
This end-of-project evaluation sums up the experience gained 
froni a thirteen-yea'r effort by USAID. The findings, 
conclusions, recohendat ions and lessons leaqed will be 
harmonized into the Mission s forth-coming Natural Resources 
Management Program (635-0235 ) . The only act ioj .required is 
to send the evaluation and its A.I.D. Evaluat$pn Summary to 
the appropriate A. I ,D. /Washington offices. 
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A B S T R A C T  
U ! U U C A !  mr rrcwe r h  uoqcr ntavIepj\ 

The p r o j e c t  aimed t o  he lp  t h e  Government o f  The Gambia (GOTG) e s t a b l i s h  a s e l f - s u s t a i n i n g  
S o i l  and Water Management U n i t  throughout t h e  c o u n t r y .  The p r o j e c t  was implemented by the  
Minf s t r y  o f  Agricu7 t u r e l  s (MOA) Department o f  A g r i c u l t u r a l  Serv ices  w i t h  techn ica l  
assis tance prov ided by t h e  Un i ted  S ta tes  S o i l  Conservat ion ServiCe (US SCS). T h i s  end-of- 
p r o j e c t  eva lua t ion  (6 /78 -6 /91 )  was conducted by team o f  representa t ives  f rom the MOA, US 
SCS, USAIDIREDSOIWCA, USAIDIBanju7 and Gessel l  schaf t f u r  technische Zusammenarbei t (GTZ) , 

o f  Germany. The team reviewed p r o j e c t  documents, v i s i t e d  s i t e s  throughout The Gambia and 
conducted personal i n te rv iews .  The purpose o f  t h e  eva lua t ion  was t o :  measure t h e  ex tent  
t o  which planned goals and outputs  were achieved; determine the  economic impact o f  the  
Soi 7 and Water Management P r o j e c t  on r u r a l  Gambia over  the  13 year 7 i f e - o f - p r o j e c t ;  assess 
t h e  s u s t a i n a b i l i t y  o f  t h e  Sof? and Water Management U n i t ;  determine i f  SWMU s t r u c t u r e s  and 
a c t i v i t i e s  have a p o s i t i v e  e f f e c t  on t h e  environment and n a t u r a l  resources; and assess the 
t r a i n  Sng component. 

The major f i n d i n g s  and conc7usions are:  I :  
- The p r o j e c t  created endur ing changes i n  a g r i c u l t u r a l  p r a c t i c e s  t h a t  improved a g r i c u l t u r a l  

p r o d u c t i v i t y  whi 7e conserv ing resources. 
- An economic ana lys i s ,  conducted i n  May 1991, found t h e  p r o j e c t  high7y benef ic fa7 t o  

farmers . 
- The c o n s t r u c t i o n  o f  d i k e s  and bunds i n  t h e  lowlands stops sa7t-water i n t r u s i b n  and 

impounds t he  r u n o f f .  The d f  kes brought about s i g n i f i c a n t  increases i n  lowland hectarage, 
thereby not o n l y  i nc reas ing  t h e  t o t a l  p roduct ion ,  but a l so  ma in ta in ing  t h e  na tu ra l  
h a b i t a t  o f  c e r t a i n  species o f  w i 7 d 7 i f e ,  fauna and f l o r a .  - The assessment shows t h a t  SWMU a c t i v i t i e s  have s i g n i f i c a n t  overa77 e f f e c t s  on t h e  

'environment and n a t u r a l  resources conservat ion  and improvement. 

- The eva luators  noted t h e  fo77owing '17essons": I 
- The GOTG must p rov ide  adequate budgetary support f o r  personnel as we77 as opera t i ng  

cos ts  . 
- I n  o r d e r  t o  ma in ta in  SWMU's impact, f und ing  must be secured f o r  on-going program 

rep7acement o f  heavy equfpment. The present equipment cannot be expected t o  l a s t  more 
than t h r e e  years ,  

- Wherever poss ib  7e, farmers should be t r a i n e d  i n  conservat i on  techno log ies  by d g r i c u l  t u r a l  
extension agents. Examp7es inc7ude contour  fa rming,  proper use o f  p lowing,  use of  
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PURPOSE 0 
I I 

F EVALUATION A N D  METHODOLOGY U S E D  

T h i s  f o u r t h  and end-of-project evalua t ion  was required t o  determine the  o v e r a l l  
achievements of t h e  p r o j e c t  and provide suqgest ions and recommendations f o r  t h e  
f u t u r e  of the  S o i l  and Water Management U n i t  (SWMU). 

