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ABSTRACT 
H, Evaluation Abstract (Do not eoKeed the spacprovldfdl 

H. Evaluation Abstract
 

The Niger Applied Agricultural Research Project (NAAR), which started in 1988, was
 
formed by merging a proposed follow on to the Niger Cereal Research Project (NCR) and
 
the proposed Applied Irrigation Research and Coordination Project (AIRC). Its aim is
 
to assist the GON to institutionalize a system of applied agronomic research
 
characterized by strong functional linkages to extension. 
This mid-term evaluation
 
(06/1990) was prepared by an external team composed of three U.S. Contractors and one
 
Nigerien on the basis of a review of project documents and interviews with project

personnel (INRAN), staff of PAWN (Purdue University, Alabama A&M, Winrock
 
International, and University of Nebraska), and USAID/Niger. 
 The purpose was to
 
assess 
the project's overall progress in achieving objectives and to provide guidance

for mid-course corrections. The major findings and conclusions are:
 

-
 The project has worked well and progress has been made in the areas of commodity

purchases and construction, improvement of crop varieties, the beginning of
 
multidisciplinary research, and development of linkages among INRAN, extension and
 
other agricultural services.
 

- However, both long-term and short-term training programs are behind schedule and
 
INRAN continues to have a shortage of personnel. Operating funds are not being

disbursed in a timely fashion, research priorities are not being addressed, and
 
problems in research, station and personnel management are noted. Objectives outlined
 
for irrigation are not being met due to setbacks in the proposed rehabilitation for
 
irrigated sites.
 

-
 Since the project has made satisfactory implementation progress towards achieving

its goal and objectives, it is recommended that the first phase of 5 years be extended
 
one year into 1993 so that more trainees can return and start work and a better
 
organizational structure of INRAN be established. 
Other stated elements are related
 
to the continuation of financial and administrative management decentralization,

adoption of an Institute researcher statute, an implementation schedule for irrigation

infrastructure, updating records on land use history, staffing and research
 
management, etc.
 

COSTS 
I. Evaluation Costs 

1. Evaluation Team Contract Number OR Contract Cost OR 
Name Affiliation TDY Person Days TDY Cost (U.S. $1 Source of Funds 
Dr. Shrawan Bokde Exp. Inc 624.0510-1-00- $87.137!".. NAAR P 

9039.00 683-0256 
Dr. Robert Theberge Exp. Inc 

Dr. A. J. Abshire Exp. Inc 

Mr. Ousmane Maitagoua MOP 

2. Mission/Office Professional Staff 3. Borrower/Grantee Professional 
Person-Days (Estimate) 80 Staff Person-Days (Estimate) 130 
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A.I.D. EVALUATION SUMMARY - PART II 
SUMMARY 

J. Summary of Evaluation Findings. Conclusions and Recommendations (Try not to exceed the three (3) pages provided) 
Address the following Items: 

" Purpose of evaluation and methodology used 9 Principal recommendations 
" Purpose of activlty(les) evaluated * Lessons learned
 
, Findings and conclusions (relate to questions)
 

Mission or Ollice: Date This Summary Prepared: Title And Date Of Full Evaluation Report: 
USAID 4/5/1991 Niger Applied Agricultural Research Projec 

Mid-Term Evaluation 

Project Purpose
-l'i purpose of the Niger Applied Agriculture Research Project is to assist the 
Gover-nment of Niger (GON) to institutionalize a system of applied agronomic research
 
char terized by strong functional linkages to extension. Achievement of the project
 
purpl .e 
will, by developing productivity increasing technologies, contribute to the
.,t.iinment of the goal of increasing agricultural production and diversifying sources
 
of rural income in Niger.
 
-Emphasis is placed on strengthening the National Agronomic Research Institute of
 
Niger's (INRAN) overall capacity to design, administer, manage and carry out applied

agricultural research programs, development of integrated and multidisciplinary
 
research programs, and the development of functional linkages between INRAN, extensior
 
and other agricultural services.
 
Type of Evaluation 
-A mid-term evaluation was conducted in June 1990 and its purpose was the assessment
 
of the project's implementation performance and impact. 
This included an analysis and
measurement of specific verifiable indicators of progress as contained in the logical
 
framework at both the purpose and output levels.
 
-The evaluation team was external to the project and was composed of three U.S.
 
Contractors and one Nigerien from the Ministry of Plan (MOP). 
The team reviewed
 
project and related documents, interviewed project staff and technical assistance and
 
relevant donors in the field, and made site visits.
 
Evaluation Team Findings

-Progress has been made towards resolving some of the issues and constraints listed in
 
the project paper (PP). Commodity purchases and construction have progressed

normally. Progress in improving crop varieties is noted. 
The beginning of
 
multidisciplinary research is evident and a good start has been made in developing
 
linkages among INRAN, extension and other agricultural services.
 
-These successes have been obtained despite many problems encountered. Training
programs are behind schedule and INRAN continues to have a shortage of desired
 
personnel. Funds allocated to the GON for operating expenses are not being handled in
 
a timely manner. Research priorities are not addressed and problems in research,
 
station and personnel management are noted. Objectives outlined for irrigation are
 
not being met due to setbacks in the proposed rehabilitation of irrigated sites.
 
