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sponsiblo for Action to be Completed 

Request extension of 
project to provide funding 
 TBork, AFR,/SW
for approximately 18 months Nov. 22,
(thru June 1993) to OAR/Burkina 1991allow project (1) to complete selected number of
network technology impact assussment studie3 
by national researchers which will assist in the 
development of the Africa Bureau Agriculture Research 
strategy end efforts under the SPAAR initiativewhich will spell out 
over the next ten years, programs

and financial 
assistance for agriculture research in

Africa and 
(2)to continue the work of the networks and
 
a minimum program of country based research.
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The objective of SAFGRAD II is to develop a regional collaborative
a major semi arid food grains research in sub-saharan Africa. 
crop network system fo
worsening drought SAFGRADsituation in was ar outcomeAfrica in the of tre1970 whe.in 1977 under the auspices of OAU. Twenty 

the African Heads of State created iWest, Central, Anglo-Franco 
six member count.ries paricipateEastand Lusophore to South,

sustair.a!e research system which will 
accelerate the developmet of a productivebe compatible with the a.dfarmers. needs andPh-.ase which conditionsI was operational of small 

y 1ITA, ICRISAT, farming systems 
in 26 African member states includedt - research an.d crops researsh natior al a program for establishing closeagricultural research and extension services. links betwe

ard techr.ical SAGRAD Phase 11assistance for a regional coordination office (SCO) 
provided financial 

crop networks: in Ouagadougou and
1) the West four
& Central Africa Maize networkAfrica Cowpea Research network (WEC.M.AN); 2)(RENACO); the West & Central 
retwork 3) the West. & Cen.ral Africa(WCASRN); 4) the East Africa RegioOal Sorghum and 

Sorghum Research
The final evaluation was Milletconducted by Network (EARSAM).an
or external evaluation team on the
project documents, 
site Visits to networks in 

basis of a reviewpersonnel, & AID West & East Africa,staff. The purpose c.fthe ir.terviews with projectfi.al evaluation is
its objectives as to determinestated if project metin PP and its amertImen tsphase III project. The and if there is a need forevaluation a follow on,terest was also aimed at responding toin revitalizing agricultural researci. 
a continuing internationai.more truly Africa-centered modes of collaboraton 

Africa and efforts to 
forge and encourage
.,e majorfindings and conclusions are:
I) The project as designed has 
been successful.
2) Come 12/31/91 (PACD) AID will end over 
20 continuous
assistance for major Semi-Arid Food Grains Research 
years of financial and technical 

represented a significant and singular commitment to 
in sub-saharan Africa which has 

agricultural an Africa-centered organization forresearch and development and which hasleadership role put the Agency in thein promoting the professional development 
forefront, 

3) Agricultural of African agricultural scientistresearch networks in sub-saharan Africa
improve communication are seen as
among scientists who 
ready mechanisms to
constraints on agricultural production. 

are trying to tackle priority problems and zones, As these problems arenetworks like shared acrossSAFGRAD have agro-ecologicalbeen seencf scientific expertise across 
as key vehicles for organizing a criticalpreviously massinconvenient4) Continued investment political and languagein regional barriers.efforts offers opportunities for national scientists 


iraw upor. basic strategic and applied research information and offers 

c
zrea.<ing down professional isolation and 

a significant means f r ... munity of for advancing the development of an Africanresearchers. 5) SAFGRADre a.- has made significantet rks progressthat are driven by national program 
in moving toward activeconcernsrgaitific Cllaboration with the and which operatesinternational in close

crganizai-- research centers.and political framework 6) OA is an appropriatewithin which to manage agricultural research networks. 