The eva lua t ion  team included a  Training OfEicer and an Environmental Advisor, both 
from REDSO/WCA, w i t h  c o n t r i b u t i o n s  from an USDA/SCS Agr icu l tu ra l  Economist, and the  
USAID/Banjul Agr icu l tu ra l  Ass i s t an t .  The team reviewed a l l  p e r t i n e n t  p r o j e c t  
documents, including t h e  P ro jec t  Paper, t h e  1982, 1985 and 1988 p r o j e c t  
eva lua t ions ,  and o the r  p r o j e c t  r epor t s ,  T h i s  was followed by se l ec ted  s i t e  v i s i t s ,  
an assessment of SWMU c a p a b i l i t i e s  through in terv iews,  review of work p lans  and 
ex te rna l  p ro jec t  evalua t ion  r epor t s ,  and an evalua t ion  of GOTG commitment t o  the  
SWMU 

PURPOSE OF ACTIVITIES EVALUATED I 
T h e  Gambia S o i l  and Water Management P ro jec t  (635-0202) has been ope ra t iona l  s i n c e  

l 
i t  was author ized  on March 28, 1978. I t  underwent i t s  l a s t  extension and rev i s ion  
i n  Apr i l  1988. T h i s  eva lua t ion  is Eor t h e  period of the  l a s t  p r o j e c t  extension.  
The goa l  and purpose of the  extens ion  remain t h e  same a s  the  o t i g i n a l  pcojec t .  The 
s e c t o r  goal  is t o  h a l t  and reverse  the  environmental d e t e r i o r a t i o n  caused by 

( inadequate t r a d i t i o n a l  c u l t i v a t i o n  p r a c t i c e s  and t o  s t a b i l i z e  and inc rease  t h e  
production of food and cash c rops  by reducing farm s u s c e p t i b i l i t y  t o  drought and 
environmental problems. The p r o j e c t  purpose is t o  increase  the  a b i l i t y  of t h e  
Minis t ry  of Agr icul ture  ( M O A )  t o  develop t h e  ma te r i a l  and i n s t i t u t i o n a l  c a p a b i l i t y  

i t o  develop and disseminate t h e  educat ional  and t echn ica l  s e r v i c e s  and materials t o  
the  r u r a l  population. 

! F I N D I N G S  A N D  CONCLUSIONS 

1 
; Financia l  and t echn ica l  a s s i s t a n c e  f o r  t h i s  p ro jec t  has been a  j o i n t  veoture of the  

I 
GOTG, USAID, USDA/SCSt and GTZ. 

So f a r  the  SWMU has achieved i t s  goa l s  q u i t e  well i n  introducing s o i l s  conservat ion 
and r e h a b i l i t a t i o n  techniques i n t o  r u r a l  a r e a s  t o  insu re  sus t a inab le  a g r i c u l t u r e .  
Where introduced,  the  use of these  techniques seem t o  be  sus t a inab le .  The SWMU 
p r o j e c t  c rea ted  enduring changes i n  a g r i c u l t u r a l  p r a c t i c e s  t h a t  improved 
a g r i c u l t u r a l  p roduc t iv i ty  while c o n s e r v i ~ ~ g  resources.  However, t he  SWMU is  s t i l l  
weak i n  t h e  a rea  of agro-fores t ry ,  range management and evaluat ion/monitoringe 
Monitoring remains a  major weakness, although the  Unit has e s t ab l i shed  a  monitoring 
plan,  developed a  research instrument and ga thered  some base l ine  da ta .  

Aside from providing t echn ica l  t r a i n i n g ,  an important bene f i t  of short-term, 
off-shore t r a i n i n q  has been i t s  motivat ional  and incen t ive  value. I t  provided the 
opportunity t o  n,,work w i t h  o the r  p ro fess iona l s ,  increased professional ism and t h e  
cohesion and motivation of the  s t aEf .  

1 I 
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S U M M A A Y (Coriilnuod) 

w 

Vehicles and t r a c t o r s  a r e  key equipment f o r  the  U n i t  t o  opera te  properly and t o  
provide e f f e c t i v e  support t o  farmers.  Even w i t h  the  spare  p a r t s ,  i t  is  not l i k e l y  
t h a t  the  c u r r e n t  veh ic l e s  and t r a c t o r s  w i l l  l a s t  beyond another  th ree  years  due t o  
heavy usage on very bad roads. Procurement of veh ic l e s  and t r a c t o r s  when required 

I i s  necessary t o  guarantee the  achievementa of the U n i t .  

