Dakar. They will be distributed 
to seed producers primarily, but they will also be available to rice 
and corn producers. These technical bulletins numbered 1 to 2 were 

.prepared by APS and DISEM with the technical contribution of ISRA, 
5AED, Projet Ma is and the PAS.

VI. - PREPARATION TO .PRIVATIZATION OF SEED PRODUCTION AND DISTRIBUTION 

1. Agricultural input survey:

A preliminary survey on agricultural input use has been conducted during 
the month of October 1990 in the four Departments of Dagana, Podor, Matam 
and Bakel. This survey was made in (?) of the activities of preparation 
of legal documents for privatization. There were two subsamples, one made 
of questionnaires filled out by a set of two enqueteurs hired by APS and 
the other constitued of questionnaires filled out by SAED agricultural 
advisors. The APS subsample in each case was representative of the 
delegation or department make-up in terms of small, medium-size or large 
irrigated perimeters. The SAED subsample give the opportunity to a large 
number of agricultural advisors to represent what exists in his sector. 
The result has been a fairly good representation of the different irrigated 
perimeters through through the four departments of Dagana, Podor, Matam and 
Bakel A report will he prepared exclusively on this survey. What follows 
concerns the information contained in the answer to one key question (= 13) 
the fennprs wen= askpd: Tf you had to buy only one input, what it be? 
Surprisingly only three-farmers found it impossible to single out one input 
and cite all inputs in answering this question. The question was intended 
to give some in(?) into what is the most necessary or needed input in the 
project implementation area. The following table gives the frequency at 
which each listed input was mentioned as the most necessary input by a 
farmer.

t i\ i?«?

Oil??"?!

Cart, (animal ) 
Plow (animal 1 
H<?rbiciHe 
TOO!P (manual "i

Tr = 
nil

PCCQR.
FREQUENCY

IQJBL .

TOTAL ANSWERS

25
20
14
5
1
3
-
-
4
-
4
1
1

32

26
10
3
e
2
i
2
-
-
3
1
2
1

63

13
22
5
7
9
-
3
1 •
2
-
-
-
-

61

6
5
8
10
1
-
3
5
-
3
-
-
I

44

70
57
35
30
13
9
3
6
6
6
5
3
3

2SO

28
23
14
12
5
4
3
2
2
2
2
1
1

(96X1
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This t.nh\p gives many indication? on what inputs should produced ~-r 
ptircha^pd . T,t.or»c! to he sold by input distributor? in th~ t^n^gal Riv-?r 
R.Tnn T !-^ four most important inputs ar 71 ' in d^T '-easing <->rder : fertilizers 
includinn urea and rHamnonium phosphate., irrigation pumps, certified seeds 
and

These results show also that .-mi ma "I traction is being replaced by tractor 
use in nagana and Podor while it is still in demand in Matam and Rakel .

should

t •-'

c's are in demand everyone in the area suveyed. Their demand 
related to other factors than moderni ration of agriculture

t not he ''i?adily available in Matam since it is mentioned as a 
more in Mat.am than in the other departments.

was the only pesticidn mentioned a 1^ a necessary input. Finally, 
it ^hoiHd HP not^d that as a group, the agricultural materials and 
equipment are m^re in demand, followed by fertilizers and then certified 
seedc;. Pesticides are not. yet perceived as necessary by the farmers 
surveyed .

2. Preparation and distribution of technical Materials, to faraers GIE:

Some farmers have kept the protocols prepared for the demonstration plots 
for use as technical bulletins in their corn or rice production. However, 
they were not intended for that purpose. Instead, the technical bulletins 
prepared for the seed producers were to be used to prepare simpler 
tannin*] guidelines for the farmers. This activity was not retained among 
those to be carried out after the decision to close down the Project was 
known.