IEvaluation Tean C
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 Institute In'l 
 PSC 
 25,000Team Leader ProjectAgriculture
 

SiQc)igan State Univ.
Timothy Schilling April -Assoc. Program

(Breeder/Agronomist) PSC June 28, 44,000


Director, INTSORMIL 
 1991
 
41illiam Judy Univ. o.! Nebraska
Consulta,t 


PSC 
 25,000
(Research Management
'pecialist) 


,
 

l. MissioniOfflce Profeslonal Staff
Person-Days 3. Sorrower/Or-nlee Professional(Estimate) 


Staff Person-Days (Estimate)
 

1330.5 t10-87) Page?2 

http:WEC.M.AN


1,1DYIEVALUATION SUM RY"7 A T I 
SU t A 

5ud6v!~ uidil in eco mo (qTr t.e thre (3), pagA r fdt InI~q not to exc e provldeJ 
4[ 1( 2Principa commenda ions 

me ere0 Purps.~ as5vl '- ,- ,at 	 * esn 

o. PIninsn cone uslonts(relate to ques:Ions)
 
Mission or Ofl0 ,_ Thi 'a. Til~e And Date Ot Full
S8ummary Prepared: 	 EvaluatlonReot 

ARkp Septemjber 9 , 6 ,_0 ia. eot- Jl 91 
do.rnn.if objectives as~ s daie PPpuAe enshdb
 

aned ete ine%if the re should bea follow 'on 'project' 'and 'if .soiwhat'.the

should E 	 1 aplant.ojectives f ne poject be. er aI evalatonea onssingo f i 

reedrana'Team -derabit Leader all',w th; cons 

xperiencein Africa and Agricult'ure Research carr e of
 

_Ibki /STR U TRC'n Lagos'~ neI~work coor itors, NARS 
Personnel oO TC n o
 

'.Scien sts) AIDstff TA Intern io Insitu ta oTical AndiutreuR
 
aonOtsonal+C)aer'er fasrarCropi, in,


AgricReserc,.tiRAT network sterin Commit.ee, versight Comite
 
RAseei' 	 Ov si h 'Cmmtt
 

Ja-	esrpoels Toincrease the efficiency and effectiveness of a g...ricuural researh on 
idouti psed~ afoodcropsthe SAFGRAD region by cc modit' to 'plan,e in 1)strengthening


brae their ~Ao rsupport and make productive use of, resources; ands2) stren~gthening
 
thea 841 ce Cap ity o the OA/STRC/SCO to facilitate theNRS (Naliona"Agricultural,
 

parinpnetworking and obtain internal and external support
 
for5 nation~al research programs to accomplish this purpose.-


SConclusions and 'LessonsLearned:­

~1)Project is designed has been successful, 
S2) 'All proj'ect inputs were supplied, 
3),Projectooutputs f ully achieved: 1I)SAFGRAD oversight Committee makes annually, 

(2) future research activities:
 

Fuueresearch activities identified, planned and allocated among p tcpat
 
>, etIcr priorities are reflected in NARS decision-making
 

Opportunities for the future-donor support. at regional and national levels clarified.
 
Research for networks reviewed and evaluated annually, but results need to be
 
a interpreted an~d evaluated-	 rpre
In -country~research'implented by NARS, but results are frequently notrpte
 

or returned.to the coordinators.'
 
Varieties released and cultural' practices recommended, except for the
 
Responsive tlecinical backstopping by 11TA and ICRISAT has beer.partijal
 

(4)' other project outputs attained with following qualification; (1).an'effectively
 
functioning african: 5
 

Network Research
 

Nat1.onal1 program 'scientists:have participated.fully in setting, the research prioritie.
generally emphasize major, comn ilgcl osrit~on in semi-arid Afri~ -'5C 5 


, , 	 c on semi-arid agriculture throughvrieta .myvemen ,t..' , 

~The Off ice of te Director, of Research in the SCO has playod an important role in
assuring that network research 'programs respond to national program interests and cconcerrE 
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S U M M A R Y (Contnuoa) 

The SAFGRAD networks effectively implement regional variety performance trials, fund
regionally oriented research by national programs and provide national scientists with a
 
forum for scientific communication and exchange.
 

The SAFGRAD networks are an effective means for linking national researchers with the
 
international centers.
 

In collaboration with the international centers, the SAFGRAD networks 
are an effective

mechanism for pooling the research 
resources of both stronger and weaker national programs

ir.order to address region-wide constraints on agricultural production.
 

The quality of genetic and other technical material available to national programs
through the networks could be increased through relations with a broader range of sources
including the USAID-funded CRSPs, Non-Governmentil Organizations, etc. 

The national programs value the technologies diffused by the networks and use them inboth on-station and on-farm trials. 
There is some evidence that network diffused
 
technology has been released 
 and adopted Dy some farmers. There has been no attempt bythe networks, however, to monitor and evaluate the progression of tecirnologies after they
enter a national program. As a result, it is difficult to assess the farm-level impact 
of network research. 