-Several constraints have been identified, some organizational, some resource driven.
 
The problem of operating funds disbursement is considered by the evaluation team to be
 
the major constraint to project progress and implementation. INRAN still needs
 
qualified researchers to carry out research programs and to fill positions. 
Lack of
 
statisfactory statutes covering researchers has created a situation providing few
 
incentives for superior performance. There are still no clearly defined departmental
 
research priorities and resource management and planning are sub-optimal. Few efforts
 
related to interdisciplinary research are noted and INRAN has a very limited capacity
 
to conduct research on irrigated crops. While support to research in the areas of lab
 
analysis, library services, and inputs supply needs to be strengthened, linkages to
 
extension and other agricultural services are judged weak.
 
INRAN's problems of management and staffing mean that activities are poorly planned,

managed, implemented, and monitored even though the Technical Assistance Team (TAT) is
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S U M M A R Y (Continued) 

aiding the institute to overcome its technical and management problems.

-Taking into account the project's achievement and continuing activities, the

evaluation recommends that mid-course corrections be instituted to redirect the

project towards greater achievement of objectives. A summary of the major
 
recommendations follows:
 
-1. 
Phase I of the NAAR project should be extended into 1993 utilizing monies

budgeted for but unspent to permit more trainees to return and start working and allow
 
the establishment of a better INRAN organizational structure.
 
-2. The TAT positions/contracts should be extended to coincide with the extension of
 
phase I.
 
-3. 
A new operational department based organigram should be developed immediately by
INReN. This will describe the current situation at INRAN and should consider the long

term institutional plan.

-4. 
There is a need to adopt and improve an Institute researcher statute, giving

greater encouragement to scientific work activity of researchers rather than the

seniority of service in INRAN. 
Criteria used by International Centers for evaluation
 
of the research activities should be obtained, analyzed and a composite format

developed that would suit the conditions of Niger. These criteria would be

implemented simultaneously with the new researcher statutes for evaluation of research
 
programs conducted by INRAN researchers. 
-5. The AID Director and INRAN Director should approach the Ministers of Plan and

Finance requesting that a waiver be granted from current GON statutes to allow INRAN
 to maintain a separate project account which would not pass funds through National
 
Treasury. 
This should alleviate the considered major constraint.
 
-6. USAID/Niger should initiate a financial management review and an audit by

December, 1990.
 
-7. Other recommendations concern decentralization of financial and administrative
 
management, updating records on land use history, personnel evaluation and research
 
program review, and assignment of better qualified personnel to the Research Extension
 
Liaison Unit (RELU).

-The complete list of the recommendations made by the evaluation team and AID
 
comments/reactions follow:
 
-1. 
Phase I of the NAAR project should be extended into 1993 utilizing monies

budgeted for but unspent to date. 
 This will permit more trainees to return and start
 
working and allow the establishment of a better INRAN organizational structure.
 
USAID Response: 
 The Mission has extended the training component of the project until
July 1, 1993, so that participants may finish their degrees. However, the Mission has
decided to complete the other elements of the Purdue contract at the scheduled PACD
 
date of May 28, 1992.
 
-2. The TAT positions/contracts should be extended to coincide with the extension of
 
phase I.
 
USAID Response: This recommendation is not accepted since the Mission has decided to
complete activity as scheduled. However, the Mission will extend any TAT member whose
initial contract expiredsin 1991 and who wishes to continue up to May 28, 1992.
 
-3. USAID/ItRAN/Purdue University should study the way in which to strengthen the

technical assistance needed in the planning, coordination and management of INRAN's
 
research programs.

USAID Response: Mission has decided to defer this study to the major World Bank

funded agriculture research project due to provide support in overall management and
 
research management to INRAN.
 
-4. A new operational department based organigram should be developed immediately by

INRAN with the assistance of the Chief of Party. 
This will describe the current
 
situation at INRAN and should consider the long-term institutional plan.
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S U M M A R Y (Continued) 

USAID Response: The new World Bank project calls for several major changes in the
 
structure of INRAN, therefore, these actions will not be initiated under NAAR.
 
-5. INRAN should continue to move towards greater decentralization of financial and
 
administrative management to improve these activities. Training on 
the concepts of
 
decentralization needs to be provided to all INRAN senior level personnel and should
 
be through the short-term training program.
 
USAID Response: Recommendation accepted
 
-6. There is a need to adopt and improve Institute researcher statutes giving greatei
 
encouragement to scientific work activity of researchers rather than the seniority of
 
service in INRAN. Criteria used by International Centers for evaluation of the
 
research activities should be obtained, analyzed and a composite format developed tha
 
would suit the conditions of Niger. These criteria would be implemented
 
simultaneously with the new researcher statutes for evaluation of research programs
 
conducted by INRAN researchers.
 
USAID Response: As with 3 and 4 above, this will be handled by the World Bank
 
project. 
 Initial work has already been carried out with ISNAR assistance.
 