3- Training of^^s^d producers:

Short-term technical, assistance was requested to help in this activity but 
would not be approved because of the decision to close down the Project

4. Training of input distributors:

This activity was announced to input distributors established in t.h= 
project implementation area but never took place because the short-te-m 
technical assistance in marketing would not be available for the 
cited above
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VII. - SUPPORT TO PRIVATIZATION OF SEED PRODUCTION AND DISTRIBUTION:

The S>=PCI Production Ooronomi-t «-?• t^ p = >'t Icioat.p in t.hp establishment of the 
regional seed council li^t.p-i iind^r this ohiectivp in the 199O-1991 work- 
pi ?.n.
Prom the first tin"* th=»t if ui q= pr.-,-,ospH ur. t.-» thp time of the closing dr-wr 
of th-= Project, this activity has nevpr rprpiypH full suppor; from any 
institution involved in the i nipt pi^nt^t ion ~>f the flPS Project . Thp reason ^or 
this i<* not clpar since this approach is mentionpH in the oroiect paper as 

obtainprl nre^t success in a "Mrnilai" nroiprt implPinpntPd in Bolivia b 1 . 
c, ^ nd thp project naner mn^t hgvp heen annrnvpH by all narticipati"" 

i nst i t ' i* ions befor thp --t.^rt .-if i<-<^ imp lamp nation.

Thp m.'in purpo^p of the rpoional -^ped council i' Q to support privatization o 
p--rvHnc t ion and Hi-vt ri hi.it. i^n whi^h it d < > r> s di'^'^ly and indirectly.

Tt.
b

it.=- direct ^iippr.rt. to nri vat. i ration r>f thp se^d ^nh- sector:
i n^ th° rpnional poll' i pt^ *<~ - r =°-d orodu^ti ">n , promotion and

by i mnlPdipnting yearly seed p reduction a^tivitie^ and;

. hy monitoi-inn the strict. oh-.t?rvance of the .PPC^ sppd quality control and 
r^prt i'fir-iti on pro^°din''i '= by pll thp private seed producers and distributors 
in thp

Thp indirect support to privatization takes place when it:

. coordinates the interests of all council members and niaintain- or 
proper balance betwpen the public and the private sector of the seed 
industry;

. proposes appropriate changes in the national seed legislation and;

. prepares and approves complempntary budget and work plan for regional seed 
certification and other related services.

This last role of the regional council is one of the most important and i? 
wpll illustrated as a need by thp present situation in the field. The status
->f field inspections for seed certification purposes in the Saint-Louis region 
is presented in the following tables. Tt gi v 'Pc the situation as of December 
5, 1990 and was obtained from the regional seed inspection service on December 
11, 1990. Tt can be seen that, field inspections for quality control have b^er 
completed for one out of two varipties under X? certified rice ^epd production 
and all-the varieties for foundation fie-? seed product i.. n. Thus, the 
necessary field inspections at this late cUte ha'-'e takpn place- only for the 
foundation ^eed production uhioh i-? stni in thi hgnds -if the official seed
-prtific^tion service. For +h-- •- -"'t if i^d '<'i'">r SP^-! orc'ducti^n w'lich is beino 
Hotip by oriv.gt.p ^eed prod 1 .""?•"? ><:f:-t r- ttv") f •'.•>• ty percent of thp PI and nore thar
-3 f.h:'" J ^.f thp R? arej /»t e ^til"! to bp inspected for control. This ocrured 
p.-i.c.zr:' " -•! i v ' -?!".:.'" 1 '-- !>'f ''ook .".f na? for the controllers to '^L't in their
-.'&h;-' 1 ~ r- *.''• p<"i tc the fi^ld If there we rc' a reQional seed council, this
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M tuition would ha 1 ."? been HV>V^?C! 
provided the need' 1'! cj.ir t-.> the ^? 
r>ol ]p(^t-?d '.^ P>?6''s fi"'".Ti the 
in such a way • ac- to avoid *?VPH 
favoc'ng one S 1?!?*'' pfcxlnr 0 ' '"'vpr 
from thf non- in<-..-^cti^n of t.hp p 
many seed prodMr^r!:- and

Tti<?
certif i-'^

seed council would have 
nn r-prvic-? tiding fioney 

v-i'icf?'"? . And this would have donp 
e of imp'Tipriety or suspicions of 
T he po-~'p :^mio loss that will rp'rult 
pfodu'-tion fields will discourage 

limit the growth of the private seed
Support to th>= sped TPrtif ic^tion must come from one source or 

another. Obviously, the regional seed council is a good option.