There is 
strong evidence that the number and proportion of technologies developed by
national programs have increased in the networks' regional trials. 
This indicates that
 
some programs have developed technologies which merit regional testing and that the

networks offer a vehicle for this 
"spiLlover" effect to be captured by other national
 
programs.
 

The research agendas of the international centers 
(IITA and ICRISAT) have shifted
during the period of the project and parallel the research erphases of the networks. it is

difficult to assess whether the IARC shift was 
in response 
to network demand of activity.
 

Network Management
 

The SAFGRAD Coordination Office, in association with national scientists and
 
administrators, has 
developed a strategy for the institutional structure, management and

operation of 
regional commodity research networks. 
 Over the period of the project, the
 
SCO has been able to clarify its contribution to network management.
 

External donor support will be required in order for the SAFGRAD Coordination Office
 
to continue its effective support for the research networks.
 

Network coordinators work withclosely national program scientists and with their 
IARC in program implementation.
 

Fostering the professional growth and development of national scientists may be among
 
crne of the networks' 
most significant and lasting accomplishments.
 

The professional enhancement 
of almost 700 agricultural scientists and technicians
 
has been achieved at 
a very low cost per participant.
 

An assessment of the effectiveness and efficiency of the 
networks would be improved

if the significance and real-world implications of network research objectives and short
 
term targets were clearly identified.
 

National programs benefit directly from their participation in SAFGRAD networkactivities. Over the 
life of the project, and largely at the prompting of USAID and
 
the SCO, the flow of 
 network research resources 
to national programs has increased.
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S U M M A R Y (Continued) 

The positions held by national scientists and administrators in the SAFGRAD research
 
management system permit national programs 
to exercise leadership and to influence the
 
direction of the SAFGRAD networks.
 

The concept of 
"lead center" research and regional trials is an effective and 3fficient 
means for generating and diffusing research of benefit to all participating countries. 

SAFGRAD is actively pursuing an appropriate way to "harmonize" relations between the 

SAFGRAD and CORAF maize networks.
 

LESSONS
 

This results of this evaluation indicate the following lessons that should be
 
especially useful in planning and designing projects for continued support to 
SAFGRAD
 
or other agricultural research networks in sub-Saharan Africa.
 

Agricultural research networking sub-Saharan Africa can 
effectively generate and
 
diffuse improved technology, but it is also an important means for promoting the growth

and development of an African scientific community. 
Exchange visits among scientists,
 
or monitoring tours, are especially effective.
 

Investments in agricultural research networks help to strengthen national programs
 
directly by giving access to new technology, supporting the development of improved
 
technology in collaboration with other natioral programs, and providing a regular and open
 
means 
for professional communication among national scientists and research administrators
 

Both strong and weak national programs can benefit from membership in a research
 
network.
 

Regional research networks can be an effective mechanism for funding national research
 
activities, but ways are needed to 
assure the adequate allocation of available financial
 
resources to national programs.
 

The Organization of African Unity is 
an appropriate organization and political

framework within which to manage agricultural research networks. It may offer the most
 
effective auspices under which to continue truly,regional networking that successfully
 
cuts across political boundaries and (crumbling) language barriers, thereby enhancing the
 
capacity of African scientists to confront common research challenges 
within far-ranging
 
agro-ecological zones.
 

The successful organization and operation of effective agricultural research networks
 
in suo-Saharan Africa does depend at least upon:
 

-an identified, shared and common problem by network members
 
-technical leadership from national scientists collaborating with programs in the 

international research centers
 
-interest by scientists and research administrators that fosters collaboration among

participants and generates national 
support for regional research,
 
-a ontinuing regional coordinating body operating with accepted regional political


and diplomatic status, a standing advisory committee and, with national
 
-effective scientific supervision.
 

It will take a concerted effort to move beyond the "varietal improvement approach" to
 
overcoming constraints on agricultural production in sub-Saharan Africa. 
The incorporatlo

of broader agronomic and management considerations, such as integrated pest management or
 
cropping systems research, into a solid, field)level, region-wide program may require
 
special attention to the effective use and comparison of more site-specific results.
 