I t  should be pointed out t h a t  t h e  Government haa been genera l ly  suppor t ive  of t h e  
U n i t .  Nevertheless ,  GOTG support  f o r  t h e  p ro jec t  is c l e a r l y  inadequate and i s  the  
major reason t h a t  t h e  U n i t  has been unable t o  e f f e c t i v e l y  d e c e n t r a l i z e  and expand 
i t s  opera t ions  nationwide. 

The cons t ruc t ion  of d ikes  o r  bunds i n  t h e  lowlands s t o p s  the  s a l t w a t e r  i n t r u s i o n  
and impounds the  runoff.  The impounded water he lps  t o  leach the  s a l t s  while 
s imultaneously providing enough moisture f o r  crop growth. These d ikes  brought 
about s i g n i f i c a n t  inc reases  i n  lowland kectarage,  thereby not only increas ing  t h e  
t o t a l  production, but a l s o  maintaining the  na tu ra l  h a b i t a t  of c e r t a i n  spec ies  of 
w i l d l i f e ,  fauna and f l o r a .  T h e  laying-out of contour berms i n  combination w i t h  
contour farming reduces these  e f f e c t s  by c o n t r o l l i n g  t h e  runoff ,  t h u s  increas ing  
i n f i l t r a t i o n  t o  provide enough moisture t o  enhance p lan t  growth. The success  Of 
SWMU1s a c t i v i t i e s  was echoed i n  almost a l l  the v i l l a g e s  v i s i t e d .  

- 

I The i n t e r n a l  r a t e  of r e t u r n  ( I R R )  f o r  the  p r o j e c t  over the  e n t i r e  evalua t ion  period 
(1978 t o  2006 )  is 10.1 percent  which means t h a t  a s  long a s  funds can be obtained a t  
an i n t e r e s t  r a t e  of l e s s  than 10.1 percent ,  t h e  p r o j e c t  is economically j u s t i f i e d .  
On balance,  t he  p ro jec t  appears  t o  have been, and w i l l  cont inue t o  be, a  wise 
investment of pub l i c  and p r i v a t e  funds. However, t he  mult i tude of p o s i t i v e  
economic, s o c i a l  and environmental e f f e c t s  not included i n  t he  monetary a n a l y s i s  
make the  p r o j e c t  an investment t h a t  has b e n e f i t s  well beyond t h e  monetary r a t e  of 
re turn .  

An economic ana lys i s ,  conducted i n  May 1991, Eounfj the p ro jec t  highly b e n e f i c i a l  t o  
furmers. However, t he  management of t h e  U n i t  s t i l l  r equ i re s  improvement. Much 
time and resources a r e  wasted by lack of communication, teah planning and 
monitoring. 

I T h i s  assessment shows t h a t  SWMU a c t i v i t i e s  have s i g n i f i c a n t  o v e r a l l  e f f e c t s  on 
environment and na tu ra l  resources  conservat ion  and improvement. 

I PRINCIPAL RECOMMENDATIONS 

- F i r s t  and foremost, t he  Unit must maintain, indeed expand, i ts  hands-on-village 
o r i e n t a t i o n .  The e f f o r t  and time U n i t  personnel spend working w i t h  v i l l a g e r s  
must i n  no way diminish. 

- The SWMU is a key i n s t i t u t i o n  i n  NRM. I t  is suggested t h a t  A I D  f i n d s  ways of 
having t h e  SWMU play a major r o l e  i n  a l l  NRM p l ans  i n  The Gambia. 

- The Government of The Gambia m u s t  provide adequate budgetary support for  
personnel a s  well a s  opera t ing  c o s t s .  Any f u t u r e  A I D  support  t o  the  
a g r i c u l t u r a l  environment s e c t o r  should be cond i t iona l  on evidence of t h i s  
support .  - Funding must be secured f o r  on-going program replacement of heavy equipment. 
The inventory  of t r a c t o r s ,  veh ic l e s  and o ther  heavy equipment cannot be expected 
t o  l a s t  much beyond t h r e e  more years .  Without such equipment t h e  S W M U  w i l l  l o se  
most of i t s  impact. - Decentra l ize  the  SWMU t o  br ing  i t  c l o s e r  t o  i t s  a c t i v i t y  zones and increase  i t s  
v i l l a g e - l e v e l  impact. Eventual ly,  SWMU should be decen t ra l i zed  t o  the  
d i v i s i o n a l  l e v e l .  The plan f o r  d e c e n t r a l i z a t i o n  t o  the  d i v i s i o n a l  l e v e l ,  
c o n s i s t i n g  of t echn ica l  teams and equipment, should be implemente4. 