VIII. - PREPARATION OF LEGAL DOCUMENTS FOR PRIVATIZATION QF 
SEED PRODUCTION AND DISTRIBUTION:

activity has been replaced by the preliminary survey on agricultural 
input use in the Senegal River Valley.
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Rl CERTIFIED RICE SEED PRODUCTION

Total area planted

VARIETES 

IKP JAVA .IP 1529 .IR.g IF;

(ha) 89. 6 1:. 120.10

Area control Ifrt 
(.ha) 50.6=. T>7.40

Area accepted
rhai dt.r? i\. f.o

Area rpjs-rted 
fha) -i.->;3 S.3O

Are- left to control 
(h3~) 39.no (?2.7O

105.22

IOS.27

93.67

1 1 . 55

O.OO

11.40

r.40

2.40

0.00

9.00

8.00

O.OO

o.co

0.00

3.OO

R2 CERTIFIED RICE SEED PRODUCTION

TOTAL

Total area planted 
Cha)

Area controlled 
Cha)

Area accepted 
(ha)

Area rejected 
fha)

Area left to control 
(ha)

JAVA

55.00

55.00

30.00

25.00

0.00

VART EXES. 

DJ 12519

31.30 

0.00 

O.OO 

0.00

31.30

TOTAL
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FOUNDATION RICE SEED PRODUCTION

T :'.3l area slanted

I>P Jll :w 03 i;si9 10CK S IRJ11 UL?J> IBJI22 03 WO T ? T 8l

1.50 2.28 4.00 2.60 0.50 '3.00 0.45 3.00 1.00

3.50 2.:? i.OO 2.60 0.50 3.00 0.45 3.00 1.00

rejected 
(ha)

Area left to control 
(ha)

3.50 228 i.OO 1.30 0.50 3.00 0.00 3.00 1.00

0.00 0.00 2.00 1.30 0.00 0.00 0.45 0.00 0.00

0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00

IX. - OTHER INPUTS:

1. The. I FDC.. Seminar:

Seed Production Agronomist attended la^t year an IFOC seminar in Lome 
(Togo) on Fertilizer Supply Options and Constraints in Developing-Country 
Agriculture A report has been prepared on this seminar, whose main 
conclusions were:

. fertilizer use is v?ry low and quite variable in Sub-Sahgran Africa 
Because of low fertilizer productions level and variable level of imports 
due to variable fertilize'- world prices, irregular allocation c* foreign 

for fertilizer imports and lack of local political commitment;

improvement in fertilizer production, supply and distribution inSSA will 
depend on how much stability, management skill, financial autonomy and 
responsibility is deployed and maintained throughout the agricultural 
sector .

CounH private sector typ>- 
responsibility will be

techniques and autonomous management
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2. The red rice seminar:
The ".----I r "duct io.' Ac;.'C>r,-;iT, ir.t !v-l,3 prepare and organise an AP2 j-rmin.ji
°c:' Pi'?, 3 noviMs weed found in rice field1^ in the Senegal River Vall
T'",is '«ie-?H ran considerable loss of yield of white rice sine-'- it ••• "
:?pr.-?.?d cast and easily drops its grains in the field. The ?PA s-^we- ?.r 
'•ditoi <.if thf? preceedirifjs of this seminar <ard prpp^r^d if" fin?! report.

X. - FINAL REMARKS:

The A D ? Project has had <? briof -vqc.-.qg.-, in the fi^ld hut has msnacirc! t>. 
est.ab15<?h ^i-^d ••rpi'tif i.c.-:tion 17 ? n^c-^'-sity for p>' i v>t fr :tion of s^^-' supply 
bv pi •~v 'i M'".' th?t •-.-•^d en'.flity i c- iiTip-'rt.^nt t^- i'"t- : >-pr1 p-'odi 1 "•••:-:r and us':•;•=> 
The PCHI ?•?•=.•( - r~«^!.!'?'Vi'S n^^C'1 thi a ' -» '.':•. i: ^f C T ?'r M in •:> r dtri" t'V- ' r ui ••..!•;-•= ^ni j 
,-;-.-...• ni^FM i- .-TctMany --• M- -r 1 -f .Mippr :-t !--.th human and financial to do t.fc 
iii^.-rt^nt ;-.!• .-,f --..-. -i-1 .-•'.- -f i* :-..= '•',- i Tf pr.?-:-.ept situation pcpjistr, it will 
•;••iT;p 1 _ '.-p 1 ih--- incin.i-ant n--"-.>-tp =.«oH inHii-try that would thpn tat<r- plarn- 
it •. •• •'p--- (,•!•;•;.• Mi^rvp ;-. r\ t-. rpr.rp pi,hv.'~ *v;<: t or rertifi^d seed prodi!<:tion <?.- 
; t^'^.ul''. • r n,-1 v,-ai i-.:-t i-- n pffr.rtr nr^FH ne^c; 0- to b^ helped now or never 
9< (TIP fii ?•• •-•-:-(•( ni-'-<-'ii< t ; •>!•' f j-iirk. HIM. o.^-t h>= inspected on time or not ot .^l 1 
t u ii" y,-pr f^ir c-p-'H '•=• 1 1 i r ic J t"• r.n niirp'ic(a« f.- ->r lfl.-.k of ipeans for th<=- agpnts to 
.-K-.I- f' th>=^-- ^i-O.d-" Thi-% ^h-uld not- let t-. -< happen. Tin 0, is exactly th»r kinc' 
o- r' '- i' 'i.^l :"•".••• th^ r^-gii-inal ^^^d -••nnr.il w- rlp^inn--d to prevent Rut t.h-?t 
,-,-,n .-jj^-t H-irl -:.-.*-. f]y .gnd t!v3 t^ if IT:- '>-ni.-n.-?l --^d ooLinril in the fi^lc! to h^l;' 
iniit'i * h^s c-i 11'•? t. i.c'0