-7. USAID and INRAN should direct greater effort and flexibility to resolving and
 
accelerating the process of the selection and approval of training candidates. 
This
 
will allow the remaining long-term participant training positions to be filled and
 
utilized before the end of the project. The recently formed INRAN Division of
 
Tralning, should place the greatest priority to the training of research technicians
 
as well as other research support staff in the different categories.
 
USAID Response: All participant training positions have been filled by the project
 
since the time of the evaluation, thus the recommendation can be considered closed.
 
-8. An implementation schedule for irrigation infrastructure at Tarna, Konni, and
 
Kollo stations should be established. All activities, research plans and the
 
placement of trained irrigation section staff associated with irrigation
 
rehabilitation should be completed and systems active by November, 1990.
 
USAID Response: Irrigation support must be reexamined in light of the mission
 
decision not to extend the project beyond May, 1992. Procurement for irrigation work
 
will require at least a year, while there is only 15 months currently remaining in th
 
project. The mission has not yet received notice of any INRAN staff being appointed
 
to work on irrigation rehabilitation, or of any training being proposed for INRAN
 
staff. A mission decision on the irrigation component will be made by April 30, 1991
 
-9. A unified system for materials and equipment management should be prepared and
 
applied at INRAN. This system should include all inventories and equipment at the
 
department level and be distributed to all of INRAN personnel.
 
USAID Response: All materials at INRAN have been inventoried and recorded. However,
 
this listing has not been distributed to all stations. The Mission will ensure that
 
this inventory is distributed by 30 March 1991.
 
-10. The AID Director and INRAN Director should approach the Ministers of Plan
 
and Finance requesting that a waiver be granted from current GON statutes to allow
 
INRAN to maintain a separate project account which would not pass funds through the
 
National Treasury. This should alleviate what is considered by the evaluation team t
 
be the major constraint.
 
USAID Response: USAID sent a letter to INRAN requesting that this account be opened.
 
This was processed by INRAN and sent to the Minister of Agriculture, who initially

rejected the idea but later reconsidered his position. An account has now been
 
opened. The project was decertified in June, 1990 and continues in this status.
 
USAID will not be depositing any funds in this account. Recommendation considered
 
closed.
 
-11. INRAN should examine the size of its current research program in light of its
 
present staffing, financial and management levels. This study should be conducted to
 
achieve a more manageable and focused research program and could be based, among
 
others, on IARCs criteria applicable to conditions in Niger.
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S U M M A R Y (Continued) 

USAID Response: INRAN held a major week long meeting in February with ISNAR and CILSS
 

assistance to discuss its research agenda and staffing requirements in light of the

proposed World Bank project, and is continuing this study using a system of four
 
committees. USAID is also funding a management study done by the National Institute
 
of Administration. Recommendation closed.
 
-12. 
 INRAN shoud prepare stations, topographical, field and soil profile maps for all
 
research sites as soon as possible. INRAN should maintain accurate and updated

records on land use history. This will improve research management and the quality of
 
research findings.
 
USAID Response: Recommendation accepted.

-13. 
 INRAN, with the assistance of USAID, should conduct a personnel evaluation and
 
research program review by December, 1990, to recommend a course of action concerning

INRAN stalfing and research management.
 
USAID Response: Recommendation accepted and being implemented.

-14. The Resarch Extension Liaison Unit (RELU) mandate should be broadened to include

all activities of INRAN as sources of inputs for extension. 
Wider sources of
 
information will benefit extension and research and enhance communication.
 
USAID Response: Recommendation accepted.

-15. One class A and two class B positions should be assigncd to RELU as soon as
 
possible to complete the requirements called for in the Grant Agreement.
 
USAID Response: Recommendation accepted.

-16. USAID/Niger initiate a financial management review and an audit by December 1990.
 
USAID Response: Recommendation accepted. Financial management review and audit will
 
take place in May 1991.
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ATTACHM ENTS 

K. Attachments (List attachments submitted with this Evaluation Summary; always attach copy of full evaluation report, even If one was submitted 

earlier; attach studies, surveys, etc., from on-ooing" evaluation, If relevant to the evaluation reportl 

NAAR Mid-term Evaluation
 

COM MENTS 

L. Comments By MIsslon. AIDW Office and Borrower/Grantee On Full Report 

USAID accepts, in general, the findings of this report as a record of project progress
 
to June 1990. However, in the six months which lapsed between evaluation field work
 
and receipt of the report in final form, major problems developed in GON management of
 
the project which threaten its continuation and may make many of the evaluation report
 
recommendations no longer relevant. For this reason, USAID is not pursuing
 
recommendations relating to extension of project life and modifications in financial
 
systems. The project (with the exception of long-term training) will end in 1992. No
 
next phase is planned. By that date it is anticipated that a World Bank-financed
 
National Agricultural Research Project will have assumed many of the institutions
 
building activities now supported by NAAR. USAID is currently considering options for
 
other future forms of assistance to agricultural research in Niger which could involve
 
coordination with INRAN but not support to the institution as a whole.
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