The effective transfer of full responsibility of regional networks will require
 
individuals who can exercise several types of leadership:
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Principal Recommendations: (Continued)
 

The evaluation team had strong backgrounds in agriculture research and West Africa
 
experience 
and were up to the task of carrying out this important evaluation. The terms
 
of reference of the evaluation were carried out fully and provided answers to specific
 
questions raised by the OAU and various offices in AID/W.
 

The team spent more than 50% 
of their time in the field in East, West Africa interfacing
with project personnel, scientists in NARS/IrTA, ICRISAT with the SCO in Ouagadougou and 
OAU in Ethiopia and OAU/STRC in Lagos. All three team members have worked on agric.
research activities and were knowledgeanle about SAFGRAD. This is evident in their 
thorough analyses. As a result of the evaluation, the team has suggested that AID carry
(it impact assessment studies at farmer level to determine the impact of agriculture
research which may lead to a methodology that AID can use in future agriculture research 
activities to determine impact. Mission and SCO c.oncurs in the content of the evaluation 
arnd think it has given a thorough, comprehensive, objective assessment of the SAFGRAD 
project. 



memorandum
 
DATM 9/9/91 

REPLY TO
 
ATTN OF: 
Dennis B. McCarthy, A
 

SUJECT, Project Evaluation Summary SAFGRAD II 698-0452
 

TO: Sally Sharp OPR/Evaluation Officer
 

SAFGRAD PROJECT
 
MISSION COMMENTS ON EVALUATION SUMMARY
 

Fn-e-n-eral the evaluation report is consistent and givesa well
 
balanced appraisal of the projects progress towards the stated
 
objectives in the Project Paper. Taking into account the
 
evaluation results and reflecting on it's experiences managing th(

Project in the field since its inception, OAR/Burkina su ports th(

following recommendations;
 

1. Aid should make at least an additional 10-year commitment of
 
financial and technical assistance to the established SAFGRAD
 
networks in order to continue the real progress made--to--d-are- n.­
building NARS scientist's professionalism on a regional basis. T(

abandon the SAFGRAD Networks at this point would be wanton to
 
relinquishment of all progress mddeoV&- C'1heast-6ig t-year"s-_o
 
solid productive SAFGRAD network development,
 

2. The use of three separate Grant Agreements to fund the SAFGRAI
project has - e-nageme -n t has 
greatly complicated the development of harmonious project 
management actions concerning the three individual Grantees and 
the implementation of critical cooperative actions in the 
execution of necessary concerted project effo'rts. It has also 
been the source of misunderstandings on the part of SAFGRAD 
project entities (SCO, the Oversight Committee, the Council of 
NARD) concerning the role and responsibilities of the IARCS, NARS, 
OAU/STRC/SCO, and USAID. 

OPTIONAL FORM NO. 10 
(R"V. 140) 
GSA FPMR (41 CFR) 101.11 .8 
5010-114 

'GPO t 1983 0 - 421-526 (9176)
 



A single unifying grant mechanism should be developed in order to
 
allow USAID project management to effectively compel critical
 
concerted planning and implementation actions of paiticipating
 
grantees in such complex projects. Inaddition, the -extensive,
 
diffuse project management requirements consequent of such complex

projects dictates the need for explicit project management
 
resources and responsibilities to be specifically dedicated and
 
consigned to direct hire Field management requirements in order to
 
effectively coordinate regional initiatives of this type. Such
 
regional field based initiatives, by definition, cannot be
 
effectively orchestrated from AID/W or by a single participating
 
bilateral USAID field Mission. The most appropriate USAID
 
management entity would be those USAID Missions already directly
 
charged with regional responsibilities i.e. REDSO/WCA, REDSO/ECA, 
et c. wo rking in c-1 s-e-c-o I I ab oraton-wth -fe ID.. 
bilateral Missions participating in the particular regional 
initiative.
 