I 
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S U M M A R Y (Conllnuod) 

SWMU should be upgraded t o  the d iv i s iona l  l eve l .  
There m u s t  be g rea te r  coordination w i t h i n  the  SWMU t o  use i ts  personnel and 
equipment more e f f i c i e n t l y .  
Manuals prepared by the SWMU should be updated and improved by the  addi t ion of 
drawings, sketches and maps. So i l  manuals should be completed by the addi t ion 
of s o i l  maps. 0 

Simple operational  manuals should be completed fo r  a l l  SWMU funct ional  
posi t ions .  The g r ea t e s t  need is En the  a reas  of monitoring, planning and 
assessing economic po ten t ia l  of planned a c t i v i t y .  
SWMU m u s t  c o l l e c t  basel ine  and pas t  in tervent ion data  t o  monitor impact; 
relevant  da ta  being gathered and analyzed by other agencies and programs should 
a l so  be used. 
Study places where roads have played the role of a dike i n  order  t o  gather 
elements of the long-term effeocs  of d ikes  i n s t a l l ed  by SWMO. 
Assess the  e f f e c t s  of SWMU a c t i v i t i e s  on health,  Impoundments oEten a re  the  
sources of water-related d i seases  such a s  schistosomiasis  and malaria. Collect  
basel ine  data  and con t ro l  data. 
Make documentation, manuals and guidance and reference mater ia ls  avai lable  a t  
the  Asion and d i s t r i c t  levels .  Specia l  a t t en t i on  w i l l  be given t o  repor ts  on 
s t r uc tu r e s  i n s t a l l ed  by SWMU and techniques used, precise ly  methods of solving 
problems, 
Wherever poss ible ,  farmers should be t ra ined i n  conservation technologies by 
ag r i cu l t u r a l  extension agents. Examples, a r e  contour farming, proper use of 
t r a c t o r  ploughing, use of hedges, e tc .  
The SWMU should t r a i n  extension agents i n  these  simple conservation 
technologies. However, extension agents  m u s t  have the  resources (e.g. 
t r anspor t ,  appropr ia te  equipment) t o  reach the  farmers. 
Train t r a c t o r  d r i ve r s  and owners i n  d i f f e r e n t  aspects  of the requirements of 
land reclamation and conservation. T h i s  is necessary i f  hire-based se rv ices  a r e  
t o  be extended. 
The SWMU should def ine  an environmental education program keyed t o  the v i l l age  
and i ts  conservation mandate. 
A proper range management program of a c t i v i t i e s .  should be designed and 
implemented t o  assess  forage production and overgrazing problems, 
Design an e f f ec t i ve  agrofocestry program re la ted t o  s o i l s  r ehab i l i t a t i on  and 
conservation aimed a t  f u e l  and const ruct ion wood production. 
As f u n d s  are/becorne ava i lab le  the following t ra in ing  p r i o r i t i e s  should be 
followed: ( a )  on-the-job management t r a i n ing  keyed t o  improving the  e f f i c i e n t  
use of resources; (b) on-the-job technical  t r a in ing  i n  monitoring including 
co l lec t ion ,  management and ana lys i s  of data  ( s o i l  surveys, agro-fores t ry) ;  t c )  
mid- and high-level t r a in ing  ( i . e . ,  BA, M A )  is e s sen t i a l  f o r  t h e  long-term 
effect iveness  of t he  U n i t .  Trained personnel w i l l  inevi tably  leave, and new 
personnel must be upgraded. A long-term s t a f f  development plan should be made 
and implemented t o  ensure f u l l y  qua l i f i ed  personnel a r e  ava i l ab l e  i n  a timely 
manner; and (d l  at tendance a t  off-shore and regianal  short-term t ra in ing ,  
conferences and meetings w i l l  not only increase  staEf technical  competence but 
a lso increase i ts  sense of professionalism and commitment. I LESSONS LEARNED 

I 1. The importance of allowing enough time i n  p ro jec t s  f o r  i n s t i t u t i o n s  t o  
develop, 

2. The necess i ty  of ensuring adequate host government support. 
3. The need t o  coordinate technical  a ss i s t ance ,  t r a in ing  and other  inputs  f o r  I successful  project  implementation. 
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