Th,-. .-,i, i tifi &,' --.a^H |rs. 
,.-.. - ppr -•-. -., fl : ,, input 
5. "••••=? tment? "i^cJe in ri 
c"-.nt i.r. i "•••!.!•-• ir---' of

'0'.' orO/'!i. >•• f" "n 
r':".J -:- a 1'•)•?.> 3 is 
'••• -ages ha«-'f 

to t.h--.

t'"-
p.- riii.--i.ion.

,: .r s.---th human and financial 
!If '7-pl.iined i.i the field how (?) .an"'

b>"

'•' to loss of seed vigor and 
•xJjc^rs, how much lucrative

:>nn>.al the use of certified 
with other inputs. These 
hf-ipg spread. For unclear 
work has been prematurely

i... M cjr.y i ns as ,--ee>. • :<
!!•- ill'- -rli-: "•; tO Se-'J

i'l p-- : ""JOLil 3 :' wli^r*' '.'3.1?: 
^11 ••*.-•-••''vpr/ by c..'ny .1 p.r! ,3? 
Prod": t.-'on API --'ivxiii^.t.. ttv 

•-tapped, putting him many tin.--.- in thr T-l'ward ?.jt:wtion of explaining in the 
field why DSATn and MuR.H ''ho.'--::-^ to >.t..:p thic kind of activities and why now? 
r.olildn't thpy wait a lit tip two years for example. Enough to let us start 
nutting int/-i practice what you have taught us. I do not, have the answer's to 
those question?-., was my reply. There are other problems in the Senegal River 
Valley that need immediate attention from the GOS and the donor community. 
The water l<=vel in the Senegal River is getting dangerously low compared to 
the levels in only recent years. Recessional agriculture has suffered a major 
blow as a result in many SAFD perimeters by pumping water f rom the river and 
into its tributaires like the Dioulol. This situation has to be investigated 
as soon as possible to find its causes and apply the appropriate remedies tc 
correct it.

The commercialization of rice paddy has to be looked into. It is the key to 
increase in rice production in the Senegal Pi-/er Valley. Rice producers 
should be able to receive payments for their rice as sonn as possible at the
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•~d ~.' f th-r reason ~o they can •t-irt lc<ikinr: for inputs and preparing the 
following "i*-e production season

XI. - LESSONS LEARNED:

1. The opinions of the donor about a project and its personnel performance are 
of vital importance throughout, project implementation.

? To work well in any project, both local and expatriate technical personnel 
c-houTd adhere at. least in prinripip to its ha=.ic assumptions, concepts and 
approaches and give them their best <-han<~e to work at lea^t until they can 
provp tht=>m +- HP not. valid

XII. - RECOMMENDATIONS:

Project imp)pmf=ntation should always start with a formal reassessment of 
project's assumptions, objectives and approaches particularly when much 
time ha? passed between project design and the start of its implementation. 
The main purpose of this- purpose of this reassessment is to reach concensus 
on thesp important idpas amonn those called to implement the Project, before 
starting project pypcut.ion

The>-e i« a need to look for and find a formula to allow greater donor 
participation in f?^ fi^id activities and les^ interference in project 
manac.e t">"jnt. Reinn th^re i= always better than reading reports and 
publications no matter h<iw w^"! ] written they are. This gives encouragement 
and support to thp t.erhniral p-T-vonnel and some enthousiasm and comfort to 

benef ic.iai r^s.
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