3. An SCO like secretariat organization will be necessa~ry in any
 
type of a SAFGRAD Project Phase III activity for the success of
 
Network operations in the future. NARS scientists clearly need
 
some measure of administrative backstopping and political support

which transcends national boundaries if they are to achieve the
 ...fu-l:I-potential of-networking activi-ties, 

The primary responsibility of a secretariat, and unfortunately the mos ne5t------ he resent -e retariat-tt ucture (SCO)i-fn the---

SAFGRAD Phase II Project, should be taking the initiative to
 
_s)ynthesize.the- results.of Network research, .to.promote.a clearly

defined vision of regional research and to champion a greater
app r e c~ t T-ftF-I biTt £I[~ tio-Vb---agtFfTf-rDes ar -t~­

development among regional and international policymakers. This 
mandate must be clearly defined, early on, !as a primary
responsibility of whatever type of secretariat institution is 
developed in the follow-on phase Vo network'support. Equally 
important, and management intensive, are the development of plans
and follow-up for assessing the impact of network research on 
farm-level production, productivity and incomes. 

-- n-


If thoroughly addressed, these mandates will require the undivided
 
attention of the network secretariat and it clearly follows that,
 
premature, ambitious expectations for significant expansion of the
 
secretariat institution into other Networks and projects is not
 
only unrealistic, but will be seriously detrimental to efforts to
 
continue, document and consolidate the solid p'rofessional
 
accomplishments of the existing networks in the region. Two
 
separate regional i.e. East/Southern Africa, and.West/Central
 
Africa, lean secretariats may be an option to distribute the work
 
and promote more effective and efficient addressing of these
 
important mandates in the regional context.
 

/ 
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has given the SAFGRAD Internationai4. OAU diplomatic status 
Coordinator of the SCO secretariat many opportunities 

to keep
 

network research on the political agenda of many national
 
The facility provided by the SCO to
level officials.
ministerial 


of the OAU is well
the Networks through the political influence 

documented.
 

the networks, and consequently the NARS,
to
Secretariat assistance 

political regional organizations but
 

should not be confined to 

bodies with broader representation. Various

-Yli-f6icli-lentific 
sub-regional organizations i.e. INS.H, SADCC etc, while
 

ties which may
sound, possess sub-regional politicalstructurally 

countries and/or research institutions. Research


omit some 

those NARS participatirva in the
 

collaboration anl planning among 

be held hostage to political boundaries but


networks must not 

and


rather be targered to scientific endeavors which networks 


scientific organizations offer. The Organization of African Unity
 

(OAU)-and its institutions represent Africa-wide interests and
 

should be promoted to provide continuity of effort
this office 

member states Africa-wide.
among all its 
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SOME COMPARATIVE ADVANTAGES OF SAFGRAD
 

. The SCO-is in the unique institutional setting to provide feed
 

research
back to OAL headquarters with regard to agricultural 

and development issues that could emanate from national 

structures. 

Evidence: 

Thede-liberations of the National Agricultural Direct-ors-. 

and the Oversight Committee and the overall SAFGRAD 

-actLiv.-tiesazereported__tothe Council of Ministrs or 

-the--OAU -. .. 

The recent resolution, of the CouncIl regarding SAFGRAD 

has been to consider I its institutionalization as 

permanent agency, the main agenda for forthcoming 

internal OAU/SCO meeting (September 1991) in Addis Ababa,
 

Ethiopia.
 

I. 	The OAU umbrella provides smooth and urimpeded movement of
 

scientists, equipment and germplasm across national frontiers
 

of Member States of SAFGRAD. This has enabled SCO to forge
 

cooperative relationships among NARS and with other regional
 

organizations and agricultural research centres.
 



efforts in areas of food grain research and
 

development among national systems and between
 

IARCS and NARS.
 

IV. 	 SAFGRAD as an OAU project received good ambiance of 

collaboration, and in kind-cuntribution by beneficiary member 

countries. 

Evidence:
 

1) 	 Greater cooperation in the technical implementation 

the 	 activities of the food - grains networks-

Acceptance of regional research responsibilities of 

.the- re >.t ively _strong 9ASs "Lead__Centres" as 

facilities. -and-we l-l as,. -- sharinz -of --research ... 

results, 

2) 	 Allocation of research land,:'-esearch time of NARS
 

staff, office spacE, as well 's laboratories, at no
 

cost, to SAFGRAD (i.e. for example, in Burkina
 

Faso, Nigeria, Ghana, Cameroon, Kenya, Sudan, Mali
 

etc.). This in-kind contribution is estimated to
 

about S5 millions during SAFGRAD II.
 

3) 	 Unquestioned willingness to allow scientists from
 

one national programme to offer technical expertise
 

to.another member country through the networks (for
 

example:'.Ampng several examples, the Cameroon.NARS
 

scinet.ist we-re able to provide research assistance
 



to neighboring * NARS such as Chad and Central 

African Republic). 

.	 OAU/SAFGRAD in general and its coordination Office in
 

particular, has comparative advantage in consolidating
 

research efforts and expanding the benefits of collaborative
 

networks beyond political boundaries and across linguistic
 

barriers.
 

Evidence:
 

1) 	 in West and Central Africa 17 countries (Francophone,
 

Anglophone and Lusophone.)--par-icipate.. in-each. of OAUZL 

SAFORAD' s food grain collaborative-researehneio s--

Under OAU umbrella, National programme scientists and 

research managers have addressed common problems and 

issues of agriculturall research and development from 

African perspectives with minimum external influence. 

2) 	 In Eastern Africa 8 countries participate in sorghum and
 

millet collaborative research networks. OAU's offices
 

provide research facilities, diplomatic privileges and
 

tax and legal immunities in Kenya. This makes the
 

ICRISAT/SAFGRAD collaborative research network more
 

effective
 



3) Furthermore, the end of SAFGRAD II evaluation also
 

determined that "The Organization of African Unity is an
 

appropriate organization and political framework within
 

which to manage agricultural research networks. It may
 

offer the most effective auspices under which to continue
 

trul," regional networking that successfully cuts across
 

political boundaries ahd---c frdbbTi --­language barriers,
 

thereby enhancing the capacity of African scientists to
 

confront common research challenges within fa -rangino
 

agro-ec.,logical zones".
 

The 	SCO as an OAU agency has effectively mobilized "pool
 

o : 	scientir[ic manpower, resea-r -n~s dF-et ­

countri.e-s-. --. Cons-equent were 

ctegorized acco -h to t0 of research 

development (Lead Centres, Associate Centres and 

Technology Adapting NARSt). The relatively few stronger
 

NARS not only assumed regional research responsibility in
 

the area of their research comparative advantage, but
 

also provided direct research assistance to minimize
 

research weaknesses in the small national systems.
 

partic ipa-ti-ng --	 ily,--N-A-RS-

I. 	Among the indigenous regional agencies, the SCO has relatively
 

long experience for research coordination, sound financial
 

management_, systems and administrative capabilities to
 

implement :. egional-.:research projects. This includes -the
 



disbursement of funds to NARS for different research and on­

farm verification trials under SCO-financial control systems.
 

Evidence:
 

The political entity of OAU/STRC/SAFGRAD that SCO
 

embodies, is desired by other networks. Those
 

networks . already accepted (by the Oversight
 

Committee) to operate under SAFGRAD umbrella
 

1'include the West African Farming SystemA Research
 

and the semi-arid lowlands agroforestry networks
 

for Sahelian countries.
 

[i. 	 The bUO continuous interactions with national agricultural 

-institutions -and with their respectiye governments and 

f~i-ri-io--hT l--Yr - - --[d-t~ e emergence and
 

development of scientific and research,management leadership.
 

1) Research Management
 

- 52 reseach managers from 22 countries actively 

participated and provided policy guidance and operational 

framework for network activities, 

- 7 eminent .qenior researchers research managers and 

university professors as member of "the 6versight 

6
 



Committee served as Management Board for SAFGRAD.
 

40 technical scientists actively participated--n--th-e-­

management of the four collaborative food grain networks.
 

2) 	 Scientific Leadership was provided particularly by Lead
 

Centres to implement 25-30 collaborative projects to
 

alleviate constraints to the production of food grains
 

(i.e. drought, Striga, diseases and pests, soil
 

fertility, yield and utilization etc.). For example 35,
 

40 and 37 senior scientists conduct research at Lead
 

-Cerhres fo-r. sorghum, maize and .-cowpea- network-si
 

resDectivei in West and Cent'ral Africa. And 45
 

scientists have collaborative research activities (in the
 

five Lead Centres) for sorghum and millet improvement in
 

Eastern Africa.
 

(
 


